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Agenda

 Why Agile? 

 What‘s „Agile“? 

 Is It Either Agile Or Classic? Hybrid Practices

 Agile = Poor Quality And Documentation?

 Agile And Regulated

 Scaling - Portfolio Management -
Choosing The Appropriate Approach

 How To Start/ Implement Agile Methods?
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Prof. Dr. Ayelt Komus

• Professor of Organizational Design and Information Systems

• 12+ high-profile studies, 50+ publications, 100+ keynotes/ lectures,
150+ interviews/ media reports

• Co-Initiator of „Modellfabrik Koblenz“ (Model factory Koblenz)

• Scientific director of data center - University of appl. Sc. Koblenz

• Certified Scrum Master (3 organizations)

• Scientific advisory board Heupel Consultants

• Scientific advisory board member „Projektmagazin“
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Current Initiatives (sorry, some in German only)

Surveys/Studies 
 My Digital Profile

www.mein-digital-profil.de

 Status Quo Agile 
www.status-quo-agile.net

 „Projektumfeldstudie“ (Project Environment)
www.projektmagazin.de/oekosystem-projekt

 Agile Procurement Survey
www.process-and-project.net/agile-procurement-survey

 Multitasking in project management

 BPM Compass

 Agile PMO 

 Evidence Based ,,Success Factors in Project Management“

 Metastudy BPM-quintessence

 Process-/IT-Management in Chemistry /Life Science 

 COO in Corporate Practice

 Quality in BPM

 BPM and Six Sigma

 IT-Radar for BPM and ERP

www.process-and-project.net/studien

Workshops
 Agile Project management (07.11.17)

 Agile PMO (08.11.17)

 Agile Procurement (09.11.17)

 Webinar Scrum and agile methods (10.11.17)

 BPM Compass (17.10.17)

 Project management Success Factors (Inhouse)

www.process-and-project.net/workshops

Events
 11th “Praxisforum” Process and IT Management 

(June 12th 2018) www.praxisforum.eu

 3rd “Praxiswerkstatt” Digitization and Agility
(June 13th 2018) www.praxiswerkstatt.eu

www.process-and-project.net

http://www.mein-digital-profil.de/
http://www.status-quo-agile.net/
http://www.projektmagazin.de/oekosystem-projekt
https://www.process-and-project.net/agile-procurement-survey
http://www.process-and-project.net/studien
http://www.process-and-project.net/workshops
http://www.praxisforum.eu/
http://www.praxiswerkstatt.eu/
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www.heupel-consultants.com

Practical experience for
science

In-depth knowledge for
practice

Heupel Consultants

http://www.heupel-consultants.de/
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„Status Quo Agile" 
(longitudinal study, 2012, 2014, 
2016, 1,000+ participants,
30+, countries)

,,Agile PMO" (2015/16)

„Agile Procurement Survey“ 
(2016)

Evidence Based
,,Success Factors in
Project Management" (2015)

IT-Radar

BPM-Compass

PM-Environment

…

Research

My Agile

Evidence-based 
success factors
project mgmt.

Stacey-
Projectportfolio-
Analysis

My Digital Profile

MDF My-Digital-
Framework

Implementation/Integration/
Support/Coaching/Training, 
Usage of Agile Methods
Tailoring, Coaching, Quick 
Check Status Quo of Agile 
Methods
Organizational Development
Support of PMOs concerning
Transition
Coaching/Support Top Mgmt.
Agilization/Digitization
Digital Transformation
(Analysis, Concept, Support)
Development, Coaching
BPM CoE

20+ yrs. of project experience

Tools and Methods Project Experience

Fragenblock Analyse

Nr. Originalfrage kurz Mittelwert N STDABW relative 
Positionierung Effektstärke Check

1. Der Projektleiter war in der Lage Risiken frühzeitig zu erkennen und entsprechend zu 
managen. 2,40 10 0,66 8,9% 1,70

2. Die Eskalation und Einbindung von Auftraggebern und Projekt-Steuerungs-
Organisation in Konflikt- und Schlüsselsituationen ist gelungen. 2,40 10 0,66 23,4% 1,60

3. Die Machbarkeit und der Realitätsbezug der Kundenwünsche und Anforderungen 
wurde kritisch reflektiert. 2,70 10 0,78 32,3% 1,51

4.
Der Projektleiter war in der Lage den Teamgeist der Mitglieder zu aktivieren, sie 
durchgängig zu motivieren und im Hinblick auf die Zielerreichung das Beste aus 

jedem einzelnen herauszuholen.
2,70 10 0,64 24,5% 1,50

5.
Um eine dauerhafte Projektsteuerung zu gewährleisten, war der Projektleiter in der 

Lage, für die im Soll-Ist-Vergleich sichtbar gewordenen Abweichungen, 
entsprechende Maßnahmen einzuleiten und somit unverzüglich zu korrigieren.

