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ABSTRACT 
Today, organisations are increasingly using project-based activities, as projects can aid 
organisations to deal with unique and complicated assignments, as well as achieving 
strategic and operational goals. Two extensive project management methodologies 
exist, those being Traditional Project Management and Agile Project Management. 
Agile methods trademark change, adaptability, and flexibility, and are today used across 
industries and business, as the characteristics of the methodology make it suitable in 
today’s dynamic business environment. Even though projects are increasingly being 
used, it is inconsistent with the remarkably low project success rates found. It has been 
found that only 30 per cent of projects are successful within the technology field. 
Consequently, this stress the need to understand the inconsistencies found as well as 
generating suggestions for how to improve them. It is arguable that the inconsistencies 
may be caused by the difficulty to define project success. Researchers argue that the 
definition of project success is difficult to pinpoint as it varies depending on both 
individual perspectives and situational factors such as the organisation and the project 
type. It is also questionable whether or not appropriate methods have been used to 
evaluate the success of a project, and that the use of inappropriate methods may have 
contributed to the low success rates. Researchers argue that the traditional way of 
evaluating project success, by adhering to schedule, cost, and scope, is outdated and 
incomplete, and some have therefore developed new models that they consider more 
accurate for evaluating project success. One of these researchers is Highsmith, one of 
the founders of the Agile Manifesto. Highsmith has developed the Agile Triangle to 
better correspond to the agile trademarks of change, adaptability, and flexibility when 
evaluating success on agile projects. 
 
This study aimed to contribute with new insights into theoretical and practical aspects of 
agile project success by studying agile project success from a project manager 
perspective. This thesis also aimed to generate an understanding of project managers’ 
perception of the Agile Triangle as a success criterion. We interviewed seven Swedish 
project managers who have all worked with agile projects. After thoroughly analysing 
the results we could create a definition of agile project success as well as develop an 
Agile Project Success Criteria Model, representing the view of Swedish project 
managers. Agile project success was defined as a project that generates value in a 
sustainable manner. The agile project success criteria found important within this study 
are: Value, Team Success, Quality, Business Benefits, and Constraints. It was also 
found that Flexibility, even though it should not be included as a success criterion itself, 
is still a key ingredient when using Agile Project Management methodologies, as it 
affects all important success criteria. These findings highlight the insufficiency of the 
Agile Triangle as a success criterion, as Team Success and Business Benefits, criteria 
additional to those within the Agile Triangle, were found important. It was also found 
that the project managers question the practical applicability of the Agile Triangle and 
consider it to be similar to the Iron Triangle.  
 
 
 
Key terms: Agile Project Management, Agile Project Success Definition, Agile Project 
Success Criteria, Agile Triangle 
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1. INTRODUCTION  
 
This chapter will present the problem background within the chosen research topic, 
illustrating the existing research gaps found. This will culminate in the purpose of the 
thesis and the research questions posed. Further, delimitations of the study will be 
presented which will highlight the scope of this study. The chapter will conclude with a 
list of all definitions included in this thesis. 
 

 
“If change, adaptation, and flexibility are the trademarks of agile projects, and 
conforming to plan is the trademark of traditional projects, then why do we still 

measure success on agile projects using the traditional framework?”  
(Highsmith, 2009, Ch.1, Agile Performance Measurement, para.11) 

 

1.1 Problem Background 
In organisations today, project-based activities are increasingly used, constituting 
approximately 30 per cent of organisations (Parker et al., 2013, p. 537). A study 
conducted by Fortune et al. (2011, p. 566) illustrates a great increase in the use of 
Project Management methodologies and tools between 2002 and 2011. Further, in a 
Project and Programme Management survey conducted by KPMG in 2015, 60 per cent 
of the respondents argued that the importance of projects have increased since the 
previous year (KPMG, 2015, p. 5). More specifically, the respondents claimed that 
working in projects had aided their respective organisations in achieving their strategic 
and operative goals (KPMG, 2015, p. 5). Serrador and Pinto (2015, p. 1140) highlight 
the widespread use of Project Management and claim that trillions of dollars are 
annually invested in projects. Researchers argue that unique and complicated 
assignments can be dealt with through projects, which in turn can be seen as a very 
powerful tool (Shenhar, 2004, p. 569; Munns & Bjeirmi, 1996, p. 81). Ika (2009, p. 6) 
argues that organisations can become more competitive, efficient, and effective through 
the use of Project Management. This illustrates that Project Management is becoming 
increasingly important for organisations as well as beneficial for their performance. 
 
There are two comprehensive Project Management methodologies, providing tools and 
methods for how to work with projects, those being Traditional Project Management 
(TPM) and Agile Project Management (APM) (Fernandez & Fernandez, 2008). TPM 
entails extensive planning efforts during the initial phase of a project, where the project 
scope is clearly defined, project task duration estimated and positioned on a timeline, 
and the budget carefully considered (Nicholls et al., 2015, p. 5). Further, Nicholls et al. 
(2015, p. 3) state that TPM approaches assume that a better project outcome is the result 
of better planning. On the contrary, APM methodologies have a focus on processes, 
collaboration, and self-organisation (Pope-Ruark, 2014, p. 116). Chin (2004, pp. 93-94) 
discusses APM processes as iterative where planning is less detailed and performed 
repeatedly. 
 

																																																								
1	The	reference	is	from	a	Kindle	book	without	page	numbers,	the	recommended	APA	referencing	
style	for	E-books	without	page	numbers	has	therefore	been	applied.		
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Originally, APM methodologies were developed in order to overcome managerial 
difficulties when using TPM approaches in the software development industry 
(Highsmith, 2001). In today’s global society, where decisions occur in a fast pace and 
the market requires services to be flexible, companies require dynamic business systems 
(Lee et al., 2006, p. 50; Cockburn & Highsmith, 2001, p. 131). Due to the dynamic 
environment we live in, project teams are increasingly required to maximise customer 
satisfaction, whilst working within limitations such as cost, scope, and schedule while 
minimising risks (Lee & Baby, 2013, p. 1124). Because of this, more and more project 
management practises are agile, which leads to quicker reaction times, and more 
effective project work (Lee & Baby, 2013, p. 1124). 
 
As previously discussed, the importance of projects within organisations has increased 
and the use of projects has aided many in achieving their organisational goals. However, 
this is inconsistent with the recorded success rates of projects within the last years. In a 
study made by Ritter (2007) it was found that only 30 per cent of projects within the 
technology field are successful. This has been further investigated by Bloch et al. (2012) 
who established that large IT projects often surpass their budgets by 45 per cent, go 7 
per cent past their delivery time, and that the product or service that is delivered often 
has 56 per cent less value than what was predicted. Further, it has been found that about 
half of all projects, no matter the size, fail due to issues with performance or due to 
great delays (Mieritz, 2012). In an annual survey made by KPMG (2013, p. 19) it was 
found that project success had significantly declined from 2010 to 2012. More 
specifically, projects were delivered: on budget 33 per cent in 2012 compared to 48 per 
cent in 2010, on time 29 per cent in 2012 compared to 36 per cent in 2010, and on scope 
35 per cent in 2012 compared to 59 per cent in 2010 (KPMG, 2013, p. 19). This 
highlights that even though projects are becoming increasingly used, they still fail to a 
remarkably large extent. Consequently, these inconsistencies stress a need to understand 
the underlying problems in regards to the low success rates as well as generating 
suggestions for how to improve them. 
 
Even though researchers frequently have discussed the low success rates of projects, the 
definition of project success is still a key managerial concern (Cicmil, 2000, p. 554). 
The definition of success is difficult to pinpoint and depends greatly on the perspective 
of the stakeholder, the organisation, the type of project, as well as the temporal 
perspective (Besteiro et al., 2015, p. 20). The traditional view on project success focuses 
on the cost, schedule and scope of the project (Besteiro et al., 2015, p. 20). The Iron 
Triangle has long been a tool used when measuring the success of a project, by 
establishing whether the project was delivered within the constraints of schedule, cost 
and scope (Jugdev & Müller, 2005, p. 23; Westerveld, 2003, p. 412; Atkinson, 1999, p. 
337; Cobb, 2011, p. 11). In fact, the Iron Triangle is one of the most commonly used 
methods of establishing project success (Williams et al., 2015, p. 1847; Atkinson, 1999, 
p. 341). Nonetheless, an increasing amount of studies have found that the Iron Triangle 
is not a sufficient method of establishing the success of a project (Shenhar et al., 1997, 
p. 10; Cooke-Davies, 2002; Atkinson, 1999, p. 341). In a study made by Shenhar et al. 
(1997, p. 10), the results indicated that customer satisfaction was the criterion that 
carried most weight for project success, whereas the Iron Triangle was the second 
criterion affecting success. Similarly, Jugdev and Müller (2005, p. 24) discussed the 
increased importance of customer satisfaction in regards to project success, and found 
that it has increased due to the competitive marketplace and increased customer 
attention to service. The Iron Triangle has also been found insufficient as it does not 
take into consideration the different project stakeholders, which may for example 
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influence how clear the stated goals are, how much support the top management 
receives, and communication (Pinto & Prescott, 1990). There are two famous examples 
of where an Iron Triangle approach to project success would fail. The first example is 
the movie Titanic. Titanic was considered a Project Management failure as it failed to 
be completed within the prespecified time frame and as it also went over budget 
(Serrador, 2014, p. 23). However, if one would disregard the Iron Triangle and look at 
the bigger picture of the project, one would conclude that the movie Titanic indeed was 
a success. This can be established as Titanic, once it finally hit the movie screen, was 
the first movie to ever generate more than $1 billion in revenue (Serrador, 2014, p. 23). 
The second example of a project that would be deemed unsuccessful when using the 
Iron Triangle would be the Sydney Opera House (Serrador, 2014, p. 23). The Sydney 
Opera House, a landmark of the country Down Under, was planned to be finished in 
1963, with a budget of $7 million (Serrador, 2014, p. 23). However, the Opera House 
was finally completed in 1973, with the final bill coming out to be a shocking $102 
million. It can be concluded that even though the project was finalised ten years later 
than estimated and with a final cost that was 14 times larger than the original budget, 
the Sydney Opera House was on a large scale very successful. This illustrates not only 
the inconsistency of defining project success but also brings attention to the 
appropriateness of previously used methods for determining whether or not a project 
has been successful.  
 
By comparing agile projects to traditional projects there is considerably more focus on 
the customer in the former compared to the latter (Cobb, 2011, p. 13). It is often 
expected that the customer takes part in the project as it now seems unrealistic to expect 
the customer to know all of the wanted features and the demanded outcomes of a project 
long in advance (Cobb, 2011, p. 13). Within TPM the focus is often, as mentioned 
above, on time, cost, and scope, assuming that these equal value (Highsmith, 2009, 
Ch.1, Agile Leadership Values, para.11). Highsmith (2009, Ch.2, para.2) argues that for 
an agile project manager the focus on value is greater, constantly questioning how much 
end value will be created by enforcing changes. Because of this, Highsmith developed 
the Agile Triangle focusing not only on what he derived as constraints, which are all the 
corners of the Traditional Iron Triangle (cost, schedule, scope), but also on quality 
(reliable product) and value (releasable product) (Cobb, 2011, p. 13). As of today, little 
research has been conducted on the Agile Triangle. In fact, only a handful of 
publications exist and most of them are written by Highsmith himself. Most information 
found about the Agile Triangle explains the triangle in itself, but no research of the 
practical usage of the Agile Triangle exists. Considering this, the Agile Triangle could 
possibly aid in viewing the larger picture of a finished project, thus better evaluating the 
success of an agile project.  
 
The knowledge gap found in the initial review of the literature considers both the 
inconsistencies found in regards to project success as well as the practical use of the 
Agile Triangle. From the literature review completed it was found that projects are 
increasingly popular, and specifically APM has increased in popularity. It has however 
been found that the majority of projects fail. Therefore, it is questionable if appropriate 
methods are used for determining project success. This is something that will be further 
examined within this research. There are a variety of definitions of project success, 
however no definitions specifically created for agile projects exist. Within this research, 
agile project success will be discussed in depth with the research participants, and a 
general definition of agile project success may be derived, partially filling the 
knowledge gap presented. Viewing success from the traditional Iron Triangle has been 
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increasingly questioned, and researchers try and find alternative methods of evaluating 
success. One of these alternative methods, the Agile Triangle, has been developed 
specifically for agile projects, however no research on the practical use of the triangle 
has been conducted. The practical usage of the Agile Triangle will therefore be 
discussed with the project managers interviewed. This thesis aims to partially fill the 
knowledge gaps presented above by fulfilling the purpose and answering the research 
questions stated below.  
 

1.2 Purpose 
The purpose of this thesis is twofold. Firstly, this thesis aims to create a definition of 
agile project success from a project manager perspective, as well as determining the 
success criteria they consider important. The empirical findings and the models will 
help to define and evaluate agile project success they consider important, and therefore 
partially fill the theoretical knowledge gap found. Secondly, this thesis aims to generate 
an understanding of project managers’ perception of the Agile Triangle as a success 
criterion. This will partially fill the practical knowledge gap found in regards to the 
practical use of the Agile Triangle.  
 

1.3 Research Questions 
1. How do Swedish project managers view success of an agile project and what 

success criteria do they consider important?   
2. To what extent does the Agile Triangle include the success criteria important to 

Swedish project managers, and how applicable is the Agile Triangle in practice? 
 

1.4 Delimitations 
The delimitations of this research will clarify the scope of the study as the following 
discussion will present active choices made which delimit this research and why. Since 
the study is of exploratory nature, these delimitations will assist in directing us 
throughout the research as well as making the research more comprehensible for the 
reader. 
 
There are three delimitations within this study. First, there are many different 
perspectives from which project success can be evaluated. These include the perspective 
of the client and the perspective of the project manager. Since agile project managers 
work closely with agile processes as well as with their clients, it is reasonable to believe 
that they will greatly aid in answering the research questions of this thesis. Therefore, 
the study will take a project manager perspective and will not address other 
stakeholders, such as end users and clients, in how to evaluate agile project success. 
Second, data will primarily be gathered through semi-structured interviews with agile 
project managers from Sweden, meaning that limitations of the study has been made in 
terms of geographical location. This means that our findings will be limited, as they 
cannot be generalised to cover all project managers around the world. However, as this 
is an exploratory study, the case of Swedish agile project success will enable us to find 
out whether or not this topic should be researched further. This decision has also been 
done due to the limitations in regards to both time and cost for this particular research. 
Third, it is important to highlight that this thesis does not aim to discover the success 
factors contributing to agile project success, nor does it aim to find possible 
relationships between agile project success factors and agile project success criteria.   
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1.5 Contributions 
This research may generate both theoretical and managerial contributions in the field of 
APM, specifically within APM success. The theoretical contributions of this study may 
include the construction of an agile project success definition, and mapping the success 
criteria especially important for Swedish agile project managers. This may involve new 
success criteria previously not mentioned in research. If new success criteria are found, 
a developed agile project success criteria model will be constructed, illustrating 
essential success criteria for agile project managers. Therefore, the findings of the 
research will either support previous models on success criteria, or find weaknesses 
within them. This study may also make a theoretical contribution to the general 
understanding of the Agile Triangle, from the perspective of agile project managers.  
 
Additional to the theoretical contributions, this research may also generate the following 
managerial contributions. The findings may better illustrate the definition of agile 
project success made by Swedish agile project managers, which may be beneficial for 
organisations running projects. By having a clear definition of agile project success, 
organisations may attain clearer goals in regards to projects. New success criteria that 
they have previously not encountered may be discussed, which may aid project 
managers and the organisations that they work for. The findings of this research may 
increase awareness of positive aspects of APM, and may also highlight the weaknesses 
of current practices, also beneficial for all stakeholders. The results may also provide 
greater indication of how the Agile Triangle will work in practice, and may present a 
better success criteria model more adapted to APM within Sweden. The Swedish 
society may benefit from the findings of this research as Swedish project managers will 
be able to evaluate the success of agile projects by using appropriate criteria. This will 
benefit project managers as well as the organisations that they work for, as it may 
simplify the success evaluation process and most likely increase the success rates of 
projects. The promotion of the increased success rates are twofold, as project managers 
then may know what to focus on, and the success rates of projects may become more 
accurate. These benefits may also influence other societies, learning from the Swedish 
experience, as they may recognise the advantages drawn by the Swedish society. This 
may be beneficial, as the research gaps found do not apply solely to the Swedish 
society.   
 

