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Abstract 
IT industry looks for evolutionary development in software development process. As a result, 

organizations focus on early and continuous delivery of valuable software to stakeholders, and 

utilizing feedback from the stakeholders to improve the quality of the product. The traditional 

methodologies have been a mainstay in software development for more than 30 years, even 

though the iterative and the incremental approaches in agile methodology gained more space 

in the software development industry. The Scrum method is the most commonly used agile 

methodology, and it is a simple framework for effective team collaboration on complex 

projects. Yet, challenges and issues exist in software development projects using the Scrum 

method. This research study aimed to examine the challenges and issues associated with 

applying Scrum in software development projects. This study was based on a single case study 

method as a form of qualitative research. The data was collected through interviews with 

participants and key informants from a software development company, called Financial-IT. 

Finally the paper concludes that, using the Scrum method in software development projects 

has its own limitations and challenges moreover the way the organization is using the method 

in their development projects are also creating issues. 

Keywords: Software development, agile, Scrum, case study 

1. Introduction 

A software development methodology is a framework which includes procedures, techniques, 

tools and documentation, and that control the process of developing an information system. 

Royce (1970), defined software development life cycle (SDLC) model introduced with the name 

waterfall model and he describes a serial method for managing software projects through five 

stages such as requirements, design, implementation, verification and maintenance. This 

methodology referred to as heavy weight methodologies or plan driven, includes waterfall, 

unified process and spiral. These heavy weight methodologies are used for a traditional way of 

developing software products. 

Traditional software development methods have high skills and rigidity, and due to that it 

becomes easy to manage in all kinds of projects. Each phase of this method is comprehensive 

and the requirements are much understandable (Ragunath et al., 2010). Even though, there are 

some limitations in the traditional methodology such as in traditional methods the scope 

adjustment during the life cycle can kill a project, also working software is not produced until 

the life cycle is complete. In addition, there is no backward during the development cycle in the 

sense that, in traditional methods there is a high risk for changing the requirements. Therefore, 

software development industry looks for evolutionary development in software development 

process. As a result, newer methodologies have started making an appearance in software 

projects. They do not focus on a long development cycle but rather on short iterations and they 

rely on close customer involvement. These types of methodologies are known as light weight 
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methodologies or agile methodologies. Agile methodologies generally promote a project 

management process that encourages stakeholder involvement, feedback, objective metrics and 

effective controls (Dyba & Dingsoyr, 2009). In addition, agile methodologies are not a single 

methodology; it is a group of software development methods based on iterative and incremental 

development approaches. Together with this, the methodology gives more importance for the 

collaboration and visibility thus it can provide a much richer and more rewarding experience for 

teams, to develop great software products. Two dominant methods in agile methodologies are 

extreme programming (XP) and Scrum. 

Project management provides tools, technologies to the organization in order to improve the 

ability to plan, implement and control activities also to improve the way in which it utilizes its 

people and resources (Meredith & Mantel, 2001). Project management methodologies are 

inevitable at every stage of the project development from the initiation, to the implementation 

and to the closure. The traditional methodologies have been a mainstay in software development 

for more than 30 years, even though the iterative and incremental approaches in agile 

methodology gained more space in the software development industry. “Agile Methods are 

creating a buzz in the software development community drawing their fair share of advocates 

and opponents” (Cohen et al., 2004). Today most of the companies are using agile 

methodologies to manage their software development projects. Adoption of agile systems 

development is increasing in the industry (Schwaber & Fichera, 2005). 

The new approach to systems development is based on both defined and black box process 

management, called Scrum (Takeuhi & Nonaka, 1986). Scrum is a leading agile development 

methodology; it allows the project team to focus on delivering highest business value in a 

shortest time. In addition, Scrum concentrates particularly on how to manage tasks within a 

team based development environment. Scrum is the most popular and widely adopted agile 

method. Scrum teams deliver products iteratively and incrementally, maximizing opportunities 

for feedback (Schwaber, 2011). The seventh annual “State of Agile Development” survey was 

conducted in 2012 and the result shown that, those who plan to implement agile development in 

future projects have increased from 59% last year to 83% this year. Furthermore, the result of 

eighth annual survey (2013), shown that more people are recognizing that the agile development 

is beneficial to business and  agile helps the organization to complete projects faster, with an 

11% increase over the last 2 years (VERSIONONE® Agile Made Easier). 

However, challenges and issues exist in adoption of methodologies. This is because of many 

project management methodologies used today are either wrong methodologies or they are not 

applied fully. There have been many research studies existing related to the challenges of using 

the Scrum method in software development projects. A study by Cho (2008), addressed the 

issues and challenges of agile software development with Scrum. Cockburn and Highsmith 

(2001), emphasis that the difficulties of conducting meetings with larger teams. Nerur et al 

(2005), detailed the challenges of migration to agile methodology. Nevertheless, there are 

limited studies on challenges when applying Scrum in software development projects.  
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Considering this gap, this study aimed to find the challenges and issues in relation to 

applying Scrum in software development projects. This study was based on a single case study 

research; a leading financial technology based product company was selected for this study. This 

company had adopted Scrum to tackle the issues and challenges in their software development 

projects. They have been adopted agility in their development projects for the past five years. In 

addition, two years back they started using Scrum method for both managerial and development 

processes. Yet, the organization still has challenges and issues in relation to applying Scrum. 

Therefore, this research study focused to find the answer for the below question: 

What are the challenges and issues facing the company in relation to applying Scrum? 

The data was collected through face to face interviews with participants and key informants 

from Financial-IT. The company runs projects for multinational clients and currently the teams 

are working with three Scrum projects including one internal project. 

The rest of the paper is organized as follows: Start with a background overview of agile 

methodology and Scrum. Together with this, previous empirical studies of general challenges 

and obstacles to use Scrum method in development projects are described. Next section is 

research design and method, which includes a detailed description of the context of the 

research, choice of method, data collection, and analysis of data. Further, result section contains 

the findings from the study and this is categorized into two sub sections. Finally the paper ends 

up with the discussion and conclusions. 

2. Related Research  
This section details on the background overview of agile methodology and Scrum method, 

including the benefits of using the Scrum method in projects. Furthermore, a review of existing 

research related to general challenges and obstacles to using Scrum method in development 

projects. 

2.1. Agile Methodology  
Every project is constrained in different manners by its scope, time, and cost goals (Schwalbe, 

2011). Organizations start the project with insufficient knowledge on the process and procedure 

to successfully handle it, and these kinds of projects did not meet the stakeholder’s expectations. 

Therefore Highsmith  (2000), has introduced a new concept for software development process 

called Adaptive Software Development (ASD). It is a collaborative approach for managing 

complex systems. The concept allow developers to "scale-up" rapid application development and 

extreme programming approaches for use on larger, more complex projects. Agile software 

development is promoting an adaptive paradigm. On February 2001, the Agile Alliance has 

introduced “The Agile Manifesto”; a condensed definition of the values and goals of agile 

software development (The Agile Manifesto, 2001). The Agile Alliance is an organization that 



 

4 
 

supports individuals and organizations who uses agile approaches to develop software. The 

principles of Agile Manifesto are as follows:  

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. 

