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PREFACE

BACKGROUND

THE PROJECT MANAGEMENT PROFESSION is going through rapid and profound changes due to the 

widespread influence of Agile:

It is becoming very apparent that the classical plan-driven approach to project management that 

has been the predominantly accepted way of doing project management for a long time is no longer 

the only way to do project management:

◾◾ Rather than force-fitting all projects to a classical plan-driven project management approach, it 

is much better to fit the approach to the nature of the project.

◾◾ It’s particularly important to develop an adaptive approach for projects that have a high level of 

uncertainty and/or where creativity and innovation are more important than planning and control 

to achieve predictability.

Those changes are likely to dramatically change the role of project managers in many environ-

ments as we have known them, raise the bar for the entire project management profession, and 

perhaps even eliminate the role of some Project Managers as we have known them.

From an Agile perspective, there have also been some equally significant changes:

◾◾ Agile and Scrum have grown over the years from a focus on small, single-team projects to much 

larger and more complex enterprise-level projects requiring multiple teams.

◾◾ That has made it evident that scaling Agile for that kind of project requires some kind of overall 

management framework which might include some kind of project/program management.

In both of these environments, there is a recognition that well-defined and prescriptive “cook-

book” approaches are no longer effective for dealing with the complexity of these challenges. 

Instead, there is a need to focus on defining principles that need to be interpreted in the context of 

a given situation:

◾◾ In an Agile environment, both the Scaled Agile Framework and Disciplined Agile Delivery have 

moved away from relatively well-defined frameworks to a more flexible, principles-based 

approach.
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◾◾ In a classical plan-driven project management environment, PMBOK® version 7 has moved 

away from previous versions of PMBOK® that attempted to define a checklist of things to do in 

almost every conceivable project management situation to a less well-defined principles-based 

approach.

The movement to a principles-based approach in both of these environments will require a  

lot more judgment and skill for determining and implementing the right approach for a particular 

project.

It is critical for Project Managers and the Project Management Profession, as a whole, to be 

proactive, anticipate the most likely impact of these challenges, and adapt accordingly.

It is also important for the Agile community to recognize the need to scale an Agile approach for 

managing large, complex enterprise-level projects.

This raises a number of questions including:

◾◾ What is the role of project management in an Agile project?

◾◾ Are classical project management principles and practices in conflict with Agile principles and 

practices?

◾◾ What needs to be done to extend Agile principles and practices to larger and more complex 

enterprise-level projects requiring multiple teams?

◾◾ How does a typical Project Manager shape his or her career to move in a more Agile direction?

Those are the needs and challenges that this book is intended to address. This book should be of 

value to both project managers and Agile professionals to develop a more integrated approach.

LEARNING OBJECTIVES

The following is a summary of what I believe are the most important steps in the journey toward 

becoming an Agile Project Manager (not necessarily in this order):

1.	Develop new ways of thinking and begin to see Agile principles and practices in a new 

light as complementary rather than competitive with classical project management 

practices.

2.	 Gain an understanding of the fundamentals of Agile practices and learn the principles 

behind the Agile practices at a deeper level in order to understand why they make sense and 

how they can be adapted as necessary to fit a given situation.

3.	 Learn how to go beyond the classical notion of plan-driven Project Management and develop 

an adaptive approach to Project Management that blends both Agile and classical plan-

driven Project Management principles and practices in the right proportions to fit a given 

project and business environment.
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4.	 Understand the potential roles that an Agile Project Manager can play and begin to reshape 

Project Management skills around those roles.

5.	 Learn some of the challenges of scaling Agile to an enterprise level and develop experience 

in applying these concepts in large, complex, enterprise-level environments.

Relationship to My Online Agile Project Management 
Training Courses
I have successfully developed an online training curriculum in Agile Project Management that is cur-

rently offered on three different platforms with over 175,000 students. Anyone who has taken any of 

those courses should see a lot of similarity between the material in this book and the material in my 

online Agile Project Management training courses.

