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The coronavirus pandemic is � rst and 
foremost a human tragedy, a� ecting 
hundreds of millions of people. Organi-
zations had to adjust to a new regime 
and way of working within days. Busi-
ness leaders now have a better sense of 
what can, and cannot, be done beyond 
the realm of their companies’ custo-
mary processes. Many are beginning to 
appreciate the speed with which their 
organization can move by changing the 
way things are usually done. In short, 
the pandemic is forcing both the pace 
and scale of change. These changes do-
vetail with ongoing digital and agile 
transformation e� orts. As businesses 
are forced to do more with less, many 
are � nding better, leaner, less expensi-
ve, and faster ways to operate.

As a modern leader, you are aware of 
the importance of transforming your 
organization to become more agile. In-
deed, you have been successful already 
in implementing � rst steps. But things 
are not moving forward as quickly as 
they should, especially in the current 
situation. The leadership behaviour of 
your colleagues is only changing slow-
ly, while the adjustments and decisions 
needed to drive the transformation for-
ward get stuck in the cog works of the 
organization.

In this article, we shed light on agile 
transformation from three perspectives: 
executive management, middle ma-
nagement, and teams and individual 
contributors. To set the scene, we will 
� rst explore the concept of “the three 
waves of agility” and how it a� ects your 
organization. 

Th e basics: Th e three 
waves of agility

The fi rst wave of agility began in Europe 
around 2009 and spread quite slowly. 
But gradually, soft ware teams began to 
switch to agile processes. Thus began the 
victory parade for Scrum, and for a long 
time Scrum was synonymous with agility. 
The impulse to change the way of wor-
king usually came from the team itself, 
and once the fuse was lit, there was no 
stopping the agile fi re in the IT depart-
ment. Scrum Master became (if only just 
for a while) a dream job. Developers were 
(and still are) enthusiastic. Others reluc-
tantly followed. IT operations saw agility 
as a threat and dug a deep trench to stop 
the wildfi re. Business did not see much 
of a change, as the PO (Product Owner) 
role was usually held by the IT depart-
ment or the supplier.

The second wave followed in 2014 and 
made an even bigger impact. More com-
plex programs and product develop-
ments were no longer able to ignore 
the agile approach and sought ways to 
be agile in a construct involving many 
teams. This was the birth of scaled agility 
and along with it the increasing use of 
SAFe (Scaled Agile Framework). Many are 
still attempting to use a hybrid approach 
in their projects (a combination of wa-
terfall and agile, or vice versa) and some 
even manage to combine the advantages 
of both methodologies and not the dis-
advantages. Howe-
ver, this approach 
cements the existing 
company silos. Per-
haps that is exactly 
why this methodo-
logy is popular. Even 
with SAFe, the silos 
need not necessa-
rily be torn down. 
But due to the close 
cooperation of Biz 
(Business), Dev (De-
velopment) and Ops 
(Operations) - along 
with others - the 
question soon arises 
as to what their rai-
son d’être should be. 
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Agile transformation: What successful 
companies have in common 
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Whereas the fi rst wave of agility set off  a 
trend towards self-organized, interdisci-
plinary teams, and consequently to peo-
ple and skills, the second wave is strongly 
focused on processes and methods. Expe-
rienced Scrum Masters become Agile Coa-
ches and seek to keep the focus on agile 
principles and the team. Oft en unsuccess-
fully, because the strong emphasis on IT 
gets in their way. But now everyone wants 
to be agile – no one wants to lag behind. 
Operations waves the fl ag of DevOps and 
the role of Product Owner or Product Ma-
nager is now also highly regarded in Busi-
ness. HR and portfolio management are 
also becoming more agile.

This is the starting point of the third wave. 
Known as BizDevOps or Business Agility, 
it now rolls over the rest of the compa-
ny. There is a lot of talk about a neces-
sary change in the corporate culture and 
the agile mindset. It, however, bumps 
up against the most resistant group to 
change within companies: the middle 
management. The bottom-up approach 
that worked well in the fi rst and second 
wave meets its limitations. If you want to 
be successful, then agile transformation 
must be something taken up by manage-
ment (see Trends & Benchmarks Report 
2019, From Agile Rebel to Agile Execu-
tive). You can only succeed here if you 
take a radical approach, slice and realign 
the organization structures, and turn the 
existing power dynamics upside down. It 
sounds dramatic. And it is.

The Executive Management 
Perspective

Not (yet) as agile 
as you thought

In this section, we share some of our la-
test insights on the state of (strategic) 
agility. We start with where organizati-
ons really are and explain why execut-
ives overrate the progress of their agile 
transformation. We then highlight the 
key actions successful companies take: 
build a new leadership team; appoint 
an agile executive; tackle the hard 
questions for de� ning new organizatio-
nal structures, budgeting and portfolio 
management; implement a new un-
derstanding of leadership on all levels. 

Agile: Where we 
are, and where we 
are heading
The agile approach continues to spread 
rapidly around the world: 89.8% of all 
teams have already adopted or are in the 
process of adopting agile methodolo-
gy, a considerable number. On the other 
hand, organizations are still struggling to 
build greater company-wide agility and 
only a few have already adopted agility 
on a portfolio (15.3%) or strategic le-
vel (8.2%). The good news is that many 
companies have started transformation 
initiatives or are planning to do so in the 
near future. 

As the survey was conducted just before 
the coronavirus pandemic, the authors 
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anticipate that the agile trend will ac-
celerate. The pandemic’s impact on all 
aspects of life, together with the alte-
red economic conditions, put increased 
pressure on the need for a wider digitali-
sation of processes and services and the-
reby a signifi cantly greater focus on agi-
lity. In other words: the spotlight will be 
on agility, but it will still need to prove 
its value to the company. Accordingly, we 
expect that in some companies the scope 
of the agile transformation will shift  in 
order to be able to deliver benefi ts faster.

Achievement bias
Although C-level executives are given 
the warm feeling that when it comes to 
agility, a lot has already been changed 
and accomplished, the reality is actual-
ly quite diff erent. Initial success in the 
agile world unfortunately does not mean 
that the transformation has been achie-
ved. Agile transformation means diffi  cult 

changes on all levels. As a C-level leader, 
you have only a limited perception of the 
extent of these changes. This explains the 
somewhat faulty impression among exe-
cutives about agility. Many projects may 
have been implemented in an agile way, 
but only because they were allowed to 
ignore existing structures and processes. 
As the current crisis demonstrates well, 
transformation does not succeed because 
of agility, but rather because a project is 
assigned the highest priority - while the 
others are placed on the back burner. The 
rapid progress is then perceived as the 
result of agility, because the outcomes 
were achieved faster. While little to not-
hing changed in the organization itself.

This divergent viewpoint is also evi-
dent when assessing the way of working 
(chaotic, startup, bureaucratic, agile). 
The introduction of agility is viewed as 
“completed” far more oft en by upper 
management than it is by middle ma-
nagement or employees. So it seems that 

the perception of 
the agile trans-
formation on the 
upper manage-
ment level is dif-
ferent from that 
on the other le-
vels of the com-
pany; while the 
executives see 
a balanced ap-
proach across all 

elements of the transformation, in rea-
lity, the focus is oft en on processes and 
methodology. The changes to organiza-
tional structures, corporate culture, ma-
nagement behaviour and the workforce 
are neglected.

As the report shows, the changes to date 
have taken place far too superfi cially. 
What remains virtually untouched is the 
culture, i.e., the DNA of the company. 
And yet the impact of the culture on an 
agile transformation cannot be empha-
sized enough. That is because agility is 
a mindset. Without altered attitudes, 
companies and employees will not be 
able to make full use of the advantages 
that agility has to off er and the conside-
rable added value it ultimately delivers.

