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Agile is no longer a niche approach for isolated
software teams. It is rapidly becoming a
mainstream movement that more organizations
are adopting to help them achieve success
across their project portfolios.
In this survey, the second in a series conducted by ProjectsAtWork, we
investigate the state of Agile maturity within various types of organizations
and projects. We wanted to gather tangible data about how Agile methods
and tools are being used, what impact they are having on project outcomes,
what challenges are being faced, and where Agile adoption is headed in the
next year.
Specifically, we asked what methods are being used, where they are being
used, what the results have been and how organizations are responding to
these results and evolving or modifying their investments in Agile to better
achieve their business objectives.
We also went beyond the numbers to interview Agile practitioners and
thought leaders to gain deeper insight into the data. In this report, we not
only present the findings of our Agile Maturity survey, we share ideas and
recommendations that you can apply to your Agile efforts to make them
work better for you, your team and your organization.

Aaron Smith
Director of Editorial, ProjectsAtWork
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Survey Results: GENERAL DATA

1: how old are you?
The majority (66%) of survey participants were aged between 35 and 54, with
the numbers fairly evenly split between 35 and 44 (34%) and 45 and 54 (32%).
18% of people were below 35 and 13% were above 55, with a small minority
preferring not to say. These numbers suggest that the survey represents a fair
cross section of the ages found within organizations.

18 –34
18%

35–54

55+
13%

66%

2: are you male or female?
Of the respondents who indicated their gender, 71% were male, although the
balance was more pronounced in the younger age ranges (81% male among
18 – 34s) and less pronounced as people get older, as low as 63% in the over
55 range.
FIG 1. ARE YOU MALE OR FEMALE?
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3. Where in the world are you?
Respondents came from 44 countries, with the largest responses coming
from the US (43%) followed by India (10%), Australia (7%), the United
Kingdom (6%), Canada (4%) and Ireland (3%). All other countries were
below 2%. The survey was truly global with Europe, Asia, Africa, Australasia,
North, Central and South America represented.

United
States
43%

India
10%

Australia
7%

United
Kingdom

Canada

6%

4%

Ireland
3%

4. What job do you hold?
60% of people who responded to the survey were either Project Managers
(44%) or Program Managers (16%), but responses were also received from
Change Managers, IT Managers, Executives, Developers, and PMO Support
functions among others.
Most respondents identified themselves as project managers, though it should
be noted that in the Agile community this role is often referred to as a
“ScrumMaster” or “team lead.” (A future survey will explore the issue of titles
and terms directly.)

Project
Managers
44%

Program
Managers

PMO Professional

IT Manager

Executive/CXO

16%

9%

7%

5%

5. What industry are you in?
The survey received responses from people in many different industries. IT
was the largest at 32%, which is to be expected in an Agile survey, but lower
than might have been expected. The broad range of industries represented
(over 30) and the fact that more than two thirds were not from the IT industry,
suggests that Agile has truly gained a broad base of acceptance. The largest
categories included Finance, Banking and Accounting (9%); Insurance and
Finance (7%); Health Care (6%); Telecoms (6%) and Manufacturing (5%).
Remaining categories ranged from Government to Hospitality and from
Utilities to Aerospace.

IT
32%

Finance /
Banking /
Accounting

Insurance /
Finance

9%

7%

Health Care
6%

Telecommunications
6%

Manufacturing

5%
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6. How big is your organization?
Survey participants worked in small firms and huge organizations, with
41% of people working for organizations of fewer than 1,000 people,
30% of people working in organizations of 1,000 to 10,000 and 29% in
organizations larger than 10,000.
This broad cross section helped to identify differences between the way that
Agile is being implemented and some of the successes and challenges that
different sized organizations are seeing.
FIG 2. How
Fig.
2big is your organization?
Q6
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5,000 – 9,999

18%

22%

>20,000

7%

16%

100 – 499

8%
8%
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<100

500 – 999

22%

7. How much revenue does your
organization generate?
Virtually half of respondents reported that their company’s revenue was in excess
of US$50 million with 20% reporting revenues of $10 - $50 million and 24%
with revenues of $1 - $10 million. Unsurprisingly virtually every organization
larger than 20,000 employees had revenue in excess of $50 million, but a number
of smaller companies also reported high revenues, with 14% of companies with
more than $50 million in revenue having less than 1,000 employees.

>$50M
50%

$10M–$50M $1M–$10M
20%

24%

<$1M
7%
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Survey Results: AGILE DATA
When it comes to the background of respondents and
their organizations with Agile, we again saw a broad
cross-section of approaches, backgrounds, certifications,
degree of Agile acceptance and length of experience.

8. How many agile projects have you
worked on?
78% of respondents reported that they had worked on at least one Agile
project, clearly indicating that Agile approaches are firmly established as a
mainstream project execution approach. However, most respondents (56%)
had worked on 4 or fewer Agile projects within their organization while
just 12% had worked on 5 – 10 and 10% had worked on more than 10
projects. This clearly demonstrates that Agile acceptance is still new, and
by extension is not yet embedded in the culture – something that we will
see more throughout the results. 21% of respondents reported that they
had not directly worked on Agile projects.
Looking at Agile experience by job role identified some interesting statistics.
As you would expect, program managers and PMO resources tended to
have a little broader experience with Agile, but perhaps surprisingly only
10% of combined IT managers and developers had worked on more than
5 Agile projects.

Fig.
3MANY AGILEQ8
FIG 3. HOW
PROJECTS HAVE YOU WORKED ON?
>10

Top Tip
Only 10% of combined IT
managers and developers surveyed
had worked on more than 5 Agile
projects (most had worked on
1–4). Agile approaches are growing
and evolving far faster than
traditional Project Management
Methods so consider applying
a flexible custom approach to
Agile based on what has worked
for you and proven best practices
sourced externally. Tracking,
understanding, and more
importantly “socializing” the
effectiveness of practices across
project experiences is even
more important than it is with
waterfall projects not only because
of their newness, but also because
of their iterative nature – mistakes
are easily repeated.
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9. How many agile project managers
work in your company?
70% of survey respondents said that their organization had fewer than 10 Agile
project managers (often referred to as “team leads” or “ScrumMasters”), with
11% reporting 10 – 25, 5% reporting 26 – 100 and only 3% reporting more
than 100. This reinforces that Agile approaches are still relatively new and we
would expect to see these numbers to increase in the next few years as Agile
becomes more embedded and the number of Agile specialists increases.
12% of people reported that they did not know how many Agile PMs there
were in their organizations, although nearly two thirds of those were in
companies with more than 20,000 employees, and the heaviest weighting
was in non-project management related roles.
The number of project managers within the organization predictably grew
with the size of the organization, although it was only in the largest companies
that a significant increase was noted. Even in the 10,000 – 20,000 employee
range 68% of respondents still reported less than 10 Agile PMs. This number
dropped dramatically to 29% over 20,000 employees.

<10

Agile
Project
Managers

70%

10. DO YOU CONSIDER YOURSELF AN AGILE
PRACTITIONER?
Almost two thirds of respondents (66%) considered themselves to be Agile
practitioners, although only 35% said that they held a certification. Surprisingly,
certification seems to be only a minor driver for involvement on Agile projects,
with 63% of people who had worked on 1 – 4 projects being uncertified. The
numbers remained high for people with more Agile project experience, with
45% of people who had worked on 5 – 10 projects and 53% of people who
had worked on 10+ being uncertified. This is yet more evidence of the relative
immaturity of Agile at an organizational level. We expect certification to be
driven at least in part by organizational requirements, and that in turn will
require organizational acceptance and inclusion in cultural norms.
This is reinforced when asking about certification within the organization, fully
92% of people said that either fewer than 10 PMs were certified or that they
did not know how many certified practitioners there were, providing a strong
indication that Agile certification does not yet carry as much weight as more
traditional certifications. There may be signs of this changing with more than
half of the people who did not yet consider themselves to be Agile
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practitioners stating that they planned to pursue certification within the next
12 months, again indicative of increasing organizational acceptance.

Certified
Agile
practitioner

Non-certified
Agile
practitioner

No, but plan to
become within 12
months

No

35%

31%

17%

17%

11. WHAT PERCENTAGE OF YOUR
ORGANIZATION’S PROJECT MANAGERS
ARE AGILE?

Top Tip

When we looked deeper to see what percentage of the total number of PMs
within an organization were considered to be Agile, 44% of respondents
said that 20% or more of their PMs were Agile, a number that may be a
little higher than expected given the results that we have seen so far. This
reinforces that Agile is starting to gain an increasing foothold in a greater
number of projects. The numbers broke down to 13% of people reporting
that 20 – 39% of PMs were Agile, and almost one third of respondents
(32%) indicating that 40% or more of their PMs were Agile. This included
19% who indicated that more than 80% of PMs were Agile, indicating that
the organization has fully embraced Agile concepts. As you might expect
many of this sub group (72%) were in smaller companies (less than 500
employees), where adoption of new approaches is perhaps easier.

Now is the perfect time to become
Agile certified. Organizations are
expanding their use of Agile rapidly,
but as yet they have not yet begun
to demand formal qualifications of
their practitioners. Individuals who
become certified now will not only
beat the rush they will be able to
stand out from their competition for
a foreseeable period of time.

