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ABSTRACT

Traditional project management methods, such as the waterfall model, struggle to
meet the demands of rapidly changing requirements and customer expectations. In
contrast, Agile methodologies, initially developed for software, have emerged as a
flexible, adaptive approach for planning and delivering projects across various
sectors. This paper explores the impact of Agile on project delivery, leadership roles,
and organizational culture. A qualitative design, including semi-structured
interviews with 12 professionals, was used to identify recurring patterns in project
outcomes, team dynamics, role changes, and cultural shifts. The findings suggest
that Agile enhances project flexibility, responsiveness, and stakeholder satisfaction,
while also revealing challenges such as cultural resistance and difficulty reconciling
Agile with traditional structures. The study highlights a shift in the project
manager’s role from task controller to facilitator and servant leader. The paper
concludes that Agile is not just a project management technique, but a paradigm
that requires changes in mindset, culture, and leadership to achieve improved

outcomes and empowered teams.

1. INTRODUCTION

The field of project management has undergone
significant transformation over the past two
decades, driven largely by the increasing
complexity and dynamism of  business
environments. Digitalization, globalization and
continuous innovation have shortened product life
cycles and intensified competition, placing new
demands on how projects are conceived, planned
and delivered. Traditional project management
frameworks, such as the waterfall model, were
developed for contexts in which scope and
requirements could be defined in considerable
detail at the outset, and where change was
regarded as an exception rather than a norm
(Project Management Institute [PMI], 2017). In
many contemporary settings, these assumptions
no longer hold.

Against this backdrop, Agile methodologies have
gained prominence as an alternative approach that
favors adaptability over rigidity and collaboration
over strict hierarchy. Initially developed in the
software industry, Agile arose in response to
dissatisfaction with plan-driven methods that often
produced late, over-budget or misaligned
outcomes. The publication of the Agile Manifesto in
2001 (Beck et al.,, 2001) crystallized a set of values
that emphasized individuals and interactions,
working solutions, customer collaboration and
responsiveness to change. Over time, these values
have inspired a family of frameworks—including
Scrum, Kanban, Lean and Extreme Programming—
each providing specific practices for iterative
development, incremental delivery and continuous
improvement (Highsmith, 2002).
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Today, organizations in various sectors are
experimenting with Agile beyond its software
roots. Banks, telecommunications firms, marketing
agencies and public institutions are adopting Agile
practices to accelerate delivery, enhance customer
experience and foster innovation. However, this
transition is not straightforward. Agile requires
new ways of thinking about control, authority,
accountability and success. Project managers, in
particular, must reconsider their own roles as they
move from directing activities to facilitating
empowered teams and navigating cultural change
(Kerzner, 2020; PMI, 2017).

This paper examines how Agile approaches are
reshaping the dynamics of modern project
management. It considers both the benefits and the
difficulties of Agile adoption, and it explores how
the role of the project manager evolves within Agile
environments. By focusing on practitioners’ lived
experiences, the study aims to provide a nuanced
understanding of Agile as both a methodological
and cultural shift.

1.1 Problem Statement

Traditional project management methodologies
are typically characterized by extensive upfront
planning, sequential execution and relatively rigid
change control processes. These qualities can be
effective in environments where requirements are
stable and uncertainty is low. However, many
contemporary projects—particularly in
technology-intensive and customer-driven
sectors—face frequent changes in requirements,
new regulatory constraints, emerging competitors
and shifting user expectations. In such contexts, a
rigid plan can quickly become obsolete, leading to
rework, misalignment and stakeholder
dissatisfaction.

Agile methodologies have been proposed as a
solution to these limitations because they explicitly
acknowledge and embrace change. They encourage
iterative delivery, close collaboration with
customers and continuous refinement of priorities.
Nonetheless, moving from a traditional to an Agile
approach entails more than adopting new tools or
ceremonies. Organizations often face resistance
from leaders who are accustomed to top-down
control, from teams who are unfamiliar with Agile
practices and from governance structures built
around fixed plans and detailed documentation
(Denning, 2018; Kotter, 2012). There are also
unanswered questions about how Agile affects the
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responsibilities of project managers, how it
interacts with existing organizational systems and
how it influences project success outside software
development.

