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Abstract  
Agile methods have been proven successful for handling the increased needs for embracing 
change and reducing time-to-market in order for companies to stay competitive. But, the use of 
an agile approach might also result in new challenges and problems when the new approach is 
implemented. A common challenge to handle is that the traditional project roles and 
responsibilities change. One of the project roles which change and who’s responsibilities 
becomes unclear when adopting agile is the project manager. Extensive research has been 
conducted on using an agile approach but a topic that lacks research is how the project manager 
fits into an agile environment and it can hence be argued that there is a need for more research 
that focus on the project manager role when using an agile approach.  

This thesis work studies the project manager role in an agile environment and has the purpose 
to clarify the role of the project manager when using an agile approach. The main research 
questions for the thesis work are:  

How does the role of the project manager change when a project adopts agile methods? and 
How can the project manager contribute to a successful use of an agile approach?  

The research questions have been answered by combining a literature review and a case study 
consisting of interviews, observations and a workshop. The case study has been conducted at a 
project office at the truck, buss and engine developer and manufacturer Scania CV in Södertälje. 
The study focuses on the project managers at the specific project office and the operations 
development projects these project managers manage.  

The study has identified changes occurring to the traditional project manager when an agile 
approach is adopted. The study has also identified responsibilities of an agile project manager. 
Further the study identifies critical aspects, problems or challenges and success factors of using 
an agile approach. Lastly, the study relates the critical aspects identified to the project manager 
and from these results suggests how the project manager can contribute to a successful use of 
an agile approach.  

The general conclusions that can be drawn from this study are that several benefits have been 
obtained by using an agile approach, but many problems have also arisen. Further that the role 
of the project manager has changed and that it remains to some extent unclear. The project 
manager was considered related to some of the challenges or problems reported and the 
conclusion is hence drawn that the project manager can contribute to a successful use of an 
agile approach by resolving these problems or challenges. Lastly can the conclusion be drawn 
that that there is a need for studying more projects, preferably at more departments, to be able 
to draw more reliable conclusions and to get a better understanding of the current situation at 
company.  



 

  

  



 

Sammanfattning  
De agila metoderna har visat sig framgångsrika för att hantera de ökande behoven av att hantera 
förändring och reducera time-to-market som krävs för att företag ska fortsätta vara 
konkurrenskraftiga. Men, att använda ett agilt arbetssätt kan också resultera i nya utmaningar 
och problem då det nya arbetssättet införs. En vanlig utmaning att hantera är att de traditionella 
projektrollerna och ansvarsområdena ändras. En av de traditionella projektrollerna som ändras 
och vars ansvarsområden som blir otydliga då ett agilt arbetssätt är projektledarens roll. Mycket 
forskning har gjorts på användandet av ett agilt arbetssätt men ett område som saknar forskning 
är hur projektledaren passar in i en agil miljö och det kan där med anses finnas ett behov av 
ytterligare forskning som fokuserar på projektledarens roll då ett agilt arbetssätt används. 

Detta examensarbete studerar projektledarens roll i en agil miljö och har syftet att förtydliga 
projektledarens roll då ett agilt arbetssätt används. Examensarbetets huvudsakliga 
frågeställningar är:     

Hur förändras projektledarens roll då ett projekt anammar agila metoder? och Hur kan 
projektledaren bidra till ett framgångsrikt användande av agila metoder?  

Frågeställningarna har besvarats genom att kombinera en litteraturstudie och en fallstudie 
bestående av intervjuer, observationer och en workshop. Fallstudien har genomförts på ett 
projektkontor på lastbils-, buss-, och motortillverkaren Scania CV i Södertälje. Studien 
fokuserar på projektledarna på det specifika projektkontoret och de 
verksamhetsutvecklingsprojekt som de projektledarna leder.  

Studien har identifierat förändringar som den traditionella projektledaren upplever då ett agilt 
arbetssätt införs. Studien identifierar även ansvarsområden för en agil projektledare. Vidare 
identifierar studien kritiska aspekter, problem eller utmaningar och framgångsfaktorer för 
användandet av ett agilt arbetssätt. Slutligen relaterar studien de identifierade kritiska 
aspekterna till projektledaren och föreslår hur projektledaren kan bidra till ett framgångsrikt 
användande av ett agilt arbetssätt.  

De generella slutsatserna som kan dras från denna studie är att flera fördelar har erhållits genom 
att använda ett agilt arbetssätt, men att även flera problem har uppstått. Vidare att 
projektledarrollen har förändrats och att den fortfarande är till viss del otydlig. Projektledaren 
ansågs vara relaterad till några av de utmaningar eller problem som rapporterats och slutsatsen 
kan därmed dras att projektledaren kan bidra till ett framgångsrikt användande av ett agilt 
arbetssätt genom att underlätta de problemen eller utmaningarna. Slutligen kan slutsatsen dras 
att det finns ett behov av att studera fler projekt, gärna på fler avdelningar, för att kunna dra 
säkrare slutsatser och för att få en bättre förståelse av den nuvarande situationen på företaget.  

 
 



 

  

  



 

Acknowledgement  
I would like to thank all employees at the project office at Scania CV where this thesis work 
has been conducted for welcoming me and supporting me during my thesis work. I would like 
to give a special thanks to all participants in the study conducted for taking your time to 
participate and for showing an interest in my thesis work. Lastly, I would like to thank my 
supervisor JanErik Odhe at Karlstad University for the support and guidance.  

  



 

  



 

Content 
1 Introduction ........................................................................................................................ 1 

1.1 Background ................................................................................................................ 1 

1.2 Problem Formulation .................................................................................................. 2 

1.3 Purpose and Aim ........................................................................................................ 3 

1.4 Limitations and Delimitations .................................................................................... 3 

1.5 Report Outline ............................................................................................................ 4 

2 Method ............................................................................................................................... 5 

2.1 Research approach ...................................................................................................... 5 

2.2 Research design .......................................................................................................... 6 

2.3 Research strategy ........................................................................................................ 6 

2.3.1 Pre-Study and Literature Review ....................................................................... 8 

2.3.2 Case Study ........................................................................................................ 11 

2.4 Data Analysis ........................................................................................................... 17 

2.5 Validity and Reliability ............................................................................................ 22 

2.6 Generalisability ........................................................................................................ 23 

2.7 Ethics ........................................................................................................................ 23 

3 Literature Review ............................................................................................................. 24 

3.1 Introduction to Agile ................................................................................................ 24 

3.1.1 The agile manifesto .......................................................................................... 24 

3.1.2 General aspects of agile methods ..................................................................... 25 

3.1.3 Scrum ............................................................................................................... 27 

3.2 RQ1 – The role of the agile project manager ........................................................... 29 

3.3 RQ2 – Critical aspects .............................................................................................. 32 

4 Case Study ........................................................................................................................ 46 

4.1 Introduction to company .......................................................................................... 46 

4.2 Projects studied ........................................................................................................ 46 

4.3 Observations ............................................................................................................. 48 

4.4 Questionnaire ........................................................................................................... 51 

4.5 Workshop ................................................................................................................. 53 

4.6 Interviews ................................................................................................................. 55 

4.6.1 Part 1 - Changes when adopting agile .............................................................. 56 

4.6.2 Part 2 - Challenges of using an agile approach and possible solutions ............ 58 

4.6.3 Part 3 – The project manager ........................................................................... 68 

4.6.4 Part 4 – Using an agile approach ...................................................................... 71 



 

5 Discussion ........................................................................................................................ 74 

5.1 RQ1 – The role of the project manager .................................................................... 74 

5.1.1 Literature .......................................................................................................... 74 

5.1.2 Questionnaire ................................................................................................... 75 

5.1.3 Workshop ......................................................................................................... 77 

5.1.4 Interviews ......................................................................................................... 78 

5.1.5 Comparison ...................................................................................................... 79 

5.2 RQ2 – Critical aspects .............................................................................................. 83 

5.2.1 Literature .......................................................................................................... 83 

5.2.2 Interviews and observed workshop .................................................................. 89 

5.2.3 Comparison ...................................................................................................... 91 

5.3 RQ3 – How the project manager can contribute ...................................................... 94 

5.3.1 Literature .......................................................................................................... 94 

5.3.2 Interviews ......................................................................................................... 95 

5.3.3 Observations ................................................................................................... 100 

5.3.4 Comparison .................................................................................................... 100 

5.4 Using an agile approach ......................................................................................... 101 

5.4.1 Empirical Data ................................................................................................ 101 

5.5 Improvements ......................................................................................................... 103 

6 Conclusion ...................................................................................................................... 103 

6.1 Part 1 – Role of the project manager ...................................................................... 104 

6.2 Part 2 – Critical aspects .......................................................................................... 105 

6.3 Part 3 – Project manager and critical aspects ......................................................... 106 

6.4 Future Work ........................................................................................................... 107 

7 References ...................................................................................................................... 108 

Appendix A – Questionnaire .................................................................................................. 110 

Appendix B - General Interview Guide ................................................................................. 112 

Appendix C - Results from the Questionnaire ....................................................................... 113 

 



 1 

1 Introduction  
An introduction to the study will be given in this chapter. Firstly, a background for the study 
will be presented followed by the problem formulation and the purpose and aim of the study. 
The limitations and delimitations of the study will be described and lastly an outline of this 
report will be presented.  

 

1.1 Background  
Economic success has traditionally been sought by careful planning and tight control of cost, 
resources, risk and quality (Taylor, 2016). During the last decades the market has changed 
significantly. The competition has become global, business processes have become more 
complex and the opportunities have become dynamic (Ciric, et al., 2018) and time-to-market 
has become one of the most important aspects (Cottmeyer, 2009). In order for companies to 
stay competitive there is hence a need for new project methods that focus on creating customer 
value fast and handling change. The agile methodology has been reported successful for 
handling these aspects (Jovanovic, et al., 2017).  

The agile methods have their origin in software development and have been developed during 
the last decades (Rasnacis & Berzisa, 2017). Many benefits of using an agile approach has been 
reported from companies who have adopted agile where some of the most commonly mentioned 
benefits (Gustavsson, 2016) are:  

• Handling changes  
• Increased customer value during the whole project  
• Motivated project team  
• Even work load  

Although the agile methods have been developed in the software development business it 
doesn’t prevent their use in other business areas according to Gustavsson (2016) which also can 
be seen in the 12th annual state of agile report which reports that more types of projects 
successfully adopts agile (VersionOne, 2018). Several benefits have been reported also for 
using an agile approach in projects outside of the software domain (Gustavsson, 2016).  

Not only benefits have been reported from companies adopting agile, many problems have also 
been reported (Dikert, et al., 2016), (Chow & Cao, 2007), especially during the transition from 
a traditional approach to an agile approach. Common challenges reported in the 12th annual 
state of agile report (VersionOne, 2018) are: 

• Organisational culture at odds with agile values  
• General organisational resistance to change  
• Inadequate management support and sponsorship   

When companies and projects adopt new methods, there will also be a need for a change of 
management that aligns with the new methods. One of the traditional project roles that 
experiences a change when adopting agile is the project manager (Jovanovic, et al., 2017). 
Sutling et al. (2014) and Cottmeyer (2009) states that the project manager strongly affects the 
success of using agile methods and it can hence be argued to be a need for studying how the 
project manager can contribute to a successful use of agile methods.  
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This study will focus on how the role of the traditional project manager role change when 
adopting agile methods and how the project manager can contribute to a successful use of an 
agile approach. A traditional project manager will in this study be defined in a waterfall 
approach context. The study will focus on the project managers at a project office at the 
headquarter of Scania CV in Södertälje. The company is in a transition where parts of the 
organisation have adopted agile while other parts uses a waterfall approach and the project 
managers at the project office where this thesis work has been conducted manage projects 
covering large parts of the organisation and hence handles and coordinates an organisation with 
differing agile journeys.  

Geissbauer et al. (2019) state a need for increased collaboration between companies and 
identifies a trend of more companies adopting agile. Also the 12th annual state of agile report 
(VersionOne, 2018) reports an increased number of companies and businesses adopting agile. 
It can hence be argued that Scania CV needs to find a way to relate to an agile way of working, 
both within the company but also towards other companies in order to stay competitive.  

 

1.2 Problem Formulation   
When a traditional project adopts a more agile approach, the roles in the traditional project team 
will change (Ciric, et al., 2018). One of the traditional roles that often experience a significant 
change of their role is the project manager (Cottmeyer, 2009), whose role is excluded in early 
agile methods, such as Scrum (Taylor, 2016). The research of agile methods is extensive but 
the research focusing on the project manager role in an agile project is inadequate (Taylor, 
2016). There is hence a need for more research on how the project manager role transforms 
when agile methods are implemented (Sheridan, 2009), (Taylor, 2016).  

The project office at Scania CV, where this thesis work has been conducted, is a department 
consisting of project manages that manages operations development projects. Many of the 
projects is conducted in close collaboration with both the IT departments at Scania CV, who 
have adopted and used agile methods for several years, but also with the R&D departments and 
other organisations at the company who generally not have adopted agile methods or is in a 
transition towards a more agile approach. The projects are often very large since they involve 
several different organisations and takes long time to finish, in addition to often having a 
complex nature. One of the most challenging tasks experienced by the project managers 
managing these projects is to coordinate all these different departments and organisations with 
varying way of working and different agile journeys. Since the role of the project manager not 
always is described in the agile methods (Taylor, 2016), the project managers feel unsecure of 
their role in an agile organisation and how they fit in and what their responsibilities are, 
especially when different departments have adopted agile in different ways and in different 
extensions. The uncertainty regarding the agile methods do not only apply to the project 
managers at this specific project office, it also applies to the company in general. Since Scania 
CV is a large company with many employees the views and interpretations of the agile methods 
are many and varying. 
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1.3 Purpose and Aim 
The purpose of this thesis work is to evaluate and clarify the role of the project manager in a 
traditional project that begins to implement agile methods. On a research level this thesis work 
will contribute with further evaluation of the project manager role in an increasingly agile 
environment and an additional industrial case of agile implementation. On a company level this 
thesis work will contribute with an analysis of the current state, identification of current 
problems and finally recommendations of future work.  

The aim of this thesis work is to define and quantify the working assignments and 
responsibilities of the project manager and other project roles. Further to identify critical aspects 
when implementing agile methods in a traditional project. Lastly to relate the project manager 
to the critical aspects to make suggestions of how the project manager could contribute to a 
successful agile implantation.  

The main research questions are:  

How does the role of the project manager change when a project adopts agile methods? and 
How can the project manager contribute to a successful use of an agile approach?  

The main research question has been divided into the following sub-research questions:  

RQ1: How does the role of the project manager change when agile methods are introduced in 
a traditional project?  

RQ2: Which are the critical aspects when agile methods are introduced in a traditional project?  

RQ3: How can the project manager contribute to a successful use of an agile approach?  

Critical aspects have for this study been defined as problems and success factors.   

 

1.4  Limitations and Delimitations  
This thesis work was limited to only focus on the projects at the specific project office at Scania 
CV where the thesis work has been conducted. No comparative analysis with projects in other 
departments or at other companies had been conducted.  

The main delimitation of this thesis work is to focus on the role of the project manager at the 
project office where the thesis work has been conducted. Other roles have been interviewed but 
with the purpose of gathering data regarding the project manager role from several perspectives.  

Many critical aspects of using an agile approach have been identified in this study but since the 
focus lies on the project manager the analysis of the critical aspects has been delimitated to only 
the critical aspects related to the project manager.  

Another delimitation of this thesis work is that it doesn’t question if there should be a project 
manager or if the project manager is needed when using an agile approach, it only investigates 
how the project manager can be a part of using an agile approach and how the project manager 
can contribute to a successful use of an agile approach.  
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1.5 Report Outline  
1. Introduction: the study is introduced by providing a background, problematisation and the 
purpose and aim for the study. The limitations and delimitations for the study is also presented.  

2. Method: presenting and motivating the research approach, design and strategy followed by a 
description of all methods used for data collection.  

3. Literature Review: introduction to agile methods followed by the theoretical data gathered.  

4. Case Study: introduction to the cases studied followed by a presentation of all empirical data 
gathered.  

5. Discussion: analysis, discussion and comparison of all data gathered in order to answer the 
research questions.  

6. Conclusion: presentation of the final conclusions.  
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2 Method  
In this chapter, the chosen research method will be presented. The research approach will first 
be presented followed by the research design. The research strategy will be presented including 
a presentation of each strategy used. The data analysis will also be presented. Lastly, the chapter 
includes a discussion of validity, reliability and generalisability followed by a description of 
how the ethical principles of research have been followed.  

 

2.1 Research approach  
The research approach of a study is often divided into two general approaches, inductive and 
deductive, where the distinction between the two approaches lies in the relation between theory 
and research. In the deductive approach the research is conducted with reference to hypothesis 
or ideas inferred from theory while in the inductive approach the theory is generated from the 
research (Bryman & Bell, 2015). Thus, the deductive approach originates from theory and the 
inductive approach from empiricism (Alvesson & Sköldberg, 2017). For the deductive 
approach, hypothesis from existing theory are formed and tested in the research and the theory 
and deduced hypothesis will guide the empirical data gathering process (Bryman, 2008). For 
the inductive approach instead, the findings in the research is fed back into the theory (Bryman 
& Bell, 2015). Alvesson and Sköldberg (2017) identifies the weakness of the deductive 
approach as not being explanatory and not considering the underlying patterns and tendencies 
of the research area and the weakness of the inductive approach as not considering the 
underlying patterns and tendencies either and only focus on mechanical, outer connections 
found in the research. Due to these weaknesses the Alvesson and Sköldberg (2017) instead 
suggests a hybrid approach using a mix of a deductive and an inductive approach, often called 
an abductive approach, since the authors argue that the abductive approach embraces 
understanding, provides a greater depth of analysis and considers the underlying patterns and 
trends of the research area. In the abductive approach the theory used, and the empirical data 
gathered continuously influence each other throughout the study (Blomkvist & Hallin, 2014).  

The abductive approach of research were chosen for this thesis work since the purpose of the 
thesis is to gather new information from empirical findings and to combine it with existing 
research and the abductive approach was considered best suited for this purpose since the 
abductive approach originates from the empirical findings, as the inductive approach, but at the 
same time embraces the pre-perception, as the deductive approach (Alvesson & Sköldberg, 
2017). Alvesson and Sköldberg (2017) argues that the previous research can be used as 
inspiration for understanding and identifying patterns of the gathered empirical data and during 
the research process the empirical data and theory will be alternated and successively re-
interpreted in the light of each other. One of the purposes of this thesis work is to identify the 
problems arising when the projects at the specific department adopts agile and hence the thesis 
is of an explorative nature and the abductive approach was seen favourable for embracing that 
nature since the gathering of empirical and theoretical data is iterated and influences each other. 
Alvesson and Sköldberg (2017) also argues that the abductive approach, where the research 
perspective is formed by a combination of empirical data and existing theory have the 
possibility of increasing the substantiality of the conclusions of the study.  
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2.2 Research design  
Bryman and Bell (2015) identifies five types of research designs, experimental design, cross-
sectional design, longitudinal design, case design and comparative design. The experiment 
design is described as ruling out alternative explanations by findings deriving from it. The 
cross-sectional design is described as a gathering of data from a large number of cases at a 
single point of time which then is compared to detect patterns. The longitudinal design is 
described as a gathering of data from a sample at, at least, two occasions. The case study design 
is described as a detailed and intense analysis of a small number of cases. The comparative 
design is described as a comparison of two or more cases with the purpose of gaining theoretical 
insights or illuminating existing theory (Bryman & Bell, 2015). 

The research design chosen for this thesis work is a case study. Blomkvist and Hallin (2014) 
argues that a case study is an effective method to gather different perspectives on a complex 
area where answers can be multifaceted which suited the purpose and nature of this thesis work 
well. Gibbert et al. (2008) identifies the case study as the most appropriate method to explore 
variables and relationships between them in early phases of new theories and to embrace real 
situations which will provide a relevant knowledge which also was seen as an advantage for 
this thesis work. According to Blomkvist and Hallin (2014) a case study is well suited for an 
inductive approach since the method gathers detailed empirical data where the complexity of 
the reality is captured and it also allows the research to discover new dimension.  

Case studies are sometimes criticised for lacking validity and reliability because the data is 
collected from only one or a few cases, but Yin (Yin, 2013) argues that the results obtained 
from a case study can have both high validity and reliability if the case is rigorous. Yin (Yin, 
2013) has defined four criterions for a rigorous case study which are internal validity, construct 
validity external validity and reliability. These criteria’s and how they have been considered in 
order to increase the validity and reliability of this case study will be described in section 
Validity and Reliability.  

 

2.3 Research strategy  
The methods used for collecting the data in a study are often divided into two categories, 
quantitative and qualitative. The division between the two methods are is not strict but one 
distinction between the quantitative and qualitative methods is that the quantitative methods 
focus more on the researcher’s view of the research area while the qualitative methods focus 
more on the perspective of subject studied (Alvesson & Sköldberg, 2017). The deductive 
approach is often associated with quantitative research while the inductive approach often is 
associated with qualitative research although the distinction between the approaches is not strict 
(Bryman & Bell, 2015). The data collection methods considered for this thesis work was 
interviews, workshops, surveys and questionnaires.  
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A survey was considered since it provides the opportunity to in a time efficient way gather data 
from many respondents. Blomkvist and Hallin (2014) argues that surveys are best suited for 
quantitative studies where a hypothesis already has been defined which is not the case for this 
thesis work. A survey was opted out because the nature of the thesis work is explorative without 
a predetermined hypothesis but also because one of the purposes with the gathering of empirical 
data was to gain more perspectives and aspects of the research topics which a survey wasn’t 
considered suited for since the questions has to be predetermined and do not provide the 
opportunity to ask follow-up questions or embracing new arising topics.  

Interviews were instead chosen as the main method for gathering empirical data since they can 
provide the opportunity to gain new perspective and obtain multifaceted answers, depending on 
interviews type, which was considered to better fit the purpose of this thesis work. If a question 
is misunderstood by several persons asked, the reliability and validity of the collected data will 
be low (Trost & Hultåker, 2016). Interviews were then considered as a better option than a 
survey to gather empirical data since it provided the opportunity to re-formulate and explain 
question for the interviewee to understand it. The main disadvantage with choosing interviews 
instead of a survey was that it heavily reduces the number of respondents, but interviews were 
still considered the better option since it was considered to be of greater importance to obtain 
new perspectives and multifaceted answers.  

A questionnaire was chosen as a complement to the interviews to save time at the interview 
occasion. As for the survey, there is a risk that the respondent misunderstands the questions but 
since the respondents later were to be interviews where the answers in the questionnaire would 
be discussed and possible misunderstandings could be solved it was considered to reduce that 
risk significantly.   

A workshop was also considered as a method for gathering empirical data but were opted out 
since the project office where this thesis work has been conducted already had planned a 
workshop closely related to the topic of the thesis work which then was observed instead to 
gather empirical data.  

Due to insufficient and inconsistent answers to the questionnaire, a workshop was later added 
as an empirical data gathering method with the purpose of complementing the questionnaire. A 
workshop was selected for this additional data collection because it provided the opportunity 
of gathering the opinions and experiences from a higher number of project managers and to be 
able to clarify the questions and to ask follow-up questions.  

Some observations were conducted in some of the projects studied. Observations are, according 
to Blomkvist and Hallin (2014), suitable for answering questions of explorative nature which 
is the case for this thesis work.  

The methods chosen for data collection are hence a combination of quantitative and qualitative 
methods and Blomkvist and Hallin (2014) argues that the selection of methods to use should 
focus on obtaining the data needed for the study and be adapted to the specific study rather than 
limiting the study to one category of methods. Robson and McCartan (2016) also argues that 
both qualitative and quantitative data collection methods can be used for a case study.  
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The research method chosen is visualised in figure 1. 

 

 
Figure 1: Visualisation of research method. 

 

The thesis time line is visualised in figure 2. 

 

 
Figure 2: Time line of thesis work. 

 

In the following sections each data gathering method will be described in more detail.  

 

2.3.1 Pre-Study and Literature Review  
A pre-study, consisting of introductive meetings and reading basic literature on relevant topics 
was conducted to obtain a background and a basis for the thesis work. During the pre-study, the 
scope and problem formulation of the thesis work were discussed and defined in collaboration 
with the supervisors at Scania CV and Karlstad University.  
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The literature review was conducted after the scope and problem formulation had been defined 
and continued throughout the thesis work. The literature review was conducted throughout the 
thesis since an abductive approach was used where the empirical data and theory are gathered 
in parallel and the gathering of the empirical data and theory influence each other (Bryman & 
Bell, 2015).  

The literature review has been divided into three areas, each corresponding to one research 
question. The first area is the role of the project manager in an agile project, the second area is 
critical aspects and success factors of agile implementation and the last area is how the project 
manager can contribute to a successful agile implementation.  

Bryman and Bell (2015) describes the purpose of a literature review to obtain knowledge about 
what already is known in the research area, identify which concepts and theories that are 
relevant to the research area, identify possible inconsistencies from findings in the research area 
and to identify possible unanswered questions in the research area. For the first research area 
which corresponds to the first research question the literature review has the purpose of 
answering an unanswered research question since the there is a lack of research conducted on 
the role of the project manager in an environment adaption agile (Taylor, 2016). For the second 
research area which corresponds to the second research question the purpose of the literature 
review is to gain insight and gather experiences from other organisations adopting agile and to 
compare with the empirical findings at the company where this thesis work has been conducted 
and identifying consistencies and inconsistencies between the findings. For the last research 
area corresponding to the last research question the purpose of the literature review is to answer 
an unanswered research question since the role of the project  is unclear in the agile 
methodology (Gustavsson, 2016).  

