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Reimagining Agility

Why This Moment Matters

Agile emerged in response to a specific set of challenges: software teams
constrained by heavy processes, separated from customers, and unable to
adapt as needs changed. The principles articulated in the Manifesto offered
a more human, collaborative, and responsive way of working, and they
transformed how many teams deliver value.

The world around those teams has since changed dramatically. Organizations
now face continuous disruption, accelerating technological change, interconnected
risks, and challenges that extend far beyond software delivery. Practitioners are
not rejecting Agile. They are asking what agility must become when teams cannot
deliver adaptive outcomes unless leadership, governance, funding, culture,
incentives, and organizational structures evolve with them.

The question, then, is not whether agility needs to evolve.

It is: evolve toward what, and who should help shape that evolution?
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“Agile is not a one-size-fits-all solution but a mindset that
encourages adapting and evolving. It invites us to embrace
change, question our assumptions, and continuously seek
improvement. So, as we reflect on our Agile experiences, let’s

hold onto the notion that every disappointment carries the
seeds of knowledge and growth.”

— Jim Highsmith
Agile Manifesto Co-author
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Reimagining Agility
How We Listened

The Reimagining Agility initiative was designed to surface what practitioners are
already grappling with, in their own words, through a series of structured but
open conversations.

Since forming the initiative in 2025, more than 30 volunteer facilitators ran 17
workshops across 8 global regions, engaging 720 participants and capturing
more than 300 distinct ideas. Sessions were held online and in person, in smalll
group formats designed to encourage depth over breadth. The format created
space for practitioners to speak from experience rather than theory, including
about the gaps between organizational language and day-to-day reality that
may be difficult to surface in formal transformation settings.

The groups were given four main goals

Identify practical responses to real-world challenges

Explore how Agile principles might evolve for modern contexts
Consider how agility applies within and beyond software development
Help shape the next chapter of the Agile community

The conversations were structured around “wicked problems” which was borrowed
from design and policy thinking that describes challenges which resist straight-
forward solutions. Wicked problems are ones where stakeholders cannot fully
agree on the definition of the problem, where every attempted solution creates
new complications, and where there is no single “correct” answer. There are
better or worse responses given the values and constraints in play in each specific
situation. Most of what practitioners brought to these workshops wasn’t a
question of needing better tools or clearer guidance. It was something more
fundamental than that.
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Reimagining Agility
What the Community Found:
Eleven Wicked Problems

Across the workshops, eleven themes emerged with sufficient consistency and
weight to warrant deeper exploration. They are not independent categories.
They overlap, reinforce one another, and occasionally pull in competing directions.
Together, they reveal a broader challenge: organizations want greater adaptability,
but many of the systems surrounding teams still reward control, predictability,
functional optimization, and adherence to predetermined plans.

Leadership, Culture, and Resistance to Change

This was the most frequently raised theme across the workshops. Practitioners
are not primarily struggling to convince teams that agility is worth pursuing.
They are confronting organizational patterns of authority, control, accountability,
and success that can be reproduced by senior leaders, middle managers,
informal influencers, and teams themselves. The deeper challenge is not simply
adoption. It is creating a different relationship with power, decision-making, and
accountability throughout the organization.

Agile Governance and Balancing Control

Organizations want the adaptability that agility promises while retaining the
auditability, predictability, financial stewardship, compliance, and risk management
that governance requires. These goals are not inherently incompatible. The
challenge is to create governance that helps the organization learn and adapt
as evidence changes, rather than governance that primarily confirms whether
the original plan is still being followed.

Roles, Responsibility, and Org Structure

Agile was designed around small, cross-functional, self-organizing teams.
Most organizations were not. This structural mismatch creates friction around
role ambiguity, decision rights, managers who are not sure whether their job still
exists, and teams that are told to self-organize within hierarchies that make
self-organization nearly impossible.
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Al Adoption, Ethics and Interactions

Practitioners are not debating whether Al will change their work as they can
already see that it is. What they are grappling with is harder: how to integrate Al
in ways that augment rather than abandon human judgment; how to maintain
quality and accountability when Al is embedded in delivery pipelines; and what
responsible use even means when the technology is moving faster than any
governance framework can keep up with. The ethical dimension is present and
unresolved. Al is also changing how teams learn, collaborate, make decisions,
and define expertise, raising a foundational question: as more work becomes
Al-enabled, what must humans remain responsible for?

Scaling Agile Across Organizations

Scaling frameworks designed to help (SAFe, LeSS, Spotify, etc) have generated
as much debate as resolution. Practitioners are increasingly skeptical of any
approach that promises to solve scaling through structure alone, and more
interested in understanding what conditions make scaling possible at all.