Without a deeper understanding of these issues,
organizations risk either rejecting Agile
prematurely or implementing it superficially in a
way that undermines both traditional and Agile
strengths. This research addresses that gap by
examining the transformative effects of Agile
methodologies on project management, with a
particular focus on role changes, cultural dynamics
and perceived project outcomes.

1.2 Hypothesis

The study is guided by the hypothesis that the
adoption of Agile methodologies can significantly
improve project management performance by
enhancing flexibility, stakeholder engagement and
team collaboration, but that it also requires a
substantive  shift in  traditional project
management roles, leadership styles and
organizational practices.

1.3 Research Questions and Aims

Two main research questions frame this
investigation. The first focuses on potential
benefits:

1. How do Agile methodologies enhance
project outcomes such as flexibility,
stakeholder = engagement and team
collaboration?

The aim associated with this question is to explore
the ways in which Agile practices influence the
effectiveness of project delivery in dynamic and
uncertain environments, and how they affect the
perceived success of projects from the perspective
of practitioners.
The second
challenges:

2. What challenges do organizations and
project managers face when transitioning
from traditional to Agile methodologies?

Here, the aim is to identify common obstacles,
tensions and sources of resistance that arise during
Agile adoption, and to examine how these issues
affect leadership roles, organizational culture and
the structure of project work.

1.4 Research Objectives

From these questions, several specific research
objectives are derived. First, the study seeks to
investigate how Agile methods contribute to key
project success factors, including adaptability,

research question focuses on
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collaboration and stakeholder satisfaction
(Razmak et al,, 2018; Murtaza et al., 2024; Yasir et
al, 2024). Second, it aims to evaluate how Agile
practices alter the traditional role of the project
manager, particularly in terms of decision-making
authority, leadership style and relationship with
the team. Third, the research seeks to identify
recurring challenges in Agile implementation, such
as cultural resistance, lack of expertise and
conflicts with existing governance (Sihag et al,
2024; Treacy et al,, 2025; El Khatib et al., 2023).
Fourth, it aims to assess the importance of
organizational readiness and cultural alignment in
shaping Agile outcomes (AlShawabkeh et al.,, 2021;
El Khatib et al,, 2023; Pande et al., 2024). Finally,
the study intends to provide practical
recommendations  for  organizations  and
professionals who wish to leverage Agile more
effectively (AlNajdawi et al., 2024; AlShawabkeh et
al, 2013; Yas et al,, 2024).

2.LITERATURE REVIEW

The literature on Agile and project management
has expanded considerably since the early 2000s.
Early contributions focused on software
development and contrasted Agile methods with
plan-driven approaches (AlShawabkeh et al., 2014;
Kanwal et al., 2023; Nazeer et al, 2025). More
recent work examines Agile at scale, Agile in non-
IT settings and Agile as a cultural and
organizational phenomenon (Alshurideh et al,
2025; Khatib et al.,, 2024; AlKurdi et al., 2025). This
section provides an overview of key debates and
findings relevant to the research questions,
beginning with traditional methodologies and then
turning to Agile’s emergence, core principles
(Alzoubi et al., 2024; Razmak et al., 2018; El Khatib
et al, 2022), impact on project practices,
implications for the project manager’s role and
known adoption challenges (AlMidfa et al., 2024;
Naim et al.,, 2024; Khan et al., 2023).

2.1 Traditional Project Management Approaches

Traditional project management has been
dominated by methodologies that emphasize linear
progression through predefined phases (Al-
Kassem et al.,, 2022; Kharbat et al., 2021; Shwedeh
et al,, 2024). The waterfall model is a well-known
example, in which requirements gathering, design,
development, testing and deployment are carried
out sequentially (PMI, 2017). Such models are
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underpinned by the assumption that it is
possible—indeed necessary—to define scope and
requirements in detail early in the project, produce
comprehensive plans and then manage execution
against these baselines.