To gather the theoretical data, a systematic literature search methodology in combination with 
what sometimes is called the snowball method (Wohlin, 2014) was adopted to identify the most 
suitable literature. The planning of and use of a systematic search strategy has the benefits of 
resulting in the retrieval of relevant references, avoidance of omitting key references and 
efficient usage of time due to the receiving of a manageable number of results according to 
Rumsey (2008) who also argues that the searching process should be iterative and adopted to 
the specific occasion.  

The weaknesses of a systematic literature review are according to Bryman and Bell (2015) that 
it is not suitable for unspecific research questions or when the boundaries of the research area 
are fluent. The use of a concept table (Rumsey, 2008) and the snowballing technique (Wohlin, 
2014) was done in order to reduce this disadvantage.  

The systematic literature search was conducted for the first and second research area while the 
third research area will be covered by a combination of the literature gathered from the other 
two areas. The searching of literature was conducted by using the KAU online library search 
system OneSearch which searches for data sources (books, e-books, magazines, journals, 
newspaper articles, documents and publications) in multiple databases, for example Scopus and 
Science Direct. The OneSearch system was chosen because it provided the possibility to search 
multiple databases at the same time and provided filtering options. No other searching tool were 
used since the OneSearch was considered sufficient for this research. To obtain a critical review 
of the topic the quality of all data sources was considered already in the data searching phase 
by filtering the searches for peer-reviewed sources in the KAU OneSearch system. 
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To define the search string for the literature search a concept table suggested by Rumsey (2008) 
were used where a relevant search term is defined followed by defining search terms that are 
synonymous, in broader terms, in narrower terms and in related terms and that uses alternative 
spelling and parts of speech. The purpose of the concept table is to not miss important sources 
due to the usage of a specific search string (Rumsey, 2008). The concept table used for the first 
research area is presented in table 1 and the concept table used for the second research area in 
table 2.  

 

Table 1: Concept table for the first research area. 

Concept table – Research area one  
Concept  ”agile project management”, ”agile project 

manager” 
Synonyms  ”agile project leadership”, ”agile project 

leader”  
Broader Terms  agile ”project manager”, ”managing agile 

projects” , role “agile projects” 
Narrower Terms ”agile project management”, ”project 

manager” NOT software 
Related Terms  (see additional search)  
Alternative Spelling  (none used)  
Parts of Speech (none used)  

 

Table 2: Concept table for the second research area. 

Concept table – Research area two 
Concept  “successful agile implementation” 
Synonyms  Successful AND ”implementing agile”, successful 

AND “agile implementation” 
Broader Terms  “agile implementation”, ”implementing agile” 
Narrower Terms “agile implementation” AND challenges,  

“agile implementation” AND critical factors  
Related Terms  (see additional search)  
Alternative Spelling  (none used)  
Parts of Speech (none used)  
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The selection of data to use from the search results were conducted by reading the title and 
abstract, or corresponding information if not article, and apply it to the defined problem 
formulation. The data selection process also included reviewing the references and citations of 
the selected results from the primary search. The technique of using the references and citations 
form a data source to identify additional data sources is sometimes referred to as snowballing 
where backward snowballing refers to reviewing the references and forward snowballing to 
reviewing the citations (Wohlin, 2014). Wohlin (2014) argues that the snowballing technique 
can be used instead of a systematic literature search or as an extension of a systematic literature 
search where the latter alternative is the one used in this thesis work. Wohlin (2014) further 
argues that by using the snowballing technique the noise in the search is reduced since it focuses 
on relevant papers.  

The goal of a literature search is to identify the most relevant data sources and Blomkvist and 
Hallin (2014) argues that to obtain the best coverage of the current field, multiple searching 
approaches should be used. Rumsey (2008) argues that the search never is better than the search 
string itself and that to formulate a useful search string is difficult due to factors such as 
variously used terminology, synonyms, data base limitations etc. Wohlin (2014) also argues 
that the effectiveness of the literature search can be defined as percent of data articles examined 
actually used. This further motivates the use of multiple searching approaches.  

Additional data searches and selections were also conducted for topics arising during the case 
study with the purpose of gaining more perspectives on the research areas, to focus on the most 
relevant aspects for the department where this thesis work is conducted and to make the best 
use of the abductive approach chosen. These searches were conducted by using a suitable search 
sting or keywords, but a full concept table were not used for these searches. Some overall and 
basic information were also gathered for the introduction section by using shorter keywords. 
All additional data searches were conducted using the KAU OneSearch or Google Scholar. The 
following keywords were used alone or in different combinations using the Boolean expressions 
AND and NOT: 

agile, agile manifesto, project leader, project manager, project management, scrum 

 

2.3.2 Case Study  
To gather empirical data, a case study of four projects has been conducted at the company. The 
case study consisted of meetings, observations, a questionnaire and interviews. The projects to 
study were chosen in collaboration with the supervisor and manager at the company. Aspects 
considered during the project selection were:  

• Time frame of the case study  
• Availability of people to interview and activities to observe 
• Comparability and complementation ability regarding people to interview and activities 

to observe  

The selection of people to interview were thus considered already at the selection of projects. 
Bryman (2008) defines a targeted selection as an attempt to create a conformity between the 
research questions and the selection and a comfort, or coincidence, selection as selecting people 
after availability rather than representativeness. The selection of projects to study has been a 
targeted selection but a coincidence aspect could not completely be avoided. 
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When the projects to study had been selected the first step of the case study was introductive 
meetings in each project with the project manager. The purpose of the introductive meetings 
was to obtain overall knowledge about the projects to prepare for the observations and to 
together with the project manager determine which activities to observe. Additional information 
about the project were also obtained continuously during the case study at the observations and 
at casual meetings. The observations started after the introductive meetings and continued 
throughout the case study. After some initial observations the interview invitations and 
questionnaires were send out and the interviews were conducted during the second half of the 
case study. Some follow-up meetings and interviews were also conducted in the end of the case 
study for clarifications. A workshop was also added and conducted after the interviews.  

 

2.3.2.1 Observations  
Observations have been conducted in the studied projects at the company. The observed 
activities are sprint plannings, sprint reviews, demos, customer meetings and daily Scrum 
meetings. The purpose of observing the projects in this case was to obtain an understanding of 
the projects, see how the work was conducted in the project and provide a ground for 
determining the interview questions and analysis of the interview answers.  

In addition to the observations in the studied projects, a workshop initiated and carried out by 
the project office at Scania CV where this thesis work has been conducted at were also observed. 
The purpose of the workshop was for the project office and some IT departments who are 
involved in some of the projects managed by the project office to define current problems and 
challenges in their projects. The participants at the workshop were a combination of project 
managers from the project office, Scrum masters, department managers of IT departments and 
developers. Several of the participants in the workshop have also been interviewed in this thesis 
work either before or after the workshop was conducted.  

The purpose of observing the workshop was to gather additional empirical data to complement 
the data gathered from the interviewees and the questionnaire. The workshop provided the 
opportunity to gain more perspectives and information from more people and project roles and 
provide more examples of success factors and problems.  

The workshop included several activities but only the results from the first step are relevant for 
this study. Each participant had been instructed to bring two success stories and two deviations 
from projects where agile methods had been adopted. The success stories and deviations were 
presented in the beginning of the workshop and was the foundation for the future activates but 
the success stories and deviations presented are the only results that will be used in this study.  

 

2.3.2.2 Questionnaire 
All interviewees were in advance of the interview to answer a questionnaire. The purpose of 
the questionnaire was to reduce the interview content and to provide background information 
about the interviewee but also to give the interviewee time to think through their answers. The 
topics treated in the first part of the questionnaire is experience and education with the purpose 
of providing a ground for analysis of the answers of the interviewees. The second parts treats 
working assignments and responsibilities with the purpose of defining and quantifying the 
working assignments and responsibilities of the project roles and how they change when agile 
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methods are used. The answers from the second part of the questionnaire will be used to answer 
the first research question. The questionnaire is presented in Appendix A.  

In the first part of the questionnaire, the interviewee was asked to answer questions regarding 
their working experience. The questions asked were how long they have had their current 
project role, how long they have been working traditionally in their current project role, how 
long they have worked agile in their current project role and lastly if they have had any other 
project roles. The interviewee was also asked to state how long of each stated time that has been 
at Scania CV. Further the interviewee was asked to answer questions regarding their education. 
The interviewee was fist asked to state the possible education and then answer how long each 
education was, what type of education it was, when it was conducted and if the education had 
an agile or traditional focus.  

In the second part of the questionnaire the interviewee was asked to state their working 
assignments and responsibilities followed by quantifying them according to time and effort. 
The interviewee was asked to state the proportion of time required by each working assignment 
or responsibility by assigning them a percentage. The interviewee was also asked to state the 
amount of effort required by each working assignment or responsibility by using the scale 
“small”, “medium”, or “large”. The reason for selecting this scale was because it was 
considered to be easily understood and, hence preventing misinterpretations. The interviewee 
was asked to do this for both when they worked traditionally and when they now work more 
agile. 

To also quantify the working assignments and not only state them enabled a more nuanced 
analysis. The guidelines for formulating survey questions stated by Trost and Hultåker (2016) 
were considered while formulating all questions in the questionnaire.  

 

2.3.2.3 Interviews  
Interviews with different project roles were conducted in the studied projects during the case 
study. The selection of people to interview was, as previously mentioned, already considered 
during the selection of projects by considering the same aspects as for the project selection 
which were:  

• Time frame of the case study  
• Availability of people to interview and activities to observe 
• Comparability and complementation ability regarding people to interview and activities 

to observe  

 

By using the same definitions of comfort, or coincidence, selection and targeted selection stated 
in section Case Study by (Bryman, 2008), the selection of interviewees can, as for the project 
selection, be considered to be targeted selection but again with an unavoidable coincidence 
aspect. 

A qualitative interview method was chosen due to the explorative nature of this thesis work.  
Qualitative interviews are flexible and are adapted to the answers of the interviewee. The focus 
of a qualitative interview lies on the perception and views of the interviewee, not on the interest 
of the researcher as for quantitative interviews  (Bryman, 2008). To obtain information about 
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subjects and areas the interviewee considers important and significant it is desirable to adapt 
the interview to the answers of the interviewee and let the topics of the interview deviate from 
the interview guide (Bryman, 2008).  

Qualitative interviews can be unstructured or semi-structured and for the performed interviews 
in this study, a semi-structured method was chosen. Bryman (2008) argues that a semi-
structured interview approach is to prefer when the interviews shall address specific issues and 
be compared with each other, which is the case for this thesis work, but at the same time enable 
new topics and perspectives to arise. Semi-structured interviews have the advantage of being 
flexible and explorative (Robson & McCartan, 2016) but still comparable and were hence 
considered to be the most suitable method for this thesis. Another advantage is that an adherence 
against the interviewee since the interview will follow the answers of the interview rather than 
a script (Blomkvist & Hallin, 2014).  

All interviews were conducted by using an interview guide. A general interview guide was 
created before the interviews started and were adapted to each interviewee to fit their role and 
experience. The interview guide is divided into four parts where the first three parts corresponds 
to the three research questions of this thesis work respectively and where the fourth part affects 
agile methods in general.  

The four parts of the interview guide:  

1. Questions regarding changes when adopting agile. Corresponding to research question 
one.  

2. Questions regarding problems or challenges and possible solutions of using an agile 
approach. Corresponding to research question two.  

3. Questions regarding what the project manager has done well and what could have been 
done differently. Corresponding to research question three.  

4. Questions regarding using an agile approach in general.  

All questions in the interview guide were formulated while considering the guidelines for 
survey questions stated by Trost and Hultåker (2016).  

A detailed and extended version of the general interview guide is presented in Appendix B. The 
interview guide presented is much more detailed and extensive than the actual one used, but 
this version was created for the single purpose of providing the reader of a better understanding 
and greater insight to the interviews conducted. The purpose of an interview guide is to narrow 
the interview down to the areas of interest while not hindering new topics to arise and should 
not be too long or too detailed (Blomkvist & Hallin, 2014).  

Before each interview, the interview guide was adapted to the specific interviewee and the first 
three parts of the guide was sent to the interviewee together with the questionnaire and a 
description of the purpose of the interview and how the information from the interview will be 
used.  The purpose of sending the interviewee the first three parts of the interview was for the 
interviewee to be able to prepare. The last part of the interview guide was not given in advance 
because a spontaneous answer was wanted. At the interview occasion, the interviewee was 
given a simplified version of the interview guide with the overall questions so that the 
interviewee could keep track of the questions and distribute their available time between the 
questions.   
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The interviewees are presented in table 3 where each interviewee has been given an 
abbreviation which will be used in the rest of the report. Some of the interviewees had multiple 
roles in the project which also can be seen in the table below.  

 

Table 3: List of all interviewees interviewed during the thesis work. 

Project  Abbreviation Project Role  
Project 1  PM1 Project manager, Product Owner 
 SM1 Scrum Master, UX Designer  
 PM1 Project Member (Developer)  
Project 2  PM2 Project manager, Product Owner 
 PM2 Project Member (Developer)  
 BA2 Business Analyst  
Project 3  PM3 Project manager 
 TPO3 Tactical Product Owner  
Project 4  PM4 Project manager 
 PO4 Product Owner  
 SM4 Scrum Master, Scrum of Scrum  
 BMM4 Business Maintenance Manager 

 

 

2.3.2.4 Workshop 
Due to the insufficient and inconsistent answers to the questionnaire a workshop was conducted 
after the case study phase had ended. The purpose of the workshop was to complement the 
results of the questionnaire. The workshop was divided into two parts.  

In the first part of the workshop the participants were asked to evaluate some statements. The 
degree of agreement with the statement was stated by assigning the statement a score. The 
higher the score, the higher degree of agreement. The scale used for the first part of the 
workshop was:  

 

Fully disagree  0 4 8 12 Fully agree  

 

To be able to compare the statements and to estimate the average degree of agreement of each 
statement an average score was calculated. The average score was calculated in the following 
way:  

𝐴𝑣𝑒𝑟𝑎𝑔𝑒	𝑆𝑐𝑜𝑟𝑒 = 	
0 ∗ 𝑥/ + 4 ∗ 𝑥2 + 8 ∗ 𝑥4 + 12 ∗ 𝑥7

𝑥/ + 𝑥2 + 𝑥4 + 𝑥7
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where:  

𝑥/ - number of respondents responding with a 0  

𝑥2 - number of respondents responding with a 4  

𝑥4 - number of respondents responding with an 8 

𝑥7 - number of respondents responding with a 12 

 

The statements stated at the workshop was regarding the uncertainties in the results from the 
questionnaire. Each statement chosen corresponds to one of the contradictory results from the 
questionnaire. The following statements were used:  

• There is a need for an overall role that has an overview of the project. 
• The project manager is suitable for that (statement above) role.  
• If the team/teams do not deliver it is the responsibility of the project manager to make 

sure that they do. 
• As a project manager, I plan more overall now. 
• It is harder to prioritise now. 
• It is harder to plan now. 
• It is harder to handle the traditional parts, such as budget, now. 
• It is harder to secure resources now. 
• The projects at the project office are suited for working agile. 
• Scania CV can work agile. 
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In the second part of the workshop the statements were regarding which responsibilities the 
project manager was considered to have. The scale used for the second part of the workshop 
was No, Partly and Yes where the answer No meant that it wasn’t the responsibility of the 
project manager at all, Partly that it was the responsibility of the project manager together with 
one or more other roles and Yes that it was the responsibility of the project manager only. The 
following statements were used:  

It is the role of the project manager to:  

• Prioritise 
• Coordinate 
• Follow-up deliveries 
• Report to management board 
• Estimate and secure resources  
• Plan 
• Manage 
• Administrate and facilitate some project meetings 
• Set a way of working 
• Create and follow-up budget 
• Lead and assign tasks 

 

2.4 Data Analysis  
The empirical data collected and analysed in this thesis work are gathered from the 
questionnaire, the interviews, the observations and the workshop. The analysis of the data 
collected were conducted continuously since an abductive approach were used where the 
gathering of theoretical and empirical data is done repeatedly and influences each other 
(Bryman & Bell, 2015). Robson and McCartan (2016) defines data analysis as breaking up 
something complex into smaller parts and explain the whole in terms of the relations between, 
and properties of, the smaller parts.  

Robson and McCartan (2016) divides the type of data collected into two categories, quantitative 
and qualitative. For qualitative data, Robson and McCartan (2016) describes three analysis 
approaches which are quasi-statistical, thematic coding and grounded theory. In the quasi-
statistical approach, the frequency of words and phrases and inter-correlations are used as 
methods for determining relative importance (Robson & McCartan, 2016). In a thematic 
analysis the data gathered is coded and labelled and the codes with the same label are grouped 
into a category, a theme (Robson & McCartan, 2016). Robson and McCartan (2016) describes 
the grounded theory approach as a version of thematic coding where the codes arise from the 
author’s interpretation of the patterns and meanings of the data and the theory developed is 
grounded in the data.  

The data gathered from interviews is of qualitative nature. All interviews were recorded and 
documented after each interview. A thematic approach was then used to analyse the data. The 
thematic approach was chosen because the empirical data gathered were extensive and 
concerned many different topics and the thematic approach were considered the most suitable 
for identifying patterns, correlations and differences in the data. The data from the observed 
workshop were analysed in the same way as the data gathered from interviews.   
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The data from the questionnaire were summarized in tables to be able to compare and analyse 
the answers from the interviews. The tables are presented in Appendix C. The data were then 
compared within project roles and between projects with the purpose of identifying trends and 
differences within and between project roles and projects. The data from the conducted 
workshop were summarised and presented in tables.  

All empirical data gathered is presented in the Case study section. The data presented in Case 
study section have been analysed in a first step since it has been categorised and summarised. 
The following analyse steps will be conducted in the Discussion section. The Discussion have 
been divided into according to the research questions. For each research question, the relevant 
data sources will firstly be discussed individually followed by a comparison of all relevant data 
sources and further discussions to answer the research question.   

A summary of all data sources:  

• Literature: 
• Literature RQ1 
• Literature PQ2 

• Questionnaire  
• Observations  
• Workshop  
• Interviews:  

• Interviews Part 1  
• Interviews Part 2  
• Interviews Part 3  
• Interviews Part 4  

 

The analysis steps of each data source are presented in table 4 – table 6. The tables also state 
in which chapter each analysis step is conducted.  
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Table 4: Analysis steps for the literature sources.  

Data Source  3. Literature 
Review  

4. Case Study 5. Discussion 

Literature RQ1 Presentation of data 
in section 3.2.  

 1. Further analysis 
and discussion of 
this data source for 
RQ1 in section 5.1.1. 
 
2. Comparison to 
other data sources 
related to RQ1 in 
section 5.1.5.  

    
Literature RQ2 Presentation of data 

in section 3.3.  
 1. Further analysis 

and discussion of 
this data source for 
RQ1 in section 5.2.1. 
  
2. Comparison to 
other data sources 
related to RQ2 in 
section 5.2.3. 
  
3. Further analysis 
and discussion for 
RQ3 in section 5.3.1.  
 
4. Comparison with 
other data sources 
related to RQ3 in 
section 5.3.4. 
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Table 5: The analysis steps for the questionnaire, observations and workshop. 

Data Source  3. Literature 
Review  

4. Case Study 5. Discussion 

Questionnaire   Summary of data in 
tables in section 4.4.  

1. Further analysis 
and discussion of 
this data source for 
RQ1 in section 5.1.2. 
 
2. Comparison to 
other data sources 
related to RQ1 in 
section 5.1.5.  

    
Observations   Presentation of data 

after a thematic 
analysis in section 
4.3.  

1. Further analysis 
and discussion of 
this data source and 
comparison to other 
data sources related 
to RQ2 in section 
5.2.3.  
 
2. Further analysis 
and discussion of 
this data source for 
RQ3 in section 5.3.3.  
 
3. Comparison to 
other data sources 
related to RQ3 in 
section 5.3.4.  

    
Workshop  Summary of data in 

tables in section 4.5.  
1. Further analysis 
and discussion of 
this data source for 
RQ1 in section 5.1.3.  
 
2. Comparison to 
other data sources 
related to RQ1 in 
section 5.1.5. 5.1.3 
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Table 6: The analysis steps for the interview sources. 

Data Source  3. Literature 
Review  

4. Case Study 5. Discussion 

Interviews Part 1   Presentation of a 
data after a thematic 
analysis in section 
4.6.1.  

1. Further analysis 
and discussion of 
this data source for 
RQ1 in section 5.1.4.  
 
2. Comparison to 
other data sources 
related to RQ1 in 
section 5.1.5.  

    
Interviews Part 2   Presentation of a 

data after a thematic 
analysis in section 
4.6.2.  

1. Further analysis 
and discussion of 
this data source and 
comparison to other 
data sources related 
to RQ2 in section 
5.2.3.  
 
2. Further analysis 
and discussion of 
this data source for 
RQ3 in section 5.3.2. 
 
3. Comparison to 
other data sources 
related to RQ3 in 
section 5.3.4. 

    
Interviews Part 3   Presentation of a 

data after a thematic 
analysis in section 
4.6.3.  

1. Further analysis 
and discussion of 
this data source for 
RQ3 in section 5.3.2. 
 
2. Comparison to 
other data sources 
related to RQ3 in 
section 5.3.4. 

    
Interviews Part 4   Presentation of a 

data after a thematic 
analysis in section 0.  

1. Further analysed 
and discussed in 
section 5.4.1.  
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Table 7 presents which data sources that have been used to answer each research question. The 
fourth part of the interviews is not related to a specific research question since it is regarding 
the usage of agile methods in general.  

 

Table 7: The data sources used to answer each research question. 

Data Source  RQ1  RQ2 RQ3 
Literature RQ1 X   
Literature RQ2  X X 
Questionnaire  X   
Observations   X X 
Workshop X   
Interviews Part 1  X   
Interviews Part 2   X X 
Interviews Part 3    X 
Interviews Part 4     

 

 

2.5 Validity and Reliability  
The quality of a study can be estimated by evaluating its reliability and validity (Bryman, 2008). 
Blomkvist and Hallin (2014) simply defines validity as studying the right thing while reliability 
as studying it in the right way. High validity requires high reliability, but the reliability can be 
high without high validity (Robson & McCartan, 2016). Yin (2013) has defined four criteria 
for measuring the rigidity of a case study which are internal validity, construct validity, external 
validity and reliability.  

Internal validity refers to the relationships between variables and results (Yin, 2013). Yin 
(2013) suggests three ways to increase the internal validity of a case study. The first is to 
formulate a clear research framework. The second is to compare empirically observed patterns 
with earlier predicted patterns that might have been observed in previous studies. The last is to 
triangulate which means to verify the findings by using multiple perspectives. Triangulation 
has been conducted by gathering data from multiple sources. 

Construct validity refers to the extent to which a study investigates what it claims to investigate 
(Yin, 2013). To increase the construct validity, Yin (2013) suggests to establish a clear chain 
of evidence so that the reader can reconstruct how the path from the initial research questions 
to the final conclusions. Yin (2013) also suggests to triangulate. To increase the construct 
validity, the analysis process carefully documented and as previously mentioned, triangulation 
has also been used. 

External validity refers to the generalisability of a case study (Yin, 2013). To increase the 
external validity, Yin (2013) suggests to study multiple cases and clarify the sampling choices 
for the reader. To increase the external validity in some extent four projects have been studied 
and experience from more project has been gathered by observing the workshop and by 
conducting a workshop where opinions was gathered from more project managers and other 
roles. Further by clearly stating the sampling choices made.  
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Reliability refers to absence of random errors (Yin, 2013). This implies that the same 
conclusions should be made if the study was repeated in the exact same way. The reliability of 
a case study is hence often hard to evaluate since the results can’t be replicated since a case 
study studies an environment at a given point which will evolve and change with time. Due to 
this difficulty, Collis (2014) argues that validity is the most important aspect for determining 
the quality of qualitative research. Yin (2013) suggests to produce a case study protocol and 
data base to ensure sufficient documentation. This suggestion has been followed by careful 
documentation of all empirical data gathered.  

A transparency has been obtained by presenting all search strings and key words used and the 
search engines used.  

 

2.6 Generalisability  
Case studies are often associated with a low generalisability since only one or a few cases are 
studied, and the representativeness of the case or cases studied are difficult to evaluate (Gibbert, 
et al., 2008). Blomkvist and Hallin (2014) argues that an analytical generalisability can be 
obtained by being transparent in the presentation of the case study. Blomkvist and Hallin (2014) 
also argues this also can enable extrapolation where the reader can by obtaining a well 
developed case study description and analysis determine whether the results obtained are 
applicable for other cases. This study is considered to have low generalisability since it concerns 
much details of the project studies which provides an in-depth analysis of theses specific 
projects but results in a lack of generalisability. The analytical and extrapolation generalisability 
mentioned by Blomkvist and Hallin (2014) can although be argued to be achieved by providing 
a transparent and well developed description of the case study conducted.    

 

2.7 Ethics  
The individual protection claim of research established by the Swedish Research Council has 
been followed by fulfilling its four ethical requirements: information, consent, confidentiality 
and good use  (Vetenskapsrådet, 2002). The requirement of information has been fulfilled by 
informing both interviewees and all employees concerned by the observations about the purpose 
and content of the thesis work. This information was given in advance of the observations and 
together with the interview invitations but also at the observation and interview occasions. The 
requirement of consent has been fulfilled by both interviews and observations being voluntary 
to participate in, which the participants have been informed of in advance of the observations 
and interviews.  The requirement of confidentiality has been fulfilled by informing all 
participants, both in interviews and observations, that all obtained information will be handled 
anonymously and with diligence and that no information in the final report can be connected to 
a specific person. The confidentiality information was given both at the initial information about 
the thesis work and at the observation and interview occasions. The requirement of good use 
has been fulfilled by only using the obtained information for the purpose of this thesis work, 
which also all participants in both observations and interviews have been informed of.  
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3 Literature Review  
In this section, the theoretical data gathered will be presented. Firstly, an introduction to agile 
will be given followed by the literature corresponding to the first two research questions. The 
literature presented will be summarised, analysed and discussed in the Discussion section.  