2,70 10 0,64 31,7% 1,48

6. Der Projektleiter verfügte über eine hohe soziale Kompetenz. Die Teammitglieder 
vertrauten ihm und akzeptierten ihn. 3,10 10 0,70 38,0% 1,37

7. Grundlegende fachliche Konzepte wurden ausreichend projektübergreifend 
kommuniziert und erläutert. 2,89 9 0,74 37,8% 1,37

8. Es wurden frühzeitig Ergebnisse geliefert und kommuniziert, um diese einem 
Realitäts-Check zu unterziehen und sichtbare Erfolge zu zeigen. 2,80 10 0,60 46,1% 1,34

9. Die Abstimmung mit den zukünftigen Nutzern spielte eine große Rolle und war eng 
und partnerschaftlich. 2,50 10 1,02 14,7% 1,28

10. Die Meeting-Formen waren zweckmäßig und zielführend. 2,90 10 0,54 18,3% 1,27

Synergy of Science and Practice

Heupel Consultants
Connecting Science and Business Success
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Companies We Supported Sucessfully

http://www.wsw-online.de/
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Why Agile?
What‘s „Agile“?
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Why Agile?
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3 things we wish were true… 

 The customer knows what he wants
 The developers know how to build it
 Nothing will change along the way

3 Assumptions….

3 things we have to live with…

 The customer discovers what he wants
 The developers discover how to build it
 Things change along the way

Source: Henrik Kniberg

http://commons.wikimedia.org/wiki/File:Change.jpg?uselang=de
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Agile Methods From A Bird’s Eye View

 Renouncement of Big Design Up Front

 Autonomous Teams – within defined boundaries

 Focusing, Flow-Orientation

 Simplicity, Visualization, Transparency

 Continuous Learning
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Planning Horizon Of Process Management Initiatives

Based on idea of Schlereth, CanDo

Today Future

increasing vagueness
Uncertainty of

knowledge/
prediction
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increasing vagueness
Uncertainty of

knowledge/
prediction

Today Future

reasonably predictable
Level of detail

planning

Based on idea of Schlereth, CanDo

Planning Horizon Of Process Management Initiatives
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increasing vagueness
Uncertainty of

knowledge/
prediction

Excess
planning

Today Future

Planning Horizon Of Process Management Initiatives

Based on idea of Schlereth, CanDo

reasonably predictable
Level of detail

planning
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Consequences – Excess Planning

Consequences and risks
“excess planning”

• “Waste”

• Devoutness to plans

• Little learning effects
(no checkpoints, 
no predetermined 

breaking point)

• …

Based on idea of Schlereth, CanDo
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What‘s “Agile“?
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Agile Manifesto

Source: http://agilemanifesto.org/, abg. 11.3.11
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Scrum – Interest Google Germany

Source: https://trends.google.de/trends/explore?date=all&geo=DE&q=scrum, abg. 16.10.2017

„Scrum“ – Google Germany
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Importance Of Agile Methods

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

Scrum is still the most common method.
DevOps is gaining in importance.

* (incl. Test Driven Development and Pair Programming)
(Responses from the categories “Consistently agile", “Hybrid" and

"Selective“ – single choice)

0% 20% 40% 60% 80% 100%

Scrum

Kanban ("IT-Kanban")

Lean

DevOps

Design Thinking

Extreme Programming (XP)*

Feature Driven Development

Lean Startup

Agile Moedling

Usability Driven Development

Adaptive Software Development

Unified Process (incl. RUP, AUP, OUP)

Dynamic System Development Method

Crystal

How important are the following methods for your area?

Very Important to my
area

Is used in my area next
to other methods

Low importance in my
area

Not relevant in my area

No statement

n= 707

n= 705

n= 688

n= 677

n= 683

n= 682

n= 698

n= 668

n= 674

n= 677

n= 668

n= 660

n= 671

n= 675
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Improvement Of Results And Efficiency Due To Agile Methods

Again, the vast majority of respondents see 
improvements through agile methods.

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

for comparison
SQA 2014
Yes: 80%
No: 7%
N.sp.: 13%

(Responses from the categories “Consistently agile", “Hybrid“ and
“Selective" – single choice)

73%

12%

15%

Yes No Not specified

n=733

Did the usage of agile methods lead to improved results and efficiency?



