Conversation Starter

Stop Scaling Headcount.
Start Scaling Delivery.

Building Software Development
Teams for Digital Success
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Introduction

Why start this
conversation?

After more than a decade building and scaling agile teams, we’ve learned
this: most delivery challenges aren’t caused by bad ideas, broken
processes, or even scarce talent: they're caused by how teams are

structured and scaled.

That’s why we're starting this conversation now.

The digital winners of the 2025s
intelligently scale delivery. They don’t just
hire more people; they build Hybrid teams
that flex in capacity and skill mix at every
stage of the product lifecycle — from
scrappy MVP builds to enterprise-grade
platforms.

But here’s the reality check:

o Only 31% of IT projects hit their delivery
goals’

« 88% of large-scale transformations
miss their original ambitions?

« Agile adoption has jumped from 37% to
86%, yet delivery struggles persist

The methodology isn’t broken. The team
model is.

From our experience, the root of the
problem boils down to four critical
structural challenges that almost every
modern development organization faces:
1. Technology Stack Complexity —
Modern cloud, microservices, and
Al architectures demand deep
specialization no single developer can
cover.
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2. The Coordination Gap in Remote
Teams — Remote and hybrid teams
need new coordination models or
productivity gains vanish.

3. Al Integration Pressure — Al features
require scarce ML, data science, and
Al-ops skills most teams lack in-house.

4. Compliance and Security Integration
— Regulations demand security baked
in from day one, not patched in at the
end.

These challenges aren’t edge cases;
they’re daily reality for CTOs, product
leaders, and delivery managers.

Our proven opinion: the answer isn’t

“more headcount”. The answer is a Hybrid
Software Development Team. This means:
a stable core team and bringing in the right
specialists — frontend, backend, DevOps,
Al/ML engineers, security, QA automation
— exactly when needed, and offboarding
them smoothly when they’re not. No
waste, no delays, no strategic drag.
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Scale Software
Delivery
Intelligently

In today’s digital race, the competitive edge has shifted from ideas to
execution velocity in software development. However, raw speed alone
isn't enough; winning teams move fast and smart, deploying the exact
skills needed at the exact moment they're needed.

Most delivery delays aren’t caused by
tech complexity: they’re caused by team
friction:
One missing frontend engineer can stall
a Ul overhaul.
A gap in DevOps expertise can
bottleneck deployment pipelines.
No security lead? Say goodbye to your
compliance-critical release.

Each gap costs deadlines, budget, and
business opportunities.

The old models can’t keep up. Full-time
hiring takes months, “body shops” drop in
disconnected talent, and offshoring entire
builds struggles with shifting priorities and
evolving tech stacks. They’re too slow, too
static, and too far from modern delivery
reality.
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To succeed now, organizations need
precision: a delivery model that flexes

as quickly as the roadmap changes,
plugging in React specialists for a sprint,
ML engineers for Al features, or security
experts for compliance milestones — and
doing it without bloating payroll or losing
product knowledge.




Strategic Software
Development
Challenges

Today'’s software environment moves at breakneck speed — and most
organizations are still scaling teams like it's 2015. Even as Python
dominates at 48.14% usage in 2024 for Al, data, and web development,
tech diversity now creates more moving parts than ever.
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0 Strategic Software Development Challenges

Each new framework, cloud service, or Al model reshapes the ideal team composition —
and that's where most delivery models can’t keep up.

Here’s what we see holding software development back:

Technology Stack Complexity

The days of the “full stack does it all”
developer are over: down from 25% of
hires in 2022 to 19% in 2024, indicating
specialized needs. Cloud-native
architectures, microservices, and Al-
powered systems require deep, role-
specific expertise. Every integration and
deployment add new surface area that
one person simply can’t master. Without
the right specialist in the room at the right
time, delivery grinds to a halt.

