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In a more challenging economic environment, companies are having a greater focus on securing projects delivery 
and on launching new cost reducƟ on iniƟ aƟ ves. Meanwhile, our last surveys reveal that, over the last 10 years, 
30% of projects exceeded iniƟ al deadlines and 50% of them mulƟ plied their iniƟ al budget by almost 3.

As the tradiƟ onal project management methodologies have been more and more challenged, Agile methodologies 
emerged from the fi eld as a new paradigm that foster the ability to manage changing business prioriƟ es while 
securing the deadlines and the dedicated budget.

As the line between Business and Technology is fading, and because working in an emergency environment is 
geƫ  ng common, agility has become criƟ cal for soŌ ware development. It indeed allows to shorten Ɵ me to market. 
It also provides more relevant answers to users as it brings together IT and Business people who are involved all 
along the project.

ImplemenƟ ng Agile principles is a long journey that impacts the IT department’s organizaƟ on, governance and 
HR strategy. Experience shows that most of the Ɵ me, companies select a limited part of key Agile principles to 
integrate in their soŌ ware development process. However, we have seen in the last years several projects that 
failed to apply Agile principles mainly because the impacts on the organizaƟ on, the governance or HR strategy had 
been miscarried.

Capgemini ConsulƟ ng recommendaƟ on is to take a stepwise approach to build for each project a pragmaƟ c 
and specifi c Agile methodology. The design of this methodology must structure the acƟ on plan to adapt the 
organizaƟ on, the governance and skills of the IT department or even the company.

Consequently, Capgemini ConsulƟ ng believes that the journey into agility has to be managed as a transformaƟ on 
project in which Business and IT stakeholders must be strongly involved.

ExecuƟ ve summary 
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Figure 2 - ConƟ nuous business feedback with the Agile development methodologies

Agile methodologies are 
a paradigm of soŌ ware 
development methods that aims 
to overcome the tradiƟ onal 
methodologies tunnel eff ect 
(fi gure 1), from the defi niƟ on 
of business requirements to 
the delivery of the end product. 
Instead, Agile methodologies 
foster the ability to manage 
evolving business prioriƟ es 
while keeping the deadlines and 
budgets under control.

Agile vs. tradiƟ onal methodologies
In the tradiƟ onal methodologies, 
the funcƟ onal scope is fi xed while 
the quality of the product can be 
adjusted. However, as a decent level 
of quality is always required, most of 
the encountered problems result on 
overrunning deadlines and budget.

On the contrary, the funcƟ onal 
scope is conƟ nuously reviewed 
in the Agile approach depending 
on the generated business value. 
This fl exibility allows capturing the 
business value while ensuring a 
fi xed budget, deadlines and the 
appropriate level of quality.

Agile methodologies are an 
iteraƟ ve approach which breaks 
long tradiƟ onal releases into small 
iteraƟ ons of 2 to 3 weeks called 
“sprints” (fi gure 2). Those sprints 
cover the overall development 
process from catching business 
requirements to the fi nal tests. 
Product demonstraƟ ons at the 
end of each sprint provide regular 
business feedbacks that can be 
integrated to the next sprints and 
help secure the alignment with the 
business requirements.

Architecture design

System testing

Acceptance testingBusiness requirements analysis

System design and IT/Business collaborationIT
/B

u
s
in

e
s
s

c
o
ll

a
b

o
ra

ti
o
n

Integration testing

Detailed technical design Unit IT alone: the tunnel effect

IT alone: the tunnel effect

IT
 a

lo
n

e
:

th
e
 t

u
n

n
e
l 

e
ff

e
c
t

/…/ Coding /…/

/…/ Coding /…/

Sprint 1

Sprint 2

Sprint 3C
o
n

ti
n

u
o
u

s
 I

T
/B

u
s
in

e
s
s

c
o
ll
a

b
o
ra

ti
o
n

Continuous IT/Business

collaboration planning

Sprint 

planning

Business 

requirements

Business 

requirements

Acceptance 

testing

Acceptance 

testing

/…/ Coding /…/Sprint 

planning

Business 

requirements

Acceptance 

testing

Sprint demonstration

Sprint demonstration

Business 

feedback

Business 

feedback

Figure 1 - The tunnel eff ect in tradiƟ onal soŌ ware development methodologies
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Surveyed CIOs1  agree that agility 
accelerates and secures projects 
while prioriƟ es and requirements 
quickly evolve (fi gure 3). It then 
provides a greater visibility on 
project delivery and secure 
deadline and budget objecƟ ves.

Agile methods have started to 
become widespread : 35%2  of 
CIOs express that Agile is the 
company’s main development 
approach and only 34% of those 
CIO’s sƟ ll prefer tradiƟ onal 
methodologies (waterfall and 
iteraƟ ve) as the main approach. 

However, the primacy of the 
novelty is sƟ ll true: 70%3 of those 
Agile iniƟ aƟ ves are less than 3 
years old. 

