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Burnout

Introduction.

Skills

Delivering software on time is a priority for companies all over the UK.
Making this happen is on the shoulders of software engineering teams – but velocity can
only be achieved if the team is high-performing. There is no single recipe for building
a world-class software engineering team – otherwise every company would follow the
same model. Nonetheless, we can identify and understand several common challenges
that tech leaders need to navigate whilst scaling software engineering in their company.

Quality

The eight challenges we have identified in this whitepaper have a lot of overlap with one
another. Handling pressure on software teams, for example, requires high levels of trust at
different organisational levels, as well as empowering factors that might also reduce
attrition. From this we can identify one critical factor when it comes to building teams
– wellbeing. In order to survive the challenges of delivering software quickly without
sacrificing quality, teams need to be happy and motivated.
Godel builds high-performing software engineering teams that partner with UK companies
to deliver mission-critical solutions. By following the lessons explained in this whitepaper we
have delivered hundreds of successful workstreams with companies like AO.com, Trainline
and comparethemarket.com. In each challenge identified we have combined research with
our experience delivering software at a fast pace to assess the causes of each issue, and
proven ways to solve them.
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Pressure.

Technology is the future of success for most
companies. 2020 in particular made this a reality
– most tech leaders agree that digital
investment has become a higher priority than
previous years [1]. One only needs to look at
where the money’s going to prove this – 2020 saw
£15 billion VC investment into UK tech
companies. Tech leaders also report that in 2020
technology had an increased influence upon
company strategy and spend.

61% of CIOs agree that the
pandemic has increased their
influence. [2]
The race is on for companies to build the
most cutting-edge digital products and features
faster than the competition. For software
development teams this can cause intense
pressure. Deadlines in software delivery are
often unavoidable.
Time-based pressures tend to cause problems in
performance when key ingredients are missing –
communication, accountability, transparency and
feedback [3]. Skipping these necessities
ultimately leads to missed deadlines or poor
quality, yet they are easily overlooked because
change is perceived as a time investment.
However, without change, efficiency will not
increase.

How can tech leaders handle pressure better with
their teams? First, we can look at step one:
planning. If a deadline seems unrealistic, the team
should assess why – is it a skills gap, or a lack of
requirements, or simply not enough time to deliver
all the features?
For example, Godel teams participate in recurring
sprint planning sessions with clients as part of a
wider agile model – the sessions foster
communication with key stakeholders to get an
honest perspective on delivery expectations. This
means challenges are addressed immediately,
rather than becoming roadblocks during
development.
Getting into delivery itself, it’s essential to consider
the team’s motivation to deliver on time. Company
culture is what matters here: empowering team
members and rewarding their efforts [4]. If this
isn’t prioritised at a management level software
may be delivered on time, but at the potential
expense of quality.
One of Godel’s three company values is
“empowerment” – part of this meaning we support
and reward our employees’ efforts. In theory this
seems obvious, but it doesn’t just mean our
reward programmes. Empowerment extends to
facilitating behaviours that promote efficiency –
that includes everything from fostering a no-blame
culture to encouraging career progression.

Plan.com chose to partner with Godel
in 2020. As a rapidly scaling business
they needed to increase delivery pace
whilst retaining strong team relationships.
“Godel’s commitment to their clients,
through innovation and reliability is what set
them apart. I favoured Godel because of how
responsive and transparent they were to
any
queries
or
concerns
raised.
Additionally, talking to some of Godel’s current
clients gave us confidence in their way of
working and highlighted that they could fulfil
their promise, to build a refined, mature
development strategy suitable for guiding
plan.com towards continued success.”

- Chad Willard, Head of Operations, plan.com
Page 2

Isolation.
Even though software engineering is an essential
part of most companies, there is often an archaic
disconnect
between
technology
and
business strategy. For example in many large
companies achieving co-ordination between agile
development teams and the wider company is a
common obstacle [5].
As software engineering continues to grow in
importance to company survival, the need for
every part of a company to effectively collaborate
also grows [6]. If this doesn’t happen, the software
engineering team’s isolation can lead to both a loss
in productivity and damage to the value of
software delivered.
Disconnect can happen at both an individual
and team level. For individual software engineers
team-work is essential for productivity, but
isolation can creep in when communication is
not prioritised outside planned meetings.
Spontaneous
communication
builds
real
relationships in teams and when this isn’t
encouraged it can be easy to neglect [7].
Many software engineers find that working
remotely leads to reduction in work-life boundaries
and awareness of colleagues’ work, which is a byproduct of lacking communication. Building this
up naturally takes time and active participation
– at Godel when we start a new team with a
client, we run many introductory sessions,
plenty of which being informal, to set the
tone for ongoing communication.

