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Abstract 

The nature of software development has changed in last decade. Waterfall or 
traditional command and control methods have been replaced by Agile 
methodologies. Agile came as a “solution” to the disadvantages of the waterfall 
methodology, but using Agile has its own challenges. Due to the attractive 
characteristics of Agile such as flexibility and short time-to-market, Agile 
development has been increasingly popular and the number of organisations 
which have started to move to Agile is growing every day. Implementing new 
methodologies in any organisation is always a big challenge, especially for large-
scale organisations due to their complexity, many different interacting interfaces, 
strong organisational culture, etc. 

The nature of these challenges and obstacles changes from different perspectives 
within an organisation, and each of these perspectives needs to be studied and 
investigated to ensure a successful transition from traditional approaches to Agile. 
In this thesis we focus on the project manager and project governance 
perspectives. We aim to define the success and failure factors that play a key role 
in moving from traditional approaches to Agile approaches in large-scale 
organisations. 

To address these challenges we conducted literature reviews on the latest research 
in implementing Agile methodologies. To collect our data we used a combination 
of qualitative and quantitative research methods. We explored both IT project 
manager and Chief project manager opinions and experiences of the organisations 
by conducting interviews and questionnaires in our research. 

The results reveals the difficulty to find proper product owners in the Agile 
projects. It is challenging to set a product owner who has Agile knowledge and is 
expert in the project domain. Specialized training and coaching for product 
owners is mentioned as one of the solutions that could be provided for this 
challenge. “Distributed teams”, “Lack of focus on the business side” and “Weak 
coaching and support” are some of the other critical areas which have been 
presented by the participants in the interviews and survey in this study. 

The main conclusion is that in order to have a successful transition to Agile 
approaches, the Agile mind-set should be set in all different part in an 
organizations, not only the development side and also that everyone have to 
understand “Why” Agile is beneficial. Also the communication of lessons learnt 
and feedback should be strong and effective in order to avoid repetition of the 
same mistakes. In addition, specialized training and coaching for different roles 
within the period of the development is necessary to ensure the successful 
adoption of Agile. 
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Sammanfattning 

Synen på mjukvaruutveckling har förändrats under det senaste decenniet; 
Vattenfalls- eller traditionella kommando- och styrmetoder har ersatts av Agila 
metoder. Agila utvecklingsmetoder kom som en "lösning" till nackdelarna med 
vattenfalls metodiken, men användning av Agila metoder har sina egna 
utmaningar. På grund av Agila metoders attraktiva egenskaper såsom flexibilitet 
och kort tid till marknaden, har denna typ av utveckling blivit alltmer populärt och 
antalet organisationer som har börjat flytta till Agila metoder växer varje dag. Att 
genomföra nya metoder i en organisation är alltid en stor utmaning. Särskilt för 
stora organisationer på grund av deras komplexitet, med tanke på många olika 
samverkande gränssnitt, stark organisationskultur, etc. 

Karaktären på dessa utmaningar och hinder ändras från olika perspektiv inom en 
organisation, och vart och ett av dessa perspektiv behöver studeras och 
undersökas för att säkerställa en framgångsrik övergång från traditionella metoder 
till Agila metoder. I denna avhandling fokuserar vi på projektledare och 
projektförvaltningsperspektiv. Vi strävar efter att definiera framgångs- och 
misslyckande faktorer som spelar en nyckelroll i att flytta från traditionella 
metoder till Agila metoder i storskaliga organisationer. 

För att möta dessa utmaningar genomfört vi dessutom en litteraturstudie av den 
senaste forskningen om införande av Agila metoder. För att samla våra data vi 
använt en kombination av kvalitativa och kvantitativa forskningsmetoder. Vi 
utforskade både projektledare för IT och chefs-projektledare sidor av 
organisationer genom intervjuer och enkäter i vår forskning. 

Resultaten visar den kritiska roll produktägare utgör i Agila projekt. Det är en 
utmaning att tillsätta en korrekt produktägaren som har Agile kunskap och är 
expert i projektet domänen. Specialiserad utbildning och coaching för 
produktägare nämns som en av de möjliga lösningar som finns för denna 
utmaning. "distribuerade team", "brist på fokus på affärssidan" och "Svag 
coachning och support" är några av de andra viktiga områden som har lagts fram 
av deltagarna i intervjuerna och undersökning i denna studie. 

Den viktigaste slutsatsen är att för att få en lyckad övergång till Agila metoder bör 
Agilt tänkande tillämpas i alla delar i en organisations, inte bara utvecklingssidan, 
utan alla måste förstå "varför" Agila metoder är fördelaktigt. Även överföring av 
lärdomar och återkoppling bör vara stark och effektiv för att undvika 
återkommande samma misstag. Dessutom, specialiserad utbildning och coaching 
för olika roller och inom den tidsfrist för utvecklingen är nödvändig för att 
säkerställa ett framgångsrikt antagande av Agila arbetsmetoder. 

 

Keywords 

Agile methodology, Software Development project, Large-scale Organizations, 
Transition to Agile, Project Management, Project Governance.
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Abbreviation 
 

APM ------- Association of Project Management 
BPM ------- Business Project Manager 
BSPM ------ Business Portfolio Manager 
C ------------ Case 
C3 ---------- Chrysler Comprehensive Compensation System 
CEO ------- Chief Exclusive Manager 
CIO -------- Chief Information Officer 
CPM ------- Chief Project Manager 
DG --------- Development Gate 
DRS -------- Development, Runtime and Support 
DSDM ----- Dynamic Systems Development Method 
FDCG ----- Final Development Contract Gate 
GDP ------- Global Development and Process 
ICB --------- IPMA Competence Baseline 
INT --------- Interviewee 
IPMA ------- International Project Management associated 
IS-GDP ---- Information System, Global, Development, and Process 
IT ----------- Information Technology  
ITPM ------- IT Project Manager 
MoSCoW -- MUST, SHOULD, COULD, WON’T 
PM ---------- Project Manager 
PMBOK --- Project Management Body of Knowledge 
PMI --------- Project Management Institute 
PRINCE2 -- PRoject IN Controlled Environments 
ROI --------- Return Of Investment 
RQ ---------- Research Question 
S ------------- Survey 
UK ---------- United Kingdom 
Volvo IT --- Volvo Information Technology 
XP ----------- eXtreme Programming 
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1 Introduction 
This chapter provides an overview of this thesis topic and gives an understanding 
of the main point of this research by presenting the problem domain and the 
associated research questions. The limitations and the scope of the study are 
covered under the delimitation section. The chapter finishes along with a short 
overview of the structure of the rest of report. 

 

 Background 

The traditional waterfall model is well known but it has been criticised for its 
inflexibility (Nerur, et al., 2005). The fact that it is not an incremental model 
makes it more difficult to adjust to the software development process. The nature 
of software development required more dynamic environments (Iivari & Iivari, 
2011) that traditional models failed to address properly. Agile approaches have 
proposed a methodology in the software development area that defines solutions 
to the weaknesses of the traditional ways of developing software. Agile 
methodology provides a more flexible environment, which welcomes changing 
requirements, improves customer satisfaction by providing higher quality software 
and reduces the time-to-market compared with traditional approaches (S.Baligi & 
Murugaiyan, 2012). 

Although the Agile approaches promises to reduce cost and time, moving from 
traditional approaches to Agile is not an easy process (Boehm & Turner, 2009) 
and has its own obstacles and challenges. 

Due to the characteristics of Agile - which is a cooperative, iterative and user-
focused approach to delivering software - some believe that small teams and 
projects are more suited to the implementation of Agile methods and that it is too 
risky and inefficient for larger ones (Boehm & Turner, 2009, p. 28). But the 
positive characteristics of Agile have attracted large organisations to make the 
transition to Agile also. However, implementing Agile in large-scale organisations 
is more difficult than in smaller organisations because of their increased 
complexity (many different interfaces and many different parts that interact). To 
adapt to the Agile way of working within the development stage it is not just the 
projects that require change. The whole world around the projects also has to 
change, including the business side and the level of customer involvement. It is 
challenging to identify how these aspect must be treated in order to be able to 
obtain all the benefits of the Agile way of working. 

Volvo Information Technology (Volvo IT, hereinafter referred to as “Volvo 
Group”) is a large-scale organisation with more than 6000 employees within the 
Volvo Group and has begun to adapt to Agile approaches.  

In order for Volvo Group as a large-scale organisations to successfully move to 
Agile it is essential to know the potential challenges and obstacles that they face.   



Introduction 

 2 

 Purpose and research questions 

The core idea of this thesis has been shaped by discussions with Volvo based on 
the challenges that they have faced when moving to Agile methodology in their 
large-scale organisation. Lists of research questions and research objectives have 
been compiled from these discussions.  

Most Agile thinking and literature has been driven from the technical developer 
perspective and for the benefit of the developer. The implications for stakeholders 
beyond the project team have perhaps received less attention. In this thesis we will 
not study how the developers, testers and other within the project should apply 
Agile or what challenges they face. Instead, we look at Agile projects more from 
the angle of the surrounding interfaces and study the challenges that occur in the 
world around of them.  

The main objective of our research is to define the most important success and 
failure factors as well as the biggest obstacles when making the transition from 
traditional project management approaches to Agile project management. In order 
to define this objective we defined our research questions (RQ) as below:  

RQ1: What kind of influences can Agile methods cause in a traditional project 
management context? 

 What are the challenges in this area? 

 What are the failure factors in this area?  

 What are the success factors in this area?  

RQ2: What measures could be adopted to improve the likelihood of successful 
use of Agile methods in a traditional project management context? 

 

 Delimitations 

In order to narrow down the research area to exactly what is needed in Volvo, we 
have to apply some delimitation on the core idea of our thesis. To define these 
delimitations we shortly describe the type of Agile that has been used in Volvo so 
far.  

Volvo began to implement the Agile methodology some years ago. So far, the use 
of Agile approaches is only recommended by Volvo, rather than being mandatory 
(i.e. there is no strong central push for Agile).  

In this research we are going to use a multiple-case study, which means that we 
will study both sides of different projects in Volvo: ITPM and CPM. We are not 
interested in the purpose of the system, our focus is in the way that the project is 
managed and governed. In other words, we would prefer to study projects which 
are as similar as possible. However, as some of them are successful and some of 
them are failures, this will give us interesting aspects from both the project 
management and project governance point of view.  
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In this study rather than focusing on any particular aspect of the Agile transition, 
we would conduct a more general study to better understand the spectrum of 
issues. 
 

 Outline 

The rest of the report is structured into six chapters. Chapter two reviews and 
summarise literature researches that have been undertaken and reviewed on 
implementing Agile approaches. This chapter starts with a basic description of 
Agile and two common frameworks of it: Scrum and XP. Later the perspective of 
the project management and project governance in Agile projects will be 
presented. Chapter two continues with a descriptions of the challenges in moving 
to Agile approaches, and the success and failure factors involved - with a focus on 
large-scale organisations. In chapter three we present the Volvo Group 
implementation of Agile and the potential challenges in making the transition for 
them. 

Chapter four describes the methods and the strategies which have been used for 
this research. This chapter discusses how our research methods have been carried 
out and geared towards answering our research questions. Some details about how 
the data has been collected and processed, and analysing methods used for this 
research will be present in this chapter too. Chapter five analyses the empirical 
data that has been collected from semi-structure interviews and questionnaires in 
order to answer the research questions. This analysis has been conducted based on 
the findings in the theoretical background section. Chapter six finalises the thesis 
by drawing conclusions from the methods, findings and analysis of the report and 
giving some ideas about future research directions in this area. This chapter ends 
with some recommendations to addressing the problems identified in the 
research.
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2 Theoretical background 

In this chapter we present some basic and necessary information on the theories 
that our study is base around. We also review previous literatures about challenges 
and obstacles, as well as success and failure factors on adopting Agile in large-scale 
organisations.  
 

 Agile 

Agile is a set of approaches and methodologies that helps organisations to make 
better decisions by providing an environment for teams inside of the organisation 
to think more effectively and also work more efficiently (Stellman & Greene, 
2014, p. 2). 

The start of Agile is often seen as a response to the disadvantages of traditional 
methods of product development such as inflexibility and failure to address the 
new changes and requests of the customer. According to Sommerville (2007, p. 
396) the dissatisfaction with traditional methods led a number of software 
developers in the 1990s to propose new Agile methods which shifted the focus of 
the development more on the software itself rather than on its design and 
documentation.  

In February 2001, the philosophy behind Agile software development was put to 
paper and signed by a group of 17 contributors within the field of alternative 
development methods gathered. It is known as the ‘Manifesto for Agile Software 
Development’ (Figure 1) (Ashmore & Runyan, 2014, p. 4). 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

                                                 
1
 Agile Manifesto website: http://Agilemanifesto.org 

 

Manifesto for Agile Software Development 

We are uncovering better ways of developing 
Software by doing it and helping others do it. 
Through this work we have come to value: 

 Individuals and interactions over processes and tools 

 Working software over comprehensive documentation 

 Customer collaboration over contract negotiation 

 Responding to change over following a plan 

That is, while there is value in the items on the right, we 

value the items on the left more. 

Kent Beck 
Mike Beedle 

Arie van Bennekum 
Alistair Cockburn 

Ward Cunningham 
Martin Fowler 

James Grenning 
Jim Highsmith 
Andrew Hunt 
Ron Jeffries 

Jon Kern 
Brian Marick 

Robert C. Martin 
Steve Mellor 

Ken Schwaber 
Jeff Sutherland 
Dave Thomas 

Figure 1: Manifesto for Agile Software Development1 

http://agilemanifesto.org/
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Agile development attempts to be more flexible towards addressing the needs of 
both a project and the organisation (Ashmore & Runyan, 2014, p. 2).  It promises 
to provide some solutions to the problems that software development faces in 
traditional approaches. Some of these promises are listed below: reduce time and 
cost, higher quality software, well-constructed code, increase user satisfaction 
(Ashmore & Runyan, 2014, p. 1). 

A number of different surveys aim to study the success and failure rate in Agile 
projects compared to waterfall methods. For example, in 2013 Ambysoft 
conducted a survey of over 173 respondents to explore the actual success rates of 
their software development projects. The result of the survey (Figure 2) shows 
that Agile projects enjoyed 64% success, had a failure rate of 8% failure and 26% 
faced challenges; compared to the waterfall model which has only 49% success, 
18% failure and 33% challenging. 2 

 

The positive characteristics of Agile and the encouraging feedback from 
organisations such as Ambysoft’s 2013 project success rates survey, are convincing 
more and more organisations to make the transition to Agile. 

 

 Agile project methods 

Agile methods are processes that follow the Agile philosophy. Agile approaches 
consist of different practices. These practices have been around for many years 
but Agile combines them in a unique way for each method. It is about highlighting 
the parts that support the Agile philosophy, and disregarding the rest (Shore & 
Warden, 2007, p. 9). 

Different Agile organisations use different Agile tools, methods or techniques to 
be more adaptive to changes. Ashmore & Runyan (2014, pp. 49,50) believe that a 
single Agile method is unlikely to provide a successful solution for every kind of 
project. Therefore organisations use a combination of Agile tools and 
methodologies that best suit them according to their goals and objectives. 

                                                 
2
 "2013 IT Project Success Rates Survey Results - Ambysoft ..." 2014. 11 Mar. 2015 

<http://www.ambysoft.com/surveys/success2013.html> 

Failed 8%

Success 
64%

Challended 
28%

AGILE
Failed 
18%

Success 
49%

Challende
d 33%

WATERFALL

Figure 2: Ambysoft’s 2013 Project Success Rates Survey 

http://www.ambysoft.com/surveys/success2013.html
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Extreme programming (XP) and Scrum are two common Agile methods. The 
project management methods of Scrum are sometimes combined with the more 
practical engineering techniques of XP which can work as a compliment to each 
other (Stellman & Greene, 2014). 

In this section we give a short description of the Scrum and Extreme Programing 
methods that are used by the cases that we are studying in the Volvo Group. In 
chapter three we describe the use of XP and Scrum in the Volvo Group as well. 

 Scrum 

The Scrum method originated in the mid-1990s, and is accredited to four 
founders for developing products. The word “Scrum” was borrowed from the 
game of rugby and refers to a certain strategy where all players gather in a tight 
pack and try to gain possession of the ball with the support of each other 
(Ashmore & Runyan, 2014). 

Scrum is an especially popular method with organisations that have decided to 
move to the Agile methodology from traditional approaches (Ashmore & Runyan, 
2014). What makes Scrum an effective starting point for organisations that want 
to make the transition to Agile is its simplicity in communication (Stellman & 
Greene, 2014). 

The Scrum approach for managing Agile projects has proved its popularity and 
ability to work well and generate excellent outcomes. Scrum handles a project in 
iterations, i.e. a short periods of time to achieve partial parts of the goal and then 
to revisit the goals in a meeting. An iteration is usually done over 30 days and 
gives the ability and flexibility for a team to be self-managed as they have focused 
goals to work on which are mostly the priority business goals of the customer 
(Schwaber, 2004). 

2.2.1.1 Practices in Scrum 

The practices in Scrum are broken down into five stages: kick-off, sprint planning 
meeting, the sprint, daily Scrum, review meeting (Cervone, 2011, p. 20) 

A sprint starts when the Scrum master and the product/service owner sitting 
down and conducting the sprint planning meeting. This meeting happens before 
they start the actual work as they need to agree on the how, what and when’s. 
Usually they work on two major actions in those meetings; one of them putting 
together a detailed list of the project requirements and the second one agrees on 
the goals and outcomes of the project. The kick-off meeting, works in a similar 
manner with the difference that the goals and requirements are defined on a 
higher-level. 

Once those meetings are done the team can start the sprint. The usual given time 
is about a month to complete the work for each iteration. In addition, while the 
sprint is going on, there is to be no interference from the outside as any 
suggestions should have been made at the meetings (Cervone, 2011, p. 20). 

The team then holds daily meetings with the Scrum master to collect information 
and they usually answer the following questions (i) What did you do since the last 
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 Scrum? (ii) What are you doing until the next Scrum? (iii) What is stopping you 
from getting on with your work? 

 Extreme Programming (XP) 

Extreme Programming is one of the most popular Agile software development 
method. The first idea of Extreme Programming shaped in 1996 from a payroll 
project which is named Chrysler Comprehensive Compensation System (C3) in 
Chrysler Motors. “The project team, led by Kent Beck, was struggling with how to 
release high-quality code much faster and more efficiently, and as a result 
morphed their development process to be efficient, with a quality focus” 
(Ashmore & Runyan, 2014, p. 50).  

In 1999 Beck documented the idea of XP in a book which is called “Extreme 
Programming Explained”. This first documented version of XP is known as XP1. 
Later in October 2004, he published the second edition of his book which is 
improved by an additional five years of experience working with XP. The new 
version of the book reflects and incorporates five years' positive and negative 
feedback on XP. This second edition of “Extreme Programming Explained” is 
recognised as XP2. 

The main Values of XP are communication and feedback, simplicity and 
responsibility. Face to face and frequent communication with customer and 
among developers is vital for the health of the project in XP. Frequent releases of 
working code and receiving the feedback from the customer is critical as well. XP 
believes that it is faster and more efficient to develop the simplest solution for the 
current need of the software rather than spending too much time to design 
flexible and reusable solution. The developers in XP are responsible for producing 
high-quality code for the software (Turk, et al., 2005, p. 3). 

Some other key elements in XP are: pair programming, unit testing of all code and 
change friendly. 

 Project management 

PMI defined the project management process as Project Management Body of 
Knowledge (PMBOK) in five main process groups (initiating, planning, execution, 
controlling and closure) and drew project management knowledge into ten areas 
(integration, scope, time, cost, quality, human resource, communication, risk 
management, procurement management, stakeholder management). PMBOK 
(PMI, 2004, pp. 8,9) and Fitsilis (2008, p. 379) presented some other definition of 
what is necessary competence for project management is, which have been 
developed and introduced by other associations. For example the Association of 
Project management (APM) in the UK3 defined project management body of 
knowledge as 40 important factors for competencies in project management. Also 
the International Project Management Association’s Competence Baseline (ICB) 
defined technical, behavioural and contextual factors as necessary competences 
for project management (Fitsilis, 2008). 

                                                 
3 http://www.apm.org.uk 

http://www.apm.org.uk/
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Lucky & Phillips (2006, p. 10) explained that effective project management in an 
organisation is getting the work done within the budget and on time while 
achieving the customer satisfaction. “Effective Project management is about 
accomplishment, leadership, and owning the project scope” (Luckey & Phillips, 
2006, p. 10). 
 

 Project governance 

According to Muller (2009, p. 2) the framework within the organisations that 
define ethical decision making and managerial actions is Governance. This 
framework is based on three main factors, which are transparency, accountability 
and defined roles. Muller continued that governance put limitations on 
management actions by defining the goals of organisations. It guides managers in 
their decision making, action taking and in providing applicable processes to the 
area of their responsibilities (Muller, 2009, pp. 1,2).  

Furthermore, APM defined the governance of project management as specific 
areas of corporate governance that are related to project activities. APM 
mentioned that “The effective governance of project management ensures that an 
organisation's project portfolio is aligned to the organisation's objectives, is 
delivered efficiently and is sustainable.” (APM, 2004). 

Crawford & Cooke-Davies (2009, pp. 66,67) presented their explanation of 
project governance based on AMP definition. They defined it as: “a set of formal 
principles, structures and processes for the undertaking and management of 
projects that are applicable in the context of individual projects, programmes or 
portfolios of projects.” 

Beecham (Beecham, 2011) in his book about project governance, explains that in 
many organisations there is a strong hierarchical structure which cannot be 
bypassed. This can be addressed by planning stages to determine what is to be 
done, how it is to be done, and how you are going to know that it is been done. 
The Volvo Group is one such organisation that applies planning stages in the 
governance of its organisations. 
 

 Marrying project management and project 

governance with Agile 

As we have mentioned earlier, the modern business environment requires early 
benefit realisation for each product and service, as well as a shorter time to 
market. Organisations started to recognise the need to adopt a project approach 
that meets today’s business change. The number of organisations that adopt an 
Agile approach to address these requirements is increasing, since Agile approaches 
present a characteristic that promises to deliver projects within the budget and as 
early as possible in an iterative manner.  

On other hand, Arell et al. (2012, p. 1) noted that one of the main problems that 
an organisation faces while implementing Agile approaches is supporting business 
areas. They mentioned governance in organisations as an example of these 
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business areas that face serious problems in dealing with Agile software 
development teams. Arell et al. (2012, p. 1) explained the reason for this conflict 
as a different management paradigm which is built around these areas (Arell, et al., 
2012). They suggest, therefore, that organisations with strong governance as part 
of their structure need a proper project management method to be able to take 
advantage of Agile approaches. 

In this section we briefly describe Agile project management and Agile project 
governance. At the end we present a successful and widely adopted combination 
of an Agile method with a project management method.  

 Agile project management 

Agile project management takes its principles from the Agile manifesto. The main 
focus of Agile project management is on software development areas; however, 
there are some models of Agile project management which have been designed 
for use on any type of project such as prototyping and adoptive project 
framework (Wysocki, 2009, p. 386). 

Although Agile project management is not a fundamental change in developing 
software compared to traditional project management, it does change the nature 
of collaboration, coordination, and communication in software projects (Dybå, et 
al., 2014). 

According to Layton (2012, p. 9):“Agile project management is a style of project 
management that focuses on early delivery of business value, continuous 
improvement of the project’s product and processes, scope flexibility, team input, 
and delivering well-tested products that reflect customer needs”. 

 Agile project governance  

The nature of Agile project governance is quite the same as traditional project 
governance. Both are the control mechanism used to ensure that business value is 
generated by the project according to time, money and the technology investment. 
They both also guarantee that there are no undesired outcomes from the project. 
What makes Agile project governance different from the traditional governance is 
that it ensures that the project can respond properly and effectively to changing 
circumstances (Wright, 2014). 

A key question about Agile governance is whether Agile approaches actually 
require project governance. Takeuchi & Nonaka (1986, p. 143) explained that 
Agile projects need subtle control: “Although project teams are largely on their 
own, they are not uncontrolled. Management establishes enough checkpoints to 
prevent instability, ambiguity, and tension from turning into chaos. At the same 
time, management avoids the kind of rigid control that impairs creativity and 
spontaneity.” (Takeuchi & Nonaka, 1986). Measey (2014) concluded from the 
above quotation that Agile require some kind of governance. 