 

3.1 Introduction to Agile  
In this section, an introduction and a background to the agile methodology will be given. The 
agile manifesto will be presented followed by some general aspects of agile methods. Lastly, 
the basic concepts of Scrum will be presented.  

 

The word agile means to be movable or lithe and an agile organisation is by Gustavsson (2016) 
defined as an organisation that has what it takes to continuously improve and develop aligned 
with their business. Agile methods are a common name for a several different methods that all 
focus on handling change, creating customer value fast and continuous improvements.  

 

3.1.1 The agile manifesto  
The agile manifesto was signed 2001 by 17 method developers who represented different agile 
methods (Beck, et al., 2001). The methods had previously been called light-weight methods 
and the authors believed that a common name and values of the methods were needed (Beck, 
et al., 2001). The authors agreed on four values and twelve principles that clarifies the values. 
The values stated in the agile manifesto (Beck, et al., 2001) are:  

Individuals and interactions over processes and tools  

Working software over comprehensive documentation  

Customer collaboration over contract negotiation  

Responding to change over following a plan  
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The principles stated in the agile manifesto (Beck, et al., 2001) are:  

• Our highest priority is to satisfy the customer through early and continuous delivery of 
valuable software. 

• Welcome changing requirements, even late in development. Agile processes harness 
change for the customer's competitive advantage. 

• Deliver working software frequently, from a couple of weeks to a couple of months, 
with a preference to the shorter timescale. 

• Business people and developers must work together daily throughout the project. 
• Build projects around motivated individuals. Give them the environment and support 

they need and trust them to get the job done. 
• The most efficient and effective method of conveying information to and within a 

development team is face-to-face conversation. 
• Working software is the primary measure of progress. 
• Agile processes promote sustainable development. The sponsors, developers, and users 

should be able to maintain a constant pace indefinitely. 
• Continuous attention to technical excellence and good design enhances agility. 
• Simplicity--the art of maximizing the amount of work not done--is essential. 
• The best architectures, requirements, and designs emerge from self-organizing teams. 
• At regular intervals, the team reflects on how to become more effective, then tunes and 

adjusts its behavior accordingly. 

The agile principles and values are often compared to the principles in Lean and many considers 
the agile manifesto to be inspired by Lean (Gustavsson, 2016).  

 

3.1.2 General aspects of agile methods  
Many agile methods divide the work within a project into sprints of varying length. Each sprint 
can be seen as an increment of the project where a pre-determined amount of work is conducted. 
The sprint will be finished whether or not the work is finished, an approach often called 
timeboxing (Gustavsson, 2016).  

The project triangle, see figure 3, is a commonly used way to define a project where the three 
corners are result or scope, time and cost. The sides of the triangle can hence be seen as the 
limitations of the project.  

 

 
Figure 3: The project triangle. 

Result / Scope
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One fundamental aspect of the agile methodology is timeboxing which means that the time is 
fixed. This implies that cost and scope are the factors that can be changed which leads to 
prioritisation of tasks (Gustavsson, 2016). The time is considered fix for each sprint, but more 
sprints can be added. The timeboxing has the advantage of making it clear if the there is any 
problems in the project at an early stage (Gustavsson, 2016).   

Another fundamental aspect of the agile methods is to handle change. The change is handled 
by only planning for short intervals. At the end of each interval, the next interval is planned 
based on the knowledge at the moment. Long-term planning can be done also, but only at a 
high level. This approach to planning allows changes and also adaption to the current situation. 
For each iteration more knowledge will be obtained and changes will occur and by continuously 
making decisions and plans, the decisions and plans will be align with the current situation and 
will probably be more correct than decisions and plans made at the start-up of a project 
(Gustavsson, 2016).  

To continuous provide value for the customer is one of the main focuses of agile methods. After 
each sprint the finished work will be handed to the customer and hence provide value for the 
customer at an early stage instead of only at the end of a project. This approach aligns with the 
increased importance of time-to-marked (Gustavsson, 2016).  

By continuous deliveries to the customer the project team will also be provided with continuous 
feedback from the customer when the customer starts to use the delivered work. To get 
continuous feedback from customer is another fundamental aspect of the agile methods which 
also enables the project to embrace change since the needs of the customer also changes 
(Gustavsson, 2016). It also increases the customer value by continuous align the work with the 
needs of the customer. The continuous feedback also enables the project team to correct wrongs 
at an early stage where they often are easier to fix instead of providing the customer with a 
wrong delivery at the end which will require significant changes and hence waste can be argued 
to reduce when using an agile approach.  

Team autonomy is often promoted in agile methods. The decisions should be made by the 
project team and project team should also be given the responsibility to determine how to work 
(Gustavsson, 2016). The team autonomy also entails a collectively responsibility for the work 
conducted by the project team.  

The last aspect that will be mentioned is continuous improvement. The agile methods are not 
methods that are implemented and then used as they are, instead they shall be continuously 
improved and adapted to the current situation. This is often considered to be the foundation of 
the agile mindset (Gustavsson, 2016). The agile methods are hence dynamic and will be used 
differently for each project using them. 
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3.1.3 Scrum 
Scrum is one of the most commonly used agile methods (VersionOne, 2018). The method has 
been developed by Ken Schwaber and Jeff Sutherland and is an iterative method created for 
delivering complex products (Gustavsson, 2016). Some of the main characteristics of Scrum 
(Schwaber, et al., 2001) are:  

• Team autonomy 
• Iteration   
• Small teams  
• Customer feedback  

 

Scrum recognises three main roles, the Scrum Master, the Product Owner and the development 
team. The Scrum Master is a coaching role who has the responsibility to maintain the use of 
Scrum. The Scrum Master should support the team to be autonomous and effective and remove 
obstacles, not make decisions or manage the team (Gustavsson, 2016). The only mandate the 
Scrum Master has is over the process. If several agile teams work together, each team should 
have a Scrum Master and one Scrum of Scrum who coordinates the Scrum Masters who 
together will align the work of the agile teams.  

The Product Owner is the orderer who decides the demands for the deliveries based on the 
needs of the customer (Schwaber, et al., 2001). The Product Owner have the responsibility of 
the backlog of tasks that will be divided into sprints for the development team to conduct. The 
Product Owner prioritises the tasks based on the customer needs.  

The development team consists of developers conducting the tasks provided by the customer 
with coaching from the Scrum Master (Schwaber, et al., 2001). The development team should 
be small and autonomous.  

When using Scrum, the work is conducted in sprints which are timeboxed iterations consisting 
of a number of activities that are repeated for each sprint (Schwaber, et al., 2001). The length 
of a sprint should be adapted to the specific project but is often between one and four weeks.  

The first activity of each sprint is the sprint planning where tasks from the by the Product Owner 
prioritised backlog are planned into the following sprint (Schwaber, et al., 2001). After the 
sprint planning has been done the work is begun. A daily stand-up meeting is held every day 
during the sprint execution where the entire development team and the Scrum Master evaluates 
the status of the current sprint. A backlog refinement conducted by the Product Owner is a 
continuously ongoing process where tasks are prioritised and prepared to be put into sprints.  

Each sprint is finished with a sprint review and a sprint retrospective (Schwaber, et al., 2001). 
At the sprint retrospective the Scrum Master and the development team evaluate the work 
conducted during the sprint and identifies possible improvements for the next sprint. At the 
sprint review the finished work is presented to the customer or other stakeholders.  
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The Scrum method is visualised in figure 4. 

 

 
Figure 4: Visualisation of Scrum. 
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3.2 RQ1 – The role of the agile project manager   
In this section, the literature corresponding to the first research question will be presented. The 
literature presented in this section will be summarised, analysed and discussed in section 5.1.  

 

The traditional project manager role is by Taylor (2016) defined as a command and control 
responsibility which shall plan and deliver successfully who also states that the focus of the 
project manager should be on the successful delivery. In this study, the traditional project 
manager will be defined in a waterfall approach context since it was the main method previously 
used at the company where this thesis work has been conducted and will hence be the project 
manager role the new agile project manager role will be compared with. The responsibility of 
the project manager in a waterfall context is to manage, follow-up and lead the project (Taylor, 
2016).  

In early agile methods, the project manager role is not recognised, and the responsibilities of 
the traditional project manager instead lies on the project team, the Scrum master and the 
product owner (Cottmeyer, 2009). The agile methods continuously develop, and a more defined 
project manager role has during recent years evolved (Taylor, 2016) but still the role remains 
unclear (Cottmeyer, 2009).  

Taylor (2016) argues that the accountability for the project outcomes often remains at the 
project manager but that the control over many of the aspects determining the success of the 
outcome becomes beyond the control of the project manager when adopting agile. Taylor 
(2016) further states that the project managers are expected to delegate decisions to the agile 
teams but at the same time follow often conflicting dictates from above. Many project managers 
report to experience a loss of control when agile is adopted which they do not comfortable with. 
Taylor (2016) argues that that experience might be due to that the people who traditionally 
becomes project managers often have control personalities who then will struggle when they 
lose control. Also, that the training and experience of established project managers often 
contradict the light management version used in agile methods (Taylor, 2016).   

The management is often considered to decrease when agile methods are adopted but Taylor 
(2016) argues that the agile methods often provides the opportunity for visual management 
because the visualization often used in agile methods also is a mechanism for control by 
management. Taylor (2016) even argues that the management might be strengthened by visual 
management. 
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The low-level decision making is often placed on the team when agile methods are used which 
gives the project manager time to focus on other aspects. According to Taylor (2016), it is 
common that the project manager takes on a role similar to a product owner role outline in 
Scrum (Schwaber, et al., 2001) and becomes the bridge between the customer and the team who 
prioritises stories according to the own business view. This approach is according to Taylor 
(2016) not optimal for two reasons:   

• The first is that it limits the customer access for the team and leaves rooms for 
misunderstandings which leads to rework when the project manager has made 
assumptions.  

• The second is that it can be confusing for the teams when a project manager have two 
roles because the team is used to a project manager that knows what to do and do not 
question the instructions given.  

On the other hand, Taylor (2016) also argues that by becoming more of a product owner the 
project manager will require better strategic understanding of business priorities which they can 
filter down to the team which will give the team a better view of the whole. Agile methods 
emphasise the importance of the agile teams to understand the whole in order to align their work 
with the overall strategy (Dikert, et al., 2016). This often results in tensions between developers’ 
view on value and the business representatives’ view on value and the bridging between these 
different views are traditionally done by the project manager and if the project manager role is 
missing it might result in the tension being unresolved according to Taylor (2016).  

In the Agile Project Management Handbook (DSDM Consortium, 2014) the flexibility of the 
project manager is valued above predictability, value-driven above plan-driven and incremental 
above one-shot delivery. Taylor (2016) argues that this implies that project manager should 
focus less on planning, measuring, controlling and reporting, and more on a leadership that 
empowers, encourages and supplies the team. The role of an agile project manager is to facilitate 
and orchestrate rather that to control and dictate (Taylor, 2016). Taylor (2016) states the need 
for a project management role that goes beyond the routine aspects to incorporate innovation, 
collaboration and knowledge-sharing across all stakeholders and that the main challenge for the 
project manager in an agile environment is to balance the need for management control with 
the team autonomy needed for the teams to manage changes.  

Sutling et al. (2014) argues that the behaviour of the agile project manager strongly influences 
the success of an agile project and states the following behaviours of the agile project manager 
as influencing factors of the success of the project: 

• Leadership 
• Openness  
• Result Orientation  
• Ethics  
• Communication 
• Strategic  
• Creative and innovative  
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Sutling et al, (2014) describes the leadership of a project as a combination of communication 
and decision making. Since the communication within a project is a fundamental part of the 
agile methods, Sutling et al. (2014) argues that a project manager must have good 
communication skills while emphasising that the communication also must be efficient and 
effective to promote a successful agile project. The communication should also involve 
feedback, which is another fundamental part of the agile methods, and always strive to avoid 
misunderstandings. The second part of the leadership consists of decision making and Sutling 
et al. (2009) states that for an agile project to be successful, the decision making has to align 
with, and promote, the agile way of working. The agile project manager should also work with 
strategies such as interaction strategies between team resources, transformational strategies and 
coordination strategies in order to manage a successful agile project, according to Sutling et al. 
(2014).  

Openness in this case, refers to benefiting from others’ understanding and knowledge which is 
a part of a project manager role. Sutling et al. (2014) argues that the openness should apply to 
both collaboration and communication and that the benefits from the openness relies on being 
transparent. A fundamental part of the agile methods is creativity (Dikert, et al., 2016) and 
hence the agile project manager must also have, and promote, a creative mindset in a successful 
agile project.  

The agile project manager should remain result orientated with the purpose of delivering a 
satisfying result to the customer. This should according to Sutling et al. (2014) be performed 
by providing the teams with the preconditions to work efficiently, support and encourage the 
team and by maintaining the focus on the project goals and key activities, but never at the 
expense of ethical principles.  

Sheridan (2009) argues that there is still a need for a project manager in an agile environment 
to manage time, budget, scope and quality and identifies the following responsibilities and tasks 
as the role of the agile project manager:  

• Collect additional scope.  
• Estimate its cost.  
• Adjust authorised scope.  
• Recalibrate the project schedule based on new scope inputs.  
• Adjust team structure and knowledge.  
• Assess risk of new approaches.  
• Manage human resources.  
• Reduce waste.  
• Learn quickly from mistakes.  
• Plan quality.  
• Plan communication.  
• Develop human resource plan.  
• Plan risk management.  

The difference between the traditional and the agile project manager lies according to Sheridan 
(2009) in how these tasks and responsibilities are performed. In an agile environment this 
previously stated responsibilities and assignments should be iterated on a weekly basis and what 
actually is needed in an agile project is a lightweight and fast-moving version of the plan, 
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execute and measure responsibilities of the traditional project manager, according to Sheridan 
(2009). Sheridan (2009) further states that what the agile teams needs from the project manager 
is an unfaltering support for the new way of working.  

When working agile a project manager is often not considered necessary since the self-
organised teams should manage themselves but Cottmeyer (2009) states some situations where 
it could be beneficial to have a project manager. The situations mentioned by Cottmeyer (2009) 
are when there is a need for:  

• Defining a communication plan  
• A risk management approach  
• Coordination of several agile teams  

Cottmeyer (2009) argues that the success of an agile project largely depends on the project 
manager and how well the project manager can adopt a new management approach for 
managing agile teams. The following tasks are mentioned by Cottemeyer (2009) as the role of 
the agile project manager:  

• Establish project context  
• Encourage team decision making and autonomy  
• Facilitate discussion between team members  
• Remove organisational impediments  
• Coach the agile team  

Cottemeyer (2009) states that the project manager instead of focusing on time, cost and scope 
instead should focus on managing uncertainty, risk and change.  

 

3.3 RQ2 – Critical aspects  
The literature corresponding to the second research question will be presented in this section. 
The literature presented in this section will be summarised, analysed and discussed in section 
5.2 and 5.3. 

 

The 12th annual state of agile report (VersionOne, 2018) has by summarising the answers 
from 1492 respondents from different organisations identified eleven challenges experienced 
when adopting agile methods and scaling the agile methods. The respondents in the survey 
covers a wide span of organisation size, location, industry, project roles and experience of 
agile methods. The survey has identified eleven categories of challenges experienced when 
adopting and scaling agile stated by the respondents. The challenge categories with 
corresponding occurrence are presented in table 8. 
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Table 8: Challenges experienced when adopting and scaling agile reported in the 12th annual state of agile report (VersionOne, 
2018). 

Challenge Occurrence 
[%] 

Organisational culture at odds with agile values  53 
General organisation resistance to change  46 
Inadequate management support and sponsorship 42 
Lack of skills/experience with agile methods  41 
Insufficient training and education 35 
Inconsistent processes and practices across teams 34 
Lack of business/customer/product owner availability  31 
Pervasiveness of traditional development methods   30 
Fragmented tooling and project-related data/measurements  24 
Minimal collaboration and knowledge sharing  21 
Regulatory compliance or government issue  14 

 

Compared to the 11th state of agile report (VersionOne, 2018) a decrease in respondents stating 
“Organisational culture odds with agile values” and “Lack of business/customer/product owner 
availability” and an increase of respondents stating “Fragmented tooling and project-related 
data/measurements”, “Inconsistent processes and practices across teams” and “General 
organisational resistance to change”.  

Dikert et al. (2016) have compared 42 industrial cases of large-scale agile implementation in 
different project types and identified nine categories of the most commonly occurring 
challenges during the implementation. The categories with corresponding occurrence are 
presented in table 9. 

 

Table 9: Challenge categories of large -scale agile transformation with corresponding occurrence identified by Dikert et al.  
(2016) sorted in order of occurrence by author.  

Challenge  Occurrence 
[%] 

1. Agile difficult to implement  48 
2. Integrating non-development functions  43 
3. Change resistance  38  
4. Requirements engineering challenges  38 
5. Hierarchical management and organisational boundaries  33 
6. Coordination challenges in multi-team environment  31 
7. Lack of investment  31 
8. Different approaches emerge in a multi-team environment  21 
9. Quality assurance challenges  14 

 

In the following paragraphs each challenge identified in the case study conducted by Dikert et 
al. (2016) presented in table 9 are described in more detail so all information presented in the 
following paragraphs is obtained from that case study.  
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1. Agile difficult to implement  

Many of the most commonly reported problems in the cases studied Dikert et al. (2016) relates 
to misconceptions regarding the agile methodology. One of the misunderstandings found was 
that agile only was seen as a number of tools which led to the focus only lying on the tools used 
rather than the reason for their usage. Another case of misunderstanding led to the usage of 
“mini waterfalls” within a project said to use Scrum. The misconceptions regarding the agile 
approach also led to the view on agile to be the solution to all problems which led to unfulfilled 
expectations.  

A lack of guidance from literature has also been reported, especially for large scale agile 
implementation where several agile teams work concurrently. Many cases report that it was 
hard to determine where agile practices could be adopted as they are or when they needed to be 
adapted to a specific project, team or company. Dikert et al. (2016) emphasise the importance 
of customising the agile methods with the motivation that a poor customisation might lead to a 
team only adopting practices that reflects their current needs and hence do not achieve a change 
of mindset and processes, but giving too much freedom to adapt the agile methods were found 
to weaken the core practices. It was also reported to be difficult to choose an initial agile 
approach since the approaches suggested in literature differ.  

The implementation of an agile approach was also reported to be hindered by the tendency of 
reverting to an old way of working. The reverting was found to be most commonly occurring 
when challenges with the transformation arose or at too high stress loads.  

Excessive enthusiasm towards the agile methodology has in some cases been reported to result 
in a fading interest in the agile transformation and causing people to feel forced to take sides 
for or against agile. Dikert et al. (2016) states that the agile methods do not guarantee success 
and they should therefore not be blindly followed.  

 

2. Integrating non-development functions 

In several of the cases studied has the agile transformation started in development teams and 
when the agile development teams then shall collaborate with other, non-agile, parts of the 
organisation, problems have arisen. The agile teams have often met a resistance to change from 
the non-agile organisations which have caused tensions between the different parts of the 
company. The full benefits of the agile approach have not been obtained either because it 
requires the whole organisation to work agile, according to Dikert et al. (2016). 

The incremental way of working used by the agile teams have been reported to cause problems 
for the non-agile organisations since they might have committed to a long-term plan and are 
not used to work in sprints. Several traditional roles in the non-agile organisations have reported 
to struggle with align their work with the sprints.  

The flexibility in prioritisation and short time-frames used in the agile way of working have 
reportedly caused problems for product launches. One example from one case is that the 
marketing of a product often requires a commitment to a specific set of functionalities some 
time before the actual release in order to prepare marketing materials, go through processes of 
acquiring export clearances and licence authority where the exact feature must be known. This 
do not align with development teams who use a way of working that allows the content of the 



 35 

product to change continuously. This mismatch made the marketing team struggle to prepare 
the release and marketing of the product while the development team felt that they were slowed 
down by the requests from the marketing team.  

Another hinder for the agile transformation reported is when the reward system for a company 
is tied to personal performance. This, according to Dikert et al. (2016), undermines the agile 
team-focus.  

 

3. Change resistance  

A general resistance to change exists within every organisation to some extent and one of the 
major reasons stated for loss of time and productivity during the transformation phase was 
resistance to change. Dikert et al. (2016) argues that the change resistance only can be overcome 
by people understanding why the change is needed and the possible benefits it will generate, 
but also that the change has to be perceived as easy enough. Although, Dikert et al. (2016) 
further argue that the resistance can’t be overcome for some people who consequently never 
will fully adapt to the change. Some of the reported reasons for change resistance identified in 
the case study are worrying about new roles and responsibilities beyond one’s experience and 
worrying about being monitored due to the increased level of interaction within the team and 
between various stakeholders.  

A general scepticism towards the new way of working were also reported in the cases studied. 
The reason for the scepticism and distrust towards the agile methods were according to Dikert 
et al. (2016) misconceptions regarding the agile way of working.  

Dikert et al. (2016) have found a dependence on how the change is initiated with the nature and 
amount of change resistance observed. If the change was initiated in a top down manner the 
amount of change resistance increased at team level and middle management level. Especially 
if the change was presented and motivated insufficiently. In some cases, it also created an 
uncertainty when the goal of the change wasn’t defined by the management. When the change 
was initiated in a bottom-up manner instead, the change resistance increased at management 
level. This prevented organisational change above team level which undermined the 
transformation. This is one of the more serious problems reported in the cases studied which 
resulted in the agile transformation being stopped.  

 

4. Requirements engineering challenges 

Large development projects often demand high-level management of requirements and a 
problem reported in the cases studied is that the agile methods miss these requirements. Dikert 
et al. (2016) gives the following examples of cases where high-level requirements management 
is needed as when product complexity requires additional layers of product management, 
requirements are created by several stakeholder groups and development teams cannot be in 
contact with all of them or do not have access to the stakeholders.  

High-level requirements were also reported to be a problem when they should be refined. 
Challenging aspects of refinement process identified are the refinement process itself, when the 
refinement should be done and to which level of detail it should be done.  
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Another reported challenge in the cases studied is to create and estimate user stories. Product 
managers and business analyst were found to be struggling with creating the high-level 
requirements while the development team struggled with breaking the high-level requirements 
down to a level where they could be estimated. The estimation where found to be extra 
challenging for the development team when requirements were delivered in large chunks.  

The gap between the long term and short-term planning were also identified by Dikert et al. 
(2016) as a problem. Several cases report that care had to be taken to avoid long term planning 
in order to preserve the agility.  

 

5. Hierarchical management and organisational boundaries  

In larger organisations there if often a need for additional management positions. These 
management positions, especially middle management positions, can cause problems for an 
agile implementation since the agile methods focus on self-organisation and these management 
roles become unclear. A successful agile implementation requires a cultural change, especially 
at the middle management level, and hence Dikert et al. (2016) argues that there is a need for 
to resist the traditional tendency to command and control in order to allow self-organisation but 
this change of mindset have been reported as hard to achieve. One way to incorporate the role 
of the project manager with the agile way of working tried was to assign the project manager 
as Scrum master. This approach created a conflict of interest where the Scrum master role did 
not act as a support for the team. A more successful approach used in some of the cases studied 
was to phase out the traditional roles and replacing them with new roles that suited the agile 
way of working better.  

Many of the cases studied describes that the management continued use a waterfall approach 
of planning and budgeting despite the implementation of agile methods which were reported to 
cause many problems.  

 

6. Coordination challenges in multi-team environment 

One of the most prominent challenges of the agile transformation identified in the case study 
by Dikert et al. (2016) was to coordinate multiple agile teams when the teams should collaborate 
with other teams in a larger context. The problems arose because the flexibility of agile methods 
only had been implemented at team level and not on an organisational level where dependencies 
still existed according to Dikert et al. (2016).  

In several cases the autonomous team model was found to be challenging. The autonomous and 
independent teams tended to choose to focus on the own goals rather than on the larger 
organisational goals and when the larger context was not respected by the teams it obstructed 
the coordination of the teams. The coordination was also a challenging task when different 
autonomous teams worked individual with different customers building an application with 
dependencies. An additional aspect found which further obstructed the coordination was global 
distribution.  
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It was also found to be a challenging task to coordinate the work of the autonomous teams. One 
of the cases studied reported that the agile focus on individual teams caused a fragile 
architecture, divergence in coding style and distrust between teams. An attempt on solving the 
coordination problems between the work of the individual teams was made where the company 
tried to reduce the cross-team dependencies, but it was found to be in the nature of the specific 
project to have dependencies and that they could not be removed or reduced. Then a traditional 
approach to solving and managing dependencies were tested but resulted in excess work, 
reduced independencies and flexibility of teams and created contract-based and adversarial 
relationships and were hence not successful either. Lastly a Scrum-of-Scrum setup were tried 
and was found to work for up to five teams but was not able to be scaled to an organisational 
level since the teams focused on their own work and the new practices narrowed the 
communication channels. The conclusion drawn from this case was that a balance is needed 
between completing new stories and maintaining the overall stability of the application.  

