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Cross-Functional Teams |l

TYPICAL ROLES IN CROSS-FUNCTIONAL TEAM

As we briefly mentioned some of the typical roles in cross-functional teams in the previous
lecture, we'll now explore these roles in greater detail. We'll examine how they contribute
to collaboration and support effective teamwork. From there, we'll discuss how to build a
successful cross-functional team, followed by a look at the tools and technologies that
support collaboration within these teams. To start, let's explore the typical roles that can

make up cross-functional teams.

Product Manager / Product Owner
° Owns the product vision and roadmap
° Prioritizes features based on user feedback and
business goals
Balances requests from different stakeholders
Makes data-driven decisions about product direction

First, there is a product manager who owns the product vision and guides the roadmap.
That is a plan outlining how the product will evolve over time, which we will explore later
in this chapter. They translate business requirements into actionable tasks for each team
member. Throughout each day, they evaluate different stakeholder requests to decide
which features should take priority. This role requires a strong analytical mindset, as
product manager or product owner regularly analyzes data to make informed decisions

about the product's direction.
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Developers >
° Build and maintain product functionality
Evaluate technical feasibility of proposed features
Ensure product performance and reliability
Implement security measures

Collaborate with designers on technical constraints

Next, there are developers. Unlike other functions that might have single representatives,
development teams typically contribute multiple developers to cross-functional projects.
These developers bring the technical knowledge needed to design, implement, and refine
features. That is a process that involves writing the actual code. They also assess whether
proposed features are technically feasible and work closely with designers to implement
user interfaces within technical constraints.
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“ UX / Ul Designers

Create user-friendly interfaces and workflows

Conduct user research and usability testing

Develop wireframes and prototypes

Ensure consistent design across the product
Collaborate with developers to ensure design feasibility

Now, we'll take a look at the representative from the design department. The UX/UI
Designer focuses on shaping a product that feels intuitive and engaging for users. They
conduct user research and usability tests to understand how people interact with the
product. Using these insights, they create prototypes to map out the user journey, a concept

we covered earlier in the course. This ensures a smooth and meaningful experience at every
step.
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® Marketing Specialist
° Conducts market research and competitor analysis

Develops messaging and positioning strategies

Plans product launches and communications

Gathers market feedback

Creates user-facing content

Next, let's examine the role of Marketing Specialists in cross-functional teams. Marketing
Specialists bring valuable market insights that help shape both the product and how it's
presented to users. They regularly conduct market research to understand industry trends
and user needs. A key part of their role involves developing clear messaging and
positioning strategies that communicate the product's value to potential users. They plan
and execute product launches and ensure that new features or products reach the right
audience with the right message.

Customer Support Representative

° Share direct user feedback and pain points
Help prioritize feature requests
Provide insights into user behavior
Support user onboarding and adoption
Identify opportunities for product improvement

Then we have The Customer Support Representative. They interact with users daily,
gather first hand feedback about what works well and what causes frustration. This direct
user contact puts them in a unique position to share real pain points and help prioritize
which features need attention. Supporting user onboarding and adoption is another key
aspect of their role, as they guide new users through their first interactions with the
product.



Quality Assurance (QA) Engineer
° Creating and executing test plans
Identifying and documenting bugs
Verifying bug fixes
Testing user scenarios
Providing feedback on feature implementation

Last but not least, we have The Quality Assurance Engineer. They make sure the product
meets quality standards and works as intended. These engineers develop comprehensive
test plans and methodically execute them to verify every aspect of the product's
functionality. When they find issues, they document bugs in detail and work with
developers to verify that fixes are properly implemented. So we could say that QA
Engineers think like users: they imagine possible scenarios that a user might go through,
such as navigating through a complex checkout process or using a feature under different
settings. They test these scenarios to ensure features and functionalities work smoothly in

real-world conditions.

Scrum Master

° Runs daily stand-ups and other Scrum ceremonies
Removes obstacles that block team progress
Manages communication between different functions
Helps maintain focus on sprint goals
Teaches Agile practices to non-technical team members

Since most SaaS companies use Scrum methodology for their development process, Scrum
Masters play a valuable role in cross-functional teams. As you already know from our
previous discussions about Agile methodologies, Scrum Masters facilitate team
collaboration and remove obstacles that could slow down progress. They run effective
meetings, resolve conflicts between different functional areas, and ensure all team

members can contribute effectively to the project's success.
Building an Effective Cross-Functional Team

Now, let's walk through how to build a cross-functional team.



Phase 1: Define and select your core roles
“What specialized skills are necessary for the product life cycle?”