Azoff & Mann (2010, p. 2) defined Agile approaches as a revolution in the 
mainstream of software development. They believe that an organisation can define 
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proper governance by maintaining sufficient visibility over all projects in the 
organisation without interfering in how those projects actually work. Azoff & 
Mann (2010, p. 2) suggested that project managers should have permission from 
CIOs to be able to choose the proper style for each specific project, which suits 
the project and its business needs while following the organisational governance 
model (Azoff & Mann, 2010, p. 2). 
 

 Relevant studies 

In recent years the popularity of Agile approaches has increased. Although the 
number of successful projects that implemented Agile methodology is high there 
are still some failures Agile projects require studying to discover the factors behind 
these failures. The fact of the Agile project suiting which environment better or 
needing what conditions to be successful is still unclear. One of the aspects, which 
have been mentioned as a critical factor in implementing Agile approaches, is the 
size of the organisation (Lindvall, et al., 2004). 

Many believe that Agile approaches far better suit small organisations rather than 
big and complicated ones. But the truth is, the characteristics of big organisations 
such as high complexity and a strong organisational culture make any change 
difficult to implement. Furthermore, Agile methodology is not a small change in 
an organisation; it is a drastic change that impacts all corners of the organisation, 
from economy to development. All these make Agile adoption more difficult and 
complicated in large-scale organisations compared to smaller companies. 
However, the advantages of using Agile such as high customer satisfaction, short 
time to market and high quality of products convince big organisations to make 
the transition to Agile approaches in spite of the difficulties and challenges that 
exist. 

We present these issues, challenges and later the success as well as failure factors 
that have been pointed out in previous researches regarding the large-scale 
organizations. Also the possible solutions based on these researches will be 
provided. In Appendix 4 we present which challenges, success and failure factors 
have been contributed from our study and which of them are from the literature 
review. 

 Challenges in big organisations 

The challenges that a large-scale organisation faces while moving from traditional 
approaches to Agile approaches are quite different from the challenges faced by 
small organisations. In this section we review the main challenges seen by large-
scale organisations which have been presented in previous studies.  
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2.6.1.1 Organisational culture change 

Brown (1998, p. 116) believes that there is not any one broadly accepted model 
for organisational culture changes, different authors have different perspectives on 
this. However, almost all of them agree on the fact that organisational cultural is 
one of the most important aspects that influences any kind of change in an 
organisation (Aaltonen, 2014, pp. 31-33). Organisational culture in larger 
companies is much more complex and resistance to changes compares to smaller 
ones. Organisational culture has been shaped through interaction and experiences 
in the organisation over decades in order to define a comfortable way of decision-
making, and an easier way of work progress according to organisational needs 
(Ashmore & Runyan, 2014, pp. 15,16). Therefore any change seems to be a threat 
to the culture that has been believed to be the proper system for the organisation. 
Most organisations prefer to stay in their “comfort zone” rather than criticising 
old practices and they try to simply shift the culture.  

Ashmore & Runyan (2014, pp. 16,42) defined a true culture change that is 
required by Agile as “a need for commitment and nurturing from all levels of the 
organisation.” It is essential to create the awareness of what is the difference by 
the new changes, what the beneficial factors are and what drives success in each 
role. They stated that the organization should encourage the employees to 
examine the old practices with a critical eye and reward those who dare to 
embrace the new ways and the unfamiliar.  

Furthermore, Aaltonen (2014, p. 32) in his study referred to a cultural change 
model which Kotter presented in 1996 for adopting change to organization’s 
culture. It contain eight stages that define the process for transformation change 
management (Figure 3). 

 

 

 

Establishing a sense of urgency 

Creating the guiding coalition 

Developing a vision and strategy 

Communicating the change vision 

Empowering broad-based action 

Generating short-term wins 

Consolidating gains and producing more change 

Anchoring new approaches in the culture 

Figure 3: process of creating major change (Kotter, 1996, p. 21) 
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2.6.1.2 Decision making 

Decision-making is another challenge that Agile software development teams face 
while moving to Agile approaches from the traditional plan-driven approach. 
Agile approaches define new responsibilities and different levels of decision-
making in teams. Drury et al. (2012) defined six main obstacles that a 
development team may face while moving to Agile regarding decision making: 
Unwillingness to commit to a decision, conflicting priorities for decisions, 
decisions based on unstable staff availability, not implementing decisions, not 
taking ownership of decisions, lack of empowerment to make decisions (Drury, et 
al., 2012, pp. 1245,1246). Eckstein (2004, p. 43) believes that decision-making in 
larger development teams faces more challenges than in smaller ones. She 
mentioned that the quality of the decision-making might decrease by the members 
who avoid making decisions because they believe that there is always someone 
else to make the right decision. This kind of behaviour is more common between 
software developers who are new to taking responsibility for decisions since in 
traditional approaches there was always someone higher up to take the 
responsibilities and make decisions (Eckstein, 2004, p. 45).  

Drury et al. (2012, p. 1250) argued that discussions on the process of decision 
making should be an active part of retrospectives. The iteration retrospectives 
would help teams to improve their overall decision making ability by practicing 
both short-term tactical and long-term strategic decisions. They also explained 
that the boundary of decision making should be clear up by the organization. This 
take away the confusion over the question of who to be responsible for 
implementing decisions. 

Eckstein (2004, p. 44) suggested that although it is unusual, the preferable is to 
encourage the team “to make clear decision but eventually wrong decision and to 
corrects it later” rather that postponing the decisions. She believes that making 
wrong decision enable you to learn from its consequences. 

2.6.1.3 Aligning all element in the organisation for Agile 

In any large-scale organisation there are many different interfaces and different 
parts that are interacted, which causes more complexity. Therefore Kettunen & 
Laanti (2008, p. 189) mentioned in their research that moving to Agile is not a 
simple task to achieve, especially for larger companies. Agile requires all parts of 
an organisation be aligned, but in real life, this is not possible to fully achieve since 
different parts of organisation have different levels of understanding of agility. 
They defined the main reason that makes Agile methods difficult to implement in 
large-scale organisations as “a missing linkage between the company’s business 
model and software development.” (Kettunen & Laanti, 2008, p. 189). They also 
believe that, compared to software engineering techniques, external factors play a 
more critical role in the successful adoption of Agile. In other words, 
implementing Agile gets more difficult and complicated by increasing the number 
of external dependencies (Kettunen & Laanti, 2008, p. 189). 
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Elshamy & Elssamadisy (2007, p. 51) stated that projects should have enough 
time to test the external interfaces before the delivery and the development of the 
system should be as horizontal as possible in order to be able to interact with 
external interfaces as early as possible. They also argued that “Integration 
functional tests should be created on both sides to ensure the correctness of the 
system after the external groups finished implementing their part of the external 
interface” (Elshamy & Elssamadisy, 2007, p. 51).   

2.6.1.4 Managers vs. developers 

The role of managers and developers and the type of their responsibility changes 
in Agile compare to traditional approaches too. Teams are more self-organised, 
and their improvement should be continuous; on the other hand, a manager’s role 
shifts to clearing roadblocks rather than defining the solutions for the team 
(Ashmore & Runyan, 2014, pp. 16,27). 

Karstrom and Runeson (2005, pp. 45-48) noted that in an Agile project, quite 
often, technical issues were raised to management too early. They explained this as 
a potential problem between managers and developers in Agile projects. A 
Manager’s focus is on current and future releases, while the developer’s focus is 
mainly on past and current releases. Furthermore, their research found that some 
of teams suffer from weak management commitment since managers could not 
accept losing the commanding role by adapting to the new methodology, and they 
saw the developer’s power to make decisions as a threat to the system (Karlstrom 
& Runeson, 2005). Grennig (2001) defined this challenge as a lack of trust 
between management and teams. 

The managers can offer help in mapping the everyday work flow and suggest 
methods to improve the performance and drive toward simplicity (Ashmore & 
Runyan, 2014, p. 27). Also Feiyi & Linkai (2013, p. 15) stated that the 
organisations have to support the environment of trust, cooperation and 
collaboration in order to enable all part to interact and communicate easily with 
each other. 

 Failure factors in big organisations  

As we have mentioned before, transition to the Agile approach is not a simple 
process. For it to be successful, organisations need to put in a lot of effort. 
However, well intentioned effort not necessarily enough. The numbers of 
companies that fail while moving to Agile, in spite of having good intention, are 
not few. In this section we discuss some of the main factors that may cause failure 
in successful adoption of Agile. In this section we discuss the main factors that 
may cause failure in adoption of Agile, based on the previous studies. 



Threoretical background 

 14 

2.6.2.1 Restrict the adoption to development organisation only 

Mike Cohn (2009, p. 4) described one of his personal experiences in moving to 
Scrum that ended with failure. The company that he has noted spent more than 
one million dollars to move to Agile. They also hired five Agile experts and special 
trainers and coaches. The company honed all its effort on the development part of 
the organisation. They believed that educating, supporting and focussing on 
developers would be enough. The executives failed to consider how pervasive 

 Scrum is and how it affects the work of other parts of the organisation too, from 
sales to finance and many departments inbetween. Cohen (2009, p. 4) concluded 
that the reason why the organisation failed to adopt Scrum was due to them not 
applying the adoption to all other areas of the organisation outside of 
development. He believes that “without change to these areas, organisational 
gravity pulled the company back where it had started” (Cohn, 2009, p. 4). 

2.6.2.2 Perspective mismatch 

Adolph et al. (2012, pp. 1276,1277) studied some software development teams 
that use Agile and mentioned one of the failures in software development as 
perspective mismatch. He explained that in a software development team it is 
difficult to get everyone on the same page since different members have different 
levels of skill and different understanding over sprints with different domain 
knowledge. The cognitive divergence between team members may cause failure in 
a project, which does not show up until sprint reviews (Adolph, et al., 2012, pp. 
1276,1277). 

Adolph et al. (2012, p. 1278) explained that in order to understand the importance 
of reconcile the perspectives by different parts of the project, the impediments 
that perspective mismatch brings to the project should be clarified for all 
individuals. Next step should be improving the communication in order for 
individuals to share and negotiate their feedbacks between each other. 

2.6.2.3 Forgetting the continuous improvement  

A transition to Agile starts by making improvements in the organisation. Cohn 
(2009, p. 4) noted that the companies that miss this factor during their transition 
to Agile would face failure after a short period. He mentioned one middle sized 
company with more than 200 developers that started to adopt Scrum. The 
organisation took all the necessary steps to make the transition properly and after 
only a few months they were able to deliver working software at the end of their 
sprints. This did not take long, but after only one year the quality of their software 
and their speed of producing it started to decrease. Cohn (2009, p. 4) continued 
and expressed that the problem that started to hinder the progress of the 
organisation and drove it back to how it was before adopting Scrum was simply 
forgetting the fact that continues improvement is part of Scrum and Agile (Cohn, 
2009, p. 4). 
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2.6.2.4 Long cycle time 

The iteration in Agile projects should be short, normally between one week to 
thirty days. Adolph et al. (2012, p. 1284) mentioned “long cycle time” as another 
failure factor that may occur in development teams. According to research most 
of the teams that faced this problem believed that they were developing the 
software in short periods. By studying their working process during each sprint 
Adolph et al. (2012, p. 1284) discovered that although the team defined short 
sprints to deliver the software, in reality some sprint features that were not 
achieved were postponed to the next sprint. This caused uncompleted “working 
software” being delivered at the end of a sprint, which gave the wrong impression 
of the software to the product owner (Adolph, et al., 2012, p. 1284). 

 Success factors in big organisations 

In this section we present some important success factors in moving to Agile 
approaches in large-scale organisations which have been mentioned in previous 
researches. 

2.6.3.1 Management support and commitment  

Livermore (2008, pp. 34,35) mentioned management support and involvement as 
a very important success factor in making the transition to Agile approaches. 
Management support could have a positive effect on dealing with challenges while 
moving to Agile such as organisational culture, building an active Agile mind-set 
in the organisation, decision making, etc (Behm, 2014, p. 24). 

2.6.3.2 Provide proper training and coaching 

Benefield (2008, pp. 7,8) explained that one of the factors which helped to adopt 
the highly effective framework of Scrum and Agile throughout Yahoo was proper 
training and coaching. They provided training courses and support from 
experience people in the Agile field. They even hired coaches, since at the 
beginning it was the lack of internal expertise in the field in the organisation that 
posed challenges. He noted that with more coaches, the practices scale up faster 
since more teams can be supported and coached in a shorter time. He suggested 
that where organisations lack coaches “it is more effective to provide intense 
coaching for select teams, rather than shallow coaching across many teams” 
(Benefield, 2008, pp. 7,8). 

Brown (2011, p. 280) believes that the training should be specialised for different 
parts of the organisation such as: development teams, business stakeholders, and 
management in order for everyone to understand their roles and responsibilities 
properly. 
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2.6.3.3 Start with a pilot program 

Brown (2011, p. 275) defined pilot programs as an important phase in any 
organisational change as it leads to determining the area of focus and clarifying 
what needs to be done to apply the changes. He continued that, in order to have 
an effective pilot program it is necessary to consider the selection of projects 
across the different business divisions in the organisation. Continuous monitoring, 
on-going feedback and analysis from the pilot program while making adjustments 
to the organisation’s Agile delivery process are the initial steps in a broader 
adoption of Agile in the organisation (Brown, 2011, pp. 275,278). 

Behm (2014, p. 26) also categorised starting with pilot programs as one of the 
success factors in the process of adopting Agile and Lean approaches
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3 Volvo Group setting 

In this chapter we present some information about the setting of our study. The 
chapter starts with a brief history of the Volvo Group and Volvo IT. Later we 
describe the implementation of the Volvo Group from Agile. The challenges that 
the Volvo Group presented to us in the preliminary meeting have been mentioned 
in this chapter as well. At the end of the chapter we introduce three master theses 
conducted earlier in the Volvo Group regarding Agile approaches.  

The material for this chapter of the thesis was provided from Volvo Group 
methodology department documents and the Volvo Group’s official website. 
 

 Volvo Group 

The Volvo Group is renowned as one of the biggest manufacturers of trucks, 
buses, construction equipment and marine and industrial engines in the world. 
They also provide financial solutions and services to their customers. The Volvo 
Group has more than 100,000 employees and its production facilities are located 
in 19 countries around the world. In 2014 the Volvo Group’s sales were about 
SEK 283 billion (Volvo, 2014). 

The Volvo Group defined their vision based on four main areas that helped them 
to become the world leader in sustainable transport solutions: “Creating value for 
customers in selected segments; pioneering products and services for the transport 
and infrastructure industries;  driving quality, safety and environmental care; and  
working with energy, passion and respect for the individual” (Volvo, 2014, p. 17). 

Figure 4 presents the Volvo Group's organisational structure. The Volvo Group 
divided its business activities into six main areas. There are seven corporate 
functions which provide support to the CEO and the group executive team. In 
addition, more than twenty group functions provide services and/or products to 
the entire group, for example Volvo IT and Business Services (Volvo, 2012, p. 
83). 

Figure 4: Volvo Group Organisational Structure (Volvo, 2012, p. 83) 
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 The business units (see Figure 5) in the Volvo Group are organised globally and 
combine expertise in key areas. Their responsibilities are mainly about product 
planning and purchasing and for developing and delivering components, 
subsystems, services, and service and support to the Group’s business areas 
(Volvo, 2010, pp. 26,27). 

Figure 5: Volvo Group Business Units (Volvo, 2010, pp. 26,27) 
 

 Volvo Information and Technology (Volvo IT) 

Volvo IT is an organisation that is part of the Volvo group.  It provides robust 
and dependant IT solutions to organisations.   It offers a range of services such as 
SAP, cloud, collaboration, integration, application operation, support and 
hosting.  It is especially doing well in cloud by providing, storage, infrastructure 
servers and networking.  In addition to that it offers excellent mainframe services 
since it plays a major role in the connectivity environment. Furthermore, it has a 
certain focus towards customer satisfaction that it is involved in events and 
gatherings in order to create awareness and to learn more about their market. In 
addition to that it does not just focus on external customers it also supports 
internal customers too. It offers its expertise to the companies that are within The 
Volvo group. It’s worth to mention that Volvo IT used to be a separate 
organization from Volvo Group, but recently in line with some organizational 
changes within Volvo Group, it became a part of Volvo Group that provides all 
IT solutions and IT services needed by the Volvo Group. According to Högblom, 
the manager of Volvo IT, “in the new organization, IT Services takes a complete, 
end-to-end responsibility for IT solutions with strong focus on Total Cost of 
Ownership”. 

 Development method in Volvo 

Volvo has a vast and rich history in technology development. GDP is one of 
those approaches. It was created and started from 2002, and in the same year it 
was developed it was used in a major 3P project, then amended and updated for 
the whole Volvo Group deployment. In 2006 it extended to involve it with 
process projects and needs throughout the Volvo Group.  In 2007, however, it 
focused more on business objectives, changes, quality assurance and project 
control, which transformed it to becomes IS-GDP. 
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 IS-GDP and IS-GDP4IT 

IS-GDP (Information, System, Global, Development, and Process) is a 
methodology for the product development process. It matches Volvo IT’s 
environment to provide guidance, support and quality in project development 
processes through a number of phases.  IS-GDP used to monitor the project 
process and give background on what is expected from the next step. 

IS-GDP supports two important groups of the project: steering committee and 
project team. It supports the steering committee to take the role of making 
decisions based on time, cost, quality and content. Also IS-GDP makes sure that 
its supports cover all the key issues and that the project teams have got an answer 
or solution at the right time, at the right cost and at expected quality as well as 
content. 

IS-GDP makes connections between the stakeholder and the project. This is 
needed because it allows the stakeholder to have better focus on the work needed, 
where it is needed and at the right time. It also supports the project team to ensure 
that all requirements have been covered and the right solution is applied at the 
right time within the given costs, within the expected quality and scope. 

IS-GDP4IT is a specific version of IS-GDP which is used by Volvo IT. The 
project management and business requirements are described in this version as 
well as the timeline for each course of action. According to IS-GDP4IT the 
business sides cannot open the gates (in the business side of project model) unless 
the IT side has opened that gate (in the IT side of project model) earlier. 

3.3.1.1 IS-GDP phases 

There are seven phases in IS-GDP (Figure 6). The first one is called pre-study, 
and its purpose is to develop the vision of the product and understand the 
common problems. The second part of the first phase is to outline the potential 
solution/s. The second phase, which is the concept study phase, is to work on 
deciding what approaches to follow and to choose the solutions.  Next comes the 
development phase. Here one starts the development process for the necessary 
part in order to produce the overall solution, and when the solution is reached it is 
matched with the business side requirement. Only then is it ok to move to the 
final development phase. 

In the next to final phase, the development of the technical solution takes place 
which also prepares it for placement.  This is followed by the industrialisation 
phase. Here authentication is tested and it is allowed to be made ready for 
deployment.   The deployment phase entails the delivery of the solution to the 
client and training of all the necessary people on how to use it. The final phase is 
called follow up. This is when the executers of the IS-GDP check with the 
customers that the purpose of the solution is met and that it served them well and 
helped them reach their objectives. 
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The gates are there to ensure the quality of the software and “One should not 
hesitate to duplicate some of them or to come back to a previous gate in order to 
fit with the actual progress of the project”. All gates are mandatory in IS-GDP, 
however some gates can be combined. This can be decided by the project 
manager and steering committee members of the project. 

 The implementation of Agile in Volvo 

Agile is the appointed way of working for IT project delivery within the Volvo 
Group. According to the Volvo IT methodology department the company makes 
a great push towards working with the Agile methodology project management. In 
the early years the company gave options to its employees to either work on Agile 
methodology or to continue working with the Waterfall project approach. 

However, just recently it changed the approach and started to push towards Agile 
project management and many projects are starting to adhere to the Agile 
approach. Although there is still the option to follow the Waterfall approach, 
justification for using the old fashioned approach is required. 

Figure 6: Information System Global Development Process 
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It is mainly up to the customers and project managers to agree on and define a 
solution/approach for a particular project or domain. Therefore, approaches are 
different between different projects. For some projects Scrum is being used. For 
others a hybrid way of doing Scrum is used by taking features, principles and 
practices from other Agile techniques for example XP practices. 

Furthermore, IT Infrastructure Governance has established the Volvo Group IT 
Infrastructure Policy. This policy describes: (i)General principles to follow when 
developing infrastructure solutions. (ii)The selection of architecture components 

for IT investments. (iii)Its description is the ‘advent calendar’ (Volvo Group IT 
Infrastructure Framework). 

The Volvo Group’s implementation of Agile supports the Agile software 
development manifesto (Section 2.1). The Volvo Group presented the main pre-
factors for applying Agile approaches in projects as: collaboration, empowerment, 
trust and reflection:  

A trusting management that focuses on people and collaboration: 
Investigate flexibility and not pre-defined delivery and delegate the whole detailed 
content of the delivery to the product owner within a time-box and cost limit. 
Believe in a self-organised team.  

A participating customer: A customer willing to participate daily in a 
development team while taking weekly decisions. Frequently making trade-off’s by 
adding as well as removing features.    

Self-organised team: Individuals in the team have broad skill-sets while 
upholding a very disciplined way of working (e.g. writing test code up front, only 
coding for actual demands, constantly re-factoring using patterns and pair 
programming to avoid hacking and upholding quality) (XP mind-set). 

The next two sections provide a brief description of Scrum and XP within the 
Volvo Group. 

 Scrum 

From the Volvo Group’s perspective, “Scrum is an Agile IT-Solution Delivery 
Control Model that enforces business control of the software delivery”. 

The main Scrum characteristics are followed by the Volvo Group. Daily follow up 
meetings determine the current situation of the project by asking, “How are we 
doing?” and “Are there any impediments?” There is daily visibility and everyone 
knows what to work on; the progress and the problems are visible. The focus of 
work is on the things most desired by the customer; the requirements are stable 
for 2-4 weeks and then the customer can re-prioritise them. The goals are clear 
and the detailed planning of what we know provides for this and the next sprint. 
The working software is delivered every 2-4 weeks. 
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 XP 

The Volvo Group takes advantage of XP in addition to the Scurm approach to 
improve its software quality and to embrace any changes into projects. A mix of 
XP1 and XP2 practices, as suggested by Ron Jefferies, is the concern of Volvo 
Group. Some of these practices are implemented by the Agile way of working 
within the Volvo Group and some others are recommended.  

 Some Agile roles in Volvo Group 

In Volvo Group, when they work on a project and follow the Agile methodology, 
there are two types of teams in the project: the inside development team and the 
outside business people.  The development team is in charge of doing the 
technical work and the design, writing the code and developing the project.  The 
outside business people are in charge of the relationship with the customer in all 
its aspects. 

There are different roles within the development team: Scrum master, product 
owner and IT delivery team.  

3.4.3.1 IT project manager (ITPM) 

The ITPM within Volvo Group has the responsibility to manage the project until 
the final termination. This management should be according to IS-GDP, the 
Volvo Group’s project management plan, guidelines and processes. The ITPM is 
mainly responsible for leading, planning, coordinating and communicating the 
project activities outside the Scrum team. 

3.4.3.2 The Scrum master 

The Scrum master plays the role of coach, the person who provides support to 
other working people in the technical team.  They provide assistance to the 
product owner, provide training for the steering committee when needed, explain 
the work support to the team and monitor the progress of the overall work. 

3.4.3.3 The product owner 

The product owner works with the requirements and ensures the backlog.  They 
also ensure the quality of assurance for each sprint, work on incorporating new 
requirements and are in charge of delivering the IT solution. The product owner is 
the person from the customer organisation who has proper knowledge about the 
Agile way of working as well as the required domain of the project. 

3.4.3.4 IT delivery team 

The IT delivery team consists of a team of people who have different skills to 
fulfil the product.  They continuously improve the code when needed and work 
with the product owner to deliver the required results.  They are the deciders of 
how much work needs to take place to complete each sprint. 
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3.4.3.5 Lead architect 

The lead architect makes the decisions that keep the business value and work as 
support to push the IT side to keep the total cost of ownership as low as possible. 
They also participate with IT project delivery and the steering committee. Their 
role with the steering committee can present possible solutions based on the goals 
of the Volvo Group. 