 

7. Lack of investment  

Training and coaching have been reported as crucial factors for the success of the agile 
transformation in many of the cases studies. Lack of training or coaching has reportedly 
commonly resulted in low motivation and low preparation and in the worst case leading to the 
agile methods being replaced. According to Dikert et al. (2016), was the coaching most efficient 
when performed in the real work environment instead of at training sessions, especially 
regarding the change of mindset.  

To be able to change and adapt to a new way of working time is needed. Hence, has a too high 
work load been reported to slow down the transformation. In the cases where old commitments 
were kept the agile methods were counteracted by old deadlines and delivery promises which 
did not consider the current working rate and methodologies. This often resulted in pressured 
and stressed employees working overtime and a fall back to the old way of working when the 
agile way broke down.  

In cases where a collocation of team members has not been possible the agile transformation 
has been hindered since it is a foundation in the agile way of working.  

 

8. Different approaches emerge in a multi-team environment  

Widely separated interpretations of the agile approach have been identified causing problems. 
If several teams or organisations adopts agile without guidance different interpretations and 
views of the agile methods are prone to arise which complicates both the collaboration between 
teams but also moving people between the teams. Dikert et al. (2016) hence suggest to define 
standards for the agile approach on a company level.  
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The agile approach was in most of the cases studied implemented gradually and during the 
transition the agile and traditional approaches were hence used at the same time. Besides 
causing tensions within the organisation, it prevented the new agile methods to not be 
implemented and adapted fully since they had to work with the traditional methods left. The 
problems were especially seen when the agile methods had to collaborate with waterfall method 
since the waterfall method requires the features of a delivery to be defined upfront while the 
foundation of the agile methods allows continuous changes.  

 

9. Quality assurance challenges  

The agile approach must, similarly as to requirements engineering, be extended to 
accommodate testing activities. When the testing activities can’t be done within the user stories, 
problems arise. Dikert et al. (2016) argues that when testing activities requires more resources 
than the teams have and when they overlap team boundaries a separate team should be defined 
to conduct the testing. Dikert et al. (2016) emphasises the importance of defining the boundaries 
between the teams in such cases.  

The requirements ambiguity was also identified as a problem for quality assurance and lastly 
the lack of automated testing.  

  

The previous paragraphs described the challenges of large-scale agile implementation identified 
in the case study of 42 industrial cases of large-scale agile implementation conducted by Dikert 
et al. (2016). In the same case study conducted by Dikert et al. (2016), success factors of large-
scale agile implementation have also been identified. The success factors with corresponding 
occurrence in the case study are presented in table 10.  

 

Table 10: Success factors for large-scale agile transformation with corresponding occurrence identified by Dikert et al. (2016) 
sorted by author in order of occurrence.  

Success factors  Occurrence 
[%] 

1. Choosing and customising the agile approach  20 
2. Mindset and alignment  17 
3. Management support  16 
4. Training and coaching  15 
5. Piloting  14 
6. Team autonomy  10 
7. Requirements management  10 
8. Engaging people  9 
9. Communication and transparency  7 
10. Commitment to change  7 
11. Leadership 7 

 

In the following paragraphs each success factor identified in the case study conducted by Dikert 
et al. (2016) presented in table 10 are described in more detail so all information presented in 
the following paragraphs is obtained from that case study.  
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1. Choosing and customising the agile approach  

The most commonly reported success factor identified by Dikert et al. (2016) is to customise 
the agile approach and practices to the specific organisation. Dikert et al. (2016) argues that the 
agile approach should be chosen according to the current corporate model to avoid interference. 
The customisation should allow individual teams to find, adapt and implement the agile 
methods that best fits that team, but the most successful teams has done that so that it fits the 
large and distributed environment also. The possibility to customise the agile methods were 
found to promote innovation and performance in the teams. When customising the agile 
methods on a large scale, which often is necessary, it is important to not contradict the agile 
principles for a successful implementation according to Dikert et al. (2016). Dikert et al. (2016) 
emphasis that the usage of an agile approach is a continuous work where the agile methods need 
to be challenged, refined and adapted to the current situation to remain successful.  

The results from the case study implies that to conform to a single approach often is beneficial 
with the advantages of being able to compare the work of different teams, relocate people 
between teams and creating a predictable process for the stakeholders. To use a consistent and 
common vocabulary were also seen as a success factor.  

In general, it was not good to keep parts of the old way of working since it hindered the 
implementation of the new way of working but in some cases, it was reported that it was needed 
to keep the high-level management during the implementation. This approach enabled a step-
wise introduction of agile methods on a team level and gain management support. It was also 
reported that to already organisational structure similar to the agile approached eased the 
implementation.  

Dikert et al. (2016) states that in order to have a successful implementation, things should be 
kept as simple as possible. The focus should lie on engaging teams and adapting the processes 
to the current situation rather than to focus on details of processes and tools.  

  

2. Mindset and alignment  

One of the more commonly reported success factors identified was to focus on the agile values 
and principles. Dikert et al. (2016) argues that when people understand the agile values, they 
will also understand why a change is needed and become more motivated to change.  

To build the agile mindset, social events were reported as successful. The social events provided 
the opportunity for receiving information and to practice the new way of working. They also 
promoted bounding between teams and hence improved the collaboration between them.  

Another success factor identified in the case study was to align the organisation and having a 
common goal. In one of the cases studied a structured roll-out plan was created and applied to 
uniformly introduce agile to a large number of employees and teams and was identified as one 
of the major success factors for that case.  
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3. Management support  

The third most reported success factor identified by Dikert et al. (2016) is management support. 
The authors report that the manager role had a large influence on whether the change stuck 
since the managers had the power and authority to remove obstacles such as misconceptions or 
mistrust regarding the agile methodology or by changing time frames to enable the adoption 
process and assigning resources for coaching and training. The success of having a supporting 
management is reported to be reinforced by the support being visible. The visibility of the 
management support increased the motivation of the employees to adapt to the agile 
methodology and for some cases it even caused the adaption to happen spontaneously according 
to Dikert et al. (2016). Another aspect of the successfulness of a supporting management was 
to educate the management to ensure that it could support the agile adoption.  

 

4. Training and coaching  

Training has been reported to not only improve the chances for a successful agile 
implementation but providing the necessary knowledge about the agile methods but also to give 
a more positive and enthusiastic attitude towards the change. Since the agile methods aren’t an 
exact way of working but rather a mindset, it is difficult to educate only based on theory. The 
most successful training is according to Dikert et al. (2016) performed in practice. Coaching by 
an agile coach is reported as specific success factor for adopting and using the agile methods in 
an efficient and successful way.  

 

5. Piloting  

To have a pilot project has been reported to be a success factor for the agile implementation. 
Dikert et al. (2016) writes that a pilot project created confidence in the organisation for the agile 
methods being suitable for the organisation which increased the acceptance of the agile 
methods, especially the managements acceptance. The pilot project also provided knowledge 
on how to adapt and customise the agile methods to the specific company and also on which 
challenges that could be expected. 

  

6. Team autonomy 

One of the most significant success factors identified by Dikert et al. (2016) was to enable and 
allow the teams to be self-organised. It has been reported that the agile methods only could be 
implemented and established fully if the teams were the given the power to decide over 
themselves. According to Dikert et al. (2016), the self-organisation creates a commitment to 
change, motivation to the continuous use and by allowing the teams to take ownership of the 
development process will cause a voluntary improvement. The self-organisation was also seen 
to result in an easier acceptance of the agile methods and by giving teams the authority to decide 
over their work it was also seen to increase productivity and morale. Lastly, the self-
organisation also seen to create a better foothold for the change and hence resulting in keeping 
and improving the new methods.  
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In addition to the self-organisation, another success factor reported was to not have a top-down 
mandate. By letting the teams learn and understand the agile methods it created a desire to 
change which also lead to the change sticking.  

 

7. Requirements management 

The recognition of the importance of the product owner role has been reported as a success 
factor in the cases studied. Problems were seen to arise when the product owner role did not 
perform and especially when there wasn’t a dedicated person in the product owner role. The 
correct implementation and use of the product owner role were contributed to both the team 
performing better and also to a more correct delivery, according to Dikert et al. (2016). The 
success of using the product owner role correctly were especially obtained if the role was 
engaged in an early stage of the project.  

One of the more commonly reported challenges in the cases studied was to manage the 
requirements, especially the management of the gap between high-level requirements and user 
stories handled at a team level. These challenges were reported to be avoided or eased by careful 
training and learning of how to break down and writing user stories. In some cases, a dedicated 
requirements architect was even used to handle the requirements.  

 

8. Engaging people  

The engagement of people is another success factor identified by Dikert et al. (2016). The 
personality of people is according to Dikert et al. (2016) an important aspect in the 
successfulness of the change where collaborative and understanding people who are prepared 
to discard preconceptions and that are willing to try new untested approaches is beneficial. The 
successfulness of engaging people was especially seen when agile experienced people were 
engaged in the change and when people were broadly engaged in the organisation.  

 

9. Communication and transparency  

One of the most important success factors was to communicate and to be transparent. It was 
reported to be important to communicate intensive with as many people throughout the 
organisation as possible during the change. Dikert et al. (2016) that the communication should 
be repeated to ensure that everyone understands the new methods. The goal of the change 
should also be communicated since it was reported to reduce confusion and promote 
understanding of the methods.  

The change should also be transparent according to Dikert et al. (2016). The transparency was 
reported to be achieved by showing both successes and challenges while asking for feedback. 
To share experiences and status of the transformation aligned the organisation and ensured that 
everyone was moving in the same direction which was identified as a critical success factor. 
Although it was reported as positive to report challenges some cases studied suggests that only 
positive experiences of the new methods should be communicated in the beginning of the 
implementation. This approach was proven effective for making people want to try the new 
methods.  
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10. Commitment to change  

To communicate that the change is non-negotiable is reported as another success factor by 
Dikert et al. (2016). For some cases it has been reported that the magnitude of the change was 
of significance for the successfulness. A large change helped to strengthen the impression that 
the change was absolute because the large change gave the feeling of permission and 
encouragement to change and it also reduced the discussions on whether the agile methodology 
should be implemented or not since a decision already had been made. A strong commitment 
from the management to change did not itself cause the adaption but it strengthened the drive 
for change and could provide a picture of where to focus.  

 

11. Leadership  

Dikert et al. (2016) also states leadership as a success factor for agile implementation, especially 
change leaders who drive and lead the change itself by motivation and inspiration. The change 
leaders reported are roll-out teams, coaches or employees but management as change leaders is 
highlighted as especially important. The success of the change leaders has according to Dikert 
et al. (2016) benefited from the change leaders having no baggage of the past at the company. 
New employees or external coaches could focus on the agile methods and more easily identify 
places for correction of the agile approach or circumvent territorial barriers from the past and 
their advice were also received better since they were considered to be impartial.  

 

In the previous paragraphs the success factors identified in the case study by Dikert et al. 
(2016) has been described in more detail. A similar case study has also been conducted by 
Chow and Cao (2007) where 109 agile software projects from 25 countries where agile 
methods has been implemented has been studied. Chow and Cao (2007) identified four 
categories of failure factors of agile implementation as organisational, people and process. 
The failure factors of each category are presented in table 11. 
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Table 11: Failure factors of agile implementation identified by Chow and Cao (2007) in a case study of 109 cases of agile 
implementation in software projects has been studied. 

Category Failure factors  
Organisational  Lack of executive sponsorship  
 Lack of management commitment  
 Organisational culture too traditional  
 Organisational culture too political  
 Organisational size too large  
 Lack of agile logistical arrangements  
  
People Lack of necessary skill-set  
 Lack of project management competence  
 Lack of team work  
 Resistance from groups or individuals  
 Bad customer relationship  
  
Process Ill-defined project scope  
 Ill-defined project requirements  
 Ill-defined project planning  
 Lack of agile progress tracking mechanism  
 Ill-defined customer role  
  
Technical  Lack of complete set of correct agile practices  
 Inappropriateness of technology and tools  

 

Chow and Cao (2007) have also identified success factors of agile implementation in the same 
case study of 109 software project adopting agile methods. The categories of success factors 
identified are organisational, people, process, technical and project (Chow & Cao, 2007). The 
success factors of each category are presented in table 12. 
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Table 12: Success factors of agile implementation identified by Chow and Cao (2007) in a case study of 109 cases of agile 
implementation in software projects has been studied. 

Category  Success factor 
Organisational  Strong executive support 
 Committed sponsor or manager  
 Cooperative organisational culture instead of hierarchical  
 Oral culture placing high value on face-to-face communication 
 Organisations where agile methodology is universally accepted  
 Collocation of the whole team 
 Facility with proper agile-style work environment  
 Reward system appropriate for agile 
  
People  Team members with high competence and expertise  
 Team members with great motivation  
 Managers knowledgeable in agile processes  
 Managers who have light-touch or adaptive management style  
 Coherent, self-organizing team work  
 Good customer relationship  
  
Process Following agile-oriented requirement management process  
 Following agile-oriented project management process 
 Strong communication focus with daily face-to-face meetings  
 Honouring regular working schedule – no overtime  
 Customer having full authority  
  
Technical Well-defined coding standards up front  
 Pursuing simple design  
 Rigorous refactoring activities  
 Right amount of documentation  
 Regular delivery of software 
 Delivering most important features first  
 Correct integration testing  
 Appropriate technical training to team  
  
Project  Project nature being non-life-critical 
 Project type being of variable scope with emergent requirement  
 Projects with dynamic, accelerated schedule  
 Projects with small teams  
 Projects with no multiple independent teams  
 Projects with up-front cost evaluation done  
 Project with up-front risk analysis done  
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In a literature review conducted by Gustavsson (2016) have 21 case studies of agile 
implementation in projects in a non-software development context been analysed. Few 
challenges of agile implementation are reported in the cases studied but the challenges that 
could be identified are presented in table 13 with corresponding occurrence (Gustavsson, 2016).  

 

Table 13: Challenges of agile implementation identified in a case study of 21 industrial cases beyond the software domain 
(Gustavsson, 2016). 

Challenge  Occurrence 
[%] 

Changing mindset to allow flexibility  14 
Lack of process visibility  14 
By-in from managers  10 
Difficult to see benefits early in the project  10 
Inadequate knowledge sharing  10 
Individual work, lack of communication 10 
Long-term planning 10 
Lack of stake-holder engagement  5 
Scope deep 5 
Insufficient resource allocation  5 
Redundant work  5 

 

Ciric et al. (2018) has also conducted a case study on agile implementation beyond the software 
domain. 26 industrial cases of adopting a hybrid approach from different non-software business 
areas have been studied and the most occurring challenges have been identified (Ciric, et al., 
2018). For innovation management and product development Ciric et al. (2018) have identified 
the following challenges when adopting a hybrid approach:   

• Delays due to resource distribution  
• Lack of agile culture in the organisation  
• Mismatches between the requirements of agile and the company’s reward system  
• Insufficient knowledge of management across functions  
• Project documentation and the system remains too bureaucratic  
• Dedication of full-time teams to the project  
• Proper adaptability of these practices for different types of projects in the portfolio  
• Management resistance to a new hybrid system  
• Lack of scalability  
• Difficulties in linking project teams to the rest of the organisation  
• Project managers and teams tended to become too focused on the sprints that the team 

lost sight of the goal  
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4 Case Study  
This chapter will present the empirical results from the case study at the company. First, an 
introduction to the company and the cases studied will be given. Then the results from the 
observations, the questionnaire, the conducted workshop and the interviews will be presented 
respectively. Only a summary and a thematic analysis have been conducted on the results 
presented in this section. The results will be further analysed, compared and discussed in section 
5.  

 

4.1 Introduction to company  
Scania CV is of the world’s leading truck, buss and engine manufacturer who offer their 
products and services globally (Scania CV, 2019). The company was founded 1891 and the 
headquarter is located in Södertälje, Sweden, (Scania CV, 2019). This thesis work has been 
conducted at one of the project offices at Scania CV in Södertälje. The project office provides 
(Scania CV, 2019) department consisting of project managers. The projects managed by the 
project managers are large with respect to number of people involved, time line, number of 
departments involved and budget.  

 

4.2 Projects studied  
In this section, the projects studied in the case study are presented and compared. All 
information presented in this section has been provided by the project manager of each project.   

In table 14, the projects studied will be compared regarding several aspects. First, the project 
type is stated by categorising the projects into the following categories:  

1. Major new IT development and change with complex processes creation and change. 
2. Primary focus on process creation and change. Some IT change / development. 
3. Process creation and change with major new IT development. 
4. IT development and change with some process creation and change.  
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Followed by the main agile method used. Then calendar time, project organisation and 
dependence on surroundings are stated. Scania CV uses a PPS tool for estimating the level of 
project management needed for a project. The tool considers operational, organisational and 
business aspects and the scope and result of the project and calculates a comparative number. 
Based on the score, the projects are divided into different levels of project management where 
mega is the highest level. The stated calendar time, project organisation and dependence on 
surroundings in the table are gathered from the estimation. Lastly, the complexity estimation 
score and project management level are presented for each project. The data presented is hence 
provided by the company and the project is related and compared to other projects in the 
company for the estimation of project management.  

 

Table 14: Comparison of projects studied in the case study. 

 Project 1  Project 2  Project 3 Project 4  
Project type 1 3 1 1 
Agile method  Scrum Scrum/Kanban Scrum Scrum  
Degree of 
change  

Very high Very high Very high High 

Calendar time  Very long  Very long  Very long  Very long 
Project 
organisation  

Large Very large  Very large Medium 

Dependence on 
surrounding 

High Very high Very high Very high 

Project 
management 
score  

36 40 39 36 

Level of project 
management  

Mega Mega Mega Mega  
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4.3 Observations  
The data gathered from the observed workshop will be summarised and presented in this 
section. The results presented in this section will be discussed in section 5.2.2, 5.2.3, 5.3.3 and 
5.3.4. 

 

The success stories and deviations stated during the workshop was by using a thematic analysis 
approach divided into the following categories, or themes:  

• Customer involvement  
• Planning while agile  
• Project team  
• Collaboration between teams  
• Handling demands  
• Delivery to customer  
• Product owner  
• Documentation 
• Using agile  
• Responsibilities  
• Prioritisation  

Each category will be described in more detail in the following paragraphs.  

 

Customer involvement  

One of the lager categories of deviations and success stories from the workshop was customer 
involvement. It was reported as a success when the customer and business side were committed 
and engaged in a project and as a deviation when the they weren’t. The business side were 
stated to be reserved and that it is some cases had been hard to get an engagement from the 
business side who did not want to spend any time on the project. The commitment and 
engagement from the business side were stated to increase when the need for a project had 
arisen from the business side. IT was also stated that it in some cases had been hard to get 
process managers to contribute and take responsibility for their respective areas.  

It was reported as a success story to have a close and constant communication with the customer 
and the rest of the organisation. Continuous demos of the product for the customer was reported 
to be successful since it provided fast feedback. Design sprints were also reported as a success 
story because it engaged the project team and involved the business side to a greater extent than 
before. Also focus groups with affected people from the business side was reported as a success 
story. A focus group consisting of business representatives from affected organisation areas 
was reported as success story for obtaining feedback and identifying customer needs. Lastly, it 
was also stated as a success story to find super-users to have demos with and to get faster 
feedback.  
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Planning while agile  

Several success stories and deviations from the workshop were related to planning. Many of 
the deviations was concerning that the traditional focus on budget and long-term planning don’t 
align with using agile which created problems. It was stated to cause lead times between 
organisations that worked agile and organisations that didn’t. It was also stated that the non-
agile prevented continuous change which is one of the fundamental principles in agile 
methodology.  

One deviation was that the long-term planning never held up and that more time should have 
been spent in a design sprint. Another deviation was that the time estimation was made by the 
wrong person. It was reported as a success story to define a release plan for the following six 
months since it enabled the project manager to follow up on deliveries for the project with 
longer foresight than one sprint and hence be able to follow up the project plan better. It was 
reported as a success story to visualise the project plan for the teams to provide them with better 
insight in the project.  

 

Project team  

Many success stories and deviations were related to team. To have a dedicated team was 
reported as a success story and that time together created a strong team. But it was also stated 
that it took long time to create a strong team with high delivery capacity, especially if it is a 
new team composition and if most of the team members are unexperienced. A delivery focus 
and a focus on independence of specific people was reported as success stories. Also, to have a 
stable communication and to help the project to defined stories and tasks according to the team’s 
way of defining.  

It was stated as a deviation that the teams weren’t feature based since it created bottlenecks. 
Also, that an it had been a major people turnover in one of the projects just after the pilot-study 
which lead to extensive loss of knowledge from the pilot-study.  

One deviation stated that the routines of how to transition into maintenance lead to quick fixes 
without any long-term solutions.  

 

Collaboration between teams  

Success stories regarding collaboration between teams was to have joint informative meetings 
and planning to share goals, vision, information, validate and prioritise. Also, to have cross-
functional teams where business analysts, business representatives and developers worked 
together. it was also stated as a success for collaboration between teams to have a commonly 
committed scope. No deviations regarding collaboration between teams were mentioned. 
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Handling demands  

One deviation stated that the demands had changed when people left the project which lead to 
that waste was produced since the demand no longer was requested. A success stated that an 
easier IT tool had been used for describing the demands on a user story level which saved much 
time and waste compared to earlier when much time had been spent on describing detailed 
demands.  

 

Delivery  

Small and defined CR’s were stated as a success story for a good flow of deliveries to customer. 

 

Product Owner  

To have a product owner was reported as a success and to not have a product owner was 
reported as a deviation. Especially to have a product owner from the business with knowledge 
of the product and process because it made it easier for the product owner to prioritize and plan.   

 

Documentation  

To have poor documentation was stated as a deviation.  

 

Using agile 

A success story related to using an agile approach was that it had increased the time spend on 
reflection and created a focus on what to improve instead of focusing on what others do wrong. 
The agile methods had also resulted in decreased lead time and the customers got feedback 
much faster.   

A deviation presented related to working agile was that it was unclear how pilot studies should 
be handled in the agile “factories”. A process description of the factories was stated to be 
missing.  

One project manager also reported as a success story that the agile teams had taken over much 
of responsibility which enabled the project manager to focus on overall coordination inside and 
outside of the project. 

 

  



 51 

Responsibilities   

It was stated as a deviation that it was unclear status on critical deliveries and that it was hard 
for the project manager to know when to react to deviation or if the agile teams shall solve it 
themselves and if the teams didn’t solve it, or maybe shall not solve it, the project manager 
didn’t feel to have enough insight required for helping. It was stated that the responsibilities of 
the project manager were unclear in these situations.  

It was also stated as a deviation that when acceptance was needed for deliveries that covered 
several product areas, it was unclear who had the responsibility for the release.  

 

Prioritisation  

Two deviations were stated regarding prioritisation. The priority was stated to be divided and 
that it was hard to prioritise when different organisations were involved since they had different 
business goals while being dependent on each other. The prioritisation and the communication 
regarding prioritisation were stated to be challenging and to take long time.  

 

 

4.4 Questionnaire 
In this section, a summary of the data gathered from the questionnaire will be presented. All 
data from the questionnaire is presented in Appendix C. The results presented in this section 
will be discussed in section 5.1.2 and 5.1.5. 

 

A summary of the working assignments stated and quantified by the project managers in the 
questionnaire is presented in table 15. All tasks mentioned by one or several project managers 
are stated in the first column of the table and the answers from each project manager is 
presented in the columns to the right. A task can either be removed, added, remained or 
unmentioned.  If the task remained the time and effort can either have decreased, remained or 
increased. A decrease in time or effort is represented with a – and an increase with a + and if 
the time or effort remained the same with a 0. The answer of each project manager is stated 
with corresponding abbreviation. 
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Table 15: Comparison of stated and quantified working assignments and responsibilities stated by the project managers in the 
questionnaire. 

Task 
A

dd
ed

 

R
em

ov
ed

  

Remained 

U
nm

en
tio

ne
d 

 

   Time 
- 

Time 
0 

Time 
+ 

Effort 
- 

Effort 
0 

Effort 
+ 

 

Prioritise  PL1 PL4 PL2   PL2   PL3 
Coordinate PL4   PL1 PL2 PL1 PL2  PL3 
Follow-up PL4  PL1,  

PL3 
  PL3  PL1 PL2 

Report to 
management 
board  

  PL3, 
PL4 

 PL2  PL2, 
PL3 

PL4 PL1 

Secure 
resources  

 PL4  PL3 PL2  PL2, 
PL3 

 PL1 

Plan within 
project  

 PL4 PL3 PL1 PL2 PL3 PL1 PL2  

Create 
overall plan 

 PL3, 
PL4 

      PL1, 
PL2 

Estimate 
resources  

 PL3       PL1, 
PL2, 
PL4 

Describe 
project  

   PL1   PL1  PL2, 
PL3, 
PL4 

Control  PL3       PL1, 
PL2, 
PL4 

Administrate 
meetings 

   PL4   PL4  PL1, 
PL2, 
PL3 

Set a way of 
working 

PL3        PL1, 
PL2, 
PL4 

Create and 
follow-up 
budget 

   PL2   PL2  PL1, 
PL3, 
PL4 

Lead and 
assign work 

  PL2   PL2   PL1, 
PL3, 
PL4 
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Hand over to 
maintenance  

   PL2   PL2  PL1, 
PL3, 
PL4 

Pulse 
meetings  

PL4        PL1, 
PL2, 
PL3  

Dialogue 
with 
customer  

   PL4   PL4  PL1, 
PL2, 
PL3 

Facilitate 
project 
meetings  

  PL4   PL4   PL1, 
PL2, 
PL3 

Follow-up 
with project 
members  

  PL4   PL4   PL1, 
PL2, 
PL3 

 

 

4.5 Workshop  
In this section the results from the conducted workshop will be presented. The results presented 
in this section will be discussed in section 5.1.3 and 5.1.5.  