Summary of Changes in the Second Edition
Many of the current trends that are going on in the project management community now have 

validated the original direction of the book when it was originally published in 2015. As a result, 

the changes required in the second edition are not radical. Here’s a summary of the most important 

areas of change:

1.	 More detail on Agile Project Management Planning and Management: One of the professors 

currently teaching a course based on the book wanted to see more detail on Agile Project 

Management Planning and Management; so I have added six new chapters on that in 

Chapters 12 through 17.

2.	 Less detail on Agile Project Management Tools: The original edition of the book included 

some detailed material on Agile Project Management tools. Since that time, there have been 

many changes in that area, and it is apparent that the area of Agile Project Management 

tools will continue to evolve significantly. For that reason, I have limited the material in this 

edition of the book to a general, high-level discussion of the capabilities of Agile Project 

Management tools without going into specifics on any particular tool.

3.	 Revisions to enterprise-level frameworks: There have been a number of significant changes in 

the two enterprise-level Agile frameworks that are covered in the book (Scaled Agile 

Framework and Disciplined Agile framework) and both of those chapters needed consider-

able changes.

4.	 Additional case studies: This edition of the book includes two new chapters on case studies. 

One is on “Agile Hardware Development” and includes material on the Agile implementation 

at Tesla and the other is on “Non-software Case Studies” to show how to use Agile outside of 

a software development environment for common projects.
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HOW THIS BOOK IS ORGANIZED

Agile Project Management is an art that will take time for anyone to develop and master. There’s 

a concept from martial arts called shu-ha-ri that is very appropriate here. It outlines the stages of 

proficiency someone goes through to develop mastery of martial arts techniques. The same concept 

can be applied to Agile Project Management:

◾◾ “Shu”: In the “shu” stage, the student learns to do things more-or-less mechanically, “by the 

book,” without significantly deviating from the accepted rules and practices and without impro-

vising any new techniques. This stage is equivalent to a new inexperienced project manager 

following PMBOK or other accepted practices like you would follow recipes in a cookbook without 

necessarily adapting those practices to fit the situation.

◾◾ “Ha”: In the “ha” stage, the student begins to understand the principles at a deeper level and 

learns how to improvise and break free from rigidly accepted practices, but it’s important to go 

through the “shu” stage and gain mastery of the foundational principles before you start 

improvising—improvisation without knowledge is just amateurish experimentation.

◾◾ “Ri”: Finally, in the “ri” stage, the student gets to the highest level of mastery and is able to 

develop his/her own principles and practices as necessary.

The way the book is organized follows the shu-ha-ri approach to learning. The initial chapters of 

the book start out with a very basic understanding of the “mechanics” of Agile and learning how to 

do it “by the book.” That is equivalent to the “shu” level of training.

The book will go deeper into the principles behind Agile and why they make sense. It is essential 

to understand the principles at a deeper level before moving on to the “ha” level and know how to 

customize an approach to fit a given situation.

The final goal is to move to the master level or “ri” level where you will learn to go beyond current 

ways of implementing both Agile and plan-driven project management approaches and learn how to 

blend them together as needed to fit a given project and business environment. That goal will come 

from actual practice in implementing these ideas in real world situations; however, it is hoped that 

the information in this book and the case studies that are included will help Project Managers move 

rapidly in that direction.

The book is organized into Parts as follows.

Part 1 – Fundamentals of Agile
The first step in learning to become an Agile Project Manager is to learn the fundamentals of Agile, 

which includes not only the mechanics of how an Agile project based on Scrum works, but also  

understanding the principles behind it at a deeper level so that you can go beyond just implement-

ing it “by the book.”
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Part 2 – Agile Project Management Overview
Agile is causing us to broaden our vision of what a Project Manager is and that will have a dramatic 

impact on the potential roles that a Project Manager can play in an Agile environment. In fact, the 

role of a Project Manager at a team level in a typical Agile/Scrum project is undefined. That will 

cause us to rethink many of the things we have taken for granted about Project Management for a 

long time to develop a broader vision of what an Agile Project Manager is.