Authors such as Kerzner (2020) recognize that
these models can be highly effective in
environments where requirements are stable,
physical constraints are dominant and changes are
costly but infrequent, such as in certain types of
construction or infrastructure projects (Som et al.,
2023; El Khatib et al., 2023; Shwedeh & F., 2022).
However, in environments where knowledge is
incomplete at the outset, where customer
expectations evolve rapidly and where innovation
is central, traditional models can lead to several
issues (Joghee et al, 2020; AlQassem, 2022;
Karthika et al, 2024). These include delayed
feedback, as customers only see results late in the
process; difficulty accommodating changes
without disrupting the baseline; and a tendency to
focus on compliance with plan rather than fit with
emerging needs (Shwedeh et al,, 2023; AlQassem,
2022; Kofinas et al, 2016). These limitations
created an opening for more adaptive approaches
(Maydybura et al., 2024; AlQassem & A. H., 2024;
Khan et al,, 2024).

2.2 Emergence and Principles of Agile Methodologies
The emergence of Agile reflected growing
dissatisfaction with rigid plan-driven models in
software and other knowledge-intensive projects.
The Agile Manifesto (Beck et al., 2001) articulated
four central value preferences: individuals and
interactions over processes and tools, working
software over comprehensive documentation,
customer collaboration over contract negotiation
and responding to change over following a plan
(AlShawabkeh et al., 2016; AlKatheeri et al.,, 2025;
Naim et al.,, 2025). These values do not reject plans
or documentation altogether, but they change the
emphasis toward flexibility and collaboration
(Alzoubi et al., 2024; El Khatib et al., 2023; Joghee
etal, 2024).

Agile has since evolved into a family of frameworks
and practices (Alshurideh et al., 2024; Alblooshi et
al, 2025; AlQassem et al, 2025). Scrum, for
instance, structures work into time-boxed
iterations or “sprints,” supported by defined roles
such as product owner and Scrum master, and by
ceremonies like daily stand-up meetings and sprint
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retrospectives (Alshurideh et al., 2022; AlNajdawi
et al.,, 2024; Ma’asor et al,, 2023). Kanban focuses
on visualizing work and limiting work in progress
to improve flow. Lean and Extreme Programming
emphasize quality, simplicity and continuous
improvement (Highsmith, 2002). Although they
differ in detail, these approaches share certain
common features: they promote incremental
delivery, frequent inspection and adaptation,
strong team involvement and direct engagement of
customers or stakeholders throughout the process
(AlHamadi et al., 2024; El Khatib et al,, 2023; Khan
etal, 2024).

2.3 The Impact of Agile on Project Management
Practices

The shift from predictive to adaptive approaches
has implications for how project work is planned,
executed and controlled (Alzoubi et al, 2024;
Shwedeh, 2022; Ahmed et al, 2024). Agile
methodologies encourage teams to break work
into smaller increments, prioritize the most
valuable features, deliver usable increments early
and gather feedback regularly (AlShawabkeh et al.,
2017; Maydybura et al, 2024; Karthika et al,
2024). This allows teams to learn from experience
and adjust their plans in response to new
information, rather than attempting to foresee all
contingencies from the outset (Rigby, Sutherland,
& Takeuchi, 2016).

In practice, Agile teams tend to engage in
continuous planning rather than relying on a
single, exhaustive upfront plan (Shwedeh & F,
2021; Shao et al,, 2025; Kabiraj et al., 2009). The
product backlog is refined iteratively, and
decisions about what to build next are based on
customer feedback, changing priorities and
technical considerations (Alzoubi et al., 2025; El
Khatib et al., 2024; Kanwal et al, 2023). Team
members are often co-located or connected
through strong communication mechanisms, and
they share responsibility for outcomes. Feedback
loops are intentionally short so that issues are
detected and addressed early (Neyara Radwan et
al,, 2025; El Khatib et al., 2022; Joghee et al., 2020).
Schwaber and Sutherland (2017) describe Scrum
as a lightweight framework that structures this
kind of empirical process control (Yasir et al., 2024;
AlKatheeri et al., 2025; Rana et al,, 2025).
Evidence from various studies suggests that Agile
can lead to improvements in time-to-market,
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quality and user satisfaction, particularly when
requirements are uncertain or evolving
(Highsmith, 2002; Rigby et al., 2016; Shwedeh et
al,, 2024; Khan et al,, 2024; El Khatib et al., 2023).
However, Agile also shifts attention from detailed
upfront documentation to continuous alignment
and communication, which may challenge
organizations accustomed  to  traditional
documentation-heavy practices.