 

Agile methodologies are not a single methodology; it is a group of software development 

methods based on iterative and incremental development approaches. The main difference 

between agile and tradition methodology is that agile is not only focusing on managing the triple 

constraints but also it encourages data-based, iterative decision making. In addition, agile 

methodology focuses on customer satisfaction and bug free products. According to 

Abrahamsson et al (2002), agile software development is characterized by four attributes such 

as incremental, cooperative, straightforward, and adaptive. Overall the methodology refers to 

software release with rapid developments and more collaboration and communication with 

customers, changing requirements throughout the development cycle. Additionally, it is more 

adaptive; with the ability to make and react to the last moment change. Agile methodology 

practices are friendlier towards the shifting priorities that are the fact of life in today’s fast-

paced, competitive organizations and because of this reason stakeholders are more satisfied with 

this process (Cohn, 2009). Agile methodology has created a faster growth in the software 

industry as well as it gives a faster development of improving the communication and 

collaboration in both inside agile team and with the customers. Extreme Programming (XP) and 

Scrum are the two dominant methods used in agile methodology. XP more concentrates on the 

development rather than managerial aspects of software projects. But Scrum method includes 

both Scrum management and Scrum development process. 

2.2 Scrum 
Scrum is a leading agile development methodology to use for managing and controlling iterative 

and incremental projects. Cockburn (2000), mentioned about agile software development series 

in his book. He stated that, Schwaber and Sutherland constructed the Scrum method in order to 

improve the product management and development process. Scrum is a simple low-overhead 
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The Scrum development process concentrates on managing sprints. Sprint is a basic unit of 

development, they are fixed time boxes. Typically the Scrum team takes 3 to 4 weeks for each 

sprint. At the end of each sprint a potentially releasable product increment will be created. A 

new sprint starts immediately after the conclusion of the previous sprint. The development team 

will stay the same for the next sprint. Each sprint encompasses the procedures for the 

development of the product and it consist of sprint planning, daily Scrum meeting, sprint review 

meeting and sprint retrospective. Other than the sprint itself, which is a container for all other 

events, each event in Scrum is a formal opportunity to inspect and adapt something (Schwaber 

& Sutherland, 2011). 

With Scrum every iteration start with sprint planning meeting; it is a collaborative meeting 

with the product owner, the Scrum master and the development team. This meeting is 

conducted for prioritizing the product backlog; product backlog is the collection of all user 

stories. During the meeting the product owner has the responsibility for prioritizing the user 

stories. He will present the product backlog and define sprint goal together with the team. From 

the product backlog, the prioritized user stories and estimated amount of work in hand listed for 

release is moved to sprint backlog; the sprint backlog will plan out as several sprints. Developers 

and testers in the Scrum team will pick up the task from the Scrum board respectively. During 

the sprint the teams check in at the daily Scrum meeting; it is a short 15 minutes meeting. Every 

team member has to answer what they did yesterday, what they are going to do today and any 

obstacles for the work. Moreover, it is a meeting in which team members make commitments to 

each other and to the Scrum master (Schwaber & Beedle, 2001c). Sprint review meeting is held 

with the client and this meeting is for the team to show the work progress to the client. During 

the sprint review, the project is assessed against the sprint goal determined during the sprint 

planning meeting. And finally sprint retrospective meeting is held after the review meeting; the 

client gives the feedback on the work whether it worked well or need to be improved and also 

lessons for the next sprint are identified. At the end of each sprint a shippable product 

increment creates so the product owner may choose to immediately release it. Each increment is 

additive to all prior increments and thoroughly tested, ensuring that all increments work 

together. Schwaber and Sutherland (2011b), concludes in their paper that when the product 

backlog item or an increment is described as “Done”, everyone must understand what “Done” 

means. In their point of view it varies significantly per Scrum team. The members must have a 

shared understanding of what it means for the work to be complete, to ensure the transparency. 

Today’s software industry is more commonly using agile methods in their development 

projects; companies are experiencing the advantage of applying such practices. According to 

Schwaber (1997), the Scrum approach is used at leading edge software companies with 

significant success. Scrum provides value to the customers; it gives them total control on the 

direction and scope of the project. At the end of each sprint they can decide to continue the 

project by adding new functionality or modifying existing one. Furthermore, it provides value to 

the project manager by providing tools. In Scrum the developers belong to cross functional and 

self-organizing teams (Schwaber, 2011c). Scrum method has several characteristics such as 
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adaptability and flexibility, intra and inter collaboration is expected during the project also the 

team progress is reviewed frequently. Scrum method is used for delivering object-oriented 

software and it is an enhancement of the iterative and incremental approach (Pittman, 1993). 

The iterative and incremental development approach in Scrum method helps to increase the 

quality of the deliverables. Also effective communication, focus on people, customer 

involvement, also makes an improvement in product delivery. However, Scrum implementation 

can sometimes be difficult in projects, challenges of using Scrum in projects is detailed in next 

section.  

2.3. Challenges of using Scrum 

Adopting the Scrum method of software development projects does come with its own 

challenges and issues. The shift from traditional project management to the Scrum methodology 

has been occurred with some challenging features. It depends on many factors such as 

organizational, lack of environment of trust, people, process and technology. Nerur et al 

(2005b), identified number of challenges related to this migration in their work, they emphasize 

on the challenges related to organization, people, process and technology. They reported that, 

Scrum team is self-organized and each one of them should work highly effective in a team. 

Therefore, development teams felt that working effectively in a team at a high-level of 

competency is challenging for them. In addition, decision making in this environment is more 

difficult compared to the traditional approach. Developers and clients make most of the 

decisions so it may take an organization’s most effort, time and patience to build trust among 

the employees to facilitate such collaborative decision making. The problems of changing 

attitude and practice from process to people centric have a high impact on Scrum. The 

adaptability of short iterative developments and managing scalable projects are also challenging 

features in Scrum. They also mentioned that appropriateness of existing technology and tools is 

another factor of challenges in adopting Scrum. Also new programming languages, testing tools 

are making inconvenience with Scrum. Scrum is a people centric approach not a process centric 

method thus the people are one of the key factors in challenges of Scrum. Developers have been 

using agile methods for quite a while, it’s important to examine the related “people” challenges 

(Conboy et al., 2011). They mentioned on the factors related to people, developers fear with 

Scrum is one of the factors. Scrum team needs that developer to be masters of all trades, so the 

skill deficiency causes fear in developers. Lack of business knowledge and lack of developer 

motivation to use Scrum are other factors in Scrum challenges. 

Larman (2004), explored in detail mistakes and misunderstandings occurred in agile 

projects. He has detailed the factors behind the failure of projects using Scrum. Customer 

involvement is an important factor in Scrum method but sometimes product owner from the 

customer side has not involved in the whole sprint. Also he doesn’t take decisions for the 

necessary stage of the development. Product owner has the responsibility to prioritize the 

backlogs and choose the requirements for the next iteration. In sprint review meetings, the 

demo and review are needed to inform the customers so they can steer the next iteration. The 
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meetings are not much effective if the client was not present. These kinds of lack of involvement 

from the customer side affect the project badly. Lack of documentation is another issue in 

Scrum. Scrum gives priority to the working software than the documents thus the method does 

not follow the detailed documents. Without having specification documents the team struggle 

with their work. Daily Scrum takes more than 15 minutes and it diverts the team focus. Taking 

much time in daily Scrum is another concern in Scrum. Another issue with Scrum is 

misunderstanding to direct the team, Scrum team is self-organized but  there is a tendency for 

the team that the manager or Scrum master should tell the team what to do or how to solve the 

problems. A research by Marcal et al (2007), addressed that estimation of work efforts are 

partially satisfied with Scrum method. The project has been divided into several sprints 

depending on the size of the project. Hence at the beginning of each sprint the product owner 

has to do the calculation of work efforts. In traditional methods the budget calculation has been 

done in the beginning of the project and it was done only one time. But Scrum projects have 

many sprints so the calculation needs to be done in several times. The researcher mentioned 

that the efforts taken by a product owner to do the calculation of project’s budget and funding 

are stressful.  