Part 3 – Agile Project Management Planning  
and Management
Part 2 provided an overview of Agile Project Management. In this Part, we will go into much more 

detail on Agile Project Management planning and management practices including:

◾◾ Hybrid Agile Models

◾◾ Value-Driven Delivery

◾◾ Adaptive Planning

◾◾ Agile Planning Practices and Tools

◾◾ Agile Stakeholder Management and Agile Contracts

◾◾ Distributed Project Management in Agile

Part 4 – Making Agile Work for a Business
There are many precedents for successful implementation of Agile principles and practices at a 

project team level; however, extending the Agile principles and practices to large-scale enterprise 

implementations and integrating with a business environment can be very difficult and introduces a 

number of new challenges, which include:

◾◾ Large, complex projects that are commonly found at an enterprise level may require some 

reinterpretation and adaptation of Agile principles and practices as well as blending those 

principles and practices with classical, plan-driven project management principles and practices 

in the right proportions.

◾◾ Integrating Agile principles and practices with higher levels of management typically found at an 

enterprise level, such as project portfolio management and overall business management can be 

difficult. However, if an Agile implementation is limited to a development process only and does 

not address integration with these higher-level processes, it is not likely to be effective and may 

result in failure.
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This Part of the book is intended to address these topics and provide an understanding of the key 

considerations that need to be addressed for:

◾◾ scaling an Agile approach for multiple teams and for larger, more complex enterprise-level 

projects

◾◾ integrating an Agile development approach with a business environment

◾◾ planning and implementing an enterprise-level Agile transformation.

Part 5 – Enterprise-Level Agile Frameworks
Putting together a complete, top-to-bottom, enterprise-level Agile solution can be a very challenging 

task, especially when some of the pieces are not designed to fit together.

To simplify the design of an enterprise-level Agile implementation, it is useful to have some 

predefined frameworks that can be modified to fit a given business environment, rather than having 

to start from scratch to design an overall management approach.

Three frameworks are discussed in this Part:

◾◾ Scaled Agile Framework (SAFe®=) (Dean Leffingwell)

◾◾ Managed Agile Development framework (Chuck Cobb)

◾◾ Disciplined Agile Delivery framework (Scott Ambler).

Part 6 – Case Studies
In any book of this nature, it’s always useful to go beyond theory and concepts and show how com-

panies have actually put these ideas into practice in the real-world. Of course, there is no canned 

approach that works for all companies—each of these case studies is different and shows how a 

different approach may be needed in different situations. It also includes a chapter on “Not-So-

Successful” case studies, which shows some of the problems that can develop in an Agile imple-

mentation.

Part 7 – Appendices
The appendices to the book include additional supplementary information:

◾◾ Additional Reading List

◾◾ Glossary of Terms

◾◾ Example Project/Program Charter

◾◾ Suggested Course Outline for a graduate-level course to accompany this book
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OVER THE PAST 20 TO 25 YEARS, there has been a rapid and dramatic adoption of Agile methodolo-

gies and this trend has significantly accelerated in the last few years:

The “15th State of Agile Report,” published by Digital.ai, comments:

◾◾ This year’s findings indicate significant growth in Agile adoption within software development 

teams, increasing from 37% in 2020 to 86% in 2021.1

Business Wire (a Berkshire Hathaway company) comments:

◾◾ Driven by the global pandemic, Agile adoption rates double in non-IT lines of business with 

continued, strong adoption in software development.

◾◾ More than 90 percent of respondents say their company practices Agile, with most saying either 

the majority of or even all company teams have adopted Agile practices.

◾◾ Rapid Agile adoption fuels an increase in adoption of other trends, including DevOps transforma-

tion and value stream management (VSM) initiatives for more than two-thirds of organizations.

◾◾ Post-pandemic, a vast majority of IT respondents expect to permanently work remotely, making 

Agile adoption critical to driving collaboration and success across a globally distributed 

workforce.2

These statistics indicate that Agile is not a fad, it is having a significant impact on the way 

projects are managed, it’s definitely here to stay, and it is significantly accelerating in recent years. 

