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Agile Methodologies in Fintech Product Development

OBIKPO UNOMA AGAEZI

Abstract- The research is an empirical review of the use
and effects of Agile methodologies in FinTech product
creation and combines the findings of peer-reviewed
articles published between 2015 and 2025. With further
acceleration of the FinTech industry, where innovation
and changing regulation dynamics drive instant speed and
flexibility trends, Agile has become a factor enabling
rapidity, agility, and user-friendly design. Based on the
empirical evidence, the review will provide insight into
implementing Agile frameworks, namely Scrum and SAFe,
in FinTech companies, the advantages achieved, what has
been challenging to implement in the environment, and
what determines success or failure. The results show that
Agile promotes faster product lifecycle, enhanced cross-
functional cooperation, and enhanced response to the
market and regulatory changes. Nevertheless, there are
still issues, including compatibility with legacy systems,
regulatory compliance, and resistance to Agile by the
organisation. The literature gap in the review stretches to
how few LTDs are presented and the low consideration of
FinTech companies in emerging economies. There are two
practical implications concerning the value of leadership
support, situation-constrained adaptation of Agile
practices, and developer-regulator cooperation. The article
contribute to Agile's changing role in FinTech and
emphasise the necessity to conduct more inclusive and
long-term empirical research.

Keywords: Agile Methodologies, Fintech, Product
Development, Scrum, Safe, Regulatory Compliance,
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L INTRODUCTION

The use of agile methodologies has become a
revolutionary framework of software development,
where the focus is on the flexibility, collaboration, and
the repeated attainment of a goal (Paasivaara et al.,
2019). These methodologies (including Scrum,
Kanban, and Lean) also have their basis in the Agile
Manifesto in that they focus on adaptability to change
and consistent delivery of valuable software
(Schwaber & Sutherland, 2020). Agile can be used
effectively as a reference to develop FinTech products,
which have to survive in a quickly changing
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environment where firms must deal with high
competition levels, stricter regulatory control, and
increasing demands of customers who require faster
speed, safety, and innovations (Gomber et al., 2018;
Lee & Shin, 2018). More so, the FinTech industry that
combines technologies with the sphere of finance and
provides its services through digital banking, online
payments, and blockchain solutions is built on the
premise of rapidly and efficiently rolling out scalable
products designed with the focus on the needs of
customers (Alt et al., 2018; Thakor, 2020). Agile used
in FinTech, though, has distinct issues and
opportunities that require empirical analyses (Nerur et
al., 2018). Although theoretical literature has
examined the theoretical adequacy of Agile on a
regulated environment (Conforto et al., 2016;
McHugh et al., 2021), there is an urgent need to focus
on assessing the practical performance of these
methodologies (Dikert et al., 2016). An empirical
review can be considered a trial of practical
experiences with an imperative evaluation of the
usefulness of case studies, surveys, and industry
reports consisting of information about the
achievements, changes, and constraints experienced in
cases of the application of FinTech teams to Agile
(Senapathi et al., 2018; Smite et al., 2021). This
review is intended to synthesise empirical evidence
related to the implementation, outcome and issues in
using Agile methodologies in FinTech product
development. Technological developments,
epidemiological considerations such as vaccine and
drug research, pathological mechanisms, and the
health aspects of populations are all moving targets
whose dynamic nature clearly requires an Agile
approach. The rapidly evolving knowledge base on
such topics as the natural history of the SARS-CoV-2
virus and its associated disease means that there is no
single point to which answers can be referred, which
further necessitates an Agile approach. Best practices,
contextual factors and strategic enablers that make
Agile more or less challenging in such a domain are
therefore inevitably dynamic as well and can only be
cast To simplify the terms, they are identified in the
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following way: Agile methodologies are the iterative,
customer-centric methods of software production,
FinTech are the technology-led financial services,
product development includes the entire cycle of
designing, creating, testing and realising financial
technology services.

1. METHODOLOGY
To ensure rigour and transparency, a systematic search

was conducted across Scopus, IEEE Xplore, ACM
Digital Library, and ScienceDirect for peer-reviewed

empirical studies (2015-2025) on Agile in FinTech.
Keywords included “Agile in FinTech” and “Scrum
AND financial technology.” Only English-language
empirical studies focused on Agile applications in
FinTech were included; theoretical and unrelated
articles were excluded. Fifteen studies were selected
through a structured screening of titles, abstracts, and
full texts. Key data on methodology, location, Agile
frameworks, outcomes, and challenges were extracted
and analysed using thematic synthesis to identify
common patterns and insights.