Cockburn and Highsmith (2001b), emphasis that the difficulties of conducting meetings with 

larger teams. Meeting with larger teams are not much effective and it is difficult to balance the 

team focus. Also larger teams are not suitable for daily Scrum meetings it takes too much of the 

individual’s working time. Individuals and interactions influences the outcome of the meetings 

so updates from each of the member in a team is valuable and it is necessary for the further 

improvements of the project. Conducting meeting with less people is much more effective in 

Scrum. A study by Cho (2008b), addressed the challenges related to lack of specification 

documents and lack of customer involvement in Scrum process. The lack of specification 

documents from the client side is challenging for the development team. They have trouble with 

the product backlogs to start their work due to lack of documents. Working environment is also 

a problem for the Scrum team. Scrum projects used to have an open space working environment 

for the development but some of them in a team do not like this kind of change environment and 

they felt that they are not able to work with this kind of open space working environment; they 

need privacy and concentration to do their work. Greene (2004), explored the challenges, 

including team member’s specialized domain knowledge, technical backgrounds and attitudes 

towards change. Each member in a Scrum team should have enough skill on all the area of work. 

They should have knowledge in technical area as well, and then only they will be able to 

communicate with the team in a better way. Team should also have knowledge on programming 

and testing. Cohn and Ford (2003), addressed the problems of introducing an agile process to 

organizations. They have noticed the issues related to the teams attitude towards new approach. 

Some of the team members are not ready to corporate with the new method, they tight with the 

knowledge of their previous work experience. They are not adaptable for the new working 

environment and new approach towards the work. This kind of attitude negatively affects the 

outcome of the project. 
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Rising and Janoff (2000), mentioned that agile methods are popular and successfully applied 

in small and medium sized projects but the weaknesses are often more influential in large or 

complex projects, or in large structured firms. The size of the project and size of the team 

matters in Scrum. Scrum gives more preference to the communication and collaboration over 

the process and tools so if the project team is too big then it is not much effective. A study by 

Sutherland (2005), described about the regression testing. In Scrum each sprints are inter 

linked and new functionality will be added to each sprint. Hence there is a chance of breakable 

codes and it negatively affects the performance of the product. Therefore, regression testing is a 

challenging factor in using Scrum, the regression testing should be done thoroughly in Scrum 

process and assure the product quality. 

 

Challenges of using Scrum   

High level of competence 

Decision making  

Adaptability with environment   

Trust 

Programming languages and testing tools 

Lack of business knowledge 

Lack of customer involvement 

Lack of specification documents 

Organizing effective meetings  

Estimation of work efforts 

Larger team and big projects 

Attitude towards change  

Developer fear caused by skill deficiencies 

Open space working environment 

Regression testing  

 

(Table 1.0 Overview of challenges from literature review) 
 

3. Research Design and Method 
This entire section details about the research design and method. The first section describes the 

context of the research. The second section outlines and motivates the choice of method. The 

third section describes how the data collection was conducted. The fourth section describes how 

the analysis procedure of the research was carried out also state the limitation of this study. 
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3.1. Research Context 
A leading software development company has been selected for this research, called Financial-

IT. For the past five years they have been using a project methodology that prioritizes agility; 

transparency and close customer. Moreover, two years back they have started using Scrum 

method in their projects. It is a financial based product company both for the external and 

internal development projects they are using Scrum method. At present more than fifty 

employees are working with the company. In addition, they are handling three multinational 

projects including their own product based project. 

The company had five years of experience with agile development as well as other software 

development methodologies. Two years back they had adopted Scrum for software development 

projects and using the method the way it is suitable for their situation. They are following all the 

ceremonies and artifacts as per the Scrum principles but they are not able to follow the Agile 

Manifesto fully. The company is running long term projects and the projects are big and 

complex. Hence, the project team has around 30 to 40 people that make it hard to handle daily 

Scrum meetings and give everyone the time they need. In the sense that organizing daily Scrum 

is depends on the team leader’s choice. As per the Scrum, each sprint will take 3 to 4 weeks but 

in the company situations this depends on the functionality to keep the small sprints or longer 

sprints. Agile adoption more than often struggle with their sprint or iteration length. 

Furthermore, because of geographical situation they cannot always organize face to face 

meetings with the clients during the sprint. They have meetings through Skype or other video 

conferences. Despite this, the company is able to deliver on time because their employees are 

efficient and experienced workers. They have a good history in handling Scrum projects, and 

they are keeping good relation to the clients as well. The motivation to choose this company for 

this research was that, the company had adopted Scrum to use the method the way it is more 

suitable for their situations but the company is still experiencing issues and challenges in 

applying Scrum. It is interesting to know, why the company still have these issues in relation to 

applying Scrum and what are the challenges and issues associated with that. 

3.2. The Case Study method 
This research is based on a qualitative study in the form of a single case study approach. The 

motivation behind to choose the case study approach is that it is a detailed study of Financial-IT 

which experience the challenges and issues of using the Scrum method in software development 

projects. Yin (2009), views the goal of case studies as understanding complex social phenomena, 

and real–life events such as organizational and managerial processes. In his point of view a 

single case may focus on employ/ a single unit of analysis or multiple units of analysis. 

According to Bromley (1990), it is a “systematic inquiry into an event or a set of related 

events which aims to describe and explain the phenomenon of interest”. Case study has been 

conducted in several steps. The very first step is to find a broad case to investigate and this case 

should have enough published information, time and access available for the study and more 

over it has much more information available for the relevant topic. After finding the case the 
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researcher should have established the research questions. Most of the questions could begin 

with how, why and they are clearly formulated, narrow and researchable (Yin, 2009a). Data 

collection and analysis is another important step in case study approach. Data come largely from 

documentation, archival records, interviews, direct observations, participant observation and 

physical artifacts. Who, what and where questions can be investigated through documents, 

archival analysis, surveys and interviews (Yin, 1994). He offers a very straightforward protocol 

approach for case study emphasizing field procedures, case study questions, and a guide for the 

final write up. This “tool” is intended to assist the researcher carry out the case study and 

increase reliability of the research. Researcher has to do an in-depth interview with key 

informants and use the techniques for data analysis. Reporting a case study can be a difficult 

task for any researcher due to the complex nature of this approach. It is important that the 

researcher describes the context within which the phenomenon is occurring as well as the 

phenomenon itself.  

This single case study approach helps this research to have a detailed study with Financial-IT. 