This trend has a significant impact on the career direction of project managers who have come from 

a classical plan-driven project management background since there is no formal role for a project 

manager at the team level in an Agile project.

Introduction to Agile 
Project Management
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THE CHASM IN PROJECT MANAGEMENT PHILOSOPHIES

Despite this rapid and sustained proliferation of Agile, there is still somewhat of a chasm between 

the Agile and classical plan-driven project management communities. When I published the first 

edition of this book in 2015, that chasm was large:

◾◾ There had been only a limited amount of progress at that time on developing a more integrated 

project management approach that embraces both Agile and classical plan-driven project 

management principles and practices.

◾◾ Many project managers had been heavily indoctrinated into a classical plan-driven project 

management approach and seemed to see Agile and classical plan-driven project management 

principles and practices as competitive approaches that conflict with each other, and they 

essentially treated them as two separate and independent domains of knowledge.

◾◾ Considerable polarization between these two communities was based on some part on myths, 

stereotypes, and misconceptions about what Agile and project management are that existed at 

that time.

Since that time, that chasm has narrowed considerably but there is still a gap that needs to 

be closed. Many people still seem to think that there is a binary and mutually exclusive choice 

between “Agile” and “Waterfall.” The ideal goal would be to have a seamless integration of 

project management approaches from heavily plan-driven (Waterfall) at one extreme to heavily 

adaptive (Agile) at the other extreme with lots of alternatives between those two extremes as 

shown in Figure 1.1.

That leaves many project managers in a conundrum to try and figure out how these two very 

different approaches to project management can be integrated together. A major goal of this  

book is:

◾◾ to help project managers understand the impact of Agile on the project management  

profession

◾◾ to broaden and expand their project management skills as needed to develop a more integrated 

approach to adapt to this new environment.

Note: Throughout this book, we will focus heavily on Agile as a project management 

approach because that is where it has the most important impact for project managers; 

however, it’s important to realize that Agile is really a much broader way of thinking and is 

not limited to projects. It is also not specifically limited to software projects although that 

is where it is most heavily used.
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What’s Driving These Changes?
In a classical plan-driven project management environment, a project was deemed to be successful 

if it delivered well-defined requirements on-time and within the approved budget. In today’s world:

◾◾ There is a much higher level of uncertainty, which, in many cases, makes it very difficult, if not 

impossible, to document firm and well-defined requirements prior to the start of the project. In 

that environment, a much more flexible and adaptive approach is needed to further define and 

elaborate the detailed project requirements as the project is in progress.

◾◾ We also live in a very competitive environment where there is a much greater need for creativity 

and innovation to maximize the business value of the solution. An overemphasis on planning and 

control can stifle creativity and innovation. In fact, there have been many projects that have 

delivered well-defined requirements and met their cost and schedule goals but failed to deliver 

an acceptable level of business value.

This does not mean that a classical plan-driven project management is obsolete and no longer 

useful, but we need to recognize that it does have limitations and fit the project management 

approach to the nature of the project rather than force-fitting all projects to a classical plan-

driven approach.

The important thing to consider is “value.” What is the “value” that the project is intended  

to produce? Meeting a cost and schedule goal for delivering well-defined requirements certainly  

has some value in many situations, but it is not necessarily the most important (or only) value in  

Hybrid Agile Processes

Plan-Driven
Approaches

Iterative
Approaches

Adaptive
Approaches

Increasing Agility

Increasing Agility and Adaptivity

More emphasis on
higher-level planning

Planning limited to
team-level planning

FIGURE 1.1  Spectrum of plan-driven and adaptive approaches
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a given project. The choice of an appropriate methodology for a project will depend on a number 

of factors:

1.	 The level of uncertainty in the project: A project that has a higher level of uncertainty in the 

requirements would naturally lean more towards a more flexible and adaptive approach.

