
How fragile is your Agile?
Six common pitfalls facing  
Agile project teams
Digital disruption continues to reshape the competitive 
landscape. Organisations are increasingly required 
to develop rapid cost-efficiencies and technological 
enhancements in order to stay competitive. This means 
that projects are becoming ever more characterised by 
greater uncertainty and the need to show wins within a 
short timeframe.

Agile project management methodologies have become 
far more commonplace in recent years because they offer 
a way to cope with uncertainty while targeting iterative 
gains. Project requirements and solutions evolve through 
collaboration between self-organizing, cross functional 
teams. However, the constantly changing nature of agile 
projects brings about a unique set of risks which need to 
be managed. Here are six common pitfalls that we have 
seen our clients face in their Agile projects:
•	 Using Agile when the project is not suitable. Agile 

principles can be applied to most projects, but are 
particularly appropriate where requirements are fluid 
or unclear, timelines are aggressive and where project 
teams can work physically close to their business client. 
Conversely Agile may not be the best choice where 
strict formal requirements exist.

•	 Not sticking to Agile principles. You need project 
team members who are fully trained and experienced 
in the use of Agile and who understand how to apply 
Agile principles appropriately. The classic example of a 
‘fake’ Agile project is one in which Agile terms are used, 
but the project is run like a waterfall project with design 
and build in different phases.

•	 Reducing governance and oversight. Project 
managers have been known to claim that Agile projects 
reduce the need for formal governance processes. 
The opposite is true: less clarity around direction and 
requirements mean that the project governing body 
needs a greater degree of input and oversight than 
usual. The expected benefits and the project’s ability 
to deliver on them must be continually reassessed. 
Sponsors and steering group members will themselves 
need an understanding of Agile to effectively oversee 
the project.

•	 A break in the flow of requirements. The reduced 
focus on maintaining artefacts and informal tracking 
methods can disrupt the flow of requirements through 
to design, build, testing and implementation. Emphasis 
must be placed on ensuring that the integrity of these 
links is maintained.

•	 Bypassing change management processes. New 
requirements must be channelled through an adequate 
change approval process, as for any project. While 
product owners directly interact with developers, they 
cannot be permitted to bypass established change 
management processes.

•	 Poor or non-existent forecasting. Schedules and 
budgets must be agreed, reviewed and updated. The 
implementation of ‘pull’ systems of task loading (e.g. 
JIT/Kanban) does not negate the need to create and 
maintain forecasts.

While it’s possible to run a large transformation using an 
agile methodology, risks must be carefully managed to 
ensure that a quality outcome is still achieved. Contact one 
of our practitioners to chat about your agile transformation 
and our tailored assurance approach.
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Waterfall projects create artefacts to evidence processes, so project assurance in these projects typically operates in a 
review role. Agile projects, however, tend to use more fluid, undocumented methods of organisation, such as through 
whiteboards or a flow of post-it notes. This means that project assurance practitioners have needed to become more 
nimble in their approach to these projects.

For a recent client project, we participated in daily Scrum standups and grooming sessions, and provided feedback 
directly to project teams. While we provided a Project Assurance Plan at the beginning and a final report at the end,  
we focussed less on formal reporting to the project board and more on pointed one-on-one feedback. The more 
involved role of QA also means that the QA team must be well versed on the change subject matter. We regularly draw 
on specialists in data analytics, compliance, financial modelling and actuarial science to supplement our project  
assurance experts.

Deloitte Australia’s team of 30 core project 
assurance specialists is supported by individual 
subject matter experts across a broad range of 
products and industries. Our comprehensive 
methodology, highly experienced team and project 
benchmarking capability highlight us as leaders 
in this field. We have worked with our extended 
international team on complex international 
projects across Europe, Asia, the Americas and  
the Middle East.