Scaling is often treated as an organizational design problem, but practitioners
increasingly experience it as a coherence problem. When strategy, funding,
governance, leadership behavior, technology, and team practices are not
aligned, adding a scaling framework may make the contradictions more visible
without resolving them. The more useful question is not which framework to
adopt, but what conditions allow coordinated adaptation across the organization.
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Hybrid Agile and Traditional Project Management

Most organizations do not live in a purely agile world. Real environments are
hybrid with some teams running sprints, some running waterfall, finance still
expecting annual budgets and fixed-scope contracts, and everyone trying to
coordinate across the seams. The challenge is not which approach is better
but how to make them work together without losing the benefits of either.

Innovation and Continuous Learning

Agile is supposed to support continuous improvement, though many practitioners
report that the conditions for genuine learning have eroded. Retrospectives are
rushed or skipped. Psychological safety is unevenly experienced. Experimentation
is encouraged in principle while sometimes being punished in practice when it fails.

Metrics, Outcomes, and Business Value

Measuring agility is harder than measuring activity, and most organizations still
default to what is easiest to count. Velocity, throughput, and sprint completion
rates are visible, while customer value, team health, adaptability, and organizational
learning are more difficult to assess. Metrics do not merely describe performance;
they shape behavior. When measures reward output, predictability, or activity,
people optimize for those outcomes even when the organization says it values
learning, customer impact, and adaptability. Connecting agile practices to business
outcomes in language that leaders find credible remains one of the field’s
persistent challenges.
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Collaboration

Collaboration is the connective tissue of agile, and it is under increasing strain.
Distributed and hybrid teams have made the informal coordination that Agile
depends on harder to sustain. Tools have proliferated without necessarily
improving communication. Meeting fatigue is real. And the skills that make
collaboration work such as deep listening, conflict navigation, and trust-building
are rarely actively developed. This theme had significant overlap with the Al
adoption thread: several groups raised the question of what collaboration looks
like when some of the participants are not human.

DEIl in Agility and Leadership

Diversity, equity, and inclusion surfaced as both a values question and a practical
one. Agile teams and communities tend to reflect the same demographic patterns
as the broader tech industry, and the implications for whose voices do and do
not shape the practices are not trivial. Practitioners raised this not as a separate
agenda but as something woven into how teams function, how psychological
safety operates, and whose judgment is treated as credible.

Agility in Education

Educational institutions are themselves organizations with deeply embedded
structures, long planning cycles, and resistance to change that would be
immediately recognizable to any agile practitioner. Bringing agile principles
into academia is not just a curriculum design challenge, it is an organizational
transformation challenge, and one of the less-explored frontiers of the field.
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Common issues across the
eleven themes

The eleven themes are distinct, but they point toward a small number of recurring
systemic tensions that appear across industries, regions, and organizational
contexts.

Agility is No Longer a Team-level Capability

Almost every problem on this list has its roots in a gap between what teams can
do and what organizations are designed to support. Team-level agility, in the
absence of organizational agility, often generates friction rather than value. Teams
are asked to adapt, experiment, and respond to change while operating within
systems optimized for predictability, control, functional silos, and adherence to
predetermined plans. The result is capable, adaptive teams struggling against
organizational constraints that limit their effectiveness. The next evolution of
agility is not to move beyond teams, but to connect adaptive teams, adaptive
leaders, and adaptive organizations.

Local Interventions Rarely Resolve Systemic
Problems

Training programs, new frameworks, certified roles, and governance overlays
can provide meaningful local improvements. However, when the organizational
conditions surrounding teams remain unchanged, these interventions often shift
constraints rather than remove them. The persistence of the same challenges
across regions, industries, and organizational contexts suggests that many of
these are genuinely systemic problems that cannot be solved at the level where
most interventions are traditionally applied.

The Field Wants Principles, Not More Frameworks

While frameworks, certifications, and methodologies continue to provide value,
practitioners increasingly emphasized the need for principles that help them
navigate complexity, context, and trade-offs when prescribed approaches meet
organizational reality.



X

Reimagining Agility

What Comes Next

This white paper marks the completion of the first phase of Reimagining Agility:
listening across regions, industries, and communities to better understand the
challenges practitioners believe the field must address. This is not a conclusion.
It is the beginning of a deeper conversation.

The eleven wicked problems identified here cannot be resolved through a single
workshop, white paper, framework, or point of view. They require sustained
engagement among practitioners, leaders, educators, researchers, and organizations
willing to examine not only their practices, but also the systems, assumptions,
and structures that shape them.
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The next phase of Reimagining Agility will move from listening at scale to working
in depth. Focused communities, workshops, research efforts, and practitioner
collaborations will bring together people with direct experience of specific
challenges to explore, test, challenge, and refine ideas in real-world contexts.
Rather than collecting more opinions, the goal is to deepen understanding and
learn what creates meaningful progress in practice.