3.4.3.6 Chief project manager (CPM) 

The chief project manager also known as “CPM” ensures the project stays on 
track in terms of both the time and cost limits that were agreed upon.  They also 
keep the teams focused and are considered the communicator that delivers the 
updates of the project activities to the steering committee.  They must work well 
and need to cooperate with the product manager. 

 Scrum on the phases of IS-GDP 

In this section we define how Scrum is applied to the different phases of IS-GDP 
(Figure 7). 

The first two phases of IS-GDP (pre-study and concept study phases) are for 
Scrum planning and follow up iterations. The Agile delivery model is mainly 
applied from the DG (development gate). The product owner plays a critical role 
in the development phase to drive the priorities of the content of the IT solution. 
The IT delivery development, including coding and configuration, starts from the 
FDCG gate and also the funding for development of the technical solutions is 
released in this phase. 

Figure 7: Scrum on the phases of IS-GDP 
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The industrialisation and deployment phases are for user validation tests, to 
deliver the solution and to provide training on the solution to the end user. 
However, it is minor validation of the complete delivery since acceptance tests are 
undertaken continuously in all weekly sprint deliveries. 
 

 Challenges presented by the Volvo Group 

Through some brief meetings with the Volvo Group at the beginning of our 
research, they mentioned some challenges that they believe are the current 
challenges that the Volvo Group faces while make the transition to Agile 
approaches. Below we mention these challenges and briefly describe each of them. 
We also discussed these challenges with our interviewees. Later in the “empirical 
findings chapter” we describe our findings from the interviews regarding these 
challenges in more detail. 

 Frequent delivery 

The frequent delivery cycle is one of the characteristics of Agile that the Volvo 
Group mentioned as their current challenge. While they use to deliver just once or 
twice a year they found that the weekly delivery put too much stress on the 
organisation, since the business side should also be available and does much more 
testing and acceptance than before. 

 Move from fix scope to flexible scope 

The organisation used to have a fix time, cost and scope for their projects while 
using the Waterfall approach. With Agile approaches, suddenly they have to define 
and prioritise backlog, fix time and fix costs, yet leave flexible scope. The Volvo 
Group would like to investigate what the challenges are in moving from fixed 
scope to flexible scope, especially when it is about convincing the customer. They 
think it will be interesting to know, as a customer of an Agile project, how they 
can be confident in the delivery of their projects when they don’t know exactly 
what they are going to get. 

 Different stakeholders 

The Volvo Group explained that, quite often the focus is on It projects, but there 
are some projects that the stakeholders and steering committee does not have 
required knowledge for IT. In order to have a successful result everybody needs to 
be aligned to what is expected in an Agile project, which is quite difficult to 
achieve when stakeholders are not part of the IT project. The Volvo Group would 
like to know what the experiences in this area are and the different challenges 
which have been faced regarding different stakeholders in Agile projects.  
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 Product backlog  

The other area that the Volvo Group believes is a possible challenge for them is 
feeding product backlog. When it comes to feeding the project backlog, the Volvo 
Group people are used to preparing a defined scope for the project and then start 
to work on the project according to that. But in Agile approaches they should 
work on preparing the most important topic and that may change depending on 
the result of each sprint. So, it requires much more flexibility and time from the 
people who are working at defining the requirements and preparing solutions for 
them.  

 Monitoring progress 

To get a good progress report during the development cycles of Agile projects is 
another challenge that the Volvo Group noted in our meeting. There are always 
people around each project that want to know when they will get what they want 
and how much of it they will get. The other factor in this area that the Volvo 
Group mentioned as a challenge is defining what is regarded as “done” in 
projects. 

These five challenges were mentioned by the Volvo Group in our preliminary 
meeting. We have considered them in our interviews and gathered more 
information about each of them.  
 

 Previous thesis in the Volvo Group concerning 

Agile 

In this section we presented three previous thesis researches that have been done 
in the Volvo Group about Agility. We briefly review each research and define 
their aims and objectives. 

 IT University of Goteborg, Master thesis in Informatics, 2007     
(In English) 

In 2007 Sara Svedberg conducted an investigative study at Volvo IT. The aim of 
her thesis was to improve IT projects. Svedberg believed that Agile approaches 
were developed for small scale IT-projects, so she tried to address the question of 
“whether the Agile conceptual framework can be adopted by large companies with 
global IT-projects as well, and if so; how can it effectively be implemented”. In 
order to answer this question, she conducted 10 interviews and a survey. Svedberg 
studied the challenges that Volvo IT faced by the time that she conducted her 
research in 2007. The challenges that she mentioned are mainly concerning the 
global characteristic of Volvo IT.  

As the result of her research she addressed each of these challenges with the right 
principle of Agile and she suggested some practices that could be used by Volvo 
IT in order to adopt an Agile approach (Svedberg, 2007). 
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 University of Borås, Master thesis in Informatics, 2013               
(In English)  

Salman Shahriyari’s research in the Volvo Group focused on “distributed Agile 
development, its suitability for a typical project and its challenges and 
deficiencies”. Shahriyari conducted a literature review and also 7 interviews with 
Volvo IT employees who were part of a distributed Agile development team in 
Volvo IT at the time of the research. He covered two parts in his thesis: “an 
evaluation of Agile and distributed development opportunities and problems to 
help determine whether or not distributed development is suitable for a project 
and second, considering the challenges once starting to use this method and 
practices required to regard them”.  

He mentioned the important elements required to verify the suitability of using 
Agile in the Volvo Group and recommended factors for this evaluation. In 
addition he presented the challenges in using distributed Agile development and 
the required practices to address these challenges in his research (Shahriyari, 
2013). 

 University of Kalmar, Master thesis in Economics, 2014              
(In Swedish) 

Lukas Pasic & Joakim Östergaard studied how management teams within a global 
IT organisation use and combine Lean and Agile practices, and the impact this has 
on a management teams’ ability to deliver (Östergaard, 2014).
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4 Methodology  

This chapter presents the chosen research methods and how the research in this 
study has performed toward answering the research questions. The intention of 
this chapter is to define the research process, research perspective, data collection 
techniques (through our multiple-case study and survey) and also data analysis. 
 

 The research process 

The core idea of this study has been shaped by discussions with the Volvo Group 
based on the challenges that they have faced while moving to Agile approaches in 
their large scale organisation. Although the main topic of this thesis has been 
given by the Volvo Group to be investigated, we were free to decide which areas 
around this topic needed to be focused on more, and what methodology and type 
of research would be appropriate.  

We started our research with several meetings at the Volvo Group in order to gain 
a proper understanding of their problems and the kind of issues that they wanted 
to address. These meetings helped us to define our research questions. Later we 
met a responsible person (consultant of development, runtime and support) from 
the methodology department of the Volvo Group and he described the Volvo 
Group’s formal implementation of Agile. At the same time, we started to conduct 
our literature review on the topic to identify previous research and studies. For the 
next step we used a combination of multiple-case study and survey. We conducted 
semi-structured interviews for our case studies in Volvo for each particular 
project. The idea was to conduct such interviews first, in order to establish the 
scope of the challenges that Volvo has mentioned and also the relevancy of the 
challenges that we have found during the literature review. Then we prepared a 
questionnaire for our survey by analysing the collected data from the interviews. 
The questionnaires went out much wider across the Volvo Group. For the next 
step, we analysed all the data that we collected and defined the general success and 
failure factors on implementing Agile approaches in large-scale organisations. 
Finally some solutions and recommendations regarding the challenges and failure 
factors provided to Volvo Group were made. 

Figure 8 presents our research process. This diagram has been adopted from a 
qualitative research design diagram that Williamson, et al., (2002, p. 33) mentioned 
in their book. Since our research method is a combination of qualitative and 
quantitative methods, we had to apply some changes in their diagram in order to 
adjust it to our research process. 



Methodology 

 28 

Presented 
our idea to 

Volvo 
Group

Discuss with 
Volvo Group

Finalize the 
thesis topic

Formulate 
research 
questions

Literature 
review

Theoretical 
framework

Discuss with 
Volvo Group

Design research plan 
(including techniques) 

Prepare 
questions 

for 
interviews

Discuss with 
Volvo Group

Finalize the 
questions

Asked for relevant cases 
(Selection of cases)

Asked for relevant 
candidates (Selection of 

interviewees)

Conduct interviews

Write 
transcription 
of interviews

Analysis 
interviews

Discuss with 
Volvo Group

Finalize the 
questionnaire

Conduct 
questionnaire

Analysis 
questionnaire

Prepare 
questoinnaire

Provide solutions 
and 

recommendations

Report findings

Mutiple-case 
study

Survey

 

Figure 8: Research process  
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 Research perspective 

In this section we present some different research and scientific perspectives and 
identify their relevancy to our study. We briefly describe the difference between 
these perspectives and mention the dominant perspective in this study. 

 Interpretive or positivism 

Interpretive and positivism are two major traditions or philosophies of research. 
Positivism uses research methods in social science, which are applied from natural 
science. On the other hand, in interpretive (also known as interpretivist) the main 
concern of researchers is on the meaning that people interpret from their world 
(Williamson, et al., 2002, p. 25).  

Positivist research is known as a scientific approach, which believes that 
knowledge can only be based on observation and experience from an objective 
viewpoint. Positivists also claim that the same approach to investigations in 
natural science should be used in social science (Williamson, et al., 2002, p. 27). 
Positivism approaches are associated with deductive reasoning, which aims to 
reach a particular instance from a more general principle. Williamson & Bow 
(2002) continued “positivists see the world as a collection of observable events 
and facts which can be measured.” Therefore positivism is more related to 
quantitative methods- it requires highly structured and organised approaches 
(Williamson, et al., 2002, p. 27). 

Williamson & Bow (2002, p. 29) noted that interpretivists believe that the social 
world is different from the world of nature. They claim that everyone has a 
different understanding and interpretation of a phenomenon; therefore it is 
impossible to define a common perspective of the world. Researchers, through 
the interpretivism perspective, deal with various realities, which are socially and 
individually different; in contrast, the main task of interpretivists is to understand 
how the different participants in a social setting build the interpretation of the 
world around them. Although interpretivists plan their research, it is less linear 
than positivists. Williamson & Bow (2002, p. 29) noted that inductive reasoning is 
mainly associated with interpretive approaches whereas inductive reasoning is the 
opposite of deductive style; it concludes a general statement from particular 
instances. This perspective is mainly associated with qualitative techniques but 
quantitative methods can be used (Williamson, et al., 2002, pp. 30,31). 

 Qualitative or quantitative 

The first and main difference between quantitative and qualitative approaches is 
the measurement factor, which is employed by quantitative approaches but not by 
qualitative research strategies. Also as we mentioned above, qualitative approaches 
are mainly connected to interpretive, while quantitative approaches are connected 
to positivism. In order to get a deeper understanding of these two research 
strategies we briefly describe each of them. 
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Ghauri & Gronhaung (2005, p. 109) noted that quantification is not the only 
difference between qualitative and quantitative methods, but also research 
objectives and the reflection of different viewpoints on knowledge. Qualitative 
methods mainly focus on understanding from a respondent’s viewpoint and they 
are process oriented. On the other hand, quantitative methods focus on facts and 
are mainly result oriented (Ghauri & Gronhaung, 2005, p. 110). 

Qualitative methods offer a more flexible and dynamic research environment to 
the researchers where they can use a variation of material in order to gain a deep 
understanding of the situation. This method can help researchers in hypothesis 
building and explanation, while quantitative methods emphasise more on testing 
and verification (Ghauri & Gronhaung, 2005, p. 111). 

 Summary 

In this study our main focus is to reach an understanding of the challenges and 
obstacles of Agile adoption in the Volvo Group. In order to reach this goal, we 
studied different implementations of Agile by people related to the Volvo Group 
through interviews and questionnaires. By this description the main concern and 
focus in this thesis is based on interpretive perspective and inductive reasoning.  

Ghauri & Gronhaung (2005, p. 110) mentioned that, although most researchers 
place emphasis on only one method (either qualitative or quantitative) for their 
research, it is possible for them to be combined and used in the same research 
(Ghauri & Gronhaung, 2005, p. 110).  

In this study we take advantage of both qualitative and quantitative methods as 
Ghauri & Gronhaung (2005, p. 111) recommended a combination of qualitative 
and quantitative methods for inductive researches. They explained that at the 
beginning of the research when “the problem is of an unstructured nature” 
researchers could use qualitative methods. Later, when the researchers have some 
explanations or hypothesis of situations or phenomena that needed to be tested, 
quantitative methods are suitable - in this stage researchers may accept or reject 
the explanations or the hypothesis (Ghauri & Gronhaung, 2005, p. 111). 

It is also important to mention that we collected data from both theoretical and 
empirical sources for this study. We used literature review to capture the result of 
previous works in the area of our research and gain a good overall view about our 
subject. The theoretical analysis helped us to recognise the current studied issues 
and discover the gap of knowledge in the previous researches. Our empirical data 
gathered through interviews and questionnaires helped us to capture the real-life 
problems that the Volvo Group face while moving to Agile approaches. 
 

 Multiple-case study 

In this study we are conducting a multiple-case study on the adoption of Agile 
approaches in the Volvo group. As Yin (2009, p. 18) noted, we used the case study 
method to understand a real-life phenomenon in depth.  
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Since the nature of challenges depends on the kind of project that is adopting 
Agile, we decided to investigate more than one project. We considered each of 
these projects as an individual case in our study, therefore we conducted a 
multiple-case study. We studied five projects in the Volvo Group that partly or 
completely adopted an Agile approach and recognised the challenges in moving to 
Agile. Each of these projects presents one case in our multiple-case study. The 
main source of information for cases was through semi-structured interviews 
performed with both the ITPM and the CPM of each project (Table 1). Later, we 
explain how these projects were selected and what factors we considered in the 
selection of the interviewees.  

Table 1: Cases and related interviewees 

Cases interviewee ITPM CPM 

Project A Interviewee 1 Interviewee 2 

Project B Interviewee 3 Interviewee 4 

Project C Interviewee 5 Interviewee 6 

Project D Interviewee 7 Interviewee 8 

Project E Interviewee 9 Interviewee 10 

 Selection of cases 

To select our cases we asked for projects that recognised the challenge of moving 
from traditional approaches to Agile approaches in the Volvo Group, and possibly 
some success and failures too. As we mentioned earlier in the delimitation section, 
the purpose of the projects (cases) was not the area of our interest. We requested 
to investigate on projects which were as similar as possible (different in the way of 
managing and governance), however in practice we were only able to gain access 
to available cases and not “similar” projects. Runeson et al., (2012) noted that 
sometimes researchers have little or no control at all over selection of the cases, 
and selection of the choices are based only on availability or the possible contact 
network of researchers (Runeson, et al., 2012). In this study we defined the 
important factors for the selection (as we mentioned above) of the cases to our 
supervisors in the Volvo Group and they introduce us to five projects according 
to what we asked for. In other words, we did not have direct control over the case 
selection process. 

These projects are characterised in Table 2. After interviews, we sent a number of 
questions (Appendix 2) to the ITPM’s of each project and they gave us the 
detailed information of each project.  
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Table 2: Project details 

 Project A Project B Project C Project D Project E 

Project type New 
application to 
replace 
existing one 

Extension of 
existing 
software 

Rewrite and 
functionality 
improvement 

Extension of 
existing 
software 

Brand new 
application 

Project’s status form 
ITPM perspective* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

 From the scale of 1(failure) to 6(success)  

Project’s status form 
Volvo Group 
perspective* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

Business model Internal use** Internal use Internal use Open market Internal use 

Adoption of Agile* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

From the scale of 1(not at all) to 6(completely adopted) 

Quality characteristic Usability Reliability Performance Reliability Reliability 

Distributed team* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

From the scale of 1(completely local) to 6(completely distributed) 

Distributed 
stakeholders* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

From the scale of 1(completely local) to 6(completely distributed) 

Project duration 2012- in 
progress 

2014- in 
progress 

2010- in 
progress 

In progress 2011-in 
progress 

External 
dependencies* 

1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 1-2-3-4-5-6 

From the scale of 1(not dependent) to 6(fully dependent) 

Number of developers 15-20 10 8 10 8 

* The ITPMs asked to scale their answers by the numbers that are shown in each cell. We have specified their answers 
with an underline. 

** “Internal use” refers to the internal use of applications within the Volvo Group business units. 

 Semi-structured interview 

According to Runeson et al., (2012), the interview is one of the most common 
data collection techniques in case studies in software engineering. It is the most 
important source and is involved in almost all case studies, “either in primary data 
collection or as validation of other kinds of data.” (Runeson, et al., 2012). 
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The interview can be carried out in several ways. In this study we used semi-
structured interviews, which included a mix of open and closed questions. The 
direction and development of the conversation between interviewee and 
researcher can move freely based on some pre-prepared questions (Runeson, et 
al., 2012). Here are some details about our interviews: 

Our semi-structured interviews consisted of a number of starting questions and 
some supplementary questions (Appendix 1). 

The “starting questions” were divided into three phases. In the first phase the 
researchers presented themselves and the objective of their study; then a set of 
questions were asked about their personal background, roles and responsibilities. 
In the second phase we asked some questions about the interviewee’s viewpoint 
about Agile in general. The third phase was conducted with some questions based 
on the current project of the interviewee. 

The “supplementary questions” were asked in the last part of the interview and 
they were about the specific challenges that we have gathered from our literature 
review and from our brief discussion with the Volvo Group. 

We sent only the “starting questions” one day in advance to each interviewee in 
order to help them to prepare for the interview. The “supplementary questions” 
were provided to the interviewees in the interview session (not one day in 
advance) in order to avoid leading the respondent into a certain direction or to 
affect their opinion and responses. Also the questions was designed in order to 
support this idea.  

Since the aspect of "who said what" does not have any scientific value in our 
study, we have not mentioned interviewee names. We believe that this was a great 
help in encouraging the interviewees to discuss the subject more freely. 

Each interview was conducted in English and lasted about one hour. At the 
beginning of each interview we asked for permission to record the interviews. 
Later all recorded interviews were transcribed into the text. 

 Selection of interviewees 

The criteria for selecting interviewees in our study were based on three main 
questions. Who has the relevant information? Who is accessible? Who is willing to 
give relevant information? We present these three questions as three filters that we 
used to select our interviewees. 

As we mentioned in the “selection of cases” section, we did not have direct 
control over the selection process. We presented our requirements for suitable 
candidates and our supervisors in the Volvo Group selected the interviewees 
according to what we asked for. Below we explain the process that our supervisors 
followed in order to select the interviewees. 

In order to get access to rich information for each case, we asked to interview 
both the ITPM and the CPM of each project. That helped us to see the challenges 
on adopting of Agile from different viewpoints on each case. 
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The first filter that they used in order to reach the candidate with relevant 
information was searching for people with experience of working on Agile IT 
projects within the Volvo Group (particularly Volvo IT). The other factor that 
was considered in the first filter was looking for candidates in the Volvo Group 
who recognised the challenge of moving from traditional approaches to Agile 
approaches. This filter was applied by selecting relevant cases for our study 
(selection of cases). 

The “accessibility” and “willingness to give relevant information” filters were 
applied by our supervisors in the Volvo Group too. They provided us the contact 
information for both sides of each project and then we started to contact each 
individual candidate and set a time slot for the interviews. We contacted ten 
candidates from five projects. All of the candidates were eager to participate in our 
interviews. 
 

 Survey 

Ghauri & Gronhaug (2005, p. 124) defined a survey as a popular data collection 
method that is used for recording the verbal behaviour of respondents with the 
help of a questionnaire or interview techniques. They noted that “a survey is an 
effective tool to get opinion, attitudes and description as well as for getting cause-
and-effect relationships” (Ghauri & Gronhaung, 2005, p. 127). 

In this study we decided to use the questionnaire technique in order to reach a 
larger number of respondents (compare to the limited number of our interviews) 
to collect the data for our survey.  

 Questionnaire 

The questionnaire design is really important in survey research, since researchers 
attempt to reach a large number of respondents with the help of structured data 
collection techniques (Ghauri & Gronhaung, 2005, p. 127). 

In this study our questionnaire was designed and generated using three main 
sources: literature review, preliminary discussion with the Volvo Group, and 
collected data from interviews. The questionnaire (appendix 5) consists of five 
main sections. Section one collected some information about the individual 
background of each respondent. Section two contains some questions about the 
introduction of Agile by the Volvo Group to its employees. The third section is 
about challenges in adopting Agile in the Volvo Group; while section four and 
five collect information about the success and failure factors. In appendix 4 we 
present the logic behind generating the questionnaire as a table. The relevant 
resources (literature review, preliminary discussion or/and interviews) that 
influenced the generating of each question is filled in blue colour.  
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After we prepared the first draft of our questionnaire we sent it out to our nine 
interviewees in order to test it. We asked them to check if the language of the 
questionnaire was understandable; if the number of questions were suitable; if the 
questions were relevant enough, and also about the reliability and the validity of 
the questionnaire. We received feedback from six of our testers and launched the 
questionnaire after applying their comments and feedbacks. 

The survey was sent out to the ITPM community in Gothenburg and they 
distributed it to the ITPMs and CPMs within the Volvo Group. 

The respondents completed the questionnaire anonymously. However some 
information about their job title and previous experiences in the Volvo Group and 
Agile projects was requested in order to reach a better overview of the collected 
information. 

 Selection of respondents 

The selection of respondents for our survey was similar to the selection of 
interviewees. We did not have direct control over the selection. We defined the 
ideal respondents for our survey and the PM management team of the Volvo 
Group sent out the survey to the appropriate qualified respondents. The main 
criterion was that the respondents should be from projects that recognise the 
challenge of moving from the Waterfall methodology to the Agile methodology. 
In addition to this criterion we asked them to consider the five projects that we 
investigated in our multiple-case study out of the respondent’s population of the 
survey. 
 

 Data analysis procedure 

After collecting data the focus shifted to analysing it in order to obtain meaning 
from it. The process of data analysis is different in qualitative and quantitative data 
(Runeson, et al., 2012). We collected qualitative data the interviews on our cases, 
while the type of data collected from our survey was quantitative. In this section 
we describe our data analysis based on the kinds of data collected. 

 Preparation of data for analysis  

In this study we used two common preparation steps that Ghauri & Gronhaug 
(2005, p. 157) noted in their book as the preliminary steps before analysing 
collected data: editing and coding. 

The editing is necessary to insure the quality standard of the data and coding is 
more about classification and comparison which is based on the research problem 
and the actual data (Ghauri & Gronhaung, 2005, p. 158). 

Interviews were transcribed completely. The expansion rate was in the magnitude 
of 1:9, 1h of interview took 9h to transcribe. We edited the result based on our 
questions and we categorised them in three main areas: challenges, success or 
failure factors. 
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 Analysing qualitative data (interview) 

In our qualitative research we started the initial analysis about halfway through 
data collection. Runeson, et al. (2012, p. 62) noted this parallel analysis as a 
necessary process in qualitative research since it can expose any need for collecting 
additional data. Although they suggested that the interview questions should be 
updated when new insight is found during parallel qualitative analysis, our main 
interview questions were not affected by it. We added the new insights that were 
found during interviews as an extra question for subsequent interviews (if we had 
extra time to ask them). The process of analysing our qualitative data was iterative; 
we went through the material several times. 

We used the explanation building technique to analyse our interviews. This 
technique helps to identify patterns, based on cause-effect relationship (Runeson, 
et al., 2012, p. 69). After the preparation phase, explained in the previous section, 
we went through the edited and categorised text and began to formulate a set of 
codes relevant to our study. The identified factors in referenced literature and 
preliminary discussions with the Volvo Group helped to formulate the codes 
more accurately. Later we developed a case description for each case (section 5.1). 

 Analysing quantitative data (questionnaire) 

The survey has been used as an additional method to confirm, or challenge the 
collected data from the interviews. Therefore it has not been analysed and 
evaluated as it would be the only source of empirical data of the study. 