2.4 The Changing Role of the Project Manager

The adoption of Agile has direct implications for
the role and identity of the project manager. In
many Agile frameworks, particularly in Scrum,
there is no formal “project manager” role as such.
Instead, responsibilities are distributed among the
product owner, Scrum master and the
development team (Alshurideh et al,, 2025; Sihag
et al,, 2024; El Khatib et al.,, 2022). The product
owner is responsible for maximizing product value
by managing the backlog; the Scrum master serves
as a coach and facilitator; and the team self-
organizes to deliver increments of value (PMI,
2017; Schwaber & Sutherland, 2017).
Nevertheless, in organizations transitioning from
traditional approaches, people who previously
held project manager roles often find themselves
taking on new responsibilities that align with Agile
values (Joghee etal., 2018; Alzoubi et al., 2025; Som
et al,, 2023). Rather than controlling every task,
they may focus on enabling communication,
removing impediments, supporting team
autonomy and ensuring that stakeholders remain
engaged (Kharbat et al., 2017; Anifa et al., 2024;
Salloum et al., 2024). The PMI Agile Practice Guide
(2017) highlights qualities such as servant
leadership, coaching, facilitation and emotional
intelligence as increasingly important for project
professionals operating in Agile environments
(Anifa et al., 2022; Al-Kassem & A. H., 2021; Kurdi
etal, 2025).

Kerzner (2020) similarly argues that the modern
project manager must move beyond technical and
administrative competence to develop soft skills
and adaptive leadership, guiding teams through
uncertainty and change (Al-Qassem et al.,, 2024;
Naim et al, 2024; AlKurdi et al, 2023). This
represents a significant reorientation of identity
for many project managers, especially in
organizations where authority has traditionally
been associated with command and control

Published by: GAFTIM, https://gaftim.com



N.A.Omran etal.,

(Kumar et al,, 2024; Ahmed et al.,, 2024; Alshurideh
etal, 2024).

2.5 Challenges and Adoption Issues

Despite the potential benefits of Agile, the
literature documents numerous challenges
associated with its adoption. One prominent issue
is cultural resistance (Tanveer et al., 2025; Kofinas
et al,, 2016; El Khatib et al., 2024). Kotter (2012)
emphasizes that change efforts often fail because
they do not adequately address underlying
mindsets and behaviors (Yas et al., 2024; El Khatib
et al,, 2024; Alblooshi et al.,, 2025). Agile entails
distributing decision-making, embracing
transparency and tolerating a degree of
uncertainty, all of which can be uncomfortable for
leaders and organizations that value control and
predictability (Al-Qassem et al.,, 2021; Rana et al,,
2025; Halder et al,, 2024).

Denning (2018) warns about the phenomenon of
“fake Agile,” in which organizations adopt
superficial aspects of Agile—such as terminology
or ceremonies—without embracing its underlying
principles (Khatib et al., 2024; Hanaysha et al,
2021; AlNajdawi et al,, 2024). In such cases, teams
may hold daily stand-ups or sprints while still
being managed through traditional command-and-
control  structures and rigid reporting
requirements, leading to confusion and frustration
(Kanwal et al.,, 2023; AlMidfa et al., 2024; EI Khatib
etal, 2023).

Agile can also be complicated to scale in large or
heavily regulated organizations. Frameworks such
as Disciplined Agile Delivery (Ambler & Lines,
2012) and others attempt to provide guidance for
applying Agile at the enterprise level, but they
often require significant structural changes,
including the reconfiguration of teams, roles and
governance systems (Alzoubi et al,, 2024; Pande et
al, 2024; Al-Nakeeb et al, 2024). This can be
particularly challenging in hierarchical
organizations where departmental boundaries and
reporting lines are strongly entrenched.

