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ABSTRACT 

Agile focuses on early and fast workable code using 

iterative and incremental development of software. The 

well appreciated Agile method no doubt has areas of 

concern regarding its suitability for different 

environments, experiences and situations. This paper 

attempts to briefly outline the journey of Agile followed by 

graphical analysis of causes of failures while using Agile. 

This paper also examines scenarios of failures due to lack 

of understanding in core assumptions of Agile 

implementations. 
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I.  INTRODUCTION  

It's been more than a decade since many experts in the 

software industry wrote the Agile Manifesto outlining an 

approach to software development radically different 

from the Waterfall model that dominated the 1980's and 

1990's.  

Since then, Agile software development methodologies, 

including the use of Scrum, XP (Extreme Programming) 

and Crystal, DSDM, Lean are all the most popular 

techniques tried upon and improved. As of early 2010, 

Agile is one of the more popular buzzwords in software 

development. 

 

Fig 1.Agile Umbrella Activities 

II. BASICS  OF  AGILE 

A.WHAT IS AGILE? 

Agile is an alternative to traditional project management 

approach which helps teams respond to unpredictability 

through incremental, iterative workspace. It is a group of 

software development methodologies based on iterative 

incremental development, where requirements and 

solutions evolve through collaboration between self 

organizing cross functional teams. 

B.WHERE DID AGILE COME FROM? 

In 1970, Dr. Winston Royce presented a paper entitled 

“Managing the Development of Large Software 
Systems,” which criticized sequential development. He 

asserted that software should not be developed like an 

automobile on an assembly line, in which each piece is 

added in sequential phases. In such sequential phases, 

every phase of the project must be completed before the 

next phase can begin. Dr. Royce recommended against 

the phase based approach in which developers first 

gather all of a project‟s requirements, then complete all 

of its architecture and design, then write all of the code, 

and so on. Royce specifically objected to this approach 

due to the lack of communication between the 

specialized groups that complete each phase of work. 
 

C. WHY AGILE? 

Agile development methodology provides opportunities 

to assess the direction of a project throughout the 

development lifecycle. This is achieved through regular 

iterations of work, known as sprints, at the end of which 

teams must present a potentially shippable product 

increment. By focusing on the repetition of abbreviated 

work cycles as well as the functional product they yield, 

agile methodology is described as “iterative” and 

“incremental.” 

The results of this “inspect-and-adapt” approach to 

development greatly reduce both development costs and 

time to market. Because teams can develop software at 

the same time they‟re gathering requirements, the 

phenomenon known as “analysis paralysis” is less likely 

to impede a team from making progress. And because a 
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team‟s work cycle is limited to two weeks, it gives 

stakeholders recurring opportunities to calibrate releases 

for success in the real world. Agile development 

methodology helps companies build the right product. 

 

 
 

Fig 2.Agile Project Lifecycle 

III. PLAN VS. AGILE 

The fundamental difference between Plan driven 

development and Agile driven development lies between 

two significant differences. First one, in the Plan driven 

model the team will deploy one increment of software at 

the end of the project. But in Agile, the team will deploy 

a very small change of the software or more frequently. 

The second one is sequential verses concurrent activity.  

In Plan driven development, a process starts after 

successful completion of another. But in Agile we plan 

all the time. (as shown in Fig 3 & Fig 4) 

 

Fig  3. Success Ratio of Plan Vs Agile Usage 

 

IV. CHARACTERISTICS OF  AGILE 

A) Stakeholder involvement : Stakeholders must to be 

prepared to share business knowledge with the team and 

to make both pertinent and timely decisions regarding 

project scope and requirement priorities.  

 

 

Fig 4.Frequency of Deliverables  in Waterfall & Agile 

 

B) Time scales are fixed : Agile Development works on 

the premise that requirements emerge and evolve, and 

that however much analysis and design you do, this will 

always be the case because you cannot really know for 

sure what you want until you see and use the software. 

In Agile Development projects, requirements are 

allowed to evolve, but the timescale is fixed. So to 

include a new requirement, or to change a requirement, 

the user or product owner must remove a comparable 

amount of work from the project in order to 

accommodate the change. So what does the business 

expect from its development teams? Deliver the agreed 

business requirements, on time and within budget, and of 

course to an acceptable quality.  

 

C) Frequent deliverables: A regular release cycle 

allows you to plan. It allows your infrastructure , ops 

teams ,business colleagues, marketing campaigns, etc to 

be planned. And because agile development works to a 

fixed timescale, these plans are assured.  

D) Cooperation and collaboration: Agile development 

relies on close cooperation and collaboration between all 

team members and stakeholders. 

Agile development principles include keeping 

requirements and documentation lightweight, and 

acknowledging that change is a normal and acceptable 

reality in software development. 

This makes close collaboration particularly important to 

clarify requirements just-in-time and to keep all team 

members (including the product owner) „on the same 

page‟ throughout the development. 

V. BARRIERS & CAUSES  OF AGILE FAILURE  

1. Lack of Experience with Agile Methods 
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According to the 9th annual State of Agile™ [7] survey, 

44% of the respondents to the survey said they blamed 

the failure of agile projects on a lack of experience with 

agile methods. 

