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Learning Goals

• Understand the differences among developers and implications for 
hiring and teamwork.
• Describe various models of motivation and their relationship to 

productive work environments.
• Design conditions that motivate developers.



10X Engineers
• Aka “rock-star”, “ninja”



Solo programmer https://mtlynch.io/solo-developer-year-1/
https://ketohub.io/

https://mtlynch.io/solo-developer-year-1/




10x
• Reported as early as 1968 (Sackman, Erickson, and Grant)

• Coding time 20:1
• Debugging time 25:1
• Program size 5:1
• Execution speed 10:1
• No correlation to amount of experience

• "order-of-magnitude differences among programmers" repeatedly 
reported
• Differences not explained by

• programming language
• years of experience
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https://www.construx.com/blog/the-origins-of-10x-how-valid-is-the-underlying-
research/
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“During the time I was at Boeing in the mid 1980s, there was a 
project that had about 80 programmers working on it that was at 
risk of missing a critical deadline. The project was critical to 
Boeing, and so they moved most of the 80 people off that 
project and brought in one guy who finished all the coding and 
delivered the software on time.” 

– Steve McConnell



10x of Teams

• Lotus 123 version 3
• 260 staff years
• 400,000 lines of code. 

• Microsoft Excel 3.0
• 50 staff years
• 649,000 lines of code
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What metrics do you use to measure developer performance? 
(2020)





https://codingsans.com/blog/recruiting-engineers



“I just wish that I had this book when I 
started as a first-time manager five 
years ago!”

“Becoming a great engineering leader 
requires more than technical know-
how; Ron and Mickey’s book provides 
a practical cookbook for the important 
softer side of engineering leadership, 
which can be applied to any software 
development organization.”



Why Programmers Seem Unmanageable?

• Writing a new program from scratch is akin to writing a novel.
• Anyone can be a programmer
• The practices of SE have had minimal impact

“If having fun is what most programmers do, you may begin to 

understand why managing programmers is so challenging. 

If you are being paid to have fun, why would you want to be 

managed? Being managed takes part of the fun out of the 

work!” “Managing programmers is a lot like herding cats”



Understand Programmers

• Programming disciplines (client, server, database, web dev,..)
• Types of programmers (system engineers/architects, system 
programmer, application programmer, not really programmer)
• Domain expertise
• Programmer job requirements and abilities
• Proximity and relationship
• Generational styles
• Personality styles
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Personality Style

• Left-Brain versus Right-Brain People
• Night versus Morning People
• Cowboys versus Farmers
• Heroes
• Introverts
• Cynics
• ...



Interview Advice

Look for people who are:
1. Smart, and
2. Get things done.
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https://www.joelonsoftware.com/2006/10/25/the-guerrilla-guide-to-interviewing-version-30/



Motivating Programmers
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Theories

• Maslow’s Hierarchy of Needs
• Herzberg’s Motivation and Hygiene Factors
• Daniel Pink, Drive: The Surprising Truth About What Motivates Us.
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Maslow's hierarchy of needs (1943)
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Herzberg’s Motivation and Hygiene Factors 
(1960s)

• (aka two-factor theory)
• Different factors for satisfaction and dissatisfaction
• Addressing dissatisfaction does not lead to satisfaction

• Step 1: Eliminate dissatisfaction
• Step 2: Create condition for satisfaction
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(Observation by Mantle and Lichty, not empirical data)
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Addressing Causes of Dissatisfaction

• Respect for supervisor
• Having fun
• Learning and growing
• Good working conditions
• Sane company policies and administration
• Ethical management
• Fair compensation

• (often within control)
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Addressing Causes of Dissatisfaction 
(selective)
• Respect as supervisor
• gain technical credit
• respect others
• lead by example
• help solve technical problems
• manage and coach

• Having fun
• out of office play
• celebrations of accomplishments and occasions
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Addressing Causes of Dissatisfaction 
(selective)
• Learning and growing

• protect time for learning
• explore new technologies; prototype
• budget for attending conferences, seminars, inhouse training
• invite guest speakers

• Good working conditions
• plenty of whiteboards
• room for discussions
• Quiet space, Limit interruptions, avoid meeting culture
• cubicles vs separate offices
• fire “jerks”
• free food
• flexible hours, flexible dress, flexible space
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Addressing Causes of Dissatisfaction 
(selective)
• Sane company policies and administration
• communicate frequently (vision, intentions, requirements, schedules, …)
• protect staff from organizational distractions
• protect staff from bad communication practices (establish culture)

32



Addressing Motivating Factors (selective)

• Making a difference
• worthy goals, longterm vision
• Steve Jobs when recruiting John Scully from Pepsi: “Do you want to sell sugar 

water or change to world”

• Toys and technology
• modern hardware, large screens, phones, …
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Addressing Motivating Factors (selective)

• Recognition and praise
• praise loudly and specifically, blame softly/privately
• celebrate success
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Why do engineers choose TO JOIN particular 
teams?

Reasons grouped by clustering analysis Percent

Liked new team and/or technology (exciting, manager) 85.8%

Coworker asked me to join (new team, old team) 37.8%

Joined for better opportunities (location, domain, lack of other 
options)

24.5%

Followed my manager (former or current) 14.6%



Why do engineers want to leave their teams?

Reasons grouped by clustering analysis Percent

Change is coming (technology, charter, re-org, turnover) 52.6%
Seeking new challenges or location (role, location, challenges) 39.0%
Dissatisfaction with manager (priorities, goals, person, actions) 31.6%
The grass is always greener on the other side (novelty, escape) 12.3%
Not a good fit (bored, no need for my skills) 5.3%
Poor team dynamics (dysfunctional, no career growth) 4.4%



https://rework.withgoogl
e.com/blog/five-keys-to-
a-successful-google-
team/
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Autonomy
Mastery
Purpose

Can extinguish intrinsic motivation
Can diminish performance

Can crush creativity
Can crowd out good behavior

Can encourage cheating, shortcuts, 
and unethical behavior
Can become addictive

Can foster short-term thinking

Rewards turn play 
into work and drain 

motivation



Rewards (aka grinding)
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What is the #1 measured criteria for success of software 
development managers? (2020, top vs average)



Further Reading

• Mantle and Lichty. Managing the Unmanageable. Addison-Wesley, 
2013
• Very accessible and practical tips at recruiting and managment

• DeMarco and Lister. Peopleware. 3rd Edition. Addison Wesley, 2013
• Anecdotes, stories, and tips on facilitating teams, projects, and environments

• Pink. Drive: The Surprising Truth About What Motivates Us. Riverhead 
2011
• Detailed discussion of motivating factors for creative people

• Sommerville. Software Engineering. 8th Edition. Chapter 25
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State of Software Development

https://codingsans.com/uploads/landing/State-of-Software-
Development-2020.pdf







What is your biggest challenge in software 
development?