22www.komus.de | www.heupel-consultants.com© Ayelt Komus / Heupel Consultants

Manageable Planning Horizon – 2 Weeks

P 1 !

P 2 !

Team

Product
Owner

P x

P x

P x

P x

P x

P x

P x

P x

Average 2 weeks – 4 weeks max.
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Freedom Within Defined Boundaries

P 1 !

P 2 !

Team

Product
Owner

P x

P x

P x

P x

P x

P x

P x

P x

What!

How!

„Protected Space“



24www.komus.de | www.heupel-consultants.com© Ayelt Komus / Heupel Consultants

Work-In-Progress-Exercise – Step 1

1 - 10 A - J I - X
(Roman numerals)
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Work-In-Progress-Exercise – Step 2

1 - 10 A - J I - X
(Roman numerals)
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Focus - Ensured With Narrowly Defined Sprint-Backlogs

P 1 !

P 2 !

Team

Product
Owner

P x

P x

P x

P x

P x

P x

P x

P x



27www.komus.de | www.heupel-consultants.com© Ayelt Komus / Heupel Consultants

Simplicity, Simple Visualization, Haptics

Source: Heupel Consultants, April 2016
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Inspect and Adapt – Continuously

P 1 !

P 2 !

Team

Product
Owner

P x

P x

P x

P x

P x

P x

P x

P x

Retrospective

Impediment-Orientation
(Daily Scrum)
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Success Rates Agile Versus Classic PM

Agile methods are also clearly superior regarding Quality of results, 
Customer satisfaction, and Accuracy of evaluation of progress

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

Quality of
results

Teamwork Planning
security

Efficiency Velocity Time to
market

Ability to
innovate

Customer
satisfaction

Accuracy of
evaluation
of progress

Overall
performance
of method

Sum of the "very good“ and "good“ ratings

Scrum Kanban Design Thinking Extreme Programming DevOps Lean Feature Driven Development Classic Project Management

n: see individual evaluations*
(Responses from the categories “Consistently agile“, “Hybrid“, “Selective“ and 

“Consistently classic project management“ – single choice)
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Fields Of Application And Usage

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

Agile methods are no longer used only 
in software development

(Responses from the categories “Consistently agile", “Hybrid“ and
“Selective" – multiple choice)

90%

21%
27%

82%

40%
34%

0%

20%

40%

60%

80%

100%

Software-Development Other IT-related topics
(for example SAP-projects)

Activities without specific references to IT

In which areas do you use agile methods/ project management? 

2014 n=387 2016 n=720
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The Taylor-Tub

DYNAMIC STATIC   DYNAMIC

TIME

DYNAMISM

1900 today

Conventional 
enterprises

Dynamic
networked,

agile
enterprises

Craftsmanship Taylorism Digital Age

Networked,
dynamic,
efficient
„VUCA“

Stability

Individual,
low efficiency

Concept: Gerhard Wohland
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Is It Either Agile Or Classic?
Hybrid Practices
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Fields Of Application And Usage

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

Only a minority uses agile methods consistently 
“by the book”

20%

37%

31%

12%

In which form do you use agile methods in your area to plan and execute
projects/ development processes?

Consistently agile

Hybrid

Selective

Consistently classic project
management

n=902
(Responses from the categories ”Consistently agile“, ”Hybrid“, ”Selective“ and

”Consistently classic project management“ – single choice)
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Usage Of Agile Techniques

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net

Many very common techniques can also be used 
in classic project management

(Responses from the categories “Consistently agile“, “Hybrid“ and 
“Selective“ – multiple choice)

85% 84% 83% 80% 78% 78% 77% 75% 73%
68%

62% 62% 59% 57% 55% 54% 50% 47% 45% 42%
38%

18% 17% 14%
6%

0%

10%

20%

30%

40%

50%

60%

70%

80%

90%

100%

n=222

Which agile practices do you use?
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“Water–Scrum–Fall”

…

Realization

Scrum– –

Delivering

Fall

Gantt

PSP

Planning

Water
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Agile = Poor Quality And Documentation?
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0% 20% 40% 60% 80% 100%

How much do the following statements correspond to your opinion?