1.6 Definitions 
 
Agile Project Management - “a discipline that copes adaptively with rapid change 
through feedback learning loops that iteratively create and incrementally deliver value” 
(Moran, 2015, p. 3) 
 
Motivation - “internal factors that impel action and [the] external factors that can act 
as inducements to action” (Locke & Latham, 2004, p. 388) 
 
Project - “a temporary activity within a group, which results in a unique product or 
service” (PMI Standards Committee, 2000, p. 4) 
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Product Success - “Product success has three components: (1) meeting the project 
owner’s strategic organizational objectives (project goal), (2) satisfaction of users’ 
needs (project purpose), and (3) satisfaction of stakeholders’ needs where they relate to 
the product.” (Baccarini, 1999, p. 29) 
 
Project Management - “the application of skills, knowledge, tools, and techniques to 
the activities of a project to meet the requirement set” (PMI Standards Committee, 
2000, p. 6) 
 
Project Management Success - “Project management success has three key 
components: (1) meeting time, cost, and quality objectives (project outputs and inputs); 
(2) quality of the project management process; and (3) satisfying project stakeholders’ 
needs where they relate to the project management process.” (Baccarini, 1999, p. 28) 
 
Stakeholder - “Stakeholders are individuals, groups or institutions with an interest in 
the project, and who can affect the outcome” (Boddy & Paton, 2004, p.231) 
 
Success Criteria - “the measures by which success or failure of a project or business 
will be judged” (Cooke-Davies, 2002, p. 185) 
 
Success Factors - “the set of circumstances, facts, or influences which contribute to the 
project outcomes.” (Lim & Mohamed, 1999, p. 243) 
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2. THEORETICAL FRAME OF REFERENCE  
 
In this chapter the theoretical framework will be outlined and further explained. The 
concept of Project Management will first be defined, and a discussion on motivation 
and its connection to Project Management and Project Management Success will be 
discussed. Following, Theory of Constraints, and Stakeholder Theory will be discussed, 
and the relationship between the theories and project success will be established. The 
two methodologies of Project Management; that of TPM and APM will be presented. 
Project success will be elaborated on and the difference between project success, project 
management success, and product success will be explained. Continuing, models of 
project success criteria will be presented and discussed, illustrating how they were 
developed and what they entail. These models will also be discussed in relation to 
existing theories, supporting the models further. At the end of the Theoretical Frame of 
Reference a Research Framework will be presented. This framework will incorporate all 
models presented and assist the rest of the research.  
 

2.1 Project Management 
To be able to clearly discuss the following theoretical chapter one must first define what 
is meant when referring to a project and Project Management. In the PMBOK (PMI 
Standards Committee, 2000, p. 4) a project is defined as a temporary activity within a 
group, which results in a unique product or service. Further, Project Management is 
defined as the application of skills, knowledge, tools, and techniques to the activities of 
a project to meet the requirement set (PMI Standards Committee, 2000, p. 6).  
 
Project Management is an evolving discipline (Jugdev, 2004, p. 15) and a practical 
field, which is not heavily based on theory (Killen et al., 2012, p. 526; Jugdev, 2004, p. 
15; Koskela & Howell, 2002, p. 1; Shenhar, 1998, p. 33; Turner, 1999, p. 329). Engwall 
(2003, p. 791) discusses how Project Management knowledge has emerged from 
practical problems within Project Management and therefore concludes that the 
discipline is built upon practitioner-based approaches. This is also highlighted by 
Jugdev (2004, p. 16) who discusses the absence of a theoretical base in the Project 
Management bodies of knowledge. Evolving disciplines often experience an inadequacy 
of fully developed theories and instead attend to theories from more established fields 
(Jugdev, 2004, p. 15). The theories included within this research will be presented in the 
forthcoming sections. 
 

2.2 Motivation 
Within Project Management motivation is of high importance. Staff that feel motivated 
feel more encouraged to achieve great things, which often results in great teamwork and 
strong initiatives to achieve goals which are commonly set (Peterson, 2007, p. 60). Rad 
and Levin (2003, p. 79) explain that for a team to perform at its best, motivation is a 
necessity. The level of motivation that exists within a project team can have great affect 
on the project results (Peterson, 2007, p. 60). In fact Peterson (2007, p. 60) argues that 
motivation can have a direct impact on the schedule, cost, and scope of the project, as 
well as the quality of the end results. Motivation does however not guarantee results, 
but an unmotivated team will yield little to no results in the long-term, and only cause 
problems (Rad & Levin, 2003, p. 79). Schmid and Adams (2008, p. 60) also argue the 
importance of motivation in regards to the success of a project. The project manager's 
knowledge of the different team members’ motivations within a project is essential 
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when ensuring the success of a project (Schmid & Adams, 2008, p. 69). Schmid and 
Adams (2008, p. 69) emphasise the important role the project manager has when 
creating a motivated project team and a positive project environment. This illustrates the 
importance of motivation of the project team, in relation to the success of the project.  
 
Motivation is defined by Locke and Latham (2004, p. 388) as the “internal factors that 
impel action and [the] external factors that can act as inducements to action”. They go 
further in depth explaining that motivation can affect action in threefold, by choice, 
effort, and persistence (Locke & Latham, 2004, p. 388). Motivation, as touched upon in 
the definition by Locke and Latham above, can be both intrinsic and extrinsic (Gagne & 
Deci, 2005, p. 331). In an organisational setting, intrinsic motivation is motivation 
derived from doing the activity itself, as it satisfies or interests the employee (Gagne & 
Deci, 2005, p. 331). Extrinsic motivation, on the other hand, derives from external 
sources, such as the respect of others or the pay one receives (Gagne & Deci, 2005, p. 
331). Ultimately intrinsic motivation evolves from the activity itself, and extrinsic 
motivation derives from the results of the completed activity (Gagne & Deci, 2005, p. 
331).  
 
The project manager has much to do with the motivation of the project team (Peterson, 
2007, p. 60). The project manager needs to recognise individual skills, illustrate great 
communication skills, create a positive work space, be able to train and lead by 
example, as well as comprehend the key factors of motivation (Peterson, 2007, p. 60). 
However, Peterson (2007, p. 60) explains that not all responsibility of motivating the 
team lies on the team manager. Each team member can aid in motivating the team and 
work towards the set goals (Peterson, 2007, p. 60). What motivates one individual team 
member may however not motivate another, and motivation is dynamic throughout the 
course of a project (Rad & Levin, 2003, p. 79). It is important for a project manager to 
understand this, as you meet different personalities, with different competences, 
cultures, experiences and backgrounds (Peterson, 2007, p. 63). Schmid and Adams 
(2008, p. 69) found factors which often lead to demotivation within teams, those being 
little support from top management, personal conflicts within the team, and an increase 
of the project scope. Results also showed that changes with the schedule, cost, and the 
quality of the end product also negatively impacted team motivation (Schmid & Adams, 
2008, p. 69).  
 
Porter and Lawler (1968, cited in Gagne & Deci, 2005, p. 331) argue that managers 
need to structure the work environment so that the employees can experience both 
intrinsic and extrinsic benefits as a result of good work performance. Intrinsic 
motivation is far more beneficial for the manager than extrinsic motivation as the team 
will be more connected to the results of a project, instead of the incentives surrounding 
it (Schmid & Adams, 2008, p. 64). Schmid and Adams (2008, p. 64) discovered that 
allowing the employees freedom to govern themselves, providing the employees with 
feedback, and rewarding good behaviour all influenced motivation. People are 
particularly important in an agile team (McHugh et al., 2012, p. 71). A prerequisite for 
working with agile methods is an environment where employees have trust and respect 
for each other (McHugh et al., 2012, p. 71).  In a study made by McHugh et al. (2011, p. 
9) it was found that employees were motivated by interesting and challenging work, and 
the opportunity for advancement within their chosen career path. They also found that 
communication and the team spirit that exists within agile projects aided motivation 
(McHugh et al., 2011, p. 16). 
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2.3 theories influencing project management 
The theoretical basis of this research will place emphasis on theories with connection to 
both Project Management and to the success criteria found in the models used within 
this thesis. The theories included are: Theory of Constraints, and Stakeholder Theory. 	

2.3.1 Theory of Constraints 
In Project Management, the application of the Theory of Constraints is important 
(Parker et al., 2015, pp. 559-560). Parker et al., (2015, pp. 559-560) discuss how 
constraints are found throughout the different stages of a project and that the 
management of these can result in reduced delays and increases the probability to 
complete the project within the project constraints. The Theory of Constraints was 
initially a manufacturing method and it has developed into a management theory 
(Balderstone & Mabin, 1998, p. 1). The Theory of Constraints is based on a philosophy 
that states that the whole is greater than all of the parts put together (Mabin & 
Balderstone, 2003, p. 570). The theory is also based on the idea that all parts within the 
organisation are interrelated (Mabin & Balderstone, 2003, p. 570). Tulasi and Rao 
(2012, p. 334) further explain that central to the philosophy of Theory of Constraints is 
the notion that all organisations have a constraint or few constraints which limits them. 
The theory has gradually evolved to aid when dealing with problems by developing 
breakthrough solutions and how to successfully implement these solutions (Mabin & 
Balderstone, 2003, p. 569). The Theory of Constraints will aid practitioners in dealing 
with these issues by revealing the underlying problem (Rand, 2000, p. 174).  
 
Within the Project Management field the primary concern of the Theory of Constraints 
is to minimise resource constraints and to manage uncertainty for organisations with 
multiple projects (Parker et al., 2015, p. 558). The Theory of Constraints aids senior 
management when dealing with human behaviour, both during and after the project 
(Rand, 2000, p. 176). In a novel called the Critical Chain, Goldratt (1997) displays how 
the Theory of Constraints can be applied to the field of Project Management. Rand 
(2000, p. 174) explains how the applicability of the theory to the discipline is done 
through an approach called the Critical Chain. The Critical Chain was developed as 
existing methods used to suffer from chronic problems, such as delays, overspending, 
and a failure to deliver desired specifications (Rand, 2000, p. 174). Theory of 
Constraints has been applied to project scheduling as Critical Chain Scheduling in order 
to better control projects and reduce the duration of projects (Parker et al., 2015, p. 
559). Rand (2000, p. 176) discusses how the emphasis is put on critical areas by 
identifying the critical chain instead of using milestones. Critical Chain Scheduling, 
also referred to as Critical Chain Planning, reduce task duration by carrying out 
activities according to their mean duration, and also increase the reliability of the 
completion date by using buffers (Bevilacqua et al., 2009, p. 428). 
 
In the literature, many successful applications of the Theory of Constraints are reported 
(Mabin & Balderstone, 2003, p. 568). In a review on over 100 cases on the application 
of the Theory of Constraints, Balderstone and Mabin (1998, p. 4) found no reported 
failures and a 60 per cent mean improvement of the due-date-performance. By using the 
Theory of Constraints substantial time could be saved, customer satisfaction may 
increase as well as worker enthusiasm, and there may be higher profitability 
from/within the project (Millhiser & Szmerekovsky, 2012, p. 72). In 1998, the Goldratt 
Institute organised a conference where presentations on the application of the theory 
took place (Rand, 2000, p. 177). At the conference, Philip Baylis of Balfour Beatty 
Civil Engineering Ltd., discussed how the first application of the concepts to a project 
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had resulted in an earlier handover with a 99.5 per cent completion of all work, 
concluding that the application of the tools assist in successful project outcomes (Rand, 
2000, p. 177). This illustrates that the application of the Theory of Constraints within 
projects can increase project performance by successful management of the project 
constraints.  

2.3.2 Stakeholder Theory 
Management of stakeholders within projects stems from theories within strategic 
management (Eskerod et al., 2015a, p. 6). One of these theories is Stakeholder 
Theory. Stakeholder Theory has been flourishing within Project Management research 
for the last few years (Littau et al., 2010, p. 25). This is not surprising as higher project 
performance can be achieved through good stakeholder management (Achterkamp & 
Vos, 2008, p. 754). Stakeholder Theory was developed in 1984 by Freeman who 
believed that organisational support and organisational survival would be enhanced by 
considering the needs and interests of a broader group of stakeholders when formulating 
organisational objectives (Eskerod et al., 2015b, p. 42). The theory promotes the 
necessity to identify and classify stakeholders at an early stage in stakeholder 
involvement (Achterkamp & Vos, 2008, p. 754).  
 
Stakeholders and stakeholder management processes were introduced to the Project 
Management field in 1986 as Cleland highlighted the importance to identify, classify, 
and analyse stakeholders as well as formulating management approaches (Eskerod et 
al., 2015a, p. 7). Initially Stakeholder Theory only considered the legitimacy of 
stakeholder claims when deciding which stakeholders were worthy of attention 
(Mitchell et al., 1997, p. 882). Over the years, the theory has developed considerably. In 
a study, Mitchell et al. (1997, p. 882) expand the theory by adding the urgency and the 
power of the stakeholder. By doing so, organisations will be better able to meet and 
protect legitimate claims and interests as the power and urgency of the stakeholders 
change over time (Mitchell et al., 1997, p. 882). Literature on stakeholder management 
suggests that organisations should implement different stakeholder management 
strategies depending on individual assessments of different stakeholders (Eskerod & 
Vaagaasar, 2014, p. 71). Jawahar and Mclaughlin (2001, p. 410) developed a 
descriptive Stakeholder Theory in order to illustrate how organisations use different 
strategies to deal with both different stakeholders as well as the same stakeholders over 
time. Achterkamp and Vos (2008, p. 754) argue that it could be beneficial for project 
managers to identify stakeholders at the early stages of a project. Stakeholder Theory 
states that a definition of stakeholders is necessary in order to be able to identify all 
stakeholders (Achterkamp & Vos, 2008, p. 751). It is also necessary to classify the 
identified stakeholders depending on how they fit into different stakeholder classes 
(Achterkamp & Vos, 2008, p. 751). Within this thesis the definition of a stakeholder 
will be any person or group interested in and affected by the project and its outcome 
(Boddy & Paton, 2004, p. 231). This is a comprehensive and multilateral view (Littau et 
al., 2010, p. 18) as it combines two of the most common definitions of a stakeholder 
(Achterkamp & Vos, 2008, p. 751; Littau et al, 2010, pp. 21-22). 

2.3.3 Connecting the Theories to Project Success Criteria 
Theory of Constraints, and Stakeholder Theory both have a connection to Project 
Management and project success. On their own, Theory of Constraints and Stakeholder 
Theory were founded to simplify and improve organisational processes, such as 
projects. This illustrates that both theories strive to improve management within 
businesses, and are influential to the field of Project Management. Individually, the 
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theories are closely linked to project success factors, due to the strive to improve 
management, leading to more successful endeavours. However, we argue that the 
success criteria models presented below have close links to these success factors, as 
they are paramount to Project Management, and therefore these theories will support the 
success criteria within the models. The connection between the theories and the models 
will be further strengthened in later sections of the Theoretical Frame of Reference. 
	

2.4 Project Management Methodologies 
Historically, the tools and techniques developed to execute Project Management 
practices were only used in a limited number of industries such as aerospace, defence 
and construction (Cicmil, 2000, p. 554). Today, the use of Project Management 
practices have spread across fields (Perminova et al., 2008, p. 73) and Project 
Management has become a subject discipline on its own (Atkinson, 1999, p. 338). This 
illustrates how Project Management practices have become more established in 
businesses today. Within the discipline there are two methodologies that are used, those 
being TPM methodologies and APM methodologies. 

2.4.1 Traditional Project Management 
TPM emerged as more control was needed within projects (Hall, 2012, p. 131), which 
resulted in TPM’s characteristic predetermined sequential order (Hass, 2007, p. 1). TPM 
is represented by calculated, well-organised, and conscious planning methods as well as 
control methods, which results in distinct stages of the project life cycle (Hass, 2007, p. 
1). Managers of TPM practices create a schedule for the project by using defined 
scopes, establishing task dependencies and times to finish each task as well as 
estimating resource availability (Nicholls et al., 2015, p. 3). The assumption in TPM is 
that better planning results in better project outcomes (Nicholls et al., 2015, p. 3). TPM 
is also built on the assumption that projects and all related events are predictable, and 
that it is possible to calculate the tools which one will use (Hass, 2007, p. 1). TPM 
requires extensive efforts when defining the project’s scope, avoiding uncontrolled 
changes as much as possible, and carrying out the tasks set against the timeline decided 
upon, thus following the plan vigorously (Nicholls et al. 2015, p. 5). TPM balances cost, 
schedule, and scope focusing mostly on cost and schedule to deliver the defined scope 
(Nicholls et al., 2015, p. 5). Within traditional projects, project managers manage tasks 
(Highsmith, 2009, Ch.3, para.1). By managing tasks, Highsmith (2009, Ch.3, para.1) 
addresses the concrete and easily definable act of continuously working and striving to 
detail tasks and to tick off completed tasks. 
 