Way of Working
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Tackle the  
hard questions

While the first two waves of the agi-
le journey may not have been entirely 
painless, the changes at team level and 
to processes and roles merely scratched 
the surface. The really big questions are 
now being addressed with the third wave 
of agility. In concrete terms this means: a 
deep impact on the self-definition of in-
dividual silos and managers, and there-
fore considerable pain. It is little wonder 
that many executives have avoided these 
decisions until now.

Successful transformation at the compa-
ny level requires a radical reorientation 
of the organizational structure. This me-
ans not only breaking down silos, but 
also disassembling power structures that 
have reigned for years, an act which is 
bound to lead to considerable resistan-
ce in various ivory towers. Agile portfolio 
management should be seen as equally 
important, as it not only provides greater 
transparency and steering capabilities, 
but also redefines the budgeting process 
within the company – and thereby re-
designs one of its main governance sys-
tems. Executives need not only make the 
necessary decisions to achieve this new 
operating model, but must also ensure 
that the business continues to run wit-
hout major disruptions. It would not be 

the first time that transformation brought 
a company to a near standstill. What is 
more, executives must have the courage 
to take these big decisions, to implement 
them, and even more importantly: they 
must make real use of these new cor-
porate governance tools. Only then will 
these changes have an impact on the rest 
of the organization. To be specific, we 
are talking about significant changes to 
budget allocations, management roles, 
as well as new salary and career models. 
In other words, radical changes across 
the entire organization.

Building a new  
leadership team

One issue that has only been reluctantly 
addressed, but which counts among the 
key success factors, is the appointment 
of management positions. A manager 
who himself has designed and built up 
a system himself over years may not be 
the right person to alter it completely. 
Executive management must therefore 
have the courage to call for a greater re-
placement of middle and lower manage-
ment, even if this means parting from 
long-serving confidants, even friends.  
 
Companies that successfully achieved 
agile transformation are those that have 
taken significantly stronger action than 
their market peers in terms of leadership 

roles and the choice of management. A 
reduction and exchange of up to 50% 
or more of the management team is not 
unusual.

Appoint an  
agile executive

If you want to be successful in the futu-
re, then agile transformation must beco-
me a top management topic (see Trends 
& Benchmarks Report 2019, From Agile 
Rebel to Agile Executive). However, most 
executive roles, such as CEO, COO or even 
CIO (where the topic of agility is current-
ly situated in most cases) have neither 
the capacity nor the political freedom to 
delve deeply into agile transformation. 
Successful companies often appoint an 
“Agile Executive” to drive the transfor-
mation across departments. This person 
need not necessarily be a typical agile 
leader, but must have thorough know-
ledge of agility, have an agile mindset 
and be able to quickly get up to speed. 
They should also speak management 
language and know how change takes 
place successfully in a company. An Agile 
Executive has no problem with breaking 
up structures and patterns; he or she can 
win management over to their side, un-
derstands how to pull the strings, and is 
an integral part of the top and mid-ma-
nagement clique.



Implement a new 
understanding of lea-
dership on all levels
A new understanding of leadership is 
crucial to a company’s agile (and digital) 
transformation. With this in mind, many 
managers have sought solutions in inter-
nal training or at top executive schools 
such as IMD or INSEAD. The question is 
whether this training has indeed led to 
a change in their leadership behaviour. 
Managers say that it has. Their staff , ho-
wever, only partially share this optimistic 
self-appraisal (62.5% of executive ma-
nagement vs. 18.3% of middle manage-
ment). 

It is apparent from this, that among the 
winners of the transformation, HR can 
provide a valuable contribution as an 
inspiring role model and with initiati-
ves that go well beyond simple training 
off ers. They assess morale through em-
ployee surveys and with dedicated KPIs, 
and play an important part in the evalu-
ation and further development of leaders 
at all levels of the company.

Conclusion
Agile transformation has stalled during 
the second wave in many companies, 
because only individual elements of the 
third wave, such as portfolio manage-
ment, have been tackled. At the same 
time, transformation has o� en only oc-
curred on the surface; the company’s 
DNA and culture have not (yet) adapted 
to the new era. Executives must now 
take on the hard topics, such as new 
organizational forms, management be-
haviour, dedicated agile executives and 
make di�  cult and painful decisions re-
garding new leadership teams.
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Middle management

Will I survive? 
Reorganization 
in middle 
management
Have linear careers become ob-
solete? This segment addres-
ses the balancing act between 
governance and new freedoms 
that agile transformation re-
quires. Seen from the perspec-
tive of middle management, it 
looks at the opportunities and 
threats that the system buil-
ders of yesteryear face, weighs 
them up and shows strategies 
to overcome the dilemmas. In 
addition, the success factors in 
leading a successful transfor-
mation are presented. Among 
these are a lean agile portfolio ma-
nagement, a stable product team and 
suitable concepts for replacing the 
hamster wheel with an e� ective custo-
mer-centred working method. 

The company needs new heroes! The role 
of the middle manager takes centre stage 
in the anticipated upheaval that comes 
with the third wave of agility. Until now, 
it was quite possible to work your way up 

step by step by delivering solid work and 
elbow grease, to make a name for your-
self as a director, and to garner respect 
with a lot of knowledge and experience 
as a specialist or expert. Suddenly, all of 
this is worthless. Career paths have beco-
me obsolete. The transformation dilem-
ma has middle management in its grasp: 
stuck in the old processes and existing 
hierarchical mindset amidst loud cries 
for more agility. According to the latest 
„Trends and Benchmarks Report“, „exis-

ting corporate culture and/or hie-
rarchies“ are the biggest obstacle 
to agility. Because of its sandwich 
position between executive ma-
nagement and employees, middle 
management suff ers particularly 
from „overlapping processes that 
have not been adapted“. Especi-
ally at the beginning of a trans-
formation, the existing governan-
ce processes are still in operation. 
You are measured using the tried 
and true KPIs. At the same time, 
employees demand the freedom 
they need within the agile setup 
to be able to deliver accordingly. 
They have little understanding for 
the corporate constraints of the 
existing organization.

Wait and hope?
A new (product-oriented) organi-
zational structure off ers new op-

portunities. New roles arise that require 
distinct leadership qualities: Portfolio 
Manager, Solution and Release Train En-
gineer (RTE), Product Manager, Tribe Lead 
and People Coaches. Many of the tradi-
tional leadership tasks will ultimately 
disappear in an agile organization. Bud-
geting takes place in an ongoing and es-
sentially leaner manner; many planning, 
reporting and coordination tasks are 
eliminated. The bad news: If you spe-
ak with managers from companies that 
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have already carried out an agile trans-
formation, they will paint a dismal pic-
ture. 50% and more of the managers are 
either no longer needed or have already 
been replaced. An icy wind is blowing. 
Managers with many years of experience 
are no longer trusted – perhaps rightly 
so – to be able to reorganize the system 
of which they are supporting pillars and 
some of which they may have even crea-
ted themselves, within a feasible period 
of time. Rather than being part of the 
solution, they become part of the pro-
blem.

How should a manager behave in such 
a situation? Wait, sit it out, in the hope 
that the wind will change and blow in 

your favour again? Or is it better to pro-
actively take your fate into your own 
hands? The good news is: if you switch 
to another organization unit or even to 
another company, you oft en have fewer 
problems fi nding your way in the new 
world or in the new role. On the contra-
ry: change can even be really fun! Freed 
of all old habits and constraints, you can 
start anew. You have no “history”, are 
free to work towards and co-design the 
future, without being dragged down by 
the ballast of the past. One alternative 
might be to switch to an organization 
that is still based on the old principles, 
but the chances are great that it too will 
fi nd its way into the new world, and you 
will be confronted with the same chal-
lenges again. So, take off  into the new 
world, on a thrilling journey into a fo-
reign land, full of adventure and new 
experiences.