Since it is a single case study the concentration is focused on a single firm and it created a 

detailed understanding of the Scrum process with different aspects of the team members. Each 

team member has explained the process very detailed such as the information regarding 

attending meetings, managing sprint, testing and release. Financial-IT is an established 

company in the financial technology industry. They are handling multiple projects at a time and 

they have a good client relation all over the world. Five years ago they have started using agile 

methodologies for managing the projects and they adopted Scrum method to give more 

efficiency in project management. Yet, the firm is still having challenges in applying Scrum. 

Single case study helped this research to focus more on the procedure; Financial-IT is using the 

method in their projects. The analysis of the interviews helped to find the challenges and issues 

facing the company in applying Scrum. 

3.3. Data Collection 
In order to do the data collection an interview guide was prepared and it was a semi structured 

interview. The interview questions are included in Appendix A. During the data collection I and 

another researcher were present in the company. We together conducted the interview with 

eight members from the company who have played different roles in different Scrum projects. 

The interview questions were framed based on four themes such as personal background, daily 

work, use of Scrum method and the challenges related to Scrum. This kind of structure helped 

this research to cover all the area of the project management from several aspects of the team. 

The team member’s answers increased the knowledge related to the Scrum method using their 

development projects and the challenges they are facing during the development process. The 

interviews were digitally recorded and transcribed into physical readable version for further 

analysis. 



 

13 
 

Role in the project Years of experience in using 

Agile/Scrum method 

Length of interview 

Project Manager/ Developer 5 years 1:18:00 

Tester/ Trainee 8 months 32:03 

Developer 3 years 37:11 

Project Manager/Product 

Owner 

8 years  1:14:12  

Business Analyst  9 months  31:10 

 

Tester   2 years   30:50 

 

Scrum Master/ Project Manager   2 years   49: 39 

 

Technical Account Manager 4 years  32:34 

(Table 1.1 Role, years of experience and length of interview) 

3.4. Data Analysis 

Kohlbacher (2006), addressed about qualitative content analysis in case study research. He 

indicates that “experts in research recommend conducting interpretations of results on two 

levels: interpretation of the results of one's own survey and comparative interpretation of results 

and conclusions of existing theories and research results”. I have used Openness and grounded 

analysis of the empirical data with a focus on identifying challenges and issues in relation to 

applying Scrum. Grounded theory can help gather rich data through the data collection and 

helps get started in early data analysis (Glaser & Strauss, 1967). In order to get an overview of 

the challenges in relation to the Scrum method, I have gone through a literature review. The 

challenges of using Scrum were detailed in the literature review section 2.3.   

The research study was conducted through face to face interviews with eight members from 

Financial-IT, who have been working with different Scrum projects. A grounded analysis has 

been chosen for analyzing the data, from the transcribed data I have listed all the challenges 

experienced by the respondents from the company. Furthermore, I did a comparative 

interpretation of explicitly stated comments in the transcribed data and the literature review. As 

a result of the analysis I was able to identify some general challenges in relation to Scrum 

method from the empirical data, which has been already reported in the literature review.  

However, I have noticed that there was a contradictory in the participant’s response. 

Therefore, I used an open- minded approach; a holistic and comprehensive approach towards 

analyzing data. In the sense that attempt to grasp the challenges and issues in the data as a 

whole rather than by analyzing line by line. Hence, this approach helped to find some new issues 

which are not much reported in the existing research.  
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From the analysis of data, some general challenges which already exist in previous research 

was found as well as new issues which do not fit with the previous research. Therefore, it has 

been categorized into two. The challenges that were already presented in the previous research 

have been grouped as one category named, the challenges in relation to Scrum method. 

Together with this, the challenges that were not much reported in previous research have been 

grouped as another category named as the issues in relation to Adaptability. The paper produces 

the issues and challenges facing the company in relation to applying Scrum. The categorized 

challenges and issues are detailed in Results section. 

3.5. Limitations 
With single case study research the researchers often use information-oriented sampling thus 

the information is not much wider and it doesn’t have a rich insight. In addition, the data 

collected cannot necessarily be generalized to the wider population. According to Walsham 

(2006), generalization cannot be taken into account with single case study. In single case study 

approach there is a limitation for the concept, specific simplification or rich insights.  

In addition, the limitation of this research study is that, the interviews were conducted only 

with the team members from the company. I didn’t get the opportunity to talk with the clients, it 

would be better if I could include them into the study and to know the challenges in adopted 

Scrum on clients’ perspective. In addition, this study was conducted by face to face interviews 

with members who are playing different roles in different Scrum projects. Because of the time 

constraint I was not able to do a participants observation study. If it could be an observation 

study it may help to increase the insight of this research. 

4. Results 
This result section presents the overview of the issues and challenges facing the company in 

relation to applying Scrum in software development projects. The main reasons behind the 

problems are categorized into two:  

1).The Challenges in relation to the Scrum method; this involves, the challenges related to 

Scrum method in general.  

2).The issues in relation to Adaptability; this involves, the issues associated with the company 

following procedures to use the Scrum method in development projects (i.e., a flexible approach 

to work).  

4.1. The Challenges in relation to the Scrum method: 
From the analysis of the data some general challenges are listed which are experienced by the 

respondents from Financial-IT. In addition, these challenges are already reported in previous 

research. Adopting the Scrum method of software development project does come with its own 
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challenges and issues. Hence, these are categorized in one group as challenges in relation to the 

Scrum method. The following challenges are related to Scrum method; backlog estimation, 

effective meetings, documentation and regression testing. 

4.1.1. Backlog Estimation  
In Scrum, two levels of estimation are carried out; product backlog estimation and sprint 

backlog estimation. Product backlog estimates provides visibility of each user stories and they 

are high-level estimates but less accurate compared to sprint backlogs. The projects are 

estimated in hours. Their purpose is to estimate the project effort and cost for the work products 

and tasks based on estimation rationale. The project manager/ product owner stated that, as a 

project manager he found that the most challenging in Scrum method is estimation of backlogs.  

“I have found Estimation of efforts is the most challenging in the processes. 
Especially the system becoming big and it has lot of functionality in it you need to 
estimate the timing for delivering on different bit of pieces together with good 
documentation of what the requirements really are when they changing with time 
so we write use cases and utilize a product called caliber. And negations with the 
customers when they changing the requirements in commercial aspects it can be 
quiet harder.” 

As the project manager expressed in the above quote, the project is big and complex and it 

has much functionality in it thus the project is divided into 24 sprints. Therefore, before starting 

each sprint as a project manager he has to do the estimation of backlogs. In traditional methods 

the backlog estimation is carried out only one time in the beginning of the project but in Scrum 

the estimation of efforts has to be carried out depending on the count of sprints. The project has 

24 sprints; hence at the beginning of each sprint the product owner has to do the estimation of 

work efforts so backlog estimation is burden for him. 

As per the Scrum principle client can come up with changing requirements throughout the 

development cycle. Normally, the sprint will take three to four weeks. Hence, during the sprint if 

client comes up with change requirement then it will be a difficult for the project manager to do 

over again the estimation. Because of these reasons estimation of backlogs is one of the 

challenges in Scrum method. 

4.1.2. Effective Meetings  
Communication is an important factor in success of the project. One of the best ways to spread 

the information in organization is through meetings. Organizing meetings with team members 

as well as with client keep the organization on track. Together with this, it helps the group to 

reach a common decision when urgent and crucial matters need to be discussed and 

brainstormed through personal interaction. 