Due to the dynamic business environment, organisations tend to move away from TPM 
practices (Lee & Baby, 2013, p. 1124). It has been argued that it is difficult to predict all 
future events affecting a project (Hällgren & Wilson, 2008). Hass (2007, p. 7) argues 
that TPM methods often fail to focus on the benefits that the project could generate to 
the organisation, since the focus is on accomplishing the project within the prespecified 
cost and schedule. Due to the dynamic nature of the business environment today, TPM 
therefore has a large disadvantage, as its approaches are inadequate when desiring to 
meet demands within a changing environment (Fernandez & Fernandez, 2008, p. 10). 
This ultimately led to the increased use of APM (Highsmith, 2001). 

2.4.2 Agile Project Management   
Agility has been defined in terms of creating change and responding to change 
(Highsmith & Cockburn, 2001, p. 122). APM has been defined in a number of ways. 
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Puri (2009, p. 71) defines APM as tools, standards, and values that aid project teams to 
deal with challenges posed by the environment. Moran (2015, p. 3) defines APM as “a 
discipline that copes adaptively with rapid change through feedback learning loops that 
iteratively create and incrementally deliver value”. Conforto et al. (2014, p. 22), on the 
other hand, define APM as a project management approach which aims to achieve 
better performance in terms of cost, schedule, and scope by providing flexible and 
iterative principles through higher levels of innovation, less management effort, and 
increased customer value. Within this thesis, the definition of APM made by Moran 
(2015, p. 3) is chosen as it provides a general view of APM. We perceive that the 
definition made by Puri (2009, p. 71) is too general in order to be able to grasp the 
concept of APM, whereas the definition made by Conforto et al. (2014, p. 22) is too 
narrow as it assumes that agile projects has to be highly innovative. The definition made 
by Moran (2015, p. 3) appears to be suitable for this study, as no assumptions have been 
made in regards to innovation within agile projects. 
 
In 2001, APM principles were established by 17 software developers in order to 
overcome managerial difficulties encountered when using TPM approaches in software 
development (Highsmith, 2001). Highsmith (2009, Ch.1, para.1), one of the founders of 
the APM principles, argues that these principles are suitable for projects outside of the 
software development field. In addition, Nicholls et al. (2015, p. 9) advocate that 
“everyone has projects that should be managed agilely”. In fact, today, APM 
methodologies are popular across industries and businesses (Pope-Ruark, 2014, p. 116). 
Nonetheless, in the literature most attention to the application of APM has been in the 
software industry (MacCormack et al., 2001, p. 135; Mafakheri et al., 2008, p. 567).  
 
When using APM practices all requirements are not established up front (Hass, 2007, p. 
4). In fact, APM practices are characterised by regular meetings (Leau et al., 2012, p. 
164) where objectives are continuously established and revisited (Drury-Grogan, 2014, 
p. 508). This illustrates the focus on interaction and continuous collaboration. Hass 
(2007, pp. 3-4) explains how APM methods involve waves of iterations where the work 
is planned and evaluated for rapid feedback from users and stakeholders as well as the 
implementation of necessary modifications. Moreover, agile teams are highly 
collaborative and the members of the team often switch roles (Nerur et al., 2005, p. 75). 
Nerur et al. (2005, p. 75) discuss how role switching is a way for the team members to 
gain new experiences as well as it being a requirement for minimising documentation. 
In line with this, the project manager of an agile project team can more or less be seen 
as a coordinator since decisions are made jointly with repeated customer involvement 
(Hass, 2007, p. 5). This is also discussed by Highsmith (2009, Ch.3, para.2) who 
explains how agile project managers take care of the team and act as a leader, while the 
team manages the tasks. 
 
There are numerous advantages that can be drawn from using APM methodologies. 
Sommerville (2005, pp. 19-20) discusses how projects with poorly defined requirements 
can reap great benefits from the use of agile practices since requirements are identified 
iteratively. Similarly, an agile approach can be suitable in global settings that require 
quick response to environmental dynamics (Lee et al., 2006, p. 50). This illustrates the 
flexibility involved in using APM methodologies. Nicholls et al. (2015, p. 9) claim that 
agile approaches can be beneficial across industries as it boosts quality and productivity 
within the project constraints. APM methods have been criticised for their likelihood to 
break the predetermined budget as scope changes are encouraged and costly to insert 
(Radu & Nistor, 2013, p. 67). However, Hass (2007, p. 6) argues that even though agile 
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methods encourage value-adding changes, the costs of implementing these changes are 
reduced through iterative development. Similarly, Nicholls et al. (2015, p. 7) argue that 
the value of the end-product can be improved by constantly looking for value increasing 
opportunities and implementing scope changes when appropriate, which is regularly 
done when using agile methods. Before working within agile projects, the responsibility 
of the value of the project often lay on the client, whereas agile project teams take on 
the responsibility of delivering value (Stare, 2013, p. 51; Cobb, 2011, p. 13). From the 
above discussion the advantages of APM methodologies are noticeable and its 
widespread use across businesses and industries is understandable. 
 

2.5 Project Success 
Project success is often discussed; still misunderstandings often arise in regards to its 
definition (Liu & Walker, 1998, p. 213; Cicmil, 2000, p. 559). Previous research on 
project success present different approaches concerning how to define and assess 
project success criteria (Cicmil, 2000, p. 559). Historically, project success was defined 
in terms of keeping within the predetermined scope, schedule, and cost, which are the 
three dimensions of the Iron Triangle (Kloppenborg et al., 2014, p. 10). Kerzner (2013, 
p. 7) has extended this definition by adding four more criteria: customer acceptance, 
minimal scope changes, and without either disturbing the workflow nor changing the 
culture of the organisation. Van Aken (1996, cited in Westerveld, 2003, p. 411) refers to 
project success in terms of satisfying all project stakeholders. However, not all 
researchers believe that defining project success is as straightforward as earlier 
believed. Some researchers argue that project success depends on personal perceptions 
of the stakeholder and that this leads to disagreements in regards to defining it (Liu & 
Walker, 1998, p. 213; Lim & Mohamed, 1999, p. 243; Karlsen et al., 2005, p. 526). 
Further, it has been suggested that success depends on contextual factors (Jugdev & 
Müller, 2005, p. 19) and that project success criteria vary among individual projects 
(Müller & Turner, 2007, p. 297). In one of their more recent studies, Müller and Jugdev 
(2012, p. 768) discuss how the perception and dimensions of success vary depending on 
factors such as project type, contract type, personality, and nationality. In regards to the 
definition of project success, differentiating views are important to discuss. Researchers 
argue that there are different measures to be used depending on whether one would like 
to measure project success or project management success (Baccarini, 1999, p. 25; 
Cooke-Davies, 2002, p. 185). This will be further discussed below. 

2.5.1 Project Success, Project Management Success, and Product Success 
In a study made by Ika (2009, p. 10) it was found that the majority of researchers view 
project success as something larger than project management success. According to 
Cooke-Davies (2002, p. 185) project success is measured in terms of the 
accomplishments of the objectives set for the project. Baccarini (1999, p. 28) elaborates 
on this and argues that project success is built up of project management success and 
product success, and thus state that project success and project management success 
cannot be separated. In relation to Baccarini’s (1999, p. 28) argumentation of project 
success, Jugdev and Müller (2005, p. 28) argue that today’s organisations are pressured 
to succeed both in the short-term and in the long-term, which requires a combination of 
both project management success and project success. Since this study aims to define 
agile project success from a project manager perspective, we will not take a standpoint 
on the definition of project success, as this may influence and guide the results of this 
thesis. However, to enable a thorough analysis of the results, the concepts of project 
management success and product success will be further discussed below. 
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According to Cooke-Davies (2002, p. 185) project management success is measured 
through the components of the Iron Triangle. Baccarini (1999, p. 28) agree with Cooke-
Davies, but elaborates further on what he considers project management success to be. 
Baccarini (1999, p. 29) argues that project management success is the measure of how 
successful the project as a process was. According to Baccarini (1999, p. 28) project 
management success has three main components, the first being meeting the constraints 
of schedule, cost, and scope, or in other words the Iron Triangle. The second component 
of project management success is the quality of the management process, which covers 
how efficiently the project management has been (Baccarini, 1999, p. 28). The third 
component of project management success is stakeholder satisfaction, and the key 
stakeholders are the client and the project team (Baccarini, 1999, p. 28). Baccarini 
(1999, p. 29) clarifies that this entails satisfying the stakeholder needs in relation to the 
project process. 
 
Product success is achieved when the project goal, referring to meeting the objectives of 
the project owner, the project purpose, referring to when the user’s needs are satisfied, 
and the product needs of the stakeholders are met (Baccarini, 1999, p. 29). Baccarini 
(1999, p. 29) elaborates on the term project goal, explaining that all projects are started 
in order to reach strategic objectives within an organisation, such as capital income or 
market share. This is the criterion that is argued for when choosing, or starting, the 
project (Baccarini, 1999, p. 29). Finally, Baccarini (1999, p. 29) clarifies that the end-
user is the key stakeholder within product success (Baccarini, 1999, p. 29).  
 
It is important to understand that projects can be product failures even though project 
management was a success (Baccarini, 1999, p. 29; Munns & Bjeirmi, 1996, p. 86). It is 
also important to understand that product success is superior to project management 
success, but that project management success can aid product success (Baccarini, 1999, 
pp. 29-30). Similar to Baccarini, Ika (2009, p. 13) concluded that project management 
success can enable project success, but that the reverse is not possible. In other words, 
projects can be successful, even though project management success was a failure 
(Munns & Bjeirmi, 1996, p. 86; Ika, 2009, p. 13). 
 

2.6 Project Success Criteria 
When researching success one comes across both success criteria and success factors. 
Within this thesis it is important to define success criteria and to make the distinction 
between success criteria and success factors. Lim and Mohamed (1999, p. 243) define 
criteria as the standards that aid when a decision is made and Cooke-Davies (2002, p. 
185) defines success criteria as “the measures by which success or failure of a project 
or business will be judged”. Factors, on the other hand, are events, facts, or influences 
that add to the results (Lim & Mohamed, 1999, p. 243). Moreover, Cooke-Davies 
(2002, p. 185) describes success factors as the elements that contribute to project or 
business success. Referring back to the purpose of this study, this distinction is 
important since the study aims to determine success criteria preferred.  
 
Project success criteria can be divided into two categories; soft project success criteria 
and hard project success criteria (Baccarini, 1999, p. 30; Munns & Bjeirmi, 1996, p. 
84). Hard project success criteria refer to quantitative and tangible criteria (Baccarini, 
1999, p. 30). Both cost and schedule are hard criteria as they are easily measured 
(Munns & Bjeirmi, 1996, p. 83). Soft project success criteria, on the other hand, are 
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defined as subjective and not easily measured (Baccarini, 1999, p. 30). Munns and 
Bjeirmi (1996, p. 83) loosely name the soft criteria people skills, whereas Baccarini 
(1999, p. 30) discuss job satisfaction and happiness as soft criteria.  

2.6.1 The Beginning of Project Success Criteria 
Since the beginning of project success research there is one model that arguably is the 
classic success criteria, the Iron Triangle (Kloppenborg et al., 2014, p. 10; Drury-
Grogan, 2014, p. 506). The Iron Triangle has also been called the Golden Triangle 
(Drury-Grogan, 2014, p. 506; Dalcher, 2009, p. 43; Westerveld, 2003, p. 412) and triple 
constraints (Parker et al., 2015, p. 553; Dalcher, 2009, p. 43; Peterson, 2007, p. 60; 
Nicholls et al., 2015, p. 4; Kloppenborg et al., 2009, p. 143) but will hereinafter be 
called the Iron Triangle.  
 

 
Figure	1.	The	Iron	Triangle	(Highsmith,	2009,	Ch.1,	Figure	1-3) 	

 
The Iron Triangle is expressed in terms of scope, schedule, and cost (Atkinson, 1999, p. 
337; Ika, 2009, p. 7; Maylor, 2010, p. 84; Drury-Grogan, 2014, p. 506), as visible in 
Figure 1. Scope is in some research defined as quality (Maylor, 2010, p. 84; Westerveld, 
2003, p. 414). Schedule and cost are dimensions that are easy to comprehend; however 
scope may be more difficult. Scope relates to the predetermined requirements in terms 
of performance and technology (Kerzner, 2013, p. 8), whereas schedule refers to the 
scheduling and completion dates of tasks, and cost refers to the budget of the project 
(Drury-Grogan, 2014, p. 507). It has been found that project managers consider scope to 
be the most important component of the Iron Triangle, followed by schedule, and 
finally cost (White & Fortune, 2002, pp. 3-4). Furthermore, research shows that the 
three dimensions of the Iron Triangle are interlinked, and that a change in one will lead 
to a change in at least one of the other dimensions (Nicholls et al., 2015, p. 5; Maylor, 
2010, p. 84; Parker et al., 2015, p. 553). As discussed previously, the dimensions of the 
Iron Triangle are directly related to project management success, no matter the 
definition one chooses to follow. Both cost and schedule are considered hard success 
criteria, whereas scope is more difficult to pinpoint as either a hard success criterion or 
a soft success criterion. Scope can be considered a hard success criterion if 
communication is done properly and details are quantifiable. 
 
The dimensions of the Iron Triangle were first described in 1969 (Weaver, 2007). The 
Iron Triangle has aided project managers to track and monitor their projects through this 
framework consisting of its competing requirements (Drury-Grogan, 2014, p. 507). 
Using the Iron Triangle as a success criterion has since long been established (Atkinson, 
1999, p. 337). Today, researchers agree that the traditional view of establishing project 
success is based in the three corners of the triangle (Drury-Grogan, 2014, p. 506; Ika, 
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2009, p. 7; Serrador & Pinto, 2015, p. 1043; Karlsen et al., 2005, p. 526). Drury-Grogan 
(2014, p. 507) discusses how it is not a coincidence that the Iron Triangle is used to 
determine project success, since companies use project management practices to deliver 
the good of a project within its prespecified cost, schedule, and scope. This is strengthen 
by Maylor (2010, p. 84), who argues that a project’s objectives simplistically can be 
considered in terms of scope, schedule, and cost. Further, Maylor (2010, p. 85) 
discusses how organisations should conform to these objectives, resulting in the 
importance of the Iron Triangle for measuring project success. The Critical Chain, 
previously mentioned within Theory of Constraints, was developed as existing methods 
used to suffer from chronic problems, such as delays, overspending, and a failure to 
deliver desired specifications (Rand, 2000, p. 174). These problems are directly related 
to the dimensions of the Iron Triangle, and illustrate the importance of these dimensions 
as success criteria.  

2.6.2 A More Organisational Approach to Project Success Criteria 
Even though researchers agree that the Iron Triangle is the traditional way of 
establishing project success, there are disagreements concerning its appropriateness. 
Karlsen et al. (2005, p. 526) argue that the Iron Triangle is only applicable from a 
project manager perspective and in terms of establishing success of their work 
performance. In a study made by Shenhar et al. (1997, p. 10), the results indicated that 
customer satisfaction was the criterion that carried most weight for project success, 
whereas the Iron Triangle was the second criterion affecting success. This indicates that 
scope, schedule, and cost may not be sufficient criteria for measuring the success of a 
project. Jugdev and Müller (2005, p. 23) discuss how project managers historically 
focused on completing the project with only minimal customer contact and that the 
components of the Iron Triangle were simple to use when measuring project success 
within the organisational context. Since then, the environment as well as the focus of 
projects has changed considerably. Today, the environment has become very dynamic 
where project teams are increasingly required to maximise customer satisfaction (Lee & 
Baby, 2013, p. 1124). Therefore, it may be concluded that the Iron Triangle is too 
simplistic, and may be insufficient in today’s complex business world. Atkinson (1999, 
p. 337) considers the Iron Triangle to be a tried and failed criterion for measuring 
project success. However, even though the definition of project success has changed, 
the dimensions of the Iron Triangle are still included in most definitions (Kloppenborg 
et al., 2009, p. 143). In fact, a lot of research supports the need for a broader definition 
of project success (Drury-Grogan, 2014, p. 508; Westerveld, 2003, p. 412; Atkinson, 
1999, p. 341). This illustrates that even though researchers agree that the Iron Triangle 
is inappropriate to use as a sole success criterion, it still provides a sound basis for a 
broader definition of project success. In line with this, we argue that the Iron Triangle 
alone is insufficient as a project success criterion. 
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In 1999, the Square Route Model was developed as a project success criteria (Atkinson, 
1999). Atkinson (1999, p. 337) developed the model in order to generate a realistic and 
balanced model for measuring project success as he considered previous criteria, in 
particular the Iron Triangle, insufficient in doing so. Atkinson (1999, p. 341) claims that 
when measuring project success through the three criteria of scope, cost, and schedule, 
success is limited to the delivery stage of the project. Further, Atkinson (1999, p. 341) 
argues that the Iron Triangle, viewed as an insufficient success criterion, may have 
contributed to the remarkably high failure rates in projects. However, he concludes that 
the Iron Triangle should not be disregarded, but included in a more realistic model for 
measuring project success (Atkinson, 1999, p. 341). The Square Route Model has been 
displayed in Figure 2. 