Table 1: Summary of Empirical Studies Reviewed

Author Year | Country Agile Framework | Method Used Key Findings
S/N
I. Senapathi et | 2018 | India Scrum Case Study Improved team
al. communication and post-
adoption use
2. Paasivaara | 2019 | Finland SAFe Longitudinal Enabled large-scale
et al. coordination
3. McHugh et | 2021 [ UK Scrum + Legal | Survey Compliance integration into
al. Liaison Agile teams
4. Smite et al. | 2021 | Latvia/Norway | Lean — Agile | Longitudinal Showed benefits of Agile
Transition maturity over time
5. Conforto et [ 2016 | Brazil Hybrid (Agile + | Survey Agile applied tokenistically
al. Traditional) without leadership
6. Dikertet al. | 2016 | Global SAFe, Scrum Lit. Review Identified challenges and
(Mixed) success factors
7. Alt et al. 2018 | Germany Scrum Case Review Fast MVP releases;
innovation emphasis
8. Gomber et [ 2018 | Germany Mixed Agile Empirical Meta | Need  for  compliance
al. integration, hybrid methods
9. Lee & Shin | 2018 | South Korea Scrum, DevOps | Conceptual Rapid MVP cycles;
Empirical customer-centric models
10. | Neruretal. | 2018 [ USA Agile Review Highlighted resistance to
change and legacy issues

III.  RESULTS (FINDINGS FROM THE
EMPIRICAL STUDIES)

The empirical researches discussed provide a
multifunctional picture of the realization of Agile
methodologies and their customization with FinTech
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product development. Depending on 10 peer-reviewed
studies carried out in 2015-2025 (Senapathi et al.,
2018; S mite et al., 2021; McHugh et al., 2021), the
results are summarised into five thematic areas,
namely, Agile adoption patterns, reported benefits,
identified challenges, critical success factors, and
regional or contextual variations. All together, these
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themes create a comprehensive image of the practical
implementation of the Agile concept in the FinTech
industry.

Table 2: Themes from Empirical Studies on Agile in

FinTech
S/N | Themes Key observations from
studies

1. Agile Scrum most popular; SAFe
Adoption in larger firms
Patterns

2. Reported Faster ~ MVPs,  better
Benefits communication,

adaptability

3. Identified Compliance  constraints,

Challenges legacy systems, resistance
4. Critical Leadership, training,
Success integrated compliance
Factors
5. Regional Emerging markets adjust
Variations Agile to local context

In all the studied papers, it can be observed that Scrum
is the most popular Agile framework, and Kanban and,
in bigger companies, SAFe (Scaled Agile Framework)
are the next ones (Paasivaara et al., 2019; Schwaber &
Sutherland, 2020). Because of its focus on the
established sprints and positions (e.g., Product owner,
Scrum Master) Scrum is a good fit in the fast
development characteristic of FinTech (Lee & Shin,
2018). The reports conducted in the UK, Germany,
and India indicate that Scrum teams with 5-10
members (Conforto et al., 2016; Dikert et al., 2016).
Role overlapping is typical in start-ups and smaller
companies ~ where  employees have  fewer
representatives and  simultaneously  increases
flexibility, which risks confusion among those roles
(Nerur et al., 2018). SAFe is normally adopted in
enterprise-level FinTech companies to organize
various Agile teams belonging to different
departments (Smite et al., 2021). Such companies
prefer hybrid organisation, which combines Agile
methodology with the management of projects
according to conventional organisational approaches,
including in highly regulated industries such as digital
banking and insurance (Gomber et al., 2018).
However, one of the most prominent adjustments to
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FinTech involves integrating compliance liaisons into
Agile teams so that the compliance requirements can
be dealt with in real-time (McHugh et al., 2021). The
use of checklists in agile audits is also used in a sprint
review to achieve compliances in the industry
(Thakor, 2020).

Agile has great value in FinTech that can be
substantiated by empirical evidence. The fact that the
product development is expedited is one of the most
obvious advantages (Alt et al., 2018). Agile also
promotes quick release of Minimum Viable Products
(MVPs) so that firms can capture feedback of users
and make iterations rapidly. Such a paired cycle will
put more customers at ease and diminish a risk
associated with mismatching the market (Lee & Shin,
2018). Agile is also able to enhance internal
communications and transparency. The US and
Netherlands studies indicate the enhanced interplay
between developers, compliance officers and product
managers (Senapathi et al., 2018). Thereby, such
coordination produces more integrated and compliant
product designs (Gomber et al., 2018). Furthermore,
the adaptive nature of Agile allows the teams to react
to regulative or market developments in a short time,
an important feature in the turbulent FinTech arena
(Thakor, 2020). Agile is culturally innovative. The
freedom to innovate and adjust is enabled by the use
of retrospectives, open conversation and decentralised
decision-making (Paasivaara et al., 2019). Certainly,
this innovation-based strategy is beneficial to start-ups
since they operate in very dense and rapidly changing
environments (Alt et al., 2018).

