SOFTWARE HOUSE

REMOTE SOFTWARE
DEVELOPMENT.
HOW TO CHOOSE, WORK AND
SUCCEED WITH REMOTE TEAMS.
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INTRO

Not so long ago, delegating work abroad was still a phenomenon. Nowadays,
it has changed, but this topic still raises doubts and concerns among
entrepreneurs who own and create software products.
This e-book is dedicated to those who lack qualified people in their
location and consider hiring a remote team or who have little experience
in managing IT projects. The main purpose of our guide is to dispel doubts
about cooperation with remote teams and to present the means to
manage them efficiently.
The topic will be discussed from the very first steps, like defining what should
be expected from potential partners, to issues like methodologies used in
remote collaboration and difficulties that may be faced.
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SUCCESS CRITERIA
FOR CHOOSING
A REMOTE PARTNER
INITIAL SELECTION
There is no possible way to know in advance which team would be the
best and most reliable. Therefore, it is good to screen possible partners
through several aspects:
• Their knowledge and experience. Getting a code sample will help to
judge competences (in case of lack of technical knowledge, someone
who knows this stuff could help). Commercial projects are not opensourced, so signing an NDA may be necessary.
• Their testimonials. Websites like Clutch.co may be useful. The power
of recommendation can help here – maybe some of your colleagues
have already had a successful collaboration with a remote team?
• Cultural compatibility. Since difficulties resulting from things such as
different time zones and language barriers may affect collaboration,
it is worth considering if they are acceptable.
• Business culture and working habits in the destination country, including development methodologies, work-free days and holiday
schedules. They shouldn’t clash with your plans.
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However, the most important thing is to know future partners – ask them
about their plans, motivations, company values and atmosphere between
people. Knowing each other and having similar values will make working
significantly easier. It’s worth to meet the team in person before making a
final decision, visit their office and talk to the developers as well.

NIELS SCHMIDT
Founder of N. Schmidt Consulting

THE MAIN BENEFIT OF REMOTE
COOPERATION IS THAT THE TALENT
POOL IS SO MUCH BIGGER AS THE
ENTIRE WORLD IS YOUR TALENT POOL.

ESTIMATIONS OF THE PROJECT
Comparing only the final project price may be misleading. It is important
to look into project estimations. Usually, they vary depending on the
team, but still give a clear idea about the delivery time and final costs of
the development. It is especially important within projects with a strictly
defined scope of work, where the Fixed Price approach is used. No matter
which approach will be used, future estimations are always approximate.
The reason is that sometimes it is a tough task to predict how long it will
take to develop a specific functionality of the application you are planning
to build. Final results may differ from initial assumptions. It often comes
from things which are not visible on the preparation stage and must be corrected additionally during the development process. It is a common thing
in the software industry and it is nobody’s fault. However, there is a way to
help people who work on the estimation to make it as accurate as possible
and to protect both sides against significant changes:
• Discovery workshops. A discovery workshop is a meeting, during
which information about the product is gathered. It helps to clarify the
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image of the project: to work out its structure, choose the technology
stack and organize the work.
• The scope of work. The scope of work should be described in details:
required functionalities, design, etc. It will translate into a more
accurate estimation.
• Development plan analysis. Once both sides have understood the
project, the development company should create a plan for the process.
When the plan seems to be fully polished, it is ready for acceptance.
• Access to resources and data. The development team should
be provided with all the necessary tools (licenses etc.). All the
indispensable information and project data should be shared as soon
as possible to avoid possible delays.
When the future partner is provided with as detailed guidelines as possible,
the estimation will be highly accurate. It will help to narrow down the range
of potential partners and to choose the most reliable one.

MARK TURNER
CTO in Faves

THE MOST IMPORTANT THING
WHEN WORKING WITH REMOTE
DEVELOPMENT TEAMS, IS TO AGREE
ON A DESIGN SPECIFICATION THAT
CLEARLY DEFINES THE REQUIREMENTS,
SCHEDULE, AND DESIRED OUTCOME.