 
Figure	2.	The	Square	Route	Model	(Atkinson,	1999,	p.	341)	

 
The Square Route Model was developed by combining existing criteria for measuring 
project success into a model consisting of four major categories (Atkinson, 1999, p. 
337). These four categories are: the Iron Triangle, The Information System, 
Organisational Benefits, and Stakeholder Community Benefits (Atkinson, 1999, p. 341). 
These categories will be further explained below. 
 
The Iron Triangle, which is the first category of the model, consists of scope, cost, and 
schedule (Atkinson, 1999, p. 341). Atkinson (1999, p. 339) argues that an assessment of 
the Iron Triangle dimensions - scope, cost, and schedule - is measured at the delivery 
stage of the project. By assessing these dimensions the efficiency of the project will be 
determined (Atkinson, 1999, p. 339). The second category of the model is the 
Information System (Atkinson, 1999, p. 341). This category includes, but is not limited 
to, maintainability, reliability, and validity of the information system developed 
(Atkinson, 1999, p. 341). This category is assessed in the post delivery stage, where an 
indication of the project’s effectiveness is obtained (Atkinson, 1999, pp. 339- 340). This 
category is quantifiable and therefore consists of hard success criteria, and it is also an 
element of product success as this may be included in the project goal or project 
purpose. The third category of the model is Organisational Benefits (Atkinson, 1999, p. 
341). This category includes, but is not limited to, organisational learning, increased 
profits, reaching strategic goals, as well as improved efficiency and effectiveness 
(Atkinson, 1999, p. 341). Some of the criteria mentioned within this category are easy 
to measure, such as increased profits, whereas others may be more difficult, such as 
efficiency. Therefore, the Organisational Benefits category consists of both hard and 
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soft success criteria. As with the second category, this category also relates to product 
success. Stakeholder Community Benefits is the fourth and final category of the Square 
Route Model. This category includes, but is not limited to, user satisfaction, 
environmental impact, professional learning, and personal development (Atkinson, 
1999, p. 341). Professional learning can be measurable, as courses and certificates may 
be contained; user satisfaction however is not as easy to measure. Therefore Stakeholder 
Community Benefits consist of both hard and soft success criteria. User satisfaction is 
directly related to product success, but other criteria such as environmental impact 
cannot be placed in neither product success nor project management success. The third 
and the fourth categories are, additional to the Information System, assessed during the 
post delivery stage (Atkinson, 1999, p. 340). The former provides the organisation with 
direct benefits from the system, whereas the latter provides the organisation with 
indirect benefits through the stakeholder benefits produced (Atkinson, 1999, p. 340).  
 
In 2001, another model for measuring project success was developed by Shenhar et al. 
(2001). They identified four major dimensions to use when measuring the success of a 
project (Shenhar et al., 2001). Within this thesis this model will hereinafter be called the 
Four Dimensional Model. The Four Dimensional Model is a conceptual framework that 
should be used when assessing project success (Shenhar et al., 2001, p. 713). The Four 
Dimensional Model is built on the premise of both short-term and long-term objectives 
in mind, whereas earlier studies mostly have focused on how the project has been 
executed (Shenhar et al., 2001, pp. 713-714). In Figure 3, the time frame of the success 
dimensions within the model is visible, ranging from very short-term to very long-term. 
Shenhar et al. (2001, p. 714) argue that there is no differentiation between project 
success and product success when using the Four Dimensional Model, and that the 
framework can be useful throughout the project life-cycle. Shenhar et al. (2001, pp. 
713-714) state that too much focus is put on project success in means of meeting 
schedule, cost, and performance goals, whereas few are considering both short-term and 
long-term objectives. Shenhar et al. (2001, p. 714) argue that the Four Dimensional 
Model is generalised, and that other dimensions may be added depending on the project 
type. The Four Dimensional Model for assessing project success constructed by 
Shenhar et al. (2001, p. 714) works to successfully measure success in a complex 
environment, where success may be difficult to measure in the short run.  

 
Figure	3.	Time	Frame	of	Success	Dimensions	(Shenhar	et	al.,	2001,	p.	716)	
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The first dimension, Project Efficiency, represents how well the project has met the 
resource constraints: schedule and cost (Shenhar et al., 2001, p. 714). This dimension is 
measured in the very short-term, and is the dimension that can be used to assess a 
project, even during the execution, and entails how well the project has been managed 
(Shenhar et al., 2001, p. 714). The danger of the first dimension is the false positive it 
might bring, as a project may be deemed successful in the short run, then fail in the long 
run (Shenhar et al., 2001, p. 714). However, Shenhar et al. (2001, p. 714) argue that 
shorter product life-cycles, and thus quicker market launches, indicating success in this 
dimension, may lead to a great competitive advantage and aid the overall business of the 
company. Finally, it is important to stress that this dimension only measures how 
successful the implementation of the project was, and is not a direct indication of how 
successful the project was (Shenhar et al., 2001, p. 715). As Shenhar et al. (2001) 
separated the dimensions within the Iron Triangle, the first dimension of the Four 
Dimensional Model only consist of hard success criteria, and is a part of project 
management success.  
 
The second dimension, Impact on Customer, takes into consideration the customer 
requirements, and how much of the customers needs were met (Shenhar et al., 2001, 
p.715). Shenhar et al. (2001, p. 715) argue that performance measures, functional 
requirements, and technical specifications are all a part of this dimension, as it will 
impact the customer greatly. They also argue that meeting the performance objectives is 
a central part of the second dimension (Shenhar et al., 2001, p. 715). Other aspects that 
play a great part in the second dimension are the overall satisfaction of the customer, 
how much the customer uses the end-product, and the future retention rate, which 
illustrate the obvious importance of the second dimension (Shenhar et al., 2001, p. 715). 
The second dimension consists of both hard and soft success criteria, as customer 
satisfaction may be difficult to measure (more than yes and no), whereas future 
retention rate is easily measured. The second dimension also entails both project 
management success and product success, since scope can be found within the 
dimension. 
 
The third dimension, Business Success, represents the direct impact that the project had 
on the company, in terms of, for example, profit and increased market share (Shenhar et 
al., 2001, p. 715). If the project strives to develop or improve internal processes, such as 
quality or new products, this dimension also applies (Shenhar et al., 2001, p. 715). This 
dimension, visible in Figure 3, is calculated in the long run perspective. The fourth 
dimension, Prepare the Future, represent the very long-term preparations for the future 
(Shenhar et al., 2001, p. 716). These longest-term preparations include exploring new 
markets and ideas, and developing new skills that will aid in creating a competitive 
advantage in the future (Shenhar et al., 2001, p. 716). This dimension also takes into 
consideration how dynamic the company is for unexpected future changes in the market 
(Shenhar et al., 2001, p. 716). Both the third and fourth dimension consist of hard 
success criteria, and are related to product success.  
 
There are several similarities between the Square Route Model and the Four 
Dimensional Model, and common project success criteria have also been considered by 
other researchers. Both the Square Route Model and the Four Dimensional Model 
illustrate a consideration of time and that success may be difficult to determine straight 
after a project has been terminated. Both of the models take into consideration the Iron 
Triangle, customer satisfaction, personal development, increased profits, and the quality 
of the end-product. Most of the success criteria within these two models cover product 
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success. Dalcher (2009, p. 45) agrees with both Shenhar et al. (2001) and Atkinson 
(1999) in regards to customer satisfaction, stating that satisfaction is crucial to the 
success of projects, and they are not alone thinking this (cf., Munns & Bjeirmi, 1996, p. 
85; Jugdev & Müller, 2005, p. 24). Product quality has also been a success criteria 
emphasised by other researchers (cf., Drury-Grogan, 2014, p. 511; Dalcher, 2009, p. 
45;) as well as increased profits (cf., Jugdev & Müller, 2005, p. 26; Dalcher, 2009, p. 
46; Munns & Bjeirmi, 1996, p. 82;). 
 
There are not only similarities but also differences exist between the two models. The 
Square Route Model kept cost, schedule, and scope together within the Iron Triangle 
category, whereas the Four Dimensional Model separated scope from the other two, 
keeping the hard criteria together in one dimension, and covering scope within the 
second dimension: Impact on Customer. Similarly to Atkinson (1999), Dalcher (2009, 
p. 45) did not separate the three dimensions of the Iron Triangle, arguing that criteria 
concerning project delivery stay intact. Another difference between the two models is 
that the Four Dimensional Model considers the very long run perspective, where future 
competitive advantage, changes, new markets and new ideas are covered, and Shenhar 
et al. (2001) is not alone with this thought (cf., Dalcher, 2009, p. 46). Finally, the 
Square Route Model illustrates a wider breadth as the model takes into consideration the 
impact, which the project has on the community. 
 
As previously discussed, both Atkinson (1999) and Shenhar et al. (2001) discuss the 
importance of customer satisfaction for project success. Further, both the Square Route 
Model and the Four Dimensional Model include other stakeholder aspect such as 
benefits for the stakeholder community and developing new skills. Within the project 
management field it is commonly agreed that the interests of stakeholders needs to be 
considered in order to promote project success (Achterkamp & Vos, 2008, p. 749). 
Previous research findings show that one of the core problems behind project failure is 
stakeholder disappointment (Eskerod & Vaagaasar, 2014, p. 71; Dalcher, 2009, p. 45; 
Jepsen & Eskerod, 2009, p. 335). In a meta-analysis made by Achterkamp and Vos 
(2008, pp. 753-754) it was found that the majority of project management articles 
involving the stakeholder notion relate to project success, in other words the two 
concepts of stakeholders and project success often goes hand in hand. This strengthens 
both the Square Route Model’s and the Four Dimensional Model’s use of success 
criteria relating to stakeholders. As discussed within section 2.3.2, Stakeholder Theory, 
it is highly important to identify, classify and analyse the stakeholders affecting a 
project (Eskerod et al., 2015a, p. 7). This is further strengthened by the success criteria 
found within the above stated models relating to stakeholders. These success criteria 
are: Organisational Benefits, Stakeholder Community Benefits, Impact on Customer, 
and Prepare for the Future. Even though these criteria are not developed from the 
Stakeholder Theory itself, the Stakeholder Theory supports their importance in regards 
to project success. Stakeholders are important to consider as some stakeholders have the 
power to influence or even terminate the project (Mitchell et al., 1997, p. 877). This 
further supports why both the Square Route Model and the Four Dimensional Model 
have success criteria relating to stakeholders.  

2.6.3 An Agile Approach to the Iron Triangle 
In 2009, Highsmith introduced the Agile Triangle to better measure performance, and 
thus establish the success of an agile project (Highsmith, 2009, Ch.13). Highsmith 
(2009, Ch.13, para.2) argues that establishing success of an agile project through the 
Traditional Iron Triangle will give dysfunctional results, which is why agile 
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organisations and teams need a new triangle; the Agile Triangle. The Agile Triangle 
illustrates a new point of view regarding the limitations of a project (Torrecilla-Salinas 
et al., 2015, p. 129). Similar to the Traditional Iron Triangle, the Agile Triangle has 
three dimensions, those being value, quality, and constraints. The dimensions of the 
Traditional Iron Triangle - scope, schedule, and cost - are represented within constraints 
(Highsmith, 2009, Ch.1, Agile Performance Measurement, para.5). Highsmith (2009, 
Ch.1, Agile Performance Measurement, para.5) clarifies that the constraints are still 
important to the project, but that they do not compromise the goals of the project. The 
goal that is more important to focus on is value (Highsmith, 2009, Ch.1, Agile 
Performance Measurement, para.5). By having a fixed focus on value, constraints have 
the chance to change throughout the project process, resulting in maximised value 
(Highsmith, 2009, Ch.1, Agile Performance Measurement, para.5). Further, Highsmith 
(2009, Ch.1, Agile Performance Measurement, para.5) argues that schedule may be 
fixed, but that this would mean that scope could be adjusted to deliver the highest 
possible value within that time frame, indicating a more flexible relationship between 
the different constraints, scope, cost, and schedule, throughout the project.  
 

“If we want adaptability we must reward it.” 
(Highsmith, 2009, Ch.1, Agile Performance Measurement, para.5) 

 
The dimensions established by Highsmith (2009, Ch.13, para.2) are as seen in Figure 4: 
Value, Quality, and Constraints. Each dimension of the Agile Triangle is created with a 
particular goal in mind. The goal of the Value dimension is to build a releasable 
product, the goal of the Quality dimension is to build a reliable and adaptable product, 
and the goal of the Constraints dimension is to achieve the Value and Quality goals 
within acceptable Constraints (Highsmith, 2009, Ch.13, para.2). 
 

 
Figure	4.	The	Agile	Triangle	(Highsmith,	2009,	Ch.13	Figure	13-1)	

 
The first dimension is Value. Highsmith (2009, Ch.13, What is Quality?, para.1) 
explains that customer quality, being extrinsic quality, creates value short-term. As 
illustrated earlier, Highsmith is not the only researcher who argues that focus should be 
put on customer quality, or value. In a study, Shenhar et al. (1997, p. 10) found that 
customer satisfaction was the criterion most important for project success. Jugdev and 
Müller (2005, p. 24) derived the same results, and added that this has occurred due to 
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increased interest in service by customers. Highsmith (2010) further explains the value 
dimension on his website, arguing that scope is a poor control mechanism for projects. 
He argues that value is a better control mechanism as software systems often involve 
unused functions (Highsmith, 2010). Sometimes the entire scope does not have to be 
met for the product to be deemed releasable, and the functional needs met (Highsmith, 
2010). Value is considered to consist of soft project success criteria as it is subtle and 
difficult to quantify, and is also considered under the category of product success as it 
falls within project purpose. This dimension can also be tied to the Stakeholder Theory 
through the customer aspect, strengthening the necessity of including the theory within 
this thesis.  
 
The second dimension is Quality. In comparison to Value, the Quality dimension of the 
Agile Triangle represents intrinsic quality. Highsmith (2009, Ch.13, What is Quality?, 
para.1) elaborates on what he perceives as intrinsic quality, explaining that it is 
technical quality, which creates value in the long run. Technical quality illustrates the 
future quality of the product, and establishes the ability to react to both foreseeable and 
unforeseeable events (Highsmith, 2010). Intrinsic quality has two components, 
reliability and adaptability (Highsmith, 2009, Ch.13, What is Quality?, para.6). 
Highsmith (2009, Ch.13, What is Quality?, para.6) explains that reliability refers to if 
the software operates properly, and adaptability refers to if the software will be able to 
deliver value both today and tomorrow. By keeping technical debt on a low level, the 
software will have a high adaptability (Highsmith, 2010). Technical quality is 
measurable and is therefore a hard success criteria. Technical quality falls within 
product success, as it is connected both to the needs of the end-user and the project 
purpose.  
 
Technical debt, caused by intrinsic quality problems, is often not shown immediately, 
which is why developers often cut corners reducing the quality (Highsmith, 2009, 
Ch.13, What is Quality?, para.8). However, Highsmith (2009, Ch.13, What is Quality?, 
para.8) argues that this often leads to problems that are not noticeable until they are 
severe and very costly to solve. Further, Highsmith (2009, Ch.13, What is Quality?, 
para.15) argues that project managers need to view software development from a 
product life-cycle perspective that includes intrinsic quality. If organisations simply 
focus on value, as in extrinsic quality, and customer satisfaction they will, in the long 
run, lose significant value over a product’s life cycle and have difficulties keeping 
customers (Highsmith, 2009, Ch.13, What is Quality?, para.15). This illustrates that 
both intrinsic quality and extrinsic quality matters to the project manager. Therefore, the 
Agile Triangle has two dimensions focusing on quality, those being both intrinsic and 
extrinsic. 
 
The third and final dimension, Constraints, constitutes the three dimensions found in the 
Iron Triangle (see Figure 1 and Figure 4). Highsmith (2010) argues that these factors are 
important, but do not represent the goals of the project. Scope, schedule, and cost aid in 
establishing clear rules that the project team must follow, and are critical in terms of 
delivery (Highsmith, 2010). However, Highsmith (2010) explains that only one of the 
factors can be dominant, clarifying that within agile projects this is usually schedule.  
 