Tech leaders need to balance the company’s
strategies with best practices for software
engineering. A team can have strong relationships
within itself but can be roadblocked by events
from external co-workers [8]. This is an effect of
low dependency awareness, where teams don’t
have clarity on the workings of other parts of the
company. It ultimately causes risk of misalignment
at every stage of the development life cycle from
resource allocation to estimation. In turn this
reduces both trust and empathy between the
team and stakeholders.
Counter-measuring isolation is a collective
effort from every stakeholder in the company.
Everyone must understand the purpose and
value of the software that is being developed –
this vision sets direction for the team’s work.
Stakeholders will be busy and co-ordinating large
meetings regularly will be difficult. Regardless,
demolishing barriers of communication across
stakeholder
groups
is
essential
when
misalignment is causing low software quality.
Godel
champions
a
“product
mindset
philosophy” when it comes to building software
products with clients. This is made up of constant
communication with stakeholders within and
outside of the client’s software engineering team.
We drive this through involvement in strategic
planning sessions with the client’s leadership
teams and creation of a shared “continuous
improvement” environment which encourages
visibility over isolation.

What does “product mindset
philosophy” mean to Godel?
“Product mindset is the philosophy behind
product development. Somebody with a
product mindset understands that each new
software product should bring value to end
customers and the company and is constantly
focused on this mantra throughout the
entire development cycle. It’s easy for
developers to be too close to the detail and
lose sight of the bigger picture – but product
mindset is about finding the balance between
these intricacies and the needs of the
product’s market and end users.”

- Anastasiya Kuzniatsova, Godel Technologies.
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Trust.

Trust is essential for high performance
in software
engineering
teams
[9].
It’s
necessary for team members to rely on each
other to deliver a working solution – testers need
to trust that developers will stick to coding
standards,
architects
need
to
trust
business
analysts to share requirements
accurately, and so on. When teammates
trust each other, they can focus on achieving
delivery goals without concerns about truth,
responsibility or reputation getting in the way.
There are a set of components that help
build trust in software engineering teams when
properly implemented [10]. Communication
wears the crown in this checklist. When every
team member is interacting
–
working
together and building good relationships –
social trust naturally develops. Interactions
lead
to
higher levels of transparency,
increased accountability, more opportunities
for knowledge transfer.
Godel teams build trust with clients from day
one by setting up a partnership environment
based on
honesty.
We participate in
daily stand ups, sprint planning sessions,
retrospectives, constant conversations over
digital channels, team-building events in- and
out-of-work, and countless other occurrences.
Adaptation of these agile practices is a quick
and effective way to build good working
practices between distributed teams. That’s
why the agile manifesto itself centres on trust
in so many ways.

Aside from increased performance on direct
delivery requirements, a positive outcome of trust
is autonomy. When it’s clear to each team
member that they can rely on each other
for support, it’s easier for them to extend
work beyond core delivery requirements into
more innovative realms.
At Godel we discuss the “build, run, own” cultural
concept in detail, because with many clients we
have realised the value of true ownership. The
potential of innovation is endless, but
without trust it cannot be unlocked [11].

“In our teams, we host
121s between people at all
levels – engineer and tech
lead, tech lead and Agile
Delivery Co-ordinator,
engineer and ADC, etc.
We want to do everything
possible to encourage the
confidence to innovate.”
- Darya Voitava, ADC,
Godel Technologies.

AO.com has partnered with Godel for six years.
During that time the Godel team has delivered
many initiatives including innovation within
core parts of the AO platform. The partnership’s
success is based on trust and autonomy.
“Given how much AO values its customers, by working with
third parties Godel are also representing AO to other
businesses.
The Godel team has complete ownership in terms of setting
up new products, communications and any interactions with
those third-party systems and the AO internal systems.
The Godel team has also been able to innovate and invest on
their estate – so every client that we integrate, the cost of
ownership and deliver comes down. So, we are now able to
manage multiple clients with the same sized Godel team –
which is hugely beneficial.”

- David Igoe, Head of Development, AO.com
Page 4

Cost.

