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Managing the Devil's 
Quadrangle in Agile teams 

 

How to bring the needs of Agile teams and IT control closer together  
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In a nutshell 

 
There is still an element of mistrust in the interaction between Agile teams and senior 

management. The approach used by many Agile teams to develop software is often felt to 

involve uncertainties that give managers a feeling of not being ‘in control’. Their job is to 

manage based on Quality, Scope, Time and Money, something that is not easy when 

interacting with Agile teams. Or perhaps it is? 

Would you like to know more about a proven approach? Take some time to read this white 

paper and feel free to contact us. 
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The web of conflicting interests in the relationship between 

Agile teams and IT control 
‘Measure it, manage it’ applies to Agile teams as well 

Finidy has long-standing experience in project-managing major national and international IT projects. 

We are aware of the conflicting interests in the interaction between Agile teams on the one hand, 

and the managers and IT controllers on the other. But Agile is here to stay. In fact, it’s impossible to 

imagine the world of custom software development without it. An Agile way of working delivers 

higher quality and results in more frequent partial deliveries. In addition, the approach typically leads 

to greater satisfaction among end users. 

So aligning the needs and wishes of Agile teams and those of managers more closely is highly 

desirable. Everyone should feel comfortable with Agile software development. Picture a situation 

where Agile teams efficiently do their work in consultation with the business, while management 

retains control, makes adjustments as necessary and knows it can rely on the right (internal/external) 

IT supplier. This is only possible if it is clear to everyone beforehand how we will manage and monitor 

Agile teams without compromising the philosophy behind an Agile way of working. What freedoms, 

rights and obligations does the Agile team have, what functionality needs to be built with what 

priority, and what concrete agreements do you make about Money, Time and Quality. 
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The Devil's Quadrangle 
If you make good agreements, Agile is not a problem for senior management either 

There is a precarious balance in (project) management between the four closely interrelated project 

variables of Quality, Scope, Time and Money. The professional literature sometimes calls this the 

Devil's Quadrangle of project management.  

 

 

 

 

 

In our opinion, Quality is a non-negotiable variable. This leaves Time, Scope and Money as 

variable indicators. The challenge is to make good agreements about the four variables 

before starting to build an IT system. This is especially true in an Agile workflow, where the 

final outcome is broadly known, but not the path to it. 

 

The 4 KPI model with about 40 underlying metrics 

Objective quantification is the basis of success 

If you want to make concrete estimates and agreements about the Quality, Scope, Time and 

Money of an IT system before you start building it, quantifying them is a smart first step. This 

can be achieved by relating the KPIs and their underlying metrics to the functional scope. 

The functional scope is a good indicator of the size and complexity of IT systems, and 

therefore also for the Time, Money and Scope variables. You determine the scope with 

function points, defined based on ISO standards, such as ISO/IEC 24570:2018 NESMA. This 

allows you to objectively quantify progress. 
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Application of the 4 KPI model to the Devil's Quadrangle – 

how does that work? 
Only three indicators are negotiable 

As stated earlier, Quality should never be negotiable in Agile teams. It should always be part 

of the Definition of Done (DoD) that provides a clear description of what a delivered Product 

Backlog item should look like. With this in mind, we have placed Quality in the centre of the 

triangle below, where the three sides represent Time, Money and Scope.  

 

 

 

 

 

 

 

The team can negotiate with the Product Owner in respect of these three performance 

indicators (KPIs), for example by delivering components faster or at lower cost, or by 

extending them to include additional functionality (Scope). These negotiations are obviously 

conducted in close consultation with all stakeholders. 

You define each of the four KPIs, i.e. Quality, Time, Money and Scope, using sub-indicators 

that are each based on different metrics. For example, you can make the Quality KPI per 

software release dependent on a maximum number of faults per functional scope (Defect 

Density), or on the quality of the code (based on ISO 25010) and the average time required 

Metrics 
The metrics can be grouped in four categories. These are, in their order of importance, quality, 

satisfaction, agility and productivity. 

The set and values of the metrics can be determined based on a comprehensive questionnaire. 

For a strong grip on and good control over Agile teams, you need 35 metrics or more. Not all 

metrics can be measured automatically. Aspects such as the hours spent, the defects found, and 

identifying the functional size must be determined manually. The remaining metrics can be 

measured entirely automatically using today's tools and techniques.  

For more information on metrics: see my earlier white paper “More grip less guesswork in agile IT 

projects” at Publications - Finidy 

https://www.finidy.nl/en/publications/
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to fix any faults detected. You determine the Time KPI by estimating the functional scope, 

the hours you need to spend per function point and the number of Agile teams you are 

deploying.  