 

In the first part of the workshop the participants were asked to evaluate some statements. The 
degree of agreement with the statement was stated by assigning the statement a score. The 
higher the score, the higher degree of agreement. The scale used for the first part of the 
workshop was:  

 

Fully disagree  0 4 8 12 Fully agree  

 

The results from the first part of the workshop are presented in table 16 together with the 
calculated average score.  
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Table 16: The results from the first part of the workshop.  

Statement  Score  Average 
Score 

 0 4 8 12  
There is a need for an overall role that has an overview of 
the project. 

   7 12 

The project manager is suitable for that (statement above) 
role.  

  3 4 10.3 

If the team/teams do not deliver it is the responsibility of 
the project manager to make sure that they do. 

3 1 3  4 

As a project manager, I plan more overall now.  2 2 3 8.6 
It is harder to prioritise now. 3 4   2.3 
It is harder to plan now. 1 5 1  4 
It is harder to handle the traditional parts, such as budget, 
now. 

2 2 3  4.6 

It is harder to secure resources now.  2 3  6.4 
The projects at the project office are suited for working 
agile. 

  3 2 9.6 

Scania CV can work agile.  1 5  7.3 
 

The scale used for the second part of the workshop was No, Partly and Yes where the answer 
No meant that it wasn’t the responsibility of the project manager at all, Partly that it was the 
responsibility of the project manager together with one or more other roles and Yes that it was 
the responsibility of the project manager only. The results from the second part of the workshop 
are presented in table 17.  

 

Table 17: The results from the second part of the workshop.  

It is within the project manager role to: No Partly Yes 
Prioritise 1 3 3 
Coordinate  3 4 
Follow-up deliveries   7 
Report to management board   7 
Estimate and secure resources  1  6 
Plan  4 3 
Manage 2 3 2 
Administrate and facilitate some project meetings   7 
Set a way of working 2 3 2 
Create and follow-up budget  3 4 
Lead and assign tasks  7  
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4.6 Interviews  
In this section the results from the interviews will be presented. The section begins with a 
presentation of the interviews conducted followed by the answers to the interview questions. 
The interview answers have been divided into the four parts of the interview which are:  

1. Changes when adopting agile.  
2. Problems or challenges of using an agile approach and possible solutions. 
3. What the project manager has done well and what could have been done differently.  
4. Questions regarding using an agile approach in general.  

 

The interview group is presented in table 18. All interviewees were given an abbreviation based 
on their role and what project they are a part of which is presented in the table in addition to the 
date and length of each interview.  

 

Table 18: The interview group with date and length of each interview.  

Project Abbreviation Project role  Date of 
interview 

Length of 
interview 

1 PL1 Project manager, 
Product Owner 

12-03-2019 40 min 

 SM1 Scrum Master, UX 
Designer  

07-03-2019 50 min 

 PM1 Project Member 
(Developer)  

02-04-2019 48 min 

     
2 PL2 Project manager, 

Product Owner 
12-03-2019 58 min 

 PM2 Project Member 
(Developer)  

19-03-2019 51 min 

 BA2 Business Analyst  28-03-2019 36 min 
     
3 PL3 Project manager  20-03-2019 48 min 
 TPO3 Tactical Product 

Owner  
26-03-2019 54 min 

     
4 PL4 Project manager 01-04-2019 43 min 
 PO4 Product Owner 01-04-2019 33 min 
 SM4 Scrum Master, 

Scrum of Scrum  
18-03-2019 50 min 

 BMM4 Business 
Maintenance 
Manager 

01-04-2019 49 min  
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4.6.1 Part 1 - Changes when adopting agile  
The answers from the first part of the interviews will be presented in this section. The answers 
to the following questions will be presented:  

1. Which do you think have been the largest changes regarding working assignments and 
responsibilities for you in your project role when agile methods were introduced?  

2. Which do you think have been the largest changes regarding working assignments and 
responsibilities for the project team or project as a whole when agile methods were 
introduced?  

The answers to both questions will be presented together but the answers will be divided 
according to project role. The results presented in this section will be discussed in section 5.1.4 
and 5.1.5.  

 

Answers form project manager 1  

The project manager of the first project states not to have experienced a large change regarding 
the working assignments and responsibilities in the own role and that it rather has been an 
individual journey to obtain more knowledge about the agile methods. Further that just because 
that haven’t used agile terminology until recent years does not mean that they weren’t agile 
before, just that they did not use that terminology and definitions. Lastly the project manager 
states that the role and focus of the project manager differs significantly between different 
projects and especially between different project teams. 

  

Answers from project manager 2  

The project manager of the second project also states to not have experienced any significant 
change of the own role when implementing agile but with the explanation that the rest of the 
company works traditionally and that it’s only the IT departments that uses agile which requires 
to use different terminology when in contact with the IT organisation. The second project 
manager describes that the implementation of agile in the IT organisation caused confusion in 
the rest of the company which increased the importance of the project manager role since the 
two sides needed someone to ease and coach the collaboration between them. Also, that the 
own role has transitioned to become more like a change leader and communicator tether than a 
traditional project manager.  

 

Answers from project manager 3  

The project manager of the third project also claims that the project manager role has become 
more of a coaching role. Regarding the planning, the third project manager states that the 
planning is less detailed now than earlier and that most of the planning is done in the beginning 
of the project and that it decreases when the project is up and running. Much time and effort are 
now spent in the beginning of a project to set a way of working and processes which then are 
improved continuously during the rest of the project. The focus on setting way of working and 
processes were stated to have increased. Another change mentioned was that the responsibility 
is moved further down in the organisation but that the main responsibility still lied on the project 
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manager. The project manager stated that by making sure to set a way of working, processes 
and structure in the beginning of the project the project manager could feel comfortable with 
giving more responsibility to the team and control less but still keeping the overall 
responsibility. It was hence important for the project manager to have a significant role in the 
defining the way of working, processes and structures since the project manager then felt safe 
with reducing the control and let the project team improve the way of working, processes and 
structure continuously during the project. The third project manager also states that the 
following-up on deliveries have changed nature and that the focus now is to help others to help 
other to deliver rather than just asking where a missing delivery is. It was further stated by the 
project manager that they had changed the way of working to a more agile approach before they 
knew what agile was and that they just had used “common sense”. Lastly, the third project 
manager states that they adapt more to each individual project that previously.  

 

Answers from project manager 4  

The project manager of the fourth project mentions that the planning which traditionally was 
done by the project manager now have been divided between the project manager, the product 
owner and the Scrum master where the Scrum master does the most detailed planning for the 
close future, the product owner on a higher level and for a bit more long-term and the project 
manager at the highest level and most long-term. The project manager also states that the own 
role has become more of a customer role rather than a project manager role. Further, it was also 
stated that the project manager tried to step down and let the agile teams find a way to work on 
their own and that it was a positive thing to be able to focus on other things instead of team 
issues.  

 

Answers from other roles  

One change mentioned was that the specification of tasks did not go on for so long time as I 
earlier did. It was stated that the development team in collaboration with the business analyst 
and quality assurance had to take a larger responsibility for prioritisation in one of the projects 
when a product owner was missing.  

It was stated that the roles had changed and become more unclear and that all roles became 
more like a project member role and that the boarders between the roles had become more 
vague. It was also stated that the agile approach had resulted in more feedback and discussions 
between business, product owner, business analyst and development team. Also, that it was a 
focus on continuous improvements.  

Another change mentioned was that it earlier was one project manager from IT and one form 
the business who followed-up deliveries for respective area but that it now often was only one 
project manager.  

The business analyst states that the own responsibilities haven’t changed but that how to work 
have changed significantly since the work had to be aligned with the agile teams. One developer 
states that it was a quite large change to focus more on the business and their needs and to 
translate those needs to IT-demands. The business maintenance manager stated that the lead 
time to give feedback to a user had decreased with 80 % when a more agile approach had been 
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adopted within the maintenance. The implementation had also led to that more types of 
competences are involved earlier when handling the demands. It was stated that the 
collaboration had increased, and the focus was on how to finish a task as fast as possible. One 
product owner stated to have become more involved in more things which was considered a 
positive change.  

 

4.6.2 Part 2 - Challenges of using an agile approach and possible solutions 
In this section, the answers to the second part of the interviews will be presented. The answers 
to the following questions will be presented:   

• Which were, or are, the largest problems/obstacles/challenges for you in your project 
role when agile methods were introduced?  

• Which were, or are, the largest problems/obstacles/challenges for the project team or 
the project as a whole when the agile methods were introduced?  

The answers to both questions will be presented together. The results presented in this section 
will be discussed in section  5.2.3, 5.3.2 and 5.3.4.  

 

The problems with corresponding possible solutions stated during the interviews were by using 
a thematic analysis approach divided into the following problem categories, or themes:  

• Handling demands  
• Acceptance from customer  
• Customer involvement  
• Delivery to customer  
• Decision making 
• Prioritisation of tasks  
• Project roles  
• Responsibilities  
• Communication  
• Divisions within project  
• Team working  
• Team constellation  
• Mindset  
• Project goal  
• Visualising the whole  
• Agile methods  
• Lack of agile knowledge  
• Project manager problems  
• Organisation  
• Change  
• Documentation  

Each category of problems and possible solutions stated will be described in more detail in the 
following paragraphs.  
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Handling demands  

To handle the demands was a commonly mentioned challenge by almost all interviewees, 
except the project managers. The demands were unclear, undefined, too general, un-updated 
and dynamic which caused problems with for example sprint planning and incorrect 
development. One aspect of the demands problem commonly occurring during the interviews 
was that it was challenging to know on which level the demands should be prepared on before 
handed to the development team which was seen to be challenging for both the business side 
and development side of the projects. It was also mentioned that the demands in the flow was 
un-updated and that some of them wasn’t accurate at all. It was stated that much time had been 
spent on discussing the demands and how to handle them in the project regarding 
documentation and the handing over from the business to the development team. Also, that 
much time had been spent on visualising the demands. These challenges were reported by 
several different roles and for several projects. It was believed that these problems could have 
been avoided by spending more time in the beginning to set a way of working and handling the 
demands.  

It was also stated that the hand-over of demands from the business side to the development side 
in the project was challenging. The development teams were stated to not understand the 
demands or tasks assigned in the sprints and stated that the business side didn’t explain them 
sufficiently. The business side prepared, discussed and prioritised the demands at several 
meetings at different levels before the demands reached the development teams and the teams 
were invited to these planning meetings so that they could gain insight and understanding of 
the demands and that the feeling of handing-over would be minimised. The development teams, 
or team representatives, were stated to not want to participate in these meetings because they 
felt that it was a waste of time and that they rather spent the time on developing. The business 
side stated that the developments teams should participate in these meetings to solve the 
problem with handing-over demands while the development side stated that the business side 
should prepare the demands differently so that they didn’t misinterpreted them.  

The demands were also considered challenging when they were dynamic but to use an agile 
approach were believed to ease the handling of the dynamic demands. It was suggested that the 
demand knowledge and competence should be a part of the team which often consists of only 
developers instead of the tasks being handled over from the business side of the project. It was 
also suggested that more tasks then estimated for the sprint should be prepared so that the work 
could continue if all tasks in a sprint were finished early.  

In general, it was considered to have spent too much time on the demands which were 
unnecessary and that most of the discussions could have been avoided if a way of working with 
the demands had been defined in the beginning of the projects. It was stated that the project 
manager should make sure that a way of working was set which should include a process for 
handling demands.  

 

  



 60 

Acceptance from customer 

A related problem area was the acceptance criteria for the finished tasks which were considered 
to sometimes be unclear. This caused the development teams to feel unsecure of the 
expectations of their work which lead to the development team having hard time handing over 
things. It was also mentioned to be hard to get acceptance on larger parts, such as a flow an IT-
application, since the customer wanted to see a finished product before accepting. These 
problems and stated solutions will be discussed further in the next paragraph.  

 

Customer involvement 

As mentioned in the paragraph above, problems regarding getting acceptance from the customer 
were mentioned in several interviews. The customers were said to want a finished product 
before accepting its functionalities and flows and several project members stated in the 
interviews that this caused problems since the overall flows need acceptance as much as small 
functionalities do. In one project it was stated that a flow of the application had to be redone 
since the customer hadn’t accepted it in advance and when the delivery was made the customer 
wasn’t satisfied.  

It was stated by many of the interviewees in one of the projects that it caused problems when 
the customers only wanted finished products since it prevented the agile teams from working 
agile since they want to deliver small and continuous deliveries to get feedback from the 
customer. It was stated that it is important that also the customer is able to work agile as a 
customer by obtaining small and continuous deliveries to give feedback on.  

Problems were also said to arise when the customer did not spend enough time in the project 
which delayed the project and lead to incorrect deliveries which further delayed the project. 
This problem was believed to be solved if the customer were more engaged in the project, 
especially in the beginning.  

The acceptance and customer related problems were believed by several of the interviewees to 
be solved by increased customer involvement. By having a continuous dialogue and 
collaboration with the customer continuous feedback could be obtained and it was also believed 
that the customer got a better understanding of the project and the needs of the project. It was 
also stated that it was important that the customer has an understanding of, and sees the benefits 
of, working agile in order to align with the deliveries from the agile teams. The project manager 
was not related to any of these problems, but it was stated that the project manager should 
encourage, or demand, customer involvement and that projects shouldn’t be started if the 
customer didn’t have the time or didn’t want to commit and spend time in the project. It was 
considered that the customer had to take responsibility in the projects too since it is their needs 
that the projects shall fulfil.  

 

Delivery to customer 

Four delivery related problems were mentioned during the interviews. The first was that the 
deliveries made did not match the customer’s expectations. The second was that the delivery 
phase significantly decreased when the business analyst and Scrum master roles were removed 
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in one of the projects. It was also mentioned that it was hard for the project to increase the 
delivery phase. The last was that the outcome, or delivery of the project did not match the 
preconditions that the project has.  

The first problem was considered to be solved by ensuring that everyone both inside and outside 
of the project have the same goal and scope of a project. None of the problems were considered 
related to the project manager.  

 

Decision making 

Interviewees in all projects stated problems related to decision making. The most common of 
them was that it was too many opinions to consider which lead to unnecessary long discussions 
and that it was hard to make a decision at all which prevented the project from proceeding. 
Another problem mentioned was that wrong people with too little insight and knowledge in the 
subject made the decisions which later caused problems when it was too late to change the 
decision. It was also stated as a problem when individual users made decisions regarding a 
product that will be used by many different users. Lastly, one project did not feel that they got 
sufficient decisions from above regarding overall questions in the project.  

The last problem was the only problem related to the project manager since it was considered 
that the project manager should escalate this to the management board.  

 

Prioritisation of tasks  

One of the problems mentioned that was considered to be most critical was the prioritisations 
of tasks and projects. Several project roles stated that it was challenging to prioritise between 
tasks within the project but also between different projects. It was desired to get more directions 
from above regarding what to prioritise. In the current situation it was said that the overview 
needed for prioritisation were lacking. It was also said to be unclear when things had to be done 
which also obstructed the prioritisation.  

It was stated that it was the project manager who should clarify when things had to be done but 
none of the other problems were related to the project manager.  

 

Project roles  

Almost all interviewees stated that the roles were unclear in the projects. It was said that there 
was an uncertainty of, and different interpretations of, the agile roles in the projects and in the 
organisation overall the highest uncertainty was stated to be regarding how the traditional roles 
such as project managers and business analyst should fit into the agile environment. Many 
interviewees stated that their roles had changed when adopting agile and that it had been 
confusing especially in the beginning. Several of the interviewees stated that they after a while 
had found their role and now felt more comfortable in it while other stated that they hadn’t. It 
was also stated that many thought that the uncertainty regarding project roles always arose in 
new teams and projects regardless of whether the project is agile or not but that the uncertainty 
increased when it was agile due to lack of experience of agile. This uncertainty was considered 
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to be solved by spending time in the team and adapt to the specific project and other people in 
it to find a way to work together in that specific project. It was also stated by some interviewees 
that is was beneficial to not focus so much on roles and instead have the mindset to collaborate 
and focus on how to handle each situation as good as possible.  

To lack necessary roles in a project was considered as a critical problem which were believed 
to cause many of the other problems described. Scrum masters and product owners were the 
two roles mentioned as missing in some of the projects.  

The project manager wasn’t expected to solve any of these problems directly but to encourage 
and enable the team to spend time together to find a way to work together and find their roles. 
The project managers should also be adaptive in their own roles.  

 

Responsibilities  

All interviewees stated that the responsibilities in the project to some extent were unclear. It 
was stated that it was unclear which responsibilities each role had and the boundaries between 
the responsibilities were unclear. Especially the responsibilities of the project manager versus 
the responsibilities of the product owner was considered unclear. It was stated by some that 
they did things which they considered to be outside their roles. It was also stated that the product 
owner in one project and the Scrum master in another project did too much because other roles 
either were lacking or that other roles didn’t take the responsibility. Another problem stated 
was that it was a gap between the responsibilities and in combination with the uncertainty 
regarding the responsibilities lead to tasks either being missed, or that more than one person did 
the same thing.  

Another responsibility related problem mentioned in one project was that the development team 
should be given more responsibility for the deliveries and in another project that the project 
manager should take more responsibility when deliveries failed. It is hence unclear how much 
responsibility the project manager should take for the deliveries.  

 

Communication  

Communication in general was a commonly mentioned problem during the interviews. The 
communication was said to fail both within projects and teams but also between teams and 
projects and towards the customer and the rest of the organisation. Several interviewees have 
given examples of situations where two parties have thought that they understand each other 
and then later realised that they didn’t and hence emphasises the importance of simple and clear 
communication. This problem is discussed in other problem categories also but in more detailed 
terms in relation to the specific category.  

The communication problems were not directly related to the project manager, but it was stated 
that the project manager should try to achieve a co-location of the project team, if not co-
located, to ease and minimise the problem at least within the project. Also set a way of working 
with routines for communication both within the project and towards the rest of the organisation 
and establish the right contacts with concerned parties.   
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Divisions within the project 

Problems were said to arise when there were divisions within the project team. It could be a 
defined division or just the feeling of a division but both cases lead to the feeling of “we and 
them” and that tasks were handed over rather than finished in collaboration. In the cases were 
there wasn’t an actual division within the team it still often resulted in a business side and a 
developing side of the project where mismatches between the sides arose. This division and 
handing over occurred although the whole team were co-located. The business side and the 
development side were stated to not understand each other always and focus on different things. 
These problems were believed to be solved by the IT side and the business side working more 
together and that both sides needed to have a curiosity and interest in understanding each other 
and have open discussions.  

One of the projects has previously had two project managers, one representing the IT side and 
one representing the business side, which later were reduced to one because it didn’t work to 
have two. The two project managers were said to have different views of the project and did 
not communicate sufficiently. 

It was stated that a project only should have one project manager and that the project manager 
should try to create one team without divisions.  

 

Team working  

One of the most commonly mentioned problems was that it took too long time to find a way of 
working, especially when many people and different organisations was involved in a project. It 
was said that it took too long time before routines and processes were set and before the delivery 
to customer worked. This problem was believed to be solved by spending much time in the 
beginning of a project to set a way of working but in the projects were that had been done, it 
was still considered to take too long time. Some interviewees stated that especially new teams 
need time to find a way of working and that all one can do is to wait. Some interviewees stated 
that it was the responsibility of the project manager to make sure a way of working was set 
while others stated that it was the responsibility of the agile teams to find it and that the project 
manager shouldn’t interfere. But all interviewees stated that it was of greatest importance that 
a way of working was set as fast as possible.  

One problem that was mentioned in a project with several agile teams working together was 
that it was hard to handle the dependencies between the teams’ work. It was said that nobody 
had an overview of theses dependencies and that it leads to things being missed or that two 
teams worked on the same thing. The solution to this problem was believed to be to assign a 
Scrum master in all teams so that the Scrum masters could handle these dependencies together. 
In the current situation only half of the teams had a Scrum master. It was also mentioned as a 
problem that the agile teams weren’t feature based and that they didn’t match the product 
owners’ areas which were feature based.  

Self-organising teams were mentioned as a problem by several interviewees since they didn’t 
have the experience of a functioning self-organising team, only failed attempts.  

 



 64 

Team constellation  

The team constellation was a commonly mentioned subject in the interviews. It was stated to 
cause problems when the team lacked experience and competence. It was also stated to cause 
problems when the team only consisted of developers which also have been discussed in other 
problem categories. Singe-competence was also mentioned as a problem which was amplified 
by the combination with poor documentation. Other problems mentioned was low commitment 
and engagement from the team and lack of responsibility. It was stated more care should be 
taken when putting together a team, not only regarding competences but also considering 
personalities. It was also stated that new teams required time to find a way to work together and 
that had to be allowed. The project manager was only expected to have an understanding of that 
time was required and to encourage the team to find a way to work together.  

 

Mindset   

In the project that has been going on for the longest time and had been delayed many times it 
was reported as a problem that a mindset that the project never will be done had developed. 
Within the team this mindset cased people to just postpone things with the motivation that it 
doesn’t matter if the project got delayed even more. Outside the project this mindset caused 
other projects that the project depended on to also postpone things since it was considered that 
the project wouldn’t be done in the anyway.  

Another problem related to mindset was that people had different mindsets, both within and 
outside the project. This led to people having different focus and working in different directions. 
It was also mentioned as a problem that people in general were searching for wrongs instead of 
focusing on what can be improved and how to improve it. This problem was believed to be 
solved by everyone both inside and outside committing to the same scope and goal for the 
project. It was stated that the project manager should encourage a common commitment and 
strive to maintain it.  

 

Project goal  

Several interviewed roles stated problems regarding the project goal. The overall project goal 
was stated to be unclear for several of the projects which caused people to focus on different 
things. The project goal was also said to be un-updated which caused further differing focus 
and also uncertainty regarding the scope of the project. When the project goal wasn’t defined it 
led to much time spent on discussions regarding the project goal and what to include in the 
project which were considered to consume unnecessary time.  

It was also stated as a problem when it wasn’t decided, or when there were different opinions, 
whether to focus on quality or time. Another problem that was raised by several roles in one of 
the projects was that the project goal of that project didn’t match the customer’s expectations.   

It was believed as for the mindset related problems that these problems could be solved by 
committing and defining a common goal for all concerned parties and maintaining and updating 
it. It was stated that it was the responsibility of the project manager to make sure that the project 
goal was updated and that everyone had a common goal for the project.  
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Visualising the whole  

To not visualise the whole or to not having an overview of the project was mentioned as a 
problem in all projects. It was believed that by not visualising the whole people could not get 
and understanding and an overview of the project which was considered to hinder the 
prioritisation and to lead to misconceptions regarding project complexity. It was also mentioned 
that it was important that the development team had an overview of the project both for being 
able to develop the right thing but also to be able to have a better dialogue with the business 
side since tensions otherwise had been experienced to arise when to two sides didn’t have the 
same unstaining of the project. 

To visualise the whole and making sure that all concerned sides of a project had the same view 
was considered to be the responsibility of the project manager.  

 

Agile methods  

Some of the problems mentioned in the interviews were stated to be directly related to the agile 
way of working. It was stated that the preconditions for working agile was lacking. It was also 
stated that it was hard for the more traditional roles to fit their work into the Scrum team’s way 
of working and that these roles didn’t feel that they fit into the team. The agile teams stated that 
they had difficulties to work agile due to the non-agile environment. These problems were 
believed to be solved by more information, education and practice of agile methods both before 
and during an implementation.  

It was also stated that the agile approach leads to the same driven and committed people doing 
everything and hence becoming overwhelmed by work. The agile approach was also stated to 
lead to things being missed which also are discussed in other problem categories.   

Another problem mentioned was that product owners had been assigned without understanding 
their roles.  

Again, none of these problems were directly related to the project manager but to find a way to 
work agile was considered as a part of setting a way of working which was considered to be 
partly the responsibility of the project manager.  

 

Lack of agile knowledge  

Almost all interviewees stated that it was a lack of agile knowledge. It was said that the lack of 
understanding caused both uncertainty regarding the agile methods but also misunderstandings 
and the wrong use of the agile methods. It was also stated that it was too little education and 
information regarding the agile methods before they were implemented in a project so that it 
took a long time to find a way to work.  

These problems were considered to be solved by continuous education and practice of agile 
methods. None of these problems were considered to be the responsibility of the project 
manager to solve.  
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Project manager problems  

The project managers mentioned a category of problems regarding how they in their role 
balance between the agile teams and the non-agile organisation and project management. The 
project managers stated that it was hard to handle the agile and the traditional parts of their role 
and that they often collided. They stated that due to the traditional project management with 
budget and planning it was hard to let go into the agile. They also stated that the agile teams 
could not set dates or answer when the development would be finished which made it hard for 
the project managers to manage the traditional demands for plans and budgets. All project 
managers stated that it was challenging to be the bridge between the different parts of the 
organisation working in different ways and trying to align their work.  

One of the project managers stated to lack the mandate to fix the problems in the project and 
that they didn’t get the help needed from above. Other problems mentioned were that it was 
hard for the project manager to help to solve problems when they had little insight in how the 
agile teams worked and that it was considered frustrating to not know how the agile teams 
worked.  

The project manager wasn’t considered to have the mandate or responsibility to solve any of 
these problems.  

 

Organisation  

One category of problems stated in the interviews was organisational. It was stated that the IT 
departments and the R&D departments managed projects in different ways which was said to 
cause problems and tensions. It was also stated that the managers or management board was 
the hardest group to convince to allow a project to work agile.  