“Organizing meeting are challenging with this big team, Lot of people working 

with different things, we need the team should be big because we need to do lot of 

things for the project.”  
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The above quote from business analyst, mentioned that the project has much functionality to 

do thus the team size need to be big. In addition, organizing effective meetings are challenging 

with these kinds of larger projects. Sometimes meetings with clients are also not much effective 

because the clients are not well prepared for the meetings and the meetings takes more than two 

hours. These kind of issues related to meetings are challenging in Scrum method. 

However, she agreed that the size of the team should be less for the daily Scrum, and then it will 

be more effective. Therefore, they are planning to divide the big team in to smaller size and they 

hope the meeting will be more effective. The following quote is from a tester,  

“All the meetings are the most challenging for me, because we have a big team and 

each one is taking time to speak so overall the meetings are taking too much time.” 

As he mentioned above the size of the project is big thus the daily Scrum takes more than 15 

minutes and it is not that much effective. Some of the team members felt that the daily Scrum is 

worthless and they do not like to be there in the meeting. In daily Scrum the teams need to tell 

what they did yesterday, what they are going to do today also they have to tell if they have any 

obstacle for their work. If the team is with more than 10 members then the meeting will go for 

more than 15 minutes. Hence, some of them in a team felt that the meetings are taking much 

time of their work.  

4.1.3. Documentation 
In Scrum process, use of documentation is very less compared to traditional method. The 

process does not give much importance to the specification documents from the clients. The lack 

of specification documents is another issue for the teams to start their work. When they pick up 

the task from the Scrum board, they don’t have much idea how to start the work and what the 

functionality it is. Due to unclear customer requirements, developers and testers have a hard 

time figuring out what exactly the customers wants to includes in their system. The following 

quotes are from the developers, 

“Define the backlog is challenging because you never get it right and it affects the 

rest of the project. When you pick a task and you don’t know how to do it.” 

“Defining backlogs are problem they are not always well explained.” 

 This is very difficult to complete tasks for those developers who are working on parts of the 

system. Sometimes testers struggle with backlogs; if the backlogs are several months old, they 

need to spend more time on it. In addition, it was a difficult task to find the relevant information 

for that particular functionality. The following quote is from the tester, 

“Backlogs are problem for sometimes, if there is an issue that not much important 

we put in backlog, it could be several months old, so when we start working on that 

we could really hard to find out the relevant to fits. We need to spend more time on 

that.” 
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In addition, the business analyst expressed that,  

“We create the documents but we don’t have the requirements as detailed because 

we have not that much time to spend on the detailing.” 

The time duration of sprint is just 4 weeks so they don’t have time much for detailing the 

requirements. Due to the lack of detailed description, if they missed something in the 

documents it negatively affect the performance of the product. Also this will create a situation 

that the client come and ask why the product is not working properly. Hence these kinds of 

issues will leads to the problem of backlog estimation, negotiation with the client as well. 

4.1.4. Regression Testing 
Testing is a vital part of software development, and it is important to start it as early as possible. 
In Scrum process testing can be done in automatic testing. The main aim of automated testing is 
to reduce the amount of manual work in testing software and reporting bugs. Moreover, 
automated regression testing has to be done properly in Scrum. Otherwise there will be a chance 
of creating issues in the performance of the product. Regression testing is one of the challenges 
in Scrum. 

“Regression, functional and user acceptance testing these all kind of testing are 
very important in this process. The team should aware of the importance of team 
work and especially the developers need to do both testing and coding. “ 

As the Scrum master mentioned in above quote, the development of the software is 

constantly changing in Scrum, which means new functionality will be added in each sprint. 

Therefore, there is a possibility for accidentally broken code due to frequent builds.  

The project is big and complex and it divided into 24 sprints. Therefore, the project has 20 

servers which are linked to each other. In each sprint new functionality will be added so the 

team should be care about the previous sprint. They have to make sure that newly added 

functionality does not affect the previous sprint. Hence, they need to do regression testing 

during the development as well as the testing phase. Therefore, regression test has very 

important and vital role in Scrum method.  

4.2. The issues in relation to Adaptability: 
A holistic and comprehensive approach towards analyzing data helps to find the issues which do 

not fit with the existing research. As we know, Scrum is flexible and adaptable thus the company 

is using the method for the development projects the way it is more convenient for them. The 

company was not able to follow The Agile Manifesto fully because of some reasons which I have 

already explained in (3.1). Two years back they had adopted Scrum to use more flexible way for 

their situations but the company has some issues in relation to Adaptability. This flexible 

approach to work cause issues in the development projects. The following issues are related to 

Adaptability; the changing role, project behavior and people mindset.  
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4.2.1. The Changing Role  
As per the Scrum, Scrum master is the responsible person for the entire project. Project 

manager is not the same person as the Scrum master, in Scrum team there is less role for the 

project manager. But in the company situation the Scrum team has a project manager as well as 

a Scrum master. The project manager is taking more responsibility to handling the project. The 

role of Scrum master and the role of team members are not consistent for the entire project. 

Furthermore, the role has been changing depending on the stage of the project. In development 

phase, one of the team member acts as a Scrum master. Otherwise if it is a testing phase, 

another person from test team will act as a Scrum master. Therefore, they don’t have a specific 

person who acts as a Scrum master for the entire project.  

Sometimes the person who has a role as a Scrum master, also play the role as a project 

manager or the person who has role as a developer, also play the role as a Scrum master. This 

depends on the phase which they are working with. Therefore the inconsistent role may affect 

the continuity of the process and it escalates to team conflict.  

Team members are also handling different roles in one project. For example, developers are 

switched to testing and testers are switched to other areas. As a result, they may not be expert to 

manage the different area of the project thus the skill deficiencies create an insecurity and fear. 

It affects the individual’s performance as well as the outcome of the project. 

4.2.2. Project Behavior  
The size of the project and the client locality matters in Scrum. One of the advantages of Scrum 

is that it relies on a self-organizing, cross functional team and it prefers more customer 

involvement. The company has been working with multinational clients and they are handling 

larger projects.  

Since the system is big and complex it has much functionality in it. The Scrum team is 

working from two different locations; each team has 25 to 30 people including Scrum master, 

developers, tester and business analyst. The daily Scrum meeting is through Skype or other 

video conference. Meeting with more people are not much effective and it is very difficult for the 

team to focus and give attention into the meeting. 

Effective communication is one of the main problems for dividing larger team in to smaller 

teams. As per the Scrum, the Scrum master conducts the meeting with both developers and 

testers. But the company organized the team meeting separately, as developer’s Scrum meeting 

and tester’s Scrum meeting. Hence, there is a communication gap between the teams. These 

kinds of separation are more challenging for the Scrum master to ensure that, there is a proper 

knowledge sharing between the teams.  

Because of some geographical situation the team does not have much physical meeting with 

the clients, they communicate through mail, messenger or video. Face to face communication is 

very important in project meetings. Especially in retrospective meetings, the client should also 

be involved. These meetings are always an opportunity for the team to improve their 
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performance into next sprint. But the client’s involvement is not common in the company 

project retrospective meetings. 