2.6 Case Studies and Real-World Adoption

Several case examples illustrate how Agile can be
successfully adopted beyond software. Spotify is
frequently cited as an organization that structured
its workforce into autonomous “squads” and
“tribes,” combining local autonomy with global
alignment (Treacy et al., 2025; AlKatheeri et al,,
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2025; Shehab et al,, 2023). ING Bank undertook an
Agile transformation across its operations,
reorganizing into small, cross-functional teams
responsible for end-to-end value delivery.
Microsoft, too (Samer Hamadneh et al, 2023;
Alshurideh et al.,, 2022; Tangri et al., 2023), has
adopted Agile practices in parts of its product
development processes to shorten release cycles
and incorporate customer feedback more
frequently (AlShawabkeh et al.,, 2023; Shao et al,,
2025; Ilyas et al., 2023).

These examples demonstrate that Agile can be
successfully applied in financial services, large
technology companies and other settings, but they
also underline that success depends on more than
simply adopting a framework (Khan et al., 2023;
Rosmadi etal., 2025; Kukunuru et al., 2019). Strong
leadership, clear vision, experimentation and
learning-oriented cultures appear to be critical
enablers.

2.7 Research Gaps

While there is substantial literature on Agile
principles and frameworks, as well as numerous
case studies, there remain gaps that justify further
inquiry (Joghee et al., 2024; AlShawabkeh et al,,
2021; Joghee et al., 2021). First, much of the early
research focused on software, and although there
are emerging studies in other sectors, the
experiences of non-technical domains are still less
documented (Vij et al, 2025; Kharabsheh et al,,
2024; Kabiraj et al., 2009). Second, the long-term
evolution of the project manager’s role in Agile
contexts is not fully understood, especially in
organizations that retain hybrid governance
structures (Karthika et al., 2024; Naim et al., 2025;
Murtaza et al., 2024). Third, there is a need for
more empirical work on the human and cultural
dimensions of Agile adoption, including how
resistance arises and how it can be mitigated
(Alzoubi et al., 2025; Ma’asor et al., 2023; Nuseir et
al.,, 2021).

The present study contributes to addressing these
gaps by gathering qualitative insights from
practitioners in varied sectors, focusing specifically
on role changes, challenges and the perceived
impact of Agile on project management dynamics.

2.8 Conclusion to the Literature Review

The literature portrays Agile as a significant
departure from traditional project management
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approaches, emphasizing adaptability, iteration,
people-centric collaboration and value-driven
delivery (AlQassem et al.,, 2022; Lee et al,, 2024;
Khadragy et al., 2022). It also identifies real and
persistent challenges in adoption, particularly
related to culture and governance. For project
managers, Agile introduces both opportunities and
pressures to develop new skills and ways of
working (AlHamadi et al,, 2024; El Khatib et al,,
2023; Nuseir et al,, 2019). The empirical study that
follows builds on this conceptual foundation to
explore how these dynamics play out in practice
(AlShawabkeh et al,, 2018; Joghee et al.,, 2023; Sun
etal, 2016).

3. RESEARCH METHODOLOGY

Given the exploratory nature of the research
questions, a qualitative methodology was selected
as the most appropriate approach. The goal was
not to produce statistically generalizable findings,
but to gain rich, contextualized insights into how
Agile methodologies are experienced and
interpreted by those directly involved in their
implementation.

3.1 Research Approach

The study adopts an interpretivist perspective,
which views reality as socially constructed and
emphasizes understanding the meanings that
individuals assign to events and practices. Agile
transformation involves changes in behavior,
identity and culture as much as changes in process,
so capturing participants’ narratives and
reflections was critical. Semi-structured interviews
were chosen as the primary data collection method
because they strike a balance between structure
and flexibility, allowing the researcher to ensure
coverage of key topics while still enabling
participants to introduce issues they considered
important (AlShawabkeh et al., 2023; Shwedeh et
al,, 2024; El Khatib et al., 2024).

3.2 Data Collection Method

Twelve professionals were interviewed. They came
from a range of roles, including project managers,
Agile coaches, Scrum masters and digital
transformation consultants, and from sectors such
as software, finance, telecommunications and
marketing. All had direct experience with Agile
projects and with the transition from more
traditional approaches.