When we drill down further to look at the percentage of Agile certified
PMs only 30% of respondents said that more than 20% of their PMs were
Agile certified, reinforcing the suggestion that Agile certification is not yet
a major requirement for organizations conducting Agile projects. Here
too, the smaller the organization, the more likely PMs were to be certified
with 46% of PMs being Agile certified in organizations of less than
500 employees. We expect to see a lag between Agile acceptance and Agile
certification so the fact that the certification does seem to be happening
is reassuring that Agile has staying power and that practitioners are investing
in their careers in the Agile arena.
FIG 4. WHAT PERCENTAGE OF YOUR ORGANIZATION’S PROJECT MANAGERS
ARE AGILE?
Percentage of Organization’s
Project Managers

Agile

Agile Certified

0 – 19

56%

70%

20 – 39

13%

9%

40 – 59

9%

5%

60 – 79
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2%

19%

14%

80 – 100
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12. HOW MANY CERTIFIED AGILE COACHES
DOES YOUR ORGANIZATION HAVE?
There was a very clear indication that there is not yet an established role
for Agile coaches within organizations, with more than 92% of respondents
reporting 5 or fewer coaches and 96% reporting 10 or fewer. Instead the
focus is clearly on a small number of key individuals, likely supplemented by
external consulting expertise.
More than 90% of organizations with fewer than 20,000 employees had 5 or
fewer coaches, and those numbers were consistent in every sub category. Even
in organizations with more than 20,000 employees, 74% reported 5 or fewer
coaches. While there was a relationship between the number of PMs and the
number of coaches, the commitment to coaches was far from universal in
larger Agile communities, with reports of organizations with more than 500
Agile PMs having fewer than 10 coaches, 33% of organizations with 100 – 500
Agile PMs reporting fewer than 5 coaches and 86% of organizations with
26 – 100 Agile PMs having fewer than 5 coaches.

0–5
92%

6–10

10–25

>25

4%

2%

2%

Top Tip
Good Agile coaches are in short
supply. Most companies are
investing in a small number of
good coaches and sometimes rely
on consulting partners for this
role. When it comes to Agile
coaching, value experience and
quality over numbers.

13. WHAT CERTIFICATIONS ARE
HELD BY PROJECT MANAGERS IN
YOUR ORGANIZATION?
When we asked respondents to identify the certifications that were held by
project managers within their organizations, 56% of respondents identified
that non Agile certifications were held, and in the case of 44% it was the
only certification held, reinforcing the message from earlier results that as yet
Agile certification is not established in may organizations.
Where Agile certifications were held Scrum dominated with 45% of
respondents identifying that PMs held the Certified Scrum Master certification,
with Certified Product Owner (11%), Certified Scrum Professional (8%)
and Certified Scrum Developer (6%) making up the rest of the Agile mix.
The PMI is being successful in leveraging their reputation as a certification
body with their Agile Certified Professional certification held by PMs in
14% of organizations.
While the numbers are still relatively small, there is some indication that Scrum
is becoming the default Agile certification - 8% of the people who said that
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PMs in their organization were Scrum certified worked for organizations that
did not use Scrum.

Fig.
5 OF ORGANIZATIONS
Q12.5WHERE PMs HOLD THE CERTIFICATION
FIG 5. Percent
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14. WHERE DO AGILE PROJECT MANAGERS
AND PRACTITIONERS REPORT TO?
The survey looked at where Agile practitioners reported within their
organizations and as expected IT was a major factor with 58% of respondents
identifying that they were within an IT PMO or across the IT organization.
However it does appear as though Agile is gaining traction beyond IT, with
29% of respondents identifying that Agile practitioners were located across all
business areas. It is worthy of note that despite the success of PMO models in
project execution, only 34% of respondents identified that Agile practitioners
were located within a corporate or IT PMO.

Fig.
6 DO AGILE PROJECT
Q13 MANAGERS AND PRACTITIONERS REPORT TO?
FIG 6. WHERE
In a corporate PMO

When Agile is still gaining
acceptance and traction a
business model that has Agile
experts reporting (at least in a
dotted line capacity) to a central
PMO / EPMO model is desirable
in order to simplify training
and communication, provide
an environment for sharing
knowledge, and shortening
feedback and response loops.

13%

37%
Across all
business areas

Top Tip

Across all areas of IT

29%

21%

In an IT PMO
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15. WHAT PERCENTAGE OF THE
PROJECTS IN YOUR ORGANIZATION
USE AGILE APPROACHES?
We next asked how many of an organization’s projects were Agile. As
expected a relatively high number (56%) of respondents indicated that less
than 20% of their projects were Agile, and 71% said that less than 40% of
their projects were Agile. However, the significant result from this section are
that 12% of respondents – almost 1 in 8 – reported that more than 80% of
their projects were Agile. This clearly demonstrates a significant commitment
to Agile as the core project execution approach within the organization and
is more evidence of the mainstream acceptance of Agile approaches. It is to
be expected that 76% of this subset had fewer than 500 employees because
it is easier for smaller organizations to change their entire culture, but this is
still a significant development.

Top Tip
1 in 8 respondents reported that
more than 80% of their projects
were executed with Agile methods.
If you haven’t yet considered
implementing Agile in even a pilot
capacity then now is the time to
consider it or you may soon find
yourself unable to catch up with
your competitors.

FIG 7. WHAT PERCENTAGE OF THE PROJECTS IN YOUR ORGANIZATION USE
Q14
Fig.
7
AGILE APPROACHES?
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16. HOW WIDESPREAD ARE AGILE
PROJECTS WITHIN YOUR ORGANIZATION?
The survey also considered how broadly the organization had embraced
Agile by looking at the areas of the business where Agile was being used. IT
continued to dominate with 82% of respondents reporting that Agile was
restricted to IT, but more than half (51%) said that Agile was now in use
either across all of IT or across several teams within IT; only 31% said that
Agile was still restricted to one department / team within IT. Here again
we see evidence that Agile’s spread is widening within organizations as a
result of the successes that are being achieved. Pilots are turning into more
widespread deployments and other departments are seeing the levels of
success and embracing Agile themselves.
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Of the respondents that advised that Agile was being used outside of IT,
the use varied from Engineering to Finance, with a number of respondents
identifying Marketing as an area that utilized Agile. The biggest barrier to
Agile acceptance is the perception that it is a niche IT tool and these results
demonstrate that the perception is changing with 16% of respondents
(1 in 6) already going so far as to implement Agile beyond the IT functions
of their organizations.

One department or team
31%

Several departments / teams

39%

All IT departments / teams
12%
IT and other divisions
4%

Company-wide
12%

17. WHAT TYPES OF PROJECTS USE AGILE
APPROACHES, AND HOW DO YOU CHOOSE?
We next focused a little more on core Agile areas of product and software
development and asked when Agile was used. 21% of respondents said
that all new product development projects used Agile, and 15% said that
all product enhancement projects used Agile. 35% of respondents went
further, advising that Agile was used for all software development projects
within their organization.

All software development projects
35%

All new product development projects
21%

All product enhancement projects
15%
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In the remaining situations the decision about whether to use Agile was
taken on a project by project basis and the criteria for the decision varied
considerably. The traditional project constraints featured frequently here –
scope was a determining factor for 30% of respondents, timeframe was
considered by 29% and budget by 12%. Clearly it is easier to adopt Agile
processes than it is to drop traditional ways of looking at projects. While
the triple constraint is never a bad thing to consider, organizations need
to look beyond it when determining whether to execute a project under
an Agile approach.
This message is getting through, with the biggest determining factor being
the experience of the team, which was mentioned by 36% of respondents,
while department experience was only mentioned 19% of the time, suggesting
that a degree of team autonomy was being allowed in choosing whether to
use Agile approaches.
Somewhat surprisingly the sponsor’s preference was considered more often
than the customer’s (24% vs. 18%). Perhaps predictably the trend was for
the sponsor to carry more weight relative to the customer as organizations
became larger in size, with the customer’s preference carrying more weight
with smaller organizations.

Top Tip
It is critical to allow the team some
flexibility in decision-making relative
to their approach. Agile is about
doing what works based on personal
experience, not just strictly following
process. For the same reasons it
is vital to look beyond the triple
constraint and look at the bigger
picture. A focus on quality
(execution and deliverables) will
have much more lasting impact than
simply executing a methodology.

FIG 8. Percent OF ORGANIZATIONS WHO SAID THAT THIS WAS A FACTOR

Fig.
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Survey Results: GOING DEEPER ON AGILE
Once we had an understanding of the organizations that
our respondents came from, and how Agile fitted into
their project structure, we wanted to go into more depth
and explore the specifics of their Agile implementations.
That’s explored in more detail in this section.

18. WHAT AGILE APPROACHES DOES YOUR
ORGANIZATION USE?

Top Tip

We wanted to understand which Agile approaches were being used, and it’s
no surprise that 76% of people are using Scrum in their organizations, far
outstripping the next highest approaches Lean and Kanban with 22% each.
Feature Driven Development was used by 15% of respondents and Extreme
Programming by 12%. No other single approach garnered more than 2% usage.
Only 2% of respondents did not know, or were unsure of which approaches
were used and a similar number were developing / had developed their own
in house approaches.

