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Abstract
Seismic shifts in business such as the changing workforce 
demographic, climate change, fast altering consumer behavior 
and now the outbreak of COVID-19 have established the need 
for agility. However, in large agile transformation programs, 
organizations face significant challenges where program 
delivery often does not meet the initial business intent. In this 
article, we look at these challenges and outline the benefits of 
our Agile Intelligence solution – including the 3-step roadmap to 
success we follow with our clients.



INTRODUCTION

Implementing agile is not without its challenges,
particularly when program delivery often does not meet
the initial business intent. According to PMI, the leading
cause of preventable defects in the Software
Development Lifecycle (SDLC) is poor quality business
requirements – something that can’t easily be overcome
with existing out-of-the-box third party solutions.1

Digitization programs have long operated using multi-
geography teams, where business analysts and
development teams commonly work across different
time zones. This is now even more difficult when even
same country members within these teams do not share
the same physical office space and do not benefit from
all important informal face-to-face communication. This
puts even greater emphasis on the need for well-written
agile stories and epics.

Our Digital and AI experts offer an overview of the
benefits of Agile Intelligence – a solution that automates
business requirement assessments and optimizes
resources to deliver digitization faster and with fewer
defects. We also outline the series of practical steps that
we take with our clients, and give examples of best
practice from industry leaders.

Even before the crisis, digital transformation was on the agenda for most large 
enterprises, and many had already begun implementing their programs using 
agile delivery, now made more difficult in a new remote workforce context.

“47% of 
unsuccessful 
projects reported 
the lead cause of 
failure was 
inaccurate business 
requirements 
management1”
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Why Agile?
The agile methodology, with its focus on empowered
frontline teams and clear outputs, will be fundamental
to any business looking to survive these ongoing shifts.
83% of organizations now use agile methodologies for
program management, and this is only set to increase
thanks to the benefits it offers in an unstable climate:

• Greater speed of decision making compared to
traditional command and control leadership.

• Teams constantly learn, evolve and adapt to meet the
current challenges and environment.

• A blend of rolling wave planning, PI planning, sprint
planning and daily stand-ups means agile teams can
quickly change, recalibrate and adapt.

• There is a focus on delivery in short cycles, which
helps maintain motivation, momentum and velocity.

• Agile teams are well versed in removing blockers, and
have a dedicated role in a Scrum Master whose
purpose is to clear the runway for the delivery teams
to realize constant flow.
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Figure 1

Digitization

Data-Driven Decisions

Resiliency and Agility

With organizations forced to embrace digitization in order to facilitate 
all business activities, there’s no doubt that permanent and rapid digital 
transformation will underpin almost every strategy in 2021 and beyond.

COVID-19 has shown us how quickly our existing business assumptions can be
shattered, and there are a number of seismic shifts we can expect to emerge in this new
digital era (Figure 1).

SEISMIC SHIFTS IN BUSINESS

It is becoming easier than ever to measure the previously unmeasurable, 
such as sentiment analysis and consumer behavior. The need to secure 
and structure this data as a valuable asset is the essential foundations to 
build the next wave of organizational change: Artificial Intelligence (AI). 

In the next normal, the importance of resilience and agility will take on 
a new meaning at a strategic and operational level; existing operating 
models no longer effectively address the challenges this crisis 
presents.
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Typical roadblocks
Agile journeys are complex. Inefficient change
management, financial management, governance and
control processes that have not progressed at the same
rate can lead to inability to scale and manage
interdependencies across teams of differing agile
maturity. Other problems we typically see include:

• Program delivery: Often does not meet the initial
business intent.

• Validation: Solution and features are not aligned to
expected outcomes, due to poor management and
quality of business requirements.

• Technical Debt: Creation of technical debt leads to
redundant work and increased defects and cost.

• Velocity: Leaders do not have a transparent view of
program velocity and capacity.

Poor Quality Business Requirements
According to PMI, the largest cause for digital project
failure is poor management and quality of business
requirements. In fact, we estimate from our own client
work that quality of business requirements explains 40-
60% of a program’s variance in defect density.

“Garbage in, Garbage Out”

In an agile program, the design phase is the first
detailed level of work that feeds the SDLC pipeline. Due
to the quick flowing and broad nature of agile stories
and epics, this work is often under-scrutinized in agile
ceremonies, like sprint planning, backlog grooming and
daily stand-ups.

