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Abstract. Agile Software processes emphasize collaboration more than
traditional methods. Collaborations and interactions are cited directly in
two of the four values listed in the agile manifesto. Because of everything
that involves communication contains the potential for conflict, we are
interested in knowing how to manage conflicts to enhance agile projects.
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1 Introduction

Some amount of conflict is required in a team to motivate change and encourage
creativity. The relation between conflict and team effectiveness approximates an
invert U-curve, where too much or too little conflict impacts negatively. There-
fore, management to maintain an appropiate level of conflict is crucial for opti-
mizing team effectiveness.

Conflict is defined as an interactive process manifested in incompatibility,
disagreement or dissonance within or between social entities (individual, group,
organization, ...) [26]. In recent years the concept has taken an unexpected turn
around its qualities, being discovered that the appearance of conflict in small
amounts could bring great benefits to organizations in terms of creativity and
innovation [21,23,13,18]. Seeing that the conflict is necessary to a creative process
like software development.

2 The Conflict within Organizations

We can find many ways to classify the conflict within organizations: interper-
sonal, intrapersonal, intergroup and intragroup [26]. Interpersonal conflict refers
to the most basic type of conflict that is developed between two people or col-
leagues either by differences in personality or work style also a personal history.
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Meanwhile the conflict intra staff is one where the purpose and vision of an in-
dividual differs from the overall vision of the organization. When an individual
is faced with a group and is unwilling or unable to conform to the dynamic, he
left the team due to an intragroup conflict. In intergroup conflict meanwhile,
two teams are involved in the problem, threatening the successful completion of
a project due to differences in group dynamics.

2.1 Dysfunctional and Functional Conflict

Conflict must be managed, not only as a way to optimize project success, but
also to increase the satisfaction of project team members.

Persistent conflict complicates the management of the projects, causes par-
ticipants to constantly disagree with each other about requirements, methods,
techniques and solutions. The continued conflict damages the communication,
coordination and control, reducing the team performance level affecting the final
quality of the product, the project deadline accomplishment and costing. In this
way we are talking about dysfunctional conflict [21].

On the other hand and with the new discoveries, we see that constructive
or functional conflict is considered to have beneficial effects. Where functional
conflict is present, people feel free to express their opinions, beliefs, assumptions
and to challenge ideas of others [21,23,13,26]. Functional conflict works like an
antidote to groupthink [6], a psychological phenomenon that occurs within a
team, in which the desire for harmony or conformity in the group results in
correct decisions. Group members try to minimize conflict and reach a consensus
decision without critical evaluation of alternative ideas or viewpoints.

In [26] Rahim describes the main characteristics of each type of conflict.

Dysfunctional Outcomes:

– Conflict may cause job stress, burnout, and dissatisfaction.
– Communication between individuals and groups may be reduced.
– A climate of distrust and suspicion can be developed.
– Relationships may be damaged.
– Job performance may be reduced.
– Resistance to change can increase.
– Organizational commitment and loyalty may be affected.

Functional Outcomes:

– Conflict may stimulate innovation, creativity, and growth.
– Organizational decision making may be improved.
– Alternative solutions to a problem may be found.
– Conflict may lead to synergistic solutions to common problems.
– Individual and group performance may be enhanced.
– Individuals and groups may be forced to search for new approaches.
– Individuals and groups may be required to articulate and clarify their posi-

tions.
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3 Developing Software

Software development projects depends mostly on team performance: ”Software
is developed for people and by people” [19]. But surprisingly, most of software
engineering research is technical and deemphasizes the human and social aspects.
It is interesting to consider the new proposals of agile methodologies for software
development in order to study them considering the teamwork practices. The
agile principles and values have emphasized the importance of collaboration and
interaction in software development. Scrum Agile Development Process [29], the
most notorious competitor of eXtreme Programming XP [4] between agilists, has
attained worldwide fame for its ability to increase the productivity of software
teams by several magnitudes through empowering individuals, fostering a team-
oriented environment, and focusing on project transparency and results.

There are recent studies reporting efforts to improve agile process. Agile soft-
ware development addresses software process improvement within teams. The
work in [27][24] argue for the use of diagnosis and action planning to improve
teamwork in agile software development. The action planning focused on improv-
ing shared leadership, team orientation and learning. We believe that the inno-
vation and development of new products is an interdisciplinary issue influenced
by different aspects [30][25][14], we are interested in the study of the potential of
new concepts and techniques to foster knowledge management, creative problem
solving and conflict management in software engineering [17][12][11].

Software engineering is a knowledge intensive process that includes some as-
pects of knowledge management and creative problem solving in all its phases:
eliciting requirements, design, construction, testing, implementation, mainte-
nance, and project management [19]. No worker of a development project has
all the knowledge required to fulfill all activities. This underlies the need for
communication, collaboration and knowledge sharing support to share domain
expertise between the customer and the development team [9].

The traditional approaches (often referred to as plan-driven, task-based or
Tayloristic), like the waterfall model and its variances, facilitate knowledge shar-
ing primarily through documentation. They also promote usage of role based
teams and detailed plans of the entire software development life-cycle. It shifts
the focus from individuals and their creative abilities to the processes themselves.
In contrary, agile methods emphasise and value individuals and interactions over
processes. Tayloristic methods heavily and rigorously use documentation for cap-
turing knowledge gained in the activities of a software project life-cycle [8]. In
contrast, agile methods suggest that most of the written documentation can
be replaced by enhanced informal communications among team members inter-
nally and between the team and the customers with a stronger emphasis on tacit
knowledge rather than explicit knowledge [5].

One possibility to improve the software development process is to design a
process which can manage conflicts. In management and business, researchers
have done much work about conflict management and obtained evidence that
conflict must be managed to optimize projects and boosting the satisfaction
of team members. The employees who had appropriate skills - negotation and
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conflict resolution, problemmodeling and creative problem solving, critical think-
ing, written and verbal communication - worked on complex, challenging jobs,
and were supervised in a supportive, noncontrolling fashion, produced more cre-
ative work. Then, according to the previous ideas the use of conflict and creativ-
ity in software development is undeniable. In a few publications the importance
of creativity has been investigated in all the phases of software development pro-
cess [17][16][10][20] and mostly focused in the requirements engineering [28][22].
Nevertheless, the use of techniques to foster conflict management is still shortly
investigated.

4 Conflict in Software Development

Conflict management in software development must certainly take into account
many factors [15,31,7,2]. We can even observe the importance of individual and
interpersonal conflict mentioned above, related to levels of participation, influ-
ence and personal traits such as personality and emotions. We can also see the
importance of the organization and the context in which software is developed,
linked to the different views in which workers are trained. This is the organi-
zational culture that has a number of rules and patterns in which the work is
performed daily in an organization [3,1].

One of the most important points in the development of software is commu-
nication, it is identified as one of the critical factors [32]. This is because much
of the work can be developed virtually, work teams fall into problems of mis-
understanding or lack of communication which demonstrates the importance of
collaborative work for the creation of better products.

5 Conclusion

We believe that the latest research shows that the use of conflict within orga-
nizations brings fruitful results around creativity and innovation projects. It is
important to consider new theories of conflict management within organizations,
and not to forget that we are working with human emotions and relationships.
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