Find the mix of Agile approaches
that works for your organization.
It may be a different approach in
different scenarios or it may be a
hybrid approach that combines
multiple approaches. Avoid
restricting yourself to a single
‘one size fits all’ approach as
this is counter to the flexibility
and adaptability that Agile
should deliver.

42% of organizations reported using multiple approaches with Scrum and
Kanban being the most popular pairing (8%). Interestingly Kanban had
very low acceptance as a standalone approach – as noted above 22% of
organizations reported using Kanban, but only 2% used just Kanban,
perhaps suggesting that while it is a more straightforward approach to some
Agile elements, few organizations yet accept that it is sufficient on its own.
This contrasts with Scrum where almost half of the organizations that
reported using it used it as a standalone approach.
FIG 9. Number OF ORGANIZATIONS USING EACH APPROACH
Percentage of Organization’s
Project Managers

On its own

In conjunction with
other approaches

Agile Unified Process

2

22

Crystal

2

4

DSDM

1

6

Feature Driven Development

9

38

Kanban
Lean
Scrum
XP
Other

6

60

17

49

116

117

2

34

23

12
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19. WHAT FACTORS INFLUENCE YOUR
ORGANIZATION’S DECISION ABOUT WHICH
APPROACH TO USE ON EACH PROJECT?
We next asked what drove the selection of a particular Agile approach over
another within an organization. The biggest factor by a long way was the
team’s experience which was mentioned by 53% of respondents and was the
sole determining factor for 13%.
Similar to the decision about whether to use Agile at all, the sponsor’s and
customer’s opinion mattered, but again the sponsor carried more weight
with most organizations with 25% of respondents saying that the sponsor
had a say in determining which Agile approach was used and 18% stating
that the customer had a say. This is indicative of the need to have the
customer actively engaged in Agile projects and shows that organizations
are recognizing this need – we would not expect to see a number this high
in a traditional project management environment. That said, more than 80%
of respondents did not consider the customer’s preference in determining the
approach that would be used. While this is understandable to a degree, the
customer has a vital role to play within an Agile project and their views need
to be considered.

Top Tip
The most perfectly suited Agile
approach for your needs cannot be
successful without the team being
comfortable with it. Ensure that
all team members, including key
stakeholders like the customer and
sponsor are involved in deciding
how to execute the initiative.

Q18

FIG 10. Percent OF ORGANIZATIONS WHO SAID THAT THIS WAS A FACTOR
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20. HAS YOUR ORGANIZATION TRIED AND
REJECTED ANY AGILE APPROACHES, AND IF
SO WHICH ONES?
Respondents were asked whether their organizations had used and rejected
other Agile approaches prior to the ones that they are currently using. A
surprisingly high 54% had changed approach as they matured with Agile.
Comparing the rejected approaches with the ones currently in use we see
that the top three approaches in use today (Scrum, Kanban and Lean) were
also the least likely to have been rejected.
The message here is clear, the huge variety of Agile approaches makes it
difficult to choose a single solution and stick to it. There is no clear Agile
approach that is right for everyone and most organizations will try more than
one approach before deciding how to move forward. We also noted, that
many of the approaches with higher rejection rates were more detailed and
more highly structured, thereby creating more significant organizational
change. This is clearly not the sole reason for rejection as Scrum acceptance
demonstrates, but it does help to explain the rise in popularity of less
disruptive approaches like Kanban.

54%

Top Tip
When starting out with Agile
consider easing in with simpler
approaches or selected elements
that work for your organization
without driving dramatic change
that can lead to resistance before
any benefits are seen.

of organizations have
tried and rejected at least
one Agile approach

21. HOW LONG HAS YOUR ORGANIZATION
BEEN USING AGILE APPROACHES?
We asked respondents how long Agile had been in use within their
organizations, and we broke the question down into ad hoc usage as well
as formal / official use. 59% of respondents indicated that they been
using Agile for 3 years or less on an ad hoc basis but an encouraging 14%
indicated that this question was not applicable – presumably indicating
that their organizations had moved directly to a formal implementation.
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63% of respondents indicated that they had been using Agile formally for the
same 3 year or less period, and almost half of that group had established their
formal processes within the last 12 months. 17% of respondents indicated that
they did not yet have a formal implementation.
The numbers reinforce the message from earlier in the results that Agile
adoption is still relatively new. There is a tremendous jump in adoption of both
formal and ad hoc approaches within the last 3 years, although encouragingly
the last year has seen a greater adoption rate of formal approaches than ad hoc
showing a greater level of commitment as Agile shifts to a more mainstream
project execution approach.
FIG. 11: Number OF ORGANIZATIONS THAT HAVE BEEN USING AGILE FOR
DIFFERENT PERIODS OF TIME
Amount of Time

Ad hoc processes

Formal processes

67

91

1 – 3 years

113

102

3 – 5 years

43

40

5 – 7 years

19

11

Less than 1 year

7 – 10 years

11

7

More than 10 years

10

2

N/A

43

53

22. WHAT PERCENTAGE OF YOUR
PROJECTS ARE SUCCESSFUL?
We asked respondents to indicate how successful project execution had been in
their organizations during 2011, and further asked them to compare traditional,
waterfall based projects with their Agile initiatives.
27% of survey respondents indicated that more than 80% of their Agile
projects were successful, an impressive number in itself, and more than
twice the 13% of respondents who indicated that more than 80% of their
traditionally managed projects were successful. Clearly, using the definitions
of success identified by our survey respondents, Agile approaches drive
significantly better results than traditional project execution. The results
were consistent if we broaden the range – 51% of respondents indicated
that 60% or more of their Agile projects had been successful, compared
to 35% for waterfall.

Top Tip
Agile improves project performance.
Even if you are satisfied with your
project success rates, you can
improve overall performance with
Agile techniques. Agile delivers
broad based benefits and allowed
our respondents to improve success
rates by the measures that they
deemed important.

We also found a correlation between success at one type of project and success
at another. At every level of waterfall success we saw a greater likelihood of
success with Agile methods, but we also saw that the chances of overall success
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with Agile increased with the level of traditional project success. In other
words, while Agile made things better, an organization that struggled with
traditional project execution would still have issues.

Top Tip
If you want to improve project
success rates then Agile can deliver
dramatic results. However, for
maximum benefits you need to
implement Agile on top of a project
based culture with a solid
foundation. If you don’t have that
then implement Agile in conjunction
with a comprehensive organizational
overhaul of all elements of project
execution from review and selection
to lessons learned.

FIG 12. WHAT PERCENTAGE OF YOUR PROJECTS ARE SUCCESSFUL?
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19%
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60 – 79

11%
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6%
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29%
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23. How do you perceive your
organization’s experience with agile?
Top Tip

When we asked respondents to qualitatively assess the success of Agile
within their organizations close to 9% didn’t know, perhaps indicating that
there is room for improvement in the communication of Agile experiences.
20% of respondents said that it was too early to tell how successful Agile
was, which is consistent with the relatively recent implementations in many
organizations. However, this does suggest that either interim milestones
have not been established or that progress against those milestones is not
being communicated.

When implementing Agile
approaches make sure that you
have identified interim milestones
that allow you to quickly establish
how successful your Agile
implementations are and then
communicate progress against those
milestones. Select metrics carefully
and measure quantitative (error rates
for example) and qualitative (team
morale for example) against realistic
early adoption expectations.

32% of people said that their Agile projects had been challenged, another
likely scenario with a new implementation, but this was less than the 38%
who indicated that their Agile projects had been successful. Only around
1% indicated that their Agile projects had been failures, figures which are
obviously much stronger than are seen in surveys of traditional project
execution approaches.

Failed

1%

Challenged

32%

Successful

38%

Too early
to tell

Don’t
know

20%

9%
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24. IF YOU ARE INCREASING INVESTMENT
IN AGILE, WHAT IS DRIVING THAT?
We asked survey respondents to identify the drivers for increased investment
in Agile (if their organizations were increasing investment). Almost 90%
of respondents identified drivers for new / increased investment with shorter
timelines being the most popular driver – 51% of respondents cited that
reason and 8% identified shorter timelines as the only reason for investment.
Better products and improved customer satisfaction were each cited as reasons
by 42% of respondents followed by sponsor satisfaction at 34%, employee
morale by 32% and lower costs by 21%. Only 22% of respondents cited a
single driver suggesting that there is broad recognition that a successful Agile
implementation can drive multiple benefits to the organization. However, this
does suggest that there is still a lack of understanding by some organizations
of just what Agile can do for them. The fact that almost 1 in 4 respondents
were focused on a single benefit suggests that their focus is still on a ‘silver
bullet’ solution to a specific issue rather than delivering broad based benefits
across the organization and to customers.
Percent OF ORGANIZATIONS CITING REASON FOR INCREASING INVESTMENT
Shorter timelines

51%

Better products

42%

Improved customer satisfaction

42%

Improved sponsor satisfaction

34%

Improved employee morale

32%

Lower costs

21%

Other

12%

25. IF YOU ARE DECREASING INVESTMENT
IN AGILE, WHAT IS DRIVING THAT?
Whilst the majority of respondents indicated that they were planning to
increase spending on Agile initiatives, there were a number of people who
indicated that investments were being reduced. Additionally, some responses
indicated that organizations were both increasing and decreasing investments,
suggesting that the experiences with Agile were different across different
parts of the organization.
The most common reason given was that higher costs were associated with
Agile projects (29% of those who indicated a decrease and 7% of the total),
followed by longer timelines (21% of those reducing), worse products
(16%) and reduced customer satisfaction and employee morale (14% each).
Interestingly, a smaller number of reasons were given for reducing investment,
with the two largest responses being higher costs as the only reason, and
longer timelines as the only reason.