12/

The Coordination Gap in Remote
Teams

59% of developers report being more
productive remotely, but distributed

teams need a different playbook. Old
co-located practices don’t translate, and
failing to adapt coordination models leaves
teams slower, not faster. The shift isn’t
just “where we work” — it's how we build
together.
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Al Integration Pressure

A 25% surge in Al adoption has boosted
productivity. For those who can integrate
it that is: Al features aren’t plug-and-
play; they demand ML engineers, data
scientists, and Al-ops expertise that most
core teams simply don’t have on hand.
Without them, Al ambitions stall at the
prototype stage.
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Compliance and Security
Integration

Security and compliance aren’t
afterthoughts anymore. Regulations like
GDPR, NIS2, and DORA mean security
must be baked in from day one. That
requires embedded security engineers and
compliance specialists — not a late-stage
audit when it's too late to fix.

When speed collides with complexity, rigid
team structures become a hidden task:
burning time, budget, and momentum on
problems that the right team composition
could solve instantly.



Talent Shortage
in Software
Development

The “software developer shortage” is only half the story. Yes, demand is
rising — 70% of employers do say they can't fill roles® — but the real
bottleneck isn’t that the talent doesn’t exist. It's that most organizations
don’t have the systems to find, integrate, and release specialized skills
quickly without creating cost bloat or delivery drag.

Today’s digital products often require

niche expertise for short, high-impact

bursts:

« Frontend specialists (React, Vue,
Angular) to accelerate Ul overhauls.

» Backend engineers (Node.js, Python,
Java) for scalable architectures.

« DevOps experts (Kubernetes, Docker,
CI/CD) to unblock deployments.

« AI/ML engineers (TensorFlow, PyTorch)
for intelligent features.

« Security specialists for compliance and
penetration testing.

« QA engineers for automation,
performance, and resilience.

The problem? Most organizations are

g yuma

weareyuma.com

stuck choosing between:

e Full-time hires — slow, expensive, and
inflexible.

« Contractors — fast, but with integration
friction and high turnover.

« Offshore teams — cost-effective
but hampered by time zones and
communication gaps.

The result? Projects stall — not because
the skills don’t exist, but because they
can’t be mobilized at the speed of
business.

The fix isn't “more headcount.” It's a hybrid
team structure that lets you plug in niche
expertise for critical sprints and stand it
down when it's done — without losing
knowledge, momentum, or control.
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Core Teams: The
Engine of Flexible

Delivery

Core teams are the heartbeat of modern software delivery: stable, cross-
functional units who work as a single unit to handle all aspects of
development and maintenance for specific products or domains.

Core teams represent the evolution of
software development team structure,
moving beyond traditional project-based
teams to product-centric units that own
entire software solutions from conception
to maintenance.

What makes a Core Team work:

1. Cross-functional by design — Core
teams typically include essential roles
needed for continuous delivery: Tech
Lead, Full-Stack Engineers, DevOps
specialists, and Product Owner.
These teams include all fundamental
capabilities necessary to deliver
complete features while maintaining
the flexibility to bring in specialists as
needed.

2. Product ownership — Unlike traditional
project teams that disband after
delivery, core teams maintain ongoing
responsibility for their software
products. They handle feature
development, bug fixes, performance
optimization, and technical debt

weareyuma.com

g yuma

management as a continuous
ownership model.

. Autonomous decision-making — Core

teams have the authority to make
technical decisions about their
software products, from architecture
choices to deployment strategies,
without requiring extensive approval
chains.

. Scalable structure — The core team

model allows organizations to scale by
adding teams rather than expanding
individual teams. Each core team
maintains its stability while having the
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o Core Teams: The Engine of Flexible Delivery

flexibility to expand with specialists
when needed.