After applying the preliminary steps on the collected data from the survey we 
started to search for possible relations between different variables in the result. 
The found relations have been explained and analysed based on the interview 
results. 
 

 Validity  

The validity of a research represents the trustworthiness of the result and reflects 
to what degree the results are not biased by researchers’ subjective point of view.  
The validity must be addressed and considered in all phases of the research not 
just in the analysing phase (Runeson, et al., 2012, p. 71). In this section we discuss 
four aspects of validity which are classified by Yin (2009). 

 Construct validity and internal validity  

Construct validity reflects to what degrees the operational measures that are 
studied represent the researcher's purpose and what is investigated according to 
research questions (Runeson, et al., 2012, p. 71). 

Runseon, et al. (2012, p. 71) also explained that; internal validity “...is of concern 
when causal relations are examined. When the researcher is investigating whether 
one factor affects an investigated factor there is a risk that the investigated factor 
is also affected by a third factor.” 
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One of the main concerns of the researchers in this study was to make sure the 
research followed the right track. Therefore the questions of the semi-structure 
interviews and questionnaire were designed in order to be able to answer the 
research questions and the research objective with the right level of internal 
validity. 

As previously stated in section 4.5.2 the parallel analysis of the interviews helped 
us to make sure the interviewees interpreted the questions in the way that we 
expected. Also, the survey questions were sent to a small set of people from the 
target population to be tested and to determine if the responses would be 
provided according to what was expected (see section 4.4.1). To ensure the 
validity of the result the testers of the questions were not included in the final 
population of the study. 

The selection of the cases, interviewees and respondents to the survey was based 
on the purpose of the study. Although the selections were not under the direct 
control of the researchers, they mainly met the expectation of the valid selection. 
Nine interviews conducted out of ten candidates and the survey reached an almost 
60 percent response rate - which is quite good compared to similar types of 
studies in the Volvo Group. 

 External validity 

This aspect of validity addresses to what extent the findings of the study are 
generalizable to other relevant studies or cases (Runeson, et al., 2012, p. 71). 

Although the main problem areas of this study are presented by the Volvo Group, 
the findings are generalizable to other organisations with quite the same 
characteristic as the Volvo Group. This study is relevant to all large scale 
organisations which applying Agile methodologies within the context of their 
traditional project governance. Also, the findings of this study are relevant to 
similar researches that study the obstacles, successes and failure factors of making 
the transition to Agile approaches. 

 Reliability 

Reliability refers to the dependency of the findings of the study to the specific 
researchers. In other words, the study is reliable if another researcher later on 
conducted the same study and reached quite the same result (Runeson, et al., 
2012, p. 72) 

The reliability of this study is considered to be high since the research has been 
conducted by two researchers. This means the risk of the results being biased is 
lowered (triangulation). Also, the study was monitored by three supervisors (one 
from Jönköping University and two from the Volvo Group) to ensure the 
reliability and validity of the research.  
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5  Findings and analysis 
In this chapter we report and analyse our qualitative and quantitative findings 
from the empirical study: the interviews and the survey. The results will be 
presented in six main sections. We give a short overview over the result of the 
interviews and survey in the first two sections; the next three sections provide the 
findings and analysis of common challenges, success and failure factors across the 
interviews and survey. The least section presents the possible solution for the 
challenges and failure factors.  
 

 Interview results overview 

Earlier in section 4.3.2 we described the conduct of the interviews. Later in 
section 4.5.2 the analysis method were mentioned. Next, the common collected 
result from the interviews and survey will be presented. The comments from 
interviews will be coded as [INT (the number of the interview)]. 

The detailed findings from the nine interviews have been grouped in five sections 
in (Appendix 3). The nine interviews are divided into 5 cases representing the 
different projects under investigation. Within each case, we categorised the result 
in challenges, failure or success factors that the interviewees mentioned during the 
interviews. 
 

 Survey result overview 

The survey was sent out to 50 project managers within the Volvo Group and a 60 
percent response rate gave 30 responses within 10 days. However, after applying 
the preliminary steps for analysing the collected data from the survey, we had to 
remove one of the responses since the respondent filled in the same answer for all 
questions and later explained that:” I do not have the experience from Volvo to answer the 
above questions. Please ignore my answers.”  So the final number of responses is 29 out 
of 50 recipients which is quite good response rate compare to the similar type of 
researches within the Volvo Group. 

The majority of PMs (85%) who responded to the survey had been working in the 
Volvo Group for more than 3 years. The present situation with the Agility of 
respondents has been captured in Figure 9. Only 3% of the respondents report 
failure on adopting Agile, while 34% of them consider their project as a successful 
adoption of Agile. 

Figure 9: The present situation with the Agility of respondents 
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The comments from the survey will be coded as [S (question number)]. In 
Appendix 6 we present the collected results from the 29 responses in detail. 
 

 Challenges  

In this section the empirical findings of the survey and interview regarding the 
challenges will be presented. Figure 10 shows the summary view of the scale that 
respondents gave to each of the presented challenges in the survey. Appendix 6 
provides a separate scatter chart for each challenge. 
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The challenegs scaled from 1 (Not problematic at all) to 6 (Really problematic)

Q20*: Finding proper product owner

Q15: Distributed teams

Q23: Organizational culture within Volvo Group

Q22: Prioritizing the requirements of different stakeholders within a single project

Q24: Availability of and access to different stakeholders

Q21: Agile knowledge by people involved in project

Q17: External dependencies

Q14: Estimating the task duration

Q16: Defining requirements and define solutions for the product backlog

Q18: Convincing Product Owner about Agile’s flexible scope characteristic

Q13: Obtaining feedback from the real end user

Q12: Communication between IT side and business side

Q18: Frequent delivery

Figure 10: Challenges difficulty rate - a summary view 
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The challenges are listed and prioritised in the coming sections according to the 
given scale of the respondents. Therefore, the order does not follow the same 
order as the questions in the survey; it is presented here as the most problematic 
challenge to the least problematic one. 

 Finding a proper product owner 

Product owner is an important role in Agile projects. They focus on the ROI 
(Return of Investment) and own and prioritise the product backlog as a delegated 
responsibility from the steering committee. The product owner needs to have a 
thorough understating of the organisation and needs understand the mind-set of 
Agile in order to bridge the gap between business and IT. 

Difficulty to find a proper product owner in Agile projects within the Volvo 
Group has been mentioned by several interviewees [INT 6, 7, 8]. They defined a 
proper product owner as a person from the demand side that has domain 
experience and also knowledge about Agile. 

“The strong product owner needs to have the right knowledge and skills with good 
confidence to be able to make the proper decisions and defined what is needed to be done 
and in which order” [INT3] 

The result of the survey shows that this challenge has been scaled by almost 21 
percent of the respondents as a “really problematic challenge”, which is the 
highest percentage amongst all other challenges in the survey. In addition, 40 
percent recognised this challenge as a problematic one, which means more than 60 
percent in total. 

“The product owner is almost the most important role, it is sometimes left to somebody 
that doesn't have so much to do, not the ones that really understand.”[S10] 

 Distributed team 

The Volvo Group is a global organisation with many globally distributed software 
development projects and distributed software engineering development teams. 
On the other hand, the characteristics of Agile fit better into locally placed 
projects and teams. This complicates the use of Agile within distributed teams 
when the team members are placed in different physical locations and time zones. 
The communication and collaboration of the team members is affected by certain 
limitations. 

The challenges regarding distributed teams are mentioned in five interviews [INT 
4, 5, 7, 8, and 9]. In globally distributed teams, members are from different time 
zones and geographical places and with different cultures. This creates some 
difficulty for projects, especially within the Agile way of working. According to 
one of the interviews [INT7], although nowadays in the Volvo Group they use 
video conference meetings or social media tools, it is not as effective as face to 
face meetings. He believes that distributed teams kill the chance of “mini 
conversations” during work on the project, which sometimes really helps to solve 
problems. 
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“There are always some mini conversations during the day that you can have near the 
coffee machine or at lunch time which in distributed teams it is not possible since each 
person is in a different geographical location. These mini conversations makes team tied 
together and sometimes they are really a problem solver.”[INT7] 

Also, it has been mentioned in interview number 4 that the cost reduction 
instruction by the Volvo Group makes it difficult to travel and have a face to face 
meeting with distributed members of the team, which is not good. He explained 
that since social media or video conferences are not as effective as face to face 
meetings it is not a good idea to cut costs and skip face to face meetings. 

“We gain more from paying the cost for traveling and having a face to face meeting, the 
project gains long-run benefits from it and it increase the team efficiency.”[INT4] 

68 percent of respondents of the survey scaled “distributed teams” as one of the 
problematic challenges of working Agile within the Volvo Group and 17 percent 
categorised it as a “really problematic”. 

 Organisational culture within the Volvo Group  

As we have mentioned earlier in chapter 2.6.1.1 organisational culture is shaped 
during the history of the organisation. It defines a comfortable way of decision-
making and an easier way of work progress to meet organisational needs. The 
bigger and older the organisation the more complex and deep the culture is. The 
Volvo Group is one of the biggest organisations of its type with more than nine 
decades of history. There is a deep and complex organisational culture within the 
Volvo Group which is based on the traditional way of project management and 
project governance. Therefore, any kind of change would be difficult to apply. As 
two project managers stated in the survey: 

“We, as an organisation, are still stuck in the traditional way of working” [S25] 

“We are locked in the traditional IT mind-set” [S10]. 

The result of the survey shows that 68 percent of the respondents mentioned the 
Volvo Group’s organisational culture as a problematic challenge when it comes to 
implementing Agile. Some respondents gave more detailed direction regarding 
organisational culture challenges in the Volvo Group such as “budget process 
culture” and “documentation culture”. 

These challenges regarding the organisational culture are pointed out in several 
interviews [INT 6, 8, 9] as well. 

 Different stakeholders 

In this section we cover two challenges regarding different stakeholders of one 
project: “prioritising the requirements of different stakeholders” and “availability 
of and access to different stakeholders”. 
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When it comes to Agile projects with several stakeholders, it is a big challenge to 
synchronise all the stakeholders with their different requirements. It brings up the 
question of how things shall be prioritised in order to gain the best value in the 
least amount of time, and also be acceptable by all different stakeholders. This 
challenge was one of the main challenges of project C, which had several 
stakeholders in different geographical locations with quite different requirements. 
According to the survey result, prioritising the requirements of different 
stakeholders within a single project is one of the problematic challenges in the 
Volvo Group with a 62 percent response. However, almost seven percent of 
respondents did not see this challenge as a problematic challenge within the Volvo 
Group at all. 

The next challenge regarding the different stakeholders is their availability and 
accessibility during the project. In Agile, customers and receivers of the projects 
are much more attached to a project compared to the traditional approaches. It is 
not always easy to have access to them and have them actively involved during the 
development, especially in global projects when the stakeholders are distributed in 
different geographical locations and time zones [INT 1, 3, 4, 7], this challenge also 
recognised by 62 percent of the respondents as a problematic challenge. 

Figure 11 presents the scales for two above challenges regarding different 
stakeholders in a single project. 

 Agile knowledge by people involved in the project 

Several interviewees [INT 3, 4, 5, 6, 9] noted that it is really important that all 
involved people in an Agile project have knowledge about the Agile way of 
working and thinking. The understanding of the concept of Agile should be for 
everyone within the project. 
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 “It is vital that everyone understand the Agile concept, not only the development team, but 
also the stakeholders - that they understand their role in the Agile development ,because it 
is not only developers, it also the ones making the requirements who also need to accept the 
Agile concept and understand it properly“[INT7] 

55 percent of respondents of the survey believe that the lack of knowledge by 
people involved in projects is a problematic challenge within the Volvo Group 
that should be addressed. 

 External dependencies 

As we explained earlier in section 2.6.1.3, implementing Agile methodologies is 
getting more difficult and complicated with the increasing the number of external 
dependencies. The number of external dependencies in large projects in the Volvo 
Group is quite high. For example in project C they have integration with almost 
50 with other systems, which creates a big challenge to synchronising all the 
updates with other systems: 

“You can set up all the integrations and go home and you imagine all works well and 
suddenly something will stop because they made something in the other end which is in 
conflict with our update.”[INT5] 

The ITPM of this project also explained that the challenge of external 
dependencies becomes more highlighted when it comes to testing and frequent 
delivery. According to him, the test cannot be reliable if the other integrations are 
not involve and so it is really difficult to have frequent delivery. Sometimes it is 
not possible to deliver the final result of one requirement unless the other 
integrations are ready to deliver as well, which is in reality quite hard to achieve. 
This has been mentioned by another of the respondents of the survey as well: 

“The complex structure of the systems and integrations and the dependencies between is 
challenging. Sometimes the projects or systems cannot work or deliver Agile because the 
infrastructure team or integrations and dependencies to other systems force them to work in 
another way” [S10] 

While more than ten percent of respondents see this challenge as a “really 
problematic” one in the Volvo Group, only three percent scaled it as “not 
problematic at all”. In total more than 55 percent recognised it as a problematic 
challenge within the Volvo Group. 

 Estimating the task duration 

This challenge was pointed out in one of the interviews [INT 2] and several 
respondents stated it as well. According to them, estimating task duration which 
leads to time and cost definition in the Volvo Group is Waterfall and so it is 
challenging to implement Agile in it. The CPM of project A explained that they 
estimate all the items in the backlog, but when it get closer to the sprint they have 
to be re-estimated and normally 50 percent will be added to the time; thereinafter 
the cost will increase. More than 55 percent of respondents defined this challenge 
as a problematic task within the Volvo Group. 
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“The Volvo yearly budget and the approval of project budgets do not fit theAgile way of 
working with less precision on backlog items which will be done later in the project.… It is 
challenging to get the organisation to understand the two Agile cornerstones of handling 
scope/budget and to understand what it takes to own the prioritisation of the backlog, i.e. 
daily/weekly engagement.”[S10] 

There are several methods that Volvo Group uses in order to estimate task 
duration but some project management believe that it is in conflict with the Agile 
characteristic that gives only the indication of time and cost for the project. 

 Defining requirement and design solution for the product 
backlog 

This challenge was one of the preliminary challenges (section3.5.4) that the Volvo 
Group mentioned to be investigated. The result of the survey shows that more 
than half of the respondents agree that this challenge is problematic within the 
Volvo Group. 

“The importance of always prioritising and always doing the most important. This is a 
struggle for some delivery units” [S10] 

The prioritising of the items in product backlog was mentioned by interviewee 
number 3 as one of the challenges that occur normally in all Agile projects. He 
explained that it is also difficult to have a business input as to what has to be 
achieved when implementing the specific change in the product backlog. 

Furthermore, according to the CPM of project D, defining the requirements on 
the right level is one of the challenges in feeding the product backlog. She 
explained that it is difficult to get the requirements in the right level. If the 
requirements get too detailed it might not get the best solution because the 
business side may not know exactly what the technical issues are regarding these 
requirements. On the other hand if the requirements are not defined in enough 
detail it may lead to misinterpretation. It is difficult to see if the defined 
requirement is “too detailed” or not. She said she preferred to express the 
requirements more on the functionality or capability level rather than define them 
specifically and in details, but in some project this is not possible. 

 Convincing the product owner about Agile’s flexible scope 
characteristic 

Making the product owner understand that Agile does not define the fixed scope 
of the project and that we cannot know everything when the development starts is 
a challenge. The scope is flexible and the product owner should be the part of the 
prioritisation of the development and how the scope evolves during the project. 
This challenge was also one of the preliminary challenges (section 3.5.1) that the 
Volvo Group presented and has been mentioned in several interviews [INT 3, 4, 
7] as well. More than 50 percent of the project managers who filled in the survey 
also recognised this challenge as a problematic one in the Volvo Group; and more 
than 13 percent scaled it as a “really problematic challenge”. 
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On the other hand, one of the interviewees [INT8] believes that convincing the 
product owner about the flexible scope of Agile is not a challenge and in most of 
the cases by creating trust and presenting the benefits that Agile brings to the 
project they readily accept to use it in the project. 

 Obtaining feedback from real end users 

It has been mentioned in one interview [INT 3] that in some projects there is not 
a good process for how to get the input from the business and correctly 
communicate this for development. There is a lack of the right person from the 
business side who can check if the direction is right after each release or not. 

“We don't have very good communication with actual end users of business.”[INT3] 

The ITPM of project B explained that there is a business analyst who talks with 
the customer on the business side to determine what should be done, but what the 
business analyst wants is not necessarily the same as what the end users of the 
business want. 

The majority of respondents of the survey (more than 55 percent) do not see 
“obtaining feedback from real end users” as problematic challenge within the 
Volvo Group, however more than 17 percent believe that it is a “really 
problematic challenge”. 

 Communication between IT and business sides 

The majority of interviewees and survey respondents (more than half of them) did 
not recognise communication between the IT and business side within the Volvo 
Group as a problematic challenge. 

“From day one we sat together and we said we do this together not as separate customer 
and supplier. We always had a good relation between each other” [INT6] 

 Frequent delivery 

Frequent delivery was mentioned in preliminary discussions with the Volvo 
Group (section 3.5.1) as one of the possible challenges, but the result of survey 
shows that more than 65 percent of the respondents do not see this as a 
problematic challenge. However, as we have mentioned earlier in section 5.3.6, it 
has been pointed out in some interviews and by one of the respondents [S10] that 
external dependencies of the project may influence the frequent delivery 
characteristic of Agile. 

Figure 12 provides the number of responses and the scales of both “Frequent 
delivery” and “External dependencies” is one diagram. 
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 Additional challenges 

This section presents the extra challenges that the have been mentioned in the free 
text answers of the survey. Since it was not possible to scale the problematic level 
of these challenges, they are here listed in order of appearance in the free text 
answers. 

 How to be Agile in the early phase of projects 

 ISDGP is Waterfall 

“ISDGP is still a Waterfall method...so I consider the Volvo way is not 100% Agile. I 
would like support in the model for Budget alignments to the sprints ... even if you say that 
you work Agile the FDCG gate is still Waterfall” [S7] 

“It is challenging to manage the Agile methodology with a project control model which is 
developed for Waterfall” [S10] 

“All specified gate deliverables in IS-GDP pull you towards the Waterfall 
method......hard to combine IS-GDP with Agile approach.” [S10] 

“That the IS-GDP4IT doesn't support the Agile way of working properly. It’s a 
Waterfall method that you have tried to squeeze Agile into.”[S10] 

“The alignment of some deliverables at gates according to ISGDP-4IT which conflicts 
with the Agile approach in IT development.”[S10] 

 Steering committee requirements 
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“The steering committees has historically been used to get a detailed cost estimate (often 
proved to be wrong) for the project and a detailed scope, working true Agile we can give an 
indication of what the project will cost and we will be able to let the customer (product 
owner) be part of how we prioritise the development and how the scope evolves during the 
project.”[S10] 

“An understanding in the steering groups of the time box and cost limit. Steering groups 
are still in the mind-set of a fixed scope at FDCG with +-10% in cost and time.” [S10] 

“Implementing Agile mind-set in the steering committees” [S25] 
 

 Success factors 

This section provides the important success factors that have been pointed out in 
the interviews or survey. Figure 13 shows the summary view of the scale that 
participants of the survey gave to each of the presented success factors. Appendix 
6 provides a separate scatter chart for each factor. 

The success factors in the coming sections are prioritised by their importance 
according to the result of the survey. 

0
1
2
3
4
5
6
7
8
9

10
11
12
13
14
15
16
17
18
19
20

1 2 3 4 5 6

R
es

p
o

n
d

en
ts

* Q27 represent question 27 in the survey

Scale
The success factors scaled from 1 (Not at all important) to 6 (Extremely important)

Q27*: Strong  product owner

Q31: Acceptance of Agile by all parties involved in the project

Q29: Good communication between different part of project (IT, business, stakeholders)

Q28: Early involvement of customer

Q32: Agile educated people

Q30: Good pre-study on project

Q33: Continuous training and education during development
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 Strong product owner 

One of the main challenges that have been mentioned earlier (section 5.3.1) is 
finding a proper product owner for the project. According to several interviewees 
[INT 3, 7, 9] a strong product owner who knows what is important for the 
business and what is important for the system to support and how these should 
interact are important success factors. More than 96 percent of the project 
managers that filled in the survey mentioned this challenge as an important 
success factor and 62 percent scaled it as an “extremely important” success factor. 

“The most significant success factor in adopting Agile is to have a product owner that is 
available and can take decisions without having to ask around” [S26] 

 Acceptance of Agile by all parties involved in the project 

In order to have successful adoption of Agile it is important that the entire flow 
that accepts the way of working in Agile. All participants (100 percent) of the 
survey recognised the “acceptance of Agile by everyone within the project” as an 
important success factor in the adoption of Agile. In addition, more than 48 
percent scaled it as an “extremely important” factor for the success of Agile 
projects. Also four interviewees [INT 3, 4, 8, 9] defined it as a success factor in the 
adoption of Agile in the Volvo Group. 

“People should see Agile as a good way of working” [S26] 

“Committed people accept the idea of the Agile way of working” [S26] 

It has been mentioned in the survey that the acceptance and commitment from 
the receiving side of the project is an important success factor, but the ITPM of 
project C believes that acceptance itself is not enough, since sometimes they 
accept Agile without knowing what Agile really means: 

“Sometimes when we come to the project, we have a lot of expectations from the 
stakeholders that is totally unrealistic. The stakeholder organisation didn't understand 
what we were doing and the customer thought they (stakeholder organisation) knew what 
they wanted, they said now you are going to execute the project in Agile and we are fine 
with it, but in reality they didn’t know what Agile was”[INT5] 

According to him it is critical for the successful adoption of Agile to make sure 
that everyone first understands the concept of Agile and then accepts it. 

 Good communication between different parts of the project (IT, 
business, stakeholders) 

IT has been mentioned earlier (section 5.3.11) that there is quite good 
communication between the IT and business sides of projects in the Volvo 
Group. But this good communication should be applied between all different 
parts involved in the project in order for successful adoption of Agile. Six out of 
nine interviews highlighted that the good communication between all parts 
involve in a project is identified as one of the key success factors. 

“The communications is critical, with good communication we can deliver in time and 
within budget and good quality” [INT 4] 



Finding and Analysis 

 49 

More than 96 percent of respondents defined this factor as an important success 
factor in Agile projects, while almost 28 percent categorised it as an “extremely 
important” success factor [INT 1, 3, 4, 6, 7, 8]. 

 Early involvement of customers 

It is important to get early validation about the usability of what has been 
produced in the project. Early feedback from end customer helps development to 
stay on the right track. The majority of respondents to the survey (93 percent) 
identify the early involvement of the customer in Agile projects as an important 
success factor. In addition, 28 percent of the respondents scaled it as an 
“extremely important” factor. Early involvement of customers has been pointed 
out in 3 interviews [INT 3, 4, 9] as a key success factor also. 

 Agile educated people 

Earlier in section 5.3.5 lack of Agile knowledge by people involved in Agile 
projects was identified as one of the challenges in the adoption of Agile in the 
Volvo Group. Some projects under the investigation of this research benefited 
from Agile educated people to reach successful adoption of Agile (Project B and 
D). According to the result of the survey, 86 percent of responses specified Agile 
educated people as an important success factor in adopting Agile in Volvo and 
more than 20 percent categorised it in an “extremely important” success factor. 

 Good pre-study on the project 

It has been pointed out in several interviews [INT 6, 8, 9] that a good pre-study 
before starting the project is one of the key success factors. For instance, in 
project C proper stakeholder analysis at the beginning of the development was 
mentioned as one of the sub-categories of good pre-study of the project. They 
explained that a proper pre-study regarding analysing the stakeholders would be 
first identify all the stakeholders of the project, then recognise their requirement 
and how these requirements have the mandate to effect the project, and finally 
start to build what they were going to do. 

17 percent of respondents scaled this factor as an “extremely important” success 
factor on the success of an Agile project and almost 80 percent recognised it as an 
important success factor. 

