
Business Case 

SCRUM: Simple Approach for Complex In-

novative Projects  

In fast shifting markets, while keeping track of vanguard innovation, there 

is no room to the approximate. Projects of website revamp scale should 

keep risks under control, particularly when many related sub-projects are 

conducted in parallel. Scrum as an agile approach made this possible. The 

risk of last time requirement change was halved. And thanks to the crowd 

testing, the insufficiency of test resources was thwarted. The complexity 

is no longer an impediment to delivering a state of art product on commit-

ted time frame and budget.  

The client  

> International Business school 

> Leader in executive education  

> Competitive and moving market  

> Flexibility and continuous 

change as corporate culture 

> Outdated website and unyielding 

Content Management System  

Success Factors  

> Adequacy of Scrum Framework  

> Coaching of all stakeholders  

> Scrum of scrums  

> Mix of Scrum and waterfall 

methods  

Driven by ferocious competition and suffo-

cating pressure to innovate our client decides 

to expand his position online. Ultimately, the 

firm’s web site should drive more business. 

But being outdated, a revamp is needed. 

Besides, the current out-of-the-box Content 

Management System (CMS) is to be replaced 

by a highly customable one, to better reflect 

the corporate culture of flexibil-

ity and dynamism. The business 

can’t sit back waiting. Projects 

which can move forward are to 

be launched in parallel. In this 

context existing project manage-

ment practices are questioned “My guess is 

that waterfall wasn’t delivering enough val-

ue” argues the client. Actually, such a project 

often rhymes with ever-changing business 

requirements, conflicts, and out of control 

schedule leading to horrific costs. Using 

Scrum framework enabled a different scenar-

io. The use of the Scrum of Scrums allowed 

managing sub-projects separately while 

keeping the data consistency. The collabora-

tive spirit that prevails helped to build an 

extremely effective development team. The 

waste of time due to late requirements 

change was reduced by 50%. Introducing 

Utest and pay per bug pricing was a cost 

effective way to ensure the targeted 

development quality, waiting for in-

lab testers hiring. Valuable product 

was delivered on committed time 

frame and budget. However, all this 

wouldn’t be possible without people 

engagement. To this aim, as a first step, 

Scrum overviews and trainings were held at 

different levels so that all stakeholders em-

brace the new working approach. Coaching 

remained of critical importance throughout 

the project to remove impediments to Scrum 

implementation success. 
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Approach  
Using scrum was the client initiative and a first Scrum 

project in the organisation. We had to start from 

scratch: 

u Introduction meeting  to all people involved in the 

project (about 40 attendees) 

w Project team is coached on Scrum principals. Three 

sprints later they were up to speed with an accurate 

velocity 

v For quick response to the business, projects which 

can move forward independently are lunched in paral-

lel to the main project  

x Scrum of scrums model and tools are used to man-

age distributed development and tester teams  

y U-Test Services were used on demand to comple-

ment the in-the-lab testing  

 

Risks and mitigation 
This project dealt whit different technologies, interfac-

es and data sources which have to coexist and interop-

erate. And given the required level of technology, ex-

ternal partners are called to bridge the technical gaps 

winded over years. In this context, using Scrum of 

Scrums allowed maintaining a clear and manageable 

scope and helped in prioritising the numerous requests 

from all small Scrums to the main project. Thanks to U-

test strategy changes of features and their priorities 

were possible at any project stage but under condi-

tions. Adjustments had to be made to balance the 

change impact on the team commitments. Besides, the 

Product owner as business representative had to con-

sider, stakeholders’ interests and the cost of these 

changes. This prevents possible conflicts that might 

compromise the project. If this nevertheless occurs, the 

Scrum Master being the guarantor of scrum implemen-

tation, is of great importance in facilitating communica-

tion and removing impediments.  

Catalysts  
> Scrum adequacy to the project context and speci-

ficities was proven.  

> Starting with providing scrum trainings depending 

on stakeholders needs and concerns  

> Early building of an architecture that is flexible 

enough to allow an evolving scope. 

> Efficient coordination of teams involved in all ongo-

ing scrums was facilitated by the use of distributed  

tools  

> Extent of test team beyond the in-house lab using 

on demand U-test services paid per bug system 

 

Benefits 
For complex projects with fast-changing requirements 

as it was the case here, Scrum works meeting the theo-

retical claims. Following the framework prevented 50% 

loss of time due to a late requirement change. In the 

same perspective of inheritable risk mitigation and 

despite this project’s intrinsic complexities, the pace of 

Scrum ceremonies and techniques supported the pro-

ject coordination and teams’ collaboration. When the 

decision to go-live was made, the team could commit 

with confidence to a date. In the meanwhile, and even 

the complexity of building an architecture for incre-

mental development, pushes to production were possi-

ble allowing an earlier time to market. The expected 

state of art web site was delivered writhing time and 

budget. But as with any framework, Scrum should 

adapt to the specific environment of implementation 

to leverage its use. In extreme cases, to dear switching 

to waterfall when the Scrum’s implementation require-

ments can’t be provided and when the scope and con-

ditions permit. The present case is a good example 

because after four months, Waterfall replaced tempo-

rarily Scrum for six weeks. The necessary time to recov-

er a Scrum favorable environment. 

Itecor is a consulting firm that 

specializes in testing and or-

ganizing information systems. 

Itecor’s activity lies both in 

governance and in implementa-

tion. 

Itecor is recognized by major 

companies and European gov-

ernmental organizations such 

as Nestle, Alstom, ZFS, Credit 

Suisse, UBS, Givaudan, Roche, 

Sodexo, ISS, Etat de Genève. 

www.itecor.com 