4.2.3. People Mindset 
Scrum is a people centric method; each individual has views on Scrum, but it depends on who 

drive the project. Because it is an adaptable and flexible method, the teams use the method the 

way it is suitable for them.  

In Financial-IT the people who lead the projects are well experienced and they are driving 

projects for a long time. Therefore, previous knowledge on similar area is helping them to 

handle the Scrum projects without using the guidelines. They mix it with other method they had 

used in previous projects. In fact it affects the team perception on the Scrum method. More 

precisely; each team in different projects has a different view on using the Scrum method in 

development projects. 

Other than that people do not like the daily sand up meetings, they felt that it takes much 

time of their work and it is worthless. Some of them still do not corporate with the Scrum 

method; they do not understand the purpose of the meeting also they do not attempt to 

understand the importance of teamwork and the process. Additionally, the people focus on their 

own work and they don’t want to listen to others work. But in Scrum method people should 

collaborate and communicate more than traditional methods. In addition, each one in Scrum 

team should have knowledge on the status of the entire team as well as they should have an 

overview on the whole product rather than each sprint.  

5. Discussion 

The purpose of this study was to find the challenge and issues associated with applying Scrum. 

This research was conducted with a single case study approach and the data collected through 

face to face interviews with participants and key informants from Financial-IT. Openness and 

grounded analysis has been used for analyzing the data. From the analysis of the empirical data, 

this paper was able to presents the issues and challenges facing the company in relation to 

applying Scrum. Furthermore, in the presented challenges and issues, some of the challenges 

are already reported in previous research and some of the issues are new. The existing research 

reported challenges are named as the challenges in relation to Scrum. The newly found issues 

are named as the issues in relation to Adaptability. 

The challenges in relation to Scrum include four challenges; they are backlog estimation, 

effective meetings, documentation and regression testing. The next sub section, Implications for 

research (5.1) discuss in detailed about the challenges facing by the company in relation to 

Scrum. However, these challenges are already reported in previous research studies.  

Together with this, sub section, Implications for practice (5.2) discuss in detailed about the 

issues facing the company in relation to Adaptability. Including, the changing role, project 

behavior and people mindset. The issues in relation to Adaptability have occurred due to 
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company following procedures to use the Scrum method in development projects. These issues 

are not much reported in existing research. 

5.1. Implications for Research 
Adopting the Scrum method of software development projects does come with its own 

limitations and challenges. Based upon the study one of the reasons behind the problems facing 

the company is that the challenges in relation to Scrum method. The study shows that backlog 

estimation, effective meetings, documentation and regression testing are some general challenge 

in relation to Scrum. However, these challenges are already reported in existing research. This 

section discuss in detailed about the challenges facing the company in relation to Scrum also 

contribute some suggestions for future research. 
Unlike traditional methods, the estimations of backlogs are more difficult in Scrum method. 

If the project is big and complex then the estimation of work efforts are more complex for the 

manager or the product owner. The numbers of sprints depends on the size of the projects, so in 

the beginning of each sprint the product owner has to do the calculation. Hence, the estimation 

of product backlogs and sprint backlogs gives more work load to the product owner. Product 

backlog estimates provides visibility of each user stories; they are high-level estimates but less 

accurate compared to sprint backlogs. In addition, Scrum allows customers to come up with 

changing requirements thus it is again a problem for backlog estimation. If the clients come up 

with changing requirements it will be a difficult for the project manager or product owner to do 

over again the estimation. Together with this, negotiation with clients are challenging in this 

method especially during the time of change request comes. “Cost is not explicitly mentioned by 

Scrum, just effort, but it is necessary to calculate project’s budget and funding by product owner. 

In this way, this practice is classified Partially Satisfied” (Marcal et al, 2007b). However, these 

challenges still exist in Scrum method for a long time. Hence, future researchers can do a study 

on how to reduce the barrier of backlog estimation and provide some solution for doing the 

estimation with the most convenient way. This will be more helpful for the project manager/ 

product owner the one who work the Scrum method in projects and do the backlog estimation. 

Organizing meetings with team members as well as with client keep the organization on 

track. Together with, it helps the group to reach a common decision when urgent and crucial 

matters need to be discussed and brainstormed through personal interaction. Organizing 

effective meetings with larger team is a struggling part in Scrum method. Because of the larger 

team, it is hard to make meetings much effective and it is difficult for the Scrum master to 

balance the people focus on the meetings. Especially, daily Scrum meetings takes more than 15 

minutes thus the team is not happy to make it longer and they felt that the meetings are taking 

much time of their work. According to Cockburn and Highsmith (2001c), the larger team is not 

convenient for Scrum projects due to its reliance on tacit knowledge. Sometimes meetings with 

clients also take much time of the team. Because of the geographical situations the client won’t 

be able to be present always in the development site thus they have regular meetings with the 

team via Skype or other video conference. Sometimes the clients are not well prepared for the 
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meetings and they do not have the specification documents for the product backlogs. Because of 

these reasons meetings takes too long and the team is spending too much of their working time 

for meetings. The companies  adopted Scrum for software development projects and use the 

method the way it is suitable for their situations. Even though, the adaptation is not suitable for 

larger projects and larger teams. It is more suitable for small-medium project development. 

There was a gap in previous research on using the Scrum method in larger projects. Like 

Financial-IT, many other companies are running long term projects and they don’t have an 

option for selecting short term projects. Hence, these kinds of companies should have a solution 

for using the Scrum method in software development projects. Furthermore, like financial-IT 

some of the other companies are also not following Agile Manifesto fully, the future researchers 

may think about how to overcome these situations also they can provide some hints to the 

company for better way to adopt the Scrum. 

The traditional software development methods are dependent on a set of predetermined 

processes and documentation which is written as the work progresses and guides further 

development. Nevertheless, according to Agile Manifesto (The Agile Manifesto, 2001), 

documentation is less in agile projects in the sense that agile projects follow working software 

than comprehensive documentation. Each sprint takes three to four weeks thus the business 

analyst didn’t get much time for developing detailed documentation. During sprint the 

requirement analysis has to be done in first week and development will take place in next two 

weeks and the last week is testing week. Because of the time constraint the business analyst 

team creates documents but not the detailed one. Nevertheless, the client as well does not give 

much specification documents for the product backlogs. Therefore, documentation is not as 

much cleared in Scrum process. Scrum method significantly reduces to use specification 

documents (Cho, 2008c). Because of this lack of documents developers and testers have a hard 

time figuring out what exactly the customers want to include in their system. When they pick up 

the task from the Scrum board they don’t have an idea of what to do and how to start the work. 

Therefore, documentation part needs to be clear in Scrum method. In Scrum there is lack of 

technology for representing requirements. If the requirements are more clear and easy to 

understandable by using techniques (ex: mock up) then it will be more useful for user interface. 

Therefore, Scrum method considers using more technology for representing requirements. 

Scrum method has these kinds of issues thus there should be a solution for these challenges. 

May be future researchers can be provide a better alternative for those mentioned issue and 

challenges. 