2.7 Research Framework 
The previous sections in this chapter reviewed project success criteria models and found 
support from theories. The four models presented within this chapter have been 
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included as we consider each to contribute with success criteria that may be considered 
by the research participants of this study. Further, we believe that these models include 
success criteria that provide a sound foundation for evaluating project success since the 
models both complement and strengthen each other. By finding similarities within the 
models, we were able to connect the models and create a framework, see Figure 5. This 
framework will aid the rest of the research, as it has a clear connection to the research 
purpose and research questions of this thesis. The first three dimensions are all covered 
within the Agile Triangle, which gives us a sound basis for determining the 
appropriateness and suitability of using the Agile Triangle when evaluating the success 
of an agile project. These three dimensions are also covered within the other models 
discussed, as can be seen in Figure 5. A fourth dimension has been added to the 
framework, including aspects not covered within the Agile Triangle. The addition of the 
fourth dimension has generated a more comprehensive and appropriate framework in 
order to reach the purpose of this thesis. The fourth dimension is named Business 
Benefits and illustrates the general benefits for the company produced by a project.  
 

 

Figure	5.	Research	Framework	

The first dimension of the Research Framework is called Constraints. This dimension 
consists of a project’s cost, schedule, and scope. The project constraints have been 
included in all of the previously presented models. Thus, by including this dimension, 
the researchers will be able to analyse the data against all of the models included in the 
Theoretical Frame of Reference. When a project is measured against this dimension, 
short-term success in terms of efficiency can be established. The second dimension is 
called Value. Value consists of both hard and soft success criteria and refers to 
stakeholder satisfaction where dimensions from the Square Route Model, the Four 
Dimensional Model, and the Agile Triangle have been incorporated. These dimensions 
are; ‘Stakeholder Community Benefits’ from the Square Route Model, ‘Impact on the 
Customer’ from the Four Dimensional Model, and ‘Value’ from the Agile Triangle. By 
incorporating the criteria from the two earlier models into the Value dimension of the 
Agile Triangle, a deeper understanding of the topic has been obtained. By measuring a 
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project against this dimension, short-term success in terms of stakeholder satisfaction 
can be established.   
 
The third dimension of the Research Framework is called Quality. This dimension 
consists of hard success criteria and refers to the end-product and its operationality in 
the long-term. The dimensions included in the Quality dimension have been covered by 
the Square Route Model, the Four Dimensional Model, and the Agile Triangle. These 
dimensions are, ‘Information System’ from the Square Route Model, ‘Performance 
Measures’ and ‘Functional Requirements’ within ‘Impact on Customer’ from the Four 
Dimensional Model, and ‘Quality’ from the Agile Triangle. By measuring a project 
against this dimension, long-term success in terms of product longevity can be 
established. The fourth and final dimension is called Business Benefits. This dimension 
includes general benefits for the company, such as developing new skills and exploring 
new markets, and thus entails hard success criteria. Business Benefits relates to the 
benefits that are derived from the project back to the organisation. Business Benefits has 
not been covered by neither the Iron Triangle nor the Agile Triangle, but has been 
included in the Square Route Model and the Four Dimensional Model. This dimension 
has been added in order to provide a more holistic understanding of project success. The 
‘Organisational Benefits’ from the Square Route Model and ‘Business Success’ as well 
as ‘Prepare the Future’ from the Four Dimensional Model have been combined to create 
the Business Benefits dimension. By measuring a project against this dimension, long-
term success in terms of the organisation can be established.  
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3. METHODOLOGY  
 
In this chapter the theoretical and practical methodology used within the thesis will be 
outlined and further explained. The philosophical views of ontology, epistemology, and 
axiology will first be presented and the respective standpoints will be discussed. 
Thereafter our pre understandings will be explained. The research approach and 
research design chosen within the thesis will later be presented and further elaborated 
upon. After this, the sampling method used as well as the interview guide will be 
presented. Additionally, methods used for processing and analysing the data will be 
discussed. The chapter will conclude with a discussion surrounding ethical 
considerations and source criticism. 
 
 

3.1 Ontology 
Ontology is the philosophical view of how reality is perceived (Wahyuni, 2012, p. 69). 
Long et al. (2000, p. 190) refer to ontology as adhered assumptions about the nature of 
social reality. There are two distinct standpoints that can be taken in regards to 
ontology. The researcher can either assume that reality is objective and that its existence 
is external and independent to individuals and their interpretations about it, or the 
researcher can assume that reality is subjective, meaning that it is dependent on social 
actors and the individual’s personal perspective (Long et al., 2000, p. 190; Wahyuni, 
2012, p. 69). Subjectivism is also referred to as constructionism (Saunders et al., 2012, 
p. 132), and will hereinafter be referred to as constructionism. The ontological 
standpoint of this study was constructionism. 
 
A constructivist viewpoint can be described as reality being internally mediated 
(Jonassen, 1991, p. 8). Constructionists consider reality to be constructed by social 
actors and how these actors perceive reality differently (Wahyuni, 2012, p. 71). 
Different perceptions of reality are a result of individuals’ backgrounds and experiences 
(Jonassen, 1991, p. 11). Thus, constructivist researchers acknowledge that multiple 
human realities exist (Long et al., 2000, p. 190). Constructivists believe that there is an 
on-going change of what reality is, as social interactions of individuals with different 
experiences contribute to these changes as well as interpret it differently (Wahyuni, 
2012, p. 71).  
 
Referring back to the purpose of this study, this thesis aimed to create a definition of 
agile project success from a project manager perspective, as well as determining the 
success criteria they consider important. This thesis also aimed to generate an 
understanding of project managers’ perception of the Agile Triangle as a success 
criterion. As the purpose of this research was to understand the viewpoint of project 
managers, it was essential to conduct this research from a constructionist standpoint. 
We consider personal influences to be important and it was therefore unsuitable to take 
an objectivistic standpoint, as it would restrict us in our understanding. This is 
strengthened by Wahyuni (2012, p. 71), who claims that constructionists aim to 
understand the meaning and inside perspectives of social phenomena. By taking a 
constructionist ontological standpoint, we have been able to make an in-depth analysis 
in order to understand how agile project success is evaluated from a Swedish project 
manager perspective.  
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3.2 Epistemology 
Epistemology is the study of knowledge and thought (Jonassen, 1991, p. 8). Sachdeva 
(2009, p. 7) further explains that epistemology is a theory focusing on what is 
observable, deciding what elements of the world that can be observed by the researcher. 
In other words, it defines how the observer views the world and the knowledge of all 
aspects of life. Epistemology also covers how the observer receives knowledge, and the 
relationship between knowledge and truth (Kilduff et al., 2011, p. 299). It further 
concerns what is regarded as acceptable knowledge within different disciplines 
(Saunders et al., 2012, p. 132). There are three branches of epistemological 
philosophies; the positivist philosophy, the realism philosophy, and the interpretivist 
philosophy (Saunders et al., 2012, p. 134). Within this thesis the interpretivist 
philosophy guided the research.  
 
Interpretivism, compared to positivism, allows the researcher to understand the 
viewpoints of the participants, something that is important within the social sciences 
(Saunders et al., 2012, p. 137). Interpretivism and qualitative research are often 
associated with each other (Goldkuhl, 2012, p. 135), and an interpretivist stance has 
increased in qualitative research in the twenty-first century (Kapoulas & Mitic, 2012, p. 
358). Interpretivism has the belief that reality, or the knowledge thereof, is a social 
construction by humans (Walsham, 1995, p. 376). Saunders et al. (2012, p. 137) argue 
that interpretivist researchers focus on understanding the subject's view of the world by 
taking an empathetic stance. Interpretivism focuses on the entire area studied. It is 
important within an interpretivist research to get a comprehensive understanding of the 
entire area, and not only an understanding of the different parts (Goldkuhl, 2012, p. 
138). Goldkuhl (2012, p. 137) emphasises that an essential part for the interpretivist 
researcher is to understand the subjective meanings of the observations. As Jonassen 
(1991, p. 10) writes, individuals experience the world in different ways, depending on 
personal experiences and beliefs, which lead to a different view on reality. The 
interpretivist researcher believes that no value-free data can be obtained, as the 
researcher possess preconceptions, and uses them to guide the research (Walsham, 
1995, p. 376). Walsham (1995, p. 376) further explains that the perception of both the 
researcher and the research participant change as they interact.  
 
Saunders et al. (2012, p. 137) argue that the interpretivist philosophy is a recommended 
philosophy when researching within the business administration field, arguing that the 
dynamic and complex business world make positivism, where there is a great emphasis 
on regularities, a lesser philosophy. On the other hand, positivism and realism claim that 
the researcher is able to distance themselves from the research in order to stay objective 
(Saunders et al., 2012, p. 134), which does not relate to the purpose of this research. 
Interpretivism requires the researcher to understand the actions of the subjects within 
the subjects’ world, as well as being able to analyse the underlying reasons behind those 
actions (Bryman & Bell, 2011, p.17), which is why an interpretivist stance has guided 
this research. 
 

3.3 Axiology 
Axiology has been referred to as judgements about value (Saunders et al., 2012, p. 137) 
and it deals with both value and ethics (Mingers, 2003, p. 559). Saunders et al. (2012, 
pp. 137-139) discuss the importance for the researcher to understand the role of their 
values throughout the stages of the research process. Similarly, Wahyuni (2012, p. 69) 
discusses how axiological beliefs affect the researcher in how reality is measured. 
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In terms of axiology, the constructivist researcher studies the social phenomena from 
the perspectives of the individuals in order to understand social reality (Wahyuni, 2012, 
p. 71). For a constructivist researcher, the data collection stage and the analysis stage of 
the research will be influenced by both the researcher as well as the research 
participants (Wahyuni, 2102, p. 71). As previously discussed, the interpretivist 
researcher believes that no value-free data can be obtained, as the researcher’s 
preconceptions will guide the research (Walsham, 1995, p. 376). Thus, in this study it 
has been important to keep in mind that the participants values and perspectives yet also 
those of the researchers influence the findings. We have been cautious throughout the 
research as our values and ethics may have influenced the interpretation of the 
information supplied by the interviewees. We have outlined our respective pre 
understandings within the topic in the next section as this may also affect the research. 
 

3.4 Pre Understandings  
As indicative in the previous section it is important to work hard to stay objective as 
researchers. As this research aimed to generate an understanding of Swedish agile 
project success from a project manager viewpoint, it is important to be aware of any 
potential bias that may be caused by the researchers’ pre understandings of the subject 
and try to reduce the impact of these pre understandings upon the study.  
 
We possess basic knowledge of Project Management. Both of us have completed 
postgraduate courses within Project Management. Within these courses TPM was the 
focus and APM methodologies were briefly covered, which results in a very limited pre 
understanding of APM success criteria. Both of us have also concluded several courses 
within Management, which may influence all steps included in the research process, 
including the interpretation and analysis of the findings. This has been carefully 
considered throughout all stages of the research process in order to reduce potential 
bias.  
 
The interest in the topic has developed from exposure to the ield as well as personal 
experiences with the discipline. The experience obtained from working with projects is 
very limited and were conducted using simple TPM methodologies. Further, there have 
not been any follow-ups in regards to evaluating the success of the projects worked on. 
Therefore, we considered our practical Project Management experience to be rather 
narrow and believed that this experience did not affect this research extensively.   
 

3.5 Research Approach 
There are two different ways of approaching research, deductively and inductively 
(Bryman & Bell, 2011, p. 11). Deductive reasoning and inductive reasoning are each 
other’s opposites (Eisenhardt & Graebner, 2007, p. 25). Eisenhardt and Graebner (2007, 
p. 25) explain that inductive research is done when one derives theory from data. 
Deductive reasoning on the other hand is based within theories, and the data is collected 
to support and test already existing theories (Eisenhardt & Graebner, 2007, p. 25). The 
research approach adopted within this thesis was inductive. 
 
Thomas (2006, p. 238) explains that inductive research is common within the social 
sciences, and strives to develop theories from interpretations of raw data. Eisenhardt 
and Graebner (2007, p. 25) explain that inductive research aims to recognise patterns 
and relationships within as well as across cases, finding the underlying logical 
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arguments. As illustrated within the Theoretical Frame of Reference, no theories of 
agile project success have been presented, thus no existing theory offers an answer to 
the research questions posed. An inductive research approach therefore aided in 
answering the research questions, as it was a theory-building study. The Research 
Framework has been used throughout the research, and it has aided us in collecting 
relevant data to develop theories. Little knowledge of agile success definitions and agile 
success criteria was previously known, and the purpose of this research was to define 
agile project success, as well as map the success criteria found important to Swedish 
project managers. Therefore, an inductive research approach was chosen for this 
research.  
 

3.6 Research Design 

3.6.1 Research Strategy 
There are two research strategies that are widely used among researchers today, those 
being qualitative and quantitative. Quantitative research strategies involve numerical 
data, while qualitative research strategies involve non-numerical data (Saunders et al., 
2012, p. 161). Researchers argue that research strategies cannot be presented in the 
abstract, as philosophical assumptions in regards to both reality and knowledge will 
result in certain research strategies being more or less appropriate (Morgan & Smircich, 
1980, p. 491; Long et al., 2000, p. 190). Saunders et al. (2012, p. 163) discuss how a 
qualitative research strategies usually is related to the philosophical standpoint of 
constructionism. Similarly, Morgan and Smircich (1980, p. 498) argue that a 
quantitative research approach is inappropriate for studies with a constructionist 
ontological positioning, as the strategy does not give justice to the social phenomena 
investigated. Further, as constructivists aim to discover inside perspectives (Wahyuni, 
2012, p. 71), it is arguable that qualitative data serves this purpose. In line with this and 
with our research in mind, a qualitative research strategy has been chosen.  
 
Qualitative research strategies are constructed to investigate why (meaning) and how 
(process) things happen (Sachdeva, 2009, p. 165). Bryman and Bell (2011, p. 27) 
discuss how qualitative research usually is considered to focus on the words and actions 
of the research participants. In order to be able to fulfil the purpose of this study, rich 
and descriptive data was necessary. Wahyuni (2012, p. 71) discusses how 
constructionists often work with qualitative data as it provides the researcher with data 
that is highly descriptive and detailed. This strengthens the choice of a qualitative 
research method for this study. Within qualitative research strategies there are sub-
strategies, and these will be discussed below. 
 
Within a research, the questions asked will generate answers that are either explanatory, 
descriptive, or exploratory (Saunders et al., 2009, p. 138). This research will generate 
answers of an exploratory nature. Exploratory studies, as discussed by Saunders et al. 
(2009, p. 138), are valuable when it is desired to clear up uncertainties tied to a research 
problem. Exploratory studies have the advantage of being flexible as the findings may 
provide the researcher with insights guiding the research in another direction (Saunders 
et al., 2009, p. 140). Saunders et al. (2009, p. 140) explain how exploratory research can 
be conducted by searching the literature, by interviewing experts, or by conducting 
focus group interviews. The first research question of this thesis saught to answer how 
Swedish project managers view success of an agile project and what success criteria 
they consider important. The second research question of this thesis saught to answer to 



	

	29	

what extent the Agile Triangle include the success criteria important to Swedish project 
managers, and how applicable the Agile Triangle is in practice. As mentioned above, 
these research questions generated answers of exploratory nature. Previous project 
success research has neglected the focus on APM methodologies in regards to defining 
agile project success as well as determining what criteria is important when evaluating 
agile project success. As APM was the focus within this study, this emphasises the 
exploratory aspects of this research. The exploratory aspects of this study are further 
highlighted as no prior research has been conducted on the practical use of the Agile 
Triangle.  
 
According to Saunders et al. (2012, p. 173), the most important thing when selecting a 
research strategy is to make sure that the research strategy will enable the researcher to 
answer the research question and to fulfil the purpose of the study. There are several 
research strategies to chose among, such as experiment, survey, case study, and 
grounded theory (Saunders et al., 2012, p. 173). In this research, different strategies 
were evaluated, and a case study strategy was selected. Survey is one of the most 
commonly used data collection methods in quantitative research, however survey does 
not allow the researcher to be as interpretive and creative within their analysis as 
qualitative data collection methods such as case studies (Mukhopadhyay & Gupta, 
2014, p. 111). Grounded theory, on the other hand, is a strategy that seeks to describe 
how and why things happen (Corley, 2015, p. 602), which is in line with the intentions 
of this study. However, one of the primary strategies within grounded theory is to 
compare old cases to new cases, finding similarities and differences (Glaser & Strauss, 
2009, cited in Johnson, 2015, p. 263). As the purpose of this thesis was not to compare 
old cases to new ones, this strategy was not optimal. A case study, however, enabled us 
to interpret our findings and explore a research area with few previous case studies. 
 