Interviews were conducted online via tools such as
Zoom or Microsoft Teams and lasted between
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thirty and forty-five minutes. Participants were
asked to describe their experience working with
Agile methodologies, to compare Agile and
traditional project management in terms of
flexibility and effectiveness, to discuss challenges
encountered during Agile adoption and to reflect
on how Agile had changed the expectations and
responsibilities associated with the project
manager’s role. Interviews were recorded with
consent and transcribed verbatim for analysis. A
short questionnaire was also administered to
confirm that participants had substantial
experience with Agile and to gather high-level
perceptions of Agile’s effectiveness relative to
traditional methods.

3.3 Sampling Strategy
Purposive sampling was used to identify
participants with relevant expertise. The

researcher sought individuals who had lived
through Agile transformation processes or who
worked in roles that required them to support or
enable Agile adoption. In some cases, snowball
sampling was employed, whereby initial
participants recommended other colleagues who
could provide additional perspectives.

3.4 Data Analysis

Thematic analysis was used to interpret the
interview data. After transcription, the researcher
read through each transcript several times to
become familiar with the content. Initial codes
were then generated to identify segments of text
that related to the research questions—for
example, statements about flexibility, stakeholder
engagement, conflicts with traditional structures
or changes in leadership behavior (AlAmiri et al.,
2024; Hanaysha et al,, 2021; AlQassem et al., 2024).
These codes were then examined and grouped into
broader themes that captured recurring patterns,
such as enhanced collaboration, cultural resistance
or the shift from controller to facilitator. Themes
were reviewed and refined to ensure they were
coherent, distinct and well-supported by the data.
The final themes were then interpreted in light of
the existing literature.

3.5 Ethical Considerations

Ethical principles were carefully observed
throughout the research. Participants were
informed about the purpose of the study, the
voluntary nature of their participation and their
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right to withdraw at any time. Consent was
obtained before recording the interviews.
Identifying details were removed from transcripts,
and pseudonyms or generic role descriptors were
used in reporting quotations. Data were stored
securely and used only for research purposes
(Kabiraj etal., 2011; Joghee et al., 2021; Rosmadi et
al,, 2025).

3.6 Limitations

The qualitative design means that the findings are
not statistically generalizable to all organizations
or industries. The sample size is modest, and
participants may be more positively disposed
toward Agile than the wider population, given their
roles and experiences. The study also relies on self-
reported perceptions, which may be subject to bias
or selective recall (Alzoubi et al., 2024; Anifa et al.,
2024; Shao et al., 2025). Nonetheless, the depth of
insight obtained provides a valuable window into
the lived experiences of Agile practitioners.

4. RESULTS AND ANALYSIS

The thematic analysis of the interviews produced
several major themes relevant to the research
questions. These themes concerned the perceived
benefits of Agile, the challenges associated with its
adoption and the evolving role of the project
manager. The findings presented here are
illustrated with representative statements from
participants, with names replaced by role
descriptors to preserve anonymity.

4.1 Enhancing Flexibility, Collaboration and
Stakeholder Engagement (RQ1)

A prominent theme in the data was the perception
that Agile methodologies significantly increased
the flexibility and adaptability of project work.
Participants described how iterative planning and
short sprints allowed teams to change direction in
response to new information or customer feedback
without feeling that they were “breaking the plan.”
One Agile delivery lead in the software sector
commented that Agile enabled the team to “pivot
quickly when customer priorities shift, instead of
being locked into a rigid months-long roadmap.”
This ability to respond to change was contrasted
with previous experiences of traditional projects,
where changes were often treated as problems
rather than as natural aspects of complex work.
The interviews also emphasized improvements in
collaboration. Participants noted that Agile
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ceremonies such as daily stand-ups, sprint
planning and retrospectives created regular
opportunities for communication, alighment and
joint problem-solving. One project manager from
the marketing sector observed that team members
felt “more responsible and engaged” because they
were involved in planning and estimation, not just
in executing tasks assigned by a manager. Agile was
perceived as fostering a sense of shared ownership
and collective accountability (Joghee et al., 2013;
Habbal et al,, 2019; Alshurideh et al., 2025).
Stakeholder engagement emerged as another area
of improvement. Several participants explained
that customers or business representatives were
involved in sprint reviews and had frequent
opportunities to see working products, provide
feedback and influence priorities. This reduced the
risk of late-stage surprises and helped maintain
alignment between project outcomes and business
goals. Rather than waiting until the end of a long
project to validate assumptions, Agile teams could
validate and adjust assumptions on a continual
basis.

