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In global IT and software development, organizations are in continuous need to respond to 
business and customer’s high demands to maintain technological infrastructure and con-
stantly deliver new products. Therefore, it is substantial and important that organizations can 
stay competitive in fast changing environments and be reactive whenever there is a need for 
new products or changes in requirements. 

This study explores the communication challenges in globally distributed agile IT develop-
ment teams and what common practices are in use today, and what challenges are teams 
facing. It focuses on four themes, which are limited to culture and language differences, time 
and offshore locations, tools, and practices, and understanding underlying business require-
ments. Nevertheless, study is conducted to achieve a better understanding of how agile team 
communication can be improved and gain new and more effective communication ap-
proaches. Furthermore, to recognize the challenges that will help practitioners to success-
fully execute the development projects in future. Empirical data was gathered through a 
qualitative approach, by conducting a semi-structured interview with participants with dif-
ferent demographics. 

The results of the study show that communication challenges are being observed in IT- soft-
ware development teams.  These communication challenges can be attributed to lack of face-
to-face interaction, language and cultural differences, and unclear business requirements.  In 
addition, the study emphasizes the importance of sufficient documentation. As an outcome 
of this study and analysis, propositions are given on how to improve, maintain and adopt 
new communication practices in a continuously evolving environment within organizations 
and GDAD teams. 
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Tämän tutkimuksen tarkoituksena on tutkia globaalisti hajautettujen ketterien IT-ohjelmis-
tokehitystiimien välisiä kommunikointi haasteita. Kompleksiset ja ketterät projektit vaativat 
usein nopeita muutoksia ja ymmärrystä toimintaympäristöstä ja asiakkaiden vaatimuksista, 
mikä on useiden tutkimusten mukaan osoittautunut haasteelliseksi, sillä erinäiset viestinnän 
haasteet voivat myötävaikuttaa tiimin tehokkuuteen ja kykyyn ymmärtää ohjelmistokehityk-
sen vaateita.  

Työssä selvitettiin laadullisen tutkimusmenetelmän avulla, mitkä ovat pääasiassa nousevat 
kommunikaatiohaasteet globaaleissa ketterissä tiimeissä. Tutkimuksessa rajattiin teemat 
seuraavien kategorioiden mukaan: kieli- ja kulttuurierot, aikavyöhyke ja -paikka, kommuni-
kaatiotyökalut ja -käytänteet sekä liiketoiminnan vaatimusten ymmärtäminen. Työn tavoit-
teena ymmärtää ja tuottaa keskeisiä ratkaisuja siihen, kuinka tukea tiimien välistä kommu-
nikaatiota sekä hyödyntää parhaalla mahdollisella tavalla viestinnän eri työkaluja ja mene-
telmiä. Tässä tutkimuksessa haastateltiin viittä IT-alan asiantuntijaa, jotka työskentelevät 
ketterässä ohjelmistokehitystiimissä erinäisissä tehtävissä ja työskentelevät globaalisti eri 
maanosissa.  

Tutkimuksen tulokset osoittavat, että IT-ohjelmistokehitystiimissä havaitaan kommunikaa-
tiohaasteita, jotka liittyvät kasvokkain käytävään vuorovaikutuksen vähyyteen, kieli- ja kult-
tuurierojen ymmärtämiseen sekä selkeiden liiketoiminnan vaatimusten ymmärtämiseen. Li-
säksi tutkimuksessa nousi esille kattavan dokumentaation merkitys. Työn lopputuloksena on 
tarjota oivalluksia ja keinoja, kuinka optimoida kommunikaation eri osa-alueiden haasteita. 
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1. Introduction 

This thesis work is focusing on the concept of Geographically Distributed Agile Software 

Development teams (GDAD) and the communication challenges within these agile teams. 

Agile teams are built of resources of different people and skills, who are working in different 

roles within the IT and Business domain. The objective is to find and identify correct tools 

and methods to overcome the most essential complications and communication challenges 

in global teams. In addition, to achieve better understanding of how team communication 

can be improved and how to gain more effective communication approaches.  In global IT 

and software development organizations it is known that you need to respond to customer 

high demands for maintaining technological infrastructure and developing new products 

continuously. Effective and continuous communication between product manager and the 

team is proven to be essential to be able to succeed in projects. Major failures on communi-

cation practices are identified explicitly to be related to the lack of solid practices, not having 

a good implementation of effective communication methods, and not being able to accom-

modate project needs (Galli, 2021). When it comes to global distribution of agile team mem-

bers and having different cultural backgrounds, working in different time zones, and speak-

ing different languages, it can become complex to facilitate and manage good communica-

tion practices.    

It is substantial and important that organizations can stay competitive in fast changing envi-

ronments and be reactive whenever there are changes in requirements. (Martini et al. 2013). 

The nature of agility is about continuously changing requirements and altering organization 

strategies (Galli, 2021). It makes it even more important to understand the barriers of better 

ways of communicating in GDAD environment. Despite wide adoption of Globally Distrib-

uted Agile Development, and several studies conducted, more can still be learned on com-

munication challenges and how to achieve effective and efficient GDAD communication. 



 

1.1 Backround and aim of the study 

Agile software development, are these days, becoming the mainstream method used in tech-

nology industries to respond to fast changing requirements. Agile software development has 

been practiced now for over more than 20 years and it is evident that it has increased the 

speed of end-to-end deliveries on development features and also has built up the collabora-

tion between stakeholders (Kuhrmann et al. 2022). According to Livermore (Livermore, 

2007), agile methodologies are used to produce higher quality software in a shorter pe-

riod. Agile software methods have these days, many various definitions of terminologies and 

concepts, and agile software development practices are applied from large to small organi-

zations. The Scaled Agile Framework (SAFe) is known to be most used framework. 

(Paasivaara, 2017).   

Projects usually succeed when the team is staffed with experienced employees with different 

skillsets and knowledge of project requirements.  One of the key aspects is also the ability 

to master new technologies. Agile teams are self-organized, have the mindset of continu-

ously sharing information, and discussing different challenges and project impediments. 

Kuhrmann et al. (2022). Knowledge sharing culture requires good communication and good 

collaboration between each other.  Teams are often also geographically scattered in different 

locations and time zones. This can make managing projects challenging, when the primarily 

goal in the long run is to reduce delivery timelines, costs and at the same time deliver high 

quality software while responding to business needs (Alzoubi, et al. 2016).  

Geographically distributed agile development (GDAD) is combination of agile development 

teams that are geographically distributed and work from different physical locations as one 

team to accomplish projects Alzoubi, et al. (2016). 

The aim of the study is to identify the current state of communication challenges in globally 

distributed agile software development (GDAD) teams and what are the most common com-

munication barriers when team members are working remotely and missing the daily face to 

face connection and dialogs. In some situations, teams are lacking common communication 

practices in large and complex projects where the dependency and complexity rises, accord-

ing to (Alyahya, 2024).  



 

Second objective in this thesis is to identify what are the major challenges, possible gaps, 

and critical issues that contributes to more successful agile development and effective com-

munication strategies. Although, several previous studies have been conducted on agile de-

velopment and identified communication challenges, existing research still lacks the in depth 

understanding on how agile team members like developers and business perceive the chal-

lenges and sees the impact on their work. Finally, in this research I will analyze what are the 

suggested methods and practices to mitigate and avoid such identified communication chal-

lenges and offer practical guidance for agile teams, project managers and organization lead-

ers to manage and improve communication challenges for better success of agile projects 

delivery outcomes. 

Specific challenges in agile communication practices are considered, according to Alzoubi 

et al. (2016), to be the ones that are between globally distributed teams and with customers. 

The different challenges are seen to pose more misinterpretation with stakeholders and peo-

ple working together. Differences on native language, culture, knowledge and even working 

offsite remotely without seeing facial expressions of the other parties of can become a chal-

lenge when dealing with co-workers, employees, stakeholders, or vendors in multinational 

organizations. (Chitakornkijsil, 2010, p. 9-10). 

The rationale of the research is to identify what are the communication challenges in context 

of GDAD and what methods and practices can lead to better communication and collabora-

tion in agile IT-development teams.  Based on Alzoubi, et Gill, (2021), who studied a sys-

tematic review of geographically distributed agile development communication challenges, 

noted the need for more investigation on communication challenges in GDAD teams, addi-

tional studies on different techniques to mitigate communication challenges, and more at-

tention to differences in cultural backgrounds.  

Another point on communication challenges was studied by Korkala et Maurer (2014) on 

the pattern of waste identification as the means for improving communication in globally 

distributed agile software development. Korkala et Maurer (2014) describes waste commu-

nication is a non-value producing communication elements.  The most significant pattern on 

waste in communication was the interaction between two very different cultures and lack of 

shared understanding and that another party was not properly acquainted with end user’s 

needs. 



 

1.2 Research objective and limitations  

To address the communication challenges within GDAD team, the objective for this study 

is to find out and further develop guidance and methods on how to mitigate globally distrib-

uted agile development communication challenges. To understand the current state and chal-

lenges addressed in theoretical review, and to conduct an empirical study to capture what 

the current state of communication challenges are in agile teams and projects. 

The second objective of the study is to recognize and clarify the main challenges addressed 

from findings.  Finally, to conclude the study with propositions to the various communica-

tion practices, detailed approaches and methods that can be used in GDAD IT-software 

teams to mitigate communication challenges.  

1.2.1 Delimitations 

Delimitations in this research are applied to keep the thesis structure and focus limited to the 

objectives and to have results as reliable as possible and consistent with research questions. 

In order to limit the research scope, the study is focusing on communication challenges 

within the GDAD concept and agile teams in software development.  

Since Agile, as a project management method, is a broadly used concept, this research is 

specifically focusing on communication challenges within globally distributed teams.  

Literature review on theory is focused on agile development, GDAD concepts and commu-

nication challenges. Since organization communication challenges is a broad concept in it-

self, the study focuses on certain themes that arise from GDAD communication challenges, 

literature that are connected to cultural and language differences, understanding business 

and customer requirements, and the concepts and frameworks of better communication prac-

tices. 

1.3 Research questions 

Research questions are refined in to three. The first question is the main research question, 

and other two sub-questions that provide additional comprehensive views to the research. 



 

Additional information provided by answers to these sub-questions will provide more un-

derstanding and insights in improving communication practices. 

The main research question is formulated to answer how to mitigate GDAD communication 

challenges. The two sub questions have been formulated to support the main question.  It is 

important that the answers to the question identify the current challenges with GDAD com-

munication and help find appropriate suggestions and methods to mitigate and facilitate bet-

ter GDAD communication. 

 

Main Research Question 1. 
 
How to mitigate communication challenges in globally distributed agile development 
teams? 
 
The main research question aims to understand the communication challenges faced in 

GDAD teams and ways to overcome those challenges. 