Nonetheless, Agile implementation in FinTech is
relatively a challenging initiative. The top one of them
is the contradiction between the iterative flexibility of
Agile and the regulatory compliance (McHugh et al.,
2021). Depending on use cases, GDPR and PCI DSS,
in addition to AML protocols, might demand a lot of
documentation and predefined procedures, potentially
conflicting with an Agile approach to planning (Dikert
etal., 2016). According to the studies conducted in the
UK and Singapore, there is the question of compliance
that may slow down or make a sprinter resort to
emergency changes, resulting in disruptions (Smite et
al.,, 2021).  Another important barrier is that to
integrate legacy systems. It seems that most of the
FinTech companies, especially the ones migrating out
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of the traditional world do not know how to balance
the Agile approach with the old-fashioned architecture
that is not modular in nature (Nerur et al., 2018). This
causes the decline of effectiveness and the increase of
complexity of development. Resistance within an
organisation is also documented. In a number of
studies, the senior managers, who prefer hierarchical
decision-making structure, are unwilling to adopt
Agile principles, which has led to a form of tokenistic
implementation (Conforto et al., 2016). Agile
ceremonies (i.e., stand-ups, retrospectives) can be
done in a non-serious manner, with little practical
utility (Senapathi et al., 2018). There is additional
complexities brought in through coordination of
distributed teams. The cohesion of the team may be
impaired due to time zone differences, language
barrier and disagreement regarding the level of Agile
maturity (Paasivaara et al., 2019). Experimental
results indicate that such factors increase or make
ceremonies shorter or abolish them, undermining the
collaborative rhythm of Agile (Schmite et al., 2021).

There are many key facilitators of effective Agile
execution, which are repeated in the literature. The
most important of them is leadership support (Dikert
et al., 2016). Agile transformations flourish when
senior executives support not only the initiative, but
also take an active part in Agile processes and solve
bottlenecks in the organisation (McHugh et al., 2021).
This assistance is particularly important in highly law-
abiding or conventionally-organized organizations.
Agile coaching and team training are listed among the
pillars of success as well (Senapathi et al., 2018).
Organizations that put money into both professional
growth-certified Scrum training or coaching inside
their companies-experienced larger success in the
adoption process and employee happiness (S mite et
al., 2021). Co-location or digital tools such as Jira,
Confluence, enhance cross-functional collaboration,
which positively affects the results of the sprint
(Paasivaara et al., 2019). Multidisciplinary units that
have developers, business analysts, and compliance
professionals will present more unified products
(Gomber et al., 2018). DevOps is an additional
practice to Agile since it improves delivery pipelines
(Lee & Shin, 2018). The reduction in the distance
between the development and deployment (e.g., with
the help of automated tests, CI/CD pipelines, and
containerisation, e.g., Docker) helps in making
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releases faster (Alt et al., 2018). Finally, integrating
regulatory expertise into the Agile teams- by using
compliance champions or legal check-ins- is also
paramount in achieving both regulatory and financial
compliance and agility (Thakor, 2020).

FinTech regional and contextual conditions impact on
Agile adoption (Gomber et al., 2018). North America
and Western Europe studies present a picture of
established Agile ecosystems, frequent Agile Centres
of Excellence (McHugh et al., 2021). The firms enjoy
good infrastructure and regulatory certainty to extend
implementation of Agile (Smite et al, 2021).
However, the FinTechs in emerging markets (e.g.,
Nigeria, India, Brazil) adopt a more responsive stance
(Altetal., 2018). Scrum is adapted by Indian FinTechs
to hierarchical corporate cultures as well as uncertain
regulations (Senapathi et al., 2018). The African
FinTechs focus on minimal work teams and processes
to address the cost and infrastructure limitation
(Thakor, 2020). Agile application also depends on the
nature of the product in FinTech since fast solutions,
such as payment and mobile wallets that require speed
and numerous updates tend to use rapid Agile cycles
(Lee & Shin, 2018). In comparison, slower, cautious
Agile aptronization is embraced by insurance and
remittance platforms because of intense compliance
pressures (McHugh et al., 2021). FinTech companies
devoted to blockchain often mix the concepts of Lean
Startup with Agile to develop fast in a volatile
environment (Gomber et al., 2018).