Gartner predicts that digital transformation has
become a driver not only for business growth,
but business survival. This comes after the
turbulence of 2020 turned tech roadmaps
upside down for companies of all sizes. The
economic repercussions of the pandemic are
ongoing, and pressure to efficiently manage
spend across digital initiatives will continue to
be higher than it previously was, despite an
increased urgency to deliver [12].
Hiring experienced and skilled developers
continues to be a pressing issue for UK
companies. Despite a recent rise in new
entrants to the job market, availability of
experienced or specialised developers remains
scarce. Software engineering salaries in the UK
are on the rise as the discipline becomes more
essential to company success, which means
competition between companies for the top levels
of engineer is intensifying.
Alternatives to internal recruitment bring their
own costs. Contractors in software engineering
present value in their fast onboarding and
expertise, but they pose a risk of knowledge loss
when they leave the company. In addition, the
looming IR35 regulations are presenting more
difficulties in the contrac-tor market. Outsourcing is
another option with many sub-categories, each
bringing its own benefits and risks which are
dependent on the chosen company.

The true costs of building a software
engineering team go far beyond onboarding.
Total investment should take every factor into
account – training, talent
management,
benefits, equipment, and many other areas
need to be considered in addition to salary, taxes
and fees.
Needing to hire quickly can outweigh the need
to restrict spend. However, in return, the risk
of onboarding new team members too quickly
can cause longer term losses. Tech leaders
must consider how new team members (or an
entire new team) will perform in action. How
quickly can they integrate with the company?
What are the expectations on their output in the
first weeks and months? Most importantly – are
they the right fit? Missing the mark on these
factors can lead to decreased output or even
complete failure of the investment.
Balancing
delivery
speed
and
technical
quality requires a diverse approach to building
teams. For example, clients often partner with
Godel to add team capacity at a faster pace than
they can recruit in the UK. Here, they rely on us
to deliver quickly, with our managed service
model removing the overheads of onboarding a
new team, so they can focus on scaling
internally without the rush. Combining our close
integration with the client’s internal team and
how we flexibly scale Godel teams equates to longterm knowledge transfer, so clients can deliver at
a steady velocity long-term.

The True Costs Of Hiring A Software
Engineer in the UK
Average base annual salary: £55,000
This salary excludes the additional costs of
hiring a developer in-house - these overheads
increases the total spend by 50%:
Recruitment: +20%.
Legal costs: +14%.
Fringe costs: +15%

Total cost: £81,975
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Skills.
87% of all UK employers find it difficult to hire
people with “the right skills” [12]. This is a nebulous
statistic but it underlines a problem we can’t ignore
in this whitepaper – high performing teams cannot
be built without sourcing the right blend of skillsets.
When it comes to software engineering the “right”
skills tend to fall under two broad categories.
Technical acumen is rather quantifiable - for
example:
number
of
successful
projects
contributed to, language proficiency, experience
with specific tools.
Hiring based on technical skills alone would certainly
simplify things for tech leaders. However, on the
other side of the coin are soft skills. Can this
software engineer communicate directly with end
users? Will they adapt well to your company’s blend
of development methodologies? Are they a good fit
for your existing team? These are questions any
hiring manager will ask, but in software engineering
they can easily be overlooked in favour of coding
prowess [13].
Soft skills – such as communication, problem
solving or critical thinking – aren’t as tangible as
technical skills. Many of our staff at Godel have
completed qualifications in development schools
like SCRUM, KANBAN and Six Sigma, which build
teamwork skills that are the lifeblood of
collaboration. Fostering these qualities in all team
members – not just the product owner or SCRUM
master – gives them the tools to work with
stakeholders with a broader perspective beyond the
technical requirements.

Skills aren’t always brought into a team from
day one – more often companies will provide the
sandbox for teams to develop their craft while they
develop software. It’s down to tech leaders
to identify what core skills they need in
their team and fit the puzzle together in
order to build a complimentary group. A
team made of exclusively “rockstar” software
engineers might quickly fall apart because each
engineer is leading their own agenda, and also in
high demand on the market, making attrition a
likely risk.
A Harvard Business Review article boiled
the ingredients of successful teamwork down
to energy, engagement and exploration [14]. In
the context of software engineering that
translates to communication-based practices –
hackathons (energy), refine-ment
sessions
(engagement) and sprint planning meetings
(exploration).
These give room for teams to build soft skills
collectively by collaborating and enhance one
another’s’ technical skills via knowledge transfer.
Godel teams prioritise collaboration at every
turn, and many clients have found the benefit of
knowledge transfer from Godel to their
internal staff. Since Godel teams inherently have
a history of experience, consist of skilled
engineers and bring a new cultural lens
to clients,
the opportunities for shared
learning in these partnerships are vast.

Intelliflo, a market leading financial
services ISV, has partnered with
Godel to add significant scale to
their engineering capacity. The
partnership has found success
through our model of bringing the
right people into the team.
“Before we worked with Godel, we were using
an offshore partner. When we exited this
relationship we had a number of lessons
which we took forward into our next
partnership. We wanted to base the
relationship on direct interaction with our
partner. We have a "one team" method
where we don't differenti-ate between
engineers.

