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Abstract 

Agile methodologies have transformed software development in the banking sector, enabling teams to 

deliver value rapidly and adapt to evolving customer needs. However, the success of Agile 

development often depends on effective collaboration with external cross-functional teams that 

manage critical services like authentication, network security, identity management, and load 

balancing. These teams operate outside the Agile sprint framework but are essential for ensuring 

application scalability, security, and compliance. This paper explores the challenges of integrating 

external cross-functional teams into Agile workflows, highlights architectural strategies such as 

microservices and resilience patterns, and provides real-world examples demonstrating collaborative 

success in high-stakes banking applications. 

 

Introduction 

The Scope of Agile Development in Banking 

In the banking sector, Agile development is widely adopted to meet the demands of a dynamic and 

competitive environment. Agile methodologies, including Scrum and Kanban, enable iterative delivery of 

software, allowing teams to respond quickly to regulatory changes, customer feedback, and technological 

advancements. 

However, banking applications are complex, requiring integration with infrastructure services like 

authentication platforms, identity management systems, load balancers, and security frameworks. These 

systems are often owned by external cross-functional teams, which may operate with distinct priorities, 

timelines, and processes. 

 

The Need for Cross-Functional Collaboration 

Cross-functional collaboration is crucial for delivering scalable, secure, and reliable banking applications. 

Agile teams often face challenges in synchronizing efforts with external teams, including those managing: 

• Authentication Systems: Ensuring secure user access and integration with application login 

workflows. 

• Load Balancers: Routing traffic effectively and enabling failover scenarios for high availability. 

• Identity Management: Defining and enforcing user roles and permissions critical for customer and 

employee access. 

The lack of alignment between Agile teams and external teams can lead to delays, integration errors, and 

missed deadlines, ultimately impacting the project's success. This paper examines strategies to address these 

challenges and establish effective collaboration models. 

 

Problem Statement 

Dependency Management Challenges 
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Banking applications often depend on external teams for vital services such as DNS configuration, identity 

management, and SSO. Misaligned priorities and timelines can result in significant delays. For example, 

when API key provisioning by an authentication team is delayed, critical features are blocked from 

development and testing. 

Complex Integration Scenarios 

Banking systems must integrate seamlessly with specialized external systems, each requiring unique 

configurations and compliance adherence. Integrating federated SSO, for example, involves coordinating 

SAML assertions and metadata exchange, which can introduce delays and errors if poorly documented. 

Communication Gaps 

Siloed operations of external teams often result in: 

• Limited visibility into workflows. 

• Inadequate communication of requirements or expectations. 

• Delayed responses to support requests or troubleshooting efforts. 

 

Solution Design 

Principles of Cross-Functional Collaboration 

• Unified Goals: Establishing shared objectives between Agile and external teams. 

• SLAs and KPIs: Defining response times, deliverables, and escalation protocols. 

• Transparent Communication: Using tools like JIRA and MS Teams for real-time updates and 

progress tracking. 

 

Leveraging Microservices Architecture 

A microservices architecture allows modular design, encapsulating external dependencies within discrete 

services. Key benefits include: 

• Decoupling Dependencies: Reducing the impact of external delays or failures. 

• Resilience: Ensuring robustness with patterns like circuit breakers and retries. 

• Independent Scalability: Allowing services to scale independently based on load demands. 
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Architecture 

Collaboration-Oriented Architecture Layers 

• API Gateway: Provides a unified interface for accessing external services while managing 

authentication, rate limiting, and logging. 

• Service Layer: Hosts microservices for dependencies like SSO and authentication, incorporating 

resilience patterns. 

• Data Layer: Stores configurations and operational data, ensuring consistency and security. 

 

Resilience Patterns 

• Circuit Breakers: Prevent cascading failures during external system downtime. 

• Retries with Backoff: Address transient failures effectively. 

• Timeouts: Avoid indefinite waits by setting response limits. 

 

Implementation Details 

Authentication with Transmit Security 

Context:Transmit Security provides robust authentication solutions. Collaboration ensured seamless 

integration of multi-factor authentication (MFA) workflows. 

 

Implementation 

• OAuth 2.0-based session handling. 

• MFA with OTP and biometric verification. 

• Error-handling mechanisms using resilience patterns. 

Outcome: The integration supported millions of daily logins with 99.99% availability. 

 

SSO with Ping Federate 

Context: The Ping Federate team managed SAML-based SSO configurations. Collaboration involved 

endpoint setups and flow debugging. 

 

Implementation 

• SAML assertions for federated identity management. 

• Secure session management with token policies. 

Outcome: Reduced vendor onboarding time from weeks to days. 

 

Load Balancing with F5 

Context:Collaboration ensured alignment with traffic routing and failover strategies. 

Implementation 

1. Geo-routing for low-latency traffic distribution. 

2. Failover mechanisms for seamless recovery. 

Outcome:Maintained 99.99% uptime during peak traffic. 

 

Real-World Examples 

Authentication for Banking Portals 
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Problem: Managing secure user authentication is critical for banking portals, which handle millions of 

transactions daily. The need for a secure and seamless login experience was paramount, particularly with 

increasing instances of cyber threats targeting financial systems. 