It is clear that agile processes, when applied correctly, add great value and 
benefits to projects. So, why are large agile transformations traditionally so 
difficult to implement successfully?

“Solution and features 
are not aligned to 
expected outcomes, due 
to poor management 
and quality of business 
requirements.”
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CHALLENGES OF LARGE AGILE 
TRANSFORMATIONS
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Human biases

The quality of these business requirements is usually
assessed at a team level by a product owner, scrum
master or agile coach. Human biases are common in
this assessment and manifest in subjectivity, easy
mistakes, and lack of enterprise-wide agile
standardization. Issues with misinterpretation, program
transparency and lack of resource flexibility will continue
to occur if quality is not pursued.

From the helicopter view, a PMO will find it difficult to
sift through the sheer volume of these tickets for
assessment purposes and to pinpoint quality issues.
After all, in a typical program, thousands of new agile
stories and epics are written in each fortnightly sprint.

Why do existing solutions not tackle this problem?

Currently, there are no out-of-the-box, third party
solutions that cater to the analytical needs of business
requirement quality assessment; while many tools exist
for reporting, they typically only solve subsets of
opportunities.

For example, JIRA solves the baseline necessary to
visualize the velocity of build and backlog health of
teams, while requirement management tools such as
Visure, Jama, and Orcano do an excellent job of
managing, linking, and tracing business requirements.
However, they can’t tell us if we are measuring the right
metrics, and none use Natural Language Processing
(NLP) to assess the quality of the ticket itself.

“Currently, there are 
no out-of-the-box, 
third party solutions 
that cater to the 
analytical needs of 
business 
requirement quality 
assessment”
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Agile Intelligence addresses the problems with large agile transformations by
implementing a robust data driven process from the very start of the SDLC to improve
delivery efficiency and decrease development costs. The solution can be tailored to the
size, scale and maturity level of any program, and identifies root causes of
performance issues.

How is it different to analyzing JIRA / MS DevOps / Rally data?

Descriptive analytics is just the tip of the iceberg for what Agile Intelligence can offer
digitization programs. It is not just about analytics, but a holistic approach to
measuring and uplifting agile design quality and performance, underpinned by a
business intelligence solution. Critical to the success of the solution is the development
of Agile Intelligence roles, responsibilities and process and cultural shift to data-driven
decision making.

Figure 2 shows how companies can improve their analytics complexity in the long-term
using the solution.

Agile Intelligence is a solution from Infosys Consulting that uses Natural Language 
Processing to automate business requirement assessments and optimize 
resources to deliver digitization faster and with less defects. 
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Overcoming these Challenges
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What are the benefits?
There are a number of benefits to implementing Agile 
Intelligence, including:

• Provides insights into productivity, product quality, and 
team performance allowing businesses to enjoy the 
benefits of predictive and prescriptive analytics.

• Identifies levers to improve articulation of 
requirements and business value, reduce cost and 
defects, and improve velocity, thereby uplifting 
program performance.

• Improves governance of quality across the program.

• Provides a granular level of detail to enable effective 
coaching, and design of Quality Assurance roles, 
responsibilities and processes.

• Displays actionable insights through interactive 
dashboards.

Cultural shift

Importantly, this solution helps to enable the cultural 
change required for proactive measurement and 
monitoring of quality. 

As companies transition from traditional waterfall 
methodology to agile, teams have to completely shift their 
existing ways of working – something that can be hard for 
program directors to manage when they look after many 
different teams across multiple geographies. 

Agile Intelligence offers a way to quickly pinpoint those 
teams that need assistance, allowing for proactive 
intervention and raising overall program performance. 
You can read more about creating a new environment 
that fosters an agile culture in our recent paper 
“Executing Systems of Work for Scaled Agile” here.

Fill this box
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“Agile Intelligence offers a 
way to quickly pinpoint those 
teams that need assistance, 
allowing for proactive 
intervention and raising 
overall program 
performance.”
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Let’s look at each step in more detail and consider some of the key points from the
roadmap.

In order to execute Agile Intelligence as part of a transformation initiative, we 
work with clients to follow three phases to success. 
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3-Step Roadmap to Success

The aim is to establish a cultural shift towards Agile Intelligence with specific metrics,
processes, and accountabilities across programs.

With this method, our clients make robust data-driven decisions for agile programs that
lead to improved delivery efficiency and decreased development costs.