- Akeel Ahmed, CTO, Intelliflo
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Quality.
Quality in software is subjective, because it’s
defined in different ways by each stakeholder group.
Difficult intangibles like market conditions, brand
perception and simply perspective all play their part
in defining quality. These are mostly out of
software engineering team’s control. However,
the internal quality standards set for the team
should not be sidelined. If a team currently
disregards software quality, they are only leading
themselves to future time spent fixing errors,
overhauling processes and rebuilding end user
trust [15].
On the team’s level, consistent quality can only
be achieved when the definition of “good” is
clear. Setting common coding standards is an
unquestionably effective way to clear this up [16].
Building in a suitable test framework into the team
from day one, with appropriate selection of
testing processes, is also key to ensuring quality.
Fundamentally, teams must be aware that
quality always comes first. Usually, that
comes into question when teams need to
deliver software quickly – this is where standards
are put to the test. If corners are cut to get things
out of the door faster, there is a risk of defects in
the resulting software. More broadly, though, are
the risks of this rushed approach happening
over and over, causing a build-up of bad practice
in the team.

A recent study argued that the quality of
teamwork, setting aside their processes, has a
major impact on the quality of their software
output [17]. Without strong foundations of
principles like trust, knowledge sharing and clear
understanding of goals and expectations, it’s
hard to build effective quality management
processes that a team can adhere to.
Constant
communication
between
team
members is essential to decreasing the likelihood
of future defects [18]. In practice this translates to
practices
like
team
code
reviews,
retrospectives
and
post-mortems – all of
which don’t involve placing blame but instead
understanding quality problems and articulating
ways to improve upon them.
For Godel setting the standard of quality is part
of our ethos – “quality” makes up one of our
three company values. This covers our shared
coding standards, the work of our quality
assurance division and our approach to agile.
We deliver software in a way that’s centred on
taking responsibility for managing client
expectations and embracing change as an
opportunity for growth – both of which require a
complete dedication to quality over anything else.

Godel QA engineer Elena talks about
taking a context-driven approach to
quality:
“For four years I was part of a Godel project,
working with a UK organisation to build and test a
very complex system. Functionality requirements
were constantly changing and delivery priorities
shifted a lot.
Taking the context of the project into account, it
was vital that there was very strong
communication between the team. The lack of a
technical BA led us to appoint one of the quality
assurance team members to take up this role and
write requirements to help the developers
understand how the system should behave from a
technical perspective.
The client is very happy with the work we provide
– since Godel teams provide a unique approach to
each client and each project, we are able to apply
the best techniques for their unique requirements
every time.”

- Elena Prilutskaya, Godel Technologies
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Burnout.

Burnout is a real effect of stress in the
workplace, which is commonly felt by software
engineers under pressure to deliver high-stakes
results [19]. The happiness level of a software
engineer has a direct correlation with their
performance output. When happiness levels are
low, software engineers report effects like
reduced self-confidence, difficulty in problemsolving and a loss of motivation. So, in order to
drive the pace of software delivery, identifying and
reducing the likelihood of burnout in teams is a
must for tech leaders.

4 in 10 UK IT professionals admit to
feelings of burnout. [20]
The most common causes of software engineering
burnout from a work perspective centre on three
elements: the tasks at hand, the team, and the
benefits of work [21]. Putting too high a
workload upon one person will, over time, lead
to a crash. Overloading their capacity will
increase the likelihood of human error, which
dampens motivation and reduces speed of
delivery.
Team support and a sense of control over the
workload is also essential – not having this is very
isolating. In addition, if this hard work is not
adequately recognised and rewarded, and if the
work itself is not inspiring to the individual, there is
a huge likelihood of burnout.

Controlling these elements are entirely the
responsibility of management, not the individual.
Recog-nising the signs of burnout should
happen when communicating with the team, but
it can also be diagnosed when productivity is
low with no clear external challenge.
For Godel, distributing workloads between teams
is a continually refined process – every member of
the team consistently shares the details of
their workload. With this detail, the team
leaders (roles depend on the team) can
identify exactly when additional support is
needed.
True
agile
communication
naturally
counteracts isolation.
At every opportunity
teams are sharing ideas for improvement,
adjusting priorities to meet current needs and
ultimately managing stakeholder expectations on
delivery.