2.	 The level of training and sophistication of the project team: It takes a considerable amount of 

skill and judgment to use an Agile approach successfully and it should not be attempted 

unless the team has been properly trained in Agile, the primary roles of Scrum Master and 

Product Owner are in place, and the necessary tools to support the project are also in place.

3.	 The relationship with the customer of the project: A classical plan-driven project is typically 

based on somewhat of a contractual relationship with the customer:

◾◾ The customer expects the project to be delivered as defined in the requirements within 

the approved cost and schedule goals.

◾◾ The customer does not need to be heavily involved in the implementation of the project 

until it is time to approve the final deliverables.

An Agile approach requires a much more collaborative approach with the customer. The 

customer needs to share responsibility for the successful completion of the project team by:

◾◾ taking an active role in the project to provide feedback and inputs on incremental results

◾◾ further defining and elaborating requirements as the project is in progress.

This means that there is no longer only one way to do project management and it takes a 

considerable amount of skill and organizational maturity to fit the most appropriate project manage-

ment approach to the nature of the project:

◾◾ Not only is it important that the individuals responsible for product development are trained and 

skilled in an Agile approach.

◾◾ In addition, the businesspeople who are required to take an active role in the process need to 

understand how the process works.

◾◾ The overall organization needs to be committed to whatever level of organizational change that 

may be needed to make it successful.

The Impact on the Project Management Profession
This isn’t just a matter of getting another certification—it can require a major shift in thinking for 

many traditional project managers that will take time and experience to develop. The Project  

Management Institute (PMI) has created the PMI-ACP® (Agile Certified Practitioner) certification,  

which has been very successful and is a great step in the right direction—but it doesn’t go far 

enough, in my opinion.
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◾◾ It doesn’t test whether a project manager knows how to blend Agile and classical project man-

agement principles and practices in the right proportions to fit a given situation, and that is the 

real challenge that many project managers face.

◾◾ PMI-ACP is also not designed around a specific Agile role as many other Agile certifications are 

and the role that an Agile Project Manager might play is still somewhat undefined.

A lot of the polarization that has existed between the Agile and classical plan-driven project 

management communities has been rooted in some well-established stereotypes of what a project 

manager is that are based on how typical projects have been managed in the past. The role of a 

project manager has been so strongly associated with someone who plans and manages projects 

using classical plan-driven project management approaches that many people cannot conceive of 

any other image of a project manager. It’s time to develop a new vision of what an Agile Project 

Manager is that goes beyond all those traditional stereotypes and fully integrates Agile within the 

overall portfolio of project management principles and practices.

It feels very similar to an evolution that took place when I worked in the quality management 

profession in the early 1990s. Up until that time, the primary emphasis in quality management had been 

on quality control, and inspection, and the image of a quality manager was heavily based on that role:

◾◾ The predominant quality management approach was based on final inspection of products prior 

to shipping them to the customer and rejecting any that didn’t meet quality standards. It’s easy 

to see how that approach was inefficient, because it resulted in a lot of unnecessary rework to 

correct problems after the fact, and it also wasn’t that effective because any inspection approach 

is based on sampling, and it is impractical to do a 100% sample. For that reason, it can result in 

mediocre quality.

◾◾ A far better approach was to go upstream in the process and eliminate defects at the source by 

designing the process to be inherently more reliable and freer of defects, and build quality into 

the inherent design of the products. That didn’t mean that the prior emphasis on quality control 

and inspection was obsolete and eliminated; it was just not the only way to manage quality and 

wasn’t the most effective approach in all situations.

That was a gut-wrenching change for many in the quality management profession—instead of 

being in control of quality and being the gatekeeper with the inspection process, a good quality 

manager needed to become more of a coach and a consultant to influence others to build quality 

into the way they did their work. This changed the nature of the work dramatically for many in the 

quality management profession and eliminated a number of traditional quality management roles 

that were based on the old quality control and inspection approach. The similarity to the changes 

going on in the project management profession should be apparent:

◾◾ To be successful in more uncertain environments, project managers need to be able to take an 

adaptive approach that is appropriate to the level of uncertainty in the project and integrate 
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quality into the process rather than relying on final acceptance testing at the end of the project 

to validate the product that is being produced.