Every stage is important in development projects. Normally in traditional methods testing 

phase will come after the coding phase but in Scrum method testers start writing test cases in 

the beginning of the development itself. Testing is integrated throughout the project lifecycle 

and test will be occurring early and often. If the project is big and complex it may be divided into 

many sprints and the count of sprints is depends on the size of the project. At the end of each 

sprint a shippable product increment is created and the product owner may choose to 

immediately release it. Each increment is additive to all prior increments and thoroughly tested, 
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ensuring that all increments work together (Schwaber & Sutherland, 2011c). The project is 

divided into several sprints and it has many servers linked to each other. In each sprint new 

functionality will be added thus there is a possibility for accidentally broken code due to 

frequent builds. Therefore, automated regression testing is vital and challenging in Scrum 

process. “Daily builds processes and automated regression testing was significantly enhanced. 

Quality Assurance is part of the Scrum of Scrums and reports on daily status of ongoing testing” 

(Sutherland, 2005). The team should aware on the importance of each sprint and they have to 

make sure that newly added functionality doesn’t affect the previous sprint. In Scrum process 

testing can be done in automatic testing. The main aim of automated testing is to reduce the 

amount of manual work in testing software and reporting bugs. Moreover, the developers and 

testers need to be done with regression testing before they release the code. Otherwise it may 

affect the performance of the whole product. Therefore, both developers and testers should have 

knowledge on regression testing. Together with this, the team should have an overview of the 

whole product. In addition, future researchers can address the challenges related to regression 

testing also the importance of testing in Scrum method. 

5.2. Implications for Practice 
Based upon the study the other reason behind the problems facing the company is that the 

issues in relation to Adaptability. Including, the changing role, project behavior and people 

mindset. These issues are not much reported in previous research and these issues have 

occurred due to the company following procedures to use the Scrum method in development 

projects. This section discuss in detailed about the issues facing the company in relation to 

Adaptability also contribute some suggestions for reducing these issues in future development 

projects.  
As per the Scrum, the Scrum method is adaptable and flexible. When the company thinks 

about applying Scrum for the development projects, they adopted the core principles of Scrum 

and to adapt it based on their unique situations. They adopted Scrum for software development 

projects. The company follows all the ceremonies, artifacts and the lifecycle of Scrum but they 

are not following the exact way of using the method. More specifically Adaptability; adopting a 

flexible approach to work is one of the reasons behind the challenges and issues facing the 

company in applying Scrum. 

In project management, a good leader is consistent otherwise the changing role affects the 

project poorly. If the project doesn’t have a specific person who act as a Scrum master for the 

entire project then it may negatively affects the project. The manager who constantly changes 

how things are done confuses team members. Furthermore, the members in Scrum team is 

handling different role in one project. The inconsistent role may affect the continuity of the 

process and it escalates to team conflict. In addition, they may not be expert to manage the 

different area of the project thus the skill deficiencies create an insecurity and fear. The 

development teams felt that working effectively in a team at a high-level of competency is 

challenging for them (Nerur et al., 2005c). It negatively affects the individual’s performance as 
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well as the outcome of the project. Individual competency is critical factor in the success of the 

project. “Lack of user and executive support can kill a project- politics trump people” (Cockburn   

& Highsmith, 2001d).Therefore, to make a better work environment the leader has a constant 

role in the project. The Scrum method using software development projects should have a 

Scrum master and the person who acts as a Scrum master should maintains the role until the 

end of the project. And get the right people on the team. The members in Scrum team should 

have knowledge on different area of the project as well as the teams can able to handle all the 

areas in a proper way. The developers should be able to write the test cases and do automation 

testing as well as the testers also should have the knowledge on programming languages. Also 

the leader has to make sure that the team members are satisfied and comfortable with the 

process. 

Project behavior matters in Scrum, the project size and client’s location has vital role in the 

success of the project. The Scrum method is more focus on effective communication and 

collaboration between the team and the customers. If the project doesn’t have a proper 

communication and collaboration then it will not lead the project into success. For more 

effective communication, the project has to include meetings; meetings are one of the best ways 

of spreading information. Organizing meetings with smaller team is much effective than the 

larger team. Therefore, Scrum method is not suitable for too large projects. The optimal size of 

an agile team has been debated; teams are typically small with no more than ten members 

(Schwaber & Beedle, 2001d). If the team is big then the team members are not able to 

concentrate on the discussion and it is difficult for the Scrum master to direct the team. Also the 

daily Scrum takes more than 15 minutes thus the team feel that the meetings are taking too 

much of their  working time. In addition, dividing the larger team in to smaller might be an issue 

for effective communication. Hence, there should be a proper knowledge sharing between the 

teams, then only the project will moves on right track. The larger team is not convenient for 

Scrum projects due to its reliance on tacit knowledge (Cockburn & Highsmith, 2001e).A 

manager must ensure that each individual team member is motivated to use their abilities in the 

best interests of the team or organization. Client involvement is more important in Scrum than 

traditional method. The teams utilize the client’s feedback and it is valuable for the development 

process. Scrum teams deliver products iteratively and incrementally, maximizing opportunities 

for feedback (Schwaber, 2011d). Therefore, the client’s presence should be there for the 

meetings especially in retrospective meetings. Daily work updates should be added in worksheet 

perfectly, it should be accessible for everyone and the issues prioritized and assigned to the 

person the one who is responsible for that. Before going to the Scrum meeting everyone should 

look in to the bug logs it helps them to get an idea what to present in the meeting and also they 

can save time in daily Scrum. Also Scrum master has the ability to cut off unnecessary talks 

during the daily Scrum and strictly follow the 15 minutes. Together with this, the larger team 

should be divided into smaller teams and Scrum master has to take the responsibility to ensure 

that there is a proper knowledge sharing between the teams.  
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Scrum is a people centric approach not a process centric. Therefore, people are one of the key 

factors in challenges of Scrum. Developers have been using agile methods for quite a while, it’s 

important to examine the related “people” challenges (Conboy et al., 2011b). Another issue 

related to Adaptability is people mindset; some of them don’t want to change their work 

procedure, they still have the influence of the previous method they worked with. The people 

who lead the projects are well experienced and they are driving projects for a long time. 

Therefore, the previous knowledge on similar area helps them to handle the Scrum projects 

without using the guidelines. Hence, the teams don’t have a common view on Scrum method 

and the process. Each team in different projects has different view on Scrum it is because of the 

different approach of people who leads the Scrum projects. In addition, the developers and 

testers in the team also need to change their work mind; they have to come out of the traditional 

method they had worked before. Developers need to write test cases and do proper coding. Also 

the testers need to do the testing especially do regression testing thoroughly during the whole 

sprint. They also have the knowledge on programming language. Moreover, both testers and 

developers need to corporate their works in the sense that they have to share their work updates 

and assure that the project is kept on track. And the company has to provide Scrum training and 

webinar for the Scrum team. This helps to make an awareness of the process, especially the 

importance of meetings and team work. During the project, the teams consider not only the 

current sprint but also have an overview of the whole product.  

6. Conclusions  
Agile methodology gives more importance to the collaboration and visibility thus it can provide 

a much richer and more rewarding experience for teams, to develop great software products. 

Scrum is a leading agile software development methodology which focuses on customer 

satisfaction, iterative and incremental development approach, bug free product and acceptance 

of changing requirements. Scrum concentrates particularly on how to manage tasks within a 

team based development environment. Additionally, adoption of this method is increasing in the 

software development industry. Nevertheless, issues and challenges exist in projects using the 

Scrum method. 