 
 
Sub-Question 1. 
 
What are the communicational challenges in geographically distributed agile develop-
ment teams? 
 
For the first sub research question, the aim is to identify the explicit communication chal-
lenges and themes in global software development teams.  
 
 
Sub-Question 2. 
 
What kind of communication techniques, tools and practices can be used to facilitate 
GDAD communication? 
 
The second sub question in the research aim is to understand what underlying GDAD com-

munication methods, tools and best practices can be used, and to find appropriate and robust 

suggestions on how to improve communication. 

 
 



 

1.4 Theoretical framework  

This chapter outlines the theoretical framework used in this study. Three key concepts are 

chosen in this thesis to provide appropriate theory, solid foundations, and a frame of refer-

ence. The first concept is Agile Teams, the second is Globally Distributed Agile Develop-

ment (GDAD), and the third is the concept of communication challenges.   

The theoretical framework is the basis of this study and by gathering these concepts together 

it provides an understanding of the context on how Agile teams and Geographically Distrib-

uted Agile Development teams face communicational challenges. To explore the concepts, 

the existing literature supports and provides the understanding of the relationship in existing 

phenomena. 

The concept of Agile teams in the study is examined in its principles, and as a methodology 

of driving projects. Relevance of the Agile Team concept is its collaborative team setup that  

supports to manages complex projects,  adapts to new findings, and enhances own  produc-

tivity with structured iterative workflows. Agile concept in the study also covers the agile 

framework Scrum the team structure and practices. 

As part of the theoretical framework and GDAD concept literature is to provide more pro-

found understanding of globally distributed Agile development teams concept and what sort 

of communication challenges occurs, how they impact the interaction between team mem-

bers who work in different countries and locations, and what explicit factors or themes may 

con-tribute to it. 

Communication challenges are examined as part of the study from common agile commu-

nication challenges perspective and ways for effective agile communication. By addressing 

these challenges and finding better strategies, agile teams can improve their communication 

efficiency and leading to better collaboration, productivity, and more successful project out-

comes. 

Understanding these concepts provides the critical foundations to the study and helps pro-

vide the links between the problem statement and insights on what practices facilitate better 

communication in GDAD teams.  



 

1.5 Research structure 

The thesis is structured to into two sections of qualitative research, where the first part is the 

theoretical part, and the second part is focused on the empirical part of the research. The 

research structure is illustrated in Figure 1. 

Chapter one is an introduction to study subject, background details, and the relevance of the 

study and research objectives. 

Chapter two is focused on literature review of the theoretical framework that relates to the 

research subject. It is followed by the part where I will discuss on past research and literature 

about GDAD team communication challenges. Finally, I will outline the research questions 

with the approach outlined by the theoretical framework.  

Chapter three introduces research methods and data collection techniques. The empirical 

part consists of an introduction of data collection methods and explicit plan of conducting 

semi-structured interviews. 

 Interviews are targeted towards professionals who work in GDAD teams and are in different 

roles in agile software development team and including participants from product manage-

ment areas. Questions are designed to respond to the three research questions, and they are 

targeted for respondents who are working with agile projects and in teams who are having 

different cultural backgrounds and spoken languages.  

Chapter four is dedicated to results of empirical part of the study. It includes interview data, 

samples, and the part where empirical results analyses are introduced.  

Chapter five encloses the discussion and provides responses to research questions and where 

the improvement suggestions on key finding are provided.  

Chapter six follows with suggestions for further research and limitations are discussed.   

 

 



 

 

 

Figure 1. Research structure 

 

2. Agile software development literature review 

This section is introducing the theoretical background used in the research. The following 

literature concepts are introduced: (1) Agile Development, and (2) Globally Distributed Ag-

ile Development (GDAD). This is to understand the present state of the art and modern 

methods of scientific field. The literature review is assessed on what has been studied in the 

past, to provide clarity of concepts chosen in theoretical framework (Walliman, 2021). 

2.1 Agile methodology and manifesto 

First it is important to define what is agility on software development before exploring the 

literature and past research of geographically distributed agile development. Some back-

grounds of agile methods are introduced in this section.  

There are two most common IT project management methodologies used, first one is water-

fall and second one is agile methodology. Agile is viewed on management style as more 

people centric than process centric and teams are self-organized according to Conboy et al. 
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(2011). Agile project management differs from traditional waterfall project management 

process by being composed of short incremental development iterations.  Iterations, or oth-

erwise called as sprints, are guided by 12 principles and Agile Manifesto. The four key val-

ues in Agile manifesto are described below. Agile alliance (2023). 

 

1. Individuals and interactions over process and tool 

2. Working software over comprehensive documentation 

3. Customer collaborations over contract negotiation 

4. Responding to change over following a plan 

 

For the first value, Lowell describes that the value is about believing and trusting the person 

over the process and encouraging and empowering individuals. Lowell believes that open 

interaction and honest dialog between peoples and groups can emerge new ideas, new ways 

of thinking and new possibilities. (Lowell, 2023, p.15). 

The second value is the working software over comprehensive documentation. That means 

that teams should not prioritize and spend a lot of time on documentation such as functional 

requirements, technical requirements, and design before team can start to work on the solu-

tion. Rather start with simple documentation and not spending time on detailed planning, 

that is not considered useful, due to the rapidly evolving environment.  

The third value, customer collaborations over contract negotiation, Lowell describes mean-

ing behind the continuous and close collaboration with customers and value the culture of 

contributing more and meeting the needs of customers and organization by prioritizing and 

directing efforts to meet the expectations.  

The fourth value is about responding to change over following a strict plan, the meaning of 

it according to Lowell that agile encourages flexibility and accommodating and responsive-

ness to change. Leader’s role is to create an environment for the team and remove any im-

pediments from their way to let the team perform its best. (Lowell, 2023).  



 

2.2 Agile development process 

Agile delivery is an incremental process, meaning that team can start working on their next 

development even if the previous has not completed. Once the first release that is deployed 

in production and that customer can start using it is called minimum viable product (MVP).  

It is seen as the first product that has derived from development iteration, and in every iter-

ation the team produces a new software product to the end users. The value here in this 

approach is that customer feedback and the value loop come much earlier compared to tra-

ditional project management methods. The team type commonly consists of cross functional 

team members who work together on multiple projects. Another significant part of process 

is the collaboration between technology and business, where they work together closely dur-

ing the entire project duration with demonstrating the functionalities, software, and accom-

plishments during the iterations. The scope of development is defined in beginning of each 

iteration and planning is a continuous process where all team members collaboratively de-

cide on the deliverables based on their team capacity. (Breyter, 2022, p.128-132). 

 

There are multiple agile Framework practices, such as Scrum, Kanban, Lean and Extreme 

Programming (XP) and different other hybrid methods.  Scrum is the most common agile 

methodology used in organizations by coverage of 58% (Breyter, 2022 p.138). Agile prac-

tices are also adapted in other organizations, and it is not limited only to IT-development. 

Agility is practiced also in human resource (HR), marketing, sales, and other industries. 

Scrum process and theory is adapting lean thinking where the focus relies on essential and 

focus to reduce all the unnecessary, it has an iterative and incremental approach with formal 

events of transparency, inspection, and adaptations. Schwaber et Sutherland (2020). 

 

Agile software development lifecycle is visualized commonly as presented below (Wrike, 

2024). The life cycle is a number of series and stages that are structured from different ele-

ments, such a product backlog, sprint backlog, sprints, daily scum meetings and finally into 

a completed product. Atlassian describes scrum as an agile framework where teams break 

the work into several sprints where the product is built and being delivered frequently. (At-

lassian, 2024). 

 



 

 

 

Figure 2. Agile Software development lifecycle (Wrike, 2024). 

2.2.1 Agile roles  

Agile teams are typically a group of individuals with different skillsets that are part of Agile 

Release Train (ART). The ART teams are focusing to define, build, and test features and 

finally deploy, release, and maintain the solution. Agile teams are managed by the roles of 

Scrum Master (SM), Product Owner (PO) and Release Train engineer (RTE). 

The Scrum Master is having an essential role on preparing and facilitating events such, PI 

plannings and aligning the backlog together with stakeholders. There are several iteration 

events where the Scrum Master’s role is to facilitate RTE team events. Main events are 

backlog refinement, team planning, team sync, review, and retrospective. (Scaled agile 

framework 2024). 

Whereas Product Owner is the one who is connecting with customers, giving vision and 

contribution to roadmap, managing, and prioritizing team backlog and communicating to 

various audiences and receiving frequent feedback from customers and key stakeholders. 

(Scaled Agile Framework, 2024).  



 

RTE’s primary responsibility is to support project execution and coach the ART team and 

support on economic decisions and risk and dependency management, facilitate synchroni-

zation events and track the execution of done features. (Scaled Agile Framework, 2024).  

2.2.2 Agile mindset  

Agile mindset is about people empowerment. The applied mindset empowers team members 

to work collaboratively and having the bottom-up mindset to define their own timelines, plan 

deliveries and adjust the capacity. This way, teams are more self-organized and collabora-

tive. Whereas manager’s role is to remove obstacles and impediments that are on the way of 

delays, process related inefficiencies or any external dependencies. This gives the sense of 

inspiration and motivation to team members and teams usually support each other and are 

work more collaboratively. Collaboration extends to stakeholders and whereas have a direct 

feedback loop with the customers.  Feedback loop is reflected in multiple levels, the mindset 

is also about having on mind the continues improvement of product. (Breyter, 2022 p.136-

137). 

2.3 Geographically distributed agile development (GDAD) 

Organizations widely use GDAD teams. This is due to the benefits of cost reduction, and 

that businesses are distributed and grown globally, and there becomes increased need on 

hiring workforce. This section describes on findings of past studies of GDAD in technology 

organizations and what challenges are identified in the context GDAD in past.  

A study of Alzoubi et Gill, (2021) reveals six critical challenges to GDAD which was ana-

lyzed from data collected from a large company which delivers new application software’s 

in Sydney Australia. The findings are the follows. 

 

• Cultural difference 

• Time differences 

• Language barriers 

• Technologies and tools 



 

• Personal skills 

• Documentation 

 

What Alzoubi et Gill reported as main GDAD communication challenges to cultural differ-

ence were related to national and organizational cultures. Study revealed the most problem-

atic challenge was the cultural hierarchy and different ways of behavior during in the meet-

ings and raising questions. The understanding of different national cultures form team 

leader’s broader understanding and skills to communicate with different cultural teams, to 

avoid misunderstandings or take messages personally (Alzoubi et Gill, 2021, p.328-330) 

Time difference was identified as the second most challenging factor in GDAD communi-

cation. Challenges were related explicitly to each team different working hours and having 

everyone teams to participate in the meetings. Time zone differences require arrangements 

to have everyone available at the same time.  