A Godel Agile Delivery Co-ordinator’s
perspective on burnout:
“Inside the team, empathy is the not-so-secret
ingredient to collaboration. Software engineering
teams are made up of very different roles, but each
member should seek to understand that they aren’t
all that different – they are working toward one
vision.
Conversations need to be had on this. For example,
at Godel we host learning sessions where our Agile
Delivery Co-ordinators can share their challenges
with a panel of team members in both tech and
non-tech roles, to get a broad scope of perspectives
and new solutions.
It shows that we are never really alone in our
problems when it comes to software engineering
and encourages empathy for different jobs.”
- Diana Grishel, ADC, Godel Technologies.
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Attrition.

High employee turnover plagues the software
engineering sphere – tenure is lower than most
other areas due to intense hiring competition
[22]. This takes its toll on a company’s ability to
deliver software at a fast pace. For one, loss of
skills is a setback to delivery – especially when
the team member takes a wealth of domain
knowledge with them. Then the impact on the
remaining team has to be considered – extra
pressure due to increased workload, damage to
existing senses of company loyalty and an
increased awareness of new opportunities are
some of the most troubling factors.

No company can guarantee a 0% attrition rate –
but they can reduce it significantly in software
engineering teams by addressing all the causes
which are in the company’s control. The main
causes
of
high
attrition
in
software
engineering concern both personal and in-role
elements – pay and job security being the most
common attributes, closely followed by work-life
balance and job satisfaction. To increase
retention, tech leaders need to consider tangible
factors like salaries and rewards, as well as the
intangibles – psychological safety, pressure and
overall company culture being key examples.

For software engineering teams
attrition is higher than most other
departments due to intense
competition in the UK for
experienced recruits.

Since attrition is a given it’s also important
to mitigate its impact on the wider team – the
effect of losing team members can hurt
motivation and drop productivity [24]. Godel
clients
that
are
both
fast-growth and
struggling to meet delivery goals often speak
about the stability that their Godel teams help
bring to their internal software engineer-ing teams.

From a delivery perspective teams that have
longevity tend to perform better (except when
teams are specifically built for short-term
purposes). Temporal stability is formed when
teams build shared experiences and knowledge
through working together over a longer period of
time, and when they are sure that their team will
not significantly fall apart unexpectedly in the
future [23]. Without this stability it takes more
effort to build trust within the team, leading to
reduced performance.

From day one, added capacity from Godel
reduces pressures on the existing team, which is
proven to improve overall delivery performance.
Our internal policies are centered on employee
wellbeing via honest communication, which is
shared with all our clients. Therefore, clients
partner with Godel long-term to balance the
demands of scaling delivery output with the
resilience of building their internal team.

Godel client MVF is a Sunday
Times Best Company To Work
For. Based in London, despite
their fantastic culture they faced
attrition challenges in their
software team.
“We’re growing rapidly, but scalability
relies upon technology to stay ahead of
the curve and despite being based in
London, we struggle to hire senior
software developers who can hit the
ground running as the market is so
competitive.
We want to see the Godel team work with
us to drive innovation in core parts of our
business, rather than being a project team
to hand things to – we want more
sustained innovation across the whole
business and we see Godel as a great
solution to help us drive that,”
- Michael Johnson, CTO, MVF.
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Conclusion.
A happy engineering team is a productive one, and this
whitepaper underscores that tech leaders are in control of
many factors which affect team motivation. At Godel our
perspective, from partnerships with dozens of UK companies,
shows us that each of the challenges discussed here affect
one another – pressure impacts trust, burnout impacts
attrition, and so on. Therefore, a tech leader cannot solve one
challenge while ignoring the others. Increasing team
performance is like fixing a particularly compli-cated software
glitch. You need to know the system inside out – understand its
dependencies, limitations, and what makes it tick.
Discussing the bug with other developers (like us) should
help shine new perspectives on the problem. From here
diagnosing the core issues (Burnout? Trust? Skills?) will help
reveal the path to a fix. Finally, you’ll make incremental
changes that will ultimately patch the issue and leave you with
an understanding of what went wrong and many ways to improve
things moving forward.
At Godel we are proud to work with some of the UK’s most
brilliant software engineering teams. It is from our clients that
we have learned the art of building a high performing team. We
take time to understand the client’s vision and purpose, then
their inner ways of working, and we build them Godel teams that
are the right fit. This has led us to a vast portfolio of client
partnerships – from building small consultancy pods which
guide the evolution of clients' architectural practices, to
scaling teams of 100+ Godel software engineers that are built
by us, but are part of the client’s team.
We are dedicated to delivering high quality software on time
and on budget. If you would like to find out more about how we
deliver, get in touch today.
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