Teams that are deficient in the ability to apply basic 

agile practices tend to run into trouble. Investing in 

foundational training in agile techniques, and competent 

coaching as to their proper application, is money well 

spent. 

2. Company Philosophy or Culture at Odds with 

Core Agile Values 

A total of 42% of the respondents said company 

philosophy or culture at odds with core agile values was 

the leading cause of failed agile projects. In fact, it was 

interesting to note that two of the top five reasons that 

caused Agile failures revolve around the organization‟s 

culture – company philosophy or culture at odds with 

core values and a lack of support for cultural transition . 

We know that Agile is first about “how you think,” and 

then about “what you do.” If your organization‟s culture 

is either ignorant of or outright hostile to Agile 

principles and values, the prospect of success beyond 

isolated pockets of Agile teams are slim. Understanding 

that Agile impacts organizational values and facilitating 

that transformation is the first step to having a broader 

adoption of Agile, and more success with Agile as a 

means to successful delivery. 

 

 

Fig 5.Reasons for Agile Failure 

3. Lack of Management Support 

Some 38% of the respondents to the survey pointed to a 

lack of management support as the cause of failed Agile 

projects. 

This most typically pertains to “middle management.” In 

a poorly planned Agile transformation, it‟s not unusual 

for there to be great enthusiasm for Agile at the team 

level and general support of Agile at the executive level, 

leaving the project and program managers, functional 

“resource” managers, etc., in the middle of a messy 

“change sandwich.” Without strong executive guidance, 

this management layer can feel isolated and then simply 

dig in to survive. During an Agile transformation, 

executive leaders need to model the behavior they want 

their management team to display, live the values they 

want them to adopt, and help them understand how they 

fit into the changing organization. 

4. External Pressure to Follow Traditional Waterfall 

Processes 

Another 37% of respondents answered that they found 

external pressure to follow traditional waterfall 

processes impeding their projects‟ success. 

This is especially common in large enterprises, where 

there are Agile teams and traditional waterfall teams 

working under the umbrella of the same portfolio. In 

such cases, the Agile endeavors are usually being grafted 

into the existing traditional portfolio and project 

management (PPM) methodology, as opposed to the 

PPM methodology transforming to an Agile approach. 

This doesn‟t mean that Agile can‟t succeed, but it does 

mean that Agile will need to coexist with (and to some 

extent, within) the traditional methodology. The two 

ways to facilitate that coexistence are to involve people 

from outside of the Agile part of the organization in your 

planning, reviews, and retrospectives, and also to agree 

on mutual organizational interfaces for the exchange of 

information. 

5. Lack of Support for Cultural Transition 

The survey found that 36% of the respondents saw a lack 

of support for cultural transition as the reason Agile 

projects fail. 

This is closely related to 2 and 3 above, Organizational 

values and norms evolve over time, and as they become 

established, they stubbornly resist change. Senior 

leadership holds the most leverage in facilitating the 

transformation of an organization‟s culture to one that 
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embraces Agile. Tangible, active involvement at the 

executive level is critical to cultural transformation. 

6. A Broader Organizational or Communications 

Problem 

According to the 9th annual State of Agile survey[7], 

33% of the respondents said they found a broader 

organizational or communications problem causing 

Agile projects to fail. 

To reiterate what we‟ve looked at in several of the 

preceding points, Agile‟s effectiveness beyond one-off 

teams here and there is dependent upon broader and 

deeper organizational buy-in to Agile values and 

principles. 

 

Fig 6.Barriers in Agile Failure 

7. Unwillingness of Team to Follow Agile 

Unwillingness of the team to follow Agile was the cause 

of failure for 33% of the respondents to the survey. 

This tends to happen when the members of a team 

continue to identify themselves by function 

(Development, Quality Assurance, etc.). Team-level 

resistance can also happen when there is a team member 

with a “strong personality” who insists on retaining 

his/her position at the top of the pecking order. In both 

cases, it comes down to a perceived loss of identity or 

control. Executive leadership‟s effective influence on the 

culture and the management team, thorough training, 

and capable team-level coaching are necessary to 

overcome these impediments. 

8. Insufficient training 

Some 30% of the respondents to the survey said they 

blamed insufficient training for failed Agile projects. 

“Insufficient training” comes in three flavors: 

1. Nobody received training; 

2. Not everybody who needed training received it; or 

3. Some/all received training, but the training wasn‟t 

very good. 

VI. CONCLUSIONS AND RECOMMENDATIONS 

 

1.A good Agile team picks and chooses the 

management and technical practices that best work for 

them. When trying to adopt Agile practices, there will be 

a ton of excuses as why it won‟t work. Those who 

understand the real benefits of theapproach – and 

genuinely want to make the transition – will likely have 

success .  

 

2.Virtually, 100% of the software companies in the past 

are practicing a hybrid of Agile/scrum and waterfall 

methodologies popularly framed  as “scragilefall.”  

 

 

3.Figuring out how to apply Agile project management 

concepts in domains where they have not been used to 

date is an exciting opportunity for the future. Even 

where “ideal Agile” isn‟t possible, there‟s still plenty of 

opportunity to make improvements! 
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