Products over projects
There is no way around it: successful trans-
formation at the company level requires a 
radical realignment of the organizational 
structure. The longer a functional organiza-
tion works with Biz, Dev, Ops, etc., in sepa-
rate units, which temporarily pull together 
the necessary resources on a project basis, 
the less eff ective it becomes. First of all, at 
the end of the project, valuable knowledge 
is lost, and little profi t is derived from the 
good and bad experiences made. To put it 

bluntly, you are doomed to repeat past er-
rors. Even the best project handbook and 
well-intended „lessons learned“ sessions 
are no help. Secondly, there is the tendency 
to pour project aft er project into the see-
mingly well-oiled machinery, only to later 
determine that no added value has been 
created. No wonder! All the experts are 
booked for at least fi ve projects at the same 
time, and have hardly any time to do the 
work because of the many meetings and the 
required multitasking – the infamous task 
switching.

If you begin to introduce a lean agile port-
folio management, and consistently prio-
ritize the projects, you quickly notice that 
the procedures currently in place are like a 
hamster wheel, which rotates quickly, but 
in which you make no progress. The ans-
wer to this is stable product teams or team 
of teams, which replace cobbled together, 
temporary project teams. Instead of bringing 
people the work (the projects), you bring the 
work (the requirements) to the people. With 
Scrum teams or squads on the team level 
and Agile Release Trains (ART), value stre-
ams or tribes on overlapping levels, agility 
off ers suitable and meanwhile widespread 
concepts, oft en in combination. Of course, 
the key to this is how you divide and align 
these units. What are our products? In this 
context, ‘product’ is a catch-all term for all 
services and things that are off ered to the 
customer. This is a question that oft en is not 
at all easy to answer. To which product does 
CRM belong, for example?

CEO Celina CIO Thomas Head Agile Nino Executive Anna Test Lead Luca Reto„BA/ RE/ PO“ Beat DevOps Lead Johanna

BA/REPO
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Conclusion
In con� ict between existing governance 
and the new world, middle manage-
ment is coming under increasing pres-
sure. New organizational structures of-
fer opportunities - but more likely for 
new roles. To remain in the old struc-
tures is not an appropriate response. 
Proactive and goal-oriented people can 
shine in a new working environment 
with their skills and without inherited 
burdens.



Team – Individual contributor 

Happier after 
the change?

Employees are generally happy with 
the change that agile transformation 
brings. However, the change o� en does 
not go beyond an initial application of 
the methodology – the SHU. DevOps and 
PM/PO activities gain in importance. The 
Scrum Master changes to a supplemental 
role in the team. A fact that is o� en not 
well liked by seasoned ideologists, which 
is why everyone now wants to be an agi-
le coach. Can that turn out well?

The agile transformation is a major shift  
in thinking for executives, a seemingly in-
surmountable change for managers. But 
what do employees, engineers, marketing 
staff , Product Owner and Scrum Masters 
have to say about it? Are they happier in 
the agile world or would they rather re-
turn to the old world?

Positive impact on em-
ployee motivation

If you speak to colleagues from teams 
that have made the transition into agile, 
and who have already overcome the ini-
tial starting diffi  culties, you nearly unani-

mously receive positive feedback. While 
they will admit that the starting phase of 
the transformation to agility was strenu-
ous – they had a feeling of being lost, of 
uncertainty and insecurity, as is oft en the 
case in change processes – once they arri-
ve in the new world, no one really wants 
to go back to the old way of working. Ap-
preciated is the work in multidisciplinary 
team, the result-oriented tasks and the 
short feedback loops. This signifi cantly 
boosts motivation, as the fi gures from the 
current Trends & Benchmarks Report con-
fi rm. An impressive 68% say they are sa-
tisfi ed or even very satisfi ed with their job 
in the agile world. These are top results, 
particularly in light of the fact that world-
wide only 13% of employees are consi-
dered to be „engaged“, 63% are „not 
engaged“ and 24% are „actively disen-
gaged“ (Gallup Study 2017 – not adjusted 
by country or business sector).

It goes without saying that not everything 
that glitters in agile is gold.  Aft er the em-
ployees have been trained, have solidifi ed 
the new way of working over months – 
something that may even take one or two 
years – and results have been achieved in 
previously unheard-of speeds, a period 
of sobering oft en occurs. This shows that 
an agile transformation is not completed 
with the training of staff  and the intro-
duction of processes and methods. The-
se elements comprise merely the begin-
ning. The two most frequently mentioned 
obstacles on the way to greater agility are 

consistently the existing corporate culture 
and (non-adapted) overlapping proces-
ses. Only companies that have tackled 
these issues are able to reach the next 
stage of agility and can keep their emp-
loyees onboard. Otherwise, there is a risk 
that they will seek an employer who has 
already advanced on the path to agility.

Doing agile 
versus being agile

The question is how strongly agility has 
really been integrated into the company’s 
DNA and whether a learning organization 
has been established. One may perhaps 
follow the basic principles of agility, living 
the Scrum events and being disciplined 
in maintaining task boards or Kanban 
boards. Although a new way of working 
was introduced (“doing agile”), it doesn’t 
feel very agile (“being agile”).

As the Trends and Benchmarks report  
shows, the majority of employees stick 
largely or entirely to the standard. Af-
ter the initial learning of agile practices, 
these are oft en applied 1-to-1, but not 
further adapted to the company’s own si-
tuation. This is not what is desired in the 
medium term. A learning and adaptable 
organization should arise, one that seeks 
and fi nds its own way – again and again. 
Aft er all, the market and the technology 
available are also changing constantly. 

DevOps EngineerTester

Is your job 
ful� lling/motivating?
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Is your job fulfilling/motivating?Has your role changed with Agile?

Roles and job satisfaction

Yes

Rather yes

Undecided

Rather no

No
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28.3%14.8%

15.0%

8.6%

20.4%

47.6%

24.7%
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Fully agree Agree Partially Don't agree

Following the Approach

10.7%

55.3%

17.2% 16.3%

0.6%

We live the 
standard

Mostly We 
adapted it

Partially Not at all



The transformation therefore never ends; 
the path is the proverbial goal. Only in 
this way can the full potential of agility 
be achieved.

What is needed to free oneself from the 
textbook and to adapt the methods to 
one’s own situation? One possible answer 
lies in Shu-Ha-Ri. This old Japanese le-
arning technique is undergoing a renais-
sance. It means: “First learn, then detach 
and ultimately master”.

In “Shu” one learns the 
practices and begins to 
apply them. Once the 
practices are unders-
tood, in “Ha” they can 
be adapted to one’s 
own situation. Ultima-
tely one goes their own 
way in “Ri”. Agile teams and coaches at-
tempt to use this concept to understand 
where a team currently stands in the de-
velopment. Based on this, one can con-
sciously decide on measures and thereby 
prevent a slowing or even a standstill of 

the transformation on the team level over 
a longer period of time.

Commoditization 
of the Scrum Master

While the teams gather more and more 
experience with Scrum, the central role of 
Scrum Master also changes. In the begin-
ning fi lled with a dedicated person - of-

ten project, quality 
or line manager - 
the understanding 
of Scrum Master as 
a role will evolve. A 
role which not only 
acts as a moderator 
and guardian of the 
Scrum values, but 

also takes on responsibility and actively 
takes care of the removal of impediments. 
In the end, the team is independent 
enough to take over these tasks itself. 
While this represents a welcome addition 
for the team members, “professional” 
Scrum Masters will not like this change. 
Instead of fi ghting the development, the 
positive aspect could be seen: the team 
was successfully empowered. It stands on 
its own feet and can focus on its own fur-
ther development. For an Agile Coach, this 
can mean accompanying the agility on an 
organizational level - or taking on a new 
role.

Focus on DevOps 
and Business Agility

In order to overcome the next hurd-
le, companies must extend the scope of 
agility. Two of the key hot topics in this 
context are DevOps and Business Agility. 
Many people talk about them, everyone 
understands them diff erently. There is no 
uniform defi nition, nor is there a general 
understanding of what this means in con-
crete terms. Common to both approaches 
is that the existing functional silos are to 
be overcome.