Solution: By integrating OAuth 2.0 workflows and multi-factor authentication (MFA) using APIs from 

Transmit Security, the system ensured that user sessions were both secure and scalable. Robust session 

management, token refresh policies, and error-handling mechanisms were implemented to provide 

consistent performance under load. 

Result: The authentication system achieved high scalability, supporting millions of daily logins while 

maintaining a 99.99% uptime. The integration also enhanced user trust by ensuring secure access to 

sensitive financial data. 

 

Vendor Access via SSO 

Problem: Vendors and third-party partners required seamless access to internal systems through a secure 

and standardized process. Onboarding new vendors was time-intensive due to complex identity management 

configurations, often taking weeks to complete. 

Solution: The integration of Ping Federate's SAML 2.0-based single sign-on (SSO) streamlined federated 

identity management. Collaboration with the external team ensured proper endpoint configuration, metadata 

exchange, and debugging of SAML assertions to enable seamless identity verification between service 

providers and identity providers. 

Result: The streamlined process reduced vendor onboarding time from several weeks to just a few days. It 

also ensured compliance with stringent security standards, enabling secure access without compromising 

performance. 

 

Load Balancing with F5 

Problem: High-traffic periods, such as during month-end reporting or promotional events, strained the 

system’s infrastructure. Ensuring consistent uptime and quick response times during such surges was a 

critical challenge. 

Solution: Collaborating with the F5 Load Balancer team, the Agile team implemented geo-routing to direct 

user traffic to the nearest available server, reducing latency. Failover mechanisms were also configured to 

switch traffic to backup servers seamlessly during outages, ensuring uninterrupted service. 

Result: The system maintained 99.99% availability, even during peak loads. This level of resilience 

enhanced customer experience and upheld the bank’s reputation for reliability. 

 

LDAP Identity Management 

Problem: Identity and access management for employees and customers faced challenges with slow query 

responses and inconsistent role definitions. These issues increased operational inefficiencies and delays in 

access provisioning. 

Solution: By implementing role-based access control (RBAC) with standardized role definitions, the Agile 

team collaborated with the LDAP team to optimize queries and improve performance. A distributed caching 

layer was added to handle frequent access requests, significantly reducing response times. 

Result: Query latency was reduced by 40%, leading to faster access provisioning and improved operational 

efficiency. This enhancement strengthened access security and ensured compliance with internal policies. 

 

Challenges 

Synchronizing Dependencies 
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Challenge: Agile teams often faced misalignments with external teams operating on different timelines and 

priorities. For instance, sprint deliverables were blocked when an external team delayed the provisioning of 

APIs or configurations. 

Solution: Dependency tracking was integrated into sprint planning using tools like JIRA. External 

dependencies were identified during backlog grooming, and cross-team meetings were held to establish 

realistic delivery timelines and expectations. 

Impact: Improved synchronization reduced delays caused by misaligned dependencies. Clearer tracking 

and proactive communication ensured smoother workflows, allowing Agile teams to maintain their velocity. 

 

Security and Compliance 

Challenge: Banking applications are subject to stringent security and regulatory compliance requirements. 

External dependencies often created vulnerabilities or misalignments in adhering to these standards. 

Solution: A shared responsibility model was adopted, where external teams collaborated with Agile teams 

for regular security audits. Automated tools were employed to check for vulnerabilities and compliance 

adherence at every integration point. 

Impact: Security vulnerabilities were mitigated early in the development cycle, and compliance adherence 

improved. This collaborative approach minimized risks while maintaining development speed. 

 

Scalability 

Challenge: As customer demands grew, the systems needed to scale dynamically. However, external teams 

managing load balancers, databases, and APIs often struggled to align their resources with Agile sprint 

goals. 

Solution: Collaborative capacity planning workshops were conducted with external teams to anticipate and 

prepare for scaling needs. Load testing was performed proactively to identify bottlenecks and allocate 

resources effectively. 

Impact: Scaling challenges were addressed proactively, ensuring the infrastructure could handle increasing 

traffic without affecting performance. This readiness enabled the team to maintain service levels during 

surges. 

 

Good Practices for Cross-Functional Collaboration 
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Effective cross-functional collaboration is not just about resolving challenges but also about embedding 

good practices into the development culture. The following practices can help teams maintain alignment, 

reduce friction, and achieve seamless integration: 

 

Early Involvement of External Teams 

• Proactive Collaboration: Engage external teams during the initial stages of project planning to 

identify potential dependencies and integration points. 

• Joint Workshops: Conduct discovery workshops to align on goals, timelines, and resource 

requirements. 

• Benefits: Early involvement minimizes last-minute surprises and ensures that external teams have 

adequate context and time to prepare. 

 

Defining Clear Roles and Responsibilities 

• RACI Matrix: Use the Responsibility Assignment Matrix (RACI) to clearly outline who is 

responsible, accountable, consulted, and informed for each task. 

• Documentation Standards: Maintain updated documentation for configurations, APIs, and workflows 

to reduce ambiguity. 

• Benefits: Clear ownership fosters accountability and reduces miscommunication. 