Language difference in the study referred to different spoken native language among dis-

tributed teams, in that even if the business language was in English, it resulted poor com-

munication between interviewees in the study. 

The fourth issue that affected communication among distributed teams, was the use of the 

communication tools themselves. The fact that tools were not tailored and systematically 

deployed to fit the purpose of GDAD.  Issues were related lack of synchronous communica-

tion and technology and tools. Offshore communication challenges were in regards usage of 

web camera during the meetings and recordings were not welcomed by some team mem-

bers.   

Personal skills category, Alzoubi et Gill, (2021) refers with the difference in developing 

skills and experience among distributed members. Team member’s experience were, seen 

to be decreased with distance i.e. when team members were globally distributed in differ-

ent countries.  

Final category related to documentation, Alzoubi et Gill, (2021) states that this challenge 

has not been identified in previous studies. In essence they note that it is essential in GDAD 



 

context to have minimum documentation to keep informed all team members on require-

ments. They noted that it saves time and effort and increases benefits for business.  

 

Several studies have pointed out that the communication challenges appear to be more when 

there are cultural differences and language barriers. In distributed agile software develop-

ment, the communication methods tend to be more informal than formal. Informal methods, 

for example, are videoconference meetings, emails, and instant messaging. It is not that com-

mon to have formal face-to-face meetings, where customers and developers can interact 

close to each other. It has been recognized that it is one of main problems with globally 

distributed agile development settings.  Alyahya, et al. (2024).  

Furthermore, challenges are identified when project becomes large and number of stake-

holders raises and the complex raises, the communication and coordination become more 

challenging, according to Alyahya (2024). According to Alyahya, it is necessary to have in 

these situations, formal and explicit coordination processes, to reduce any impediments in 

communication and reduce ambiguity or misunderstandings.  

Challenges in GDAD has been studied in past to some extent, but still little is known on 

what types of challenges organizations encounter when working in GDAD teams. Kajko-

Mattsson, et al. (2010) studied distributed agile development problems, and they were able 

to identify overall sixteen challenges impacting distributed agile development teams. The 

ones related to collaboration and communication challenges were, directness and honesty, 

authority, language barriers and distant collaboration.  

Insightful was fact that between offshore and onshore locations the communication was not 

always direct and honest. In some situations, problems were brought in positive note and 

appeared to some point of reluctancy to share honest information. This was due to not gen-

erally used to giving and receiving constructive feedback. Also, team member’s from off-

shore were not willing disagree or have debating conversations due to the nature of careful-

ness of expressing opinions.  

Another challenge is authority. Offshore team members viewed hierarchical relationship as 

management having the command-and-control position and being the only ones making de-

cisions and speaking on meetings. Language barriers were seen to have great communication 



 

challenges, which results in miscommunication and affected productivity. Kajko-Mattsson, 

et al. (2010).  

The findings above can be seen to linked to the study by Alzoubi et Gill, (2021) where the 

cultural differences were raised as one of the communication challenges.  

 

2.4 Agile collaboration and communication challenges  

One of the studies examined what are the people related challenges in Agile development 

teams. The research identified that agile methods require direct and constant collaboration 

and communication with the team. It makes the developers fear the presenting of their chal-

lenges and progress in front of the entire team. One challenge was the developer’s fear 

caused by transparency of skill deficiencies. Even agility is about the transparency and rais-

ing awareness among team, the exposure of weaknesses can lead to counterproductivity. 

Conboy et al (2011). 

It is therefore interesting to know more about the challenges on communicational practices 

of agile methods and what type of environment is seen to be safe, where they can explore 

the weaknesses in an open forum. Another challenge identified by Coboy et al, (2011) was 

the lack of social skills, since in agility, the focus is more on increased social interaction. 

Technically skilled persons were required to have also good communication and presenta-

tion skills.  According to Coboy et al, (2011), to overcome above challenges, the key is to 

have a proper documentation in place, to facilitate better communication.  

Nevertheless, there was also identified developers with great communication skillset and 

located geographically elsewhere communicated to have better skills than it came across. 

Agile development is highly dynamic and there is constant interaction between developers 

and customers. Another that came up to light was that the lack of business knowledge and 

basic domain on developer’s end will not bring any value to customers in the end. These 

challenges were commonly addressed with targeted training needs. Coboy et al, (2011). 

In agile software development teams, the communicational aspects are yet to be viewed as 

an effective tool for managers to lead agile teams with different cultural backgrounds and 



 

communicational styles. Leaders and managers can become, in global context,  more effec-

tive communicators and listeners by understanding their own communication styles and 

communication norms and the culture of others.  

Intercultural communication can be reviewed through a different range of disciplines, such 

as linguistics, psychology, and anthropology as study of Kotthoff et all (2007) shows.  Ac-

cording to Kotthoff et all (2007), a multidisciplinary approach is essential to explore prob-

lems of intercultural communication.  

Current studies present that research in agile software development theories and literature 

seem to be relatively low compared to other disciplines, according to Stray et al. (2022).  

They argue that cognitive and behavioral aspects are one of the fundamental parts of agile 

software development. Even after agility had been adapted for two decades in firms, there 

still have not been presented new understandings which aims to explain how intercultural 

management and communication derives agile software development and its possible find-

ings on positive or negative affects to projects and organizations.  

A recent study from 2022 of what makes agile software development agile, by Kuhrmann, 

et al. (2022), determines that agility is to some extent practiced in different organizations 

and, according to the study, it is considered more as a subjective concept. They argue that 

agile and agility is not actually a software process but rather more a cultural topic within 

organizations since agile method was widely used as a combination of other practices and a 

choreograph of project team collaboration than strictly a stand-alone practice. According to 

Dybå and Dingsøyr (2008), even if many agile methods have developed, there is not much 

of knowledge what are the effects in practice (Dybå et Dingsøyr, 2008). 

According to Herbsleb et Moitra (2001), the physical separation has diverse effects on many 

levels. They noted that distance is a major challenge to management, coordination, and com-

munication issues. Herbsleb et Moitra (2001) mentions, that communication challenges can 

derive potential misalignment and rework.  They highlight that ongoing conversation is im-

portant channel to have save cost and time. 

Galli describes that face-to-face communication between team members is preferred in the 

projects, because it is seen to be active communication, which enables both parties’ listener 

and communicator to observe each other’s reactions and facial expressions and fill any 



 

misunderstandings between them and have better clarity and intentions of other party. Galli, 

B. J. (2021) 

2.5 Understanding business requirements 

Business owners are setting the requirement for minimum viable product (MVP) and repre-

sents the customer needs (Lowell, 2023). As already discussed in previous sections on the 

importance of communication with developers and understanding the business needs, there 

is increasing interest on improving and enhancing the agile communication practices.  

The product owner is responsible to provide the technical governance framework to the team 

within the project, who are working on a development part.	In essence, the main task of 

product owner is about communicating the business need to the agile software development 

team, so that the teams know how to design, test, deploy systems. According to Bass (2015). 

For large scale offshore enterprises, the difficulties are related especially on articulating and 

communicating the business needs and it is time consuming and found to be a difficult task.  

Saddington (2012) describes that part of product owner’s role is to have consistent engage-

ment that allows them to communicate on project progress with stakeholders and interested 

parties. A study of Unger‐Windeler, et al. (2021) studied a topic of “Are Product Owners 

communicators?” with multi-method research approach. The study supported the statement 

and what was interesting and novel finding was that product owners uses 65% of work time 

in meetings, with the purpose of synchronization and alignment of the work with the team, 

streamline agile process of large-scale Scrum, support and provide requirements for devel-

opment and solve impediments addressed by the agile team. Above studies represent the 

need of clear communication practices and the requirement statements from product owner 

to understand the development need and the resulting customer value. One of Agile Mani-

festo is “Businesspeople and developers must work together daily throughout the pro-

ject” (Agile Alliance 2023) can be seen one of the key principles of understanding better the 

customer needs and what value software development delivers.  

 



 

2.6 Practices to improve Agile communication  

Several research suggest various communication practices that support better communica-

tion in agile teams. With todays advanced technology, on face-to-face meetings can be fa-

cilitated while located in another country, information can be shared from your screen, and 

meeting can be recorded and transcript.  

In agile development teams the communication can be both formal and informal. According 

to (Pikkarainen, et al, 2008), their study shows that agile practices improve both informal 

and formal communication. These techniques and types are presented in table below.  

 

Formal communication  

 

Group meeting, Weekly meeting, Steering group/ Mile-
stone meeting, Status meeting, Daily stand up meeting 

Informal communication  

 

Informal discussion on teams chat, telephone, audio/ 
video conference, email 

 

Table 1. Formal and informal communication techniques 

Their study also suggested that there was a positive effect when systematic communication 

approach was applied, especially in defining feature-requirement dependency. Somewhat 

negative effects were seen, when agile communication practices were applied explicitly by 

the book, and in time limited meetings.  

Furthermore, Pikkarainen et al. 2008 has identified in their study of “The impact of agile 

practices on communication in software development”, the positive impacts on internal com-

munication in development teams. Those were regarding planning phase of project delivery, 

where the team communicates the project requirement and defines the goal. The meeting 

was facilitated onsite and in open office, and task board tools were used to facilitate the 

visualization of activities. Key findings were, that an open space accommodates better com-

munication and generates stimulating face-to-face discussions, and that it also supported 

problem solving. In summary, the positive findings were that when agile development teams 



 

are allocated and sat together, have daily discussions that support identification subtask de-

pendencies, and have efficient information transfer and coordination.  

Alzoubi, et al. (2016) provides solutions on how to mitigate and address GDAD communi-

cation challenges. These proposals are based on different strategies, tools, and practices. The 

table below presents the key solutions and recommendations for six different categories of 

GDAD communication challenges.  