Top Tip
When investing in Agile ensure
that the impact of the
implementation itself is
understood. Agile can deliver
tremendous benefits, but it
doesn’t happen without cost
during the implementation,
transition and acceptance period.
Rejecting Agile because of
implementation challenges that
should have been expected is a
short sighted approach.
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This speaks to possibly unrealistic expectations in the way that Agile was
implemented. The implementation of any new way of working has the
potential to be disruptive and initially lead to slower and more costly projects
until the new way of working is understood and accepted.
Percent OF ORGANIZATIONS CITING REASON FOR REDUCING INVESTMENT
Higher Costs

7%

Longer Timelines

5%

Reduced customer satisfaction

4%

Reduced employee morale

4%

Reduced sponsor satisfaction

3%

Worse products

4%

Other

8%

26. WHAT ARE THE BIGGEST BENEFITS OF
AGILE IN YOUR ORGANIZATION?
We asked people what they considered to be the benefits of Agile, and saw an
overwhelmingly positive response, with an average of more than three selected
benefits per participant out of the six options. The largest response was an
ability to adapt to change which was identified by 79%. This was followed by
better customer interaction / engagement (62%), improved deliverables (56%),
improved communications (55%) and better visibility into the project (52%).
A relatively small 17% thought that Agile also gave them better or timelier
documentation. Perhaps most tellingly, the largest single response, chosen by
12% of respondents, was all of the criteria, providing a strong indication of
broad benefits from Agile.

Top Tip
Agile can deliver a number of broad
based benefits – don’t get hung
up on shorter and cheaper. With
Sponsors and Customers, be sure
to call out specific gains (against
current benchmarks) with respect
to better customer interaction,
improved deliverables, improved
communications and visibility.

This contrasts somewhat with the reasons for investing / not investing
and suggests that organizations would do well to talk to practitioners about
the front line benefits that are being experienced in order to ensure that
appropriate investment levels and areas are being selected.
FIG 13. Percent OF ORGANIZATIONS STATING THE BENEFIT
Ability to adapt to change
Better / more timely
documentation
Better customer
interaction / engagement
Better visibility into
the project
Improved communications
Improved deliverables
Other
0%

20%

40%

60%

80%
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27. WHAT ARE THE BIGGEST CHALLENGES
OF AGILE IN YOUR ORGANIZATION?
Respondents also recognized that their organizations had experienced
challenges with Agile, and again the average response was to identify more
than three responses each, although from a larger list of ten options.
Encouragingly, no issue seems to be pervasive among the entire group of
respondents, although it is clear that work still needs to be done, another
symptom of the newness of mass acceptance.
The biggest issue for survey participants was a lack of training which was
identified by 58%, closely followed by a rigid culture (53%). These stood
clear as the two biggest issues, with a group of secondary issues – a lack
of stakeholder participation (36%), a lack of management support (34%),
the problem of team members not being assigned full time (33%) and
geographically distributed teams (33%). Less significant issues were a
dependency on non-Agile 3rd parties within the organization (25%), that the
project was too complex for Agile (22%), a dependency on non-Agile 3rd
parties outside of the organization (19%), the domain or environment is too
complex (12%) and regulatory requirements preventing Agile use (12%).

Top Tip
To maximize the chances of success
with Agile in your organization take
the time to ensure that people are
well trained on Agile in general, the
specific approaches and tools that
you are using and the reasoning
behind a shift to Agile techniques.
At the same time make sure that
work is done at the organizational
level to address cultural resistance
and help all stakeholders understand
the benefits. Success in these areas
will create a springboard for the rest
of the work.

While none of these issues should be trivialized, it is perhaps an indication of
increasing Agile acceptance that, outside of the top two issues, the numbers
would likely be very similar for traditional project management approaches.

Fig.
14 OF ORGANIZATIONS
Q26 STATING THE CHALLENGE
FIG 14. Percent
Dependency on non-agile
3rd parties (internal)
Dependency on non-agile
3rd parties (external)
Domain is too complex
for Agile
Geographically
distributed teams
Insufficient training /
education in Agile practices
Lack of management
support
Lack of stakeholder
participation/support
Members of the Agile team
are not assigned full time
Project is too complex
for Agile
Regulatory requirements
are preventing Agile
Rigid culture has made
transition difficult
0%

20%

40%

60%
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28. WHAT ARE THE COMPLEXITIES ON
YOUR AGILE PROJECTS?
We next drilled down a little deeper and asked about the respondents own
projects, looking to understand the complexities that they were dealing with
each day.
Not unexpectedly, the biggest issues were cultural (59%) and organizational
(58%). However, the third biggest complexity that survey participants identified
was technical (40%), which is encouraging as that suggests that the specific
project elements were a bigger challenge than other issues around the process
itself. The other responses were Geographic (38%), team size (30%), regulatory
(19%) and domain or solution related (19%).
This reinforces the ‘Top Tip’ from above – focus on organizational acceptance
and proper training and Agile becomes a lot easier to implement.

Cultural Organizational
59%

58%

Technical Geographic
40%

38%

Top Tip

29. WHAT ARE YOUR ORGANIZATION’S
PLANS FOR AGILE?
We directly asked whether participants’ organizations were going to increase
or reduce Agile. There was a clear message that Agile was expanding in these
organizations with almost three quarters indicating that they were increasing
the use of Agile techniques – 24% significantly and 48% slightly. A further
25% were going to maintain current levels of Agile use and only 3% were
planning to reduce the use of Agile.

Significant
Increase
25%

Slight
Increase
48%

Agile is here to stay, and from the
successes that we saw above it’s
obvious why. If you still see Agile
as a niche solution for use only in
limited scenarios then you are
missing out on opportunities. Almost
three quarters of organizations are
increasing their Agile investment
in order to reap the significant
benefits – if you aren’t one of them
then your competitors likely are!

Stay the
same
25%

Reduce

3%
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30. HOW WILL YOUR ORGANIZATION
EXPAND ITS USE OF AGILE?
We asked respondents to identify how their organization was planning to
expand their Agile use and more than half (53%) identified increased Agile
training as an area of investment, and 11% of respondents said that was the
exclusive area of investment – encouraging numbers given the identification
of training as a major area of concern. 36% said that investments would be
made in adopting tools and 34% are going to expand Agile to additional
projects. 30% of respondents say that their organization is planning to expand
Agile to other areas within their organization and 24% said that they were
planning to explore other Agile approaches.

Top Tip
What is your organization’s rate
of Agile adoption in terms of
training, tools, and application
of approaches? How does it
compare to the metrics below? If
it is not in line with others, why?

Fig.
15 OF ORGANIZATIONS
Q29 STATING THE APPROACH
FIG 15. Percent
60%

50%

40%

30%

20%

10%

0%
Adopting
Agile tools

Expanding Agile
to other areas of
the organization

Expanding Agile
to other types of
projects

Increased
Agile training

Piloting
other Agile
approaches
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31. What does your organization need
to do to improve its agile project
performance?
Our final question that participants were asked was to share their personal
views on what their organizations needed to do to improve the quality of Agile
projects. Of course with an unstructured question format there was a wide
range of responses, but there were still noticeable themes that emerged.
Continuing from previous questions, training / education / knowledge was
mentioned by 31% of respondents and 15% identified an element of
management (improved support, focus, etc). Culture and a need for more
experience were also mentioned, as well as the need to ensure that Agile is
introduced in an appropriate environment. More than one respondent
mentioned that Agile had been introduced as a “silver bullet” or as the solution
to a mission critical initiative without any background in the approach.

Top Tip
Agile approaches are well
designed, evolved approaches to
project execution that are intended
to enhance project success rates.
In the right environment they
achieve those goals, but they need
to be supported and developed –
they can’t be inserted into a
vacuum with the expectation of
immediate results.

In addition to the identification of management, a larger number, 17%,
suggested that changes needed to occur within their teams. The changes
identified were varied, but it was clear that there was a recognition that both
management and team change was needed in order for Agile to be successful.
Other common themes were consistent with other areas of the survey –
process (8%) and culture (6%).
Gratifyingly, only around 3% of people were unsure of what was needed to
improve Agile.