“There is often the misunderstanding that working Agile does not require much of a pre-
study, I believe that it is still really important to know what we want to achieve (a clear 
vision) with a new system or process, but we don't need to specify all the "how to" from the 
beginning. An Agile project with poor preparation work can be very expensive. Having a 
lot of developers on board not knowing what to do is expensive.”[S34] 
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 Continuous training and education during development 

Interviewee 3 and 7 specifically stated this factor as one of the key successful 
aspects in Agile projects. They explained that training and education should be 
part of Agile project development not just the pre-steps to start it. One of the 
respondents of the survey mentioned that for the success of the project it is 
necessary that somebody who understands and believe the Agile way of working 
coach the rest during development. 

However, this success factor got the least rate of importance compared to the 
previous factors by the respondents of the survey. Although 73 percent 
recognised it as an important success factor, less than four percent see it as an 
“extremely important” success factor in Agile projects. 

 Additional success factors 

The additional success factors that have been mentioned in the free text answers 
of the survey (regarding success factors) are present in this section. Since it was 
not possible to scale the level of importance of these factors, they are listed in 
order of appearance in the free text answers. 

 Use Agile in projects that are suitable for it 

“Use it where it should be used. It is not suited for all kind of projects, e.g. upgrade of 
bought solutions, where everything really needs to be done and in a certain order to make it 
possible to finalise the project”[S26] 

 Quick small deliveries 

“Quick small deliveries secure value even if the project is frozen or closed down” [S26] 

 Convert ISDGP to the Agile method 

“Convert the ISDGP to the Agile method (not only a Waterfall method) with an Agile 
plug in. As long as the ISGDP is a Waterfall method the transition will go slow” [S26] 

 Pilot project 

“Have a well done pilot so we know it´s working before deciding to implement the Agile 
way of working.”[S26] 
 

 Failure factors 

In this section the failure factors that have been mentioned in the interviews or 
survey are provided. The factors are prioritised by their rate of being a threat to 
the adoption of Agile in the organisation according to the result of the survey. 
Figure 14 presents the scaled that respondents of the survey have given to each of 
the failure factors. 

Appendix 6 provides a clearer picture of this chart by presenting separated scatter 
chart for each of the failure factors. 



Finding and Analysis 

 51 

 Agile adoption restricted to the IT side 

Agile is pervasive and it is not restricted to just the IT side, it affects the work of 
other parts of the organisation as well. In several interviews [INT 1, 3, 4, 6] this 
factor was pointed out as one of the failure factors in Agile projects within the 
Volvo Group, intimating that the focus of adoption of Agile is more on the IT 
side. As it has been mentioned earlier in sections 2.6.2.1 and 5.3.6, organisational 
gravity to the traditional way of working, external dependencies and complex 
integration of the projects which tie the IT side to other parts of the organisation 
are some main reasons that cause failure in adoption of Agile when restricted to 
the IT and development part only. This factor was stated by several respondents 
of the survey as a failure aspect in using Agile in the Volvo Group’s projects. 

“You, as PM, interact with other parts of the company that have other ways of 
working”[S5] 

34 percent of the respondents of the survey recognised this factor as a “major 
threat” to the adoption of Agile and around 80 percent see it as a threat factor 
which needs to be addressed. 

 Resistance to change 

Around 90 percent of respondents identify this factor as a threat to the adoption 
of Agile and more than 24 percent pointed it out as a threat failure factor. 
Interviewee 8 specifically discussed this factor as one of the major threats in the 
Volvo Group that occur because of the organisational culture. According to her, 
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The failure factors scaled from 1 (Not threat) to 6 (Big Threat)

Q39*: Agile adoption restricted to IT side

Q41: Resistance to change

Q37: perspective mismatch between the business side and the IT side of an Agile project

Q40: Forgetting to apply the continuous improvement

Q38: Lack of support from Volvo Group

Figure 14: Failure factors threatened rate – a summary view 
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the majority of Volvo Group’s employees have been working there for a long time 
and are comfortable with their knowledge and way of working. They would not 
appreciate something new that makes them treat the project completely different. 

“Lack of understanding and interest in changing attitude may be a failure factor” [S35] 

“Hard to change existing way of work in a large organisation.”[S35] 

 Perspective mismatch 

It is always difficult to make sure everyone is on the same page in software 
development projects. This becomes more critical when it comes to different 
parties involved in a project regarding the use of Agile. The different levels of 
knowledge and understanding of the way that Agile works may create some 
perspective mismatch between different parties which could be a big threat for the 
project. The ITPM of project C mentioned this factor as a failure aspect in Agile 
projects. Also 80 percent of respondents identify it as a failure factor while more 
than 27 percent categorised it as a “major threat” to Agile projects. 

 Forgetting to apply continuous improvement 

Unlike traditional project management with the majority of the lessons learnt 
being captured at the end of the project, in Agile projects continuous 
improvement is part of the methodology. Retrospective meetings provide 
continuous improvement during the project life. Inattention and disregard to this 
characteristic of Agile could end up with failure of the project.  The result of the 
survey shows that 65 percent of the people participating recognised forgetting the 
characteristics of Agile as a threat to the project. 

 Lack of proper training and support from the Volvo Group 

Project A was categorised as one of the failures to adopt Agile in the Volvo 
Group. Both the ITPM and CPM believed that the Volvo Group does not 
provide enough training and educational support for its employees in order to 
learn to be Agile. According to the survey results around 70 percent of project 
managers who filled in the survey were not satisfied with the Volvo Group’s 
support on adopting Agile. 

“We have not enough knowledge how to run projects and when it's feasible to use the 
Agile approach” [S35] 

The second failure factor which was pointed out in project A regarding the Volvo 
Group’s support was the poor introduction of Agile to the organisation. By the 
time they started their project, it was mandatory to use Agile approaches for 
managing the projects. 

“It was a very prompt decision on using Agile, and we were not allowed to do it any other 
way. It was mandatory, in that time it was not a good experience” [INT2] 

They explained that some projects do not really suit Agile and that it should be 
discussed at the beginning of the project in order to see the possibility of adopting 
Agile, which was not possible for them since they were compelled to use Agile. 
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The next factor that was mentioned in several interviews [INT 1, 2, 4, 5, 6], but in 
project C specifically, identified the lack of proper training on how to use Agile as 
a failure factor. 

“Lack of training resources is a failure factor” [S35] 

Most of the interviewees have learnt about Agile from self-studying or from their 
experiences in previous employment, and in some cases in Volvo Group training 
courses. However, the result of the survey shows a quite different result and 76 
percent of respondents mentioned the Volvo Group courses as one of the sources 
that they learnt about Agile, the second biggest source being self-studying. Figure 
15 presents the percentage of the respondents and sources from which they learnt 
about Agile. Learning during projects, learning from colleagues and through 
external courses are some sources of learning that respondents stated as “other” 
for this question. 

 Additional failure factors 

This section presents the extra failure factors that the participants of the survey 
stated in the free text answer to the question regarding failure factors. Since it was 
not possible to scale the level of importance of these failure factors, they are listed 
here in order of appearance in the free text answers. 

 No top and active product owner 

“When Agile is used in big programs, where there is no 'top product owner' and the 
different ingoing part projects prioritize what is important to them, not to the final solution 
with all involved part projects”[S35] 

“A Product Owner that is unsecure and doesn't have the mandate to decide.”[S35] 

“Lack of availability of the Product Owner.”[S35] 

“By not having enough involved product owners” 

“Product owner not taking part in Sprint Planning” [S35] 

 Unclear requirements 

 Team works on several assignments  at the same time 

“It is almost impossible to time estimate tasks and cycles, when users have other 
assignments as well.”[S26] 

 No commitment and understanding from all parts 

52
76

21 21
Self-studying

Volvo Cources

Experiences in previous
employment

other

Figure 15: Learning sources of Agile 
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“Resources are not committed to the new way of working, planning/re-planning and 
delivering.”[S35] 

“Working Agile demands commitment from business, you need answers on questions 
ongoing on daily basis, demos, continuous verification from business to make sure we do 
the right things. To be able to commit to a scope and time plan you need to think through 
what is required to do so. If the preconditions are not there you will probably fail.”[S35] 

 Skipping steps or meetings to save time 
 

 Possible solution to the challenges and failure 

factors 

In this section we provide the possible solutions to the challenges and failure 
factors that have been mentioned earlier. 

Table 3 presents the possible solutions to the challenges that have been 
mentioned earlier in the literature review and in the “finding and analysis” chapter. 
The solutions are provided from four main sources: (1) Recommended solutions 
from the literature review which is mentioned by its citation in the table. (2) 
Interviews that are presented by the number of interviewees [INT#] in the table. 
(3) Survey responses that are stated by the number of question of the 
questionnaire [S#] in the table. (4) And success factors which are presented by the 
sections that they were stated earlier in the report. The common challenges 
between the literature review, interview and survey have been mentioned only 
once in the table - such as organisational culture and external dependencies. The 
highlighted rows present the areas that our study has not provided enough 
solutions for and requires further investigation. 
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Table 3: Provided solutions for challenges 

 N u m
. 

Topic Solution 
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1 
Organisational culture 

change 

 Challenge the old practices with a critical eyes and encourage those who dare to embrace the new and unfamiliar 
(Ashmore & Runyan, 2014, p. 16). 

 Employees from younger generation who are more open minded to cultural changes and unfamiliar [INT8]. 

 Clarify the benefits that new changes bring [INT7]. 

 Changing the mind-set [S11]. 

 Education and global initiative from Volvo to demand a change way of work [S35]. 

2 Decision making 

 Clarify the responsibilities and boundaries of decision making for each role [INT2] & (Drury, et al., 2012, p. 1250). 

 To avoid ineffective decision making, separate groups with different leaders propose solution to the same problem 
(John McAvoy, 2008, p. 380). 

 In order to prevent the decision to being ignored, should making the decisions visible (Drury, et al., 2012, p. 1250) 

 Clarify the definition of - done [INT 8] & (Drury, et al., 2012, p. 1244). 

3 
Aligning all element in 

the organisation for 

Agile 

Need more specialised investigation in this area 

4 
Managers vs. 

developers 

 Managers understand that they are no longer responsible for defining solution, instead they have to clearing 
roadblocks for team and let them to provide solution (Ashmore & Runyan, 2014, p. 29). 

 Organisation Support the environment of trust, cooperation and collaboration (Su & Zhu, 2013). 

 The managers can offer help in mapping the everyday work flow and suggest methods to improve the 
performance and drive toward simplicity (Ashmore & Runyan, 2014, p. 27). 
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1 
Finding proper 

product owner 

 Specific training and support to product owners [S11]. 

 Compulsory to appoint one single product owner before opening any gate [S11]. 

 Product owner be a role in the Volvo organisation just as project manager, etc… [S36]. 

 Put clear requirements on product owner of what is required from them [S18]. 

 Have 'top product owner' who has the role of only talking to the different part projects to secure the final solution 
[S36]. 

2 Distributed teams 

 Having face to face meeting, even though that will be traveling cost involve, but the team efficiency will be increase 
and the project will be benefited from it in a long run [INT3]. 

 Localise the teams [INT8]. 

 Decrease the dependency between teams, instead increasing the balance. Using Virtual board and 
videoconferencing (Shahriyari, 2013). 

3 
Different stakeholders 

different requirements 

 Make sure all key stakeholders are on board and have the proper understanding of how the project will be 
executed and led [S25]. 

 A project should not start until requirements are agreed between stakeholders [S36]. 

 Educate stakeholders [INT5]. 

4 
Agile knowledge by 

people involved in 

project 

 Agile be accepted and understood by everyone within the project [INT3]. 

 All parties involved in the process needs to be trained, probably all members of  steering committees should get 
some sort of training to be certified to participate in Agile projects [S10]. 

 Mandatory training and courses [INT 1] [S7]. 

 Leeson learnt from other projects [S7] [S11] [S18] [S21]. 

 Specialized training and material for different roles [S11] [S18]. 

 Continuous training and education during development [section 5.4.7]. 

5 
Estimating the task 

duration 
Need more specialized investigation in this area 

6 
Defining requirement 

and design solution for 

the product backlog 

 Strong product owner [Section 5.4.1]. 

 Good pre-study on the project [Section 5.4.6]. 

 Have the right persons prioritized and let them have the time needed for this important task [S11]. 

7 
Convincing product 

owner with flexible 

scope in Agile 

 Creating a trust and presenting the benefits that Agile brings to the project [INT 8]. 

 Provide success stories similar to their case [INT7]. 

 Specific training and support to product owners [S11]. 

8 
Obtaining feedback 

from real end users 
 Business analyst provide the real feedback from end users to the project 

9 
Communication 

between IT side and 

business side 

 Allocate people from the business side and include them in the projects development [INT 1]. 

 Good communication between different part of the project (IT, Business, stakeholders) [Section 5.4.3]. 

10 Frequent delivery  Decrease the external dependencies of the project 
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The possible solutions for failure factors have been presented in Table 4. The 
same citation elements as Table 3 are used to define the source of the provided 
solution for each failure factor. 

Table 4: Provided solutions for failure factors 
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1 
Restrict the adoption to 

development organisation 

only 

 All parties involved in the process needs to be trained, probably all members of  steering committees 
should get some sort of training to be certified to participate in Agile projects [S10]. 

 Specialized training and material for different roles [S11][S18]. 

2 Perspective mismatch 

 Good communication between different part of the project (IT, Business, stakeholders) [Section 5.4.3]. 

 Agile educated people [Section 5.4.5]. 

 Expert Scrum Master:  Teams that were observed making progress had effective Scrum Masters who 
diligently maintained the rhythm of the Scrum process and worked to remove impediments that would 
stall the team. (Adolph, et al., 2012) 

3 
Forgetting the continuous 

improvement 

 Adopt “provoke and observe” method which “we try something, see if it moves us closer to an 
intermediate, improved state, and if so do more of it” (Cohn, 2009, p. 7) 

 Always try to share the newly discover good ways of working (Cohn, 2009, p. 10). 

 Continue communicate about Agile methodology and communicate best practise examples [S35]. 

4 Long cycle time Need more specialized investigation in this area 
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 1 Resistance to change 

 Employees from younger generation who are more open minded to cultural changes and unfamiliar 
[INT8]. 

 Clarify the benefits that new changes bring [INT7]. 

 Encourage those who dare to embrace the new and unfamiliar (Sondra Ashmore, 2014, p. 16). 

2 
Lack of support from 

Volvo Group 

 Clear and understandable guideline material for how to work in real project in Volvo.[INT 5]. 

 More training, show good examples & success stories [S42]. 

 Show more good examples of both small and large projects successfully using Agile methods. Show 
more practical examples of how it was done - mistakes, problems, solutions. Show what support we can 
get to make it happen [S42]. 
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6 Discussion and conclusion 

In this chapter we provide the discussion and conclusion of this study based on 
the analysis provided in Chapter 5. The chapter starts with the evaluation of the 
methods that we used in this study. Then the findings of the research discuss and 
are evaluated on how to improve according to the research questions. Later, some 
recommendations will be presented to improve the implementation of Agile 
within the Volvo Group. Further study in the area of this research is suggested in 
the “future study” section. Finally, the last section covers the conclusion of this 
research. 
 

 Method evaluation 

In this study we took advantage of a combination of several research methods: 
Literature review, multiple-case study and survey. This section gives a brief 
overview over each of these methods regarding their strengths or weaknesses, the 
course of action, the challenges that we faced while implementing them and the 
level of reliability and validity that were reached using this combination. 

 Literature review 

After some preliminary meetings with the Volvo Group and defining the main 
area of our research we started to study the theoretical background about 
adoption of Agile in large scale organisations. We conducted our literature review 
based on the material that we found in library databases and on the internet. We 
were cautious to avoid any weblog articles and unreliable sources while searching 
the internet. The literature review helped us to gain a better understanding of the 
area of the research: to recognise the most common challenges in the adoption of 
Agile in a big organisations, and to identify the success and failure factors that 
some other organisations faced while making the transition. 

Although the literature research was done by two researchers and it fairly covers 
most of the previous findings in the area of research, we still believe that if the 
research was not time limited more theoretical background could be included 
under the cover of this study. In that case, the pre-study for collecting data for the 
empirical part of the study would have been more focussed and controlled from 
the beginning. 

 Multiple-case study 

The first method of our empirical research was multiple-case study. Every project 
and its surrounding environment, stakeholders, dependencies, etc. are different, so 
in different projects the challenges, success and failure factors differ. Therefore, 
we decided to implement a multiple-case study in order to provide our findings 
based on each investigated case. 

Five projects represent five cases and for each case (except case 5) we studied 
both the ITPM and CPM of the project. Semi-structured interviews were chosen 
as the data collection technique for this method. The nature of semi-structured 
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interviews helped us to conduct a free discussion over the questions that we 
provided in the interview section and gather rich information from interviewees. 

The interview questions were designed to gather the interviewee’s opinion about 
the Agile way of working in general, and information from their experiences in 
ongoing projects (at the time of interview). The initial result of the interview was 
not as expected, as the interviewee’s opinions were the same for both cases; so we 
had to propose more questions to make the difference between the situations 
clearer to them. The questionnaire was changed by adapting from the experiences 
of the first three interviews, and the results which we got in the next interviews 
were clearer and provided more expected results. 

The original concept of conducting the interviews in this study was aiming to 
explore the supplier and receiver side of each project which later changed to 
ITPM and CPM. Although the CPM is more on the business side and provides 
the demands of the project but the real receiver of the project could be the 
product owner which have not interviews in this study. 

The selection of the cases and the interviewees was out of the direct control of the 
researchers and it was mainly done based on the contact network of our 
supervisors in the Volvo Group. 

More material could have been collected by conducting more interviews if the 
time was not limited for this study. Also, the selection of the cases and 
interviewees could have been chosen through a more careful selection process; it 
was not exactly according to what we expected as researchers. The result could be 
more valid and scientifically justifiable if we were able to have control over the 
selection of the projects and interviewees. 

 Survey 

The survey method was chosen for this study as an additional source of data 
collection to confirm or challenge our collected data from preliminary discussions, 
literature review and interviews. We used the questionnaire technique to collect 
the material for the survey. The survey was sent out to the ITPM community and 
they distributed it between project managers within the Volvo Group. The 29 
responses out of 50 recipients within 10 days gave an approximately 60 percent 
response rate, which we believe is quite good for this kind of study. 

The response rate could have been improved by one reminder email. We asked 
the ITPM community through our supervisors to send out a reminder email to the 
recipients of the survey but their busy schedule and our time limitation did not 
allow for this to happen. 

The recipients of the survey were a sample of the population of project managers 
within the Volvo Group and completing the survey was completely voluntary. 

Perhaps a strong push from the Volvo Group, to make participating in the survey 
a mandatory activity which required all project managers to complete the survey, 
would have delivered more rich and valid data from the Volvo Group employees. 
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 Summary 

We believe that, despite the limitation and weaknesses that we have mentioned 
above, we have achieved a high level of validation for our study considering the 
fact that this is a master level thesis and the time of research was limited to one 
university semester. 

Furthermore, our supervisors in the Volvo Group provided the required 
information and documents from Volvo’s side to ensure the reliability of the study 
in the Volvo Group’s setting, and they supervised the work to secure its business 
value. On the other hand our supervisor from Jönköping University followed the 
general scientific values of the thesis as well as the reliability and the validity of the 
collected data. Jönköping University Dept. of Computer Science and Informatics 
provided a half-way presentation, which was a meeting that ensured the thesis 
followed the right track and met its requirements. 
 

 Discussion of findings  

This thesis is a study of the Volvo Group’s experience in applying Agile 
methodologies within the context of their traditional project governance. The 
focus of the research is mainly on the governance and project management level. 
Therefore we studied the project manager’s perspective within the Volvo Group. 
As we discussed during our explanation of the methods for gathering the data in 
the previous section, we investigated 5 projects to define the challenges, success 
and failure factors that the Volvo Group have faced while making the transition to 
Agile approaches. Later we conducted a survey to confirm or challenge our 
findings from the literature review or interviews.  

In our study, after analysing the theoretical data and conducting several meetings 
with the Volvo Group, we generated two research questions from the main 
problem area of this study. In order to narrow down the focus, the first research 
question was divided into three sub questions - which address challenges, success 
and failure factors. 

Table 5 presents our findings based on the research questions. 

Table 5: How Research questions addressed in the study 

Research questions Sub questions 
Literature 

review  
Interviews Survey 

RQ1: Within the Volvo Group what 
have been the influences on the use of 
Agile methods in a traditional project 
management context? 

1- What are the challenges in 
this area? 

covered covered covered 

2- What are the failure factors in 
this area? 

covered covered covered 

3- What are the success factors 
in this area? 

covered covered covered 

RQ2: What measures could be adopted 
to improve the likelihood of successful 
use of Agile methods in a traditional 
project management context? 

________ Very limited limited limited 
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 RQ1: What kind of influences can Agile methods cause in a traditional 

project management context? 

After our preliminary discussion with the Volvo Group and after analysing our 
theoretical background we had a meeting with a member of the methodology 
department within the Volvo Group (DRS). This meeting led us to gain a better 
understanding over the implementation of Agile within the Volvo Group. He 
clarified that there are lots of different solution portfolios within the Volvo Group 
while Agile approaches are used as a plug-in to the well-established project 
management approach within Volvo Group. For some Agile projects Scrum is 
being used and for some others a hybrid way of doing Scrum is undertaken by 
taking features, principles and practices from other Agile techniques. 

All this information helped us to generate a reliable semi-structured interview, and 
from the result of the interviews to generate our questionnaire. 

In order to define what influenced the use of Agile methods in the traditional 
project management context of the Volvo Group we led our study into three main 
areas: challenges, success and failure factors that the Volvo Group faced in 
making this transition. The structure of the interview and questionnaire are both 
based on these three areas and later we categorise our empirical findings according 
to them as well. 

The analysis of the empirical results which has been presented in chapter 5 shows 
that some findings within the Volvo Group are the same as our findings from the 
literature review. For instance, challenges related to distributed teams for global 
projects are what almost all large-scale organisations face in the Agile way of 
working, in the Volvo Group as well. On the other hand, some others' findings 
are more specific to the Volvo Group’s way of managing projects - “the difficulty 
to find a proper product owner” is one of them. The other interesting observation 
over our findings is that some of the challenges that were mentioned in the 
preliminary meetings with the Volvo Group as possible challenges have not been 
recognised as problematic challenges by our interviewees or respondents; for 
instance - monitoring the progress. Also, the development method of Volvo 
Group’s IS-GDP was mentioned as one of the main reasons that applying the 
Agile way of working within the Volvo Group is going slow and faces many 
challenges. The nature of IS-GDP is Waterfall, which makes it difficult to apply 
Agile approaches to it. 

One of the failure factors that has been mentioned in previous research and has 
also been recognised as the biggest threat within the Volvo Group, according to 
our empirical findings, is restricting Agile adoption to the IT side only. It is really 
important that the Volvo Group puts more focus on the business side of the 
projects in order to avoid this failure. 
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 RQ2: What measures could be adopted to improve the likelihood of 

successful use of Agile methods in a traditional project management 

It is important to know what measures could be adopted to improve the 
likelihood of successful use of Agile methods in a traditional project management 
context and specifically within the Volvo Group. One good way of finding a 
solution for any problem is to ask the people who face that problem in their 
everyday life.  Therefore, one of the bases to the design of our semi-structured 
interviews and the questionnaire was to reach the opinion and experiences of the 
participants and extract the possible solutions for the challenges and failure factors 
within the Volvo Group from them. 

The provided solution in previous researches was not in conflict with the 
solutions that have been presented by the interviewees and the respondents of our 
survey. They complement each other in that way that they both address the 
challenges and failure factors in that have been stated earlier. However, the subject 
needs more investigation concerning the solutions for large-scale organizations. 
 

 Recommendation 

In this section we provide some recommendations to the Volvo Group based on 
the analysis of our empirical findings and the literature review. 

 Set an Agile mind-set 

The transformation from traditional methodologies to Agile methods requires a 
change of mind-set of both developers and managers in the organisations. Our 
collected data from the empirical studies within the Volvo Group shows that the 
Agile mind-set is not yet truly set within the organisation, especially on the 
business side. It seems that the organisational culture within the Volvo Group 
creates a comfort zone around traditional approaches that does not let the people 
involved in the projects objectively see the correlation between failures or budget 
overruns and missed deadlines of the projects.  