 

 Strategy Tools and practices 

1. Distance differ-
ence 

 

• Small difference in 

time zones and be-

tween 2 cities 

• Flexibility on work-

ing environment 

• Divide meetings into 

smaller parts  

• Localize component 

ownership 

• Appropriate tools 

• Architectural roadmap 

• Secure shared infor-

mation repositories 

• Product Owner synchro-

nized communication 

• Scrum of Scrums 

 

2. Team configura-
tion 

 

• Face-to-face meetings  

• Communication syn-

chronization, and pe-

riodic meetings 

• Local teams and clear 

roles with responsibil-

ities  

• Customer involve-

ment  

• Encourage trust be-

tween distributed 

teams and team mem-

bers  

• Synchronous communi-

cation tools 

• Avoid agile distributed 

pair programming and 

encourage small releases 

 



 

• Increase effective for-

mal communication 

 

3. Customer commu-
nication 

 

• Regular agile meet-

ings with customer 

involvement  

• Continues interaction 

with Product Owner 

4. Project character-
istics 

 

• Agreement on re-

quirements, coordina-

tion on overall strat-

egy and local process 

• Offshore participation 

in daily meetings 

• Explanation of reference 

architecture 

5. Organizational 
factors 

 

• Organizational cul-

ture to support rapid 

communication 

• Trust with stake-

holder’s and prompt 

feedback loop from 

customers 

• Use of various technol-

ogy tools for project 

management and commu-

nication 

• Employ Scrum Master 

and Product Owner for 

each site 

• Frequent visits to other 

sites 

• Form single site scrum 

teams, participate events 

6. Human factors 

 

• Clear communica-

tion, solve language 

issues, update and 

share information 

 

• Record meetings asyn-

chronous communication 

technology 

• Scrum practices 

• Scrum Master answers 

team questions 

Table 2.  Techniques to overcome GDAD communication challenges, Alzoubi, et al. (2016)  



 

Distance difference in GDAD concept is one of most challenging aspects and numerous 

techniques has been identified to support this challenge. One is to synchronize work hours 

with local and distributed teams, and create local teams that are either on same time zone or 

located geographically in same area. Another is with Scrum event facilitation, to ensure that 

all team members attend the meetings and use asynchronous tools to enhance face-to-face 

communication.  

According to Alzoubi, et al. (2016), team configuration is continuous communication with 

team counterparts with periodic meetings and using the synchronous tools. A simple design 

supports making smaller releases, and, with local site teams, clarity is created between roles 

and responsibilities. One of the suggestions, is that the Product Owner role is acknowledged 

in GDAD teams and mutual trust is created.  

On project characteristics and organizational factors, Alzoubi, et al. (2016) recognizes that 

overall architecture vision used among GDAD teams supports coordination and strategy. 

Also, in the beginning of project, it is good practice to agree on project requirements and use 

reference architecture. On the organizational factors, what is important is the culture of rapid 

communication, offering different communication tools and models, and employing key 

roles for each site.   

Human factors present more practical views of recommendations that are connected to lan-

guage and personal skills. To be a good presenter, it is good to speak slowly enough and 

clearly, without too detailed communication. On the facilitation of the meeting, ensure par-

ticipants are aware of meeting agenda beforehand, and keep information continuously up-

dated. Meetings to be recorded and utilize multiple communication tools. Among these, it is 

important to synchronize sprint length and encourage the participation in Scrum Daily meet-

ings and Scrum of Scrums. Alzoubi, et al. (2016). Scrum of Scrums is defined as a scaled 

version of Scrum method where it connects multiple other Scrum teams, which have de-

pendencies with each other together. Therefore, it is suggested to divide a large team into 

smaller parts, to support and accommodate better communication and develop personal re-

lationships in the team. (Atlassian, Scrum of Scrums, 2024). 

Galli (2021) states, that the value in face-to-face communication comes from combining vis-

ual, verbal, and textual information. Continuing with Galli’s findings, he 



 

found that many projects had a good communication strategy, but they failed to incorpo-

rate the effective communication channels that consist of communication plans and infra-

structure. Galli (2021) emphasizes, that the starting point should be to establish common 

understanding and infrastructure of how to communicate fluently in globally distributed en-

vironments. Secondly, hat Galli (2021) suggest is to “Understand the Value of Communica-

tion in different Phases of Agile Project Management”. In the beginning of the agile project, 

the quality of communication is vital. With the right tools and medium, the communication 

should be carried out frequently with stakeholders. While continuing the project, there 

should be included several formal meetings that will connect the stakeholders and teams 

together. These meetings are the following: 

• Sprint Planning Meeting  

• Stand-up Meeting  

• Sprint Review or Demo Meeting 

• Retrospective Meeting  

Informal communication is to be considered, in terms of absence of participants from formal 

meetings, and to have the ability for conversations between team members to express them-

selves. These parts of informal communication gaps are good to be included in communica-

tion plans. 

As discussed on chapter one about waste communication, it is necessary to have a clear 

concept of prioritization with stakeholders to help them understand,  what is important to be 

shared, what to communicate, and to whom. Information that is not necessary or too much 

of information may lead to unclear and ambiguous messages. Galli (2021).  

3.Research methods  

This chapter introduces which methods were used on the study. Two methods were applied, 

the first method is the literature review to analyze and review available information, gain 

latest knowledge, and evaluate its relevance for the study. The second method is exploratory 

method to gain more insights and understanding on the topic. The empirical study is carried 



 

out with semi-structured interviews. Primary and secondary data are used in the study to 

collect information and data.  

Research methods are techniques to conduct research and what allows the researcher to col-

lect, sort, and analyze data, to be able to conclude and validate the information gathered from 

research objective, according to Walliman (2021). Research designs are various, and they 

can be categorized into different disciplines and each discipline has its own appropriate re-

search design (Walliman, 2021).  Based on the nature of study, subject qualitative study is 

the chosen research method. 

According to Saunders et al. (2016), distinguishing between quantitative and qualitative re-

search, quantitative studies are more often used to generate numeric data and examination 

between variables qualitative is used as a data collection technique or data analysis proce-

dure which does not generate numerical data. Research where a combination of qualitative 

and quantitative methods is used are called mix methods. The characteristic of qualitative 

research is to use variety of data to develop a conceptual framework. (Saunders et al. 2016, 

p.165-168). 

3.1 Literature review  

Literature review investigates the theoretical framework concepts of agile methodologies 

and globally distributed agile development GDAD. Sources are mainly accessed through 

Lappeenranta-Lahti University of Technology (LUT) University Academic Library Data-

bases. Literature is collected from wide range of electronic library sources such as books, 

journals, and peer reviewed studies. Literature review provides the solid understanding of 

concepts and whereas also a possibility to review relevance and but also to give basis to 

critical thinking of existing knowledge. The aim is to provide explanation to my research 

problem, with the solid theory and to support the empirical data analysis.  

 



 

3.2. Empirical study  

The appropriate research design is to identify the right data and evidence required to answer 

the research questions with conclusive outcome and the study should be researchable and to 

think if the study topic is suitable for empirical study. (Eriksson, et, Kovalainen, 2008). 

Empirical study was decided to carry out interview for data collection. Interview method is 

decided to be done with semi-structured as this data collection method is the most appropri-

ate, to help understand the issues and challenges with the relevance and connection to re-

search questions.  

 

3.3 Data collection  

Data collection is conducted with semi-structured interview two persons, the interviewer and 

interviewee. Qualitative interviews consist of premade questions with relevance to research 

and based on theoretical framework used in the study and relevant to research topic.  

Interview questions are using both interview approaches constructionist, positivist, and emo-

tionalist, according to Silvermann 2001. (Silvermann 2001, quoted in Eriksson, et, 

Kovalainen 2008, p.80). 

The fist approach, constructionist, tries to describe more of the questions of how, and focuses 

on the meaning that forms out from the interaction between interviewer and interviewee. 

The premade questions support the initiation of conversation, where the interview may take 

other direction by the interviewee. (Eriksson, et, Kovalainen, 2008). 

The positivist and emotionalist, on the other hand, focuses on the interview’s approach to 

responses to “why” questions. The focus is to gain data from different interviewees to get 

insight for analysis, and gathering pieces together to understand better the current view. The 

emotionalist approach considers, however, the authentic experiences of interviewees, where 

focus is on perceptions, conceptions, viewpoints, and emotions. (Eriksson, et, Kovalainen, 

2008). 



 

The interview is targeted towards professionals in GDAD teams, with diverse agile roles. 

Participant’s roles are Release Manager, Senior IT Analyst, Architect, Release Train Engi-

neer and business Analyst, who are working in agile IT- Software development teams. These 

professionals are working with different cultural and national backgrounds, and are working 

globally in different locations.  

To get variety in different cultural backgrounds, it has been chosen to include research in-

terviewees from different roles and people from different countries.  The aim is to review 

the result of the responses in the contrast between developers and leaders, and analyze 

whether the responses between roles and nationalities vary or are different. Pre-determined 

questions are used in the interview but, although it leaves opportunity for respondents to 

give more detailed explanations in their depth responses.  

The sampling population is limited particularly to Agile IT-development team members 

who are working in globally distributed teams and with different roles. Five interviewees 

participated in the research interview.  

 

 

List of inter-

viewees 

Role Length 

(min) and 

method of 

interview 

Experience in 

agile team in 

(years) 

Nationality 

Interviewee A Architect 60 min  

Teams call 

4-years Philippines 

Interviewee B Release 

Manager 

45 min 

Teams call 

8-years India 

Interviewee C Business 

Analyst 

40 min 

Teams call 

6-years Denmark 



 

Interviewee D Senior IT-

analyst 

30 min 

Teams call 

6-years India 

Interviewee E Release 

Train engi-

neer  

30 min 

Teams call  

15-years China 

 

Table 3. List of interviewees 

Interviews were conducted via Microsoft Teams and with video calls due to the reason that 

interviewees were located physically in different countries. The interviews in Teams were 

recorded and transcribed. The time reserved for interviewees were from 30 min to 60 min. 

Interview invites were sent two weeks prior actual interviews take place. Interview questions 

are presented in appendix 1. All interviews were done in April 2024. The identity of partic-

ipants remains anonymous.  The participant selections were based on their great and long 

agile development experience to bring a comprehensive input to the study. Interviewee’s 

working experience in geographically distributed agile teams is between four years to six-

teen years. The participant’s agile roles and work experience are presented in the list of 

interviewers Table 3. Participant’s native language and cultural background and gender also 

differs inside the interview scope, nationalities of respondents are Danish, Chines, Indian, 

Philippines, and work locations are distributed between India, Sweden, Denmark and Fin-

land.  The scope of interviewees is diverse and this way it will gain a greater examination of 

responses and personal opinions will vary between each other. Interview was held in Eng-

lish, which is the business language in the case company. 

3.4 Data analysis methods 

This section describes the data analysis approach and methods that were used in this thesis. 

The research process is focusing on themes within the research problem and on finding cor-

rect ways to collect empirical data, and data analysis methods. The analysis part needs to 

meet the study objectives and be in line with, how the empirical data is being collected and 

analyzed.  This means involving appropriate analysis method (Eriksson et Kovalainen 2008). 



 

Qualitative content analysis method is used in this study to analyze interview data and pro-

duce a thorough and insightful analysis, that contributes to the study. The study also repre-

sents direct quotes from interviewees to illustrate the key findings.  

Material collected based on interviews were preprocessed and transformed into text format, 

cleaned, and organized into more readable data. Relevant data was also analyzed to meet the 

needs of research purpose, and that there were sufficiently collected data, to be analyzed. 

Furthermore, data was categorized based on recurring themes which were preidentified 

based on interview categories. Finally, in the conclusions chapter, findings are linked to 

theoretical concepts. The Interview questions were semi structured. One of the key charac-

teristics in qualitative research is the examining people’s subjective experiences and views 

according to (Puusa and Juuti, 2020, p.46). Part of this study content analysis was the inter-

pretation of data, to enable to understand the data to the context of research questions.  