As a result, few companies have 
completed their journey into 
agility. Instead, Agile iniƟ aƟ ves 
cover several intermediate forms:

Figure 3 - Survey of the benefi ts measured by CIOs who adopted an 
Agile methodology

49%

62%

65%

68%

68%

68%

71%

72%

75%

77%

84%

Reduce cost

Improved engineering discipline

Reduce risk

Simplify development process

Enhance software quality

Better align IT/Business objectives

Accelerate time to market

Improved team morale

Increase productivity

Improved project visibility

Ability to manage changing priorities

Got better

What strongly characterizes 
Agile methodologies are the 
iteraƟ ve approach and the 
stronger involvement of business 
representaƟ ves during the project.

Indeed, all Agile methodologies 
share in common a set of 7 key 
Agile development guidelines:

1. Short, iteraƟ ve development 
cycle. The project is realized 
through short iteraƟ ons 
(usually about two weeks), 
which provide the Business 
with instant visibility. 

Fundamental guidelines of Agile methodologies

 4/5 design a customized 
methodology that take into 
account the company’s level of 
maturity,

 2/3 adopt a mix between Agile 
and traditional methodologies 
in the project portfolio.

2. Dedicated business 
representaƟ ves, who are 
highly involved in the team. 
Best pracƟ ce implies choosing 
a “Product owner” with a 
relaƟ ve high level of business 
experience and decision 
power must be chosen. The 
product owner is accountable 
of the prioriƟ zaƟ on of 
funcƟ onaliƟ es and their 
overall alignment.

3. IteraƟ on planning meeƟ ngs. 
Agile projects are value-
driven. Before starƟ ng a sprint, 
funcƟ onaliƟ es are collected, 

prioriƟ zed by the business 
and the cost is esƟ mated by 
the IT. Planning meeƟ ngs aim 
at defi ning the funcƟ onal 
scope of the following sprint 
taking into account the 
diff erent feedbacks from the 
previous demonstraƟ ons and 
any evoluƟ on of business 
prioriƟ es. A highly eff ecƟ ve 
team can manage the delivery 
as a Just-In-Time acƟ vity 
where no specifi caƟ on is 
made without delivering the 
funcƟ onality at the end of 
the sprint.

1 State of Agile Development survey , VersionOne 2011
2 The Forrester Wave  Agile Development Management Tools  2011
3 French Scrum user Group(FSUG) study 2011, “Vous, votre OrganisaƟ on et Agile”
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Figure 4 - SCRUM is the most used Agile methodology

58%17%

5%

4%

4%

3%

3%

2% 2%

2%

SCRUM

SCRUM/XP HYBRID

CUSTOM HYBRID

OTHER

EXTREMEM PROGRAMMING (XP)

DON’T KNOW

SCRUMBAN

LEAN

FEATURE DRIVEN 

DEVELOPMENT (FDD)

AGILEUP

4.  Daily stand up meeƟ ngs. 
There are short but structured 
meeƟ ngs that aim at 
uncovering any blockage or 
issue. Those meeƟ ngs insƟ ll 
a strong team dynamics and 
discipline. Agile teams must 
be self-organized and require 
highly skilled members.

5.  Team « Co-locaƟ on ». Agile 
methodologies require a 
high level of communicaƟ on 
within the team. Co-locaƟ on 
is usually preferred. An 
intensive and adapted use of 
collaboraƟ ve tools helps reach 
high team eff ecƟ veness.

6.  Emergent architecture and 
design of the project. Rather 
than having a fi xed, prescribed 
design, the design phase is 
fl exible and starts emerging 
as the iteraƟ ons progress. The 
source code is conƟ nuously 
integrated to avoid large 
integraƟ on problems 
and issues.

7.  Test-fi rst development. Agile 
methods deliver a bug free 
product at every sprint. Test 
and integraƟ on automaƟ on is 
strongly required as the team 
deliver a conƟ nuous fl ow 
of funcƟ onaliƟ es.

A recent survey4 states SCRUM 
and a SCRUM/XP hybrid as the 
main standards of soŌ ware 
development agility with 
approximately 75% of 
implementaƟ on iniƟ aƟ ves 
(fi gure 4).

Three reasons can explain the 
Scrum success:

 Simplicity. Scrum focuses on 
delivery and practice.

 Practicality. Scrum addresses 
key elements such as organizing 
the team, allocating work, 
reviewing status and improving 
actions plan.

 Popularity. as Scrum is the most 
common Agile methodology, 
teams are gradually recognizing 
its effi  ciency.

4   State of Agile Development survey , VersionOne 2010
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Experiencing Agile methodologies 
requires a signifi cant transformaƟ on 
of the way IT is considered.

Many barriers, both internal 
and external, should not be 
underesƟ mated:

 The company’s culture and the 
ability to change,

 The lack of experience, 
discipline and appropriate 
skills,

 The complexity of IT process 
and organization,

 The heterogeneity of the 
project portfolio.

Despite common beliefs, Agile 
methodologies do not solely apply 
to small and web projects. Our 
experience shows that companies, 
in any industry and with any level 
of maturity, can succeed with Agile 
techniques if they:

 Design a specific methodology 
that focuses the effort on some 
key project phases and agile 
techniques.