Step 1
ACCELERATE

Analyze available 
data (e.g., Jira) 

focusing on 
improvement 

hypotheses and 
using established 

program-level 
metrics

Step 2
DEEP DIVE

Establish Agile 
Intelligence Roles, 

Responsibilities and 
Accountabilities 
within the CoE

Step 3
SUSTAIN

Monitor the results, 
including quality 

and sprint velocity 
improvements

Figure 3
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1. Accelerate
• Ideate: Problem identification, objectives and

stakeholder governance

• Explore: Data sources, hypotheses validation and
metrics design

• Define: North Star, templates

2. Deep Dive
• Establish: Establish Agile Intelligence ‘CoE’ and

governance framework

• Data exploration: Metrics refinement and co-designed
data visualization

• Upskill: Identify and upskill relevant stakeholders (e.g.
scrum masters, and agile coaches)

3. Sustain
• Release and monitor: Automated solution delivered to

the business

• Continuous improvement: Feedback loops to drive
iteration

• Handover: Full handover with code, dashboard and
documentation to the business

Since Agile Intelligence offers the opportunity to quickly
improve the quality of business requirements, by
following these steps, organizations will realize value from
the outset. Additionally, the solution is not just a KPI
tracker or a dashboard – it is a conversation tool that
helps scrum masters to have meaningful and data-
oriented conversations.

“The solution is not just 
a KPI tracker or a 
dashboard – it is a 
conversation tool that 
helps scrum masters to 
have meaningful and 
data-oriented 
conversations.”
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Leaders in the industry are already using Agile Intelligence to gain quality 
insights on program performance. Here are two examples of building best-
practice solutions.
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Examples of Best Practice

Example 1
A leading Australian telecom provider was interested in
improving program performance to enable faster and
more reliable delivery.

Infosys Consulting established Agile Intelligence for a
large-scale digitization program. The process of defining
and designing the quality metrics helped to identify
different levels of quality between teams. On a large-
scale, this also helped to identify teams that needed
assistance in prioritizing these areas.

This led to improvements in quality as well as
performance. We observed that our clients achieved an
improved agile design quality score by 20% within 6
weeks for select teams. We also observed a 10-15%
reduction in defects and over 30% reduction in epic shifts
in the first 6 weeks.

Example 2
One of the largest banks in Australia was effectively using
an analytics-based view of how agile teams and divisions
were performing. However, despite having sophisticated
reporting, they weren’t able to pinpoint the root cause of
a poor or successful outcome.

We used Agile Intelligence to understand the root cause
of the defects at the outset, rather than the program
discovering these 8 weeks into a delivery cycle. By
understanding the quality of what was happening from
the beginning of the program, management had the
ability to act quickly and nimbly to prevent problems
before they even arose.

“We observed a 10-
15% reduction in 
defects and over 
30% reduction in 
epic shifts in the 
first 6 weeks.”
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LOOKING TO THE FUTURE
COVID-19 has accelerated digital and other transformation 
programs for businesses worldwide. 

In the current financial climate, it will be more important than 
ever to make sure that that limited resources are used 
strategically to drive maximum value for the organization. 
The agile methodology, with its focus on empowered frontline 
teams and clear outputs, will be fundamental to any future 
business structure. 

While the implementation of agile can be challenging, 
particularly in large programs, Agile Intelligence offers a holistic 
approach to measuring and uplifting quality and performance, 
underpinned by a business intelligence solution. By enabling 
cultural change and proactive measurement and monitoring of 
quality, businesses can enjoy the benefits of predictive and 
prescriptive analytics to help reach their digitization objectives.

Three Key Takeaways
Quality of design is critical

If a new digital feature is designed and articulated poorly, then a poor outcome is
inevitable. Setting and measuring KPIs on the quality of that design is critical to success.

Focus on detail

Being agile is more than just ceremonies themselves; there is a lot of detail within
individual stories and epics in a workflow. Getting these details right can be laborious, but
Agile Intelligence points you to the area of focus before it is too late.

Best performing companies use analytics across the SDLC

While this POV discusses measuring certain aspects specifically within the design phase of
the SDLC, the best performing organizations from a digital perspective are using analytics
across all phases of the lifecycle.
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MEET THE EXPERTS
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1 PMI’s Pulse of the Profession: Requirements Management
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