 

3.5 Research context  

The case company is suitable for this research topic because the concept of GDAD can be 

applied, the company can contribute and provide reflections on challenges in communication 

practices. The company operates in Nordic countries, and the scope of the thesis is limited 

with IT-software development unit and one team that it is part of core operations and infra-

structure unit. Organization has several units as part of its core business.  The organization 

has widely adapted agile method practices as part of delivery and execution. Core operations 

are in the Nordics, and collocated units are situated across Eastern Europe and India. It is 

large size company, that operates in four business areas and meets the needs of personal 

customers, small businesses to large Nordic companies.  

 

The organization is well fit for the research due to the different geographical locations and 

due to team structures, that include several different nationalities and cultures. Team size in 

the research scope is having approximately forty persons who are part of agile team. All 

employees are working within their own core teams and have a direct line manager leading 

them. Agile team is composed of different experts from different areas, where they have 

common goals and works towards delivering and executing towards stakeholders.  



 

In the study, there are several stakeholders that are potential candidates to be interviewed 

since they have practical examples and ground knowledge of agile software development 

concepts, as well as working with globally distributed team members. The case company is 

treated anonymously in this study and is referred as a case company.  

Agile communication practices in case company follows common agile communication 

scrum events for the of sharing important milestones with the team or stakeholders and to 

obtain insights from each team activity. These scrum events are commonly practiced in agile 

team, sprint, sprint planning, daily scrum, sprint review, sprint retrospective (Schneckenleit-

ner, 2021).  

Specific tools are supporting the facilitation of agile practices such as Confluence, Jira, 

SharePoint and different communication tools as Microsoft teams, Conference calls and 

chat. A team’s workflow and overview is presented with dashboard view which supports to 

focus on priorities and visualizes the workflow upfront. The Scrum daily stand-up is a forum 

where ongoing work is being discussed with team members.  

3.6. Interview themes 

Interview questions were grouped into different themes, in order to study the communication 

challenges with different topics that were discussed on literature review. In total, interview 

included fourteen questions. Under the main questions, few clarifying sub questions were 

added to get more comprehensive responses.  

The following themes were formulated for interview questions. 

1. Culture and language differences 

2. Time and offshore locations  

3. Tools and practices 

4. Understanding Business requirements 



 

4.Findings 

The findings chapter presents the summary of results on performed interviews and gathered 

data and inputs. This will provide the comprehensive overview for analyzing results in fur-

ther chapters for discussion and conclusions. 

In total there were five interviews planned, and all five responses were received as per initial 

plan. Interview questions were categorized into the four different themes. The categorized 

themes were 1. culture and language differences 2. time and offshore locations 3.  tools and 

practices and the final 4.  understanding business requirements. English was not any of the 

interviewee’s native language.  However, it is the business language used in the agile teams 

and all participants had the high professional level on English.  

All interviews were conducted as semi-structured interviews, in that it followed the same 

structure for all fourteen pre-determined questions. However, gives the option for respond-

ents to provide more comprehensive personal views and chances to elaborate more detailed 

answers, where some questions were drawn as, what works well and what does not work as 

expected and increases challenges.  

4.1 Understanding the challenges in GDAD teams 

Firstly, I started the interview with asking, what are the most challenging aspects with com-

municating in geographically distributed agile development team and what issues arise. With 

this, I wanted to understand what the first challenges participants will raise. All respondents 

mentioned that the most common were regarding the language differences, and the termi-

nology used in the IT software domain. Regardless, how the different message in English 

language may be perceived and interpreted differently by recipient than communicator in-

tended to communicate the message.  

 

Responses to this first question deviated little between respondents. Interviewee A, an archi-

tect in the agile team, mentioned that even if English is the mediated language in technology 

and global business, the terminology can differ and the meanings behind it. As example in 



 

Finland a concept of recommendation imparts that you should follow and that it is something 

mandatory to perform. In another culture it is equivalent to more of recommendation and is 

seen that there is either option follow it or not to. These can become challenge when not 

being clear with the intended message. Therefore, way or requesting something and having 

expectations on what to receive is not meeting the interest of the requester. This can lead to 

outcome of receiving something totally different that was initially requested or receive only 

partially what you have requested for.  

Interviewee B, who is working as a release manager role, pointed out the different public 

holidays in different locations may become a challenge, which requires more effort and good 

coordination between different geographically distributed teams. Furthermore, to have good 

communication practices in place to ensure all employees availability GDAD teams. Re-

sponded B, also pointed out that it would be beneficial for team to have a core team of people 

located in the same locations to avoid such challenges.  

Interviewee C, the business analyst, mentioned that challenges in GDAD communication 

are related to transparency. As an example from Indian culture, it is not common to speak 

the mind the same way as the western person is used to. There is certain politeness within 

Asian culture, the challenge is the uncertainty of there is common agreement on discussed 

topic, and that the person is not being challenged or questioned due to the politeness. 

Interviewee D, the Senior IT analyst, mentioned that some challenges are when team is sep-

arated to different activities and it takes more time to resolve issues, rather than people would 

be sitting in next to each other. For instance, how interviewee D refers:  

 

“The issues could be resolved faster, if you could just get up and talk to each other rather 

than using email for smaller questions. When you are geographically separated you need to 

rely on teams’ communication and on the availability of others, all that takes more time to 

resolve issues “(Interviewee C). 

 

However, the interviewees B and D mentioned the importance of Scrum Master to have 

coordination skills and ability pay attention towards coordination, alignment, and statuses of 

different workflows.  



 

According to E, who is the Release Train engineer and people leader in Agile, mentions that 

the challenge with GDAD communication is building connection with the people who are 

remotely located and not having the everyday the relationship with them. Also, when you 

meet people face-to-face you recognize better the facial expression, eyes, hands, and ways 

of showing gestures, and these give meaning rather than hearing just the voice of others. 

Another point was cultural difference between Asian and European employees, where with 

directness, you need to be thoughtful with feedback. Especially when giving feedback to 

someone from Asia you need to consider your words carefully to avoid any misunderstand-

ings. Also, interviewee E has noticed that in Western culture things can be said more hon-

estly, especially in the team meetings. As an example, interviewee mentions the retrospec-

tive meetings. 

 

 “People are braver and more open to say things that they think should be improved, as in 

Asia it is more saying good feedback and appraising each other’s than speaking areas of 

improvement” (Interviewee E). 

 

It was raised as a challenge by two respondents, C and E, of not being face-to-face with other 

team members. Therefore, you are not able to read the body language. Since none of team 

members speak English as native spoken language, they mention that being in the same room 

with someone you can read the person better by detecting the body language and avoid that 

way of any misunderstandings.  

 

4.2 Culture and language differences 

In the interview, attention was given to identify the how do the differences in culture or 

language impact the team communication. Interviewees were asked to elaborate what types 

of issues raises if so. 

 



 

Responses from interviewee A the main differences were related the different temperaments, 

and certain ways of saying something that might be appropriate to say in some countries 

than in another county. Also, the person mentions that you need to choose wisely your com-

munication. In the west, it is accepted to be straightforward, and it has no personal meaning 

behind it. For others who are not used to it, that may pose a challenge and it can later impact 

both of you. This, in the way other reacts and responses and overall, in the working relation-

ship.  

Respondent A mentions, that the globalized workforce has become a mainstream in IT and 

business has learned the ways of communicating with IT. However, challenges can arise if 

a person is unexposed or unexperienced outside of usual work and then it can be compound. 

On the other hand, interview B did not feel any kind of language difference because English 

is the business language. Only in situations when few people with same language are meet-

ing and speaking in their native language and person who is not in of familiar with the lan-

guage, may feel difficult to understand the concept. 

 Interviewee C pointed that, some misunderstanding has exposed, where team members used 

different terminologies which are different in other countries and in business context line in 

Asia and Europe. On the other hand, interviewee D did not see any bigger challenges with 

difference in language but mentions the difference in ways of responding depending on cul-

ture. It might depend from people to people and varying countries, and in different cultures 

different ways of responding are more appropriate. One example can be the certain way of 

saying a sentence might be sarcastic one and people from the other country might not un-

derstand the meaning of it.  

According to interviewee E, a speaker needs to be clear with communication, due to English 

not being the native language and the message may miss a lot of important words that might 

have been said in native language in more clear and detailed manner. When spoken language 

is not being the native language, it has its own limitations to express the meanings well 

enough. This reflection works both ways, whether you are a speaker or a listener. Another 

point that was mentioned is that accent can impact the communication. Every country has 

its own specific accent and speaking with someone for first-time, some parts of communi-

cation can be missed due to that.  



 

When asking whether interviewees see that agile team’s colleagues communicate in clear 

and understandable way and the message is clear to them, all of interviewees said that it 

depends on person with you speak with.  

Interviewee A mentioned that the experience and topic counts in that, as example if a tester 

does not understand the programming detail topics or a programmer does not understand the 

business terminology then they have communication gap. It primarily depends on experience 

and type of a person. Interviewee B sees that some people have the ability to communicate 

their message clearly, but some people are not able to communicate their message that 

clearly. This commonly happens when persons with technical backgrounds are explaining 

and talking in technical terms with a person in the business area. According to interviewee 

C, the business analyst ensures each time with the other person that they understand the 

meaning of description, otherwise the responsibility lies on itself if the person wasn't clear 

enough in the message. On the other side, interviewees D and E say that most of the time 

the communication is clear and once you are more used to the colleague’s way of speaking 

and understanding the accent, then the communication becomes easier. Respondents C, D 

and E mentioned that using emails and meeting minutes supports in situations when some-

thing is unclear, they ask details to be described in writing from the communicator.  

Next, asking interviewees whether they find it easy to raise questions or disagree with others. 

Everyone responded that that they find it easy to ask questions or disagree. 

According to A, a person finds it easy to raise questions and disagree but believes also in 

compromises. Respondent A says that you do not always know everything and therefore you 

should be able to listen to other solutions. Disagreement is more challenging, as your people 

person side needs to work very hard in those situations when dealing with strong, pragmatic, 

arrogant or stubborn personalities. Generally, this works if you know the person who you 

work with, and you structure your disagreement in the best way it will be accepted by the 

person. Disagreeing is not pleasant unless you are not able to convince other or to find other 

ways to solve it. Respondent B usually speaks up and appraises that you should always show 

your disagreement and this way you can impact the quality of the work.  

” I always raise questions and  if I disagree with anyone, I I usually speak up and I think 

this is what most of the people would say I do, or at least the person who are finding a good 

quality in my work are praising my quality, like the project where I used to work, the project 



 

manager used to praise this quality of mine.  You should always show your disagreements. 