I agree absolutely I agree I do not agree I do not agree at all no answer

n=724

n=721

n=722

n=722

Agile methods lead to a lower quality of results

Agile teams are undisciplined

Agile methods are a passing trend

The use of agile methods goes hand in hand with 
insufficient planning

Agile Methods And Quality, Documentation

Source: Status Quo Agile 2016/2017

Quality, Discipline, Insufficient Documentation and
Planning are hardly an issue

www.status-quo-agile.net

Agile teams are undisciplinedThe use of agile methods goes hand in hand
with insufficient documentation
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2%

3%

3%

4%

8%

14%

16%

27%

28%

31%

35%

40%

42%

47%

61%

0% 10% 20% 30% 40% 50% 60% 70%

Compliance reasons

Demand by market partners

Demand by supplier

Not sure

Other

Everyone does it

Demand by customer

Frustrated with classical project management activities

Improve creativity

Improve predictability

Improve value of products

Improve team morale

Reduce project risk

Improve quality

Improve time to market

Why did your organization decide to work with agile methods?

n=784

Reasons To Use Or Not To Use Agile Methods

Quality, Risk minimization and Predictability are often the motives 
for using agile methods

Reduce project Risk

Improve Predictability

Improve Quality

(Responses from the categories “Consistently agile”, “Hybrid” and
“Selective” – multiple choice)

Source: Status Quo Agile 2016/2017 www.status-quo-agile.net
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DoD – Definition Of Done

1. Code produced (all ‘to do’ items in code 
completed)

2. Code commented, checked in and run 
against current version in source control

3. Peer reviewed (or produced with pair 
programming) and meeting development 
standards

4. Builds without errors
5. Unit tests written and passing
6. Deployed to system test environment and 

passed system tests
7. Passed UAT (User Acceptance Testing) and 

signed off as meeting requirements
8. Any build/deployment/configuration changes 

implemented/documented/communicated
9. Relevant documentation/diagrams produced 

and/or updated
10. Remaining hours for task set to zero and 

task closed

Sprint Review: Done means Done!
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Quality In Agile Methods

Definition
of

Done

Retrospectives

Learning by
short cycles Reviews

Culture
„Inspect and Adapt“
„Done means Done“
„Freedom from Debt“

Acceptance
Criteria
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Agile And Regulated
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Verification/ Validation

Verification / Validation

Verification/
Validation

V-Model for prospective validation -
Sequential approach, each phase completed

Development
Specifications

Configuration
Customizing  
Development

Functional 
Testing

Integration 
Testing

User 
Requirements

Functional 
Specifications

Module-/ 
Development -

Tests

Risk Analysis

Classical Approach
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Requirements from GAMP 5

 “Formal (change) control should not be introduced
too early during development in order to minimize
non-productive work during what are naturally
iterative or evolutionary processes.”

 “At the end of the development phase document
review and approval should act as the formal 
verification that the document content is
complete, accurate, and fit for intended use.”

 “Changes made during approved prototyping work
are exempt and should be subject to these
controls only when they become documented design 
proposals.”

Quotes from GAMP 5 regarding Agile
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Sprint

Source: Komus/Komus, CHEManager

Speci-
fication

Veri-
fication

Build

Sprint As A Small Waterfall („V“)
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Scrum cycle with sprint for formal proof in regulated environment

Possible Adapted Validation Procedure 

Source: Komus/Komus, CHEManager:
http://www.chemanager-online.com/en/topics/pharma-biotech-processing/scrum-regulated-environment 

G
o-

Li
ve

 (F
irs

t I
nc

re
m

en
ts

)

Focus:
Function (tested)

Focus:
Function (tested)

+ formal documentation

Focus:
Function (tested)
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Close contact with people involved in the projects
 Direct user input for the formulation and prioritization of user 

requirements 
 Testing of the product at the end of each sprint cycle
 Early involvement of compliance-aspect and learning curve
 Early user involvement and knowledge transfer

Good Arguments For Using Scrum In Regulated Environment

No accumulation of incomplete documentation
 By the end of the sprint all tasks have to be completely finished

(for example with documentation and approval)
 No postponing of documentation

http://commons.wikimedia.org/w/index.php?title=File:Emblem-paragraph.svg&page=1&uselang=de

Accordance of documentation and actual updated
technical and organizational system ! 



56www.komus.de | www.heupel-consultants.com© Ayelt Komus / Heupel Consultants

Scaling
Portfolio Management

Choosing The Appropriate Approach
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Using
Scaled Agile-Approaches

In Hybrid Portfolios
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Agile Scaling Approaches

LeSS

Source: http://less.works 

Nexus

Source: Master-Thesis L. Bell
on the basis of Nexus (Schwaber et. al.)

SAFe

© Leffingwell – Scaled Agile Framework

Scrum@Scale

Source: Master-Thesis L. Bell
on the basis of Scrum@Scale (Sutherland et al.)