DevOps strives for closer cooperation bet-
ween Development (Dev) and IT Opera-
tions (Ops). According to the fi gures from 
the report, in 28.7% of cases development 
teams take over Ops tasks, in 45.5% of ca-
ses Ops employees are integrated into the 
teams. There are still few companies that 
have many years of practical experience 
with DevOps. Many of them struggle with 
the necessary automation of Continuous 
Integration (CI), Continuous Testing (CT) and 
Continuous Delivery (CD). An even higher 
hurdle is the merging of the diff erent cul-
tures of Dev and Ops.

Business Agility (also BizDevOps) is also still 
in its infancy. One reason for this is that 
the well-known agile practices like Scrum 
cannot be applied one-to-one from IT to 
business. There is no standard approach 

SHU = protect, defend, obey, follow

HA = detach, break down

RI = remove yourself, separate, cut-o� 
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that one can simply start with. In many 
cases Kanban is suitable because you start 
from the existing process and improve it in 
small steps. However, it does not feel very 
agile at the beginning; and it also requires 
a lot of discipline. In addition, it is not al-
ways easy to involve the business. In this 
context, one of the most important factors 
is the clarifi cation of the roles of the pro-
duct owner and product manager, to have 
a common understanding of how the in-
dividual units of a company should work 
together in an agile context. Where should 
these roles be assigned, what tasks and 
competencies characterize them, which 
persons should fi ll these roles and how do 
we deal with power confl icts in this new 
constellation? These questions must be 
answered if the leap into the next level of 
agility is to be successfully mastered.

Conclusion
Employees are happy with the change 
and do not want to go back to the old 
world. However, the change o� en does 
not go beyond a � rst application of the 
methodology (SHU). The Scrum Master 
role changes, which is not always wel-
come. DevOps and PM/PO topics become 
more important. The biggest obstacle for 
employees is at the same time the big-
gest challenge for leaders: a culture that 
promotes a learning and adaptable or-
ganization and its own agile way of at 
all levels.
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For the 12th time, I would like to
present the SwissQ Trends &
Benchmarks. As always, it took much
blood, sweat and tears before the final
result was available. I think it was
worth it. You will come across familiar
graphs that have accompanied us for
years, but there are also a number of
new additions to this year's report.
With this, we want to give you new
perspectives on the development of
digital products without neglecting the
tried and true.

Almost 500 people from various
companies and industries in
Switzerland contributed to this report.
A few answers have also reached us
from foreign countries near and far. To
encourage even more participation
from outside Switzerland, and as you
may have already noticed, the study is
now published in English. In
Switzerland we have also broadened
our horizons and for the first time it
was possible to answer the survey in
French. Merci beaucoup to all who
took part.

Transformation

Our lead article covers the aspects of
transformation in detail, mainly from a
management perspective. Our survey
shows that agile is still happening
mainly in IT and hasn't yet reached the
Business, even if there is much talk
about Business Agility.

Agile

Going fully agile is challenging and
sticking with waterfall is not an
option. This has left many, about 40%
to be exact, stuck in a hybrid
approach, i.e., a combination of
waterfall and agile. This is not
necessarily a bad thing, if you manage
to get the best of both worlds.

Kanban offers an easy start with agile
and unlike Scrum is applicable to any
process. As our numbers show, it is
becoming more and more popular. But
remember, it is not Kanban if it
doesn't have WIP limits. There is also a
trend towards stable product teams
that extend their responsibilities
beyond those of "just" the
development of a solution or service.

Product Engineering

This leads us to Product Engineering.
Following the above trend, we
extended the report to address the
entire lifecycle of requirements from
idea to story. Being the link between
Business and IT, this is a key success
factor for agility. As such, the role of
PO is becoming more popular,
extending beyond the original
definition in the agile team and taking
over more responsibilities previously
owned by other roles in the business.
Still only few question the value of
what is being developed for business
or end users.

Testing and DevOps

As mentioned before, quite a few
choose a hybrid approach.
Unfortunately, that often means that
agile testing is actually not that agile.
Early involvement of testing, another
key success factor, often does not
happen, leaving testing to become the
bottleneck before deployment. A
feeling all too familiar to many testers.
DevOps promises to resolve this issue.
But similar to Business Agility, many
talk about DevOps, but few have
implemented it fully or have much
experience. As test automation efforts
often fall short of expectations, lacking
integration into the deployment
pipeline, there is still much manual
testing going on.

Until next year

This study is intended to give you an
indication of where we are heading in
digital product development and what
challenges need to be tackled next.

Please do not hesitate to contact us if
you have any questions or suggestions.
We would also be happy to present the
results of the Trends & Benchmarks
report within your company: at a
management meeting or brown bag
session for example. Looking forward
to hearing from you.

Editorial

Silvio Moser
CTO SwissQ
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Survey Basis

19.5%

18.3%

10.7%

10.5%

8.2%

8.0%

4.1%

3.5%

2.7%

2.5%

2.5%

9.6%

IT (Hardware / Software)

Banking /
Financial Services

Manufacturing

Government and 
government-related

Insurance

Consulting

Telecom

Transportation

Energy

Communication / 
Advertising / Media

MedTech

Others

Number of Employees

9.5%

13.4%

29.7%

14.4%

10.5%

22.5%

1 - 50

51 - 250

251 - 2'000

2'001 - 5'000

5'001 - 10'000

> 10'000

28.8%

22.0%

17.9%

17.0%

17.0%

16.2%

15.8%

15.6%

11.1%

7.6%

7.2%

5.3%

5.3%

3.1%

2.3%

2.1%

9.2%

Management 

Project / Program Manager

Requirements Engineer

Scrum Master / Agile Coach / RTE

Test Manager / Test Master

Business Analyst / Business Engineer

Product Owner

Consultant

Test Engineer / Test Analyst / Tester

C-Level (CEO / CIO / ...)

Product Manager

SW Engineer in Test / Test Automator

Quality Manager / QA

Solution Designer

Software Developer

IT Architect

Other

Roles

Several participants have more than one role.

Industry

Participants hail from a range of industries, 
with IT and Banking topping the list.



Tr
en

ds
 &

 B
en

ch
m

ar
ks

 2
02

0

16

3.4%

39.9%

35.6%

21.2%

Key Project Data

Project Complexity

Over half of the projects are of high or very high complexity.

Main Project Approach

There has been a slight decrease in the adoption of agile as the 
main approach. A quarter of projects follow waterfall.

Project Type

The enhancement of existing solutions is mentioned most often, 
followed by new developments.

Project Size (in CHF)

Almost half of the projects have a budget exceeding 1 Million CHF.

11.9%

25.7%

62.4%

Unclear

Waterfall / 
Iterative

Agile

2020

2019

2018

2017

2016

Low

Medium

High

Very high

Enhancement

New Development

Maintenance

Other

34.9%

29.3%

20.1%

15.8%

10.6%
8.8%

15.5% 16.0%

27.5%

7.4%

14.2%

Don't 
know

Up to
100,000

Up to
500,000

Up to 
1M

Up to
5M

Up to
10M

Over
10M
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Life Cycles

Agile Development Life-Cycles

Kanban has again gained ground, while Scrum 
and SAFe remain stable.

Waterfall Development Life-Cycles

Not much has changed compared to last year, 
with the exception of SAFe becoming increasingly popular.