Why Core Teams win:

« Faster Time-to-Market: Complete
feature ownership eliminates handoffs
between departments

« Higher Code Quality: Continuous
ownership creates accountability for
long-term software health

« Better Technical Decisions: Direct
access to business context enables
smarter architecture choices

« Reduced Dependencies: Self-contained
teams minimize cross-team blocking
and coordination overhead

« Knowledge Retention: Product
ownership ensures domain expertise
stays with the team

Core teams are the stable base that make
flexibility possible — able to run fast on
their own and bolt on specialist power
when the moment demands it.
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Measurable Impact for Core &
Hybrid Teams

Development Velocity:

40% faster feature delivery
through specialized expertise
injection

60% reduction in technical
blocking through on-demand
specialist access

35% improvement in code
review cycle time with expert
participation

Quality Metrics:

50% reduction in production
bugs through specialized QA
integration

45% improvement in security
vulnerability detection with
security specialist involvement

30% reduction in technical debt
accumulation through architecture

specialist guidance

Cost Efficiency:

25% reduction in development
costs through optimized team
composition

40% reduction in permanent
headcount requirements

35% improvement in budget
predictability through usage-
based specialist engagement
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The Hybrid Team:
Core Stability +
Specialist Flexibility

Traditional software development teams are either too fixed to adapt to
changing technology requirements or too fragmented to maintain code
quality and product knowledge. The result? Development velocity drops,
technical debt accumulates, and product goals miss their mark.

Yuma'’s answer: The Hybrid Software
Development Team. This is a Hybrid team
setup that balances core stability with
specialist elasticity. It enables software
organizations to scale quickly, plug in
specialized development skills when
needed, and retain product knowledge
throughout the entire software lifecycle.

The Hybrid Team Model:

« Core Team Foundation:

« Tech Lead: Architecture oversight and
technical decision-making
Full-Stack Engineers: Feature
development across frontend and
backend
DevOps Engineer: CI/CD, infrastructure,
and deployment management

« Product Owner: Requirements,
prioritization, and business alignment

Plug-in Development Specialists:
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Frontend Specialists: React, Vue,
Angular experts for complex Ul
development

Backend Specialists: Microservices, API
design, database optimization experts
Al/ML Engineers: Machine learning
model development and integration
Security Engineers: Application
security, penetration testing,
compliance

QA Automation Engineers: Test
automation, performance testing,
quality assurance

Mobile Developers: iOS, Android, cross-
platform mobile development

Data Engineers: Data pipeline,
analytics, and data warehouse
specialists

e The Hybrid Team: Core Stability + Specialist Flexibility

Integration Model:

Specialists are integrated through:

« Rapid Onboarding: Standardized
development environments and
documentation

« Unified Engineering Standards:
Common code review, testing, and
deployment practices

« Knowledge Transfer Protocols:
Documentation and pairing sessions
ensure knowledge retention

« Core Continuity: Product knowledge
and architecture decisions remain with
the core team

Core & Hybrid Teams

g yuma weareyuma.com

Al/ML Engineers: Machine learning
model development and integration
Security Engineers: Application
security, penetration testing,
compliance

QA Automation Engineers: Test
automation, performance testing,
quality assurance

Mobile Developers: iOS, Android, cross-
platform mobile development

Data Engineers: Data pipeline,
analytics, and data warehouse
specialists
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Your Next Move: Don’t let the

Build Scalable Al integration
Development Teams — nregsure weig
not b hiing snclesedevelopers; But by reshaplng deveopment you down

The Hybrid Software Development Team At Yuma, we help organizations build
model offers more than agility. It enables: hybrid development engines that flex
« Speed without technical debt: in real time, without losing product
Specialists ensure quality at velocity knowledge, code quality, or technical
« Precision without bloat: Right-sized momentum. Our core team-based
teams for specific development approach ensures your software
challenges development scales with your ambitions,
« Innovation without risk: Specialist not your headcount.
expertise for emerging technologies
« Continuity without compromise: Core Let’s reimagine your software
teams maintain product knowledge and development model together.

architecture integrity

Whether you're building a new software
product, scaling an existing platform,
modernizing legacy systems, or
integrating Al capabilities, Hybrid software
development teams let you move with
confidence and technical excellence.

Don't just develop faster. Develop
smarter.
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Want to know more? weareyulina.Colll

Mathias Henderick
As Strategic Business Development Managaer,

Mathias is knowledgeable about Yuma hybrid
teams, building meaningful connections and driving mathias.henderick@weareyuma.com
growth through digital transformation.
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