A case study is described as a research strategy used to investigate a current 
phenomenon within its context and where the boundaries between the phenomenon and 
the context are unclear (Yin, 2014, p. 16). A case study is suitable when the researcher 
wants to accurately explain the nature of the research question posed (Yin, 2012, p. 29). 
Case studies are popular to use in qualitative studies, much due to the potential to 
achieve unique and ground-breaking results (Welch et al., 2011, p. 740). Yin (2012, p. 
31) explains how the researchers need to define the case as well as its boundaries. The 
case in a case study can be an individual person, a group, a community, a decision, an 
organisational change, or a specific event (Yin, 2014, p. 31). For this study, the case 
under investigation was Swedish agile project success, as a phenomenon. A case study 
was an appropriate strategy to use in order to fulfil the purpose of this study. The 
research question of a case study wants to know why or how (Wahyuni, 2012, p. 72; 
Yin, 2012, p. 29). Referring back to the research questions of this study, this aligns with 
our intensions and therefore strengthens the choice of a case study strategy.  

3.6.2 Data Collection Method  
When conducting a qualitative research there are different data collection methods that 
can be used. In this research data was collected in the form of primary data and 
secondary data. Primary data is the collection of new data, while secondary data has 
been collected by someone else for a purpose other than that of the study 
(Krishnaswami & Satyaprasad, 2010, p. 86; Saunders et al., 2009, p. 256). Using at least 
two independent sources of data has been referred to in terms of triangulation (Saunders 
et al., 2012, p. 304). Wahyuni (2012, p. 73) discusses how triangulation provides 
robustness to the research findings as the researcher can cross-check the findings for 
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consistency. Saunders et al. (2012, p. 179) discuss how triangulation is preferred when 
doing a case study; which was the research strategy chosen for this thesis. Interviews is 
a preferred method of collecting data in a qualitative study as it provides the researcher 
with in-depth answers (Frels & Onwuegbuzie, 2013, p. 188) and as this enables the 
researcher to obtain understandings of or insights into the research problem studied 
(Rowley, 2012, p. 261). The primary data of this research was collected through semi-
structured face-to-face interviews and telephone interviews, while the secondary data 
was documentary. 

 
Semi-Structured Interviews 

Interviews facilitate the researcher’s interaction with research participants in order to 
understand the social phenomena studied (Wahyuni, 2012, p. 73). Saunders et al. (2012, 
p. 374) discuss how different interview types differ in the level of formality as they 
serve different purposes. Interviews can be conducted in a structured, semi-structured, 
or unstructured manner (Saunders et al., 2009, p. 320). For this study, semi-structured 
interviews have been decided upon as the researchers consider it to be the most 
appropriate data collection method for this study. Semi-structured interviews have been 
chosen because they enable the constructivist researcher to interact and have a dialogue 
with the research participants, which in turn enables an understanding of the social 
phenomena from the participant’s perspective (Wahyuni, 2012, p. 71). 
 
Semi-structured interviews have been described as a hybrid interview type as they 
position themselves in between structured interviews and in-depth interviews (Wahyuni, 
2012, p. 74). Semi-structured interviews are non-standardised interviews as they may 
vary in terms of the number of questions asked as well as their respective order 
(Saunders et al., 2012, p. 374; Rowley, 2012, p. 262). Rowley (2012, p. 262) discusses 
how researchers develop two to four sub-questions for each of the questions in the 
interview guide. This is also discussed by Wahyuni (2012, p. 74) who explains that the 
researcher uses follow-up questions in case clarifications need to be made in regards to 
certain topics. In other words, the interview follows the interview guide to a certain 
point depending on the interviewee’s answers, and other questions may arise. This 
results in the interview type being structured, as questions important to the research can 
be asked, yet flexible, as there is room to develop an understanding of the responses 
given by the research participants (Gillham, 2005, p. 70).  
 
Drawing from the discussion above, semi-structured interviews appeared to be suitable 
for this study as it aimed to understand Swedish agile project success from a project 
manager perspective. Bryman and Bell (2011, p. 465), argue that collecting data 
through interviews is rather time-consuming, as the data needs to be first transcribed 
and then analysed. However, since this study has taken a constructionist philosophical 
standpoint and aimed to understand Swedish agile project success from a project 
manager perspective, one may argue that face-to-face semi-structured interview are 
preferred. The flexibility of the interview type enabled a deeper understanding of the 
topic, where specific questions were necessary in order to cover aspects of the project 
success criteria models investigated in this study.  
 

Telephone Interviews 
The participants of this study were located throughout Sweden. Interviews were first 
hand held face-to-face, but due to location and time this was not always possible. 
Therefore, several of the participants were interviewed over the telephone. This led to a 
greater concentration from the interviewer as telephone interviews give less indication 
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of the interviewees’ reactions and body language compared to interviews conducted 
face-to-face. Rowley (2012, p. 265) argues that even though interviewer bias may be 
removed in telephone interviews, the richness of the rapport may be lost as well. This 
was of course something that we worked hard to avoid. However, it has been argued 
that the quality of the data gathered by telephone interviews is directly comparable to 
face-to-face interviews (Rogers, 1976, p. 53). When using telephone interviews, any 
misunderstandings that arise can be directly clarified, and people usually talk more than 
they write (Gillham, 2005, p. 102), making it a better alternative compared to, for 
example email interviews. However, the fact that the interviewee cannot see the 
interviewer may be beneficial as they can be more honest and open than in a face-to-
face interview (Rogers, 1976, p. 53). This can be noticed in Table 1, as the telephone 
interviews lasted on average 13 minutes longer than the interviews that were conducted 
face-to-face. All of the telephone interviews were led by one interviewer, whilst the 
other listened and observed, identical to how the face-to-face interviews were 
conducted. 
 

Documentary Secondary Data 
Secondary data has been referred to in terms of both internal publications provided by 
research participants as well as relevant publicly available data (Wahyuni, 2012, p. 73). 
Saunders et al. (2012, p. 307) discuss how secondary data consists of different types, 
including both survey-based and documentary data. Secondary data can be used to 
triangulate other research findings (Saunders et al., 2012, p. 308). In this study, 
documentary secondary data was used.  
 
Documentary secondary data consists of written material, including stakeholder reports, 
correspondence (such as email), minutes of meetings, and notices (Saunders et al., 2012, 
p. 308). Moreover, in order to gain additional insights into processes, documents drawn 
up by the company can be used (Bryman & Bell, 2011, p. 550). In this study, the 
research participants were asked to bring documentation of two completed projects, 
which enabled in-depth discussions on agile project success in a real life context. The 
secondary data aided the researchers in answering the research questions as the 
triangulation enabled the researchers to crosscheck the findings for consistencies. This 
strengthened the robustness of the findings. The reports presented were also very 
detailed, and explained the emotional state of mind of the team members throughout the 
projects. Because of this, the reports aided both when confirming the cost and schedule 
of the projects, as well as aspects that are difficult to quantify.  

3.6.3 Sampling Method 
The results of the study greatly depend on the interviewees, and therefore the sampling 
method used within research is of high importance (Rowley, 2012, p. 264). As it seldom 
is possible to interview all within the group that you wish to research, the population, a 
sample is often drawn (Sachdeva, 2009, p. 144). Within this research purposive 
sampling was used.  
 
Patton (2002, cited in Palinkas et al., 2015, p. 534) argues that purposeful sampling 
often is used within qualitative research. Purposive sampling, a synonym of purposeful 
sampling, refers to the intentional selection of specific cases and interviewees so that 
the researcher will be able to fulfil the purpose and answer the research question to the 
best possible extent (Saunders et al., 2012, p. 287). Saunders et al. (2012, p. 287) also 
argue that the research cannot represent the entire target population through purposive 
sampling, but as this was not the aim of this research, purposive sampling may still be 
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used. There are different forms of purposive sampling, and within this research the form 
of purposive sampling used was homogeneous sampling. 
 
Homogeneous sampling refers to sampling of a specific group where all members 
within the sample are similar (Saunders et al., 2012, p. 288). This could for example be 
done by picking interviewees who has the same job position, as have been done within 
this research. Saunders et al. (2012, p. 288) clarify that by choosing a sample which is 
built up of similar individuals, the research will be more in-depth, and small differences 
will be more visible, which aids greatly in reaching the aim of this research and 
answering the research questions posed. A basic profile of the interviewees is normal to 
provide (Rowley, 2012, p. 264). This profile may contain such elements as job position, 
gender, and experience (Rowley, 2012, p. 264). The profile is a necessity as it indicates 
the level of authority that the interviewee has on the subject, and how relevant their 
input is in order to answer the research question (Rowley, 2012, p. 264). Therefore, the 
first question that the researcher must ask when conducting research is who will be able 
to provide the answers to the research question (Rowley, 2012, p. 264). The profile of 
the interviewees within this research is presented through the selection criteria presented 
below, as well as in Table 1.  

Selection Criteria 
In this research four selection criteria have been used. The first criterion was that all the 
participants shall work or previously have worked as project managers, and the second 
criterion was that the project managers shall work or previously have worked with agile 
projects. These two criteria were basic criteria for the research, and set the foundation of 
this research. Without these criteria, the research questions would be impossible to 
answer, and the purpose would not be met. The third criterion was that the participants 
should be active in Sweden. This criterion was important, as this research was a case 
study of Swedish agile project success. The fourth and final criterion was that the 
participants shall consist of both experienced project managers who have worked on 
projects for more than ten years, and less experienced project managers who have 
worked on projects for less than ten years. This, so that the results would gain from both 
experiences which only years within the discipline gives, and fresh perspectives by 
those who have not yet been influenced by norms. This eliminated a risk of bias due to 
the project managers differing experiences within projects, which could occur if only 
project managers with the same amount of experience would have been interviewed.  
 

Access to Respondents and Possible Errors 
Our sample of project managers was collected through email requests. Project managers 
were found both through connections within the Project Management field, and after 
initial research of company websites and social networks, such as LinkedIn. Websites of 
companies were researched to see if projects occurred within the organisation, and 
emails were sent to project managers of these companies. We were able to contact 
several project managers, and were referred to several other project managers after 
initial contact with a company. In the end 14 project managers were contacted with the 
intent of conducting interviews with them. Out of the 14 project managers four did not 
reply, two did not work within agile projects and one became ill prior to the scheduled 
interview.  
 
The project managers were then informed of the research and asked a series of initial 
pre-interview questions to determine their eligibility for the research at hand. The 
interviewees were asked if they had the ability to schedule a meeting with us, and as 
discussed by Rowley (2012, p. 264), the researchers emphasised that they would visit an 
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agreed location suitable to the interviewee. If the interviewees felt more at ease with a 
telephone interview, or felt that this would be a better option, this was also an option 
presented to them. Within the initial email the project managers were informed of who 
we were, and the nature of the research, as recommended by Rowley (2012, p. 264). 
Rowley (2012, p. 264) also recommend to spark the interest of the potential interviewee 
with a brief explanation of the research at hand, which was done and resulted in 
enthusiastic comments by the project managers. As recommended by Rowley (2012, p. 
264) the initial email also indicated a rough estimate of duration of the interview, as 
well as an assurance of their confidentiality, which increases the quality of the e-mail. 
Finally, in accordance with Rowley’s (2012, p. 264) recommendations, we asked the 
project managers of permission to record the interview, provided the project managers 
with their contact details, and followed up after a couple of days if no response had been 
made.  
 
We understand that the chosen sampling method limited the range and access to the 
entire population, and that this might have led to possible skewed results. Not all project 
managers in Sweden were contacted, however, the research participants were carefully 
chosen in order to create a solid case of Swedish agile project success. Thus, if an 
identical study would be conducted in the future, the research findings may differ 
slightly, yet be comparable to ours.  
 

Access to Documentary Secondary Data and Possible Errors 
The project managers were asked to bring project reports from two chosen projects. We 
are aware that allowing the project managers to choose the projects could result in bias. 
However, if we would have chosen the projects to discuss, the project managers may 
not have possessed sufficient knowledge to discuss the chosen projects in depth, and it 
was therefore important that they chose the projects themselves. As a result, some of the 
project managers were not able to bring any project reports due to their confidentiality 
agreements. Even though this can be seen as a limitation of this study, it was considered 
necessary since asking the project managers to discuss a project without having proper 
insights most likely would have resulted in inaccurate research findings. We collected 
eight reports from the seven interviews. 	

3.6.4 The Interview Guide 
An interview guide was established prior to the interviews, which is a common tool 
used to ensure that certain topics are covered within the semi-structured interviews 
(Bryman & Bell, 2011, p. 467). Bryman and Bell (2011, p. 475) emphasise the 
importance to build a framework with a sufficient amount of questions covering a 
number of themes, so that the interviews will run smoothly, and so that an easy 
connection to the research question and purpose of the thesis will be made. The 
interview guide is built to aid the gathering of a result, which answers the research 
questions (Rowley, 2012, p. 263). The interview guide may not entail the research 
question but need to be constructed so that they encourage a greater discussion around 
the topic at large (Rowley, 2012, p. 263).  
      
After the interview guide was developed, a pilot interview was made. A pilot interview 
is often conducted prior to the interviews in order to make sure that the questions are 
understandable by the interviewee (Rowley, 2012, p. 265). Rowley (2012, p. 265) 
discusses two steps related to the pilot interview. The first is a preliminary pilot, which 
can be conducted with a colleague or a friend in order to make sure that the questions 
make sense (Rowley, 2012, p. 265). The second is a pilot interview, which should be 
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conducted with an individual who fits into the selection criteria of the research sample 
(Rowley, 2012, p. 265). After having conducted both of these steps, Rowley (2012, p. 
265) recommends the researcher to look at the outcome of the study and make any 
necessary changes. The preliminary pilot interview was conducted with fellow students 
once the interview guide had been developed in order to make sure that the questions 
were well structured. The pilot interview took place five days before the interviews 
started, and was conducted with a respondent with extensive project experience. After 
the pilot study the questions were altered to be more general, as it aided a better 
discussion, and the finalised interview guide was set.  
 
Within this research the interview guide was developed based on Figure 5, and the 
models within Figure 5. Those models are the Iron Triangle, the Square Route Model, 
the Four Dimensional Model, and the Agile Triangle. The interview guide can be found 
in Appendix 1 and Appendix 2, where the questions are presented in English in the 
former, and Swedish in the latter, as the interviews were held in Swedish and then 
translated after the transcription occurred.  
 
The interview guide consists of four sections. The first section of the interview guide 
consists of general questions, which aims to establish a foundation of the project 
manager's background and current work. These questions were asked in the beginning 
of the interview so that the interviewee could gain confidence and assurance and feel 
comfortable throughout the interview. In the second section, some questions about the 
interviewees’ perception of success were asked, this to gain a general notion of the 
subject. The final question of the second section constitutes an important question as it 
aims to be a great discussion point within the interview. The project managers were 
asked to state the success criteria important, regardless of what they currently use when 
working on projects, and to explain these criteria further. This greatly aided in 
answering the research questions, as it fostered an in-depth discussion. Within the third 
section, the interviewees were asked to discuss the criteria, if any, found in the Research 
Framework, which they did not mention as important success criteria within the 
previous answer. If the interviewee were to mention all criteria found, this section was 
excluded. The section was included to achieve a comprehensive understanding of the 
view of success criteria by project managers, including why some criteria were deemed 
unimportant. The next section of the interview guide covers the projects that the project 
managers were asked to bring. This section was constructed so that criteria, potentially 
forgotten within prior sections, which the interviewees deemed important, could 
surface. By asking the project managers to discuss project success criteria based on 
already executed projects, beneficial insights additional to those generated through the 
previous sections were obtained. The final section of the interview guide includes a 
discussion about the Agile Triangle. The first question asked was whether or not the 
interviewee was familiar with the Agile Triangle. If the interviewee was not familiar 
with the Agile Triangle, the researchers presented the triangle and its dimensions before 
any discussions could take place. The Agile Triangle was then discussed. The final 
section is included as the research aims to generate an understanding of project 
managers’ perception of the Agile Triangle as a success criterion  
 

3.6.5 Processing and Analysing the Data 
Qualitative research is characterised by non-numerical data (Saunders et al., 2012, p. 
161), meaning that an understanding of the data is derived from words and not numbers 
(Bryman & Bell, 2011, p. 27). Words can have complex and multiple meanings where 
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the researcher is required to be consistent in the process and analysis of the data in order 
to obtain quality (Saunders et al., 2012, p. 546). This process can be very time-
consuming since qualitative research often includes a large amount of data (Gillham, 
2005, p. 123). As mentioned in section 3.6.2, the data collection method consisted of 
collecting data through semi-structured interviews, both over the telephone and face-to-
face. The following section will provide a detailed discussion of the methods used when 
processing and analysing the data gathered. 
 