Organizations seek greater adaptability, yet many of the systems surrounding
teams still reward predictability, control, functional optimization, and adherence
to predetermined plans. Understanding how to reconcile those competing
forces may be one of the defining challenges for the next generation of agility.
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Because agility is shaped by culture, industry, regulation, organizational history,
and human context, progress may not look the same everywhere. One of the

strengths of this initiative is its global perspective. Learning across diverse
experiences and contexts will remain central to the work ahead.

Each of the eleven themes represents an open invitation. If one reflects a challenge
you are navigating, we want to hear not only about the problem itself, but also
about what you have tried, what you have learned, and what genuine progress
would look like in your environment.

Existing Agile Alliance initiatives are already providing communities of practice
connected to several of these challenges, including Agiledemics initiative for
Agile in Academics, Agile in Color, and Growing Racial Equality. The next phase
will identify where existing communities can contribute and where new spaces
for experimentation, learning, and collaboration are needed.

The future of agility will not be determined by a committee, a framework, or

a single set of practices. It will emerge from the accumulated experiences of
people applying, questioning, and evolving these ideas across many contexts.
Reimagining Agility is an effort to make that learning more visible, more
connected, and more intentional, and to create opportunities for practitioners
to help shape what comes next.
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About This Initiative

Reimagining Agility is a joint initiative of PMI and Agile Alliance, launched to
explore how agility must evolve to meet modern organizational challenges. The
data in this paper was gathered between 2024 and 2026 through more than 19
workshops involving 720 participants across 8 global regions, facilitated by a
volunteer cohort of more than 35 practitioners.

Thank you to our Volunteer Workshop
Facilitators

In 2025, we put out a call for volunteers to help run our Reimagining Agility
in-person and online workshops. After careful selection, we’ve formed a team

of 30 workshop facilitators. Please join us in thanking them all for their time and
hard work on this initiative. A special thank you also goes out to Eren Ozdemir for
helping to manage this process, creating the workshop materials, and training
and coordinating our volunteer team.

Joanna Adamska Baba Mohamed Cissé Svetlana Philpott
Sivaram Athmakuiri Mamun Morshed Robert Reiss
Natasha Baisiwala Monika Muddamshetty Heba Rezk

Rocio Bricefno Michael Muir Falguni Rolekar
Holdrin Diaz Anne Mutwiri Klas Skogmar
Mustafa Hafizoglu Klaus Nielsen James Sparks
Himanshu Jain Gladys Ng’'weno Christian Tavera
Carla Krieger Ramesh Nori Anamaria Ungureanu
Krishna Kumar Emrah Ozdemir Lorenzo Vetrano
Eileen Lu Eren Ozdemir Luciele Vicente

Agile Alliance Leadership

Representatives from the Agile Alliance board of directors lent guidance
and leadership to the Reimagining Agility initiative.

Margareth Carneiro David Luke Apeksha Patel
Angie Doyle Denise Jarvie Lenka Pincot
Darci Dutcher Sandy Mamoli
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Workshops 2025-2026

Workshops, both in-person and virtual, have taken place around the world since
the formation of the Reimagining Agility initiative in February 2025.

Agile Alliance
Agile2025
Denver, Colorado
July 2025

PMI Turkey Chapter
November 2025

PMI San Paolo Chapter
Summit 2025
December 2025

Agile Alliance
Hilversum, The Netherlands
December 2025

PMI UAE Chapter
Virtual Session
December 2025

PMI France Chapter
Virtual Workshop
January 2026

North America
Virtual Workshop
January 2026

PMI Kerala Chapter
Virtual Workshop
January 2026

PMI Céte d’lvoire Chapter
In-person and Virtual
February 2026

PMI Madrid, Spain Chapter
Madrid, Spain
February 2026

PMI Bulgaria Chapter
Sofia, Bulgaria
February 2026

PMI Dominican Republic
Chapter

Virtual Workshop
February 2026

PMI Noreste México
Chapter

In-person and Virtual
February 2026

PMI CTT Chapter
Kitchener, Ontario
March 2026

Empowering Women’s
Voices

Virtual Workshop
(Panama)

March 2026

PMI Kerala Chapter
Waves 2026
July 2026

Agile Alliance

PMI® Agile 2026
National Harbor, MD
July 2026

Learn more and get involved

The goal of the Reimagining Agility initiative from Agile Alliance is to refresh, extend,
and make Agility accessible to all. For additional resources and ways you can get
involved, please visit: www.agilealliance.org
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