4.2 Challenges in Transitioning to Agile (RQ2)
Despite the benefits, participants also described
significant obstacles in Agile adoption. Cultural
resistance was frequently mentioned. In
organizations with strong hierarchical traditions,
senior leaders sometimes perceived Agile as a loss
of control. A Scrum master in the finance industry
recalled that some executives regarded Agile as
chaotic because it did not produce the familiar
artifacts—such as detailed Gantt charts and fixed
long-term schedules—that they were used to
relying on. In these environments, project teams
often experienced conflicting expectations: they
were asked to work in an Agile way while still being
measured using traditional metrics and reporting
formats.

Several participants referred to situations where
Agile was adopted only superficially. For example,
teams might conduct daily stand-up meetings, but
decision-making remained centralized and the
culture continued to be command-and-control. An
Agile coach described this situation as “Agile in
name only,” noting that teams would use Agile
terminology =~ but  their = autonomy  and
empowerment remained limited. This kind of
partial adoption often led to frustration, as the
benefits of Agile could not be fully realized while
the underlying culture and structures stayed
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unchanged.

Another challenge concerned the difficulty of
integrating  Agile practices with existing
governance and compliance requirements. Some
participants reported that while their teams
operated in sprints, they were still required to
produce detailed upfront plans and status reports
formatted according to waterfall expectations. One
digital transformation consultant described the
stress created by having to “translate Agile
progress back into waterfall-style documentation”
to satisfy certain stakeholders. This hybrid tension
made it difficult for teams to fully embrace Agile
principles.

Skills and knowledge gaps were also noted. Teams
or managers unfamiliar with Agile sometimes
misinterpreted its practices. For instance, the idea
of self-organizing teams could be mistakenly
assumed to mean that there was no need for
leadership or structure at all. In other cases,
organizations underestimated the importance of
training and coaching, expecting Agile to be
implemented quickly without investing in building
capabilities.

4.3 The Evolving Role of the Project Manager

A central theme that ran through the interviews
was the changing nature of the project manager’s
role. Many participants either currently held or had
previously held project management positions, and
they reflected on how their responsibilities had
shifted in Agile contexts. One senior project
manager in the telecommunications sector
remarked that he had moved from being “the
person with the plan” to someone who “facilitates
the process and helps the team succeed.” Rather
than assigning tasks and monitoring progress in
detail, he focused on enabling discussions,
removing impediments and supporting the team'’s
interactions with stakeholders.

This evolution aligns with the concept of servant
leadership, in which the leader’s primary goal is to
serve the team by creating an environment in
which they can perform at their best (PMI, 2017).
Several participants described spending more time
coaching team members, helping them understand
Agile principles, and negotiating with other parts of
the organization to protect the team’s focus and

autonomy. Emotional intelligence and
communication skills were seen as increasingly
important.

At the same time, the shift created uncertainty for
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some project managers, particularly in
organizations where formal roles had not been
clearly redefined. In some cases, responsibilities
formerly associated with project managers were
distributed across new roles such as product
owners and Scrum masters. This could lead to
overlaps or gaps in accountability if not managed
carefully. Nevertheless, those who embraced the
new role generally reported higher satisfaction
with the collaborative and empowering nature of
Agile work.

4.5 Summary of Findings

Overall, the findings support the view that Agile
methodologies can enhance flexibility,
collaboration and stakeholder engagement in
project management. However, they also highlight
that these benefits are not automatic. They depend
on cultural readiness, sustained commitment,
appropriate training and the willingness of leaders
and project managers to adapt their roles. The next
section discusses these findings in relation to the
existing literature and draws out their
implications.

5. DISCUSSION

The results of this study largely corroborate the
claims made in the literature about the advantages
and challenges of Agile methodologies. With regard
to the first research question, participants’
experiences support the view that Agile improves
responsiveness, enables closer collaboration and
allows more effective engagement with
stakeholders (Highsmith, 2002; Rigby et al., 2016).
[terative planning and delivery cycles enable teams
to incorporate feedback quickly and reduce the risk
of  large-scale  misalignment.  Continuous
communication through Agile ceremonies fosters
shared understanding and ownership within the
team.