Processing and Analysing the Primary Data 
The primary data was collected through semi-structured interviews held face-to-face 
and over the telephone with project managers in Sweden. As the native language of all 
research participants and both of the researchers is Swedish, the interviews were held in 
Swedish. This was decided upon since the researchers wanted to enable the participants 
to express themselves fully without any restrictions, which could have been caused by 
conducting the interviews in English. The face-to-face interviews were held in meeting 
rooms and boardrooms arranged by the project managers who participated in the study, 
while the telephone interviews were held over the phone. Overall, all of the interviews 
went very well. The face-to-face interviews were conducted in quiet locations without 
any disturbance, which resulted in very relaxed and deep conversations with the 
research participants. The telephone interviews went very well overall, as the 
interviewees spoke very freely about the topics and the questions asked, and the 
interviewers only experienced minor technical issues, which did not appear to impact 
the interview outcome. The technical issues experienced will be further developed on 
page 56.   
 
Each interview was conducted in a similar manner. In all of the interviews both of the 
researchers participated, where one asked the questions while the other made sure that 
all questions had been answered. The latter was done through active participation were 
the researcher made notes of observations and asked additional questions when 
required. Since the interviews were semi-structured, the interview guide (see Appendix 
1) was used to make sure that all necessary research topics had been covered. The 
flexible nature of the semi-structured interviews resulted in considerable time 
differences between the interviews, as seen in Table 1. Audio recordings were made of 
all interviews and this was done with the permission from each research participant. 
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Interviewee Duration  Years of 
Experience 

Face-to-Face / 
Telephone 

Project Type 

Interviewee 1 44 minutes 20 Face-to-Face Software 

Interviewee 2 42 minutes 9 Face-to-Face Software 

Interviewee 3 44 minutes 10 Face-to-Face Software 

Interviewee 4 42 minutes 4 Face-to-Face Tangible Product 

Interviewee 5 54 minutes 30 Telephone Software / 
Tangible Product 

Interviewee 6 59 minutes 15 Telephone Tangible Product / 
Service  

Interviewee 7 56 minutes 15 Telephone Software 
 

Table	1.	Overview	of	Interviews	

Concerning qualitative research, Wahyuni (2012, p. 75) discusses two important aspects 
to consider when processing the data, namely transcribing the audio recordings and 
cleaning the data. Once the interviews had been conducted the interviews were 
transcribed. When transcribing an interview, the audio recordings are reproduced into a 
written text by recording exactly what the research participant said (Saunders et al., 
2012, p. 550). This was done by carefully listening to the audio recordings and by 
replicating each participant’s exact words, thus making sure that the social phenomena 
investigated were not taken out of context. By transcribing the interviews the researcher 
becomes familiar with the text in terms of key points made by the research participants 
which is beneficial in order to understand the perspectives of the interviewees (Rowley, 
2012, p. 267). The next step involved translating the transcribed interviews to English. 
This step involves careful consideration and caution by the researchers as an inadequate 
translation could result in possible errors in regards to the meaning of the data (Bryman 
& Bell, 2011, p. 488). In order to prevent such errors from occurring, the interviewees 
were asked to approve the translated results followed by implementation of any 
necessary adjustments.  
 
Cleaning the data, on the other hand, involves the eventual removal of information that 
can reveal the research participants or the organisation that they represent (Wahyuni, 
2012, p. 75). In order to commit to the ethical and confidential considerations of 
research, it is therefore important to identify each dataset with a code (Wahyuni, 2012, 
p. 75). In this research each research participant has been referred to as an interviewee 
with an assigned number (see Table 1). Researchers often end up with a large amount of 
data, of which all cannot be analysed (Stake, 1995, p. 84). According to Chenail and 
Chenail (2011, p. 278), any data which is not relevant in order to answer the research 
question(s) should be removed from the data presentation as it will confuse the reader. 
In line with this, we have only presented the data, which was considered beneficial in 
regards to answering the research questions posed and in order to fulfil the purpose of 
this study.  
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One way to process the data is through thematic analysis. Rowley (2012, p. 268) 
discusses how the thematic analysis incorporates four key components, namely 
organising the data set; getting acquainted with the data; classifying, coding, and 
interpreting the data; and presenting and writing up the data. The first, component, 
organising the data set, is to reorganise the text so that all data that relates to one 
question is kept together (Rowley, 2012, p. 268). Similarly, Wahyuni (2012, pp. 75-76) 
discusses how the researcher should break up the transcribed interviews into smaller 
segments and then logically recombine them by using the research questions and 
purpose as a guide. The second component, getting acquainted with the data, involves 
thoroughly reading through the data set in order to become familiar with the content and 
to prepare for the next step (Rowley, 2012, p. 268). The next component is to classify, 
code, and interpret the data (Rowley, 2012, p. 268). Rowley (2012, p. 268) discusses 
how this component provides the data with structure that will serve as a basis for the 
analysis of the research. The data is classified into themes that are either based on the 
interview questions and/or prior theory, or emerge from the data set (Rowley, 2012, p. 
268). As a vast amount of categories may emerge in this process, the researcher may be 
required to read through the transcripts as well as the identified segments and categories 
repeatedly in order to possibly merge potential overlaps (Thomas, 2006, p. 242). By 
reducing the findings into themes the researcher will be able to make sense of the 
findings (Attride-Stirling, 2001, p. 402). Once themes have been decided upon, the 
themes should be given a code that should be assigned to the text covering similar 
themes throughout all data gathered (Rowley, 2012, p. 269). This process has been 
referred to in terms of coding (Thomas, 2006, p. 241) as the researcher assigns each 
topic within each data category with a unique code (Wahyuni, 2012, p. 76). The final 
step in the third component is to interpret the data (Rowley, 2012, p. 269). Rowley 
(2012, p. 269) explains how qualitative researchers, as they intend to make sense of the 
data, are involved in interpretation. Therefore, Rowley (2012, p. 269) recommends the 
qualitative researcher to be cautious and reflect on assumptions and possible bias that 
may be caused by these. The fourth and final component is presenting and writing up 
the data (Rowley, 2012, p. 269). Interview findings are generally presented in sections 
reflecting the themes that were found in the previous component and must align with 
the research question and research objectives (Rowley, 2012, p. 296). Within the 
findings, interviewee quotes may be moderately used in connection to the text presented 
(Rowley, 2012, p. 296). 
 
Within this research, the Research Framework, displayed in Figure 5, has been used as a 
guide to divide the smaller segments found in the transcribed interviews into 
overarching topics. Since the Research Framework has a clear connection to the purpose 
and research questions stated in this thesis, it has aided us in answering the research 
questions posed and to fulfil the purpose of this study. Further, as the Research 
Framework also has been based on prior theory, it is, according to the suggestions made 
by Rowley (2012, p. 268), appropriate to use as a guide when creating appropriate 
themes. As this research aimed to understand the case of Swedish agile project success 
from a project manager perspective, the researchers have been cautious as other themes 
other than the categories created in the Research Framework may be of importance.  
 

Analysing the Secondary Data 
The secondary data was provided by the research participants and consisted of 
documentation on previously executed projects. As earlier discussed, eight reports were 
collected from, and discussed by, the research participants during the interviews. As the 
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project managers chose the projects, there was a potential for bias. This bias was 
reduced as we were very cautious when cross-checking the findings of the interviews 
with what was stated in the reports. Fade (2003, p. 141) argues that triangulation can 
increase the credibility of the research. As no inconsistencies were found when 
comparing the two different sources, this increased the credibility of the research 
findings, which was in line with our intentions when including the documentary 
secondary data. However, it was found that some discussion points within the 
interviews were difficult to find within the reports. This illustrates some shortcomings 
in regards to the triangulation yet emphasises that an in depth conversation was made by 
the research participants who highlighted aspects beyond the project reports.  
 

3.7 Summarising Table of Methodological Choices 
To provide the reader with an overview of the methodological choices discussed in 
section 3.1 to 3.6.3 of this study, a summarising table has been created. The 
methodological choices have been presented in Table 2. 
 

Ontology Constructionism 

Epistemology Interpretivism 

Research Approach Inductive 

Research Strategy Qualitative 
Exploratory 
Case study 

Data Collection Method Semi-structured face-to-face interviews 
Semi-structured telephone interviews 
Documentary secondary data 

Sampling Method Homogeneous purposeful sampling 

 
Table	2.	Summarising	Table	of	Methodological	Choices	

	

3.8 Ethical Considerations 
It is important to take ethical issues into consideration throughout the research, so that 
the participants of the research suffer no harm (Bryman & Bell, 2011, p. 128; Saunders 
et al., 2012, p. 230). Saunders et al. (2012, p. 231) argue that researchers can ensure 
respect towards the interviewees by confirming consent and assuring their 
privacy.  Diener and Crandall (1978, cited in Bryman & Bell, 2011, p. 128) took it a 
step further and pooled ethical concerns into four overarching ethical issues; lack of 
informed consent, harm to the participants, invasion of privacy, as well as deception.  
 
The first possible ethical issue which one wishes to avoid is lack of informed consent. 
The possible interviewees shall know enough information about the research at hand 
before they participate, in order to make a well-grounded decision (Diener & Crandall, 
1978, p. 34). This can be avoided by providing the research participants with 
information about the research topic chosen as well as the aim of the research, and by 
informing the participant that the study is voluntary and that this does not change even 
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after the study has been initiated (Diener & Crandall, 1978, p. 34). The second ethical 
issue that shall be avoided is harm to the participants. Diener and Crandall (1978, p. 17) 
explain that harm may entail anything from damaging the participants’ self-esteem to 
causing physical and psychological pain. The researchers wish that the interviewees are 
truthful, and therefore have to ensure their safety. Therefore confidentiality and 
anonymity is paramount. Wahyuni (2012, p. 75) argues that all information collected 
within the research shall be stored correctly, either in physical form locked away, or 
electronically on a computer that requires a password in order to be opened. It is also 
important to code the information gathered from the beginning, by for example writing 
“Interviewee 1” instead of “John Johnson”, as the name and company of the interviewee 
does not matter much to the analysis of the results, and as the research may be reviewed 
by a peer at a later stage of the analysis (Wahyuni, 2012, p. 75), this is done to ensure 
the confidentiality of the interviewee once more. 
 
The third ethical issue that researchers shall avoid is invasion of privacy. Diener and 
Crandall (1978, p. 54) clarify that the researcher has to respect personal information that 
the interviewee may share, even though they did not intend to do so. Violating the 
privacy of participants is an easy mistake to make for a social scientist, and something 
that needs to be considered when designing the study (Diener & Crandall, 1978, p. 
54).  The fourth and final ethical issue that the researcher has to avoid is deception. 
Deception can be connected to all of the issues mentioned above. Deception can for 
example mean that the researchers tell the interviewees that their research entail one 
thing, whilst it truthfully entails another thing altogether (Diener & Crandall, 1978, p. 
73). This is unethical as the participant may regret what they have participated in, 
relating to the second ethical issue: harm to the participant, and which ultimately means 
that the interviewee has not given consent to be a part of the research, relating to the 
first ethical issue: lack of informed consent (Diener & Crandall, 1978, p. 88).   
 
Within this research all of the ethical issues presented above have been considered 
throughout. Participation within the research has been voluntary, and the interviewees 
have had the option to stop the interview or not answer any questions at any time. The 
participants have received a record of the interview questions days prior to the 
interview. At the start of the interview the participant was informed of their 
confidentiality, and they were also informed that the final thesis will be published. 
Throughout the interviews, the researchers have been careful not to lead the discussions 
within the interviews in any way, to avoid misrepresentation of the interviewees. To 
ensure the privacy and confidentiality of the interviewees, all participants were made 
anonymous within the study, and no information concerning other participants were 
given. The interviewee was also sent the completed results of their interview for 
approval, so that no misinterpretation had occurred during the transcribing or translation 
period, and any changes were amended, to further avoid deception.  
 

3.9 Source Criticism  
It is important to be critical to the sources used within research to ensure credibility, and 
a greater understanding, of the results given. As visible in the Theoretical Frame of 
Reference the research at hand is based upon sources consisting of journals, articles, and 
books. The methodological chapter is based upon both books and journals, with a 
greater emphasis on journals than books. As explained within section 3.4, pre-
understandings exist in the form of Project Management courses taken. However, few 
pre-understandings existed in terms of success criteria of Project Management, and 



	

	40	

more directly of APM. Therefore, an extensive database search, using both EBSCO 
(Business Source Premier) and Google Scholar, was done to gain a better 
understanding. 
 
One of the most useful ways to assess the knowledge within a field is to review research 
that has been published in peer-reviewed journals (Williams & Plouffe, 2007, p. 408). 
Williams and Plouffe (2007, p. 408) discuss how this approach may be beneficial to the 
researcher as previous developments within the field as well as direction for future 
studies may be found. The appropriateness of reviewing peer reviewed articles is further 
discussed by Bryman and Bell (2011, p. 32) who claim that peer reviewed articles 
indicate great credibility, as it has been extensively critically examined by very 
knowledgeable researchers within the field. In this study, we searched databases using 
keywords such as agile project management, success, success criteria, iron triangle and 
agile triangle when searching for information. When using EBSCO, only academic 
articles that are peer-reviewed were searched for, however when using Google Scholar 
this search option did not exist. Therefore, these journals were more closely scrutinised 
through a greater examination of the journals that published the articles, and how many 
times the article had been cited in other research.  
 
Within the articles found, further references were discovered. This lead to an increased 
knowledge base and a greater amount of relevant articles. The original texts from these 
references were, to our best efforts, found and read, so that the risk of misinterpretations 
would be minimal. In other words, the original source was used to the best possible 
extent. Many of the theories and models found have been discussed in several academic 
journals, which increased the validity and credibility of this research. The Agile 
Triangle has however not been extensively discussed in the academic world, but was 
written by Highsmith, one of the co-authors of the Agile Manifesto. We could therefore 
conclude that the use of Highsmith’s book as the main reference to the section on Agile 
Triangle within the Theoretical Frame of Reference was valid.  
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4. RESULTS  
 
In this chapter the empirical findings are presented. The interviews will be presented 
individually in a logical and structured manner; following the structure of the interview 
guide and the Research Framework, see Figure 5. Only relevant information obtained 
from the interviews with a connection to the research questions and purpose will be 
presented.  
 
 

4.1 INTERVIEW I 
We met our first interviewee on a quiet Thursday afternoon at the company which she 
works for. After a tour of the premises and introduction to her team we sat down in a 
quiet conference room. The interview lasted for 44 minutes, had no interruptions to it, 
and the interviewee was excited to answer all of our questions. The interviewee has 
worked for the company for over 20 years, and almost exclusively worked within 
projects. She has worked with projects of all kind, ranging from traditional waterfall 
projects to agile projects, and stated that she has worked with agile projects since 2005. 
Working with an agile mind-set was something which they were quite early to adopt, 
and was started within the small team which she worked upon and has now grown in 
popularity throughout the organisation. However, nowadays she does not work with 
projects anymore but adopt something which they have named ”delivery teams”. The 
difference between a project and working within a delivery team is that a project 
ultimately hands over the project to another team, whilst the delivery team also manages 
the project post-implementation. The systems that are developed by Interviewee 1 and 
her team are developed for long usage and a disadvantage of working within projects is 
therefore that the end-product or system gets dumped on somebody else. Therefore, the 
delivery teams were adopted where not only the project is undertaken but also the end-
product is managed. 
 
The ways that the team works are still cornerstones of the agile mind-set, and if having 
to choose the interviewee would always choose to work with agile projects compared to 
traditional projects. 
“I could never even consider working with waterfall projects today” 

The interviewee is currently working for a project, and has two management orders, 
finished projects that they now manage post-implementation, running simultaneously. 
She states that there always is a question of priority when working for several projects 
and orders simultaneously, but clarifies that it is the project’s responsibility to stick to 
their schedule, and not her team’s. The burden of finishing within the pre-set timeframe 
is no longer on her team. It is a complicated matter, and laughing she adds that only 
time will tell if it is a good way of working or not. 
 