It was stated as a problem that many projects was started without the right preconditions and 
the project wasn’t followed-up which were said to cause many of the other problems discussed 
in this section.  

The allocation of resources was also mentioned as a problem. It was stated that several projects 
depended on the same key resources who didn’t have time to participate in all projects. This 
didn’t only lead to these resources being overwhelmed with work but also delays. It was stated 
as to be of great importance to get time from the people needed and it was considered that a 
project should not be started if the people needed wasn’t available. Other problems mentioned 
was that the time schedule defined for one of the projects was too tight and that the release plan 
wasn’t agile and hence didn’t align with the agile team.  

The only problem stated to be related to the project manager was that the project manager 
should oppose to start a project if the right preconditions existed. It was also considered that the 
project manager should escalate earlier when a project had problems or lacked preconditions, 
but it was also believed that no countermeasures were taken until it become critical.  
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Change  

Some problems regarding change were mentioned in the interviews. In the larger projects it was 
stated that it took a long time to change something because it was so many people involved. In 
one of the smaller projects it was stated that even though improvements were identified and 
discussed during retrospectives it was hard to implement the improvements since nobody took 
the responsibility to do it. It was perceived that nothing happened after the discussions. It was 
also mentioned in the project that has been running for the longest time that many project 
members didn’t want to change anymore because they had tried so many different methods 
before unsuccessfully.   

Another change related problem mentioned was that people do not want to change unless the 
see the need and benefits of a change. Several cases were mentioned where a change was needed 
according to the interviewee but that that opinion wasn’t shared with the other project members. 
Even when a change was wanted problems could arise. It was said that people wanted to change 
but when asked to contribute, they didn’t want to spend any time or effort on it.  

None of these problems were related to the project manager directly but it was considered that 
the project manager should encourage change and strive to create an environment where the 
change was possible.  

 

Documentation  

The documentation of project information and project knowledge was mentioned as a problem 
by several project roles. The documentation regarding the projects were said to be un-updated 
which made it hard for new people to get into the project but also to maintain a common project 
goal which further caused problems described in category project goal. It was also stated that 
much of the knowledge regarding the technical aspects of the projects were undocumented and 
that only key-people with a long experience of the project possessed that knowledge which 
created problems when these people left the project since the only way to obtain that amount of 
knowledge then was through experience.  

The discussions regarding how to document and at which level to document were mentioned as 
a problem since it was considered to consume too much time. This problem was believed to 
could have been avoided by defining how to document at the same time as defining the way of 
working during the start-up of the project.  

The project managers identified two additional problems regarding documentation and 
information. The first problem was that it was hard to know which project information to 
present to who. Different managers, customers, other affected people and management board 
wanted different information. The second was that wrong project information sometimes were 
spread to other project which could cause problems. This problem was believed to be solved 
with a better communication between project with dependencies.  

To define how to document was considered to be a part of setting a way of working previously 
discussed under other categories and it was considered to be at least partly the responsibility of 
the project manager to make sure that a way of working is set in the project.  
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4.6.3 Part 3 – The project manager    
The answers to the third part of the interviews will be presented in this section. The answers to 
the following interview questions will be presented:  

• What do you think that the project manager has done well in this project when the agile 
methods were introduced?  

• What do you think that the project manager could have done differently when the agile 
methods were introduced?  

The results presented in this section will be discussed in 5.3.2 and 5.3.4.  

 

The answers from the interviewees regarding what the project manager has done well in the 
project and what the project manager could have done differently can be divided into the 
following four categories:  

• Behaviour 
• Role  
• Relation to team  
• Relation to agile 

The answers have been divided between the project managers’ answers and the answers from 
the other project roles. A summary of the answers will be presented in the following paragraphs. 
First the answers regarding what the project manager has done well followed by the answers 
regarding what the project manager could have done differently.  

 

Done well according to all other roles  

The behaviours of the project manager appreciated by the other project roles were to be adaptive 
and flexible in both practice and in dialogue. It was also appreciated to be concrete and clear 
with responsibilities.  

Regarding the project manager role, the other project roles appreciated when the project 
manager created an overall project goal, delegated tasks and escalated problems to the 
management board. It was also mentioned that the project manager also provided a driving 
force in the project which were seen as a positive thing that was needed. The project manager 
was said to maintain a delivery responsibility which was seen as motivational. The project 
manager was also stated to catch things that otherwise could be missed and to ensure that the 
deliveries would be done. It was also appreciated when the project manager was familiar with 
the developing.  

In the relation to the team it was appreciated when the project manager gave responsibility to 
the development teams and that the project manager listened to the suggestions from the project 
team. The availability of the project manager for questions were also appreciated and when the 
project manager invited to large planning meetings or updated the project members on what 
was happening in the project so that all project members got a better insight to the whole picture. 
Other positive actions mentioned was to co-locate the whole team and to celebrate success 
which both were said to create a team spirit. It was also appreciated that the project manager 
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worked much with to find a way of working within the project and that the project manager 
understood that the project team needed to try new things to find a functioning way of working.  

An open and flexible approach to the agile methods where the project manager tried to find a 
way to handle the deliveries required while enabling the teams to work agile was one of the 
most appreciated behaviours of the project manager.  

 

Done well according to project managers  

No answers regarding behaviour was given by the project managers.  

Regarding their own role, the project managers stated to have done well when they had worked 
with, or set, and maintained a way of working. Especially if the way of working had been set 
early in the project. The project managers also state to have done well when building bridges 
between different departments and created a way for departments that usually don’t cooperate 
to find a way to work together which were crucial for the proceeding of the project. Other things 
done well mentioned by the project managers was to escalate problems to the management 
board, create a dedicated team for the project and divide the project into smaller parts. The 
project managers also stated to have communicated well inwards to the project and to have 
initiated and facilitated activities to create a strong team. The last thing mentioned done well 
was to have worked with how to handle the demands with both the business side and the 
development side of the project.  

In relation to the team, the project managers state to have done well when they co-located the 
whole project team. Also, when they celebrated success since it was stated to have enhanced 
the team-spirit and motivation for the project.  

One of the project managers states to have done a good thing when implemented an agile way 
of working and also to place out engaged people who understood the agile methodology in the 
teams to drive the implementation.  

 

Done well according to both 

The following answers were given by both project managers and other project roles:  

• Picked up things that otherwise would have been missed.  
• Co-located the project team.  
• Celebrated success.  
• Escalated problems to management board.  

 

Do differently according to other roles 

Regarding the behaviour of the project manager, a desire to focus more on what actually has 
been done instead of always looking forward and talk about what must be done was stated. 
Also, to focus more on what the whole project should deliver rather than only on what the 
development team should deliver.  
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Regarding the project manager role or the responsibilities of the project manager, it was stated 
as a desire to give the teams more responsibility to solve the problems and not go into too much 
details but also that the project manager should take more responsibility when a delivery fails. 
It was also mentioned that the project manager should spend more time in the project rather 
than on the customer side and facilitate the planning of the release plan since it was believed 
that the project manager could provide a common focus for the other project members. The 
other roles stated that when one of the projects had two project managers, the communication 
between them was insufficient. Two other things mentioned that could have been done 
differently was that the project scope should have been defined and set earlier and that the 
project should have been divided into smaller parts before starting it and it was considered that 
the project manager at least should have opposed these things. Lastly that the project manager 
should evaluate, update and visualise the time plan better and that more time should have been 
spent in the beginning to set a way of working.  

No suggestions of changes were mentioned by the other roles regarding the relation to the team 
or the approach to agile.  

 

Do differently according to project managers 

The project managers mentioned no improvements or changes related to behaviour or team.   

The project managers state that they should have opposed the transition into self-organising 
teams more since they weren’t considered to work. They should also have opposed the 
traditional waterfall planning of budget and follow-up of projects in order to be more agile. 
Another thing mentioned was that they should have pulled the break earlier and harder when 
they realised that the project didn’t have the preconditions that was needed but they believed 
that no actions had been taken if they had and that actions only are taken when the problem 
becomes very critical. It was also mentioned that the communication could have been better 
towards other project and managers. The project managers stated that they should have 
demanded more experienced resources for the project and to have a core team for the project. 
They also said that they should have created a better collaboration between the IT and the 
business. Lastly, that they should have spent more time on working with estimation and how to 
pack tasks into sprints and also with how to visualise the time plan. 

Regarding the agile methods, the project managers mentioned that it was a success to use a 
tracer bullet method and that it should have been tried earlier.  

 

  



 71 

4.6.4 Part 4 – Using an agile approach  
In this section, the answers to the last part of the interviews will be presented. The answers to 
the following interview questions will be presented:  

• What do you consider to be the greatest advantages of working agile for you in your 
project role?  

• What do you consider to be the greatest disadvantages of working agile for you in your 
project role?  

• What do you consider to be the greatest advantages of working agile for the project team 
or the project as a whole? 

• What do you consider to be the greatest disadvantages of working agile for the project 
team or the project as a whole?  

• What is your general attitude to work agile?  

The results presented in this section will be discussed in section 5.4.1.  

 

The general attitude towards working agile was positive for all interviewees but all interviewees 
also stated that they only were positive if the right preconditions for working agile existed. One 
interviewee responded positive for only software development but claimed that some methods 
or mindset from the agile methodology could be used in other projects but not to the full extent.  

 

4.6.4.1 Benefits of using an agile approach  
The following benefits of using an agile approach were mentioned in the interviews:  

• Faster and better deliveries and increased customer value 
• Increased efficiency  
• Continuous improvement and adaption  
• Clear and common focus  
• Enables discovery  
• Beneficial tools 
• Fun way to work 
• Help with handling dynamic demands  

The benefits stated in the list above will be described in more detail in the following paragraphs.  

A common benefit stated by many of the interviewees was more valuable and correct deliveries 
to the customer while creating less waste. These benefits were obtained by the closer 
collaboration and communication which the customer which made it easier to understand the 
customer needs and deliver the right things. The agile methods were also said to make it easier 
to identify the customer needs. The delivers were done faster and more often which resulted in 
obtaining customer value earlier. In one of the projects studied the agile methods had 
contributed to a significant reduction of lead time which resulted in customers getting feedback 
much faster. The agile mindset to focus on how to deliver as fast as possible were mentioned 
as a significant benefit. It was also said to be easier to estimate the delivery capacity of a team 
when agile methods were used. The customer value was also said to increase by the creation of 
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less waste since the demands were understood better but also because the wrong delivers were 
small and due to the fast feedback from the customer the faults could be corrected more easily.  

Increased efficiency by using people and utilise the profits in a better way was stated as an 
advantage of using agile methods. Another benefit stated was that, in resemblance with when 
Lean are implemented in a production line, the material buffer is reduced, when agile methods 
are implemented the thought buffer of planning long term will be reduced.  

One of the most commonly mentioned benefits with agile methods in the interviews was that 
the foundation of continuous improvement and adaption to the current situation which were 
seen as very powerful and effective. The continuous evaluation necessary for continuous 
adaption and improvements were also said to make it more obvious if something wasn’t 
working in an early stage which also was seen to be an advantage compared with the traditional 
way of working which were believed to cover up more which cased large problems which were 
hard to solve when they had been going on for too long. The constant improvement and adaption 
were also said to avoid getting stuck in processes and plans and instead enable adaption to the 
current state.  

To have a clear and common focus were also stated as a benefit with using an agile approach. 
The mindset to focus on one sprint at a time were considered as an effective mindset, especially 
for large and dynamic projects. The agile methods were also thought to promote to focus on the 
right things and it was an advantage to collaborate and work together to solve the current 
problems.  

Several of the interviews believed that the agile methods enabled to discover more things and 
aspects and to get more insight to the surrounding and hence made it easier to adapt to the 
surroundings. The agile methods also resulted in the collaboration with more people and 
organisations which were said to further contribute to the discovery of new things and new 
aspects by discussion with people with different views and knowledge.  

The agile tools were stated as useful for learning on how to time estimate and break down 
demands into small tasks. One agile method that was considered as especially beneficial was a 
design sprint.  

The agile way of working was also considered to be a fun way to work where several 
interviewees answered that it was fun to work together and to collaborate with each other. Other 
aspect stated that made it more fun to work in an agile way was that you got to be a part of more 
things and that it was satisfying to finish something instead of continuing work on it for a long 
time.  

Lastly, the usage of agile methods was also stated to help with handling dynamic demands in a 
project.  

Many benefits of using agile methods were stated during the interviews but all interviewees 
emphasised that these only were potential benefits that only could be obtained with the right 
preconditions and the right implementation, usage and understanding of the agile methods.  
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4.6.4.2 Disadvantages of using an agile approach  
The following disadvantages of using an agile approach were mentioned in the interviews:  

• Individual disadvantages  
• Reporting more difficult  
• Think too much of the methods 
• Do not fit all projects  
• Self-organising teams do not work in reality  

The disadvantages stated in the list above will be described in more detail in the following 
paragraphs.  

Some individual disadvantages of agile methods were stated in the interviews. One 
disadvantage given was that the responsibility, effort and demands on each person increased 
when an agile approach was used. However, this was not seen as a disadvantage by all 
interviewees which instead stated that the increased responsibility and demands made it more 
fun to work. Another individual disadvantage stated was that the individual need for 
confirmation might be unsatisfied since the agile methods focus more on team performance 
than individual performance. It was also stated that it was a risk that driven and committed 
people took on too much work and that it always was the same people doing everything when 
using the agile way of working.  

The traditional reporting of plan and budget which still is required were said to be more difficult 
since the agile approach had been implemented. Questions regarding how long something will 
take and how much it is going to cost became hard to answer.  

Another problem stated in the interviews was that people thought too much of the methods 
themselves and lacked knowledge about them which caused a deviation from the goal of the 
implementation and the reason for implementing the new methods.  

Several of the interviewees believed that the agile methods weren’t applicable for all projects, 
at least not during all phases of the project, which were seen as a limitation and disadvantage.   

Lastly, self-organising teams were also seen as a disadvantage of the use of agile methods since 
they had not been seen to work in reality.  

All interviewees emphasised that they could see very few, often none, disadvantages with using 
an agile approach if implemented, used and understood right. If not, many disadvantages were 
considered to arise.  
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5 Discussion  
In this section the all empirical and theoretical data gathered will be discussed and compared. 
The discussion has been divided into the three research questions and one section about agile 
in general. The section will also include a discussion of improvements.  

 

5.1 RQ1 – The role of the project manager  
All data gathered related to the first research question will be discussed in this section. The data 
sources will first be discussed separately followed by a comparison of all sources to answer the 
first research question. The data sources that will be used to answer the first research question 
are:  

• Literature Part 1 – The role of the project manager  
• Questionnaire – Quantification of working assignments  
• Workshop – the conducted workshop  
• Interviews Part 1 – Changes when adopting agile  

 

5.1.1 Literature  
All literature corresponding to the first research question will be discussed in this section. 

 

The changes of the project manager role when adopting agile mentioned by Sheridan (2009), 
Taylor (2016), Sutling et al. (2014) and Cottmeyer (2009) can be summarised into:  

• The accountability for the project often remains at the project manager while losing the 
control over many of the aspects determining the success of the outcome (Taylor, 2016).  

• The project manager is expected to delegate while following often conflicting directions 
from above (Taylor, 2016).  

• The project managers often experience a loss of control (Taylor, 2016). 
• The management changes nature and becomes a visual management (Taylor, 2016).  
• The project manager can focus on other aspects than detailed team issues (Taylor, 2016).  
• The project manager should still manage time, budget, quality and scope but in a light-

weight version which is repeated within each sprint (Sheridan, 2009). 
• The project manager should focus on managing uncertainty, risk and change instead of 

focusing on time, cost and scope (Cottmeyer, 2009).  
• Focus more on leadership that empowers, encourages and supplies the team instead of 

planning, measuring, controlling and reporting (Taylor, 2016).  
• Facilitate and orchestrate rather than control and dictate (Taylor, 2016).  
• Remain result orientated by providing the agile teams with the preconditions to work 

efficiently, support and encourage the team and maintaining the focus on project goals 
and key activities (Sutling, et al., 2014).  

It is not ideal for the project manager to take on the role as product owner since it limits the 
team’s customer access and might confuse the team according to Sheridan (2009), although it 
has the advantage of the project manager obtaining a better strategic understanding.  
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The responsibilities or working assignments of the agile project manager stated by Sheridan 
(2009), Taylor (2016), Sutling et al. (2014) and Cottmeyer (2009) can be summarised into the 
following tasks:  

• Defining a communication plan (Sheridan, 2009), (Cottmeyer, 2009).  
• Provide a risk management approach (Sheridan, 2009), (Cottmeyer, 2009). 
• Coordinate several agile teams (Sutling, et al., 2014), (Cottmeyer, 2009).  
• Establish and adjust project context and scope (Sheridan, 2009), (Cottmeyer, 2009).  
• Estimate cost (Sheridan, 2009) 
• Facilitate discussions between team members (Cottmeyer, 2009).  
• Manage human resources (Sheridan, 2009),  
• Remove organisational impediments (Cottmeyer, 2009).  
• Coach the agile team (Cottmeyer, 2009). 
• Resolve tensions between the development team’s view of value and the business side’s 

view of value (Taylor, 2016).  
• Promote and encourage an agile mindset and maintaining the agile approach (Sutling, 

et al., 2014), (Cottmeyer, 2009).  
• Align decision making with the agile approach (Sutling, et al., 2014).  
• Maintaining the team focus on project goals and key activities (Sutling, et al., 2014).  
• Reduce waste (Sheridan, 2009). 
• Plan quality (Sheridan, 2009).  
• Balance the need for management control with the team autonomy needed for the agile 

teams to manage changes (Taylor, 2016). (DSDM Consortium, 2014; Schwaber, et al., 
2001) 

 

5.1.2 Questionnaire  
The results from the questionnaire regarding working assignments and responsibilities will be 
discussed in this section. 
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The workings assignments or responsibilities stated and quantified in the questionnaire by the 
project managers were differing as can be seen in table 15. Not even half of the stated and 
quantified working assignments were mentioned by more than one project manager which 
makes it hard to compare the answers. The conclusion that can be drawn by reviewing all 
answers is that the role of the project manager differs significantly between the projects. If 
reviewing the working assignments and responsibilities stated by more than one project 
manager, they were:  

• Prioritise  
• Coordinate  
• Follow-up  
• Report to management board  
• Secure resources  
• Plan within project  
• Create overall plan 

To prioritise were mentioned by all but one project manager. One project manager stated that 
this working assignment or responsibility had been added while another stated that it had been 
removed. The project manager that stated to have prioritised both when working traditionally 
and when working agile stated that both the time and effort required for prioritisation had 
reduced since adopting an agile approach. The statements given regarding prioritisation are 
hence contradictory and no conclusion can be drawn regarding this working assignment.  

Coordination were also mentioned by all but one project manager. One project manager stated 
that it had been added as a working assignment while the other two project managers stated to 
have coordinated when working both traditionally and agile. One of these two project managers 
stated that the time required had remained the same while the effort required had decreased. 
The other of these two project managers stated that the time required had increased while the 
effort required had remained the same. It is hence again hard to draw any conclusions from 
these results.  

To follow-up the project was stated as a working assignment or responsibility by three of the 
project managers. One of the project managers stated that to follow-up the project was a 
working assignment or responsibility that had been added when working agile. The other two 
stated that the working assignment had remained. One of these two project managers stated that 
the time required for following-up the project had decreased while the effort required had 
increased. The other one also stated that the time required had decreased but that the effort 
required also had decreased. It is again hard to draw any conclusions from these results, but 
they might imply that it is a part of the agile project manager role to follow-up the project.  

All but one project manager stated to report to management board as a working assignment. All 
three project managers stated this working assignment as remaining. One project manager 
stated that the time required had decreased while the effort required had remained the same. 
Another that the time required had decreased while the effort required had increased. The last 
project manager stated that the required time had increased, and the effort remained the same. 
Also, here it is hard to draw any conclusion, but the results may imply that it is the role of both 
a traditional and agile project manager to report to the management board.  
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Three of four project managers states securing resources as a working assignment or 
responsibility. One of project manager states to no longer secure resources while the other two 
states that the working assignment has remained. One project manager state that both the 
required time and effort have remained unchanged. The other project manager states that the 
time required has increased while the required effort has remained the same. No conclusions 
could be drawn from these results.  

To plan within the project were the only working assignment or responsibility stated by all 
project managers. All project managers stated this working assignment when working 
traditionally but only three stated the working assignment for working agile. One of these three 
project managers stated that both required time and effort had decreased. Another that the time 
and effort required had remained the same while the last project manager stated that the required 
time and effort had increased. These results imply that it might be the responsibility of the agile 
project manager to plan within the project.  

The last working assignment or responsibility mentioned by more than one project manager 
was to create and overall plan. Two of the four project managers mentioned this working 
assignment and both of them only stated it when working traditionally. The conclusion that can 
be drawn from these results are that to create an overall plan might not be the responsibility of 
the agile project manager.  

As a summary, how the working assignments and responsibilities of the project manager change 
when adopting agile can’t be answered from these results since they contradict each other few 
trends and similarities could be identified. The few conclusions that could be drawn are hence 
considered to have low validity. The conclusions are:  

• It might be the responsibility of the agile project manager to follow-up the deliveries.  
• It might be the responsibility of the agile project manager to plan within the project.  
• It might not be the responsibility of the agile project manager to create and overall plan 

for the project.  

No conclusions regarding how the working assignments or responsibilities differed between 
when the project manager was only a project manager or when the project manager also had 
the role as product owner.  

The results from the questionnaire were complemented with a workshop whose result will be 
discussed in the following section.  

 

5.1.3 Workshop  
The results from the conducted workshop will be discussed in this section.  
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The results from the first part of the workshop are presented in table 16. The answers can be 
summarised into:  

• There is a need for an overall role with an overview of the project.  
• The project manager is suitable for that role.  
• The project manager doesn’t have the main responsibility for the deliveries.  
• The planning has become more overall.  
• It isn’t harder to prioritise.  
• It isn’t harder to plan. 
• It isn’t harder to handle traditional tasks such as budget and project plan.  
• It is harder to secure resources.  

The results from the second part of the workshop are presented in table 17. If reviewing the 
answers, the following responsibilities were considered to be within the project manager role 
by the majority of respondents:  

• Follow-up deliveries  
• Report to management board  
• Estimate and secure resources  
• Administrate and facilitate some project meetings  

The responsibilities that were either fully or partly the responsibilities of the project manager 
ware:  

• Prioritise  
• Coordinate  
• Plan  
• Create and follow-up budget  

The responsibility stated to be only partly the responsibility of the project manager was:  

• Lead and assign tasks  

The answers regarding the following tasks were too contradictory and no conclusion could 
hence be drawn whether or not they were the responsibility of the project manager:  

• Manage the project  
• Set a way of working  

 

5.1.4 Interviews  
The answers to the first part of the interviews will be discussed in this section.  

 

All interviewed project managers state to not have experienced any significant change regarding 
their roles related to adopting a more agile approach. One of the project managers stated in the 
interviews that the project manager role became more important when an agile approach was 
introduced since the agile parts of the organisation and the non-agile parts of the organisation 
needed someone who could ease and coach the collaboration between them. The project 
manager role was considered to become more of a coaching role compared to earlier. 
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The planning was stated to have changed nature to have become more overall and that the more 
detailed planning was handled by other roles. This can be confirmed if reviewing the working 
assignments stated by the product owner, scrum master and developers in Appendix C. The 
responsibility was stated to have moved down in the organisation but that the main 
responsibility had remained on the project manager. To be less involved in details were stated 
to enable the project manager to focus on more overall parts of the project. 

The time spent on setting a way of working in the beginning of a project were stated to have 
increased and that by setting a way of working with structures, processes and principles it later 
enabled the project manager to focus on other things.  

The changes regarding their own role stated by the project manager in the interviews can be 
summarised into:  

• Becomes more of a coaching role  
• Less involved in details  
• Becomes a bridge between agile parts and non-agile parts of the organisation  
• Plans less detailed   
• More focus on setting a way of working in the beginning of a project  
• Responsibility have moved down in the organisation, but the main responsibility 

remains on the project manager  

No distinction could be made between project managers who only had the role of project 
managers and project managers who also had the role as product owner.  

 

5.1.5 Comparison  
In this section all data related to the first research question will be compared and discussed 
further. The section has been divided into two parts. The first part is regarding the changes of 
project manager role and the second part is regarding the responsibilities of the agile project 
manager.  

 

5.1.5.1 Changes of the project manager role  
If reviewing the results from the workshop, the following changes were mentioned:  

• It isn’t harder to prioritise.  
• It isn’t harder to plan. 
• It isn’t harder to handle traditional tasks such as budget and project plan.  
• It is harder to secure resources.  

At the workshop it was stated to not be harder to prioritise, plan or handle traditional tasks such 
as budget and project plan while it was commonly mentioned as a problem in the interviews. It 
is hence unclear whether it is harder to handle these tasks when using an agile approach. It was 
also stated to be harder to secure resources and lack of resources were reported as a problem at 
several interviews. No reliable conclusions can be drawn from these results.  
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If comparing the changes regarding the project manager role stated in the interviews with the 
changes stated in the interviews the changes can be summarised into:  

• The accountability for the project often remains at the project manager while losing the 
control over many of the aspects determining the success of the outcome (Taylor, 2016), 
(Scania CV, 2019).  

• The project manager is expected to delegate while following often conflicting directions 
from above (Taylor, 2016).  

• The project managers often experience a loss of control (Taylor, 2016), (Scania CV, 
2019).  