◾◾ They also need to give up some of the control that has become associated with the project 

management profession—in some cases, they may need to become more of a coach and a 

consultant to influence others rather than being in absolute control of a project.

This can dramatically change the role of a project manager. In some situations, the role of a 

project manager as we’ve known it may no longer exist. For example, at a team level in an Agile 

project, you probably won’t find anyone with a title of Project Manager because the project manage-

ment functions have been absorbed into other roles and are done very differently. That doesn’t mean 

that project management is no longer important, but it may cause us to dramatically rethink what 

project management is in a much broader context than the way we might have thought about it 

in the past.

THE EVOLUTION OF AGILE AND WATERFALL

You will often hear people make a comparison between Agile and Waterfall. Many of  

those discussions are polarized and position them as competitive approaches. Here’s an  

example:3

While that statement is generally true, it’s an oversimplification. There are at least two problems 

with that kind of statement:

1.	 It makes it sound like there are only two binary, mutually exclusive choices: Agile and 

Waterfall.

2.	 The meaning of the words Agile and Waterfall are typically not well-defined and are used 

very loosely.

For those reasons, I prefer to avoid comparing Agile to Waterfall because it tends to be a very 

polarized discussion—I prefer to take a more objective approach that is based on a comparison 

between a plan-driven and an adaptive (value-driven) approach to project management. So, let’s first 

define both Agile and Waterfall, and then compare the two approaches.

According to the 2012 CHAOS report, Agile succeeds three times more often than 

Waterfall. Because the use of Agile methodologies helps companies work more efficiently 

and deliver winning results, Agile adoption is constantly increasing.
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Definition of Waterfall
The word Waterfall actually has a very specific meaning, but that’s often not how the word is 

really used:

Another aspect to the Waterfall model is that it is plan-driven; it attempts to define and 

document detailed requirements and a plan for the entire project prior to starting the project.

◾◾ When someone makes a statement comparing Waterfall to Agile, the word Waterfall is often used 

very loosely to refer to any kind of plan-driven methodology, and that’s not really a very accurate 

and meaningful comparison.

◾◾ In some other comparisons like this, the word Waterfall refers to a general style of project 

management that obsessively emphasizes predictability and control over agility, and that’s just 

bad project management. The Waterfall model will be discussed in more detail in Chapter 2.

Definition of Agile
Officially, Agile is defined by the principles and values of the Agile Manifesto of 2001 which will be 

discussed in Chapter 2. Agile is also an umbrella term used by many Agile practitioners to refer to 

different methods and frameworks that are based on adaptive, experimental, and extreme program-

ming practices that have emerged since the mid-to-late 1990s.5

From a general perspective, Agile is a flexible and adaptive approach for developing and 

optimizing solutions in an uncertain environment. It is both incremental and iterative:

◾◾ “Incremental” means that the solution is broken up into “chunks” that are developed and tested 

individually and might also be released individually rather than waiting for the entire solution to 

be developed, tested, and released as a whole.

◾◾ “Iterative” means that the solution is progressively optimized and refined based on user feedback 

and inputs to maximize the value of the solution to the users.

The Waterfall model is a popular version of the systems development life cycle model for 

software engineering. Often considered the classic approach to the systems development 

life cycle, the Waterfall model describes a development method that is linear and sequen-

tial. Waterfall development has distinct goals for each phase of development. Imagine a 

Waterfall on the cliff of a steep mountain. Once the water has flowed over the edge of the 

cliff and has begun its journey down the side of the mountain, it cannot turn back. It is 

the same with Waterfall development. Once a phase of development is completed, the 

development proceeds to the next phase and there is no turning back.4
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It is particularly well suited for an environment with a high level of uncertainty because the 

process can start with only a high-level view of the project goals and requirements and those goals and 

requirements can be further elaborated and refined as the project is in progress. Of course, that does 

not mean that all Agile projects start with only a high-level view of the project goals and requirements. 