If you are not disagreeing with anyone, developers, testers, release managers, project man-

agers, you are not willing to provide a good quality in the work” (Interviewee B).  

 

Respondent C normally works independently and hardly ever disagrees with anyone, but it 

might depend on if the person would work in a large team. According to D, it is easy to 

disagree or raise questions. As mentioned by respondent D, there is no correlation on spoken 

language or culture background. Respondent E can be straight with others, but with some 

persons sees that the other can turn to a very defensive mode. In those situations, it is not 

easy to raise the questions. Nevertheless, E believes that it would help to connect and talk 

person-to-person and listen to others what they are saying. This would help to understand 

them better.  

Next interview is question is how directness is linked to hierarchical relationship in the team 

communication. Respondent A sees that hierarchy does not have impact. However, it was 

noted that, manager’s message has more attention than colleagues’ messages.  Any feedback 

is taken more seriously if it is given from management than colleague.  According to re-

spondent B, you should raise questions directly, no matter of the hierarchical structure, es-

pecially regarding any risks related questions. Individual related questions should be only 

pointed to line manager and not to involve higher management.  Respondent C on the other 

hand says, that there are no limitations, and a person can be very direct with all the leaders. 

D on the other hand has observed that directness and relationship in hierarchy exist. In situ-

ations where directness impacts or hurts other person, it can have implication to their dedi-

cation towards work, and person might get hurt because of another person’s directness. Re-

spondent D mentioned that being just direct is not a good approach, at least in some cultures. 

Rather, learning to say things in a polite way is better. E responded, on the other hand, that 

if people in the team has concerns or some troubles about themselves on taking more re-

sponsibility on work, they can be quite direct towards their leaders, and when asking opinion 

of someone’s else work, responses would not be direct until, several other persons will share 

the common opinion of it. 



 

4.3 Time and offshore locations 

Two interview question were asked from participant regarding time and offshore locations 

category. The first question is, how does the communication with offshore colleagues and 

different time zones impact the team communication. The second question was that what 

implications it has towards development and delivery when team members are located in 

different countries. 

 

According to interviewee A’s responses, team communication is impacted due to not having 

personal touch on the communication and technical challenges, such as not having clear 

voice, or dropping connections. Also, time zone differences quickly can be forgotten, book-

ings can be scheduled late at evening or night in offshore locations, which should not be the 

case.  People also can be exhausted at late at night that impacts productivity and communi-

cation. Towards delivery and development quality has its impact, different locations and 

dependencies of set-up and tools, resources needed and requirements of deliverable.  The 

interviewee highlighted the importance of documentation. Diagram and visual aid support 

the understanding of technical details, rather speaking over phone requirements and using 

business terminology it makes challenging and can introduce a communication gap, which 

can contribute to the delivery later. Explaining piece of code can take time and if not having 

the visual context may impact the understanding of details and clarity. Interviewee empha-

sizes that there should not any ambiguity having requirements in written or diagram, so that 

is has no other semantics in it.   

According to B’s responses, it depends much on geographical locations where the teams are 

located and mentions that people should always be in such locations wherein there is not 

much difference in the time zones or in the time difference. As an example, the interviewee 

mentions that US and India have time difference 12 to 14 hours with offshore team and 

client, and this can become challenging.  

 

” Yes, so it all also depends on the geographical location where the teams are located. 

We should always have the people in such locations wherein there is no much difference in 

the time zones or in the time difference. And suppose if I'm working, if I'm working for US 



 

client and I'm located at India, then there is a time difference of almost 12 or I think 14 

hours. They always have most of the core people sitting at the offshore or the onshore” 

(Interviewee B). 

 

Answering if there are implications towards development and delivery when team members 

are located in different countries, interviewee B responded that people, after COVID -19, 

are more used to working remotely and are better in communicating with each other. There-

fore, there is not much impact if a person is working another country or not or working from 

office or home. Not being face-to-face, on the other hand, impacts making good relations 

and ways of connecting with people.  

Respondent C does not see the time zone being a problem and is used to start the working 

day in early mornings, and this fits well with other time zones. Interviewee C thinks that 

work could be done faster and more smoothy if persons would be located in the same loca-

tion or premises. That way, problems and issues would be solved much quicker. 

Interviewee D thinks that nordic times and indian times are decent compared to the US, 

where the interviewee had worked before with American clients. There, it was a bigger chal-

lenge because by the time that person is at the end of the day in US, it's morning in India. 

That can become a stressful in cases if you have a question to be answered. First you will 

have to wait for the end of the day again to ask that question and then come back. Therefore, 

major delays can be expected between US and Asia. The positive implications regarding 

different locations for the development or delivery, is the disaster recovery situations. If any 

natural disaster is faced some country, work can be quickly handed over to other locations 

and that way work will not get affected.  Also, the holidays are different in different coun-

tries. If there is a holiday one country the other is continuing to work.  

 

Respondent E mentions regarding the different time zones, that it is an important thing to 

always keep in mind, that you will not get immediately what you request for, and maybe you 

have to wait for next day to get it. This requires more of planning and synchronization in 

advance. On the other hand, the positive side is that offshore location colleagues start their 

work earlier, you might receive something requested delivered for next day.  With Experi-

enced people leaders, and good planning skills, the time difference can be utilized 



 

effectively, and it can bring more efficiency to the project or work. Absence of good pre-

planning some work can be impacted and be delivered late.  Also, interviewee E mentions 

the same aspect of issue solving and debugging that can take more time when people sit 

separated. 

 

4.4 Tools and practices 

Third theme of interview is the part of usage of tools and different practices being utilized 

in agile development. There are a few common tools used in case company and used for 

communication consistently throughout the project. Participants were asked that, what 

types of formal and informal communication practices they have, and do they know the 

communication strategy in the agile team.  Interviewees were also asked, what communi-

cation tools and methods they use themselves and if they feel team is using right communi-

cation medium, tools, and practices, and whether they see for any improvement in that 

area. 

Regarding formal communication practices, interviewee A mentioned that Scrum meetings 

and events are the formal ways of connecting with the team members.  The common project 

management tools are JIRA, Confluence and Microsoft SharePoint. On the informal chan-

nels, the interviewee mentions Microsoft Teams chat and says that he himself is not a fan of 

it.  The person also says that standard practice and an agreement of ways of using commu-

nication tools is missing. Also, the ways of documenting, such guidelines, strategy, or com-

munication plans have not been introduced. The person prefers to use emails for communi-

cation purposes and participates in the meetings using meeting minutes, diagrams, and dif-

ferent visual aids. On the improvement part, person A thinks that Microsoft Teams Chat 

should not be medium for group discussions.  

Interviewee B feels that informal communication is something that gives momentum to con-

nect with the team and discuss on different topics that creates a better bond within the team. 

As for formal ones, the person mentions the Scrum meetings, and team meetings. 

 



 

 The respondent B thinks that it is important to think how to structure the team meetings, 

where the agenda flows from informal topics to formal. In this way, team members are open 

and more committed for dialog. Interviewee B is neither familiar or has been introduced with 

any communication strategy or plan, Although, person predominantly knows how it should 

be done. According to the interviewee, the opinion is that there should be a rule setter to 

make team to work in a disciplined matter. The person prefers to use emails and, in urgent 

matters, a formal meeting.  In any disagreements the person prefers to take matters directly 

with the counterpart and not in public. The person thinks that there is a good communication 

between everyone in agile team, though it happens that communication gaps occurs from 

time-to-time. As an improvement to communication challenges, the interviewee sees that 

the key coordinator is the Scrum Master, and that the person should have good coordination 

and communication skills. 

According to interviewee C, handling formal communication is a challenging task for a 

Scrum Master who needs to be well on top all the things happening across the agile team. 

Especially, if the team is scattered in different locations, it becomes even more challenging. 

Formal practices are common in the Scrum events and meetings. Interviewee C does not 

know if the team has any communication strategy or plan. Interviewee C uses emails and 

chat for connecting with others. However, the person prefers to have one-to-one connection 

and if there is a need to have discussions, interviewee walks directly to person to speak. The 

interviewee C did not specify what explicitly should be improved regarding GDAD commu-

nication aside from using phone calls instead of chat messages.  

The interviewer D responses on the above questions were quite different compared with 

previous responses. The person thinks that JIRA is the source of formal communication, and 

it should be utilized even more than it is currently used for. Formal communication practices 

are the Scrum meetings and events. Due to the nature of stand-up calls, where things are 

discussed rather than documented, person sees it being also an informal communication. 

According to responses given, person also sees that email conversations going back and 

forth, tend to get lost and communication can be delayed for days. Therefore, most of com-

munication should be stored in JIRA or else it can be forgotten. Neither is person D aware 

of communication strategy or plan, and commonly uses email, chat, JIRA, and other group 

chats. The interviewee estimates that 80% of the team uses correct communication tools and 

practices.  As an improvement to communication practices, the person suggests that, instead 



 

of all emails, communication should be in JIRA when it is about a particularly feature de-

velopment. This way, anyone can view what has been the discussed. 

Interviewee E thinks the formal communication forums are the Scrum events, such as daily 

stand-up call, which is the critical communication channel for everyday use. Also, the retro-

spective and planning meetings, where the work can be planned, and different problems 

raised. Thus, different people and teams, they can have different setups. As an example, in 

a previous organization where person worked, there were team rules.  There are rules on 

responding to communication in certain time frame, so that other person knows that someone 

is taking care of the query. According to interviewee E, informal communication depends 

on the person and is more a personal style of communicating, everyone has own preferences 

for tools and techniques.  

The person herself likes to use JIRA, confluence, and anything that makes communication 

transparent to others. According to interviewee E, the team has no direct strategy or com-

munication plan, but more of a guidance where to document and communicate on what topic. 

Team meetings are the space to communicate without limiting rules.  

 

As an example, that interviewee raises for improvement in GDAD communication is the 

team chats, it can be disturbing and challenging to follow all the message that in different 

chat groups and messages may be unread. All tools and methods for communication should 

be utilized more effectively, where in the progress can be easily tracked by others. Ideally, 

team member should be able to communicate in transparent way and that the message is not 

detained with just limited people.  

 

“Well, take an example of the current team. Well, it's how to say the tools we all have, the 

tools are there, and we are using the models the methods that are not utilized in the best 

way. Example, if we have the like the communication in teams and everything is only in the 

common team chat, and I don't think everyone is really following all of the messages there” 

(Interviewee E). 

 

All respondents mentioned that the non-value communication happens during the meetings 

that does not directly concern the participants.  As an example, interviewee G, mentions as 

following: 



 

 

“A lot of stuff going on in some of the meetings that is completely irrelevant for me” (Inter-
viewee G).	
 

