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Abstract 

The growth of technology in fintech has been transformative, reshaping how financial services are 

delivered and consumed. The need for innovation with faster time to market has led to the need for 

adoption of scaled agile models. This paper explores the implementation of the Spotify model within 

financial IT systems, examining how its principles of agility, autonomy, and collaboration can enhance 

innovation and responsiveness in the FinTech sector. It highlights the benefits and challenges of this 

approach and provides a roadmap for financial institutions looking to adopt this model. 
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1. Introduction 

The Spotify model, originally developed for team organization and agile practices in software 

development, has been adapted by various industries, including financial systems. The financial 

technology (FinTech) sector is characterized by rapid innovation and a dynamic regulatory landscape. As 

traditional financial institutions seek to adapt to these changes, many are turning to agile methodologies 

to enhance their development processes. Among these, the Spotify model stands out for its unique 

organizational structure and cultural practices that promote cross-functional collaboration and autonomy. 

The Spotify model can facilitate faster product development, improve customer experiences, and drive 

compliance in an increasingly competitive market. 

 

2. Problem 

In an era where technology is reshaping the financial landscape, agility has become a critical factor for 

success in the FinTech sector. Traditional financial institutions face increasing pressure to innovate rapidly 

while navigating complex regulatory requirements and shifting customer expectations. 

 

3. Solution 

The Spotify model offers a unique framework that emphasizes the importance of autonomy and cross-

functional teamwork. Originally developed by the music streaming service Spotify, this model has gained 

traction in various industries, including finance, for its ability to promote a culture of innovation and 

continuous improvement. 
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Fig. 1.0 [1]: Representation of team structure in the Spotify Model 

3.1 Key components of the Spotify model:  

Squads: Small, cross-functional teams (squads) focus on specific features or projects within financial 

systems (e.g., transaction processing, compliance). Each squad operates like a mini-startup, with a product 

owner, developers, and QA. Squads operate almost autonomously and are self-sufficient teams. Squads 

are given the autonomy to make decisions related to their work while being aligned with the company’s 

overall goals and regulatory requirements. This balance helps to foster innovation while ensuring 

compliance. It is common to have full-stack engineers in squads, as team members tend to play multiple 

roles as developers, QA, and DevOps. Squad leaders often play the role of business analysts in FinTech 

companies.  

Example: FinTech companies can have a squad for data management. Data teams are responsible for data 

acquisition, data processing, data analysis, and data retrieval. While multiple squads can manage different 

data sets, such as master data, shared data, and reference data, the chapter leader ensures the project team 

is working towards a common goal, which could be data setup for new products. 

Tribes: Groups of squads (tribes) work on related areas, facilitating knowledge sharing and alignment. 

For example, a tribe could focus on risk management, encompassing multiple squads handling different 

aspects. In FinTech companies, tribes are often formed for new product development, product 

enhancements, market research, and analysis.  

Chapters: These are groups within tribes that focus on specific skills (e.g., cybersecurity, data analytics), 

promoting best practices, and continuous learning. A chapter leader manages the teams formed across 

squads. The chapter lead is line manager for his chapter members, with all the traditional responsibilities 

such as developing people, setting salaries, etc. However, the chapter lead is also part of a squad and is 

involved in the day-to-day work, which helps him stay in touch with reality [4]. 

Guilds [2]: larger communities across tribes that share knowledge and resources on broader topics, such 

as regulatory compliance or user experience. Guilds are probably the best examples for knowledge 

sharing. Guilds are often formed for research and collaboration. Spotify’s success is credited to their focus 

on building community and transparency around their work. Establish your first guild around the Spotify 

model adoption and encourage participation from everyone in the organization. Build trust by creating 

transparent, inclusive ways to gather feedback and gain alignment on how your organization wants to 

work in the future.  

3.2 Continuous Improvement: Regular retrospectives and feedback loops allow squads to improve their  

processes and outputs. This is critical in financial IT, where responsiveness to market changes and regula-      
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tory shifts is essential. 

3.3 Focus on Customer-Centricity: The model encourages a deep understanding of customer needs, 

driving teams to create solutions that enhance user experience in financial services, such as mobile banking 

apps or investment platforms. 

The Agile ceremonies such as Daily scrum, Sprint planning, retrospective, backlog grooming, and code 

reviews are performed in the Spotify model. 

 
Fig. 2.0 [3]: Representation of Various Squads and Formation of Chapters to Produce the Desired 

Output from the Backlog. 

  

4.0 Implementation Benefits 

• The agile nature allows for quicker iterations, crucial for adapting to changing financial regulations  
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and market demands. Cross-functional teams enhance communication and collaboration, leading to 

better product outcomes. 

• Empowering squads fosters a culture of innovation, enabling the development of cutting-edge financial 

products and services. The Spotify model encourages autonomy and creativity by trusting people to 

complete the work they are doing in the way they see fit. Do you need to ship software? That’s up to 

the squad. Do you need to change direction? That’s also up to the squad. The Spotify model focuses 

on decentralizing decision-making and transferring that responsibility to squads, tribes, chapters, and 

guilds. 

• As financial institutions grow, the Spotify model allows for scalable teams that can be easily adapted 

to new projects or market segments. 

 

5.0 Challenges 

• Transitioning to this model requires a significant cultural shift, which may face resistance in traditional 

financial institutions. 

• Managing inter-squad dependencies and ensuring alignment can be complex. 

• Autonomy must be balanced with rigorous compliance protocols, particularly in highly regulated 

environments. 

• The Spotify model was based on one organization's way of working. Many organizations desire the 

same benefits of the Spotify model, so they attempt to emulate what Spotify did. Some organizations 

experienced more success than others [1]. An organization's current culture and structure need to be 

taken into account while implementing the Spotify model. 

 

6.0 Conclusion 

Implementing the Spotify model in fintech can significantly enhance a company’s agility, innovation, and 

responsiveness to market changes. By fostering cross-functional teams that work autonomously, fintech 

organizations can streamline product development, adapt quickly to regulatory shifts, and focus on user-

centric solutions. This approach not only promotes a culture of continuous improvement and collaboration 

but also aligns team efforts with strategic business goals. Ultimately, adopting the Spotify model can help 

fintech companies stay competitive in a rapidly evolving landscape, enabling them to deliver better 

financial products and services that meet the needs of their customers. 
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