That will vary from one project to the next depending on the level of uncertainty in the project.

In actual practice, the meaning of the word Agile in this kind of comparison is also somewhat 

elusive because it has taken on some very strong connotations in actual usage. At a project level, the 

word Agile has frequently taken on a specific connotation associated with using the Scrum method-

ology on software development projects.

That definition has evolved over the years as Scrum has become somewhat of a de-facto 

standard for Agile projects; however, the original definition of Agile conceived in the Manifesto for 

Agile Software Development,6 published in 2001, was much broader than that. Better known as the 

Agile Manifesto, it laid out some simple and general principles and values that can apply to any kind 

of project (not just software development) (see Chapter 2).

Comparison of Predictive (Plan-Driven) and Adaptive  
(Value-Driven) Approaches
Traditional, classical plan-driven project management is a style of project management that is ap-

plied to projects where the requirements and plan for completing the project can be defined to a 

large extent prior to implementing the project. The emphasis in this style of project management is 

on predictability, and for that reason, the PMI calls it “predictive.” However, plan-driven is a rela-

tive term, and you won’t find many projects that start out with an absolutely rigid plan that is not 

expected to change at all. This style of project management is often loosely called “Waterfall.”

In contrast, an adaptive (or value-driven) style of project management starts the implementation of a 

project with a less well-defined plan of how the project will be implemented and recognizes that the 

requirements and plan for the project are expected to evolve as the project progresses. Adaptive is also a 

relative term; you won’t find many projects that have no plan whatsoever of how the project will be done.

The important point is that the terms predictive (plan-driven) and adaptive (value-driven) are 

relative—they are not discrete, binary, mutually exclusive alternatives. They should imply a continu-

ous range of approaches with different levels of upfront planning. Table 1.1 shows a comparison of 

the two approaches.

Scrum is an Agile software development framework based on multiple small teams 

working in an intensive and interdependent manner. The term is named for the scrum  

(or scrummage) formation in rugby, which is used to restart the game after an event that 

causes play to stop, such as an infringement. Scrum employs real-time decision-making 

processes based on actual events and information.
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TABLE 1.1  Comparison of approaches

Classical project 
management approach

Hybrid Agile approach

Project  

management  

approach

Plan-driven, predictive: The 

emphasis is on planning and 

predicting costs and 

schedules for projects with 

well-defined requirements

Blend of both Value-driven, adaptive - The 

emphasis is on maximizing 

the value of the solution in an 

uncertain environment with 

uncertain requirements

Project  

management  

responsibility

Typically, a project manager is 

responsible for managing the 

overall project to meet 

approved cost and schedule 

goals

There may be no single “Project 

Manager” at the team level. 

Project management 

responsibility is typically 

distributed (see Chapter 17)

Project  

environment

Best suited for projects with a 

lower level of uncertainty 

where some level of 

predictability of costs and 

schedules is important

Best suited for projects with a 

higher level of uncertainty 

where some level of flexibility 

and adaptivity is needed to 

define the solution

Requirements 

management

Detailed requirements are 

defined prior to the beginning 

of the project

Detailed requirements are 

further defined and 

elaborated as the project is in 

progress

Change  

management

Changes in scope are controlled 

in order to maintain control 

over cost and schedule 

estimates

Changes are encouraged in 

order to support flexibility and 

adaptivity

Customer  

relationship

Contractual based on well-

defined requirements

Collaborative based on a spirit 

of trust and partnership

Development 

management

Typically, Waterfall or an 

equivalent SDLC with 

controlled sequential phases

Typically, Scrum or an 

equivalent incremental and 

iterative approach

Solution delivery The entire solution is tested and 

delivered all-at-once at the 

end of the project

The solution is tested and 

delivered incrementally at the 

end of each sprint and release

Testing Testing is typically done 

sequentially by a separate and 

independent QA organization

Testing is integrated into the 

development effort and is done 

concurrently with development