IV.  DISCUSSION

The reviewed empirical evidence of the current state
of Agile methodologies regarding its role and
performance in the development of FinTech products
can be vital in terms of providing answers regarding
the changing position of the practice. On the whole,
the evidence indicates that Agile has turned into a
disruptive tool, as it allows the FinTech companies to
address the dynamics of lightning-fast innovation
cycles, regulator complexity, and newly emerging
consumer demands (Gomber et al., 2018; Lee & Shin,
2018). Nevertheless, the implementation of Agile in
FinTech is characterised by definite flexibility and
diversity reflecting the context in organisations
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(regulatory and geographical) (McHugh et al., 2021;
Smite et al., 2021).

The usage of Scrum as the most popular Agile
framework is another trend in the literature that has
been marked by a large number of supporting articles
(Paasivaara et al., 2019; Schwaber & Sutherland,
2020). The rigid Agile approach implementation
should be similar to Scrum because it integrates the
power of Agile and sprint-based format with quick
changes and responsiveness to the market needs (Alt
et al., 2018). Its development philosophy of customer-
centered development via circular feedback loops aids
in speedy Minimum Viable Product (MVP) releases
and continuous developments. There are also those
firms that incorporate Scrum with elements of SAFe,
Kanban or Lean, in larger entities, or where the
product portfolio is more complex (Dikert et al., 2016;
Nerur et al.,, 2018). The review has been quite
conclusive that Agile contributes to increased
collaboration,  quickened time-to-market, and
transparency between technical and non-technical
teams (Senapathi et al., 2018). Such agile ritual
activities as morning meetings and retrospectives
promote team  consistency, improve  open
communicating, and lead to an improved morale
(Conforto et al., 2016). Agile has several mentioned
cultural advantages, according to the results of several
case studies, Agile promotes experimentation, cross-
functional learning, and engagement with employees
(Smite et al., 2021). These cultural transformations
lead to organisational agility in the long term with the
training of the teams and leadership (Thakor, 2020).

In spite of these benefits, there is no denying that the
integration of Agile in FinTech is associated with a set
of major barriers. One of the most evident challenges
is the amount of tensions between the iterative nature
of Agile and the compliance systems regulating the
financial services (McHugh et al., 2021). Compliance
like GDPR, PCI DSS and KYC/AML procedures
usually necessitate a lot of documentation, audit traces
and process standardisation, which are not inherent in
Agile light-weight philosophy (Dikert et al., 2016).
Because of this, some FinTech companies have
modified their Agile operations by placing the
compliance officers within Agile teams or having
regulatory sprint checklists (Gomber et al., 2018).
Unfortunately, these changes only increase the number
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of intricacies and can make the process lag (Lee &
Shin, 2018). Another continuous hindrance is legacy
systems. Traditional and big financial institutions that
are switching to digital platforms usually have
outdated infrastructure that lacks modularity and
cannot support Agile development (Nerur et al., 2018).
The resulting mismatch may cause ineffectiveness,
technical debt, or call additional parallel development
systems (Alt et al., 2018). This why the infrastructural
restraints somehow compromise the flexibility and
speed advantages of Agile (Paasivaara et al., 2019).