 Take a stepwise approach 
based on learning-by-
doing and a continuous 
performance measurement 
and optimization.

 Consider the impacts on the 
organization, the governance 
and the HR strategy.

According to our experience with 
clients, we have defi ned 3 ways to 
implement agility on a project: 

1. Pure Agile. Most commonly 
used for the “small-medium” 
size Web projects, this method 
easily suits for projects 
which do not require a deep 
interfacing with the overall 
company IT system.

How can we help you idenƟ fy the most appropriate scenario?

Figure 5 - Depending on the context, a more or less adapted Agile methodology 
should be considered
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2. Agile Spot. Use of Agile 
on some key phases of the 
project within a water-fall 
methodology (e.g. during 
design or development & test 
phases) or on a project within 
a program.

3. Agile Light. ApplicaƟ on of only 
few principles of the Agile 
methodology throughout 
the project, adapƟ ng to 
the constraints of a major 
transformaƟ on project.

Building a relevant strategy to 
move into Agile requires a rigorous 
analysis and an accurate esƟ mate 
of the dysfuncƟ ons in exisƟ ng IT 
process and organizaƟ on as well as 
the internal and external barriers 
to Agile implementaƟ on.

Part of the levers / barriers lies in 
the global context of the company 
(culture, organizaƟ on, outsourcing, 
etc.) while another part is directly 
due to the specifi ciƟ es of each 
project (Ɵ me to market, budget, 
teams size and locaƟ on, technical 
constraints, etc.).

Thus, we can realize an agility 
maturity assessment that 
exhausƟ vely covers the internal 
and external opportuniƟ es 
and barriers, and idenƟ fi es the 
projects to begin with and the 
best suited methodology for each 
of them.
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Conclusion
Agile methodologies are catching more and more aƩ enƟ on from CIO’s as they enable securing projects’ deadlines 
and budget while eff ecƟ vely managing changing business prioriƟ es. However, there are important internal and 
external barriers that require a deep transformaƟ on starƟ ng with the company’s culture regarding the IT process 
and governance to the procurement strategy.

Today, companies embrace the digital revoluƟ on with a higher focus on the Ɵ me to market and the delivered 
business value. Capgemini ConsulƟ ng strongly believes that the mastery of Agile methodologies is a key 
compeƟ Ɵ ve advantage in a challenging economic environment and a pre-requisite of a successful digital 
transformaƟ on. 
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Focus on a project centric 
approach is not suffi  cient to 
succeed on really moving the 
company into IT agility and 
capture the whole benefi ts. In 
parallel with the focus on the 
project porƞ olio to defi ne the 
Agile implementaƟ on strategy, the 
CIO must have a broader view of 
the IT organizaƟ on, governance 
and HR strategy.

We disƟ nguish six major levers 
that the CIO must consider very 
early:

1. People. Agile methodologies 
bring a new culture of greater 
collaboraƟ on between 
Business and IT stakeholders 
throughout the project. 
Team members must be 
supported and coached in 
order to acquire new skills 
and get self-organized and 
disciplined teams. Companies 
must review their incenƟ ves 
strategy as well as their 
recruitment strategy. Hiring 
very experienced people 
is one possible strategy to 
secure the early adopƟ on of 
Agile methodologies.

2. Project management role and 
responsibiliƟ es. It is relaƟ vely 
diffi  cult for a single manager 
to take all decisions in an 
agile project, given the pace 
of project arƟ facts such as 
daily meeƟ ngs. Thus, project 
managers must create new 
roles (Product owner, SCRUM 
master, etc.) accountable 
on short term decisions 
and insƟ lling a strong team 
dynamic.    

3. IT process. ExisƟ ng process 
and organizaƟ on are strongly 
challenged as new Agile 
projects have a completely 
diff erent rhythm than 
the other projects. Clear 
interfaces must be defi ned 
between tradiƟ onal and agile 
projects in order to correctly 
monitor the dependencies. 
New tools may be required 
as the integraƟ on and tesƟ ng 
phases are deeply impacted. 
It is recommended to start 
with pilot projects in order 
to gradually transform the 
exisƟ ng process.

4. CommiƩ ees. Decision process 
is accelerated during an Agile 
project. Aligning governance 
planning with iteraƟ ons 
rhythm is key to ensure the 
project progress.

5. IT procurement. Agile 
methodologies are 
characterized by a strong 
commitment to short term 
cycles and uncertainty on the 
exact funcƟ onal scope of the 
fi nal product. Trust must be 
improved with project internal 
and external stakeholders by 
seƫ  ng clear responsibiliƟ es 
and common objecƟ ves. 
Billing mode and performance 
measurement plan must focus 
on delivering business value 
and allow for adjustments.

6. Deliverables and management 
tools. A major piƞ all of Agile 
methodologies implementaƟ on 
is the lack of documentaƟ on. 
Project managers must 
ensure that deliverables are 
correctly tailored to ensure 
the eff ecƟ veness of the 
team and the commitment 
to cerƟ fi caƟ ons and legal 
obligaƟ ons.
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