TECHNOLOGIES
Technology is just a tool. Its choice should be pragmatic and reasonable. It is
always worth asking about pros and cons of using various technologies – which
ones are most commonly used for specific solutions, who uses them, what are
the alternatives, why the proposed technology is the best one. Some software
8

development companies provide technical consultancies, too. It may also be
a criterion for choosing the best partner – satisfaction with such service is a
good sign for future collaboration.

TEAM PROPOSAL
After narrowing down the search field to several companies, it is time to
ask for a team proposal. At best, it should be a full-stack agile development
team (front-end and back-end developers, a UX/UI designer, a contact
person responsible for supervising others). Such model follows the one
project – one team – one room rule. Thanks to it, all the people responsible
for the product are gathered in one place, and it enables communication on
an ongoing basis and efficient cooperation between them.

PETER FALK
Founder of BodyBarista

MY EXPERIENCE IS ALSO THAT
IT’S BETTER TO WORK WITH A
DEVELOPMENT HOUSE WHERE
THE DEVELOPERS HAVE DAILY
STABILITY AND PEERS TO
IMPROVE AND DISCUSS THEIR
PROGRAMMING SKILLS.

Another remote collaboration model is team augmentation. This means
that a part of the development team works in a local office, and the other
part of it is located somewhere else. In both cases, it is good to know the
team – learn developers’ soft skills and find out how you get on with them.
In case of long-term collaboration tech competencies are as important as
the relations between both sides.
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QUALITY MANAGEMENT
A software development company should be able to guarantee the quality
of what it creates. That is why quality assurance is so important:
• Planning and ensuring security. It should cover not only aspects like
organizing the work (dividing tasks and distributing them between
developers and designers), but also security assurance (establishing
security requirements for the project, data confidentiality, eliminating
code vulnerability and security risks).
• Code reviews and static code analysis. Having the code checked by
another developer to maintain consistency, avoid bugs and keep quality
is crucial. A person who was not involved in the working process is
more likely to notice mistakes.
• Tech retrospections. Their roots lie in agile methodologies. A team of
developers reviews their work during the last development stage and
discusses what can be improved. It makes further work more efficient.
• Automatic and manual testing. A finished product can be tested with
the use of dedicated software or by a developer. Using both of those
solutions may ensure the best quality.
• General automation in the project. Reducing simple manual repeatable
actions will reduce the time spent in the future and will help to avoid
mistakes.
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CONTRACT AND WORKING
AGREEMENTS

CONTRACT
Depending on the size of a project, it might take a couple of weeks or
even months to settle everything and negotiate agreements within the
contract. The most important aspects include, among others, pricing
plan and legal issues.

PETER FALK
Founder of BodyBarista

WORKING WITH CONSULTANTS OR
DEVELOPMENT HOUSES MAKES
IT ALSO EASY TO HAVE SMALLER
BUDGETS AND NO NEED TO HANDLE
EMPLOYMENT ADMINISTRATION.

Regarding the pricing plan, there are two main possible options: Fixed
Price and Time & Material.
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TIME & MATERIAL
The Time & Material approach is commonly used when building complex
software products within long-term projects. The total price will depend
on three factors: the amount of time spent in hours, the hourly fee and
resources that must be provided (e.g. licenses).
This pricing plan is becoming the norm in agile software development. It is
a flexible approach which helps to control the development process and to
introduce changes easily when it’s necessary. Sometimes new opportunities
arrive and the team can be adjusted to work in a new direction. The key to
success here is close collaboration along with frequent calls and weekly
demonstrations. The advantage is that the project does not need detailed
documentation, and the development team can start work without having
it. What is more, a client can stop collaboration anytime.

FIXED PRICE
The other approach is Fixed Price which applies best to smaller and less
complex projects. It comes down to setting a final price when all the
estimations are done. In order to do that, a client needs to have a very
detailed technical description at the beginning and agree to adhere to the
specification while developing. What must be taken into consideration is that
there are risks not known at the beginning of the project. For this reason, the
estimated price may be inflated.