 

Regular Communication and Feedback 

• Daily Standups or Syncs: Schedule short, regular meetings with external teams to discuss progress, 

blockers, and updates. 

• Shared Collaboration Tools: Leverage tools like JIRA, Confluence, and MS Teams for transparent 

communication and centralized information sharing. 

• Benefits: Regular touchpoints build trust, improve coordination, and ensure alignment with project 

timelines. 

 

Establishing Service-Level Agreements (SLAs) 

• Define Expectations: Set clear SLAs for response times, deliverables, and escalation processes. 

• Monitor and Review: Regularly review SLAs and adjust based on project needs and feedback. 

• Benefits: SLAs create a structured framework for collaboration and reduce friction in case of delays 

or issues. 

 

Implementing Automation for Repeated Processes 

• CI/CD Pipelines: Automate integration testing and deployment processes to ensure consistency and 

reduce manual effort. 

• Monitoring and Alerts: Use automated monitoring tools to detect and resolve issues with external 

systems proactively. 

• Benefits: Automation enhances reliability, speeds up development cycles, and minimizes human 

error. 

 

Building a Culture of Empathy and Mutual Respect 

• Cross-Training: Provide opportunities for Agile team members to learn about external team 

workflows, and vice versa. 
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• Celebrate Wins Together: Recognize and celebrate collaborative successes to build a sense of shared 

achievement. 

• Benefits: A collaborative culture fosters stronger relationships and encourages teams to work 

towards shared goals. 

 

Maintaining Flexibility in Agile Planning 

• Buffer Time: Allocate buffer time in sprint planning to account for potential delays in external 

dependencies. 

• Iterative Feedback: Incorporate feedback loops to adapt to changes in external team priorities or 

timelines. 

• Benefits: Flexibility in planning helps teams respond dynamically to unforeseen challenges without 

compromising on deliverables. 

 

Continuous Improvement 

• Retrospectives: Include external teams in sprint retrospectives to discuss what went well and areas 

for improvement. 

• Metrics and KPIs: Track key performance indicators such as turnaround times, error rates, and 

dependency resolution times. 

• Benefits: Continuous improvement ensures that collaboration practices evolve to meet the changing 

needs of the project. 
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Conclusion 

Cross-functional collaboration is a cornerstone of Agile success in the banking sector, where the complexity 

of applications often demands seamless integration with external teams managing critical services. By 

fostering structured collaboration practices, teams can align goals, enhance communication, and reduce 

dependency-related delays. Leveraging modular architectures, such as microservices, enables Agile teams to 

isolate external dependencies, ensuring resilience and scalability. The adoption of tools and practices like 

service-level agreements (SLAs), RACI matrices, and automated monitoring not only streamlines 

collaboration but also mitigates risks associated with misalignments. 

 

This paper highlights that proactive involvement of external teams during the planning phases and 

continuous feedback loops can significantly improve delivery timelines and quality. Real-world examples 

demonstrate that these practices lead to tangible benefits, such as reduced vendor onboarding times, 

improved system availability, and enhanced query performance. Ultimately, a culture of empathy, shared 

responsibility, and continuous improvement is essential to navigate the dynamic challenges of banking 

projects. By embedding these practices into the Agile workflow, organizations can achieve secure, scalable, 

and customer-focused solutions that align with the evolving demands of the financial industry. 

 

References 

1. Bass, L., Weber, I., & Zhu, L. (2015). 

DevOps: A Software Architect's Perspective. Addison-Wesley. 

https://www.informit.com/store/devops-a-software-architects-perspective-9780134049847 

2. Fowler, M. (2014). 

Microservices: A Definition of This New Architectural  

Term.https://martinfowler.com/articles/microservices.html 

3. Ping Identity. (2020). 

Federated Identity: SSO and SAML Basics.https://www.pingidentity.com/en/resources/identity-

fundamentals/centralized-identity-management/authentication-authorization-standards/saml.html 

4. OpenLDAP Project. (2021). 

LDAP Basics and Best Practices.http://www.openldap.org/doc/admin24/ 

5. F5 Networks. (2021). 

Application Delivery and Load Balancing Strategies.https://www.f5.com/solutions/use-cases/load-

balancing-your-applications 

6. McKinsey & Company. (2020). 

Agile Adoption in Banking: Case Studies and Insights.https://www.mckinsey.com/industries/financial-

services/our-insights/ings-agile-transformation 

https://www.ijirmps.org/
https://www.informit.com/store/devops-a-software-architects-perspective-9780134049847
https://martinfowler.com/articles/microservices.html
https://www.pingidentity.com/en/resources/identity-fundamentals/centralized-identity-management/authentication-authorization-standards/saml.html
https://www.pingidentity.com/en/resources/identity-fundamentals/centralized-identity-management/authentication-authorization-standards/saml.html
http://www.openldap.org/doc/admin24/
https://www.f5.com/solutions/use-cases/load-balancing-your-applications
https://www.f5.com/solutions/use-cases/load-balancing-your-applications
https://www.mckinsey.com/industries/financial-services/our-insights/ings-agile-transformation
https://www.mckinsey.com/industries/financial-services/our-insights/ings-agile-transformation