“Which roles align best with your team's objectives?”

Building an effective cross-functional team starts with assembling the right mix of talent
and expertise. Take time to assess what functional areas are crucial for your project's
success. Ask questions such as “What specialized skills are necessary for the product life

cycle? . Once you have a clear picture of your needs, select the core roles.

Phase 2: Add supporting roles to strengthen the team

e |dentify roles that add unique perspectives, such as marketing
or customer support representatives

e Consider including roles that bridge gaps or facilitate
processes, like a Scrum Master in agile teams

e Focus on roles that enhance collaboration, communication, and
overall team productivity

With your core team in place, strengthen it by incorporating supporting roles that offer
additional perspectives on user and market needs. If you're utilizing agile methodologies,
consider including a Scrum Master to facilitate processes, improve productivity, and
address obstacles.



When selecting team members, look for:

However, technical skills and role-specific expertise aren't enough. When selecting team
members, look beyond their professional qualifications to their collaborative potential. Look

for team members who share certain key characteristics.

First, they are willing to step outside their functional silos and collaborate across
departments. Effective cross-functional team members prioritize the collective success of
the team over individual departmental goals. Secondly, they communicate effectively with
people from different backgrounds. Strong communication skills enable team members to
bridge gaps between different areas of expertise, ensuring that everyone is on the same
page. This means they can convey complex ideas in simple terms, and listen actively to
understand differing perspectives. Next, they approach problems creatively.
Cross-functional collaboration often presents unique challenges that cannot be solved with
routine solutions. The best team members think outside the box, and brainstorm
unconventional paths to address issues. This willingness to experiment can lead to new
solutions that might not emerge from a single-function team. Finally, they adapt readily to
changing circumstances. In dynamic environments, project requirements or customer
expectations can shift unexpectedly. High-performing team members are flexible and

adjust their approach to ensure continued progress and success.
Tools and technologies for collaboration

It's interesting how SaaS companies often rely on SaaS tools from other companies to get
things done. So now, let’s briefly explore some of the key tools and technologies that keep

these cross-functional teams working smoothly together.



Essential tools to implement:

PROJECT MANAGEMENT COMMUNICATION DOCUMENTATION DESIGN COLLABORATION
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Jira, Monday.com, ClickUp ... Slack, Microsoft Teams ... Confluence, Notion ... Figma ...

First, we have project management tools like Jira, Monday.com, or ClickUp. These
platforms allow teams to track tasks, visualize workflows, and maintain clear
accountability for deliverables. Each team member can see their responsibilities while
understanding how their work connects to the broader project goals.

Then of course there are communication tools such as Slack or Microsoft Teams where you
can create specific channels for different projects or topics.

Next, documentation needs a dedicated space, and that's where tools like Confluence and
Notion come in handy. These platforms serve as your team's knowledge base, storing
everything from project requirements and technical specifications to meeting notes and
process guidelines. One of the best things about these tools is their collaborative editing
features. Multiple team members contribute and update documentation at the same time.

This makes it easy to keep everything organized and current.

And lastly, for design collaboration, tools like Figma really help bridge the gap between
designers and other team members. These platforms enable real-time design reviews and
feedback, making it easy to share design assets with development teams. Plus,

non-designers can easily view and comment on the designs without needing any special

software.
e  Create standardized project templates e  Create usage guidelines
Set up your tools o  Establish naming conventions (like e Define which tool to use for specific
effectively: "Team_ProjectName_Version") purposes
e  Setup tool integrations e Keep guidelines easily accessible

To get the most out of your collaboration tools, it's important to structure and standardize
how they're used. A great place to start is by creating project templates in your
management software that reflect your actual workflows. Templates can include standard
tasks, approval processes, and common milestones. This makes everything more consistent
and easier to follow.



It's also helpful to set up clear naming conventions across all platforms so you don’t end

up wasting time searching for files.

Another tip is to connect your tools through integrations. For example, linking Slack with
Jira can automatically push task updates to the relevant channels. Or you can connect

Confluence with GitHub to seamlessly document code changes.

Then, set clear guidelines about which tool to use when. For instance, clarify that project
management software should be used for task tracking and updates, Slack for quick
questions and informal discussions, and documentation tools for lasting knowledge. This
clarity helps prevent important information from getting lost in chat threads or buried in

email chains.

Finally, don’t forget to document these practices somewhere easily accessible. Team
members can refer to them whenever they're unsure and it also makes it much easier for

new team members to integrate smoothly into the team’s workflows.