In our opinion one of the main areas that the Volvo Group should focus on in 
order to have a successful transition to the Agile way of working is to properly 
instil an Agile mind-set throughout the organisation. Yves Hanoulle, in an 
interview with InfoQueue, explains the importance on focusing on “Why” before 
“How” while making the transition to Agile. People first should understand 
“Why” it is a good idea to work with Agile and “Why” they have to leave their 
comfort in the traditional way of working and move to Agile approaches. This is 
what seems to be missed by the Volvo Group - to apply in the organisation an 
initial level of moving to Agile, especially on the business side. The focus is 
currently more on “How” rather than “Why”. 

It could be a good idea if the Volvo Group were to generate some Agile mind-set 
sessions for all parties involved in projects. These should mainly focus on “Why” 
it is a good idea to move to Agile. This could be a great indirect push for people 
to challenge and question their traditional patterns of working in the Volvo 
Group. 



 Discussion and Conclusion  

 62 

 Agile suitability filter 

As previously stated, in the Volvo Group it is up to the CPM and the ITPM to 
agree on a solution for a particular project or domain including the choice of 
development methodology. They can decide to either go for Agile approaches or 
traditional ones. On the other hand, we know “Agile is not a silver bullet” and 
maybe it is not always the best solution for all projects, so how can we determine 
if Agile is suitable for particular projects or not? 

As a part of our study in Jönköping University we were introduced to a software 
engineering methods course in which we studied about the DSDM suitability filter 
(Appendix 7). Inspired by this we recommend that the Volvo Group create an 
Agile suitability filter which should be designed to be more representative of their 
implementation of Agile. This filter could be provided as a check list that checks 
the conformance to key project characteristics that suit Agile development. In 
other words, the filter would provide a great risk management tool to the Volvo 
Group by asking a number of questions within the context of the Volvo Group 
and within the context of the project. It would clear up the risk of adopting Agile 
in a particular project. 

When risks are identified it is easier to see the possibility of addressing them or 
not. For instance, if the result shows a risk in adopting Agile in a particular project 
because the product owner does not have any knowledge about Agile, then the 
decision to put on an extra training program for the product owner could be 
made. 

 Improving communication of lessons learnt and feedback 

It is important to always look back and summarise the lessons learnt for projects. 
This could be a great mechanism in learning for future experiences. We believe 
that one effective approach that the Volvo Group could take advantage of is the 
communication of lessons learnt from other projects. This could be provided as 
documentation, including some good reference projects that can point out the 
success factors or mistakes, failures and the possible solution for them. To make 
this approach more reliable the lessons learnt document could be provided for 
different kinds of projects in different sizes. The other aspect that could be helpful 
in this area is if the Volvo Group tried to make the received feedback from the 
projects that have adopted Agile (successfully or not) ‘transparent’ to other 
projects. 

Although Volvo Group already has provided this within the organizations, our 
findings shows that the transparency and communication of the feedbacks are not 
as good as it should be. 



 Discussion and Conclusion  

 63 

 Specialised coaching and training  

The Volvo Group does provide support and a coaching program to the 
organisation regarding the adoption of Agile, but according to our empirical 
findings it is not as helpful as expected. We believe that the coaching and training 
program would be more effective if it was designed more particularly towards the 
different roles in Agile projects. For instance the need for special coaching, 
training courses and supportive documents for the steering committee and 
product owner were mentioned by several interviews and respondents of the 
survey.  

Also, more intensive coaching and support from the Volvo Group is needed for 
projects that have recently adopted Agile. According to Brown (2011, p. 280), 
disregard in this aspect may causes severe long term implications.  

It is also a good approach to learn Agile by actually doing it. The Volvo Group 
could place at least one Agile skilled person in each project in order to let the 
other members learn from them in real-life practice and build up their Agile 
knowledge. 

 DSDM + PRINCE2 

One of the other solutions that the Volvo Group could consider is studying the 
guidelines and experiences of other combinations of a project management 
method and an Agile development method. As we previously described in 
Appendix 7, PRINCE2 and DSDM could be a suitable combination for the 
Large-scale organizations. PRINCE2 is a project method which is particularly 
strong in the areas of project governance and project management. It is based on 
different stages that the project is divided into, which is the same as the IS-GDP 
project management method within the Volvo Group. DSDM is a coherent well 
organised software development method conceived specifically to fit within large-
scale organisations like the Volvo Group. It aims to deliver the right solution to 
the business at the right time.  

The combination of PRINCE2 and DSDM would allow big organizations to be 
able to choose, according to the nature of the projects, how to execute them. This 
combination can support projects that do not allow much room for manoeuvre 
and have strong governance, as well as projects which are in a more collaborative 
relationship.  

Considering the experiences and guideline of the combination of DSDM and 
PRINCE2 could help Volvo Group to improve its combination of IS-GDP and 
Scrum. 
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 Future work 

In the preliminary discussion with the Volvo Group, we discussed the scope of 
this study. It was agreed with the Volvo Group that, rather than focusing on any 
particular aspect of the Agile transition, we would conduct a more general study to 
better understand the spectrum of issues. Although we have reached well into 
each of the challenges, success and failure factors in this study, it could be a good 
idea to investigate each of them separately within the context of large-scale 
organisations to gather much deeper information in each area. 

In this research, based on the literature review, interviews and questionnaire, we 
tried to present solutions for the challenges and failure factors that the study 
provided. Most of them have been addressed but some could be a good base for 
more investigation in this area such as: “Aligning all elements in the organisation 
for Agile”, “Estimating the task duration” and “Frequent delivery”. 

The IS-GDP control model and process of the Volvo Group is based on 
traditional approaches and Agile is used as a plug-in to it. According to the 
participants in our interviews and survey, IS-GDP does not fully support the Agile 
way of working and it pulls the projects towards the Waterfall method, especially 
its FDCG gate. Future research could be provided in this area in order to rethink 
and redesign the current IS-GDP model. 

Based on our recommendation in the previous section. It could be a good idea for 
the Volvo Group to consider studying the experiences and guidelines of the 
combination of DSDM and PRINCE2. In that case a rich investigation in this 
area is required in order to challenge the possibility of taking advantage of the 
experiences and guidelines of this combination within the IS-GDP and Scrum 
combination of Volvo Group.  

As we stated earlier, this study explored the ITPM and CPM perspectives of each 
project. The CPM in Volvo Group is more on the demand side of the project and 
reflect the requirements of the receivers of the project. But the real receiver is the 
product owner which has not been involved in the investigation of this study. 
Once Volvo Group has addressed the product owner issue, the repeat of this kind 
of study would be useful while posing the questions to the product owners as a 
receiver side. 
 

 Conclusion 

This research aims to study the most important success and failure factors as well 
as the biggest obstacles when making the transition from traditional project 
management approaches to Agile project management approaches in large-scale 
organisations. The study draws upon the experience of the Volvo Group in 
making the transition to Agile methodologies and its main focus is on the project 
management and project governance perspectives. 
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Previous researches regarding the aim of this study have been reviewed and 
discussed. Communication between the IT and business sides, organisational 
culture, aligning all elements in the organisation, and coaching and training are 
some of the critical factors that have been discussed in this study based on the 
literature review. 

The empirical findings and analysis of this study show that one of the main 
difficulties that the Volvo Group faces in moving to Agile is defining the product 
owner role in the organisation. It seems that it is hard to find somebody who has 
Agile knowledge and is also expert in the required project domain. Also the 
present control model and process of the Volvo Group does not really fit to the 
Agile way of working and it slows down the transition towards Agile.  

“Distributed teams”, “Lack of focus on the business side” and “Coaching and 
support” are some of the other critical areas which have been presented by the 
participants in the interviews and survey of this research. Later, based on the 
findings of the study, some solutions are provided for the challenge and failure 
factors within the Volvo Group.  

The final result of this study is presented as five recommendations to the Volvo 
Group:  

(1) Currently the main focus of the Volvo Group is on “how” to apply agility. 
This should change to “why” it is necessary to apply agility. This changing of 
focus will help the Volvo Group to set the mind-set of Agile more clearly and 
understandably within the organisation. 

(2) Since there is not a clear road map within the Volvo Group to define which 
project fits best with Agile approaches, creating an Agile suitability filter would be 
a great help. The filter can be used as a risk management tool to control the 
suitability of projects according to implementation of Agile within the Volvo 
Group. 

(3) The lessons learnt from failures is one of the easiest ways to avoid recurrence 
of the same problems. The Volvo Group can take advantage of problems and 
mistakes within unsuccessful projects by sharing them throughout the 
organisation as lessons learnt. Also, successful stories will point out the proper 
way of adopting Agile too. 

(4) The Volvo Group already provides good help and support regarding the 
adoption of Agile, but it should be more specialised, especially for critical roles 
such as the product owner and steering committee. 

(5) The last recommendation is about improving the project management and 
common Agile development within the Volvo Group. Since IS-GDP, the present 
project management model of the Volvo Group, is Waterfall and Agile is used as a 
plug-in to it, the study suggested to take advantage of experiences and guidelines 
of quite similar combination of project management and Agile development 
methods (DSDM and PRINCE2).



References 

66 

 

7 References 

Aaltonen, J., 2014. Challenges in Managing large-Scale Agile Software Development 

Transformation, turku: turku school of economics. 

 

Adolph, S., Kruchten, P. & Hall, W., 2012. Reconciling Perspectives: A Grounded 

Theory of How People Manage the Process of Software Development. The journal of 

systems and software, Volume 85, pp. 1269-1286. 

 

APM, 2004. Directing Change: A Guide to Governance of Project Management, UK: 

Association for Project Management. 

 

Arell, R., Coldewey, J., Gat, I. & Hesselberg, J., 2012. Characteristics of Agile 

Organizations, s.l.: Agile Aliance. 

 

Ashmore, S. & Runyan, K., 2014. Introduction to Agile Methods. s.l.:Addison-Wesley 

Professional. 

 

Azoff, M. & Mann, S., 2010. Just Right Governance for Agile Projects: Overcoming 

the Challenges of Managing Agile Development in the Enterprise, s.l.: OVUM. 

 

Beecham, R., 2011. Project Governance: The Essentials. s.l.:IT Governance Ltd. 

 

Behm, B., 2014. Large-Scale Agile and Lean Transformation in a Globally 

Distributed Organization - Case Ericsson, s.l.: Aalto University School of Science. 

 

Benefield, G., 2008. Rolling out Agile in a Large Enterprise- Yahoo!. s.l., Proceedings 

of the 41st Hawaii International Conference on System Sciences. 

 

Boehm, B. & Turner, R., 2009. Balancing Agility and Discipline. 7th ed. Indiana: 

Addison-Wesley. 

 

Brown, A., 1998. Organisational Culture. 2ed ed. s.l.:Prentice Hall. 

 

Brown, A. W., 2011. A Case Study in Agile-at-Scale Delivery. In: Agile Processes in 

Software Engineering and Extreme Programming. Madrid: Springer, pp. 267- 281. 

 

Cervone, H. F., 2011. Understanding agile Project Management Methods Using 

Scrum. Managing digital libraries: the view from 30,000 feet. 

 

Cohn, M., 2009. Succeeding with Agile Software Development Using Scrum. 

s.l.:Addison-Wesley Professional. 

 

Crawford, L. & Cooke-Davies, T., 2009. Project Governance: The Role and 

Capabilities of the Executive Sponsor. Project perspective: The annual publication of 

International Project Management Association, Volume XXXI, pp. 66-74. 

 

Drury, M., Conboy, K. & Power, K., 2012. Obstacles to Decision Making in Agile 

Software Development Teams. The journal of systems and software. 

 



References 

67 

 

DSDM Consortium, 2008. DSDM Public Version 4.2 Manual, s.l.: DSDM 

Consortium. 

 

Dybå, T., Dingsøyr, T. & Moe, N. B., 2014. Agile Project Management. In: G. Ruhe 

& C. Wohlin, eds. Software Project Management in a Changing World. s.l.:Springer, 

pp. 277-300. 

 

Eckstein, J., 2004. Agile Software Development in the Large: Diving into the Deep. 

New York: Dorset hous publishing. 

 

Elshamy, A. & Elssamadisy, A., 2007. Applying Agile to Large Projects: New Agile 

Software Development Practices for Large Projects. In: G. Concas, E. Damiani, M.  

 

Scotto & G. Succi, eds. Agile Processes in Software Engineering and Extreme 

Programming. Chicago: Springer, pp. 46-53. 

 

Feiyi Su, L. Z., 2013. An Empirical Study of the Decision-making Process in Agile 

Software.  

 

Fitsilis, P., 2008. Comparing PMBOK and Agile Project Management. In: T. Sobh, 

ed. Advances in Computer and Information Sciences and Engineering. s.l.:Springer 

Netherlands, pp. 378-383. 

 

Ghauri, P. & Gronhaung, K., 2005. Research methods in Business Studies: A practical 

guide. s.l.:Prentice Hall. 

 

Grenning, J., 2001. Launching Extreme Programing at Process-Intensive Company. 

Volume 18, pp. 19-26. 

 

Griffiths, M. et al., 2000. Using DSDM with PRINCE2, s.l.: DSDM Consortium. 

Hinde, D., 2012. PRINCE2® Study Guide. s.l.:Sybex. 

 

Iivari, J. & Iivari, N., 2011. The Relationship Between Organizational Culture and the 

Deployment of Agile Methods. Information and Software Technology, 53(5), pp. 509-

520. 

 

John McAvoy, T. B., 2008. The Role of Project Management in Ineffective.  

 

Karlstrom , D. & Runeson, P., 2005. Combining Agile Methods with Stage-Gate 

Project Management. Volume 22, pp. 43-49. 

 

Kettunen, P. & Laanti, M., 2008. Combining Agile Software Projects and Large-Scale 

Organizational Agility. Software process: improvement and practices, pp. 183-193. 

 

Kotter, J. P., 1996. Leading Change. s.l.:Harvard business school press. 

 

Koutsoumpos, V. & Marinelarena, I., 2014. Agile Methodologies and Software 

Process Improvement Maturity Models, Current State of Practice in Small and 

Medium Enterprises, Karlskrona Sweden: Dept. of Software Engineering (DIPT)-

Blekinge Institute of Technology. 



References 

68 

 

 

Layton, M. C., 2012. Agile Project Management For Dummies. s.l.:John Wiley & 

Sons, Inc.. 

 

Lindvall, M. et al., 2004. Agile Software Development in Large Organizations.  

 

Livermore, J. A., 2008. Factors that Significantly Impact the Implementation of an 

Agile Software Development Methodology. Journal of software, 3(4), pp. 31-36. 

 

Luckey, T. & Phillips, J., 2006. Software Project Management For Dummies. 

s.l.:John Wiley & Sons. 

 

Measey, P., 2014. Agile and PRINCE2® - BCS. [Online]  

Available at: http://certifications.bcs.org/upload/pdf/agile-prince2-whitepaper.pdf 

[Accessed 11 Jun 2015]. 

 

Muller, R., 2009. Project Governance: Fundamentals of Project Management. 

s.l.:Gower Publishing. 

 

Nerur, S., Mahapatra, R. & Mangalaraj, G., 2005. Challenges of Migrating to Agile 

Methodologies. Communications of the ACM, 48(5), pp. 72-78. 

 

PMI, 2004. A guide to the Project Management Body of Knowledge-PMBOK Guide. 

Third edition ed. s.l.:Project Management Institute. 

 

Richards, K., 2007. Agile Project Management: Running PRINCE2 Projects with 

DSDM Atern. s.l.:The Stationery Office. 

 

Richards, K., 2013. Agile Project Management: Integrating DSDM into an Existing 

PRINCE2 Environment, s.l.: Best management practice- KRC. 

 

Runeson, P., Höst, M., Rainer, A. & Regnell, B., 2012. Case Study Research in 

Software Engineering: Guidelines and Examples. s.l.:John Wiley & sons, Inc.. 

 

S.Baligi & Murugaiyan, M. S., 2012. Waterfall vs V-model vs Agile: a Comparative 

Study on SDLC. International Journal of Information Technology and Business 

Management, 2(1), pp. 26-30. 

 

Schwaber, K., 2004. Agile Project Management with Scrum. United States of 

America: Microsoft Press. 

 

Shahriyari, S., 2013. Distributed Agile Development; Suitability, Challenges and 

Practices, Sweden: University of Borås. 

 

Shore, J. & Warden, S., 2007. The Art of Agile Development. 1st ed. s.l.:O´Reilly 

Media . 

 

Sommerville, I., 2007. Software Engineering. 7th ed. Harlow: Addison-Wesley. 

Sondra Ashmore, K. R., 2014. Introduction to Agile Methods. s.l.:s.n. 

 



References 

69 

 

Stellman, A. & Greene, J., 2014. Learning Agile: Understanding Scrum, XP, Lean, 

and Kanban.. s.l.:O'Reilly Media, Inc.. 

 

Su, F. & Zhu, L., 2013. An Empirical Study of the Decision-making Process in Agile 

Software.  

 

Svedberg, S., 2007. Improving IT projects: Can Agile Methodologies Effectively 

Support Global IT Projects?, Göteborg: Göteborg university and chalmers university 

of technology. 

 

Takeuchi, H. & Nonaka, I., 1986. The New New Product Development Game, s.l.: 

Harvard Business Review. 

 

Turk, D., France, R. & Rumpe, B., 2005. Assumptions Underlying Agile Software 

Development. Database Management. 

 

Verma, D. & Gupta, V., 2014. Agile Methodologies for Different Industries. IJREAT 

International Journal of Research in Engineering & Advanced Technology, 2(1). 

 

Williamson, K., burstein, F. & McKemmish, S., 2002. Reseatch Methods for Student, 

Academic and Professionals: Informatoin Management and Systems. In: K.  

 

Williamson, ed. s.l.:Centre for Information Studies, Charles Sturt University, p. 352. 

 

Volvo, 2010. Volvo Group Annual Report, s.l.: Volvo Group. 

 

Volvo, 2012. Corporate Governance Report, s.l.: Volvo Group. 

 

Volvo, 2014. The Volvo Group Annual Report: Efficiency, s.l.: Volvo Group. 

 

Wright, C., 2014. Agile Governance and Audit: An Overview for Auditors and Agile 

Teams. s.l.:IT Governance Ltd. 

 

Wysocki, R. K., 2009. Effective Project Management: Traditional, Agile, Extreme. 

5th ed. s.l.:John Wiley & Sons. 

 

Yin, R. K., 2009. Case Study Research: Design and Methods. s.l.:Sage. 

 

Östergaard, L. P. o. J., 2014. Lean och Agile En studie av Arbetssätt inom 

Ledningsgrupper på Volvo IT, Sweden: Linnéuniversitetet. 

 

 



Appendices 

 

70 

 

8 Appendices 

Appendix 1: Interview questions 

Phase 1: Your background 

1. Name 

2. Department 

3. Role 

4. Responsibilities 

 

Phase 2: General questions about Agile 

5. What does an Agile project means to you? 

6. How you did first encountered Agile? 

7. Were you satisfied with your first experience in an Agile project? 

o In general and in your view, what are the main challenges facing an Agile Project? 

o When and where have these challenges occurred? 

o What can be the possible solutions for these challenges? 

8. In general and in your view, what are the key successes factors for Agile projects? 

 

Phase3: Questions about your Agile project in Volvo IT 

9. What do you consider the status of this Agile project? Successful/Failed/Not really successful and 

not really failed 

10. What is the nature of this project? 

11. What are the challenges that you have faced in this project? 

o When and where have these challenges occurred? 

o What can be the possible solutions for these challenges? 

12. What are the success factors that you have benefitted from in this project? 

o When and where have these occurred? 

13. If you could redo this project, what would be the most necessary change to make this project more 

successful? 

 

Phase 4: Specific challenges (supplementary questions) 

14. What did you find the most difficult part in the frequent delivery characteristic of Agile (if this 

was used)? 

15. How do you give confidence to the customer about the project delivery while you have flexible 

scope in Agile projects? 

16. Have you faced different challenges with different stakeholders (IT project, steering committee, 

and customer)? If yes, can you explain it more? 

17. What kind of challenges with what kind of stakeholders? 

18. What are your experiences of feeding the project (product) backlog? Do you face any difficulty in 

defining requirements and preparing solutions for them? 

19. How do you monitor progress?  

20. Is there anything else you would like to add that you think is interesting in this context, but not 

covered by the questions asked?  
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Appendix 2: Project Details Questions 

What is your project name? * 

 

What is the type of your project? * 

o  Brand new application 

o  Extension of existing software 

o  Rework 

o  Embedded system 

o  Other:   

 

What is the status of the project according to your perspective? * 

Please define your answer by a scale from 1(failure) to 6(success) 

 

What is the status of the project according to the perspective of Volvo Group? * 

Please define your answer by a scale from 1(failure) to 6(success) 

 

How do you define the business model of your project? * 

o  Internal use within Volvo Group business units 

o  Open market 

o  Other:   

o  

How would you scale the adoption of Agile in your project? * 

Please define your answer by a scale from 1(not at all) to 6(completely adopted) 

 
What is the key quality characteristic of the project? * 

o  Performance 

o  Reliability 

o  Other:  

  

How distributed is your team? * 

Please define your answer by a scale from 1(completely local) to 6(completely distributed) 

 

How distributed are your stakeholders? * 

Please define your answer by a scale from 1(completely local) to 6(completely distributed) 

 

What was the duration of the project? * 

Please define the start date and end date if it is not still in progress. 

 

How would you scale the external dependencies of the project? * 

Please define your answer by a scale from 1(not dependent) to 6(fully dependent) 

 
How many developers do you have in your project? * 
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Appendix 3: Interview results 

Case 1 - project A 

This project is a new application which is replacing the existing application for internal use within 

Volvo Group. The project is not regarded as successful attempt on adopting to Agile approaches. 

The ITPM and Business project manager of the project decided to move back to waterfall 

approach after facing the failure on adopting the Agile. The project is on progress from 2012, it 

has 15 to 20 developers which some of them are distributed. Most of the stakeholders of the 

project are distributed as well. We interviewed both ITPM and Business project manager of this 

project. Both sides of this project work really closely together and they have the same goal which 

satisfying the customer. 

Challenges 

Time consuming: They explained that it seems to be very hard to get the speed to development 

while in every sprint you need to spent a lot of time to analyses and do several things.  

“There is about 10 days for each sprints, and we have about 5 or 6 days development time, 

quite more time spent on analysis and testing, analysis of breaking down of the current 
sprites, after that analyse the next sprints and time for testing by corrections, so time for 

actually development is very little, because you splitting yourself to do so many things”  

Estimating the task duration: According to Business Project Manager, They estimate all the 

items in the backlog but when it get closer to the sprint they have to be re-estimated and normally 

50% will be added to the time which means the cost will increase as well.  

Accessibility and availability of business people: In Agile Customers and receivers of the 

projects are much more attach to project compare to traditional approaches. It not always easy to 

have access to them and have the actively during the development.  

Decision making: This challenge has been mentioned more regarding the Volvo Group in 

general. Since in recent years it has been several organizational change. our interviewees in this 

project believe that these change and also the characteristic of Agile which is more self-organized 

team bring up the challenge that nobody want to take the decision because they are not sure about 

their role. Also these new organizational change make it unclear to see who is in charge of what. 

These changes created confusion on who should make decisions. 

Failures  

Poor introducing to Agile: Both interviewees of this project had a bad experience in their first 

Agile project in Volvo Group. By the time that they started their project, it was mandatory to use 

Agile approaches for managing the projects. 

“It was very prompt decision on using Agile, and we were not allowed to do it any other 
way.it was mandatory, in that time it was not a good experience” 

They believed that some projects does not really suits for Agile and it should be discussed at the 

beginning of the project in order to see the possibility of adopting Agile which was not possible 

for us since we had to use Agile. 

This challenge has been solved by Volvo Group and it is not mandatory to use Agile in all projects 

anymore. 

Lack of proper training: Both of the interviewees complained about the training and educational 

support of Volvo Group for its employees for learning Agile. Most of their knowledge of Agile 

has been gathered through their personal research and reading. They think that, although Volvo 

Group provided some courses and documents in this area but they are not enough.  

 “I like Agile, but I don't understand how to work with it.” 