The Financial-IT had adopted Scrum to use the method the way it is more suitable for their 

situations but the company is still experiencing issues and challenges in applying Scrum. 

Therefore, the paper investigated the challenges and issues facing the company in relation to 

applying Scrum. From the analysis of data, this research has identified two main reasons behind 

the challenges in applying Scrum. Adopting the Scrum method of software development projects 

does come with its own limitations and challenges. Together with this, the issues associated with 

the company following procedures to use the Scrum method in development projects. Therefore, 

these are categorized into two; the challenges in relation to Scrum method and the issues in 

relation to Adaptability.  
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The challenges in relation to Scrum method involve backlog estimation, effective meeting, 

documentation and regression testing. However, these challenges are already reported in 

previous research. In Scrum, if the project is big and complex then the estimation of product 

backlogs and sprint backlogs gives more work load to the product owner and the workloads 

should be higher than traditional methods. Also if the project has several sprints then the 

estimation has to take place in several times as well. Therefore, estimation of backlogs are 

challenging in Scrum method. Organizing effective meetings with larger team is a struggling 

part in Scrum. Because of the larger team, it is hard to make meetings much effective and it is 

difficult for the Scrum master to balance the people focus on the meetings. Especially, daily 

Scrum meetings takes more than 15 minutes thus the team is not happy to make it longer and 

they felt that the meetings are taking much time of their work. Documentation is another 

challenging part in Scrum. Scrum does not give preference to the detailed documentation. The 

preparation of specification documents from the client side and detailed documentation from 

the business analyst are very less in Scrum. Because of this lack of documentation developers 

and testers have a hard time to figuring out what exactly the customers want to include in their 

system. Regression testing has important and vital role in Scrum. The project has been divided 

into several sprints and it has many servers linked to each other. In each sprint new 

functionality will be added thus there is a possibility for accidentally broken code due to 

frequent builds. Therefore, automated regression testing should be done thoroughly and the 

team should make sure that the newly added functionality didn’t make any changes in the 

previous sprint. Otherwise it negatively affects the performance of the whole product. 

The issues in relation to Adaptability include the changing role, project behavior and people 

mindset and these issues are not much reported in existing research. The company has been 

adopted Scrum for the past two years and using the method the way it is more suitable for their 

situations. Even though, they are facing issues in relation to the way they are following 

procedures to use the Scrum method in their development projects. The changing role affects 

the project poorly. In Financial-IT the project has a different Scrum master which depends on 

the phase of the project. Also the team members are handling different roles in one project. For 

example, developers are switched to testing and testers are switched to working with other 

requirements. Hence, the inconsistent role may affect the continuity of the process and it 

escalates to team conflict also due to the skill deficiencies they feel unsecured. The company is 

handling big projects and they have multinational clients. Another issue is that Project behavior. 

The Scrum team is also located in different places thus the meetings with many people are not 

much effective via video conferencing. Also due to the geographical reasons clients could not 

appear for all the meetings so the team cannot utilize the client’s feedback. If the team is big 

then the team members are not able to concentrate on the discussion and it is difficult for the 

Scrum master to direct the team. Also the daily Scrum takes more than 15 minutes thus the team 

feel that the meetings are taking too much of their working time. Therefore, larger teams and big 

projects are not suitable for Scrum it creates issues in development projects. The company has 

experienced and expert people for leading the projects. So they are well known in driving the 
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projects for a long time. Therefore, the previous knowledge on similar area helps them to handle 

the Scrum projects without using the guidelines. Other than that people do not like the daily 

sand up meetings, they felt that it takes much time of their work and it is worthless. Some of 

them are still does not corporate with the Scrum method. Because of the people’s different 

mindset the team don’t have a common view on Scrum method and the process. Therefore, 

people mindset is one of the issues in applying Scrum for development projects. 

However, there should be a need for future research on the challenges in relation to Scrum 

method and Adaptability. Scrum method has its own limitations and challenges thus the 

researcher has to focus on how we can avoid these challenges and how to use Scrum method in 

projects in a better way. In addition, companies had adopted Scrum for software development 

projects and using the method the way it is suitable for their situations. Yet, they still have 

issues. Therefore, future research need to find solution for challenges with partially adopted 

Scrum. Moreover, the software development industry needs more research on challenges in 

applying Scrum in development projects also needs solutions to overcome these situations. 
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Appendix A 

Interview guide 

This study aims to increase the understanding around the challenges related to the projects’ 

development process and technology while using the Scrum method. The objective is to define 

the challenges you are facing and possibly identify ways to deal with them in the future. 

We will talk to you about your work routine and the problems you may be facing. This discussion 

will be organized in 4 themes: your personal background, your daily work, how do you use the 

Scrum method, and the challenges you face during the process or with the technology used. If 

you feel uncomfortable with any question we can rephrase it or skip it. 

 

All the interviews will be conducted anonymously and all the information collected will be used 

for research purposes only. The interviews will be recorded, if you don’t feel comfortable with 

this please let us know. 

 

Interview Questions: 
 

Theme 1: Personal background. 

1. What is your role in the company? 

2. How long have you been working with this company? 

4. What kind of background do you have? 

5. What are your previous work experiences? 

6. How long have you been working with the scrum method? 

7. Which method have you been working with before? 

 

Theme 2: Daily work. 

1. Can you describe a typical working day? (Working time, day activity) 

2. Do you usually work alone or in pair/team? (Programming) 

3. How big are the teams you are working in/with? 

4. Is your work in contact with the clients or within the company exclusively? 

5. The projects you are working with are for the customers or are internal projects? 

6. How many meetings you have to attend, how long do they take, how productive you think they 

are? 

7. What do you find more challenging in your work day? And what can be improved? 

8. Can you describe something that you find exciting about your role in the project? 

 

Theme 3: Specific using of scrum as a method. 



  Appendix A 
 

31 
 

1. Do you think scrum is suitable for all the projects? Why? 

2. Is it difficult for you to find clients for the scrum projects? 

3. What does the Scrum method adds to your work/projects? 

4. Who are involved in a Scrum team? Can you describe the roles? 

5. Which members of the scrum team are you most in contact with? [Why? What do you do 

together?] 

6. What kind of projects you are handling? Are they short or long term projects? 

7. Are you usually able to deliver the project on time? If not, how long is the average delay? 

 

Theme 4: Technology and process. 

1. Can you describe the current project development process? 

2. How satisfied are you with this process? 

3. In your opinion how your clients are satisfied with this process? Why? 

4. Which of those phases you find more challenging and why? 

- Defining product backlog/ sprint backlog; 

- Execution of sprints; 

- Testing and delivery or rework; 

- Organizing effective meetings; 

- The technology used. 

5. What challenges do you face, in relation to the process (procedure) of scrum in your projects? 

6. What challenges do you face, in relation to the technology (tools and techniques) of scrum in 

your projects? 

7. Have you ever faced issues with the client in relation to the process and technology? If yes, 

what are they and how you dealt with them? 

8. How the client’s involvement in the process does affect your work? 

9. As you said you are facing challenges related process and technology, besides all these 

challenges why do you think scrum is suitable for these projects? 

10. If you can change one thing in this process what would it be? Why? 

 

Research findings: 

If you want us to share with you the outcome of this research please leave your e-mail (it will be 

used for this purpose only). 
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