NIELS SCHMIDT
Founder of N. Schmidt Consulting

THE MOST IMPORTANT THING
IS HONEST PEOPLE WITH GREAT
COMMUNICATION SKILLS (...) AND
PEOPLE WHO ARE DISCIPLINED
ENOUGH FOR A REMOTE SETUP.
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TO MAKE A LONG STORY SHORT, WE’VE PRESENTED THE PROS AND
CONS OF BOTH SOLUTIONS IN THE TABLE BELOW:

TIME & MATERIALS

+

–

• flexibility

• final features of a product may differ

• control over the project and constant

from initial assumptions
• it requires close collaboration and

insight
• easy management of changes

communication (may be time-consuming)

• high responsiveness

FIXED PRICE

+

–

• provided list of features at a specific price

• demands very rigid plans and preparations

• doesn’t require a lot of commitment dur-

• risks related to the management of

ing the project

changes (low adaptation possibilities)

• more convenient for smaller and less
complex projects

Sometimes, the mixed approach is used like salary plus or time & material
with a cap. The final approach depends on an individual project and specific
circumstances.
As for the legal issues, there are several important aspects.
• Differences between the laws in the principal’s and contractor’s
countries. Only one of them will be applied in the contract.
• Intellectual property. It includes defining who is going to own the
code written.
• Maintenance and bug fixing. In general, software is not something that
can be spoilt, but it happens that some mistakes come to light after some
time. Therefore, this issue should be covered in the contract as well.
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WORKING AGREEMENTS
As an attachment to the contract, we suggest writing a simple 1-pager that
describes the governance: how to communicate, how to plan vacations,
what happens if somebody gets sick, how is work being done and approved,
etc. The purpose of such document is to promote transparency and manage
expectations easier.
The key elements should include:
• The way of treating each other. Behaving like partners is the best
approach – it makes collaboration more enjoyable and, what is
connected to it, more efficient!
• The way both sides give and receive feedback. Expressing opinions
openly will ensure the highest quality of a future product.
• Working time. Especially in case of living in different time zones, both
sides should establish when the team is accessible.
• Time logging. There are several tools which enable tracking the
team’s productivity (please see the details below).
• Overworking. Setting the rules about overtime will prevent possible
discussions, if it turned out that additional working hours are necessary.
• Holidays. The team should inform in advance when they are going to
have days off throughout the year.
• Communication. That is what drives the progress. For this reason,
things like daily standups, weekly calls, report emails and feedback
are important.
• Methodology. Choosing the right methodology makes the development process more efficient. More about this topic is discussed below.
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IDEAL COOPERATION

IDEAL WORKFLOW
After signing the contract, it is time to get to know each other better.
We advise starting with kick-off workshops. Meeting the team live is
completely different from establishing agreements on paper. It not only
engages the remote team but will also allow getting to know each other
better.
But before it happens, a few things should be defined – where the workshops
are going to be conducted and who will cover the costs. It is commonly
accepted that a client pays for organizing the kick-off at their office.
A kick-off is also an opportunity to handle the requirements over in
details. Having that done, developers can start their work. Here is
when communication and transparency become the core of remote
cooperation. Both sides should care about them. Agile methodologies,
like Scrum and Kanban, support these efforts.
Scrum is an agile framework for managing the software development
process. Work in Scrum is divided into timeboxed iterations, called sprints.
A single sprint should not be longer than one month (usually, it lasts two
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weeks). Within a sprint, the team completes the previously defined scope of
tasks. When it is finished, the team tracks progress, shares it with you and
plans the next stage (next sprint). On each day of the sprint, the team follows
a 15-minute stand-up, called a daily scrum. Its purpose is to inform about the
work that has been done and to make plans for the upcoming workday.
Kanban is a lean method of managing work processes. This method
includes using a Kanban board, followed by a team, which divides tasks
into categories (like to do, in progress, done) and visualizes the progress
made. It is a simplified version of Scrum. In comparison to it, it is not so
formalized and scheduled. Therefore, it is often used in less complicated
projects. Just like in Scrum, the basis of Kanban lies in communication
between team members as well as between the team and you. It happens
that software development companies mix practices from Scrum and
Kanban. Such a model is sometimes called Scrumban.

RUNE BØGGILD
former CTO and Co-founder
of Valified

YOU WANT GUYS THAT CAN
COMMUNICATE, YOU WANT
GUYS THAT CAN UNDERSTAND
AND CHALLENGE THE BUSINESS
MODEL AND THE PRODUCT THAT
YOU WANT TO DEVELOP – NOT
JUST THE TASK AT HAND. MAKE
SURE YOU GET THE VERY CLOSE
COMMUNICATION BETWEEN
BUSINESS AND DEVELOPERS.