7.2%

1.8%

10.8%

13.7%

14.4%

32.5%

40.4%

81.2%

Others

XP

Hermes 5

Scrumban

Waterfall

SAFe

Kanban

Scrum

10.5%

4.4%

7.0%

14.9%

20.2%

25.4%

43.9%

70.2%

Others

Unified Process

Scrumban

SAFe

Hermes 5

Kanban

Scrum

Waterfall

2020

2019

2018

2017

2016

2020

2019

2018

2017

2016
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Approach and Success

Approach in AgileApproach in Waterfall

Chaotic

Agile

Hybrid

Plan-driven

Success in Waterfall

Successful: targets met on time and within budget

Challenged: over budget a/o over time a/o targets only partially met

14.0%

4.4%

43.0%

38.6%

0.9%

59.7%

39.5%

Stopped

Challenged

Successful
2020

2019

2018

2017

6.9%

47.1%39.5%

6.5%

Chaotic

Agile

Hybrid

Plan-driven

0.4%

49.1%

50.5%

Stopped

Challenged

Successful

Success in Agile

Successful: targets met on time and within budget

Challenged: over budget a/o over time a/o targets only partially met

2020

2019

2018

2017
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Status in Agile

Handling and Status

Handling in AgileHandling in Waterfall

18.8%
(16.1%)

69.0%
(68.1%)

12.3%
(15.8%)

() = previous year

Disagree          I partially agree           Agree

2.5

2.5

2.4

2.4

2.4

2.0

1 2 3

Changes in requirements / tasks 
are implemented flexibly

Team members regularly reflect 
on their work and make adjustments

Team takes responsibility
for achieving the goals

There is informal collaboration
between team and stakeholders

All team members see and understand
what is currently happening

Team members take on tasks  
independently of their area of expertise

2.3

2.2

2.1

2.1

2.0

1.8

1 2 3

Team takes responsibility
for achieving the goals

There is informal collaboration
between team and stakeholders

Team members regularly reflect 
on their work and make adjustments

Changes in requirements / tasks 
are implemented flexibly

All team members see and understand
what is currently happening

Team members take on tasks  
independently of their area of expertise

Disagree          I partially agree           Agree

Status in Waterfall

16.7%
(24.4%)

50.0%
(52.4%)

33.3%
(23.2%)

() = previous year

Finished -
implemented

Ongoing – first deliverables 
implemented

Ongoing – no deliverables 
implemented yet

Finished -
implemented

Ongoing – first deliverables 
implemented

Ongoing – no deliverables 
implemented yet
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Key Take-Aways

Transformation
Going fully agile is 
challenging and sticking with 
waterfall is not an option

Leaving many stuck in a

Hybrid Approach

Satisfaction
with the agile way 
of working

is high 
with the transformation 

is low

Leadership and culture
are the main
success factors

Yet focus is on

Processes 
over People

Team 
Accountability
needs to be improved

But decentralisation 
of decisions is too 
hard for many

Agile Transformation is

happening 
mainly in IT
and hasn't yet reached
the Business

Agile 
Development 
is more 
successful
than waterfall
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Introduction of Agile

Focus of Transformation

People claim that agile transformation is all about culture.
Yet in practice the focus is increasingly on processes and methods.

At What Levels is Agile Introduced?

Agility has either already been introduced or is being actively
promoted mainly at team and project levels.

53.3%

42.4%

21.5%

15.3%

8.2%

36.5%

48.4%

44.9%

36.9%

32.2%

17.9%

29.0%

26.2%

15.7%

18.9%

33.3%

Team

Endeavour

Area

Portfolio

Company

Done Ongoing Planned Not planned

39.2%

21.8%

14.6%

13.3%

11.2%

Processes and Methods

Products and Services

Organization and Structure

Culture and Leadership

People and Skills

2020

2019
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Goals

Changes in Leadership Behaviour

While many say that their own leadership behaviour has
changed, they don’t think the same of their superior's.

Goals of Agile

The ability to deal with changing priorities comes first, while the 
decentralisation of decisions is the goal abandoned the most.

24.3%

20.6%

20.1%

16.4%

15.7%

15.4%

14.0%

13.7%

12.7%

62.0%

60.2%

60.1%

61.6%

48.7%

62.8%

54.3%

57.3%

63.8%

12.0%

15.9%

13.9%

17.0%

21.2%

18.6%

22.9%

21.2%

18.2%

Ability to deal
with changing priorities

Improve collaboration
between business and IT

Improve team morale

Improve quality

Decentralization
of decisions

Faster time-to-market

Minimize risks

Simplify processes

Increase productivity

Achieved Ongoing Planned Abandoned

43
.7
%

18
.4
%

33
.1
%

29
.5
%

8.
7%

20
.0
%

9.
2%

22
.4
%

5.
3% 9.
7%

My own My superior's

Yes Rather yes Undecided Rather no No



Tr
en

ds
 &

 B
en

ch
m

ar
ks

 2
02

0

24

Satisfaction

Level of Agility in Relation to Market

About a third of respondents think their company is ahead of the
rest of the market when it comes to level of agility.

Satisfaction with Agile

Satisfaction with the agile approach is limited. Over half of
respondents are averagely happy or are even dissatisfied.

12.0%

33.8%
43.4%

10.9%

Very satisfied 

Satisfied

Average

Dissatisfied

What could be improved?

15.1%
(14.5%)

Far 
behind

26.2%
(30.2%)

Somewhat 
behind

25.5%
(22.8%)

Average

27.8%
(25.1%)

Somewhat 
ahead

5.5%
(7.4%)

Way 
ahead

() = previous year

Font size = number of mentions

Agile MindsetCultural Change
Leadership culture

& commitment

Team Accountability

wider Adoption
within Company

Focus & Prioritization

Lean Processes

Sustainability

Continuous Learning
Simplify Structure

People First
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46%

15%

7%

5%

Missing overall 
Overview / Vision

Non-adapted 
Overarching 

Processes

Existing Corporate Culture 
and / or Hierarchies

Specialization
of Employees

Obstacles

The Biggest Obstacles for Agility

By far the greatest challenge for more agility in the organisation are existing corporate culture and hierarchies. This goes hand in hand with the
fact that many overarching processes, such as human resources or portfolio management, have not been adapted to the Agile Way of Working.

11% Lack of management support

6%
Difficulty in prioritizing 
Tasks / Work Items 

5% Customer(s) not
involved / engaged
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Satisfaction

Level of Agility in Relation to Market

About a third of respondents think their company is ahead of the
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46%

15%

7%

5%

Missing overall 
Overview / Vision

Non-adapted 
Overarching 

Processes

Existing Corporate Culture 
and / or Hierarchies

Specialization
of Employees

Obstacles

The Biggest Obstacles for Agility

By far the greatest challenge for more agility in the organisation are existing corporate culture and hierarchies. This goes hand in hand with the
fact that many overarching processes, such as human resources or portfolio management, have not been adapted to the Agile Way of Working.

11% Lack of management support

6%
Difficulty in prioritizing 
Tasks / Work Items 

5% Customer(s) not
involved / engaged
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New Work

Satisfaction

Over 75% of participants are satisfied or even
very satisfied with their new way of working.

Teams without hierarchical structures

Slightly more than 18% of respondents work in a team without
hierarchical structures, i.e. without a direct superior.

18.3% 81.7%

Without Hierarchical Structures

Yes No

68.5%

36.0%

15.7%

11.2%

9.0%

9.0%

3.4%

3.4%

3.4%

7.9%

Scrum Team / Squad

Agile Release Train (ART) / 
Value Streams

Management 3.0

Tribe (Spotify Model)

Holacracy

Liberating Structures

Sociocracy

Sociocracy 3.0

Teal

Others

Organisational Approaches

In most cases, the chosen team setup is Scrum Teams,
sometimes in combination with other approaches.

22.5%

53.9%

19.1%

4.5%

Very satisfied 

Satisfied

Average

Dissatisfied
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Portfolio Management

Portfolio Management Techniques

Classical techniques continue to make up the major share. With the 
MVP principle, however, an agile technique has established itself.

Portfolio Management Application

In general, the application of portfolio management works well. 
The "advanced" practices are the  hardest to implement.

69.6%

45.6%

43.0%

40.5%

35.4%

34.2%

24.1%

21.5%

15.2%

11.4%

11.4%

8.2%

2.5%

Business Case

MVP (Minimal Viable Product)

Financial models
(NPV, ROI, EVA, ...)