Training / Education / Knowledge
31%

Change within the team

Process

Culture

17%

8%

6%
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SURVEY ANALYSIS AND
RECOMMENDATIONS

Just because it’s
broken, doesn’t
mean Agile will
fix it!
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SURVEY ANALYSIS AND RECOMMENDATIONS

The section above provides an overview of the
responses received to each of the questions,
but it also identifies some trends and themes.
In this section we want to explore the major
themes in more detail and make some specific
recommendations that we believe will assist
organizations in successfully growing and
maturing Agile in their organizations. We also
hope that this can serve as a ‘roadmap to
maturity’ for organizations that have not yet
committed to Agile within their suite of project
execution approaches.
In addition to the data analysis that is
identified in this section the valuable
contributions of a number of Agile
experts have been included to
supplement the data and assist with
the recommendations.
The following themes are explored
in more depth in this section:
• A broken waterfall based project
execution approach is not
sufficient reason to commit
to Agile
• Organizations need to be
clear about what Agile can
achieve for them so that
results do not fall short of
unreasonable expectations

• An Agile implementation won’t
succeed unless it is well planned
and well implemented
• Agile will remain a niche approach
without organizational support
and process infrastructure
• To support sustainable growth and
evolution, Agile approaches need
to be chosen based on suitability
not popularity
• Ultimately Agile must support the
business, and that connection
needs to be constantly maintained
and improved
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JUST BECAUSE IT’S BROKEN, DOESN’T
MEAN AGILE WILL FIX IT!
Dr. Israel Gat, Cutter Consortium
Fellow and Director of their Agile
Product & Project Management
practice, described two types of
Agile deployments, a structured
conversion and “Software 911”, a
situation where an organization was
experiencing frequent failures in its
software development projects.
They found themselves being reactive
and looked to Agile to provide a
major improvement in a short while.
Dr. Gat said that most of these
organizations reverted back to
traditional project execution
approaches after they had solved
their immediate challenges.
In our survey results we saw that
the organizations that struggled the
most with traditional projects, also
struggled with Agile – 36% of
the respondents with the lowest
traditional success rates (below 20%)
also had the lowest Agile success
rates, and 49% of that category had
less than 40% of their Agile projects
succeed. By contrast, organizations
with the highest traditional success
rates also had the most successful
Agile projects – 71% of the

<20%

companies in the 80%+ category
for traditional were in the 80%+
category for Agile.
Taking this one step further, one
third of the small minority of
respondents who said that their
organizations were going to reduce
Agile investment were in the less
than 20% successful traditional
and less than 20% successful Agile
grouping. These organizations cannot
expect to be any more successful
going forward!

Top Tip
If projects are failing regardless
of the approach that is being
used then there is a fundamental
issue that needs to be resolved.
Analyse, understand and address
the underlying problems before
attempting to implement a
new approach.

Organizations need to separate their
organizational environment from
the project execution methodologies
that they are using. No approach will
be able to evolve and mature to drive
business benefits if the foundations
are not in place. We can only
speculate as to the causes of failure
in the specific examples in the
survey, but an organization that
is experiencing significant failure
rates needs to complete a root cause
analysis on what is going wrong
before jumping to the conclusion
that the issue is process related and
expecting Agile to change things.

success rates
on Agile and
traditional projects.

33%
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Continued failure on the majority of
projects suggests that one or more
of the following problems exists:
• A lack of commitment to project
execution – if a project based
culture doesn’t exist then the best
process will fail. Agile cannot
overcome a mentality that
resource assignments to projects
aren’t important, that delivery
dates are optional, etc
• Flawed project selection and
approval processes – if projects
are approved based on unrealistic
expectations of what can be
achieved, or if the approved
projects are incapable of achieving
the greater organizational goals
then even a perfectly successful
execution will not deliver the
expected benefits
• Flawed planning processes – while
we may think of planning as an
activity that is associated with a
particular project methodology, if

there is a lack of fundamental
skills in being able to assess the
work to be performed then the
basic building blocks of planning
are missing and regardless of how
they are structured, the results
won’t meet expectations.
These are fundamental issues that
must be addressed before any kind
of improvements can be seen. We
recommend that an organization
completes a detailed analysis of why
projects are failing, and involve all
stakeholders in that analysis – from
sponsor to customer and including
project managers and team members.
We further recommend that
organizations implement process
improvement (whether Agile
or traditional) as part of a larger
initiative to address all of the
identified flaws in project execution.
It is likely that a number of cultural /
organizational changes will need
to be made as prerequisites to an
Agile implementation.
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FAILURE TO ACHIEVE UNREALISTIC
EXPECTATIONS IS NOT THE FAULT OF AGILE
Our survey identified some
interesting statistics among those
who said that they were reducing
the number of Agile projects in
their organization. Although only
around a quarter of the respondents
said that they were reducing the level
of investment the reasons revealed
by an analysis of that group was
enlightening. 55% of them said
that they had been managing Agile
projects on an ad hoc basis for less
than 3 years, and 25% for less than
12 months. The numbers are even
more startling if we look at formal
approaches to Agile – 55% of those
who were reducing the investment
had been following formal Agile
processes for less than 12 months,
or had never implemented a formal
approach. That number increased to
80% in the less than 3 year category.
When we looked at why these
organizations were turning their
backs on Agile, the categories that
we might expect to see were not
that prevalent. Reduced customer
satisfaction, worse products and
longer timelines were in the minority
– one or more of those three
categories combined were cited
by only 40% of the participants

<3
80%

YEARS

using formal
Agile processes.

whose organizations were reducing
Agile after less than 12 months
of formal use. The others cited
increased costs, decreased sponsor
satisfaction, worsened employee
morale and other reasons ranging
from a lack of funding to a desire
for greater control.
This causes us to question whether
organizations always have the right
expectations from Agile, especially
where Agile is implemented as
a short term fix to an existing
problem rather than as a planned
and structured deployment with
expected long term benefits.

Top Tip
Organizations can be very quick to
cancel Agile implementations if they
don’t see immediate results, rather
than cancel an initiative within just
a few months, spend time and effort
up front ensuring that the goals are
realistic and acceptable. Engage
Agile experts who can help with
this analysis, don’t use guesses or
what has to happen to save the
project portfolio!

Some of the comments from
survey participants suggest that
organizations don’t have realistic
expectations – “Agile has become a
“catch-all” term to mean “faster” or
more “adaptable.” It’s become so
overused that people have lost touch
with what it’s really all about, and it’s
become little more than a buzzword”,
“success doesn’t come from day 1
in Agile projects; similar to the way
waterfall model took some time to
prove itself as robust, Agile too will
take some time to succeed and get
better over time” and “need to define
and follow Agile metrics”.

<1

YEAR

using formal
Agile processes.

55%
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An organization can prepare itself for
a move to Agile, and it can execute
an Agile deployment effectively, but
if there are unrealistic expectations
for success, or a lack of formal goals,
then the deployment will likely not
be considered a success.
“In mainstream Agile methods,
everyone focuses on what they find
interesting,” says Scott Ambler,
chief methodologist for Agile and
Lean with IBM Rational. “Scrum
focuses on project leadership and
requirements management; Extreme
Programming focuses on technical
practices; Agile modeling focuses
on modeling and documentation;
and Agile data focuses on database
techniques. Those are all good
things and important pieces of the
puzzle, but none of them address
the full puzzle, which how do we
deliver a working solution following
Agile techniques? How do we
become more lean and Agile at
the enterprise level?”
No project should be entered into
without some expectations about
what the project will achieve, but
those expectations have to be
realistic. With Agile, the changes are
so fundamental that organizations
frequently have a tough time
determining what is realistic and as a
result may abandon a perfectly good
implementation because of a failure
to achieve the impossible.

of realistic goals as well as the
development of the implementation
plan and the measures of success and
subsequent adjustments. Not only
can Agile experts assist with more
realistic goals and objectives, they are
also the ones who can best improve
the situations when reality falls short.
When we spoke with Agile experts
for this survey we found that the
metrics that organizations tracked
varied considerably. Some described
scenarios where traditional project
metrics continued to be used in
software development – number of
defects, time to market, number and
length of integration / regression
cycles, etc. Others stated that
organizations were not even
attempting to measure Agile success
yet, the changes were so fundamental
and so hard to connect to the
bottom line that the organization
simply wasn’t ready to measure.

Top Tip
Silver bullets only work in movies.
Success in Agile implementations
depends on realistic expectations,
accurately measured. Go into an
implementation understanding
that the benefits will take time to
materialize and an expectation
that refinements will need to be
made along the way.

Top Tip
Agile is about driving people to
deliver value – it’s a people first
approach not a data point or
metric driven approach to project
execution. Make sure that your
implementation is ‘people first’,
not ‘measurement first’.

While our recommendation here is to
ensure that metrics are realistic, and
to utilize experts to help to determine
what is realistic, we also note the
comments of Robert ‘Bob’ Galen,
President and Principal Consultant
of RGCG, L.L.C., Agile author and
follower since the late 90s –
“traditional metrics are too ROI
based”, he suggests that if metrics
don’t shift then Agile behavior is
affected, being compromised in favor
of attempting to achieve metrics.