The lack of proper education and guidance mentioned several times by both interviewees during 

the interview.  
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The Business Project Manager explained that these educations and training should be for everyone 

who is involved in the project, not just for managers or IT people, even the steering committee 

should understand the Agile way of working in order to reach the proper result. 

Others: Here is the list of challenges and success/ failure factors has been mentioned but not 

discussed in details. 

 Challenges 

o Communication between IT and business side 

o Defining requirements for the product backlog 

o Frequent delivery 

 Success factors 

o Good communication between different part of project 

 Failures factors 

o Agile adoption restricted to IT side 

o Resistance to change 

Case 2 - Project B 

This project is about extension of existing software for internal use within Volvo Group business 

units. It has started in 2014 and it is still in Progress. 10 developers have been actively involved in 

the project and some of them are distributed. Also most of the stakeholders of the project are 

distributed as well. The external dependency of the project is quite high. ITPM and chief project 

manager answered to our questions for this project. 

Challenges 

Face to face meetings: Since some of the team members in this project is distributed it is not 

possible to have all of them in the same place and have face to face meeting. Also the cost 

reduction instruction by Volvo Group make it difficult to travel and have a face to face meeting 

with distributed members of the team. The CMP of this project believes that social media or 

conferences are not as effective as face to face meetings and it not a good idea to cut the cost and 

skip face to face meetings. 

“Cost awareness could be the solution for this challenge, to show that we gain more from 

paying cost for traveling, the benefits of having face to face is the project gains from it in 
long run. The team efficiency and the will be higher.” 

Feeding product backlog: The prioritising of the product have been mentioned by ITPM as one 

of the challenges that occur normally in all Agile projects. It is also difficult to have a business 

input to what have to be achieved with implementing the specific change in the project backlog.  

“The strong product owner need to have the right knowledge and skills with good 

confidence to be able to make the proper decisions and defined what is needed to be done 

and in which order” 

Requirement analysis: In this project there is not a good process for how to get the input from 

business and get it down into stories to get develop. There is lack of person from business side 

who can check if the direction is right after each release.  

“We don't have very good communication with actual end users of business,” 

they have business analyst who talk with customer in business side to determine what is should be 

done, but ITPM of this project believes that what business analyst want doesn't mean it is the same 

as what end users id business want. 
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Success factors 

Strong product owner: the product owner is the one who should know what is important for the 

business and what is important for the system to support and how that should be interact.  

Agile be accepted and understand by everyone within the project: According to ITPM of this 

project it is really important to have the entire flow that accept the way of working in Agile. 

“Everyone who is in the project need to understand Agile, not just the Scrum team itself but 
the product owner, the stakeholders and other who are involve” 

The successful Agile required everyone within the project have the proper knowledge and 

understanding of working in Agile. 

Good communication between business and IT side: Both sides of this Project believe that 

good communication is the key success factor.  

“The communications is critical, with good communication we can deliver in time and 

within budget and good quality” 

Early involvement of customer: It is important to get early validation about usability of what has 

been produced in the project. Early feedback from end customer help the development to say in 

right track. 

Good motivation in the team: is another success factor which mentioned in this project. 

Others: Here is the list of challenges and success/ failure factors has been mentioned but not 

discussed in details. 

 Challenges 

o Feedback from end users 

o Distributed teams 

o Convincing Product Owner with flexible scope in Agile 

o Agile knowledge by people involved in project 

o Prioritizing the requirements of different stakeholders 

o Availability of and access to different stakeholders 

 Success factors 

o Agile educated people 

o Continuous training and education during development 

 Failures factors 

o Lack of support from Volvo Group 

o Agile adoption restricted to IT side 

o Resistance to change 

Case 3 – Project C 

This project is rewriting and improving the functionality of existing application for internal use 

within Volvo Group. The project is in progress since 2010, it has 8 developers which some of 

them are distributed. Most of the stakeholders of the project are distributed as well. The project 

has lot of integration with other systems. We interviewed both sides of this project: ITPM and 

CPM.  
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Challenges 

Proper training, and educated people: According to both ITPM and CPM of this project, it is 

really important to have both sides of an Agile project educated about Agile way of thinking. The 

BPM believes that currently his team reach the required level of knowledge and understanding of 

Agile but it took a while and it would be much more better and successful if they were at this level 

from the beginning. Also it is important to keep educating and training the people in the project 

and not stop if after one or two times. 

They also mentioned that the understanding of Agile should be foe everyone within the project, 

even the stakeholders. 

“Sometimes when we come to the project, we had a lot of expectation from the stakeholders 

that totally unrealistic, in other hand, the stakeholder organization didn't understand what 
we are doing and customer that they thought they knew what they wanted, they said now 

you are going to execute the project in Agile and we are fine with it, but they didn’t know 

what Agile was” 

Different stakeholders different Requirements: When it comes to Agile projects with several 

stakeholders, it’s a big challenge to synchronize all the stakeholders with different requirements.it 

brings up a question that How things shall prioritize in order to have best value in less amount of 

time.   

High level Agile guideline by Volvo Group: ITPM of this project believes that the Agile plug-in 

instruction that have been provided by methodology department for Volvo group is too high level. 

“I think it is very high level, it doesn't really guide you how to really work out from real 

examples, its feels like it is very theoretical, and also when we start Agile project we will 
looking for lessons learned from other project but we couldn't find any, so to map this 

guideline to the reality was very difficult, because we could not find real examples to learn 
from” 

External dependencies: This project has almost 50 integration with other systems which makes it 

really difficult when it comes to testing and frequent deliver. It is a big challenge to synchronize 

all the update with other systems. 

“You can setup all the integrations and go to home and you imagine all works because 

suddenly something will stop because the made something in the other end” 

 

Success factors  

Good communication between business and IT side: In this project ITPM and CPM started this 

project hand to hand and did it from the beginning together. 

Frequent delivery: which give faster feedback from the end users of the application and help the 

development stay in the right direction. 

Proper stakeholder analysis and identify their requirements: proper stakeholder analyses, and 

identify them, and see what requirement they have  how they have the mandate to effect the 

project  and out from that build what we are going to do.  

Others: Here is the list of challenges and success/ failure factors has been mentioned but not 

discussed in details. 

 Challenges 

o Communication between IT and business side 

o Distributed teams 

o Frequent delivery 
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o Finding proper Product Owner 

o Organizational culture 

 Success factors 

o Good pre-study on project 

 Failures factors 

o Lack of support from Volvo Group 

o Agile adoption restricted to IT side 

 

Case 4 – Project D 

This project is an extension of existing software which is providing for open market with high 

level of external dependencies. There are 10 developers in this project which are mainly 

distributed, but in the other hand, the stakeholders of the project are not distributed. It consider as 

a successful project in adopting of Agile approach in Volvo Group. 

Challenges:  

Finding a proper product owner: This challenge has been mentioned by both ITPM and 

business portfolio manager (BSPM) of this project that they have struggling to find a proper 

product owner for this project. They defined a proper product owner as person from demand side 

that have domain experience and also knowledge about Agile.  

Distributed team: distributed team created some difficulties for this project. There members of 

team are from different time zones and geographical places. Which makes it difficult to have face 

to face meeting (mentioned in earlier in case 2 as well). The ITPM of this project believes that 

although they use video conference meetings but it is not as effective as face to face meetings. He 

believed that distributed teams kill the chance of “mini conversations” during working in the 

project which is sometimes really helpful to problem solving. 

“There all always some mini conversations during the day that you can have it near coffee 

machine or lunch time which in distributed team it is not possible since each person is in 
different geographical location. These mini conversation makes team tied together and 

sometimes they are really a problem solver” 

Defining the requirements on the right level for Product Backlog: According to BSPM of this 

project, one of the challenges that she have faced was to get the requirements in the right level. 

She explained that if the requirements get too much to details it might not get the best solution 

because the business side may not know exactly what are the technical issues regarding the 

requirement that they define. They rather to express the requirements more on the functionality or 

capability level rather than define them specifically and in details.  

Resistance to change: The other challenge that has been mentioned by BSPM is the resistance to 

change of Volvo Group employees since most of them have been working there for a long time 

and get to use to the organizational culture. So any kind of change is uncomfortable and changing 

to Agile is a big change which makes it even more difficult to accomplish. She believed that 

employ younger and newer people which are more open to change could be a solution for this 

challenge.  

Success factors 

Lessons learnt from previous Agile project: ITPM of this project explained that his first Agile 

project in Volvo Group was not really successful. They faced so many challenges because of the 

lack of experiences and knowledge as well as unclear roles and practices. He continued that all the 

lessons he and his group learnt from that project helped them to be able to implement Agile to the 

current project more successfully. 
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One person one role: The other success factor that been mentioned for this project was defining 

one role for each person. The ITPM noted that, they have learnt this lesson form their previous 

unsuccessful project in Agile that one person was responsible for several roles in the project at the 

same time (eg. Architect, Scrum master, product owner) which created confusion and over loaded 

tasks for that person. By defining just one role for each person in this project everyone knows 

exactly what is needed to be done. 

Good communication with stakeholder: This factor also mentioned by ITPM as an important 

factor in order to have a successful adoption of an Agile approach. 

Good change management: The BSPM of this project explained that since Agile mind-set is 

completely different from traditional way, it is really important to implement a good change 

management. In order for everyone to accept the Agile way of working and feel comfortable with 

it.   

“Change management is always hard, it doesn’t matter if its change management for 

dealer to use new application or its change management in order to working with 

development of the application, it is hard to make people change. Therefor I think good 

change management is a success factor” 

Agile be accepted and understand by everyone within the project: this factor has been 

mentioned in case 2 also. Both ITPM and BSPM of the project agree that everyone need to 

understand the concept of the Agile and their and responsibilities.  

“It is vital that everyone understand the Agile concept, not only the development team, but 
also the stakeholders that they understand their role in the Agile development ,because it is 

not only developers, it also the ones that making the requirements also need to accept the 
Agile concept and understand it properly“ 

Others: Here is the list of challenges and success/ failure factors has been mentioned but not 

discussed in details 

 Challenges 

o Communication between IT and business side 

o Frequent delivery 

o Convincing Product Owner with flexible scope in Agile 

o Organizational culture 

o Availability of and access to different stakeholders 

 Success factors 

o proper product owner 

o Early involvement customer 

o Good pre-study on project 

o Acceptance of Agile by all parties involved in the project 

 Failures factors 

o Resistance to change 
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Case 5 – Project E 

This project is a brand new application for internal use within Volvo Group business units. It 

started in 2011 and still in progress.  

According to the ITPM they were successful to adopt the Agility into their project but from Volvo 

Group perspective the project is failure since it is over the time and over the budget. The project 

has 8 developer in its distributed team and the stakeholders are distributed as well. The level of 

external dependencies of the project is high also.    

We could reach just the ITPM of this project.  

The challenges that the ITPM mentioned has been quite the same as the challenges in other cases 

such as finding proper product owner, organizational culture, Agile knowledge and mind-set by 

everyone involve in project. 

Others: Here is the list of challenges and success/ failure factors has been mentioned but not 

discussed in details. 

 Challenges 

o Distributed teams 

o Frequent delivery 

o Agile knowledge by people involved in project 

o Organizational culture 

 Success factors 

o proper product owner 

o Early involvement customer 

o Good pre-study on project 

o Acceptance of Agile by all parties involved in the project  
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Appendix 4: Questionnaire and its related resources 

 

OBS. The relevant resources (literature review, preliminary discussion or/and interviews) that influenced 

the generating of each question is filled in blue colour. 

*   Int 1 represent the result from Interviewee 1 

** C1(A) representing the result form Case 1 (Project A)  

 

N
u

m
. 

Topic 
Preliminary 

discussion 

Int 1* Int 2 Int 3 Int 4 Int5 Int 6 Int 7 Int 8 Int 9 
Literature 

Review 
C1(A)** C2(B) C3(C) C4(D) C5(E) 

A
g
il

e 
in

 V
o
lv

o
 G

ro
u

p
 Q5 learning about Agile            

Q6 Encountered to Agile            

Q7 Introducing Agile by Volvo Group             

Q8 Volvo Group’s support in adopting Agile            

Q9 
Effectiveness of Volvo Group’s guidelines 

documents 
           

C
h

a
ll

en
g

e
s 

Q 12 Communication between IT and business side            

Q 12 Feedback from end users            

Q 14 Estimating tasks            

Q 15 Distributed teams            

Q 16 
Defining requirements for the product 

backlog 
           

Q 17 External dependencies             

Q 18 Frequent delivery            

Q 19 
Convincing Product Owner with flexible 

scope in Agile 
           

Q 20 Finding proper Product Owner            

Q 21 
Agile knowledge by people involved in 

project 
           

Q 22 
Prioritizing the requirements of different 

stakeholders 
           

Q 23 Organizational culture            

Q 24 
Availability of and access to different 

stakeholders 
           

S
u

c
c
e
ss

 f
a

c
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r
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Q 27 proper product owner            

Q 28 Early involvement customer            

Q 29 
Good communication between different part 

of project 
           

Q 30 Good pre-study on project            

Q 31 
Acceptance of Agile by all parties involved in 

the project 
           

Q 32 Agile educated people            

Q 33 
Continuous training and education during 

development 
           

F
a
il

u
r
e
 f

a
c
to

r
s 

Q 37 Mismatch between the business and IT side            

Q 38 Lack of support from Volvo Group            

Q 39 Agile adoption restricted to IT side            

Q 40 
Forgetting to apply the continuous 

improvement 
           

Q 41 Resistance to change            
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Appendix 5: Questionnaire 

*Required to answer 

--------------------------------------Individual Background - page 1---------------------------------------- 

Q1. How are you answering this survey? * 

o I am currently in a project that has successfully adopted Agile 

o I am currently in a project that is trying to be more Agile Rework 

o I am currently in a project that is trying to go back to traditional approaches (Agile has 

not worked) 

o  I am currently in an unsuccessful Agile project but do not want to go back to the 

traditional approach either 

o Other:  

 

Q2. What is your job title? * 

 

Q3. How long have you been working for Volvo Group? * 

o Less than one year 

o One to three years 

o Three to five years 

o More than five years 

 

Q4. How long have you been working with Agile? In how many projects? * 
 One project Two to dour project More than four project 

Less than one year    

One to three year    

More than three year    

 

------------------------------------------------- Agile in Volvo Group - page 2----------------------------------------- 
Q5. How have you learnt about Agile? *  
Please select all that apply 

o Self-studying 

o Volvo courses 

o Experiences in previous employment 

o Other: 

 
Q6. How do you scale your first encounter with Agile within the Volvo Group? * 

Please define your answer by a scale from 1 (not good at all) - 6 (really good) 

 

Q7. What has been missed by the Volvo Group when introducing Agile to the organisation?* 

o Pilot project on adopting Agile 

o Proper mandatory rollout and training 

o Lessons learnt from other project in Agile 

o More support from methodology department 

o More training courses 

o Other: 

 

Q8. How do you scale Volvo Group’s support on adopting Agile? * 

Please define your answer by a scale from 1 (not supportive at all) - 6 (really supportive) 
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Q9. How do you scale Volvo Group’s guideline documents on adopting Agile? * 

Please define your answer by a scale from 1 (not helpful at all) - 6 (really helpful) 

 

------------------------------------------- Challenges in adopting Agile - page 3------------------------------------- 

Q10. What characteristic of Agile do you find the most challenging to adopt in Volvo 

Group? 

 

Q11. What do you think is the possible solution for the above challenge (previous question)? 

 

--------------------------------------- Challenges in adopting Agile - Cont. - page 4-------------------------------- 

Q12-24. How do you scale the difficulty of following challenges in Agile projects? * 

Please define your answer by a scale from 1 (not problematic) - 6 (really problematic) 

 

Q12. Communication between IT side and business side* 

Q13. Obtaining feedback from real end users* 

Q14. Estimating tasks* 

Q15. Distributed teams* 

Q16. Defining requirements and design solution for the product backlog* 

Q17. External dependencies* 

Q18. Frequent delivery* 

Q19. Convincing product owner about Agile’s flexible scope characteristic* 

Q20. Finding proper product owner that combines Agile knowledge with domain 

experience* 

Q21. Agile knowledge by people involved in project* 

Q22. Prioritising the requirements of different stakeholders within a single project* 

Q23. Organisational culture within Volvo Group* 

Q24. Availability of and access to different stakeholders* 

 

Q25. Any additional comment regarding the above challenges: 

 

--------------------------------------- Success factors in adopting Agile - page 5------------------------------------ 

Q26. What is the most significant success factor in adopting Agile from your point of view? 

 

----------------------------------- Success factors in adopting Agile - Cont. - page 6------------------------------- 
Q27-33. How do you scale the criticality of these factors on the success of an Agile project?* 

Please define your answer by a scale from 1 (Not at all important) - 6 (Extremely important)  
 
Q27.Good product owner* 

Q28. Early customer involvement * 

Q29. Good communication between different parts of project (IT, business, stakeholders) * 

Q30. Good pre-study on project* 

Q31. Acceptance of Agile by all parties involved in the project* 

Q32. Agile educated people* 

Q33. Continuous training and education during development* 

 

Q34. Any additional comment regarding above factors: 

 

--------------------------------------- Failure factors in adopting Agile - page 7------------------------------------ 

Q35. What is the most significant failure factor in adopting Agile from your point of view? 
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Q36. What do you think is the possible solution for the above failure factor (previous 

question)? 

 

--------------------------------- Failure factors in adopting Agile - Cont. - page 8--------------------------------- 

Q37-41. How do you scale the criticality of these factors on the failure of an Agile project? * 

Please define your answer by a scale from 1 (Not threat) to 6 (Really threat) 

 

Q37. Perspective mismatch between the business side and the IT side of and Agile project* 

Q38. Lack of support from Volvo Group* 

Q39. Agile adoption restricted to IT side* 

Q40. Forgetting to apply the continuous improvement* 

Q41. Resistance to change * 

 

Q42. Any additional comment regarding above factors: 

 

---------------------------------------------------- Suggestions - page 9-------------------------------------------------- 

Q43. How can Volvo Group help to improve the use of Agile? 

 

Q44. Please add any other suggestions regarding adopting Agile in Volvo Group. 
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Appendix 6: Questionnaire result 

1. How are you answering this survey? * 

# Answer   
 

Response % 

1 
I am currently in a project that has successfully adopted 
Agile 

  
 

10 34% 

2 I am currently in a project that is trying to be more Agile   
 

11 38% 

3 
I am currently in a project that trying to go back to 
traditional approaches (Agile has not worked) 

  
 

1 3% 

4 
I am currently in an unsuccessful Agile project but do not 
want to go back to traditional approach either 

  
 

0 0% 

5 Other   
 

7 24% 

 Total  29 100% 

 

2.  What is your job title? * 

Text Response  

CPM 
Senior Project Manager, Delivery Quality 
Manager 

IT PM Project manager 
Senior Project Manager Project Manager 
Project Manager Project Manager 
project manager IT Project Manager 
Project Manager IT Project manager 
Project Manager ITPM 
Project manager Senior Project Manager 
ITPM/CPM Senior Project Manager 
Project Manager Project Manager 
Customer Project Manager Project Manager 
Project Manager project manager 
Project Manager Project Manager 
Project Manager  
Senior project manager  
Project Manager  
Statistic Value 
Total Responses 29 

 
 

Other 

Hi, we work with Infrastructure service enhancements, its high level delivery drops. It's not Agile by definition 
like 3 weeks sprints, Scrum master etc.  But we have requirements prioritized by the stakeholders and then we 
deliver according to that list. We package prio 1 requirements in first drop etc. we have 2-4 month delivery 
cycles due to the nature of the service. We need negotiations with vendor etc. and that take time. 

I am currently in another role but has worked with Agile development in previous projects. 

Has been in Projects that has successfully adopted Agile 

Project Office 

I'm currently in a project where we are planning to work Agile, but with very little experience within the team 

My current assignment is not a project as such 

I am not in a project 
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3.  How long have you been working for Volvo Group? * 

# Answer   
 

Response % 

1 
Less than 
one year 

  
 

0 0% 

2 
One to 
three years 

  
 

4 14% 

3 
Three to 
five years 

  
 

8 28% 

4 
More than 
five years 

  
 

17 59% 

 Total  29 100% 

 

4.  How long have you been working with Agile? In how many projects? * 

# Question 
One 

project 
Two to four 

projects 
More than 

four projects 
Total 

Responses 
Mean 

1 
Less than one 
year 

4 1 0 5 1.20 

2 
One to three 
years 

2 10 1 13 1.92 

3 
More than 
three years 

0 6 5 11 2.45 

Statistic Value 

Total Responses 29 

 

5.  How have you learnt about Agile? * Please select all that apply 

# Answer   
 

Response % 

1 Self-studying   
 

15 52% 
2 Volvo courses   

 

22 76% 

3 
Experiences in previous 
employment 

  
 

6 21% 

4 Other   
 

6 21% 
 

Other 

One-to-one sessions & learning from Supplier involved in the project 
DRS Coaching 
On the job 
External courses 
Learning from colleagues 
Colleagues 
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6. How do you scale your first encounter with Agile within the Volvo Group? * 

Please define your answer by a scale from 1 to 6 

 

 

 

 

 

 

 

 

 

 

 

Total  29 100% 
 

7.  What has been missed by the Volvo Group when introducing Agile to the 

organisation? * Please select all that apply 

# Answer   
 

Response % 

1 
Pilot project on 
adopting Agile 

  
 

5 17% 

2 
Proper mandatory 
rollout and training 

  
 

12 41% 

3 
Lesson learnt from 
other projects in 
Agile 

  
 

11 38% 

4 
More support from 
methodology 
department 

  
 

12 41% 

5 
More training 
courses 

  
 

5 17% 

6 Other   
 

13 45% 

7 
Nothing, It 
introduced properly 

  
 

1 3% 

 
 

Other 
Focusing too much on IT, not involving business enough 
Making sure the business steering committee has attended Agile courses 
How to use it in practice 
more lean approach - the current framework & methodology is too complex ... The trainers has been too much abstract - too far away 
from the reality (I am running project within I&O- organisation) 
ISDGP is still a waterfall method...so I consider the Volvo way is not 100% Agile. I would like support in the model for Budget 
alignments to the sprints ....like split the FDCG in to several sprints .even if you say that you work Agile the FDCG gate is still waterfall .I 
think that we would gain some speed on that 
Mismatch in project control and project methodology 
Mind-set not adopted throughout the organisation. 
Too much focus on IT being Agile, without having the business organisations understand the concepts 
Involving the business. It projects could never be truly Agile if the business doesn’t want or know how to work in an Agile way. 
How to combine it with the Project Method, which is more water fall 
Adapting our IS-GPD4IT method to support Agile wow 
Not adopting current model to work efficiently with Agile approach 
Not introduced on a satisfying way on business side 
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8.  How do you scale Volvo Group’s support on adopting Agile? * 

Please define your answer by a scale from 1 to 6 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Total  29 100% 
 

9. How do you scale Volvo Group’s guideline documents on using Agile? * Please 

define your answer by a scale from 1 to 6 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 

Total  29 100% 

0

2

4

6

8

10

12

14

16

18

20

0 1 2 3 4 5 6

R
es

p
o

n
d

en
ts

Scale

0

2

4

6

8

10

12

14

16

18

20

0 1 2 3 4 5 6

R
es

p
o

n
d

en
ts

Scale



Appendices 

 

87 

 

10.  What characteristic of Agile do you find the most challenging to adopt in Volvo Group?  

Text Response 
To involve all parts in working with this. E.g. backlog owner (correct title?) is almost the most important role, it is sometimes left to 
somebody that doesn't have so much to do, not the ones that really understand. 
Cut back on documentation 
How to be Agile in the early phase of a project 
We are too "locked in" in "traditional IT” & mind-set. We must be more adoptive to the future paradigm shift, which already is here, 
e.g. Cloud Services. New services enable totally new user experience and new services available. This impact everything, applications, 
services & Infrastructure services. There is a big need for more visionary leadership and that we adopt and move in the new IT echo 
system. This also impact the way of working, driving project and adopt to Agile way of working... 
As I said in the previous bullet, ISDGP is still a waterfall method with Agile flavour. It's not an Agile working method. 
? 
To manage the Agile methodology with a project control model which is developed for waterfall 
All specified gate deliverables in IS-GDP pulls you towards the waterfall method......hard to combine IS-GDP with Agile approach. The 
customer wants to know before start what to get within a specified time and cost frame. Agile approach can only be fully adopted 
within the sprints. 
Scrum methodology, especially when implementing a COTS application where Volvo has no control over development. 
Having a strong Product owner on Business side, which knows the Agile way of working. Business side is often relying very much on 
the IT-side to cope themselves when having IT-Projects. This is a challenge in Agile Projects, when the Product owner should be 
apparent in the work. 
Self-organizing team, individual responsibility for the Team's deliveries 
Both business and IT must adopt to Agile for it to work 
The importance of always prioritization and always do the most important. This is a struggle for some delivery units. 
How to track requirements, user interface... 
Making the customer understand that working Agile will mean that we can't know everything when starting the development, 
because everything has not been analyzed in detail and all planning is not there at the beginning.  Steering committees has 
historically been used to get a detailed cost estimate (often proved to be wrong) for the project and a detailed scope, working true 
Agile we can give an indication of what the project will cost and we will be able to let the customer (product owner) be part of how 
we prioritize the development and how the scope evolves during the project. The Agile mind-set has been more adapted on the 
business side now but I believe introducing Agile way of working demands that all parties involved in the process needs to be 
trained, probably all members of  steering committees should get some sort of training to be certified to participate in Agile projects. 
The Volvo yearly budget and the approval of project budgets do not fit Agile way of working with less precision on backlog items 
which will be done later in the project. In practice, Volvo demand high precision on time and cost for the full project which is still 
waterfall. To get the organisation to understand the two Agile cornerstones of handling scope/budget and to understand what it 
takes to own the prioritization of the backlog, i.e. daily/weekly engagement. 
To work Agile from business requirement to delivery of a project or system. Business does normally not work in an Agile way. The 
complex structure of the systems and integrations and the dependencies between. Sometimes the projects or systems cannot work 
or deliver Agile because the infrastructure team or integrations and dependencies to other systems force them to work in another 
way. Still Volvo globally plan for four release per year for most of the systems and then you cannot deliver for example according to 
preferred way by VPS4IT or normal Scrum. 
To combine the Project methodology we have with Agile. 
Acceptance from the receiving side 
- An understanding in the steering groups of the time box and cost limit. Steering groups are still in the mind-set of a fixed scope at 
FDCG with +-10% in cost and time. - Product owners that really push for Agile planning, Sprint planning 
That the IS-GDP4IT doesn't support the Agile way of working properly. It’s a waterfall method that you have tried to squeeze Agile 
into... 
Working Agile in a world with methods for a waterfall way of working 
One week sprints. 
The alignment of some deliverables at gates according to ISGDP-4IT which conflicts with the Agile approach it IT development. 
Co-located teams, welcome change in the requirements, prioritize requirements 
Acceptance and commitment from business side 
Test-driven PBL.   