Roadmapping

Key Performance
Indicators (KPI)

Burn Down Charts

Kanban

Strategic Buckets

Weighted Shortest Job First 
(WSJF)

Dependency Mapping

Lean Metrics (Lead Time, ...)

Priority Poker

Others

2.43

2.39

2.34

2.33

2.18

2.14

2.11

1 2 3

Projects are subdivided into 
separate, self-contained parts

Results of the projects 
are reviewed regularly

Portfolio management is based 
on strategic guidelines

Projects undergo a structured 
selection and approval process

Projects are prioritized on 
the basis of defined criteria

Approval of  projects 
depends on available resources

Parts of the project
are released individually

I partly agree I agreeI disagree

Portfolio Management: selection, approval and monitoring 
of endeavours (project, program, product development)

Source: Trends & Benchmarks 2019
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New Work

Satisfaction

Over 75% of participants are satisfied or even
very satisfied with their new way of working.

Teams without hierarchical structures

Slightly more than 18% of respondents work in a team without
hierarchical structures, i.e. without a direct superior.
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Management 3.0
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Organisational Approaches

In most cases, the chosen team setup is Scrum Teams,
sometimes in combination with other approaches.
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Portfolio Management

Portfolio Management Techniques

Classical techniques continue to make up the major share. With the 
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Key Take-Aways
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Agile
Coach
Agile
Coach

Agile
Executive

Agile
Easy to start with,

Kanban is 
a rising star
just don't ask about 
WIP limits

Everyone wants cross-
functional teams, yet

T-shaped 
remains
elusive

With agile come new roles

Coaching 
beats 
command & 
control

Stable 
Product 
Teams
are more productive 
than temporary 
project teams

Waterfall 
fights back
and is becoming 
more agile

Agile frameworks focus on IT, 
there is 

no established 
solution for the 
Business
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Adoption of Agile

Following the Approach

Most follow the chosen approach fairly closely.
Surprisingly only 17% say they adapted it.

Adoption of Agile

Agile is prevalent in Development and has been adopted to some
extent in Quality Assurance. Operations is slowly catching up.

Completely Mostly

Partially Not at all Don’t know

31.0%

13.9%

48.5%

32.1%

16.9%

12.7%

18.2%

39.1%

42.8%

46.7%

9.7%

24.1%

26.5%

11.5%

11.8%

Development (Dev)

Quality Assurance (Test)

Operations (Ops)

Business (Biz)

10.7%

55.3%

17.2% 16.3%

0.6%

We live the 
standard

Mostly We 
adapted it

Partially Not at all
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Roles and job satisfaction

Is your job fulfilling/motivating?

An impressive 68% say that they are satisfied or even very
satisfied with their job in the agile world.

Has your role changed with Agile?

About 2 thirds say that their role has changed 
with the introduction of Agile.

Yes

Rather yes

Undecided

Rather no

No

33.3%

28.3%14.8%

15.0%

8.6%

If so how?

20.4%

47.6%

24.7%

7.3%

Fully agree Agree Partially Don't agree

Font size = number of mentions

More CoachingNew Role
Shorter 

Planning Cycles

More Cross-functional
Greater Autonomy

Leadership 
rather than Mgmt
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Roles and job satisfaction

Is your job fulfilling/motivating?

An impressive 68% say that they are satisfied or even very
satisfied with their job in the agile world.
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with the introduction of Agile.
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Agile Practices and Tools

Tools Used for Task Management

Jira remains the most-used tool by far.

Use of Agile Practices

The Scrum events top the list. 

10.2%

3.0%

8.4%

19.1%

20.0%

26.7%

30.0%

34.0%

63.0%

Others / None

IBM Rational

MS TFS / DevOps Azure

MS Project

Paper & Pencil / Post-it

MS SharePoint

Atlassian Confluence

MS Office

Atlassian Jira
83.4%

80.5%

78.1%

74.3%

70.4%

59.2%

58.0%

36.4%

31.1%

28.7%

25.2%

21.3%

1.8%

Sprint Review / Demo

Retrospectives

Daily Standup / Scrum

Definition of Done (DoD)

Sprint / Iteration Goals

Definition of Ready (DoR)

Story Points

Big Room Planning

Co-Location

Lean/Agile Portfolio Management

Scaled Agility (Team of Teams)

Work in Progress (WiP) Limits

Others

2020

2019

2018

2017
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Agile Practices and Tools

Tools Used for Task Management
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Others

2020

2019

2018

2017
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11.8%

50.0%34.3%

3.9%

Team Collaboration

The degree of cooperation varies widely across companies.

Scaling Agile

Success Factors of Scaled Agility

Ensuring alignment - for example with a product vision - is key.

Applying Scaled Agility

Nearly half the respondents report that their company 
uses scaled agility.

Yes

No

Don’t know

44.5%

48.9%

6.6%

Responses taken from the 2018 survey

Very good

Good

Average

Bad
Font size = number of mentions

Product 
Vision

Management 
Support

Shared 
Planning

Product 
Management

Dedicated 
Resources

Coaching

Prioritization

Involvement 
of Business

Education and 
Training

Tooling

Collaboration

Transparency

Mindset
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11.8%
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3.9%
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The degree of cooperation varies widely across companies.
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Success Factors of Scaled Agility

Ensuring alignment - for example with a product vision - is key.
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Nearly half the respondents report that their company 
uses scaled agility.
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Font size = number of mentions
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Key Take-Aways

BA/RE PO

Product Engineering
Product Engineering, 
the link between 
Business and IT, is a

Key Success 
Factor
for Agility

Without a 
clear Vision
even an agile 
approach cannot 
save you

The role of the

PO is becoming 
more popular
extending beyond the 
original definition 
in the agile team

Only a few 
question 
the Value 
for the Business 
or end users

2/3 are 
not satisfied 
with Product 
Engineering activities

There is ample room 
for improvement

Use of the

MVP Concept 
has spread
but MVP is often 
misunderstood 
or misused
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Product Engineering
Product Engineering, 
the link between 
Business and IT, is a

Key Success 
Factor
for Agility
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clear Vision
even an agile 
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The role of the
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extending beyond the 
original definition 
in the agile team
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Communication

Early Review

Modeling

clear Vision

Business Know How

defined Process

Stakeholder 
Analysis

Satisfaction / Success Factors

Success Factors for Product Engineering

A clear vision and communication are the two top success factors 
for Product Engineering.

Satisfaction with Product Engineering

In average 2/3 of the respondents are not satisfied with the Product
Engineering activities. At least, about 40% are satisfied with Delivery.
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23.0%

21.8%

18.4%

16.1%
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Interview / Survey

Workshops

User Stories

Prototypes

Brainstorming

Minimum Viable Product (MVP)

Use Cases

Field Observation

Competitor Analysis

Document Analysis

Design Thinking

Focus Groups

Usability Tests

Others / Don't know

Elicitation and Documentation

Documentation Techniques

Epics, Features and User Stories have become the most 
popular forms of documentation.

Elicitation Techniques

Interviews / Surveys are the most popular technique, 
followed by Workshops and User Stories.
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Success Factors for Product Engineering

A clear vision and communication are the two top success factors 
for Product Engineering.

Satisfaction with Product Engineering

In average 2/3 of the respondents are not satisfied with the Product
Engineering activities. At least, about 40% are satisfied with Delivery.
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Epics, Features and User Stories have become the most 
popular forms of documentation.
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Operational Urgency

Effort

Importance

Gut feeling

Risk

Complexity

Financial Benefit
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WSJF

Cost of Delay
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Prioritization

Prioritization Criteria

Customer Benefit and Business Value top the list, while Strategic 
Relevance, Urgency and Effort also play a key role in prioritization.