We strongly recommend the use of
Agile experts to assist with the setting
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AGILE DOESN’T HAPPEN OVERNIGHT, OR ON
ITS OWN
“Agile poorly done can be slower than
waterfall” says Bob Galen. Brian
Bozzuto, one of the founders of the
PMI’s Agile Virtual Community of
Practice, describes Agile as “the shiny
new object” that organizations feel
compelled to invest in. He warns that
this is a dangerous approach without
commitment – it will lack impetus,
but still drive urgency.
Agile is seen as a way to reduce
project duration, and implemented
well it can do just that – as we saw,
more than 50% of organizations
cited shorter timelines as one of
the reasons for investing in Agile.
However, the implementation of
Agile still needs to be well planned,
well executed, monitored and
adjusted, etc. Above all, there needs
to be sufficient time and effort put
into the actual Agile rollout within
an organization.
A number of survey responses and
interview subjects referred to Agile
as a ‘silver bullet’ that would solve
immediate problems for the
organization and help them to
recover from repeated late delivery,
budget overruns, and incomplete
and low quality products. Whether

these are Dr. Gat’s “Software
911” situations, or whether the
organization intends to stick
with Agile style project execution,
the consistent story is one of
rapid movement from the decision
to use Agile to the execution of
Agile projects.
Throughout the survey we can see
the implications of this – 54% of
participants have rejected at least one
Agile approach, 58% of people said
that there was insufficient training or
education on Agile and 53% said that
the culture of their organization
made Agile challenging. While these
challenges did not destroy most
organizations’ commitment to Agile,
they clearly reduced the effectiveness
of projects.
Dave Prior has a great perspective
on this. In addition to being a
well-known thought leader on Scrum,
he is heavily involved in traditional
project management and sees both
sides of the equation. He says that
with Agile “so much is stripped out
the problems are very obvious – it
needs time and effort, it doesn’t
come easy”.

Top Tip
Have a solid business case for
investing in Agile. You may feel
compelled to switch to Agile to
keep up with your competition,
but you still need to have a well
defines set of goals and objectives
and a plan to achieve them.

Top Tip
Before implementing Agile,
understand what the implications
are on your organization and plan
to manage that impact proactively.
Failure to do so will not only cause
additional issues it will lead to
Agile being ‘blamed’ for those
issues and will severely damage
the chances for success.

54% 58% 53%
Organizations rejecting at least
one Agile approach

Organizations citing training as
an issue with Agile

Organizations with cultural
issues around Agile
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Prior to implementing Agile we
recommend a thorough analysis of
the impact on an organization, and
the work necessary to manage that
impact. While these impacts are
unique to each organization, there
will be a number of common themes:
• Changes to project managers and
project teams – the processes
involved in Agile projects are very
different to the ones associated
with traditional approaches.
Regardless of which traditional
approach is being left behind and
which Agile approach is being
adopted, there will be dramatic
changes to:
-

Planning of work
Assignment of work
Status tracking and reporting
Work sequencing
Documentation
Issue and risk identification
and management
- Communication

• Changes to stakeholders – the
responsibilities of many
stakeholders are vastly different
in an Agile environment – take
a customer as a prime example.
All stakeholders need to recognize
and accept that a shift to Agile
project execution will create
different and additional work for
them. This in turn may require
changes to the governance
structure of projects, the role

of the PMO, etc. Additionally,
stakeholder expectations will need
to be managed, their interactions
with the project team, levels of
visibility, review and approval
points, etc will all be different
from traditional approaches and
they need to prepare themselves
for the shifts and to recognize
what they are seeing.
• Changes to organizational culture
– Agile is such a fundamentally
different approach that it requires
fundamental change to the
organizational culture. Executives
have to be prepared to give up
some elements of control and
accept that Agile will require a
‘leap of faith’. Dave Prior again –
“Agile needs at least one C-level
who is prepared to give up control”

Top Tip
For Agile to be successful the
organization needs to understand
what it is, what it is designed
to achieve, and perhaps most
importantly, what it is not. Too
many organizations have a lack
of understanding, or significant
misunderstandings of Agile’s
purpose and goals resulting in
perceived failure where actual
success exists.

This is clearly not happening among
all organizations. As one survey
participant said when asked how
their organization could improve the
performance of Agile projects –
“Get a better fix on the meaning
of an Agile project and how this
concept can be used”. That’s a failure
in understanding, and the sentiment
was not unique. Other responses
included “as of now, Agile process is
unknown to most of the developers
who have come from traditional
software development practices”,
“better upper management
information. Too little knowledge
and too many critics holding PMP
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that criticize the process”, and
“awareness of Agile approach at
senior management Level and a
buy in from them, will really drive
things for better and a commitment
to invest in this way of working to
see the benefits “.
Once this analysis has been
completed, an organization will have
a much better understanding of the
impact that a switch to Agile will
have and can make much more
intelligent decisions about the
specific Agile approach that is best
suited to them.
Such a deployment will still need
thorough planning and solid
execution to ensure that all
elements are addressed when
Agile is rolled out:
• Scope – will Agile be piloted first
in a single group or on a small
number of projects, or will it be
deployed more widely
• Tools – what templates, guides,
etc will be provided to assist with
the deployment
• Training – who needs training,
how and when will that training be
delivered, how will the success be
monitored, etc
• Monitoring – Is Agile delivering
the benefits expected
Here too there is clear evidence
of a failure to execute by many
organizations. We have looked at

training already, but the lack of tools
was also identified by a number of
participants as one of the areas
where improvement was needed
“distribute knowledge of Agile tools
across the company” and “we need
to develop processes and provide
tools & training for teams expected
to use Agile”.
Monitoring and continuous
improvement is also identified as an
area where organizations currently
fall short – “by closely applying and
monitoring Agile practices and its
impact on projects, I feel my
organization can improve the
performance of Agile projects”.
Scope becomes a much bigger
challenge because so many
organizations implement Agile in
response to a crisis rather than as
part of a strategy to improve project
execution effectiveness. Our experts
identified a number of such crises.
Brian Bozzuto described a situation
where Agile is implemented in
response to a situation where the
business has “lost control of IT /
development organizations”. He
described situations where companies
go through an annual budget cycle
for a service organization (IT) that
never delivers. Agile is seen as the
solution to break the cycle. Bob
Galen described a specific situation
that he was involved in where a big
bang implementation occurred
because the perception was that “we
can’t get worse than we are now”.
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“There are scaling factors beyond
the size of the team, things like
geographic distribution, domain
complexity, technical complexity,
regulatory compliance, organization
distribution and a few others,”
says Scott Ambler of IBM.
“Different teams will work differently.
They will all still be Agile, yet their
flavors of Agile will be different.
They will follow the same practices,
but tailor them with different
combination of tools. When we
truly extend Agile to the enterprise,
you are going to see much greater
flexibility needed by people who
are promoting the process.”
If Agile is going to have lasting
success within organizations then
it can’t be a knee jerk reaction to a
crisis, but rather needs to be a
well-planned, well-executed project
with defined goals and objectives.
A crisis situation may be the
catalyst, but that can’t result in a

panic implementation. Dr. Israel Gat
goes further, describing an “end
to end Agile” environment where
Agile is used to drive annual
planning activities.
Our recommendation is to establish
SMART (Specific, Measurable,
Attainable, Relevant, Time-bound)
objectives for an Agile deployment
and closely monitor performance
against those objectives. It may
take a while before tangible business
benefits can be measured, but
that doesn’t mean that the success
of an Agile deployment cannot
be measured.

Top Tip
Establish SMART objectives for your
Agile implementation and measure
progress against them. Focus on
the scope of the initiative, the
training and education required by
employees to work with and in an
Agile environment, invest in the
tools that will take a generic model
to a specific instance that works for
your unique situation, and monitor
and adjust everything as necessary.

Further we recommend that at least
one, and preferably multiple senior
executives act as champions for Agile
as active and engaged sponsors who
work to ensure that their colleagues
have an understanding of what Agile
can do for the organization and to
avoid unrealistic expectations.
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GROWTH REQUIRES NURTURING

54% of the survey participants
who said that their Agile projects
were challenged or had failed cited
the organizational culture as one of
the challenges that they faced, 39%
said that a lack of management
support played a part, 38% said
that at least some of the problems
related to the fact that team
members were not assigned to
projects full time, and 27% said
that stakeholders shouldered at
least some of the blame.
All of these factors suggest that there
is a lack of total commitment to
Agile within the organization. Other
identified shortcomings, a lack of
training for example, could be
explained as a lack of understanding
of what is required for success, but
when we start talking about buy
in and commitment then there is a
fundamental issue with acceptance of
Agile within the organization – going
beyond the ‘how’ to questioning the
fundamental implementation itself.
Part of the reason for this might be
explained by comments from some
of our experts. Dave Prior said that
in his experience some organizations
think that “Agile is cool. They think
that it gives them great flexibility,

which it does, but at a heavy cost”.
Brian Bozzuto echoed these
thoughts, identifying that for some
organizations “Agile is the shiny new
object and there is organizational
peer pressure” to implement it.
This ties back to our section above
on how to implement Agile and flags
one of the potential problems –
‘cool’ is temporary. The next ‘shiny
new object’ comes along and focus
shifts away from Agile (or at least
the Agile approach that is being
implemented) before it has a chance
to grow and mature.