For the Money performance indicator, you simply use a fixed price per function point. To 

decide this price per function point, you agree various determinants, such as the functional 

scope, the level of knowledge, the number of teams, the technology to be used, the 

complexity of the processes, and the importance of non-functional requirements. Finally, 

there is the Scope KPI, in which you define what functionality the team delivers per software 

release. Here too, you can make agreements on adding, modifying and/or deleting 

functionality in response to altered requirements. This preserves team flexibility, which is a 

key benefit of the Agile method. 

By indirectly relating Quality, Time, Money and Scope to function points and using ISO 

standards such as ISO 24570, ISO 25010 and ISO 25023, you can monitor the progress of 

software development and make adjustments early on. When setting up the backlog, for 

example, but at all events during backlog refinements. You can also define the minimum 

number of function points needed before the first version of the product can go live as an 

MVP (Minimal Viable Product). Moreover, the functional scope is the best indicator of 

business value. Typically, there is a clear correlation between the amount of business 

functionality and the business value. And that's what an Agile way of working is all about. 

 

Collaboration models 
Increase supplier involvement and accountability 

 

Successful use of performance indicators and their metrics in Agile software development 

depends in part on how the client and the supplier work together. Roughly speaking, there 

are four sourcing scenarios, which vary in terms of the split of risk and the involvement of 

the client and the supplier. 

1. Time & Material: The client pays the supplier on the basis of the hours spent. The 

risk is primarily borne by the client. 

2. Time & Material with KPIs: The client pays the supplier on the basis of the hours 

spent. The risk is still primarily borne by the client, however, based on the measured 

KPIs, a substantiated evaluation of the services delivered is possible, especially if 

specific objectives have been agreed per KPI beforehand. 
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3. Output-based sourcing: The client pays the supplier after delivery of the quality and 

business functionality (based on function points), as agreed in the Definition of Done 

(DoD). The greatest risk relating to budget and time overruns is borne by the supplier 

in this case. 

4. Outcome-based sourcing: The client pays the supplier on achievement of the agreed 

sales revenue and profit margins. This special method of contracting is not applicable 

in all situations and always exposes the supplier to a high level of risk. 

 

Output-based sourcing? 
 
Money we agree on a fixed price per function point 
Time we agree a fixed number of hours per function point 
Quality all quality metrics become part of the Definition of Done 
Scope we measure based on an ISO Functional Size Measurement 
 standard, such as ISO/IEC 24570:2018 NESMA function points 

 

 

Output-based sourcing 
Extra motivation for the best team result 

The output-based sourcing model is particularly interesting for clients because the supplier 

bears a relatively large part of the risk. The advantage here is that the supplier is even more 

motivated to complete the work to everyone's satisfaction.  

When managing based on the Devil's Quadrangle within the output-based sourcing model, 

as many managers and IT controllers like to do, the following points are important: 

• Time: Agree a bonus/malus in respect of the turnaround time. The team can 

influence the turnaround time in a number of ways, e.g. through timely scaling up. 

• Money: Agree a price per function point. The client can influence costs by offshoring 

or by implementing production improvements. The use of offshoring can reduce 

software customisation costs by at least 50%. 

• Scope: Measure based on function points. When you increase or decrease scope, you 

immediately know the impact on Time and Money. 

• Quality: Determine the quality based on metrics and make them part of the 

Definition of Done (DoD). Make sure Quality is non-negotiable. 
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Conclusion 
 

1. Use of the 4 KPI model eliminates mistrust between Agile teams and senior 

management. 

2. Output-based contracting can be beneficial to the client in several ways. However a 

certain level of maturity is required, both on the part of the client and above all on 

the part of the supplier. 

3. Should an output-based contract prove to be a ‘bridge too far’, start the 

collaboration under a contract based on Time & Material with KPIs. Once the value of 

the metrics has become clear during a calibration period for the KPIs, you can 

consider an output-based contract underpinned by this new information. 

This way of working has been proven several times in practice. We recently completed a 

complex and large-scale offshore digital transformation project involving more than 400,000 

hours. More than a dozen companies were involved in this project, which required more 

than four years to complete. The project was delivered within the Money, Time and Quality 

envelope thanks to the use of a function point analysis and the 4 KPI model. All those 

involved - the Agile teams, the supplier, senior management and IT control - found this 

approach to be innovative, challenging and successful. 

 

More information 
Would you like to find out more about the use of KPIs and managing the Devil's 
Quadrangle in Agile software development? Are you curious about the numerous projects 
we have successfully taken to the next level thanks to quantification and output-based 
contracting? Contact Richard Sweer, project manager at Finidy B.V.  
 
Richard can be reached on +31 6 221 30006 and by email: richard@finidy.nl. 
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