• The management changes nature and becomes a visual management (Taylor, 2016).  
• The project manager can focus on other aspects than detailed team issues (Taylor, 2016), 

(Scania CV, 2019).  
• The project manager should still manage time, budget, quality and scope but in a light-

weight version which is repeated within each sprint (Sheridan, 2009) 
• The project manager should focus on managing uncertainty, risk and change instead of 

focusing on time, cost and scope (Cottmeyer, 2009).  
• Focus more on leadership that empowers, encourages and supplies the team instead of 

planning, measuring, controlling and reporting (Taylor, 2016).  
• Facilitate and orchestrate rather than control and dictate (Taylor, 2016).  
• Remain result orientated by providing the agile teams with the preconditions to work 

efficiently, support and encourage the team and maintaining the focus on project goals 
and key activities (Sutling, et al., 2014).  

The feeling of loss of control were mentioned by the project managers which also Taylor (2016) 
states as a challenge for traditional project managers since the light-weight version of command 
and control used in the agile approach often contradicts the practice and experience of 
traditional project managers. Taylor (2016) states that the traditional project managers struggle 
with the feeling of losing control since the persons that often becomes project managers have 
control personalities.  

To work with agile teams while following conflicting directions from above were mentioned 
by both Taylor (2016) and the project managers interviewed. It was stated that the organisation 
didn’t allow to use agile fully which were believed to lead to that the possible benefits of using 
an agile approach wasn’t obtained.  

That the project manager becomes more of a coach for the agile teams were mentioned in the 
interviews which also the literature confirms (Cottmeyer, 2009). According to the literature, the 
project manager should coach the agile team and use a light-weight version of the traditional 
command and control responsibilities.  

To be less involved in details were mentioned to have both advantages and disadvantages. The 
advantage was that it enabled the project manager to focus on other overall aspects which also 
Cottmeyer (2009) mentions. The disadvantage stated was that it was harder for the project 
manager to help solve problems due to lacking insight.  
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The project managers interviewed stated that it was hard to compare the current situation where 
an agile approach had been adopted to some extent with an earlier situation where a traditional 
approach had been used for the following reasons:  

• The transition into using a more agile approach haven’t been sharp and it is hence hard 
to know when the transition occurred.  

• The agile approach is only partly used, or only used by some parts of the organisation, 
so the transitions is hence not completed.  

• Agile mindsets and methods were used before one started speaking of agile, the 
difference today is that the agile terminology is used.  

• It is hard to know which changes that are related to the use of an agile approach.  

For these reasons, it is both hard for the interviewees to answer the questions and to analyse the 
answers given and draw any conclusions from it.  

 

5.1.5.2 The responsibilities of the agile project manager  
Both the results from the workshop and the questionnaire states that it is the responsibility of 
the project manager to follow-up deliveries, but it was also stated that the main responsibility 
for the deliveries didn’t lie on the project manager. This subject was also discussed in the 
interviews and whether or not the project manager should take more or less responsibility for 
the deliveries. Different opinions were stated in the interviews and hence no conclusion can be 
drawn regarding how much responsibility the project manager should take for the delivers but 
the results from the questionnaire and workshop implies that the project manager should at least 
follow-up the delivers.  

The results from the questionnaire indicates that the project manager should plan within the 
project and the results from the workshop states that it partly is the responsibility of the project 
manager to plan within the project. The results from the interview implies that the project 
managers still plan but at a higher level and less detailed when using an agile approach. The 
answers to the questionnaire imply that it isn’t the responsibility of the project manager to create 
an overall plan for the project but the results from both workshop and literature contradicts this. 
The conclusion that might be drawn from these results is that the project manager still plans but 
that the detailed planning is done by other roles which also is confirmed in the literature (Taylor, 
2016). This also aligns with the results from the workshop that stated that the project manager 
should have an overview of the project.  

To report to the management board were considered by the participants of the workshop to the 
responsibility of the project manager which also the interviews confirms. Some of the things 
mentioned that the project manager had done well in the projects was to report to the 
management board. The conclusion that can be drawn is that the empirical data indicates that it 
is the responsibility of the project manager to report to the management board.  

To estimate and secure resources were considered to be the responsibility of the project manager 
at the workshop. To not have the resources necessary was mentioned as a problem in the 
interviews but it wasn’t considered to be the responsibility of the project manager to solve the 
problem. Since the participants at the workshop were project managers, the conclusion that it 
is the responsibility of the project manager to estimate and secure resources will still be drawn.  



 82 

To administrate some project meetings were considered to be the responsibility of the project 
manager by all project managers participating in the workshop and the conclusion will hence 
be drawn that it is.  

At that workshop, it was stated to be partly the responsibility of the project manager to prioritise 
while the results from the questionnaire were contradictory. To prioritise were also mentioned 
in the interviews as a problem. Since the results from the workshop are considered to be more 
reliable, the conclusion will be drawn that it is the responsibility of the project manager to 
together with other roles prioritise.  

The results from the questionnaire are also contradictory regarding coordination while the 
results from the workshop implies that it partly is the role of the project manager to coordinate. 
To coordinate several agile teams were stated as a problem in the interviews which were 
considered to be solved by having an overall role, which previously have been discussed to be 
suitable for the project manager to have, or by assigning more Scrum masters which also implies 
that it is the responsibility of the project manager in collaboration with other roles to coordinate. 
The project manager was also expected to create and follow-up budget together with other roles 
and partly lead and assign tasks.  

The results from the questionnaire are contradictory whether or not it is the responsibility of the 
project manager to manage the project. Both Cottmeyer (2009), Sheridan (2009) and Taylor 
(2016) argues that there still is a need for a project manager to manage the project when using 
an agile approach but that in a light-weight version. The conclusion that can be drawn is that 
the project manager should manage the project but with an agile approach to management.  

The answers at the workshop regarding whether or not it was the responsibility of the project 
manager to set a way of working were contradictory. At the interviews it was stated that it was 
the responsibility of the project manager to set a way of working and to set a way of working 
was also stated as a solution to several of the problems mentioned.  

To summarise, the results from the questionnaire, workshop and interviews implies that these 
are the responsibilities of the agile project manager:  

• Follow-up deliveries  
• Create overall project plan  
• Report to management board  
• Estimate and secure resources  
• Administrate and facilitate some project meetings  
• Prioritise together with other roles  
• Coordinate together with other roles  
• Create and follow-up budget  
• Lead and assign tasks  
• Manage the project with an agile approach to management  
• Maybe set a way of working  

Since the number of participants were higher in the workshop, the results from the workshop 
are considered to have higher reliability than the results from the questionnaire. Also, because 
the workshop enabled follow-up questions and clarification of answers which the questionnaire 
didn’t.  
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Several of the project managers participating in the interviews and the conducted workshop 
stated that their role depended much on the specific project and that their roles changes 
significant between project which also can be argued to be the reason for the deviating answers 
regarding their working assignments and responsibilities. It was also stated that the project 
managers felt unsecure of their roles when using an agile approach which also can be a reason 
for why the answers were hard to draw any conclusions from.  

If comparing with the results from the literature, the following responsibilities were identified 
from both the literature and the empirical results:  

• Coordinate several agile teams  
• Establish and adjust project context and scope  
• Estimate cost  
• Manage human resources  
• Remove organisational impediments  

 

5.2 RQ2 – Critical aspects  
All data gathered related to the second research question will be discussed in this section. The 
data sources will first be discussed separately followed by a comparison of all sources to answer 
the first research question. The data sources that will be used to answer the second research 
question are:  

• Literature RQ2 – Critical aspects  
• Observations  
• Interviews Part 2 – problems or challenges of using an agile approach  

 

5.2.1 Literature  
The challenges and success factors of using an agile approach identified in different studies will 
be compared and discussed in this section.  

 

  



 84 

5.2.1.1 Challenges of using an agile approach  
Chow and Cao (2007) identified 18 challenges of using an agile approach in a software 
development project. The 12th annual state of agile report (VersionOne, 2018) reported eleven 
challenges from respondents from different project types and sizes. If comparing the challenges 
identified by Chow and Cao (2007) with the challenges identified in the 12th annual state of 
agile report (VersionOne, 2018) the following challenges were mentioned by both:  

• Organisational culture or structure at odds with agile values  
• Resistance to change  
• Inadequate management support, commitment and knowledge 
• Lack of experience and knowledge of agile methods  
• Unavailable customer  
• Lack of agile project follow-up tools  
• Lack of team work and knowledge sharing  

The majority of challenges are mentioned in both studies. Gustavsson (2016) has identified 
eleven challenges of adopting an agile approach in non-software related project. If instead 
comparing the challenges identified for using agile in software related projects identified by 
Chow and Cao (2007) with the challenges of using agile in non-software related projects 
identified by Gustavsson (2016), the following challenges were mentioned by both:  

• Resistance to change  
• Inadequate management support, commitment and knowledge  
• Inadequate collaboration and knowledge sharing  
• Ill-defined project planning  
• Ill-defined scope and scope deep  

Again, a majority of challenges are mentioned in both studies. If summarising the challenges 
mentioned in the 12th annual stated of agile report (VersionOne, 2018) and by Gustavsson 
(2016), the proportion of challenges mentioned for software related projects compared to non-
software related project will increase further. These studies hence imply that the challenges of 
using an agile approach do not significantly differ between software related and non-software 
related projects.  

Dikert et al. (2016) have identified nine challenges of large-scale agile implantation. If 
comparing the challenges identified by Dikert et al. (2016) with the challenges identified by 
Chow and Cao (2007) the following challenge were mentioned by both:  

• Resistance to change 

These results would imply that when using agile in a large-scale context the challenges arising 
differs from when using agile in a smaller context.  
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Gustavsson (2016) and Ciric et al. (2018) have studied agile implementation in non-software 
related projects. Both studies have studied industrial cases of agile implementation and 
identified challenges of agile implementation. Gustavsson (2016) have studied projects where 
the agile approach have been adopted fully while Ciric et al. (2018) have studied project where 
a hybrid approach have been used. The following challenges were mentioned in both studies:  

• Resource allocation and distribution  
• Hard to get management support  
• Adopting an agile culture within the organisation  

The challenges mentioned by both studies are few which implies that different challenges are 
experienced when using a hybrid approach but if instead comparing the challenges identified 
by Ciric et al. (2018) with the challenges identified by Chow and Cao (2007) the following 
challenges were mentioned by both:  

• Lack of agile organisational culture  
• Inadequate management support, commitment and knowledge  
• Non-agile tools and systems 
• Lack of scalability  

The majority of challenges were mentioned in both studies which implies that the challenges 
arising when using a hybrid approach are similar to those arising when using an agile approach.  

None of the challenges were mentioned by all studies. It is hard to draw any conclusions from 
these studies due to the following reasons:  

• The studies do not always define or clarify the identified challenges which leaves room 
for misinterpretation and make them hard to compare to challenges identified in other 
studies.  

• The studies only report the challenges identified from the industrial cases studied which 
doesn’t mean that a challenge wasn’t experienced, only that it either wasn’t reported in 
the industrial case or by the authors of the case study.  

• Some of the studies lacks sufficient framework for their studies including for example 
type of project studied, size of projects studied, or agile approach used which makes the 
studies hard to compare.  

Due to the stated reasons, no reliable conclusions can be drawn from comparing the studies. To 
be able to compare with the empirical results one study were chosen for representing the 
literature which was the study of large-scale agile transformation of several different project 
types conducted by Dikert et al. (2016). 

The study conducted by Dikert et al. (2016) was chosen because it has:  

• The most defined and explained challenges.  
• The clearest framework.  
• Includes the large majority of challenges reported in the other studies.  
• Studies large-scale agile  
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The study by Dikert et al. (2016) were considered representative for the literature because the 
large majority of challenges reported in the other studies were mentioned by Dikert et al. but 
also because the study studies large-scale use of agile which were considered to embrace aspects 
both on team level and on an organisational level and hence be suitable for comparison with 
the empirical data. The risk of misinterpretations was also considered to be the smallest for this 
study since Dikert et al. defines and clarifies the identified challenges. The study also had the 
clearest framework which also were considered to improve the comparability with the empirical 
data.  

 

The challenges identified by Dikert et al. (2016) that will be compared with the empirical 
results are presented in table 19.  
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Table 19: Challenges of large-scale agile transformation identified by Dikert et al. (Dikert, et al., 2016).  

Challenge category  Challenge  
Change resistance  General resistance to change  
 Scepticism towards the new way of working  
 Top down mandate creates resistance  
 Management unwilling to change  
Lack of investment  Lack of coaching  
 Lack of training  
 Too high workload 
 Old commitments kept  
 Challenges in rearranging physical aspects  
Agile difficult to implement  Misunderstanding agile concepts  
 Lack of guidance from literature  
 Agile customized poorly  
 Reverting to the old way of working  
 Excessive enthusiasm  
Coordination challenges in multi-team 
environment  

Interfacing between teams difficult  

 Autonomous team model changing  
 Global distribution challenges  
 Achieving technical consistency 
Different approaches emerge in a multi-team 
environment  

Interpretation of agile differs between teams  

 Using old and new approaches side by side  
Hierarchal management and organizational 
boundaries  

Middle managers’ role in agile unclear  

 Management in waterfall mode  
 Keeping the old bureaucracy 
 Internal silos kept  
Requirements engineering challenges  High-level requirements management largely 

missing in agile  
 Requirement refinement challenging  
 Creating and estimating user stories hard 
 Gap between long and short-term planning  
Quality assurance challenges  Accommodating non-functional testing  
 Lack of automated testing  
 Requirements ambiguity affects quality 

assurance  
Integrating non-development functions  Other functions unwilling to change  
 Challenges in adjusting to incremental delivery 

phase  
 Challenges adjusting product launch activities  
 Rewarding model not teamwork centric  
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5.2.1.2 Success factors of using an agile approach  
Both the studies by Dikert et al. (2016) and Chow and Cao (2007) have identified success 
factors for using an agile approach. The following success factors were mentioned in both 
studies:  

• Management support and commitment  
• Organisation align with agile  
• Experience and knowledge of agile  
• Communication and transparency  
• Team autonomy  
• Commitment to change  
• Agile leadership  

 

If again using the study by Dikert et al. (2016), the success factors for using an agile approach 
are presented in table 20. 
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Table 20: Success factors of agile transformation identified by Dikert et al. (2016).  

Category  Success Factor  
Management support  Ensure management support  
 Make management support visible  
 Educate management on agile  
Commitment to change  Communicate that change is non-negotiable  
 Show strong commitment  
Leadership  Recognise the importance of change leaders  
 Engage leaders without baggage of the past  
Choosing and customizing the agile 
approach  

Customize the agile approach carefully  

 Conform a single approach  
 Map to old way of working to ease adaption  
 Keep it simple  
Piloting  Start with a pilot to gain acceptance  
 Gather insights from a pilot  
Training and coaching  Provide training on agile methods  
 Coach teams as they learn by doing  
Engaging people  Start with agile supporters  
 Include persons with previous agile 

experience  
 Engage everyone in the organisation 
Communication and transparency  Communicate the change intensively  
 Make the change transparent  
 Create and communicate positive 

experiences in the beginning  
Mindset and alignment  Concentrate on agile values  
 Arrange social events  
 Cherish agile communities  
 Align the organisation  
Team autonomy  Allow teams to self-organize  
 Allow grass roots level empowerment  
Requirements management  Recognize the importance of the Product 

Owner role  
 Invest in learning to refine requirements  

 

 

5.2.2 Interviews and observed workshop 
In this section, the categories of critical aspects identified in the interviews and at the observed 
workshop will be analysed further.  

 

The categories, or themes, of critical aspects identified in the interviews and at the observed 
workshop can be divided into five main categories, project, customer, organisation, agile 
methods and project manager, which can be seen in table 21 which also present which critical 
aspects that belongs to each main category.  
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Table 21: Main categories of critical aspects identified in the interviews and at the observed workshop. 

Project  Customer  Organisation  Agile methods  Project 
manager  

Handling 
demands  

Acceptance 
from customer  

Decision 
making 

Agile methods  Project manager 
problems  

Project roles  Customer 
involvement  

Prioritisation of 
tasks  

Lack of agile 
knowledge  

 

Responsibilities  Delivery to 
customer  
 

Organisation   

Communication   Change  
 

  

Divisions within 
project  

    

Team working      
Team 
constellation  

    

Mindset      
Project goal      
Visualising the 
whole  

    

Documentation      
Planning while 
agile  

Customer 
involvement  

   

Project team Delivery to 
customer  

   

Collaboration 
between teams  

    

Handling 
demands  

    

Product owner     
Documentation     

 

The main category project includes critical aspects related to the project, the project team and 
the way of working within the project. The customer category includes critical aspects related 
to the customer such as customer involvement in the project and delivery to customer. The main 
category organisation includes critical aspects that are related to the organisation and not only 
to the specific project. This category includes decision making, prioritisation and change 
behaviour. The category agile methods includes critical aspects that are directly related to the 
usage of an agile approach such as agile knowledge and agile methods. The last main category, 
project manager, includes critical aspects only mentioned by project managers in the interviews.  
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One conclusion that can be drawn from these results is that several of categories of critical 
aspects have been mentioned at both interviews and at the observed workshop. This might be 
due to several of the interviewees also participating at the workshop.  

 

5.2.3 Comparison  
In this section, the empirical and theoretical data will be compared to answer the second 
research question.  

 

5.2.3.1 Problems or challenges of agile implementation 
The challenges of using agile stated by Dikert et al. (2016) have been compared with the 
challenges mentioned in the interviews and the observed workshop in table 22. All challenges 
mentioned by Dikert et al. (2016) are presented and the challenges also stated in the 
interviews have been written in bold letters.  
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Table 22: Comparison of challenges of using agile stated by Dikert et al. (2016) and the challenges stated in the interviews 
and at the observed workshop.  

Challenge category  Challenge  
Change resistance  General resistance to change  
 Scepticism towards the new way of 

working  
 Top down mandate creates resistance  
 Management unwilling to change  
  
Lack of investment  Lack of coaching  
 Lack of training  
 Too high workload 
 Old commitments kept  
 Challenges in rearranging physical aspects  
  
Agile difficult to implement  Misunderstanding agile concepts  
 Lack of guidance from literature  
 Agile customized poorly  
 Reverting to the old way of working  
 Excessive enthusiasm  
  
Coordination challenges in multi-team 
environment  

Interfacing between teams difficult  

 Autonomous team model changing  
 Global distribution challenges  
 Achieving technical consistency 
  
Different approaches emerge in a multi-team 
environment  

Interpretation of agile differs between 
teams  

 Using old and new approaches side by 
side  

  
Hierarchal management and organizational 
boundaries  

Middle managers’ role in agile unclear  

 Management in waterfall mode  
 Keeping the old bureaucracy 
 Internal silos kept  
  
Requirements engineering challenges  High-level requirements management 

largely missing in agile  
 Requirement refinement challenging  
 Creating and estimating user stories hard 
 Gap between long and short-term 

planning  
  
Quality assurance challenges  Accommodating non-functional testing  
 Lack of automated testing  
 Requirements ambiguity affects quality 

assurance  
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Integrating non-development functions  Other functions unwilling to change  
 Challenges in adjusting to incremental 

delivery phase  
 Challenges adjusting product launch 

activities  
 Rewarding model not teamwork centric  

 

The conclusion that can be drawn from the results in table 22 is that the majority of challenges 
stated by Dikert et al. (2016) have been mentioned in the interviews and at the observed 
workshop and hence that the company is experiencing similar challenges as other companies 
have when adopting agile.  

Not all problems or challenges mentioned in the interviews or at the observed workshop are 
related to the use of an agile approach but since this thesis work focus on the project manager 
no further analysis of the problems and challenges will be conducted. In the following section, 
the problems that can be related to the project manager will be analysed and discussed further.  

 

5.2.3.2 Success factors of agile implementation  
The success factors stated by Dikert et al. (2016) focus on the transition into an agile approach 
while the success stories mentioned at the observed workshop focus on using an  agile approach 
and the success stories are hence hard to compare. The success stories will be analysed 
separately since the company have started to use an agile approach in some parts of the 
organisation while other parts haven’t, and the company can hence be argued to be in a 
transition and hence are both types of success factors relevant.  

The success stories mentioned at the observed workshop can be summarised into:  

• Customer involvement and commitment  
• Close and continuous communication with customer  
• Demos for customer to get feedback fast  
• Design sprints for identifying customer needs  
• Defining a release plan to prepare the release  
• Visualise the project plan for all project members  
• Stable communication within the project  
• Dedicated team  
• Joint planning meetings  
• Common project goals, vision and scope  
• Cross-functional teams where the business side and development side work together  
• Have a product owner  
• More reflection and focus on what to improve  
• Decreased lead time to get feedback to customer from maintenance  
• The project manager can focus on overall aspects and overall coordination  
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Again, since this thesis work focus on the project manager only the success stories of factors 
that are related to the project manager will be analysed and discussed further. This will be done 
in the following section.  

 

5.3 RQ3 – How the project manager can contribute  
All data gathered related to the third research question will be discussed in this section. The 
data sources will first be discussed separately followed by a comparison of all sources to answer 
the first research question. The data sources that will be used to answer the third research 
question are:  

• Literature RQ2 – Critical aspects  
• Observations  
• Interviews Part 2 – Problems or challenges of using an agile approach  
• Interviews Part 3 – project manager done well and could have done differently  

 

5.3.1 Literature  
In this section the literature related to the third research question will be discussed.  

When agile methods are adopted, the role of the project manager change (Taylor, 2016). Both 
Sutling et al. (2014) and Cottmeyer (2009) argues that the success of using an agile approach 
strongly depends on the project manager and how well the project manager can adapt to 
managing agile teams and using an agile approach.  

The following problems or challenges from the literature could be related to project manager:  

• Management unwilling to change  
• Middle managers’ role in agile unclear  
• Management in waterfall mode  

Only very few of the problems or challenges of using an agile approach stated by Dikert et al. 
(2016) could by the author be related directly to the project manager. One conclusion that can 
be drawn from these results is that it is important that the project manager is willing to change 
and don’t remain in a waterfall mode in order to promote a successful use of agile. Also, that it 
leads to problems when the project manager role is unclear and hence that it is important for a 
successful use of agile that the project managers finds their roles in the agile environment.  

The following success factors of an agile approach stated in the literature could be related to 
the project manager:  

• Ensure management support  
• Make management support visible  
• Educate management on agile  
• Allow teams to self-organise  

Not many of the success factors stated by Dikert et al. (2016) could by the author be directly 
related to the project manager. One of the conclusions that can be drawn from these results is 
that it is important that the project manager supports the use of an agile approach and that it is 
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important that the project manager shows the support. Another conclusion is that it is important 
that the project manager have sufficient education regarding agile methodology in order to be 
able to contribute to a successful use of an agile approach. The last conclusion that can be drawn 
is that the project manager should allow the agile teams to self-organise.  

 

5.3.2 Interviews  
In this section the problems related to the project manager at the interviews will be identified 
and discussed. The answers from the interviews regarding what the project manager had done 
well and what the project manager could have done differently will also be discussed.  

 

5.3.2.1 Problems related to the project manager  
Table 23 23 presents all problem categories and states which categories that to some extent 
were related to the project manager in the interviews.  

 

Table 23: Problem categories identified from the interviews related to the project manager.  

Problem category  Not related to the 
 project manager  

Related to the  
project 
manager 

Handling demands   X 
Acceptance from customer  X  
Customer involvement   X 
Delivery to customer  X  
Decision making  X 
Prioritisation of tasks   X 
Project roles   X 
Responsibilities   X 
Communication   X 
Division within project   X 
Team working   X 
Team constellation   X 
Mindset  X 
Project goal  X 
Visualising the whole   X 
Agile methods   X 
Lack of agile knowledge  X  
Project manager problems  X  
Organisation  X 
Change   X 
Documentation   X 
Other  X  

 

A summary of all stated solutions stated to be related to the project manager in the interviews 
is presented in table 24. All solutions have been sorted after problem category.  
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Table 24: Summary of all solutions stated to be related to the project manager in the interviews. 

Problem category  Solutions related to the project manager 
Handling demands  - Set a way of working including handling     

demands  
Acceptance from customer   
Customer involvement  - Encourage or demand customer 

involvement  
- Opposing projects being started without 
engaged customer  

Delivery to customer   
Decision making - Escalate when project is lacking decisions 

from above  
Prioritisation of tasks  - Be clear when things have to be done  
Project roles  - Be adaptive in the own role  

- Set a way of working and spending time 
together to find the roles  

Responsibilities   - Take less or more responsibility for 
deliveries  

Communication  - Co-locate the team if not co-located  
- Set a way of working including 
communication routines and contacts within 
and outside of the project 

Division within project  - Create a team without divisions  
- Only have one project manager  

Team working  - Maybe make sure a way of working is set 
within the development teams  

Team constellation  - Enable and encourage the team to have 
time to find a way of working  

Mindset - Encourage a common commitment and 
strive to maintain it  

Project goal - Make sure that the project goal is updated 
and that everyone has the same goal  

Visualising the whole  - Visualise the whole and make sure that all 
concerned parties in the project has the same 
view or a sufficient view  

Agile methods  - Set a way of working including working 
with agile methods  

Lack of agile knowledge   
Project manager problems   
Organisation - Oppose starting projects without the right 

preconditions  
- Escalate earlier if the project had problems 
or lacked preconditions    

Change  - Encourage change and strive for an 
environment where change is possible  

Documentation  - Set a way of working including routines 
for documentation 

Other   
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The stated solutions related to the project manager in the interviews were by the author 
summarised into the following tasks:   

• Set a way of working  
• Secure preconditions  
• Oppose starting projects without the right preconditions  
• Escalate to management board earlier 
• Encourage or demand customer involvement  
• Oppose starting projects without engaged customer  
• Clarify when things have to be done  
• Encourage a common commitment and strive to maintain it 
• Make sure that the project goal is updated and that everyone has the same goal  
• Visualise the whole and make sure that all concerned parties in the project has the same 

view or a sufficient view  
• Encourage change and strive for an environment where change is possible 
• Co-locate the team if not co-located  
• Create a team without divisions  

The most commonly stated solution to the problems mentioned in the interviews was to set a 
way of working in the project. It was stated that this should be done in the beginning of the 
project and that it at least partly was the responsibility of the project manager to make sure a 
way of working was set. The way of working should be adapted to the specific project and 
project members.  