Agile success needs executive level
support and championing, and that
needs to remain when times are
tough. Executives are role models
for the organization and if Agile
has a visibly engaged executive
level champion then a very clear
message is sent about the
commitment to Agile. In the same
way, if the champion disappears or
questions the benefits then the
sentiment will switch against Agile
almost immediately.

Bob Galen identifies another
challenge for senior management
with Agile – “The advantage of
waterfall for executives is that they
don’t have to be engaged. The
payment for Agile is to be engaged”.
Not only is this more work for
executives, it’s a personal culture shift
for them, and counterintuitive for
them to the notion that Agile is a
streamlined approach.
Comments from survey participants
strongly reinforce the fact that
Agile is frequently not embraced by
organizational leadership. When
asked what needed to be done to

54% 39%
Cultural challenges

Top Tip

Lack of management support

38%

Part time team members
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improve Agile in their organizations
management and executives were
identified time and time again – “lack
of Management commitment to
understanding what it means to be
Agile”, “management focus and
commitment to the Agile processes,
get these middle layers out of the
way... they are so busy telling
everyone what is wrong with Agile
rather than working to ensure its
overall success in the org”, “take
Agile principles on board across the
organization, and try and overcome
the resistance” and “especially
managers, they need to have Agile
mindset and this will not be acquired
by only doing formal training, but
understanding deeply the customer
perceived value of Agile practices,
otherwise, there is no buy-in”.
The history of Agile is one of a
niche approach to a limited type of
project, and as such it was easy for
people to ignore it if they did not
have responsibility for projects that
fitted that niche. Things have now
changed, and Agile is a legitimate
approach to many different projects
– nearly 30 industries in our survey,
and 12% of respondents said that
Agile had been deployed company
wide. Organizations need to
recognize that, and senior managers
need to put their preconceptions
to one side and help to create an
environment where Agile is
encouraged and nurtured.

To be successful this requires:
• Organizational acceptance – Agile
demands that organizations
change the way that they think
about projects – it’s not an
approach to project management,
it’s an approach to project
execution from concept and
business case through deployment
and benefits realization.
• Communication – full
organizational acceptance cannot
happen without understanding,
and that requires communication
of what Agile is, why it’s
important, and how it impacts
and changes projects
• Senior management acceptance
– not just to the concept of Agile
projects, but to the role that they
have to play in those projects. As
Bob Galen points out, executives
cannot be disengaged from
Agile projects
• Consistency – there will always
be occasions when Agile is looked
at as a ‘salvation’ approach when
nothing else is working, but to be
a sustainable and scalable solution
it requires an organizational
framework of repeatability in the
form of:
-

Documented process
Tools and templates
Education and training
Audit and control
Progressive continuous
improvement
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We recommend that organizations
put together a roadmap for an Agile
implementation that establishes
targets and goals for projects,
departments, and the organization
as a whole. Implementation of Agile
approaches needs to be monitored
against these targets and adjustments
made through a process of learning
and improving.

We recognize that Agile will
sometimes be introduced in less than
ideal situations, but our survey makes
it clear that this is not the norm,
and regardless of how difficult the
birth is, the formative years can be
made as painless as possible through
a structured development plan.

SUCCESS EQUALS

Top Tip
Treat Agile implementation for
what it is – a significant change
initiative with expected benefits.
Develop a realistic roadmap that
defines what should be achieved
by when. Monitor progress against
the objectives making adjustments
where necessary. Begin an
Agile implementation with an
understanding that there will be
a period of transition and growth
before the methods are fully
embedded and optimized to deliver
the best possible outcomes.

ORGANIZATIONAL

ACCEPTANCE
+

COMMUNICATION

+

SENIOR MANAGEMENT

ACCEPTANCE
x

CONSISTENCY
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SELECTION OF APPROPRIATE APPROACHES,
NOT POPULAR APPROACHES
We have already discussed that more
than half of respondents worked for
organizations that had tried and
rejected Agile approaches previously,
and of this group virtually all of the
main Agile approaches was included.
When we asked how an organization
determined which approach would
be used on any given project the top
3 answers, together representing 25%
of survey respondents were team
experience, sponsor’s choice and
department experience. Only when
we got down to the fourth answer
(timeframe and scope combined) did
the specific business needs of the
project begin to factor in.
When we spoke with our experts,
Scrum and Kanban were the
approaches that came up over and
over as the processes of choice for
the organizations that they worked
with, although Lean and XP were
also mentioned. In our survey the
results were similar, with Scrum far
ahead, although Lean was tied with

Kanban for second place and Feature
Driven Development edged out
XP for fourth.
It won’t come as a surprise to anyone
that Scrum is number one, and more
than one of our experts commented
that Scrum and Agile were used
almost interchangeably by many
when talking about Agile project
execution. However, our experts
suggested that Scrum is not
automatically the best choice for
organizations, but rather it’s the
automatic choice because it’s the
most popular.

Top Tip
Scrum is number one for a reason,
but it’s not the only choice. Take
time to research all options for an
Agile implementation and consider
the ability of each method to meet
your organization’s needs as well as
the impact that an implementation
will have.

More than one of our experts
commented that Scrum was not
the right choice for many
organizations because of the amount
of disruption that it creates. When
we look at the survey results this
message of disruption is clear – if
we look at the analyses above they
tell a story of disruption and a trend
of not being able to manage that
disruption effectively.

The top three drivers for selection of the Agile approach to
be used (team experience, sponsor’s choice, department
experience) are environmental, not needs driven.
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The experts identified this as one of
the reasons why Kanban is growing
in popularity – it doesn’t require
major reinvention of an
organization’s processes – it’s ‘Agile
for traditionalists’ if you will. Brian
Bozzuto commented that Kanban
was particularly gaining traction at
the portfolio and program level
because it allows an organization to
“improve process when you can’t
force a sprint”. Bob Galen puts it
slightly differently, but shares the
sentiment, “Kanban focuses people
on delivery, not on a time box” he
says, although he also acknowledges
that Kanban can be “tough to plan”.
Our survey also revealed that nearly
half of the organizations are using
more than one approach within their
organizations. This has the potential
to create even more confusion as
practitioners may be using different
approaches on different initiatives,
and some of the methods are very
different in their approach. However,
the evolution and maturing of Agile
processes will inevitably lead to the
adoption of more than one approach
as organizations look to adopt the
specific processes, techniques, etc
that work for them. A small minority
of survey respondents identified that
their organizations were already
starting to develop their own in
house approach.

We recommend that organizations
consider all Agile approaches before
deciding on what to implement.
While the tendency to resort to the
most popular (and most well
documented) is obvious, especially
when Agile is being implemented in
one of Dr. Gat’s “Software 911”
situations, the implications of a
bad choice can be far reaching and
long lasting.

Top Tip
Don’t look for a ‘one size fits all’
solution. Be prepared to look at
different Agile methods for different
situations, and expect to evolve
and customize your Agile approach
as your experience increases and
competence improves.

Decisions should only be taken after
objectively considering:
• Cultural readiness – how
prepared is the organization to
change the way that projects
are managed – if they are open
to revolutionary approaches
then there will be more options
than if the organization is
conservative and can only adopt
evolutionary approaches
• Organizational readiness – is the
organization prepared to commit
significant amounts of time and
money into training, coaching,
monitoring and control, change
management, etc? Is it prepared
to invest in external experts and
create new roles for internal
experts? If so then there are
more options
• Environmental readiness – the
competitive environment that
the company operates in, the
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regulatory framework that it
complies with, the customers
that it relies on, etc will all have
influence on the appropriate Agile
methods for the organization
• Ability of tools to meet
organizational goals – which
Agile approach, or combination
of approaches is most suited
to supporting the organization
achieve the objectives of the
implementation in the short,
medium and long term?

Is your

CULTURE

ready?

We also recommend that any Agile
implementation is reviewed on
a regular basis to see whether the
Agile approach needs to change
and evolve to meet the changing
demands and capabilities of the
organization. This is more than an
end of iteration retrospective or
project post mortem and more of
an organizational level review.

Is your

ORGANIZATION

ready?

Is your

ENVIRONMENT

ready?

Are your

TOOLS

ready?
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AGILE MUST ALWAYS BE DRIVEN BY
BUSINESS GOALS
Roman Pichler, an Agile product
management expert and author
describes some of the drivers for his
clients to invest in Agile. He says that
for them it is “less about the new ‘toy’
and more about avoiding competitive
disadvantage”. He says that the pace
of change, especially in online and
mobile environments is driving
organizations to become more
agile (small a) and that traditional
approaches to project management
are too slow, even if they are
ultimately successful.
This is a very positive perspective –
it’s a direct connection between Agile
and business needs, and yet
it is clear that this is not a universally
held position. Many of our experts
suggested that there was still
resistance to Agile within
management layers of the
organizations that they work with, but
they also made distinctions between
C-level / executive layers and middle
management. James ‘Jim’ Shore, one
of the first ten signers of the Agile
manifesto and inaugural recipient of
the Gordon Pask award for Agile
practice says “there is still some
resistance, but often in the trenches
and middle management – people
who don’t initiate”. Bob Galen agrees
– “middle management (1st level, 2nd
level, directors) struggles with letting
go, with the shift to coaching from
command and control, and that
includes PMs”. However Bob also

notes that “Agile is perceived as a
silver bullet by 70 – 80% of C-level,
they focus on speed and see no need
to transform the org.”. Other experts
mentioned the challenge of accepting
an approach that was not initiated
from the top down, and of course
politics, loss of control and resistance
to change were common themes.
We have already seen in the survey
results that senior management and
cultural challenges are still very real
issues for many of our participants’
organizations. History again plays
a part here, Bob Galen noted that
Agile started as a grass roots play, not
a leadership driven initiative. He
points out that in the early days XP
marginalized PMs and testers, and
Agile still has the potential to
marginalize non-core functions.
Roman Pichler goes further – “there
is still a misconception that it is an IT
tool, people don’t see the connection
to the business”.