The findings also reinforce the idea that Agile shifts
the focus from strict adherence to predetermined
plans to learning and adaptation. Instead of
treating change as a threat, Agile teams treat it as
an opportunity to refine and improve. This mindset
appears particularly valuable in dynamic,
customer-driven environments, where the ability
to pivot quickly is a competitive advantage.

In relation to the second research question, the
study echoes the concerns raised by Kotter (2012)
and Denning (2018) regarding cultural resistance
and superficial adoption. When organizations
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attempt to implement Agile without addressing

underlying assumptions about control,
accountability and authority, they can end up with
hybrid arrangements that satisfy neither

traditional nor Agile principles. For example,
imposing rigid reporting requirements and
detailed upfront plans while expecting teams to
behave iteratively can create confusion and
undermine trust.

The evolving role of the project manager, as
described by participants, aligns closely with the
trends identified in the PMI Agile Practice Guide
(2017) and by Kerzner (2020). Project managers
are increasingly expected to act as facilitators,
coaches and change agents rather than as
controllers of detailed tasks. This shift requires the
development of soft skills and emotional
intelligence, as well as a willingness to share power
with the team and with other roles, such as product
owners. In organizations where the project
manager role remains formally defined in
traditional terms, this evolution may be incomplete
or contested, leading to uncertainty about
responsibilities.

The discussion also suggests that industry and
organizational context matter. Agile can be
successfully applied beyond software, as seen in
the experiences of participants from marketing,
finance and telecommunications. However, success
is linked to the degree to which the organization is
able to adapt its structures and culture. Agile seems
to thrive in environments that value learning,
experimentation and psychological safety. Where
such conditions are absent, Agile may be adopted
only on the surface.

Ultimately, the study supports the view that Agile
is not merely a set of practices or tools, but a
paradigm that changes how organizations think
about work, leadership and value delivery. Project
managers operating in this paradigm must redefine
their identity and cultivate new capabilities. This
has significant implications for education, training
and professional development in project
management.

6.CONCLUSION

This study set out to explore how Agile
methodologies are transforming modern project
management dynamics, with particular attention
to flexibility, collaboration, stakeholder
engagement and the evolving role of the project
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manager. Using a qualitative research design, the
study collected and analyzed perspectives from
practitioners who have experienced the transition
from traditional to Agile approaches.

The findings indicate that Agile methodologies can
indeed enhance project outcomes in environments
characterized by uncertainty and change.
Participants consistently reported that Agile
enabled faster responses to shifting requirements,
closer alignment with customer needs and
stronger team engagement. Agile practices such as
iterative  delivery, regular reviews and
collaborative planning were seen as central to
these improvements.

At the same time, the study highlights that the
transition to Agile 1is challenging. Cultural
resistance, misaligned governance structures,
superficial implementations and skills gaps can
undermine Agile’s potential. Organizations that
attempt to adopt Agile without addressing these
underlying issues may experience confusion,
frustration or only modest gains.

One of the most important insights from the study
concerns the changing role of the project manager.
Agile environments call for a shift from command-
and-control leadership to servant leadership and
facilitation. Project managers are expected to
support self-organizing teams, foster
communication, remove impediments and act as
advocates for Agile values within the wider
organization. This transformation requires not
only new competencies but also a change in
professional identity.

The study also reinforces the notion that Agile is
not limited to the technology domain. When
appropriately adapted, Agile principles can be
applied in various sectors and types of projects.
However, successful adoption depends on a
combination of methodological, cultural and
structural factors. Organizations that wish to
benefit from Agile must invest in training, create
supportive environments, align governance with
Agile principles and be prepared for a learning
journey rather than a one-time implementation.
Future research could build on these findings by
conducting longitudinal studies that track Agile
transformations over time, comparing outcomes in
different sectors or examining the intersection
between Agile and other emerging trends in
project  management, such  as hybrid
methodologies or digital project platforms. For
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practitioners, the message is clear: Agile offers
powerful tools and perspectives, but realizing its
full potential requires commitment, openness to
change and a willingness to rethink established
roles and practices.
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