Scrum and Kanban support work organization and enable tracking of the
process. Thanks to them, it is more legible and organized. They also allow
the principal to stay up to date with the stages of the development.
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When the development process is done, the team should present a
demonstration of a finished product and carry out the launch. Of course, it
doesn’t necessarily mean the end of the collaboration. We have mentioned
bug fixing above – maintenance is also a part of an ideal workflow. There
can also be a situation that the customer decides to expand a product or
somehow improve it. People who have built it from the foundation know
best what lies inside this software, so it is good to turn to them.

BEST PRACTICES AND SUPPORTING TOOLS
Some tools can make the development process more transparent and
efficient. Below we have listed the most popular of them, dividing them
into categories:
• Issue tracking tools. They enable staying up-to-date with the stage of
the work on the product and tracking the team’s productivity. Among
the most popular issue trackers, there are JIRA, Redmine and, in case of
smaller projects, also Trello.
• Daily communicators. Most commonly used tools in regular
communication in the IT industry include Slack and Rocket.Chat for
text messages and Zoom, Skype and Google Hangouts for live talks.
• Time tracking tools. Time logs like Toggl, Harvest or Tempo (a plug-in for
JIRA) enable checking how much time the team spends on the development
and how many hours were devoted to specific tasks.
• Data and knowledge repositories. For storing important files,
documents and data, we suggest using Google Drive or more advanced
dedicated tools like Confluence.
• Code repositories. The most common code repository is Github, and
another useful tool is BitBucket.
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• Cloud providers. An environment for a project and project infrastructure
can be set in AWS, Azure and Google Cloud.

PETER FALK
Founder of BodyBarista

THERE MUST BE A GOOD STRUCTURE
IN A PLACE. MY EXPERIENCE IS USING
SLACK FOR SHORT QUESTIONS
AND UPDATES AND GOING OVER
TO SKYPE FOR THINGS THAT
NEED MORE DISCUSSION. WHAT
IS WORKING FOR TECHNICAL
PROJECTS IS ALSO A SHORT DAILY
SKYPE MEETING WITH THE TEAM.

Also, the simple rule says: whatever important was said, should also be
written down. Keeping every agreement on paper or in the mailbox is a
useful habit. It allows both sides to always come back to it.
The core of collaboration is constituted by people, and for this reason,
working out some good practices is useful. First of all, meeting your team
live from time to time will bring benefits not only in the business field but
also in the field of human interactions. It increases collaboration comfort.
Of course, travel costs may be high. However, like in the case of a kick-off,
live meetings give an opportunity to discuss details of the collaboration.
Impressions are also completely different. 15-minutes calls every two
weeks will never replace a live conversation and, what is definitely more
important, will not give an opportunity to integrate! Yes, working as
partners and colleagues makes collaboration a pleasure, not a formality.
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MOST COMMON DIFFICULTIES
(AND HOW TO
OVERCOME THEM)
Remote collaboration is linked to some common difficulties. We have named
the most common challenges have given some advice on how to overcome
to overcome them.
But before we get to it, there is one thing we would like to highlight –
difficulties are mutual. A problem that affects a customer, affects also their
remote team. Most probably it is in the best interest of both sides to solve
it, so… Work together to make it happen.

MARK TURNER
CTO in Faves

YOU NEED GOOD COMMUNICATION,
IDEALLY ON A DAILY BASIS. IF TIME
DIFFERENCES ALLOW, I PREFER REAL-TIME
COMMUNICATION. BUT AT A MINIMUM
THE TEAM SHOULD ALL BE ON SLACK OR
DISCORD OR SIMILAR CHAT PLATFORM.

COMMUNICATION ISSUES
Communication is not only about reports but also about signalling concerns,
expectations and about giving an honest mutual feedback. Criticism
supports improvement as well.
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What may complicate things most, is a time difference. There are two ways
to solve this problem. Number one: reports and correspondence via e-mail
or another text communicator. Number two: finding a short period of time,
when both sides are able to talk. Probably, it will be the beginning of work
for one side and the end or the middle for the second one.