Prioritization

Not surprisingly, prioritization occurs more frequently with Agile. 
But what is surprising, is that in 25% of the cases with Waterfall 
(and still in 10% with Agile), there is no prioritization at all.

Agile

Waterfall
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16.6%

Effort and Tools

Tools for Requirements Management

Jira, Confluence and MS Office are the top tools for requirements 
management. Not much has changed in the last couple of years.

Product Engineering Effort

For the second year in a row, the Average Product Engineering 
Effort in relation to overall cost has increased, from 11.3% in 
2018 to 16.6% in 2020.
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Prioritization

Prioritization Criteria

Customer Benefit and Business Value top the list, while Strategic 
Relevance, Urgency and Effort also play a key role in prioritization.

Prioritization

Not surprisingly, prioritization occurs more frequently with Agile. 
But what is surprising, is that in 25% of the cases with Waterfall 
(and still in 10% with Agile), there is no prioritization at all.
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16.6%

Effort and Tools

Tools for Requirements Management

Jira, Confluence and MS Office are the top tools for requirements 
management. Not much has changed in the last couple of years.

Product Engineering Effort

For the second year in a row, the Average Product Engineering 
Effort in relation to overall cost has increased, from 11.3% in 
2018 to 16.6% in 2020.
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Quality

Definition of Ready (DoR) Criteria

The DoR in most cases primarily focuses on clarity and testability.

Ensuring Quality of Requirements

A wide variety of techniques are used, and often combined, 
to ensure quality.
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In Waterfall

Responsibilities

Responsibilities

The PM plays a more active role in Agile, especially in defining a vision and goals. The same is true for the PO in the elicitation and documentation 
of requirements. In general, PM and PO take over responsibilities from RE and BA, and partially from the business.
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PM=Product Manager; BA=Business Analyst; PO=Product Owner; RE=Requirements Engineer 

In Agile
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Quality

Definition of Ready (DoR) Criteria

The DoR in most cases primarily focuses on clarity and testability.

Ensuring Quality of Requirements

A wide variety of techniques are used, and often combined, 
to ensure quality.
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Tester DevOps
Engineer

Key Take Aways

Testing & DevOps
Acceptance 
Criteria
are more and more being 
used as a starting point 

for Testing

Early 
Involvement 
a key success factor, even
more so in agile, often

does not 
happen

Many

talk about 
DevOps
few have implemented it 
fully or have much 
experience

There is still much

Manual 
testing
as test automation 
efforts often fall 
short of expectations

As 40% use a 
hybrid approach

Agile Testing 
is not that 
Agile

0nly

31.8% are 
confident
they tested enough
before deployment
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confident
they tested enough
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Close Collaboration 
with development

Early Involvement

Good Requirements
Testing Know-How

Stable Test Environment

Systematic Approach

High Degree 
of Automation

Availability of Test Data

defined 
Test Strategy

9.3%
(+1.6%)

40.3%
(-5.5%)41.1%

(+0.8%)

9.3%
(+3.0%)

Satisfaction and Success Factors

Success Factors in Testing

Early involvement of testing and a close cooperation with 
development are the main success factors.

Satisfaction with Testing

About half of all respondents are satisfied with the testing in their 
organisation. Which also means that the other half is not.

Font size = number of mentions
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Deployment

Satisfaction with Quality

In the opinion of the respondents, most customers are 
quite satisfied with the quality of the product.

Confidence before Deployment

Most respondents think they could have spent more time on testing 
and debugging, while just over 30% think they deliver good quality.

Dissatisfied Average Satisfied Very satisfied

31.8%

53.5%

14.7%

High

Ok

Not very high

Frequency of Deployments into Production

Every 7-12 months7.1%

Every 4-6 months

Every 2-3 months

19.0%

31.0%

Monthly17.4%

Every 1-3 weeks17.9%

More often16.9%
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Satisfaction and Success Factors

Success Factors in Testing

Early involvement of testing and a close cooperation with 
development are the main success factors.
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About half of all respondents are satisfied with the testing in their 
organisation. Which also means that the other half is not.
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Deployment

Satisfaction with Quality

In the opinion of the respondents, most customers are 
quite satisfied with the quality of the product.

Confidence before Deployment

Most respondents think they could have spent more time on testing 
and debugging, while just over 30% think they deliver good quality.
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Test Effort

Test Effort in Relation to Development Effort

The Average Test Effort in relation to development effort 
remained virtually unchanged compared to 2019 (19.5%).

Test Effort in Relation to Total Effort

The Average Test Effort in relation to total effort remained 
virtually unchanged compared to 2019 (14.1%).

2018 2019 2020 2018 2019 2020

Tr
en

ds
 &

 B
en

ch
m

ar
ks

 2
02

0

49

Tools and Practices

Test / QA Practices 

Regression testing is at the top of the list, while non-functional 
tests are in the bottom half.

Test Management Tools

While Atlassian Jira continues to be at the top of the list, 
Micro Focus ALM/QC is losing ground.
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3.0%

3.5%

4.4%

8.4%

9.1%

9.3%

12.6%

13.0%

19.1%

40.2%
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Atlassian Confluence

MS Office
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2020

2019

2018

64.2%

59.8%

56.9%

48.0%

41.9%

36.6%

32.9%

26.4%

22.8%

15.9%

13.4%

8.1%

2.9%

2.9%

Regression Testing

Automated Testing

Acceptance Testing

Unit Testing

Exploratory Testing

Acceptance Criteria

Code Review / Static Analysis

Smoke Tests

Load & Performance Tests

Risk-based Testing

Security Tests

Usability Testing

Behaviour-
driven Development (BDD)

Crowd Testing
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Test Effort

Test Effort in Relation to Development Effort

The Average Test Effort in relation to development effort 
remained virtually unchanged compared to 2019 (19.5%).

Test Effort in Relation to Total Effort

The Average Test Effort in relation to total effort remained 
virtually unchanged compared to 2019 (14.1%).

2018 2019 2020 2018 2019 2020
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Tools and Practices

Test / QA Practices 

Regression testing is at the top of the list, while non-functional 
tests are in the bottom half.

Test Management Tools

While Atlassian Jira continues to be at the top of the list, 
Micro Focus ALM/QC is losing ground.

8.4%

3.0%

3.5%

4.4%

8.4%

9.1%

9.3%

12.6%

13.0%

19.1%

40.2%

Other

IBM Rational

Own development

Tricentis Tosca

Paper & Pencil / Post-it

MS TFS / Azure DevOps

MS Sharepoint

Micro Focus ALM/QC

Atlassian Confluence

MS Office

Atlassian Jira

2020

2019

2018

64.2%

59.8%

56.9%

48.0%

41.9%

36.6%

32.9%

26.4%

22.8%

15.9%

13.4%

8.1%

2.9%

2.9%

Regression Testing

Automated Testing

Acceptance Testing

Unit Testing

Exploratory Testing

Acceptance Criteria

Code Review / Static Analysis

Smoke Tests

Load & Performance Tests

Risk-based Testing

Security Tests

Usability Testing

Behaviour-
driven Development (BDD)

Crowd Testing
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87.3%

58.9%

7.7% 7.5%
11.5%

19.5%
13.4%

4.5%

28.2%

52.3%
46.7% 37.5%

14.8%

27.5%

14.6%

2.5%

4.7%
22.1%

22.6%

10.3%

30.5%

25.9%

18.7%

9.6%
13.2%

18.4%

11.5% 8.8% 11.9%
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Responsibilities

Responsibilities

No surprises here. While White-Box tests are done by the developers, Black-Box tests 
are done by testers, and acceptance tests by the business or customers.

Other / Don’t know

Third Party

Business / Customer

Application / Product Owner

Tester outside Team

Tester in the Team (Embedded)

Developer
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DevOps: Satisfaction and Success Factors

Success Factors in DevOps

Cultural change and automation are still considered 
to be the most important success factors for DevOps.