Those meetings do not add much value to the work, thus it can depend on the participant’s 

role in agile team. The role of being a silent listener and who has nothing to contribute to 

meeting, then being informed and reported on status. That kind of communication, like status 

check, could be given in a written format, so the time used in the meetings could be used for 

other topics. Unless, the agenda concerns explicitly the development, or something is being 

specifically discussed in detailed, or there is a feature demo or architecture is presented.  

This type of communication brings more value to agile development team, when it directly 

impacts their work. 

 

Interviewee E, the Release Train Engineer considers that some meetings do not bring any 

value when the participant does not have any input to the topic.  These communication prac-

tices could be efficiently summarized in meeting minutes or in a written format.  

 

“So, for example, other people that talking about some topic for half an hour meeting and 

they asked me to join and, but I don't have any input to the topic, and I am more like a 

stakeholder that I need to know how things are going, which I think maybe someone can give 

me a summary in three to five minutes. I'm getting to enjoy the whole meeting and trying to 

listen to all the details and just try to form a summary” (Interviewee E). 

 

4.5 Understanding Business and customer requirements 

On the topic of understanding of business and customer requirements in GDAD concept, 

interviewees were asked two questions on this theme. The First question, how are customer 

requirements and needs communicated to the team and are the requirements articulated in 

the way that is clear what needs to be designed and developed? Interviewees were asked to 

elaborate what works and what particularly not work.  

Respondent A mentions first that improvement is needed on how business communicates 

the requirements. They cannot be communicated in solely spoken way, that leads low level 



 

documentation, it is impossible to remember the details if they are not being documented. 

The pipeline for the requirements needs to exist and be followed.  Communication is not 

always clear and articulated clearly enough. The communication works most effectively 

when there is collaboration with business on the requirements, mockups shared and having 

discussions on general ideas. It also helps to have periodic presentations to business.  and 

fix it based on the feedback and translated requirements.  

Interviewee B feels not all people are aware about the customer requirements, developers 

know on which development they are working, but in broad level what exactly they should 

deliver is not always clear. Interviewee B has not seen how the development requirements 

are coming to but acknowledges that there should be clear expectations at both ends. Inter-

viewee role in agile team is a Release Manager and therefore person does not have interac-

tion directly with the requirements.  

 

According to interviewee C, person sees that requirements are understood well by herself, 

because the person is connecting closely with business and, in this way, knows the require-

ments even before, development starts. There can be discussions taking place where not all 

participants understand the context and that can raise uncertainty and ambiguity. 

 

According to interviewee D, just customer requirements are well captured in JIRA, although 

sometimes it could be in a more detailed documented. Development requirements are 

providing approximately 80% of the acceptable level of details.  Nonetheless, from time-to 

-time, developers need some more details which are not covered in requirements. In these 

cases, gaps are resolved with different communication methods, such as setting up meetings 

and having more discussions on expectations.  

 

“Chat is not in a proper document format, so not all are in JIRA as such. I think all commu-

nications instead of emails should be in JIRA when it is about a particular topic about a 

particular feature, so anyone can view what has been in the discussion” (Interviewee D). 

 

Interviewee E sees that ideally, the Product Owner in the Scrum team is the one to gather 

customer requirements and being the person who explains details to the team.  Product 

owner is the key role to communicate on the requirements. The development requirements 

and expectations are not discussed with the whole team in the context of business 



 

requirements and interviewee thinks this is not really communicated to team very well. 

Also, when development is divided into smaller tasks, it can be challenging to ensure the 

big picture follows the requirements and that there is overlapping work. 

One that is supporting the understanding of requirements is the architecture that gives clar-

ity for technical part and mockups illustrating the change.  

 

 

5. Discussion  

This chapter presents the overview of research results and it being reflected to the literature 

findings from the theoretical framework of the study related to GDAD communication chal-

lenges.  The answers to the research main research question and two sub-questions will be 

discussed to provide a comprehensive insight on the findings. 

The main goal of the study was to examine the communication challenges in globally dis-

tributed agile teams, understand the main challenges impacting the communications in Agile 

teams and what themes comes out of the from empirical part of the study. Furthermore, to 

identify the ways to mitigate communication challenges related in globally distributed teams. 

The aim of the study is further defined with main research questions and with two sub-re-

search questions presented below.  

 

1. How to mitigate globally distributed agile development and communication challenges? 
 
1.1. What are the communicational challenges in geographically distributed agile develop-
ment teams? 
 
1.2 What kind of communication techniques, tools and practices can be used to facilitate in 
GDAD communication? 

 



 

5.1 Respond to research questions 

According to collected research results, the findings correlate to pre-identified themes and 

framework used in the study in GDAD concept. The empirical findings state that current 

communicational challenges in geographically distributed agile teams in this study are 

mostly in line with theory used in the study. Finding are analyzed against theoretical con-

cepts used this study. 

5.2 Four key themes of GDAD communication challenges 

To answer to first sub-research question on, what are the main the communication chal-

lenges. The interviewees mentioned that the first key challenge identified was the language 

and cultural barriers related with communication challenges.  The use of different IT- termi-

nology, terms and information are perceived differently.  Also, accents are different in each 

country that impacts the oral communication. There can be limitations as well, in expressing 

yourself in another language, compared to how you would be able to express yourself in 

your native language. This can leave the message ambiguous, and the listener can misunder-

stand you. As Korkala, M. et Maurer, F. (2014) pointed out on waste communication, that it 

is a non-value producing communication element where the pattern recites in interaction 

between two very different cultures and lack of shared understanding, and that another party 

was not properly acquainted with end user’s needs. 

The second key challenge was mentioned by interviewees was related to the global distance 

and that team members are not able to work and interact with team members on face-to-face 

manner. Specifically, some respondents mentioned that when working in different locations 

and using the online communication tools instead of being physically in same location, you 

are not able to read the body language, facial expressions and having the social interaction 

with colleagues. Consequently, coordination and comprehensive planning effort to organize 

and communicate to each stakeholder. Findings mentioned previously are in line the theory 

that Herbsleb, J. D. et Moitra, D. (2001) describes, that physical separation and distance is a 

major challenge to management, coordination, and communication issues.  

The third challenge were related to cultural differences between Western and Asian col-

leagues. The different ways of communicating and being transparent and direct between 



 

team members deviates between different cultures. On the other hand, when asking if inter-

viewees see any challenges to disagree or raise questions in the organization with someone 

in higher hierarchy, everyone responded that they could disagree, be direct, or challenge 

other opinions. Thus, on communication and feedback towards others, it requires people 

skills and thoughtfulness, being polite and clear and to avoid any miscommunications. Given 

to the findings above, it can be interpreted to support Kajko-Mattsson, M. et al. (2010) stud-

ies on challenges impacting on distributed agile development teams. The ones related to 

collaboration and communication challenges were, directness and honesty, authority, lan-

guage barriers and distant collaboration.  

Findings on time zone difference and offshore locations and its implications to communica-

tion challenges were related to not having a personal touch in communications and depend-

ency on technical tools. Mostly the impact was on the time zone aspect. Although, time 

difference was decent between Asian and Nordic countries, still some pros and cons were 

mentioned. With respect to the time difference, challenges involve with not receiving imme-

diate response to inquiries sent, getting in touch with person at the time when needed, or any 

other problem-solving or troubleshooting situations. Despite being seen as a major chal-

lenge, it was also seen as a positive impact. Interviewees mentioned the early working hours 

compared to Nordics and that the work can start early in Asia. 

According to findings about the different offshore locations, possible impact towards devel-

opment and product delivery. Interviewees mentioned that quality can be impacted due to 

inaccuracy and on communication gaps regarding the documentation details. Also, the   clar-

ity in communication, some piece can be missed on the requirements of the deliverable. The 

importance of documentation becomes evident. Another notable challenge in GDAD com-

munication related to different locations was regarding problem solving and synchronizing 

the work from different locations. Working from the same location would take presumably 

less time to resolve issues and it would be more efficient when persons work side by side 

and have more interconnection.  

Third interview theme about different practices and tools, provided a broad view coverage 

of formal and informal communications and interviewees own preferences on tools used and 

thoughts on what could be improved.  Jira and confluence documentation were mentioned 

as important parts of development communication, collecting input and all details to locate 

them in one central place where it is accessible to others. However, most of interviewees say 



 

not everything is stored there and common ways of working have not been agreed, and it 

can be a challenge in complex projects. Surprisingly, none of interviewees were aware or 

introduced on communication plans or strategies. However, the interviewees were aware of 

the tools and formal ways of agile communication practices.  Also the interviewees knew 

the correct forums to facilitate discussions, like different scrum events, and daily stand-up 

meetings. Everyone felt comfortable on the current way communicating in the team.  On the 

current ways of working, even some alignment would be a good enhancement, like agreeing 

to use common tools, with more sophistication, of Jira. Emails and other instant communi-

cation mediums were not seen as the correct way to discuss and store project details that 

concern any development and development team. It is not seen as transparent or accessible 

enough. Furthermore, to everyone important messages can be missed in ongoing various 

chat conversations.   

The challenges experienced with non-value communication practices were about the numer-

ous meetings, where own participation was seen as unnecessary, or a participant did not have 

anything to contribute. Shared information could be received in email summary instead of 

participating as silent listener in the meeting or calls.  

Fourth theme concerning the understanding of business and customer requirements and how 

they are being communicated in agile team. The concerns about the clarity of requirement 

and clear communication were seen to be connected to people skills and being a key respon-

sibility of product owners’ role.  

Furthermore, the emphasis lays on decent level of documentation utilization of JIRA for 

efficient communication. On the other hand, the requirements and needs regrading design 

and development the expectation were not always clear enough. Important role for IT analyst 

is to be the mediator to translate the requirements between business and IT and visual mate-

rial supporting the detailed requirements. Continues feedback loop dialog with the business 

was in important part supporting to understand expected outcome. The identified challenges 

accrued in situation when development was produced in several layers and tasks were di-

vided between several persons the overview became unclear. Decent documentation and IT 

analyst key role to translate development need to the team. 



 

5.3 Communication techniques and tools  

Based on empirical finding from the interview the techniques and tooling became important 

and necessity to connect with offshore team and with different roles in agile development 

team structure. Several interviewees mentioned that utilization of Jira can be enhanced for 

documentation and communication purposes, and it not used that effectively as it could be. 

As anticipated tools and techniques are not able to overcome the strong communication mes-

sage that happens in face-to-face interaction and communication. As in the theory section 

Galli described that face-to-face communication between team members is preferred in the 

projects, since active communication provides enables to see reactions and facial expressions 

of others and avoid. Galli, B. J. (2021) 

Therefore, the need of having correct tools and techniques cannot be underestimated, when 

teams are allocated in different locations, there needs to be agreed common ways of working 

and clear guidelines. This view was pointed out by few interviewees, that common ways of 

working should be aligned and common consensus on usage of communication tools.   