Spotify Model

Source: Henrik Kniberg
(https://labs.spotify.com/2014/03/27/spotify-engineering-

culture-part-1/)

Team of teams

On the basis of: S. McChrystal: Team of Teams
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LeSS Framework – Basic Structure

Source: http://less.works 
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Project Portfolio Management – Synchronized „Heartbeat“

Operative 
Planning

Strategic 
Planning
(2/year)

March

September

Tactical 
Planning
(4/year)

Based on Felchlin, Basler-Versicherungen
Inspired by SAFe and Heupel Consultants

Project
„Marketplace“

(1/year)
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Simplicity, Simple Visualization, Haptics (2/2)
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Where To Use How Much Agile
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Complicated Versus Complex – Stacey Matrix

Simple

Low
Clarity/

Agreement

Extensive
Clarity/

Agreement

Far from
Certainty

Technology/
Method

Chaos

Complex

Complicated

Requirements

Under control
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Complex Versus Complicated

Simpel

Low
Clarity/

Agreement

Extensive
Clarity/

Agreement

„under control“ unclear/ uncertain

Requirements

Technology/
Method

According to: Ralph D. Stacey: Strategic Management And Organisational Dynamic: The Challenge of Complexity

Komplex

KompliziertTraditional
Sector
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Best-Fit Methods Depending on Complexity

Simple

Low
Clarity/

Agreement

Extensive
Clarity/

Agreement

Far from
Certainty

Technology/
Method

Chaos
Complex

Complicated

Requirements

Scrum

CPI

Design Thinking

Classic Project Mgmt.

KANBAN

Under control
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Stacey Portfolio Analysis – Empirical Data

Classic PM

Mixed / Hybrid

Agile

Successful

Rather successful

Rather less successful

Little successful

C
la

rit
y 

of
 th

e 
ta

sk
 

Certainty/ Control 
of method/tool

U
nc

le
ar

/in
st

ab
le

C
le

ar
/s

ta
bl

e

new/ in 
development

Reliable control

https://www.process-and-project.net/spa
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Using The Stacey Matrix To Decide On Methodology

Source: Heupel Consultants
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Connection Agile  Classic – Practical Examples

Source: Heupel Consultants
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How To Start / Implement Agile Methods?
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Supertanker Lighthouse

Speedboat Burning Platform

Agile Methods Can Be The Choice For Different Situations 
And Challenges…
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myAgile: A Systematical Analysis Of The Five Dimensions
Identifies Company Specific Challenges
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Fields of action in an agile project approach can be structured by five 
dimensions:

Product:
Design of tasks and deliverables

Process:
Design of work organization

Team:
Composition and work skills of team

Sponsor:
Cooperation between project and
sponsor/ (internal) customer

Environment:
Further framework conditions of the
project

Basic Model Of Analysis
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Barriers In Practice – Findings From Workshops And Events

* www.process-and-project.net/agilesPMO

Where do you see the
greatest challenges? 
(3 points)

product process

team sponsor

environment

Where do you see the
greatest challenges? 
(3 points)

product process
environment

sponsorteam

sponsor

environment

process

Where do you see the
greatest challenges? 
(3 points)

process

environment

sponsor

team

product
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myAgile – Development Of The Framework Conditions

Product

Sponsor

Environment

Team Process

December 2016

Within six months, the evaluation of the given framework conditions has
improved significantly.
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Implementation And Backing Of An Agile Project

Module Objective Scheduling

Baseline study
“Readiness“ - check

Development of agile approach
Selection of pilot project
Planning, instruction and coaching

Development of initial Backlog
Training and provisioning of good practice
Intensive backing at the beginning

1 week

Ensuring of agile approach by context specific 
advice (Shadow PO / Shadow 
Scrum Master)
Inspect and adapt methodology

1 week

2. Configuration

3. Ramp-Up

1. Analysis

4. Project

2 months

10 months
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Procudural Approach - Example

Lap 1
Process 

XY

…
Lap 2

Lap 3
…

Vision
permanent evolution

Lap n

Evaluation

Evaluation

Evaluation

E-2-E
Agile
Capa-
bilities

… …

……

…

……

… …

…

…

…

…

Source: Komus/Heupel Consultants
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Interesting?

Study Reports, Events
(mostly German)

www.process-and-project.net

www.komus.de

www.heupel-consultants.com

Twitter: @Ayelt Komus
Xing: www.xing.com/profile/Ayelt_Komus

LinkedIn: http://de.linkedin.com/in/komus

Disclaimer. All statements in this presentation have been worked out with great care.
However they are my/our personal point of view. They are in no way specific recommendations.

No obligation or liability can be derived in any form.

http://www.twitter.com/AyeltKomus
http://www.xing.com/profile/Ayelt_Komus
http://www.xing.com/profile/Ayelt_Komus
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