The following stated solutions mentioned in the interviews were regarding setting a way of 
working:  

• Set a way of working including handling demands  
• Set a way of working and spending time together to find the roles  
• Enable and encourage the team to have time to find a way of working  
• Set a way of working including working with agile methods  
• Set a way of working including routines for documentation 
• Set a way of working including communication routines and contacts within and outside 

of the project 

To set a way of working was stated as a solution for problems in the following problem 
categories:  

• Handling demands  
• Project roles  
• Team constellation  
• Agile methods  
• Documentation  
• Communication  
• Team working 
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The way of working should hence include handling demands, finding roles, using agile 
methods, routines for documentation and communication and was considered to be at least 
partly the responsibility of the project manager. Whether or not this also included to set a way 
of working within the development teams is unclear since different opinions were stated in the 
interviews.   

Whether or not the project manager should take more responsibility for the deliveries is unclear 
since opposing opinions were stated in the interviews and it will therefore be removed as a task.  

Since to set a way of working were mentioned as a solution for the highest number of problems 
and problem categories, it can be argued to be the most significant solution related to the project 
manager and hence the task the project manager should focus on to contribute to a successful 
use of agile methods. The other solutions stated to be related to the project manager were only 
mentioned for one problem in one problem category and are hence difficult to estimate 
importance of and to prioritise between.   

 

5.3.2.2 Project manager done well  
The answers regarding what the project manager had done well in the project according to the 
other project roles can be summarised into:  

• Been adaptive and flexible  
• Been concrete and clear regarding responsibilities  
• Created an overall goal  
• Delegated tasks  
• Escalated problems to the management board  
• Provided a driving force and commitment to the deliveries  
• Caught things otherwise missed   
• Gave responsibilities to the development teams  
• Available for questions  
• Invited to project planning meetings  
• Co-located the team  
• Celebrated success  
• Worked with finding a way-of-working  
• Had an open and flexible approach to the use of agile  
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The answers regarding what the project manager had done well in the project according to the 
project managers can be summarised into:  

• Set and maintained a way-of-working  
• Built bridges between departments  
• Escalated problems to the management board  
• Created a dedicated team  
• Divided the project into smaller parts  
• Communicated well inwards to the project  
• Initiated and facilitated actives to create a strong team  
• Worked with how to handle the demands  
• Implemented an agile approach  
• Co-located the team  
• Celebrated success  
• Picked up things otherwise missed  

 

These things can hence be argued to be things that the project manager should do in order to 
contribute to a successful use of an agile approach.  

 

5.3.2.3 The project manager could have done differently  
The answers regarding what the project manager could have done differently according to the 
other project roles can be summarised into:  

• Focus more on what has been done, not on what hasn’t  
• Give the project team more responsibility for the deliveries  
• Take more responsibility for failed deliveries  
• Spend more time in the project  
• Define the scope of project earlier  
• Divide the project into smaller parts  
• Handle the time plan better  

 

The answers regarding what the project manager could have done differently according to the 
project managers can be summarised into:  

• Opposed the transition into self-organising teams more 
• Opposed traditional waterfall approach more  
• Pulled break harder and earlier when the preconditions for running the project were 

missing  
• Communicated better towards other projects  
• Created a better collaboration between different parts of the organisation  
• Spent more time on estimation  
• Visualised the project plan better  
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These things can hence be argued to be things that the project manager should do differently to 
contribute to a successful use of an agile approach.  

 

5.3.3 Observations  
Only one of the deviations mentioned at the observed workshop could be related to the project 
manager. The deviation that could be related to the project manager is:  

• Unclear responsibilities for the project manager  

It can hence be argued that it is important for the project manager to know which responsibilities 
that lies on the project manager and which lies on the agile teams in order for the project 
manager to be able to contribute to a successful use of an agile approach.  

 

The only success factor stated at the observed workshop were related to the project manager:  

• The project manager can focus on overall aspects and overall coordination  

From this result it can be argued that the project manager should focus on overall aspects and 
coordination for contributing to a successful use of an agile approach.  

 

5.3.4 Comparison  
Sutling et al. (2014) and Cottmeyer (2009) argues that the project manager strongly affects the 
success of using agile methods and as can be seen table 23 many of the solutions stated in the 
interviews were to some extent related to the project manager. The results from the workshop 
and the literature review contradicts since only one success story and one deviation stated at the 
workshop and very few of the problems or challenges and success factors stated by Dikert et 
al. (2016) could be related to the project manager.  
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If summarising the results from the literature, the interviews and the observed workshop the 
results indicate that the project manager can contribute to a successful use of an agile approach 
by:  

• Being willing to change to an agile approach  
• Have a clear role  
• Support the use of an agile approach  
• Have knowledge of agile  
• Allow the agile teams to self-organise  
• Set a way of working  
• Create the preconditions needed for using an agile approach  
• Oppose starting projects without the right preconditions  
• Escalate problems to the management board  
• Encourage or demand customer involvement  
• Be clear about when things have to be done  
• Ensure a common project goal  
• Co-locate the project team  
• Create a team without divisions  
• Focus on overall aspects  

 

 

5.4 Using an agile approach   
In this section, the empirical data from the last part of the interviews and some of the results 
from the conducted workshop will be discussed.  

 

5.4.1 Empirical Data 
All interviewees stated to be positive to using an agile way of working but only under the right 
preconditions which were not considered to exist today. The benefits of using an agile approach 
stated by the interviewees were:  

• Faster and better deliveries and increased customer value 
• Increased efficiency  
• Continuous improvement and adaption  
• Clear and common focus  
• Enables discovery  
• Beneficial tools 
• Fun way to work 
• Help with handling dynamic demands   
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The disadvantages of using an agile approach stated by the interviewees were:  

• Individual disadvantages  
• Reporting more difficult  
• Think too much of the methods 
• Do not fit all projects  
• Self-organising teams do not work in reality  

The disadvantages stated were few. Individual disadvantages were mentioned which also 
Gustavsson (2016) discusses to be one aspect where agile methodology is criticised.  

That reporting of traditional information such as budgets and plans was a disadvantage 
specifically mentioned by the project managers. This disadvantage can be considered to imply 
that the organisation doesn’t provide the preconditions for working agile and that it might not 
have to be a disadvantage of the agile methodology itself.   

To think too much of the methods were considered to be solved with education and information 
regarding the agile methods and can hence be argued to imply that sufficient education hasn’t 
been provided and that it is not an actual disadvantage of the agile methodology but rather 
implying that the right preconditions is lacking.  

One disadvantage that were more commonly mentioned was that the agile methods don’t fit all 
projects in all phases since some projects needs to have a critical point after which no changes 
can be accepted. It was although stated by the same interviewees that they saw benefits of using 
agile methods in the project phases where it was suitable or use some of the methods and adapt 
them to fit the needs of the specific project. The conclusion that can be drawn from these 
statements is that agile methods need to be adapted to a specific project and that they are suitable 
for a wide range of projects if adapted to the specific project.  

That self-organising teams don’t work in reality were stated by several interviewees. The reason 
for why they didn’t work were unclear, but it could be due to lack of agile maturity or education 
or again, that the right preconditions wasn’t given.  

All interviewees stated that the benefits were considered to outweigh the possible 
disadvantages. The interviewees also stated that the advantages only could be obtained with the 
right preconditions and if the right preconditions were lacking, the disadvantages were many 
and severe. The conclusion that can be drawn from this is that the agile methodology is powerful 
and can result in many benefits but that it is critical that the right preconditions exists since it 
otherwise can result in many disadvantages and might even cause more problems than before.  

The results from the last two statements from the first part of the conducted workshop states 
that it was considered that the project office where this thesis work has been conducted were 
believed to be able to work agile while is wasn’t completely believed that Scania CV could 
work agile.  
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5.5 Improvements  
In this section the possible improvements will be presented and discussed.  

 

Since the data gathered to answer the first research question were contradictive and unclear the 
most significant improvement would be to gather more data for this research question. A 
suggestion for how the data should be gathered is to start with a workshop with project 
managers where working assignments and responsibilities of a project manager is identified 
together. Then, conducting a survey where more project managers will state their working 
assignments and responsibilities by marking which of the working assignments identified at the 
workshop they also have and possibly adding some if not already stated. This approach is 
believed to make the answers more comparable and avoid the differences in formulation and 
details. Another improvement for answering the first research question would be to have an 
interview group consisting of more project managers.  

 

6 Conclusion  
In this section the final conclusions will be summarised and presented for each research 
question.  

 

The general conclusions that can be drawn from this study are that several benefits have been 
obtained by using an agile approach, but many problems have also arisen. Further that the role 
of the project manager has changed but remains to some extent unclear. The project manager 
was considered related to some of the challenges or problems reported and the conclusion is 
hence drawn that the project manager can contribute to a successful use of an agile approach 
by resolving these problems or challenges. Lastly, that there is a need for studying more 
projects, preferably at more departments, to be able to draw reliable conclusions and to get a 
better understanding of the current situation at company and thereby be able to know how to 
proceed.  
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6.1 Part 1 – Role of the project manager  
The main conclusion that can be drawn regarding how the project manager role change when 
adopting agile is that the role of the project manager differs between projects and that it hence 
is hard to define a general role description. The conclusions that could be drawn from the results 
of this study will be presented below.  

The results from this study indicates that these are some of the changes the project manager 
experiences when adopting agile:  

• The accountability for the project often remains at the project manager while losing the 
control over many of the aspects determining the success of the outcome. 

• The project manager is expected to delegate while following often conflicting directions 
from above.  

• The project managers often experience a loss of control. 
• The management changes nature and becomes a visual management. 
• The project manager can focus on other aspects than detailed team issues. 
• The project manager should still manage time, budget, quality and scope but in a light-

weight version which is repeated within each sprint. 
• The project manager should focus on managing uncertainty, risk and change instead of 

focusing on time, cost and scope. 
• Focus more on leadership that empowers, encourages and supplies the team instead of 

planning, measuring, controlling and reporting. 
• Facilitate and orchestrate rather than control and dictate.  
• Remain result orientated by providing the agile teams with the preconditions to work 

efficiently, support and encourage the team and maintaining the focus on project goals 
and key activities. 

 

The results from this study also indicates that these are the responsibilities of the agile project 
manager:  

• Follow-up deliveries  
• Create overall project plan  
• Report to management board  
• Estimate and secure resources  
• Administrate and facilitate some project meetings  
• Prioritise together with other roles  
• Coordinate together with other roles  
• Create and follow-up budget  
• Lead and assign tasks  
• Manage the project with an agile approach to management  
• Maybe set a way of working  
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6.2 Part 2 – Critical aspects  
The main conclusion that can be drawn from this study is that Scania CV experiences many of 
the challenges of adopting agile as other companies have when implementing an agile approach. 

From the empirical results, the following main categories of critical aspects have been 
identified:   

• Project  
• Customer 
• Organisation  
• Agile methods  
• Project manager  

The main category project includes critical aspects related to the project, the project team and 
the way of working within the project. The customer category includes critical aspects related 
to the customer such as customer involvement in the project and delivery to customer. The main 
category organisation includes critical aspects that are related to the organisation and not only 
to the specific project. This category includes decision making, prioritisation and change 
behaviour. The category agile methods includes critical aspects that are directly related to the 
usage of an agile approach such as agile knowledge and agile methods. The last main category, 
project manager, includes critical aspects only mentioned by project managers in the interviews.  
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6.3 Part 3 – Project manager and critical aspects  
The results from this study indicates that the project manager can contribute to a successful use 
of an agile approach by:  

• Being willing to change to an agile approach  
• Have a clear role  
• Support the use of an agile approach  
• Have knowledge of agile  
• Allow the agile teams to self-organise  
• Set a way of working  
• Create the preconditions needed for using an agile approach  
• Oppose starting projects without the right preconditions  
• Escalate problems to the management board  
• Encourage or demand customer involvement  
• Be clear about when things have to be done  
• Ensure a common project goal  
• Co-locate the project team  
• Create a team without divisions  
• Focus on overall aspects  
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6.4 Future Work  
In this section, the future work will be discussed.  

 

To be able to draw more conclusions and identify patterns more projects should be studied. 
More people should be interviewed, especially project managers. In order to get a better 
understanding of the current situation more departments should also be studied to get more 
perspectives.  

There is also a need for a further analysis of the critical aspects related to the project manager 
to be able to determine which are most significant and hence which the project manager should 
focus on. All critical aspects identified should also be analysed further to be able to identify 
which problems that are related to the use of an agile approach and which aren’t.  
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Appendix A – Questionnaire  
The questionnaire answered by all interviewees will be presented in this appendix. The 
questionnaire was adapted to each respondent, but a general version will be presented here.  

 

General information 

Name:  

Department:   

Project:   

Project role: 

 

Experience 

1. How long have you had your current project role?  

 

2. For how long have you worked in a traditional way in your current project role?  

 

3. For how long have you used an agile approach in your current project role?  

 

4. Have you had any other project roles earlier? If, please state them.  

 

Education 

1. Have you had any education in project management, project methods, project 
processes or similar? If, please state the education/educations and answer the 
questions below for each education.  
 

a) How long was the education?  
b) What type of education was it? (At Scania, at the university, at another 

company etc.)  
c) When was the education conducted?  
d) Was the education regarding traditional methods or agile methods?  
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Quantify working assignments and responsibilities  
State working assignments and responsibilities  

State your working assignments and responsibilities in your role as Project Role in Project 
Name when you:  

a) Worked traditionally 
 

b) Use an agile approach 

 

Quantify working assignments and responsibilities according to time 

State the amount of your time each working assignment or responsibility required/requires by 
assigning them a percentage when you:   

a) Worked traditionally 
 

b) Use an agile approach 

 

Quantify working assignments and responsibilities according to effort  

Use the scale ”large”, ”medium” or ”small” to state how much effort each working 
assignment or responsibility required/requires when you:  

a) Worked traditionally 
 

b) Use an agile approach 
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Appendix B - General Interview Guide  
The interview guide will be presented in this appendix. The interview guide was adapted to 
each interviewee, but the general version will be presented here.  

 

Part 1 – Working assignments and responsibilities  

1. Which do you think have been the largest changes regarding working assignments and 
responsibilities for you in your project role when agile methods were introduced?  

2. Which do you think have been the largest changes regarding working assignments and 
responsibilities for the project team or project as a whole when agile methods were 
introduced?  

Part 2 – Critical aspects and the project manager  

3. Which were, or are, the largest problems/obstacles/challenges for you in your project 
role when agile methods were introduced?  

a. What do you think is the reason for the problem/obstacle/challenge to occur?  
b. How do you think that the problem/obstacle/challenge could have been avoided 

or eased?  
c. Do you think that the project manager could have done anything to avoid or ease 

the problem/obstacle/challenge?  
4. Which were, or are, the largest problems/obstacles/challenges for the project team or 

the project as a whole when the agile methods were introduced?  
a.  What do you think is the reason for the problem/obstacle/challenge to occur?  
b. How do you think that the problem/obstacle/challenge could have been avoided 

or eased?  
c. Do you think that the project manager could have done anything to avoid or ease 

the problem/obstacle/challenge?  

Part 3 – The project manager  

5. What do you think that the project manager has done well in this project when the agile 
methods were introduced?  

6. What do you think that the project manager could have done differently when the agile 
methods were introduced?  

Part 4 – Agile in general  

7. How would you define agile project management?  
8. What do you consider to be the greatest advantages of working agile for you in your 

project role?  
9. What do you consider to be the greatest disadvantages of working agile for you in your 

project role?  
10. What do you consider to be the greatest advantages of working agile for the project team 

or the project as a whole? 
11. What do you consider to be the greatest disadvantages of working agile for the project 

team or the project as a whole?  
12. What is your general attitude to work agile?   
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Appendix C - Results from the Questionnaire  
The results from the questionnaire will be presented in this appendix. The education and 
experience stated will be presented first followed by the quantification of working assignments 
and responsibilities divided according to project role. All data have been summarised into 
tables.  

 

1. Education and experience of interviewees  
The education and experience of each interviewee stated in the questionnaire are presented in 
table 25 and table 26 respectively. The education presented is education regarding project 
management, project processes, project methods or similar.   

 

Table 25: The education of the interviewees. 

Interviewee Education 
Traditional 
Methods 

Education 
Agile Methods 

PL1 No Yes  
SM1 Yes Yes  
PM1 No Yes 
PL2 Yes No 
PM2 No No 
BA2 Yes  Yes  
PL3 Yes Yes 
TPO3 Yes Yes 
PL4 Yes Yes  
PO4 Yes Yes 
SM4 Yes Yes 
BMM4 Yes  No 
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Table 26: The working experience of the interviewees. 

Interviewee Experience 
of current 
role 

Experience 
of working 
traditionally 
in current 
role 

Experience 
of working 
agile in 
current role 

Experience of other project 
roles 

PL1 7 years 3 years 4 years Product Owner 
SM1 1.5 years - - Test leader, maintenance 

leader 
PM1 0.5 years - 0.5 - 
PL2 19 years 16 years 2 years Business analyst, change 

management 
PM2 1.5 years - 1.5 years Scrum Master 
BA2 5 years 3 years 2 years Developer, test leader 
PL3 17 years 5 years 11 years Program leader, part-project 

manager 
TPO3 6 years - 6 years Project manager, project 

member 
PL4 7 years 5 years 2 years - 
PO4 3.5 years  -  3.5 years Project manager, architect  
SM4 0.5 years   Project member 
BMM4 0.5 years - 0.5 years Project owner, project 

manager, project member, 
part-project manager, board 
member 
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2. Quantification of working assignments  
2.1 Quantification of Working Assignments – Project managers   

The quantified working assignments and responsibilities stated by the project managers in the 
questionnaire are presented in table 27 – table 30 respectively.  

 

Table 27: The working assignments of the project manager of the first project quantified according to time and effort. 

Working 
assignment or 
responsibility 

Time – 
Traditional 
approach   

Time –  
Agile 
Approach  

Effort – 
Traditional 
Approach  

Effort – 
Agile 
Approach 

Describe the 
project  

5 % 5 %  Medium Medium 

Plan the project  30 % 30 %  Medium Medium  
Coordinate 20 % 20 %  Medium Small 
Follow up 45 % 25 %  Medium Large 
Prioritise  - 20 % - Large  

 

 

Table 28: The working assignments of the project manager of the second project quantified according to time and effort. 

Working 
assignment or 
responsibility 

Time – 
Traditional 
Approach   

Time –  
Agile 
Approach  

Effort – 
Traditional 
Approach   

Effort – 
Agile 
Approach  

Create and follow 
up budget  

5 %  5 %  Medium Medium 

Management board 
/ communication 
plan 

10 % 15 %  Medium Medium 

Time plan 5 % 10 %  Small Medium 
Secure resources / 
promote the project  

20 %  25 % Large Large 

Prioritising tasks  10 % 5 % Large Small 
Lead and assign 
work 

30 %  15 % Large  Medium 

Synchronising 
between different 
groups  

15 %  20 % Medium Medium 

Hand on the project 
to maintenance   

5 %  5 %  Small Small 
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Table 29: The working assignments of the project manager of the third project quantified according to time and effort. 

Working 
assignment or 
responsibility  

Time – 
Traditional 
Approach  

Time – 
Agile 
Approach 

Effort – 
Traditional 
Approach  

Effort – 
Traditional 
Approach  

Planning 30 % 5 %  Large  Small 
Resource 
estimation  

5 % - Small  - 

Control 20 % - Medium - 
Follow up  20 %  Large   
Follow up and help - 15 % - Medium 
Report to 
management board 
and managers  

30 % 20 % Large  Large  

Resource 
allocation  

5 % 5 %  Small  Small 

Create overall plan - 15 %  - Medium 
Define and 
implement a way 
of working, 
structure and 
principles 

- 40 % - Large 
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Table 30: The working assignments of the project manager of the fourth project quantified according to time and effort. 

Working 
assignment or 
responsibility 

Time - 
Traditional 
Approach  

Time – 
Agile 
Approach  

Effort – 
Traditional 
Approach  

Effort –  
Agile 
Approach  

Organisation and 
planning 

20 % - Large - 

Resource planning 10 % - Medium - 
Follow-up with 
project members 

10 % 1 % Medium Small 

Project meetings  10 % 5 % Medium Small 
Reporting to 
management board 
and decision 
making  

15 % 10 % Medium Large 

Administration of 
meetings and 
bookings  

10 %  10 % Small Small 

Prioritisation of 
working 
assignments  

10 %  - Medium - 

Dialogue with 
customer  

10 %  10 % Medium  Medium  

Overall 
coordination  

- 30 %  - Large 

Follow-up on 
deliveries  

- 20 %  - Medium 

Participate on pule 
meeting to obtain 
team status  

- 4 % - Small 

Creating overall 
plans 

- 10 % - Large 
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2.2 Quantification of Working Assignments – Scrum Masters  
The quantified working assignments and responsibilities stated by the Scrum Masters in the 
questionnaire are presented in table 31 and table 32.  

 

Table 31: The working assignments of the Scrum Master in the first project quantified according to time and effort. 

Working assignment or 
responsibility 

Time –  
Agile Approach  

Effort –  
Agile Approach  

Facilitating Scrum meetings 
(daily pulse meeting, sprint 
planning, retrospective, 
demo, backlog)  

50 % Large 

Communication between 
PO, PM, BA and 
development team 

10 % Medium 

Coaching the development 
team and make sure that the 
work runs smoothly 

20 %  Medium  

Ordering and administrative 
tasks  

10 %  Small 

  

Table 32: The working assignments of the Scrum Master in the fourth project quantified according to time and effort. 

Working assignment or 
responsibility  

Time –  
Agile Approach  

Effort –  
Agile Approach  

Facilitate and lead meetings, 
workshops and discussions  

25 % Medium 

Improvement work on an 
organisational level  

40 % Large 

Improvement work on a 
team level 

25 % Medium 

Communication between 
teams 

10 % Small 
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2.3 Quantification of Working Assignments – Product Owners  

The quantified working assignments and responsibilities stated by the Product Owners in the 
questionnaire are presented in table 33 and table 34.  

 

Table 33: The working assignments of the tactical Product Owner in the third project quantified according to time and effort. 

Working assignment or 
responsibility 

Time –  
Agile Approach  

Effort –  
Agile Approach  

Communicate with users  15 % Small 
Prepare demands  10 %  Large  
Administrate and prepare 
releases  

10 %  Small 

Collaborate with developers  20 %  Medium 
Documentation / planning  5 %  Small 
Lead and coordinate  10 %  Small 
Follow-up and test results  20 %  Small 
Method development  10 %  Medium  

 

 

Table 34: The working assignments of the Product Owner in the fourth project quantified according to time and effort. 

Working assignment or 
responsibility 

Time –  
Agile Approach  

Effort –  
Agile Approach  

Planning 50 % Medium 
Prioritisation  10 %  Medium  
Handling demands 40 %  Large 
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2.4 Quantification of Working assignments – Business Analyst  

The quantified working assignments and responsibilities stated by the business analyst in the 
questionnaire are presented in table 35.  

 

Table 35: The working assignments of the business analyst in the second project quantified according to time and effort. 

Working assignment or 
responsibility  

Time – 
Traditional 
Approach   

Time –  
Agile 
Approach  

Effort –  
Traditional  
Approach  

Effort –  
Agile 
Approach  

Identify and understand needs and 
translate into buildable demands 

100 %  40 %  Large Medium 

Break down long investigation 
activities to “sprintable” activities 

- 10 %  - Medium 

Discussions regarding what is 
agile and how we should work 

- 25 %  - Large 

What does Scrum and Kanban 
mean and how shall/can we us it 

- 25 %  - Large 
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2.5 Quantification of Working assignments – Business Maintenance 
Manager  

The quantified working assignments and responsibilities stated by the business maintenance 
manager in the questionnaire are presented in table 36.  

 

Table 36: The working assignments of the business maintenance manager in the fourth project quantified according to time 
and effort. 

Working assignment or 
responsibility  

Time –  
Agile Approach 

Effort –  
Agile Approach  

Lead the work of preparing/prioritise 
new change requests of the 
application  

20 % Small 

Plan and participate in regular 
maintenance meetings with 
representatives from the organisation  

40 % Medium 

Participate in investigations regarding 
the needs of the organisation  

10 % Medium  

Participate in the work with 
prioritising between organisational, 
project and technical needs of the 
application 

10 % Medium 

Improvement work 10 % Small 
Other 10 %  Small 
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2.6 Quantification of Working assignments – Developers   

The quantified working assignments and responsibilities stated by the developers in the 
questionnaire are presented in table 37 and table 38.  

 

Table 37: The working assignments of the developer in the first project quantified according to time and effort. 

Working assignment or 
responsibility 

Time –  
Agile Approach  

Effort –  
Agile Approach 

Develop 95 % Large 
Time estimation of stories 5 % Small 

 

 

Table 38: The working assignments of the developer in the second project quantified according to time and effort when working 
as only developers. 

Working assignment or 
responsibility  

Time –  
Agile Approach   

Effort –  
Agile approach  

Developing  100 % Large 

 

 

 