 
Statistic Value 
Total Responses 26 
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11.  What do you think is the possible solution for the above challenge (Previous 

question)? 

Text Response 
Have the right persons prioritized and let them have the time needed for this important task 
process changes and less reviews 
The  Business people need training how to work 
Create a new lean "greenfield" approach for a smaller team to start the new way of working, 
create some success stories, and be ambassadors for the new era, which already is here! 
Redesign the ISGDP to support full Agile way of working. Requirements are prioritized but they 
should also be possible to align with a bucket of money. Split up the FDCG in to many iterations ,  It 
should be possible to align each sprint with budget constraints etc. 
? 
Adopt control model 
Be more clear about what Agile means at Volvo, and how it should be combined with IS-GDP(4IT) 
Provide Agile Ways of Working for different kinds of projects, like: * IT-development being done in-
house * IT-development being done by vendor (COTS application) * IT-development being done 
both by vendor and in-house (COTS application with Volvo customizations) 
Specific training, material to educate Business side in Agile, specific support to Product owners. 
More individual coaching and support. 
training to change mind-set of steering committee members 
Work on changing the mind-set of the organisation. Focusing more on transparency, prioritization 
and so on throughout the organisation. 
Really try it works in a pilot before implementing all over ITS 
A proper rollout of how to work and include business side in necessary training.   Also the way of 
working with projects and application portfolio budgets probably need some rethinking.   Project 
scopes are very focused instead of having an evolution approach were we can release a system 
with most of the functionality required and from that work on continuous improvements in 
runtime. Often the case is that the project scope increase because everything needs to be included 
in the first release because there is not the trust that there will be money for implementing it later. 
I think we need to work on changing this mind-set so that we can get systems delivered earlier so 
that the business can benefit from them. 
Education and support in ongoing projects. Both are lacking today. I have seen this both in  own 
project but also working in a central position in project office, where we support projects and do 
quality assurance work on all IT projects. 
Not only focusing on IT solutions and Scrum and Agile way of work within IT but also on the 
business side. The requirement need to be worked on in an Agile way. The business that order a 
project need to understand the roles needed in an Agile project and take that into account in the 
cost. 
Change of mind set and of Project Methodology process 
From management make sure everybody  knows this is the way we work 
- Better and more training for starring groups and product owners - Evaluation of steering group 
work - KPIs on steering groups that correspond to the Agile agreement - compulsory to appoint 
one single product owner before opening any gate 
properly adopt the method if Agile is the appointed way forward within the project handbook 
Change the methods 
Longer sprints since shorter sprints doesn't fit well with our internal organisation and stakeholder 
structure and in my view isn't the optimal length to be productive. 
In ISGDP4IT you are measured on the accordance of what is signed off at FDCG, and no 
development should start before FDCG...creates a conflicting situation. 
More awareness on business and management side 
More firm directions from Volvo directors 
Learn from other projects and support from DRT 
Statistic Value 
Total Responses 27 
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12 to 24.  How do you scale the difficulty of following challenges in Agile 

projects? *Please define your answer by a scale from 1 to 6 
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Q13 Obtaining feedback from end users
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Q16 Defining requirements and define solutions for 
the product backlog



Appendices 

 

90 

 

 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

0
2
4
6
8

10
12
14
16
18
20

0 1 2 3 4 5 6

R
es

p
o

n
d

en
ts

Scale

Q20 Finding proper product owner that combines 
Agile knowledge with domain experience
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Q19 Convincing Product Owner about Agile’s flexible 
scope characteristic
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Q21 Agile knowledge by people involved in project
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Q22 Prioritizing the requirements of different 
stakeholders within a single project
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Q23 Organizational culture within Volvo Group
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25.  Any additional comment regarding above challenges? 

Text Response 
We as an organisation are still stocked in the traditional way of working and in "traditional/legal 
IT", vision, training, revitalization of mind-set needed ... 
Volvo as company has a budget process culture ....like summer time the budget process start for 
next year. If you run a project the organisation line rasp ask how much money you need next year.  
They don't consider that you run a project and that you don't yet have the requirement and don't 
know yet what to deliver. 
There could be better guidance for when Agile is the best approach and when more traditional 
approach is more feasible 
Challenges can be met by planning and defining activities to minimize negative impact and give 
more positive impact. Introduction of VPS4IT impacted on my last project and "disturbed" the Agile 
way of working in the project - focus was lost as new way of working was introduced. 
Every project and it's surrounding environment, stakeholders, dependencies etc. are different so in 
different projects the challenges within above areas will differ. 
How to get VPS4IT methodology to work together with for instance Scrum that is the preferred 
Agile approach? - This is clearly not working today, VPS4IT has from a project perspective just 
created a lot of extra work for the projects. Perhaps one should consider if Kanban would work 
better together with VPS4IT? 
Lack of competent resources and Product owners has been very challenging 
Challenge to get key members to understand what Agile method is. It's not a "quick and dirty" way 
of working and pushing difficult decisions to future. 
Implementing Agile mind-set in the steering committees 

 

Statistic Value 
Total Responses 9 
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26.  What is the most significant success factor in adopting Agile from your point of 

view?  

Text Response 
Use it where it should be used. It is not suited for all kind of projects, e.g. upgrade of bought 
solutions, where everything really needs to be done and in a certain order to make it possible to 
finalize the project 
Quick small deliveries secure value even if the project is freeze of closed down 
Frequent deliveries with the customer involved early 
Lean approach 
Convert the ISDGP to Agile method not only a waterfall method with Agile plug in. As long as the 
ISGDP is a waterfall method the transition will go slow 
That the team see this as a good way of working and understand the way of working. 
Project members not being involved in other projects or MA. It is almost impossible to time 
estimate tasks and cycles, when users have other assignments as well.  Working with teams that is 
all located in the same place. 
If we deliver better quality products in the end 
create a buy in from the customer 
Better and more frequent communication between business and IT 
Making all Agile procedures part of the everyday life in the Project. Roles, meetings etc.  Open 
communication and to create a good team spirit. 
Committed people that has accepted the idea of Agile way of working. 
someone in the team really believing in Agile and coaching the others and support from 
management 
Ensuring customer is committed and is prioritizing to participate and be involved when needed 
(which can be a lot). 
To have a well done pilot so we know it´s working before decision to implement Agile way of 
working 
Make sure all key stakeholders are onboard and have the proper understanding of how the project 
will be executed and led. Make sure all key roles are in place for the development method and 
project approach that you chose to utilize. Important to specify your prerequisites to successfully 
deliver the project. 
The mind-set of the team you have for the Agile / SCRUM work. 
More efficient and defined way of work. Shorter lead time from demand from business to 
delivered solution gives higher business value. 
Visibility, quick feedback, doing the right thing. More fun to work. 
Acceptance from all involved 
An understanding from top management and steering groups otherwise projects continuously 
needs to defend the chosen project approach. 
A good understanding within the team and with Business on the way of working 
To have a good tool. As a TFS Scrum board with sprint planning 
A Product Owner that is available and can take decisions without having to ask around. 
Change of mind-set and methods that actually works well with Agile approaches 
I can't point out one factor 
Get the stakeholders to drive the change 
Good mix of people 

 

Statistic Value 
Total Responses 28 
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27 to 33.  How do you scale the criticality of these factors on success of an Agile 

project? * Please define your answer by a scale from 1 to 6 
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Q27 Good product owner
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Q29 Good communication between different part of 
project (IT, business, stakeholders)

0
2
4
6
8

10
12
14
16
18
20

0 1 2 3 4 5 6

R
es

p
o

n
d

en
ts

Scale

Q28 Early involvement customer
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Q30 Good pre-study on project
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Q31 Acceptance of Agile by all parties involved in the 
project
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Q32 Agile educated people
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development
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34.  Any additional comment regarding above factors? 

Text Response 
Important that business understand that it’s a risk to add more functionality in end of project. Test can be affected and 
performance and this will deploy delivery. It´s not only development time to plan. 
There is often the misunderstanding that working Agile does not require much of a restudy, I believe that it is still really 
important to know what we want to achieve(a clear vision) with a new system or process but we don't need to specify 
all the "how to" from the beginning.  An Agile project with poor preparation work can be very expensive. Having a lot 
of developers onboard not knowing what to do is expensive. 
You get the best training when doing an Agile project. If you have one skilled in Agile in the project that will build up 
the whole team and provide good on-the-job-training. 

 
 

5.  What is the most significant failure factor in adopting Agile from your point of 

view?  
Text Response 
When it is used as an excuse of not knowing what you are doing.... When it is used in big programs, where there is no 'top 
product owner' and the different ingoing part projects prioritize what is important to them, not to the final solution with all 
involved part projects 
do not see any failures 
Not clear requirements/changing requirements 
we have not enough knowledge how to run project and when it's feasible to do use Agile approach 
as I have said before , you as PM interact with other part of the company that has other way of working 
To get other tasks into the sprints. 
Team is working with several assignments 
Lack of understanding and interest of changing attitude 
if you don't get buy in on the idea of Agile from the customer 
Too complex SCRUM methodology with too short sprints is too big of a challenge for both business and IT when you have 
worked in waterfall your whole career. 
Resources are not committed to the new way of working, planning/re-planning and delivering. 
Lack of a proper Product Owner with time and understanding of the mission 
By not having enough involved product owner, lacking communication and not keeping transparency. 
To add more functionality in end of project. 
Everyone in the project needs to be onboard, from steering committee to every developer. Working Agile demands 
commitment from business, you need answers on questions ongoing on daily basis, demos, continuous verification from 
business to make sure we do the right things.  To be able to commit to a scope and time plan you need to think through 
what is required to do so. If the preconditions are not there you will probably fail. 
Lack of understanding between stakeholders, i.e.  How we estimate the backlog items. What the Agile way of working 
actually means in the daily jobs go e.g. the product owner. They are not used to need to engage all along a project. 
Not a common understanding in the team how to work Agile both IT and business. Hard to change existing way of work in a 
large organisation. 
Lack of availability of the Product Owner. Lack of understanding from Management. 
Skipping steps/meetings to save time 
- Steering group not accepting Agile approach - Product owner not taking part in Sprint Planning 
Lack of training resources 
Misunderstanding what Agile method is 
A Product Owner that is unsecure and doesn't have the mandate to decide. 
Not really considering in which situation it is suitable, and in which it is not. 
Thinking that you have implemented Agile, when you really haven't 
No commitment and understanding from all parts 
Estimation  

Statistic Value 
Total Responses 3 

Statistic Value 
Total Responses 27 
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36.  What do you think is the possible solution for the above failure factor 

(Question 35)? 

Text Response 
To have a 'top product owner' who has the role of only talking to the different part projects to 
secure the final solution. 
A project should not start until requirements are agreed between stakeholders 
continue to work Agile and transform all company way of working to support Agile projects 
Get all team members for 100% (during development) and located together. 
Continue communicate about Agile methodology and communicate best practice examples 
To inform the customer on how you plan to adopt the Agile way of working 
Better training and rollout of Agile ways of working with good reference projects that can pinpoint 
success factors. 
Training on Business side (Product owner, Steering committee, stakeholders, Management) 
Be transparent. Involve the product owner and customer. 
IT education 
Commitment from business and training. 
To transfer the Volvo Group to understand and adopt so that Agile processes can be implemented 
fully. 
Education and global initiative from Volvo to demand a changed way of work. 
Communication to management to get the understanding of the processes 
- Use the waterfall approach or have the opportunity to change steering group - Put clear 
requirements on product owners what is expected from them, perhaps product owner should be a 
role in the Volvo organisation, just as project manager, etc... 
Training and coaching 
LL and to be beter and beter "Rom byggdes inte på en dag" 
A Product Owner that is available and can take decisions without having to ask around. 
More training 
Consistent teams 

 

Statistic Value 
Total Responses 20 
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37to 41.  How do you scale the criticality of these factors on the failure of an Agile 

project? * Please define your answer by a scale from 1 to 6 
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Q37 perspective mismatch between the business side 
and the IT side of an Agile project
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Q38 Lack of support from Volvo Group
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Q39 Agile adoption restricted to IT side
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Q41 Resistance to change
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42.  How can Volvo Group help to improve the use of Agile? 

Text Response 
As mentioned before, not insist in working Agile in ALL projects. 
be truly Agile 
It must be clear how to use Agile together with the project control model, how can you be Agile in each phase 
Vision, training, show good examples & success stories 
In VPS4IT coaches were assigned to the MA team. Maybe if a coach/mentor would be assigned to the project 
and some kind of Quality Assurance review of the project focusing on Agile was done. Now I think that it is 
very different ways of working in Agile, which also gives that next time you participate in an Agile project the 
knowledge is totally different by the Project members. 
cleared guidance on how Agile should be used - from control model to tools 
Offer trainings and support to Projects. 
Show more good examples of both small and large projects successfully using Agile methods. Show more 
practical examples of how it was done - mistakes, problems, solutions. Show what support we can get to make 
it happen. 
Scrum Master as a job Scrum Master certification Training for all in Volvo Group 
Proper rollout both on business and IT side, be better on share good examples.  There is a lot of theory but 
make sure to distribute how to work in practice and make sure there is trained people for the different roles.  
For instance Scrum master is a role that many times someone that has not proper training will take. 
Show good examples. Work with education. Involve business 
Don't know, For me it has worked well 
- Introduce KPIs that measure Agile progress in projects - Educate steering groups - Identify product owners in 
the organisation 
Good methods 
Ensure Product Owners that are available and can take decisions without having to ask around. 
Make sure people are educated enough. Give good support to project on this. Maybe when starting up a 
project have a review check in how/if this project is suitable for an Agile work approach, and help with 
adopting when it is not. Make sure everyone buys in on the change, not just a part of the project. 
More awareness and knowledge in management organisation 
Already answered that 

 

43.  Please add any other suggestions regarding adopting Agile in Volvo Group. 

Text Response 
Nothing more to add 
VPS4IT and how that impacts on Agile project work. At least I'm confused on how projects can 
improve on working with resources partially committed to VPS4IT swim lane work (based on 
role/job?) and partially committed to project work (based on specific Product Backlog items and 
project plan) 
Possibility to develop without Agile when needed. For ex when implementing a new user interface, 
it´s not possible to deliver a part of it. 
Important to look into surrounding processes to see if they support an Agile way of working. 
Continuous releases should be supported, if we can release value for business early that should be 
supported. 
Perhaps the current project gate model should be changed to a new gate model that is more 
adapted to Agile progress in projects. Unfortunately to many people in Volvo are stuck in the 
waterfall mind-set of DG,FDCG,UL,RG etc. 
One week sprints is not effective. It's an academic view that doesn't take real life complexity into 
full account. 
Statistic Value 
Total Responses 6 

   

Statistic Value 
Total Responses 18 
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Appendix 7: DSDM & PRINCE2 

Combining development and project management methods – DSDM & 

PRINCE2 

A common combination of a development method and a project management 
method in large-scale organisations is the use of the Dynamic Systems 
Development Method (DSDM) in combination with Projects in a Controlled 
Environment (PRINCE2). Koutsoumpos & Marinelarena (2014, p. 13) studied 
different practices and combinations of Agile methodologies and software process 
improvement maturity models. They mentioned DSDM and PRINCE2 as a 
coherent combination, the first applying Agility properly and the second providing 
the control (Koutsoumpos & Marinelarena, 2014, p. 13). Richards (2013, p. 3) also 
defined this combination as a safe and effective way of implementing an Agile 
approach. Griffiths et al. (2000, p. 4) using a task Group of DSDM with 
PRINCE2,  also noted that these two methodology have a complementary nature 
that makes them a suitable combination for an organisation to adopt. 

Next we briefly describe DSDM and PRINCE2 and then consider their 
combination. 

 

DSDM 

DSDM is an Agile project delivery framework which is mainly used as a software 
development method. “It is a framework which embodies much of the current 
knowledge about project management.” (Verma & Gupta, 2014, p. 4).  

According to Richards (2013, p. 4) the DSDM objective is about delivering the 
right solution which addresses the real benefits of the business or the customer at 
the right time. DSDM aims for this objective while making sure that the project 
remains strategically aligned (Richards, 2013, p. 4).  

DSDM has a flexible life cycle and provides good visibility of progress since it 
incorporates product delivery at each stage. Also, the frequently delivery 
characteristic of DSDM helps to monitor the project properly. The principle that 
testing is performed throughout the lifecycle is a special characteristic of DSDM 
that separates it from many other development approaches (Griffiths, et al., 2000, 
pp. 4,5). 

The DSDM philosophy and mind-set is rooted in eight guiding principles which 
were redefined in 2007: Focus on the business need, deliver on time, collaborate, 
never compromise quality, build incrementally from firm foundations, develop 
iteratively, communicate continuously and clearly, and demonstrate control 
(Richards, 2013, p. 5). 

In addition, DSDM provides a tool that helps to determine the suitability of the 
DSDM framework to the characteristic of the project under consideration. This 
tool (DSDM suitability filter) is a simple questionnaire (Table 6) that attempts to 
highlight the risk factors of the project (DSDM Consortium, 2008). 
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Table 6: DSDM suitability filter 

 

 

 

 

N
u
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Risk factors Comments 

1 

Does the sponsor/senior management 
understand and accept the DSDM 
philosophy? 

Buy-in to the approach is essential. 

2 

Will the team members be empowered to 
make decisions on behalf of their 
communities? 

An essential feature for DSDM. 

3 
Is there senior user commitment to provide 
end user involvement? 

Identify whether there is a clearly defined and 
empowered user group and the commitment for 
them to be fully involved in the development 
process. 

4 
Can the organisation accommodate the 
frequent delivery of increments? 

Configuration and Release Management procedures 
are required. The business areas will need to have 
incremental training, etc. 

5 
Will it be possible for the developers to have 
access to the users throughout the project? 

Do they need to collocate or will a lower level of 
involvement be sufficient? 

6 
Will the development team(s) remain the 
same throughout the project? 

The stability of the team including the user 
representatives is important. 

7 
Will the development team have the 
appropriate skills? 

These include technical skills, knowledge of the 
business area and interpersonal skills. 

8 
Will the individual development teams 
consist of six people or less? 

Teams should contain no more than six people 
including users. 

9 
Is there a supportive commercial 
relationship? 

Between the IT development staff and the users 
and between the organisation / project team and 
third parties. 

10 
Will the project use technology suitable for 
prototyping? 

The development platform needs to allow for 
iterative and where necessary reversible 
development. 

11 
Is there a highly demonstrable user 
interface? 

Screens, reports, file prints etc. 

12 Is there clear ownership? 
Is there a champion who will progress political 
issues and ensure resources are provided? Is there a 
clearly defined user group? 

13 
Will the development be computationally 
non-complex? 

The more complex the development the greater the 
risks involved. 

14 
Can the solution be developed in increments 
if required? 

80:20 solution, i.e. releases deliver some benefits 
early. If large, it possesses the capability of being 
split into smaller components 

15 Has the development a fixed timescale? 
Is the solution needed quickly? Is it business 
critical? 

16 Can the requirements be prioritised? 
Can the MoSCoW rules be applied? Cannot only 
have "must haves" 
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PRINCE2 

PRINCE2 is a controlled and structured method of project management. It aims 
to provide a common method for organisations to address their business change. 
PRINCE2 is flexible, scalable and applicable to different kinds of situations or 
projects (Richards, 2007, p. 8). 

Hinde (2012) believes that PRINCE2 is a best-practice project management 
method. It is one of the most widely adopted approaches in the world, with over 
50 different countries using it currently. Hinde explains that “PRINCE2 provides 
a solid, tested, structured approach for the project management team to decide on 
the way forward” and indicates that it is consistent with the uncertain and 
unpredictable world of managing projects (Hinde, 2012). 

According to the DSDM with PRINCE2 Task Group (2000, p. 4), the PRINCE2 
philosophy is to have visible control over projects. It controls projects with an 
organised start, middle, and end; and it provides a number of different 
management stages for each project, which gives flexible event-driven review and 
decision points (Griffiths, et al., 2000, p. 4). 

 

DSDM with PRINCE2  

Richards (2013, p. 3) mentioned in his paper that combing PRINCE2 with DSDM 
is not just about giving PRINCE2 as a project management method an Agile 
capability for development. It lets Agile happen within a disciplined and controlled 
manner in organisations with a strong management structure (Richards, 2013, p. 
3). 

The DSDM with PRINCE2 Task Group (2000, pp. 2,5) believes that, although 
the dynamic characteristic of DSDM and the controlled characteristic of 
PRINCE2 seem to be in conflict, the truth is that these two methods are 
complementary. Figure 16, shows the overlapped or specific elements of each 
method. Griffiths et al. (2000, p. 5) defined a general approach for combining 
PRINCE2 and DSDM where there is no overlap between them: the development 
related issues are addressed by DSDM and project management related issues 
should be addressed by PRINCE2. They believe that this approach creates a 
synergy between the two methods which results in a dynamic and controlled 
successful project outcome (Griffiths, et al., 2000, pp. 2,5). 
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Figure 16: PRINCE2 and DSDM positioning (Griffiths, et al., 2000) 
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9 Glossary 

 
Traditional approaches 

 The plan-driven traditional way of developing software 
 
Challenges 

The difficulties and obstacles that occur in the projects 
and can be address to be less problematic or solved. 
 

Success factors 
The factors which guarantee the success of adopting 
Agile. 
 

Failure factors 
The factors which cause failure in adopting Agile. 
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