Satisfaction with DevOps

For half of survey participants, implementation takes longer than expected. 
Less than 20% have achieved the expected benefits from DevOps.

Font size = number of mentions

Cultural Change

Integrated 
Toolchain

Employee Motivation

Automation
(Build, Test, Deploy, …)

Management Support

Know-How

Agile
IT Architecture

Breaking Down
Organizational Silos

Test Environments and Data

All going well

Expected benefit achieved

Takes longer than expected

It’s complicated

Does not fulfil expectations

Exercise cancelled

Investments in DevOps

Most are investing in DevOps, but not as significantly as in the past. 

17.7%

33.3%

31.3%

2.1%

15.6%

Significantly increase

Slightly increase

Leave as is

Reduce

Don't know

Knowledge Sharing

0.0%
(-2.3%)

18.3%
(-0.8%)

50.5%
(+11.2%)

22.6%
(-8.9%)

7.5%
(+0.8%)

1.1%
(0%)

() = Change over previous year

2020

2019

2018
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DevOps: Organization and Experience

Experience in DevOps

Experience in DevOps has increased slightly compared to the 
previous year, yet 2/3 of respondents have worked with DevOps 
for less than 3 years. 

DevOps Organization

Compared to last year, there has been a shift away from Dev 
teams taking over Ops tasks, to Ops employees being loaned to 
Dev teams.

47.5%

28.7%

25.7%

19.8%

17.8%

4.0%

Independent DevOps teams, 
within Dev organization

Ops tasks taken over
by Dev teams

Ops employees 
as part of Dev teams

Ops employees
loaned to Dev teams

Independent DevOps teams, 
outside Dev organization

Others

Less than 1 year

1 - 2 years

3 - 5 years

More than 5 years

Don’t know

23.4%
(-5.9%)

43.0%
(+8.2%)

22.4%
(-2.3%)

6.5%
(+3.2%)

4.7% (-3.2%)

() = Change over previous year

2020

2019
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DevOps: Objectives and Practices

DevOps Testing Practices

Surprisingly, manual testing is at the top of the list, 
closely followed by test automation and unit testing.

Objectives of DevOps

Improving quality seems to be the biggest challenge, 
as for 70% this is still an ongoing task.

84.9%

77.8%

77.3%

56.2%

51.9%

50.3%

34.6%

33.0%

13.5%

7.0%

5.4%

4.9%

8.1%

Manual testing

Test Automation (API / 
GUI)

Unit Testing

Continuous Integration 
(CI)

Load & Performance Tests

Built-in Quality

Security Tests

Continuous Delivery (CD)

Feature Flags

A/B Testing

Green-Blue Deployment

Canary

Other / Don’t know

Achieved Ongoing Planned Rejected

26.1%

24.3%

21.4%

17.4%

16.7%

14.9%

11.7%

11.1%

59.1%

50.0%

59.5%

58.1%

70.0%

54.3%

50.7%

64.4%

11.4%

17.6%

16.7%

18.6%

11.1%

28.7%

23.4%

24.4%

Improve collaboration
between Dev and Ops

Improve team morale

Improve development processes

Minimize risks

Improve quality

Accelerate time-to-market

Reduce costs

Increase automation
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Experience in DevOps

Experience in DevOps has increased slightly compared to the 
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for less than 3 years. 
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DevOps: Objectives and Practices

DevOps Testing Practices

Surprisingly, manual testing is at the top of the list, 
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11.1%

59.1%

50.0%
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58.1%

70.0%

54.3%

50.7%

64.4%

11.4%

17.6%

16.7%
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11.1%

28.7%
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24.4%

Improve collaboration
between Dev and Ops

Improve team morale

Improve development processes

Minimize risks

Improve quality

Accelerate time-to-market
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DevOps: Tools

Deployment & Release Tools

Development & Source Control Tools

18.2%

33.3%

4.6%4.6%

12.1%

21.2%
56.3%

6.3%

15.6%

6.3%

16.1%

11.3%

19.4%

6.5%

3.2%

12.9%

11.3%

10.5%

5.3%

22.8%

3.5%

8.8%

5.3%
11.3%

Analytics & Monitoring Tools

Build & Integration Tools

6.3%

8.8%

7.8%

28.1%
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Practices / Techniques in Test Automation

Record & Replay continues (unfortunately) to play a central role.

26.7%

24.1%

23.3%

23.3%

23.3%

17.2%

12.9%

6.9%

6.0%

6.0%

Record & Replay

TDD

ATDD/BDD

Automated Visual Testing

Keyword Driven Testing

Linear/structured Scripting

Service Virtualisation

AI / Machine Learning

Infrastructure as Code (IaC)

Others

12.6%

26.9%

18.5%

2.5% 1.7%

37.8%

Costs 
increased

Up to
10 %

Up to
20 %

Up to
50 %

Up to
80 %

No 
statement 
possible

Test Automation

Cost Savings with Test Automation

Cost savings up to 20% are possible, but most respondents 
are unable to say if any savings were possible.

Automation Tools

The market is getting more and more fragmented, 
as a large number of different tools are being adopted.

2020

2019

2018

48.3%

6.8%

11.0%

11.0%

11.0%

11.8%

12.7%

13.6%

14.4%

18.6%

30.5%

32.2%

45.8%

Others

MS Azure DevOps / TFS

QF Test

Appium

Protractor

Tricentis Tosca

Cucumber

Micro Focus UFT / LeanFT

Ranorex

In-house Development

xUnit (e.g. jUnit, TestNG)

soapUI

Selenium (... based)
2018 2019 2020

No data

No data



Tr
en

ds
 &

 B
en

ch
m

ar
ks

 2
02

0

54

DevOps: Tools

Deployment & Release Tools

Development & Source Control Tools

18.2%

33.3%

4.6%4.6%

12.1%

21.2%
56.3%

6.3%

15.6%

6.3%

16.1%

11.3%

19.4%

6.5%

3.2%

12.9%

11.3%

10.5%

5.3%

22.8%

3.5%

8.8%

5.3%

Analytics & Monitoring Tools

Build & Integration Tools

7.8%

28.1%
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Practices / Techniques in Test Automation

Record & Replay continues (unfortunately) to play a central role.

26.7%

24.1%

23.3%

23.3%
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17.2%

12.9%
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Infrastructure as Code (IaC)

Others

12.6%

26.9%

18.5%

2.5% 1.7%

37.8%

Costs 
increased

Up to
10 %

Up to
20 %

Up to
50 %

Up to
80 %

No 
statement 
possible

Test Automation

Cost Savings with Test Automation

Cost savings up to 20% are possible, but most respondents 
are unable to say if any savings were possible.

Automation Tools

The market is getting more and more fragmented, 
as a large number of different tools are being adopted.

2020

2019

2018

48.3%

6.8%

11.0%

11.0%

11.0%

11.8%

12.7%

13.6%

14.4%

18.6%

30.5%

32.2%

45.8%

Others

MS Azure DevOps / TFS

QF Test

Appium

Protractor

Tricentis Tosca

Cucumber

Micro Focus UFT / LeanFT

Ranorex

In-house Development

xUnit (e.g. jUnit, TestNG)

soapUI

Selenium (... based)
2018 2019 2020

No data

No data
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Test Automation

Improvements Through Test Automation

Test automation provides early and fast feedback on quality, but 
does not increase time-2-market.

Success Factors in Test Automation

A stable test environment and good know-how 
are the main success factors in test automation.

Availability of Test Data

Sufficient Resources

“Testable” Software

the “right” Test Cases

Stable Test Environment

the right Tool

Maintainability

Integration in CI

Satisfaction

Satisfaction with test automation is just above average.

Dissatisfied Average Satisfied Very satisfied

Font size = number of mentions

33.9%

26.3%

13.6%

11.0%

4.2%

11.0%

Earlier & faster feedback

More extensive regression tests

Less effort / resources

Quality

Time-2-Market

Nothing / Others

Know-How
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