Top Tip
Even if your traditional project
management methodologies are
tremendously successful you
should be considering an Agile
implementation to avoid falling
behind competitors who have
embraced Agile and can now
deliver more quickly and with
better customer facing quality.

We strongly believe that Agile’s
ultimate success has to come from
its ability to help deliver the business
objectives, and so the misconception
of it being an IT only tool needs to
be eliminated. We recognize that it is
difficult to tie Agile to traditional
business metrics, especially early on in
an implementation cycle, but the
benefits can still be identified and
tracked. Dr. Israel Gat described three
distinct phases:
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• Year 1 would demonstrate
qualitative improvements – team
morale as an example
• Year 2 would start to introduce
objective measures – time to
market being an early indicator
• Year 3 would start to deliver
business results of two to four
times industry norms and time
to market two and a half times
faster than previously
These are dramatic numbers and
demonstrate what can be achieved
by a committed investment.
Unfortunately, as we saw above, when
organizations decide to abandon or
reduce their investment to Agile the
decision is taken before year three.
Our experts recognized that often
the metrics had to change from
traditional project management
approaches. Brian Bozzuto noted that
“many organizations cannot directly
measure value because the primary
metrics of business success are hard
to isolate” – i.e. how do you connect
the driver with the result in such a
complex ecosystem.
However, the majority of our experts
also noted that the metrics that can
be measured can still be tied back to

QUALITATIVE
YEAR 1

an organization’s key performance
indicators (KPIs). Roman Pichler
noted that time to market and
quality are only part of the story,
that those measures are not focused
on effectiveness and that Agile also
makes organizations better at
innovation – making them more
successful, more quickly. This in turn
will drive greater bottom line success
for the business. Brian Bozzuto
identified another area of dramatic
improvement, pointing to bug
reductions and sharing an example
where there was an order of
magnitude drop in bugs discovered
in staging / production.
We believe that any investment that
an organization makes has to be
capable of delivering measurable
benefit for the organization and that
Agile implementations need to be tied
to business goals. We recommend:
• Recognizing at the time of the
investment into Agile that the
payback period may be three
years or more and that investment
needs to continue throughout that
period for benefits to be realized

Top Tip
Expect to see benefits from an Agile
implementation in a short period
of time, but look for qualitative
measures before quantitative and
recognize that three years to see
business results is not unreasonable.
Additionally, recognize that new
ways of working frequently require
new ways of measuring – the
business benefits of reduced
customer bug exposure are obvious,
but not automatically quantifiable!

Top Tip
For success and acceptance Agile
needs to help an organization
to achieve its overall business
objectives. Agile implementations
need to be able to demonstrate
contributions to these areas, even
if the connections are indirect.

• Identifying and monitoring
qualitative goals and recognizing
the importance of them. Increased

QUANTITATIVE
YEAR 2

BUSINESS RESULTS
YEAR 3
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team morale may not deliver a
measurable increase in profitability,
but it does have a positive impact
• Establishing objective measures
over time that can demonstrate
Agile effectiveness even if they are
not directly connected to a dollar
or percentage contribution to
organizational KPIs – time to
market is important, but so are bug
reductions at different points in
the process, time spent in testing,
customer satisfaction, etc
• Using feedback loops to monitor
objectives, especially qualitative
ones, and listening to the feedback
• Adjusting goals and objectives to
ensure that they are realistic as
actual performance is received and
measured, and adjusting the Agile
implementation to ensure that it
remains focused on achieving
business goals

For all of the success that Agile is
seeing, there is still a disconnect in
many organizations between
success and acceptance. Even
among the survey respondents
who said that their organizations
had been successful with Agile,
47% said that there were cultural
issues, 29% said that there was a
lack of management support and
the same number cited
a lack of stakeholder engagement
and support.
For Agile to be as successful as it
can be, we believe that organizations
need to not only accept it as an
organizationally driven tool rather
than an IT driven tool, but they
also have to provide it with the
same kind of infrastructure that
any other ‘top down’ initiative
has – an executive champion with
accountability for success.

Business driven,
not IT driven.
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THE FUTURE OF AGILE

Throughout this survey we have
focused on how organizations have
progressed with Agile, seeing whether
success has occurred, and if so
how. We have been looking at the
approaches that have been used and
considering some of the challenges
that have been experienced along the
way. We also asked about plans to
invest in Agile going forward, and
our analysis has looked to provide
recommendations for organizations
to maximize the return on those
investments, regardless of previous
Agile experiences.
But what about the Agile processes
themselves, do they need to evolve
in order to meet the demands of
organizations? If so, how does that
evolution occur, what might Agile
look like in the next few years? We
asked our experts these questions,
and present their thoughts in this
final section.
The first area that they felt required
development was the alignment of
Agile with the business. As Jim Shore
notes “Agile needs the incorporation
of business expertise. There hasn’t
been a body of practice developed
around product or customer
engagement for example”. This

concept is really an extension of
driving Agile to achieve business
goals and seems to be a logical step
– once we have aligned Agile with the
business objectives then we start to
incorporate it into existing business
approaches until it becomes an
extension of organizational practices.
Next, our experts believed that new
trends would continue to move
the concept of Agile forward. In
particular Eric Ries’ Lean Startup
concept¹ was seen as a significant
step forward. Brian Bozzuto
described it as offering “validated
learning with actionable measures
that drive value”. Jim Shore agreed
saying that Lean Startup was “at
the forefront of improvements”.

Top Tip
Agile approaches need to evolve
and mature themselves to avoid
being replaced by the next ‘cool’
thing. They need to ensure that
they align with business needs,
that they are flexible enough
to allow for adaptation during
implementation and flexible
enough to work together as part of
a suite or hybrid implementation.

A number of experts also saw
consolidation ahead for Agile.
In particular, Scrum and Kanban
were seen as approaches that
might be combined into a hybrid
solution, if only because
organizations are looking to
create a hybrid solution themselves
from those two approaches.
There was also a view among our
experts that the processes themselves
did not necessarily have to change,
but rather that the perception of the

AGILE NEEDS TO ALIGN WITH THE BUSINESS.
¹ http://theleanstartup.com and The Lean Startup: How Today’s Entrepreneurs Use Continuous Innovation to
Create Radically Successful Businesses by Eric Ries, published by Crown Business. ISBN 978-0-307-88789-4

AGILE MATURITY REPORT:
Benchmarks and Guidelines to
Improve Your Effectiveness

44

processes needed to evolve among
practitioners – particularly experts in
the field. Bob Galen states that Agile
can be “too pure, we need to be
prepared to compromise in order
to grow”. Dave Prior agrees “smart
people are committed, but too many
are Agile purists”. Roman Pichler
took that one step further with a
focus on “application of the process”.
He says that “the models that we
have are good, but they simplify
reality. Clients struggle to understand
how tools can help and they are
often sold as silver bullet solutions”.
Roman describes an approach that
“tailors the approach to the domain”
– recognizing that healthcare is a
very different environment to online
and so the Agile approach needs
to be adapted and applied differently
as well.
Our experts also issued a warning,
Bob Galen perhaps put it best “Agile
used to be dynamic, now people
are getting bored; they’re losing
their drive for CI (Continuous
Improvement) and flattening
performance. Agile’s better than
waterfall, but not improving further”.
This isn’t a reflection on the
process, but does suggest that
the negative elements of a well-

established approach are starting to
appear, and that is clearly a dangerous
trend that undermines the potential
that Agile promises.
We see a very positive future for Agile
as long as the thought leaders that
drive the concepts; the organizations
that invest in the implementations;
and the experts who execute on those
applications remain focused on
solutions that:

Top Tip
Agile must be a supporting tool for
the business, it must be scalable
to meet changing and growing
business demands and it must
constantly strive to be better –
both as pure methods and in the
way that those methods are
applied within organizations.

• Support the needs of the business
• Evolve and grow with the
organization’s capability, capacity
and needs
• Constantly seek for better
performance and never ‘settle’
At the same time we acknowledge
that without commitment, support
and well-managed execution, Agile
will be incapable of delivering on its
promise. Our survey makes it clear
that success or failure depends less on
the concept than it does on selecting
the appropriate approach, preparing
the organization for change, planning
and executing a well-managed,
well supported implementation and
developing and maintaining an
appropriate support infrastructure
with realistic expectations of results.
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