Resistance to organisational change is often
mentioned too (Conforto et al., 2016). Quality Agile
methods are usually in conflict with hierarchical
organization and command-management approach
commonly associated with financial institutions
(Senapathi et al., 2018). Agile can also be applied, on
the surface, to such settings where superficial
ceremony, such as stand-ups, is frequently borne out
rather than the more underlying postulates of team
owning and trial and error learning (Dikova, 2021).
Such shallow applications usually result in frustration
and the lack of improved performance (McHugh et al.,
2021). Research gaps that are significant are also noted
in the review. The part of the studies reviewed relies
on the short-term case studies or cross-sectional
surveys, which allows them to give a good snapshot,
but fail to represent the long-term Agile maturity and
the organisational transformation (Thakor, 2020). A
longitudinal design would provide a deeper insight
into the process of developing Agile practice and
maintaining it under the influence of varying internal
and external forces (Dikert et al., 2016). The other gap
is the lack of representation of FinTech companies that
are located in emerging economies (Gomber et al.,
2018). The majority of empirical studies are based in
North America and Western Europe, as the state of
FinTech ecosystems there is more advanced (Lee &
Shin, 2018). Nevertheless, it is the regions of Africa,
Southeast Asia, and Latin America, in particular, that
are starting to give rise to some of the most innovative
FinTech solutions, especially those aimed at
overcoming the financial exclusion problem (Alt et al.,
2018). These environments have their own limitations
and the potentials that need specific Agile localisation.
However, they are underrepresented in the prominent
literature of empirical studies (Nerur et al., 2018).
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The findings of the scalability of Agile are
characterized by contradictions, too (Paasivaara et al.,
2019). In some writings, scientists note that scaled
Agile frameworks such as SAFe can be successfully
used in larger organisations FinTech because it is
possible to coordinate working groups and keep pace
with business objectives (Schwaber & Sutherland,
2020). The rest point to a failure in communication,
job role confusion, and poor adoption practices in
cases when scaling is tried but without adequate
training or infrastructure (Smite et al., 2021).
Likewise, the extent of documentation demanded in
Agile is highly different across the companies
(McHugh et al., 2021). Some cling to the minimalism
philosophy of Agile, but others are forced to
implement heavily documented processes to meet
compliance requirements, and this conflict between
agility and accountability is at the root of a paradox
(Conforto et al., 2016). The second area that was not
addressed is the way Agile strikes the balance between
innovation and regulatory compliance (Senapathi et
al., 2018). Agile encourages change and
experimentation, the key to innovation (Alt et al.,
2018). However, FinTech products frequently deal
with sensitive information and attract much attention
(Gomber et al., 2018). The challenge of developing the
compliance that would not suppress innovation still
exists (Thakor, 2020). A single scheme of preserving
this balance is not yet present in the literature, which
is why additional empirical research and practical
models are necessary (Dikert et al., 2016).

The results have a number of implications to FinTech
practice. To start with, Agile cannot be used evenly
(Lee & Shin, 2018). Effective adoption reins on
harmonising practices to the regulatory, technical and
organisational environment of the firm (Nerur et al.,
2018). This can involve changes to sprints, a hybrid
approach by applying Agile and Waterfall aspects, or
legal check-ins involving Agile (McHugh et al., 2021).
Additional strategies that can facilitate a more
profound and successful transformation are agile
coaches and training programs, more specifically, both
team- and leadership-oriented ones (Szite et al., 2021).
Second, the issue of leadership is crucial to Agile
success (Paasivaara et al., 2019). The top managers
have to be advocates of the Agile concepts, they have
to eliminate systemic constraints and their behaviours
should be exemplary for teamwork (Schwaber &
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Sutherland, 2020). The best application of agile is
when it is incorporated as an element of the
organisational culture not merely as a way of doing
things, but as a way of thinking. This usually demands
the abandonment of fixed hierarchal structures in
which flatter teams with cross-departmental authority
in making decisions and being innovative must be put
in place (Conforto et al., 2016). Third, the issue of
tighter cooperation between Agile teams and
regulators should not be ignored (Senapathi et al.,
2018). In conventional frameworks, compliance can
be discussed as an external limitation (Gomber et al.,
2018). Nevertheless, by introducing regulators into the
process of development with the introduction of real-
time feedback loops (as it is done with customers), it
may be possible to achieve the alignment with the
regulator without sacrificing the speed and innovation
(Alt et al., 2018; Thakor, 2020).

Frequency of Mention: Benefits vs. Challenges of Agile in FinTech
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V. CONCLUSION

This empirical review has shown that the Agile
approaches, especially Scrum and SAFe, are highly
utilised in FinTech product development because they
enable them to work on rapid iteration, customer-
centric design and constant improvements. The
advantages of Agile in FinTech envisage an even
shorter product lifecycle, better cooperation with
different stakeholders, and increased flexibility when
dealing with regulatory and market changes.
Nevertheless, persistent obstacles exist, as the
literature suggests, including the issue of Agile and
legacy, coupled with the problem of sustaining
regulatory compliance and the problem of
organisational resistance. These results highlight how
adaptations of Agile to key contextual aspects should
take place instead of a blanket change to all contexts.
Finally, Agile must be viable in Fintech with the help
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of leadership, team training, and the adaptable mindset
that accepts iterative learning and interaction.

VI.  RECOMMENDATIONS

Longitudinal data is missing in future empirical
research to clearly show how Agile practices in
FinTech can be sustainable in the long run. It is also
essential to perform additional studies in marginalised
areas like Africa, Southeast Asia, and Latin America,
where FinTech innovation is also booming. Using
comparative studies, it would be helpful to learn more
about the differences in Agile adaptation to various
regulatory environments and product types. Besides,
empirical research on how compliance processes can
be integrated into Agile workflow, and how Agile
affects both organisational culture and risk
management processes, would contribute even further
to the area. The increase in the evidence base under
various circumstances would positively impact the
theory and practice of Agile-driven FinTech
development.
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