Organization should put greater emphasis on providing correct tools and practices in the 

communication strategy and should set concrete plan and accessibility on different tooling’s. 

At the current moment the JIRA features are not used broadly enough for documentation 

purposes and not utilized to take the full advantage of it. Which makes the communication 

weak in certain areas, as for instance describing and documenting in detail the customer and 

development requirements. As Martini et al. (2013) mentions that IT and software develop-

ment organization’s need to continuously develop and respond to customer need. Martini et 

al. (2013).  Above mentioned actions on enhancing and streamlining concrete plan and strat-

egy on agile communication practices and support rapid communication practices with var-

ious project management tools. Overcome possible ambiguities and miscommunications by 

using sufficient visual aid and development mockups to enable precise and correct terminol-

ogy.  

Jira were mentioned several times during the interviewees, the mentioned that Microsoft 

Teams chat was utilized and used for instant communication over documenting in Jira. To 

facilitate better documentation, it is suggested to secure shared information repositories in 

Jira and have transparent communication in one location. Promote good project 



 

characteristics and refer to explanation of reference architecture, support visual communi-

cation to not leave any ambiguity on details. Usage of emails and chat, video conferences 

support rapid communication and facilitation of GDAD Scrum events. When team members 

are located offshore, it is important that member takes part of joint meetings, regarding plan-

ning and information that concerns all in the team. Due to different time zones and if not 

having common connection points during the day communication can become fragmented.  

5.4 How to mitigate GDAD communication challenges 

The key finding to the first research question, how to mitigate globally distributed agile de-

velopment and communication challenges. Following chapter describes suggestions based 

on the findings from the research and to accommodate better communication practices.  

5.4.1. Enforce organization communication practices 

Emphasis lays on project characteristics Alzoubi, et al. (2016). On the strategic level of en-

suring organization has implemented internal guidelines and communication practices in ag-

ile teams that are being located and scattered globally in different countries. Secondly to 

acknowledge that organization is providing and utilizing various tools that support the facil-

itation, communication and managing complex and multilayer projects in different locations. 

Most of all according to distance difference the coordination between team members is im-

portant to ensure delivery and the work is not been disrupted by any communication gap or 

miscommunication.  

 

According to Alzoubi, et al. (2016), following practices places better outcome in GDAD 

communication and can be considered in the case company. First, to agree commonly of 

communication practices and to provide access to appropriate tools, such as JIRA project 

management tool and secure shared information repositories all development related com-

munication dialog. Ensure requirements and architectural documents and roadmap include 

necessary details and with good quality that leaves no room for any ambiguity. Another point 

based on Alzoubi, et al. (2016) is the participation of all offshore team members on scrum 

practices such as daily meetings and scrum of scrums meetings, where the work can be 



 

synchronized between different countries. This nevertheless requires attention on scheduling 

the meetings that allows all locations to attend in reasonable time. Along these actions it 

became clear that all interviewees in study identified that some meetings are not being rele-

vant for everyone.  This requires more coordination from facilitator to identify correct par-

ticipants and opt out the number of irrelevant meetings, where updates concern only relevant 

participants or consider if updates can be shared by email summary instead. 

 

5.4.2 Transfer customer requirement 

The role of Product Owner and the key responsibility of synchronizing and communicating 

of technical governance framework as Bass 2015. describes large scale offshore enterprises 

have difficulties related especially on articulating and communicating the business needs 

and it is time consuming and found to be a difficult task. According to this study, the results 

speak on behalf of the same challenges. In view of organizational factors according to Al-

zoubi, et al. (2016) on how to improve GDAD challenges, one key object is the organiza-

tional culture to support rapid communication, trust with stakeholders, and prompt feedback 

loop. To summarize,  the requirements and details should be well documented including  the 

mockups. In addition, to have discussions on general ideas and updates, these requirements 

should part of the work pipeline, in respect of transparency.  

5.4.3 Understand cultural differences 

The findings indicate as mentioned above, understanding the team configuration and GDAD 

challenges, requires admittedly understanding the cultural differences and the language bar-

riers. As it was mentioned that better connection can be created with offshore colleagues 

when engage more interaction on face-to-face meetings and meeting people in person. This 

way a more personal connections can be established and encourage trust between distributed 

teams and team members. In the fact, value in face-to-face communication comes from com-

bining visual, verbal, and textual information Galli (2021). With further suggestions the team 

communication can be improved. Encourage having frequent face-to-face communication 



 

practices with the different teams and team members, combine visual context and architect 

together with dialog, that enables dialog and better focus on details.  

Nevertheless, with face-to-face connection you are able to read other person’s body lan-

guage. Since none of team members speaks English as native spoken language, they mention 

that being in the same room with someone you can read the person better by detecting the 

body language and avoid that way of any misunderstandings.  

In agile software development teams, the communicational is evidently an effective tool for 

managers to lead agile teams with different cultural backgrounds and communicational 

styles Kotthoff et Spencer-Oatey (2007). Management focus should be creating synchro-

nized communication and with the team and defining clear roles and responsibilities to man-

agers become in global context more effective communicators and listeners by understand-

ing their own communication styles and communication norms and culture of others.  

 

6. Conclusions 

Conclusions as the final section of this research provides the overview of how the study 

suited the purpose of the research and summary of theoretical contributions and practical 

implications, finally section concludes with limitation and future directions.   

6.1 Theoretical contributions 

This study introduces to some extend similar results as in the theoretical framework concepts 

lean on. This enriches the understanding and theories about of common communication chal-

lenges in GDAD teams and strategies for facilitate effective communication practices. Also, 

the study provides a view on how different agile team members working in different roles 

and areas of expertise and different cultural backgrounds, perceive the challenges and the 

impact towards their work and towards same goals. Further research can develop these find-

ings to support by combining different interdisciplinary as culture and communication dis-

ciplinary, those could bring new perspectives and methods to the topic.	 



 

6.2 Practical implications  

The aim of the study was to indicate what were the communication challenges in globally 

distributed agile development teams and the other perspective was to identify how to over-

come and mitigate them based on the themes from empirical findings.  

The findings of this study suggest that there is link between teams’s global distribution and 

communication gaps. If we look at the Agile manifesto that includes four core values, we 

can detect those values captures well the factors that influences successful communication.  

 

1. Individuals and interactions over process and tool 

2. Working software over comprehensive documentation 

3. Customer collaborations over contract negotiation 

4. Responding to change over following a plan 

 

First value indicates to it is about believing and trusting the person over the process and 

encouraging and empowering individuals. (Lowell, 2023, 15). With the second value we can 

agree to the extent that with working with minimum valuable product software, simple doc-

umentation can be applied so that you can start to work with the solution.  When the product 

becomes completer and more divided into several smaller tasks the documentation becomes 

more needed. On the third value on the customer collaborations over contract negotiation 

we can be aligned on the fact that, encouraging the culture of meet the needs of customers 

and organization by prioritizing and directing efforts to meet the expectations. In essence 

stating that understanding better customer requirements and development requirements re-

quires well-adjusted collaborations.  

The fourth value is about responding to change over following a strict plan. It is suggested 

that leader roles are to create an environment for team and its accountabilities and remove 

impediments. This means providing correct communication tools and methods, that enables 

sharing and exchanging information (JIRA). Alzoubi et Gill, (2021). 



 

Another implication is how organization needs to revisit the communication plans and adjust 

on current demands of being globally distributed. Findings reveals that globally distributed 

teams face the GDAD communication challenges and that they are urged to view the organ-

izational practices they are using with people from different cultural backgrounds and spo-

ken languages.  

To conclude the study, the research had proven the need to conduct research of interaction 

with persons form cross cultural and offshore locations, to be able to understand, how com-

munication discipline and agile practices can, furthermore, contribute to better international 

agile software development business.  

 

6.3 Limitations of the study  

The limitation in the study is defined within the data scope as part of data collection. This 

study included five semi-structured interviews from small sample from one organization. 

More comprehensive data could have been gathered by combining different data collection 

methods in example including surveys questionary to different organizations and further-

more to gain insights on the he quotative nature of the study. Study also revealed that scope 

of study can expose homogenic view of research within current interview scope.  

This study was focusing on geographically distributed agile development communication 

challenges, where the major implication was acknowledged on cultural differences and lan-

guage barriers. Nevertheless, the result proposed the pay attention on ways of leading and 

understanding how to communicate with people from different cultural background. Study 

revealed connections several themes, as mentioned above and in addition agile methods and 

practices to document and facilitate efficient communication. The research focused on lim-

ited and restricted scope of theoretical framework, therefore the future research aspects could 

focus on other point of view, such as managerial aspects and cultural communication to 

understand better the impact and the outcomes on managerial capabilities in relation to com-

munication.  



 

6.4 Future directions  

This study provided insights and findings, that there is a link between agile teams and global 

distribution implication to communication challenges. By the limited number of scope and 

small size of the study, the findings indicate that agile communication methodologies should 

be validated and refined time-to-time and its adaptability reviewed in the organization. By 

addressing and outlining the suggested actions above, these recommendations will be shared 

with the team that participated this study. 
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Appendix 1.  Interview questions 

Num Theme Question 

1.  Culture and language 

differences  

What is the most challenging with communicating 

geographically distributed agile development team? 

- What types of issues raises? 

2.  Culture and language 

differences  

How does the differences in culture or language im-

pact the team communication? 

-What types of issues raises if so? 

3.  Culture and language 

differences 

Do the team members communicate in clear and 

understandable way, that the message is clear? 

4.  Culture and language 

differences 

Do you find it easy to raise questions in your team 

or disagree with others? 

Elaborate more what works and what does not? 

5.  Culture and language 

differences 

How is directness linked to hierarchical relationship 

in the team communication? -If any, what type of 

limitations there are? 

6.  Time and offshore lo-

cations 

How does communication with offshore colleagues 

and different time zones impact the team communi-

cation? 

7.  Time and offshore lo-

cations 

What kind of implications it has to development de-

livery when team members are located in different 

countries? 

8.  Tools and methods 

 

 

What types of formal and informal communication 

practices are used the agile team? 



 

9.  Practices and tools Do you know what is the team communication strat-

egy and plan? Has it been introduced in the agile 

team? 

10.  Practices and tools What communication tools and methods do you use 

yourself? 

11.  Practices and tools Do you feel that team is using right communication 

medium, tools and methods? If you see any improve-

ment, what those would be? 

12.  Practices and tools What non-value communication practices have you 

identified in the agile team? 

13.  Understanding busi-

ness and customer re-

quirements 

How is customer requirements and needs are com-

municated in the team? 

14.  Understanding busi-

ness and customer re-

quirements 

Are the development requirements articulated in that 

way it is clear, what needs to be designed and devel-

oped? Elaborate what works and what does not? 

 

 