CULTURAL ISSUES
The more distant is the destination country, the bigger are cultural
differences and barriers. It relates both to customs and business culture.
This issue should be considered and accepted on the stage of choosing a
partner since some differences cannot be overcome.

LACK OF CONTROL
This is one of the biggest concerns about working with remote developers.
Mutual trust is the basis of such collaboration. It must be built upon a solid
foundation. The best way to achieve this goal is through transparency:
through informing about the progress being done, encountered problems

PETER FALK
Founder of BodyBarista

IF YOU DO NOT UNDERSTAND THE
CODE OR WHAT YOUR DEVELOPERS
DO, IT CAN EASILY END UP IN A
NEVER-ENDING PROJECT. GIVE
THEM HOURS (AND MAKE IT CLEAR
THAT YOU EXPECT THEM) TO TEACH
YOU WHAT THEY DEVELOP IN THE
CODE. MAKE IT CLEAR THAT YOU ARE
THERE ALL THE TIME TO CLARIFY THE
SPECIFICATION AND GET UPDATED ON
ANY ISSUES THEY MIGHT HAVE.
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and ideas on how to solve them – everything to keep you feeling that you
are a part of a process that you have control over.
It often happens, especially within the Time & Material model, that
developers are trying to overcome a challenge within a project, and their
customer suspects that they are stalling on purpose. In fact, complications
and plan changes are something normal, and they often serve for
improvement. Perhaps the team is working out a better solution, which
takes more time, but will pay off in the future. The problem only appears if
they do not want to speak openly about their actions. They should deliver
updates, but also have time to overcome a problem.
Working this way – trusting each other and respecting one’s efforts – will
help to build a real partnership.

TRACKING EFFICIENCY
This topic is related to the previous one. There is a variety of means that
can be used to track the team’s efficiency. Mentioned time trackers are
the basic ones – developers log in to inform about their working hours.
Platforms like Trello may perform as Kanban board, reporting about the
progress done.
But these are just supporting tools, which cannot replace communication.

DEALING WITH FAILURES
Failures and mistakes happen. It is good to avoid them, but the most
important ability is to deal with them efficiently. It should be started from
finding out the crux of the problem. One of the practices which allows
achieving is the 5 Why’s method. It is a series of five questions starting
from “why”. The first one refers to the symptoms of a problem, and each
of the next questions refers to the previous one. Analyzing problems like
21

this allows to define cause-effect relation and find the root problem to
understand it and to improve one’s habits in the future.
Another useful practice is the post mortem analysis. Its purpose is to
diagnose the causes of failure on many levels. The team discusses what was
the initial problem that appeared and what were the consequences it had.
It can be related to communication, planning, tech issues… A multi-faceted
approach is crucial.

OLIVIER GEREY-BAK
Technical Product Manager in
Planday, former Head of Product
in Endomondo

AVAILABILITY AND BEING ABLE TO
REACH OUT YOUR REMOTE TEAMS
CAN BE A CHALLENGE, HENCE MAKING
SURE THAT EVERYONE KNOWS WHEN
IT IS A GOOD TIME TO BE AVAILABLE
FOR REMOTE COLLEAGUES AND
FREQUENT ONLINE AND VIDEO
MEETINGS ARE ALSO HELPFUL TO
MAKE SURE EVERYONE FEELS AS PART
OF A VIRTUAL TEAM.

Understanding the problem and finding out what was the reason is the key
for improvement, so not every mistake should be treated like as a failure.
Every negative experience can become a positive one if only constructive
conclusions can be drawn from it.
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SUMMARY

After reading this e-book, you should have a clear picture of efficient
remote collaboration with development teams. Of course, practice is
the best teacher. Since each case is different, you won’t learn about all
the issues connected to this model of cooperation until you try it.
We are always ready to help. If you have any questions or you simply
want to talk about real-life experiences related to remote collaboration,
you are welcome to message the authors.
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WE WILL BE HAPPY TO HEAR FROM YOU.
BEST LUCK IN CREATING THE MOST
SUCCESSFUL REMOTE TEAM EVER.
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it@revolve.pro

ul. Porcelanowa 19
40-246 Katowice
Poland
tel.: (0048) 695 400 481
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