Success 
When asked about the success of projects the interviewee first stated that the traditional 
way of evaluating success is the classics with schedule, cost and scope. However, she 
does not agree with these tools, and argues that the benefit to the customer is the most 
important success criteria. What one delivers to the customer, and how useful this is to 
them is therefore of great importance, and does not always have to be the same as what 
was said from the beginning. When asked if there are any differences in how one 
evaluates success between agile and traditional projects the answer was no, but that the 
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interviewee wishes that there would be a better focus on the benefit for the customer. 
She explained that the organisation that she works for is not there quite yet. 
“The entire concept of working with an agile mind-set is that you will discover things 
during the course of the project and that you may change direction and you may change 
what you want to accomplish. To have a concept of evaluating the project in terms of 
what was established at the start of the project is therefore very unfair” 
 
Another important aspect of an agile mind-set is the overall wellness of the team. The 
interviewee explained that there can be a great difference when comparing traditional 
project teams and agile project teams. Within one of her previous projects, which ran 
alongside a traditional project, the wellness within the two teams was very different. 

“It is all about viewing development as something that does not give you a stomach-
ache all the time” 

A work culture that has a sustainable pace, as the interviewee puts it, is very important. 
Where you know what the team can deliver and work with their abilities to know what 
they can manage in the close future. This is something that she finds is very distinctive 
between TPM and APM. The interviewee clarified that she cannot say that the projects 
that she has taken part in have been unsuccessful, even though they did not deliver what 
was originally decided upon. With a smile she stated that delivering towards what was 
originally decided upon, that would be the true failure. Elaborating further on this the 
interviewee explained that as anything may change not adjusting to the changes during 
the course of the project would be a failure. She concluded that a project that was 
terminated before it was completed can still be a successful project, as the team realised 
that the project was no longer fruitful. 
 

Project Success Criteria 
The interviewee was quick to explain that schedule, cost, and goals initially put up are 
what are used traditionally when evaluating the success of a project. However, she 
emphasised heavily the belief that this only works if the project has a three month 
deadline maximum. When working with longer projects however she believes that one 
cannot plan too much, as anything may change. 
“There are many things under the surface in longer running projects that you cannot 
predict from the start, so all that you can do in the beginning is a very rough estimate of 
how long the project is going to last” 
 
Recently a debate occurred about one of the projects that the interviewee was involved 
in. The debate was about the fact that both the originally set schedule and cost was 
deterred from. Interviewee 1 explained that they did in fact not stick to the originally 
decided upon schedule and cost, but that they did adhere to the latest decided schedule 
and cost for the project. She is therefore very critical to using the original constraints 
set, as not many long projects are able to deliver against those constraints. The 
interviewee is not afraid to criticise the dependency on constraints such as schedule, 
cost, and scope, arguing that these criteria are out-dated. 
 
The interviewee clarified that even though traditional projects strive to deliver benefits 
to the customer, the agile mind-set is to deliver benefits to the customer as soon as 
possible. She stated that it is better to deliver parts of a system little by little in order to 
receive quick feedback from the customer, and that this is a very different mind-set 
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compared to when working in traditional projects. As mentioned previously, customer 
benefits is the main focus of APM according to the interviewee, and she told us that she 
recently has come to the conclusion that the whole idea of a project, where you limit an 
assignment in terms of time and cost, is an obstacle for flexibility and delivering benefit 
quickly to the customer. 

“The benefit to the customer is what we have to have as a lodestar in everything that we 
do, we cannot just sit and do anything that we find amusing, it has to bring benefit to 
the customer” 
The interviewee explained that she does not often deal with clients outside of the 
organisation, and therefore customer retention rates are difficult to establish. Customer 
retention rate is something that she believes differs in importance depending on the 
company, but that it for some must be an important criterion for success. The 
interviewee also explained that she and her team works exclusively with service side 
development and seldom deal with end-users, as many end-users are other software 
systems, therefore the benefit that the user of other software, her projects’ end-user, is 
important instead and she often do not separate customers and end-users. 
 
One of the cornerstones of the agile mind-set that appeal to the interviewee is the focus 
on quality. The focus on quality is the most important cornerstone of the agile mind-set, 
and a great emphasis is put on it. A prerequisite for delivering benefit to the customer 
quickly is that the system is easy to alter and that all tests that you run are automatic. 
Testing continuously and having an end-product that is built with quality makes it easy 
to alter if needed and is a big part of the agile way of working. 
“There is an enormous focus on quality that I have not seen previously” 

 
Flexibility is also an important aspect of working with agile projects, and something 
that goes hand in hand with quality. The interviewee stated that APM is vital as it 
understands change, and welcomes it. 

“The one thing that we know for sure is that everything is going to change, and instead 
of working against this you have a way of working that welcomes change” 

She concluded that when working with an agile mind-set you realise that change is a 
part of everyday life and that you instead adapt your ways of working so that you can 
deal with changes that occur. 
 
Before a project can be implemented a business case needs to be created with a clear 
scope, schedule, and cost. Interviewee 1 explained that the benefits for the organisation 
needs to be argued for clearly, by presenting either a benefit that the project will give 
the organisation, or a risk that the project will be eliminating. She explained that the 
organisation is quite bad at following up on the business benefits after the project 
completion, however within the team they try and follow up on this as much as 
possible. The team strives to always improve their work processes, which is also closely 
tied to the agile way of working. Within their organisation they have created a goal; 
delivering more output compared to the money spent, a goal that means more focus on 
efficiency and becoming more automatised. 
 

Agile Triangle 
The interviewee is asked to look at the Agile Triangle, and explain thoughts and 
feelings surrounding it. Her one concern is the difficulties involved in measuring 
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quality, and explained that quality is something that may differ depending on culture. 
As earlier explained, Interviewee 1 perceives quality to be a prerequisite when working 
within an agile project as the focus is very much on quality. 

“You cannot do quick releases if you don’t work with a quality mind-set, it is all 
connected so intensely to the way you work when working agilely” 
 

4.2 INTERVIEW II 
We met our second interviewee for an hour after lunch at his office, and the interview 
itself took 42 minutes. We were able to sit in a private meeting room and suffered no 
disturbances, even though people started returning back to work. The interviewee, who 
has worked with projects since the end of 2005, explained that he mostly works within 
agile projects, and that the traditional projects have agile elements to them. He 
developed this by explaining that one of his latest projects, a large traditional 
programme, had several smaller agile projects working within it, which aided the large 
programme greatly in the end as they could take power from the smaller projects and 
add to where the waterfall approach was struggling. 
 
Combining agile projects and traditional projects are not uncomplicated. Whilst agile 
projects can be independent, traditional projects need to rely on others, and throughout 
traditional projects are more difficult to have an efficient flow in. The interviewee 
further explained that he believes the agile way of working is a happier way of working. 
Agile projects yield higher efficiency and create a happier workforce. 

“It’s not weird really if you think about it, one of the pillars of an agile way of working 
is to give more responsibility to the team, motivate them, no adult likes to hear ‘you 
should do this’ they want to be a part of the change” 
 
The interviewee argued that within an agile project there is trust in each other, and that 
it is good that the employee who has the expertise within a certain area is able to 
influence the project process. 

“I am convinced that agile projects is something to prefer” 
The interviewee goes on to explain about the projects that he most recently has worked 
on, projects that last well over three years. The interviewee has been a part of several 
projects during start up, to eventually leave and work on other projects demanding his 
expertise. He concludes however that all of his projects have been larger projects that he 
has worked on for several years. 

Success 
When asked about the success of a project the interviewee explained that success to him 
is if you have completed the project and reached what was agreed upon. The agreement 
is often set beforehand and usually consist of time, cost, and whom should be apart of 
the project. A project is successful if all parties still are in agreement after the project is 
completed, and if all requirements have been met. The interviewee also explained that it 
is important that all those who have taken part in the project feel a pride and joy of what 
they have accomplished. 
 
Currently when evaluating success at the interviewee’s company they look at the 
predetermined objectives of the project. The interviewee explained that when working 
within agile projects there are more soft criteria that should be used as well, as you aim 
to deliver a testable and useful end-product to the client as soon as possible. Often agile 
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project teams deliver an end-product to the client before it is finished so that they are 
able to test it themselves and provide the team with valuable feedback. This is 
something that he finds vital for APM. 

“You can embrace quite a lot from the agile way of working without really achieving 
what is a core element to APM; delivering something useful to the client” 
 
When elaborating on what he thinks should be the focus when evaluating success of a 
project the interviewee said that the output of the project is most important. To deliver 
continuously is important, where there are few surprises at the end of a project. 
However, the interviewee argued that this does not prevent you from evaluating a 
project by using the traditional criteria; schedule, cost, and scope. Communication with 
and between all stakeholders of the project is therefore important according to the 
interviewee, where everyone knows the focus and goals both long-term and short-term. 
When asked about the differences between APM and TPM in regards to success and 
how one evaluates it, the interviewee states that a large difference is the fact that agile 
project teams are able to celebrate wins, when achieving results, more often than 
traditional project teams, as they often work in sprints of a couple of weeks. The results 
are more easily visible throughout the project within APM. 
 

Project Success Criteria 
The interviewee explained that constraints, to him, are the standard ingredients of a 
project. The interviewee also explained that within his organisation constraints are most 
often used to evaluate success. The agreement, stated in the project plan, is the promise 
that we as a project team give the client, he further explains. The interviewee specified, 
explaining that the project plan contains a delivery time and a cost for the entire project 
based on the scope given by the client. He further elaborated and explained that they 
always try to establish which of the three is of highest priority by the client, building the 
focus of the project. 

“Schedule, cost, and scope; that is what you discuss throughout the project” 
 
When discussing if any of the three constraints are more often prioritised than others the 
interviewee stated that time often is a major concern, even though time is the most 
difficult to estimate. 

“I think that it lies within human nature to consider time more often, of course costs are 
important too, but everything revolves around time” 
 
The interviewee discussed the usage of customer retention rates as a success criteria, 
and explained that even though he can see that others may be able to use customer 
retention rates as a success criteria, for him it seems quite unnecessary. Within most 
projects that he works for, the client has no choice but to use the system that his team 
develops. The interviewee instead stated that good cooperation and communication is 
important to him, as the systems that his team works on are interdependent with other 
systems. 
 
The interviewee stated that quality is something that permeates APM, and that the first 
step is to build your tests. Priority number one is to establish what needs to be tested, 
and then you may start building your software. The quality aspect is important, and is 
especially visible in post-implementation phase as much work can entail putting out 
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fires within systems where quality has not been a focus. The interviewee also argued 
that there cannot be a high level of innovation within the organisation if the quality is 
low. 

“If you want to keep innovation as a driving force, quality is something that you need to 
focus on. You need to build with quality from the get go, in order to avoid a massive 
hangover later” 
If the system is not easily adaptable, which a low quality system will not be, the 
strength that is needed to adapt it over time will be excruciating and most often the 
system needs to be shut down. In a competitive market this often results in decreased 
market share, or a complete loss in market share. When asked how important the overall 
business benefits are to a company the interviewee explained that aspects such as 
income and improved internal processes are vital for a project to even be launched.  
 

Agile Triangle 
The interviewee’s first notion on the Agile Triangle is how Highsmith has placed 
Quality and Value. The interviewee feels as if he has divided up results, which 
sometimes is referred to as scope, and placed this on the two other corners. It is the 
interviewee’s belief that both Value and Quality can be apart of results, and that 
Highsmith has merely expanded the Iron Triangle further. The interviewee continued, 
stating that he believes this way of thinking is very smart. 

“If you have a focus on cutting costs, more often than not, it will lead to greater costs in 
other remarks, if you instead focus on the value and benefit you will probably ultimately 
earn more money” 
The interviewee continued by explaining that he believes it is really important to 
highlight these alternative methods of thinking, as he believes all will benefit from it. 
 

4.3 INTERVIEW III 
We met our third interviewee on a busy Monday morning. We had the ability to sit 
down in a quiet meeting room, and suffered no interruptions throughout the interview, 
which lasted for 44 minutes. The interviewee, who up until recently worked as a project 
manager, currently works as a product owner. He has worked within projects for about 
10 years, starting with what he called business focused projects, but gradually worked 
more and more within IT. In general, the interviewee stated that he has worked the 
majority of his career within IT projects. The Interviewee has worked within APM for 
the last 8 years, but clarifies that one does not immediately start working agilely; it is 
something that develops over time. 
 
The interviewee further explained the difficulties of working with agile projects within 
his organisation, as the organisation as a whole still views projects from a traditional 
point of view. 
“Many of the IT projects have been run agilely under the surface, which places the 
project manager in a tough position. You are expected to deliver from a traditional 
project standpoint, but also expected to run the project agilely” 
 
The interviewee explained that some within the organisation believe that a traditional 
project standpoint is fully compatible with APM, whereas others argue that it needs a 
lot of work. When asked the question whether he still prefers to work with agile projects 
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compared to traditional projects, he answers with a smile and says that he without a 
doubt prefers APM. 
“I feel that they [Agile projects] result in better quality and deliver the benefits you 
really want in a world where things change much faster than they used to” 
 
Normally, the interviewee’s projects last for about 2-3 years, stating that not one is 
finished before the one year mark. This is something that Interviewee 3 wishes to move 
away from, preferring shorter projects with a greater focus on delivering benefit to the 
client and organisation. 

Success 
When asked what he believes a successful project is, the interviewee clarified what he 
discussed above. To him, a successful project is simply a project that delivers the 
benefits the customer wants. He further explained that this benefit does not need to 
entail everything that was stated prior to the start of the project, emphasising the 
importance of adjusting to change. Another thing that he believes is important is that 
you have delivered the project that benefits the customer in a sustainable manner. The 
interviewee clarified that he believes it is extremely important to be sustainable in 
regards to your employees. 

“People should not go home and be on sick leave for two months after a project, which 
is important” 

The interviewee explained that this is not an uncommon occurrence. When asked about 
the current evaluations of success within the organisation, the interviewee said that there 
was work going on, but in his regard: something could be developed better. He feels as 
if the focus is not on the right criteria, but more so on what the organisation believes is 
quantifiable. The criteria which they measure may have very little to do with the 
objectives of the project, something which he wishes they would work with more. The 
interviewee does not feel the need to differentiate how one measures agile project 
success in regards to traditional projects, as both project methods have goals and 
therefore both methods could be measured by using the same success criteria. Another 
aspect that the interviewee feels too little focus has been put on is the project team. It is 
important that all employees feel good after a project, and that all employees still wish 
to work within a project team. 
 

Project Success Criteria 
When asked about the traditional success criteria, constraints, the interviewee first 
explained that he almost forgot about them. He continued to say that this is a major 
focus within TPM, and that change is something that is viewed as evil. The interviewee 
further elaborated and explained that this is why he is particularly fond of APM; change 
is viewed in a positive light. He does not find schedule as something crucial. Costs 
however may be crucial. For him it is far more important to discover if the project is on 
the right track or not, than the constraints. 

“To view the original schedule and cost in this way is crazy, one should instead focus 
on delivering the benefit which one wants to achieve” 

One could perhaps notice that for the project to deliver the desired benefit, a much 
higher cost than what is able, is needed. The interviewee argued that if the Return on 
Investment is not enough, then he wishes the project to be eliminated all together 
instead of continued. 
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When asked about the value, such as the customer benefit, the interviewee explained 
that he finds value difficult to appraise compared to costs. Customer benefits may vary 
much more, and the interviewee does not understand the great focus on evaluating costs. 
Costs, according to him, are bound to fluctuate under the duration of the project. 
Interviewee 3 therefore argues that the focus that all project managers and organisations 
should have is to extract as much benefits as possible within the cost constraints. 
 
The interviewee further explained that one of the largest benefits of an agile way of 
working is that everything that is done, is done with quality in mind. Compared to 
traditional projects, where it is easy to cut corners and build with lower quality. One 
great provider of quality is the automated tests, he further explained, which aids in being 
flexible. 

“Many who have no idea about agile project management believe that it is the Wild 
West, but agile project teams are some of the most disciplined people I have ever 
encountered as they focus on quality and teamwork” 
 
The interviewee explained that he also finds business benefits of high importance, and 
something that he wishes that organisations focused more upon. He finds it extremely 
important that the organisation communicates the objectives of projects, so that the 
team truly knows the organizational benefits of the projects that they do. The 
interviewee believes that this will strengthen the morale of the team and enable better 
quality projects, as people know what to strive for and why. The interviewee explained 
that he could stop working within projects completely if other structures were in place 
and a strong business culture that was focused on the business benefits existed. Another 
aspect which Interviewee 3 discussed is the importance of the employees and that they 
are not overworked. This indirectly affects the total business, and will lead to 
decreasing quality in future deliveries. If you instead have projects staffed with people 
who enjoy what they do and develop more and more this results in increased business 
opportunities, and higher staff retention rates he argues. 
 

Agile Triangle  
The interviewee is a bit puzzled by the Agile Triangle and bluntly said that he does not 
know how they would apply it. He argued that within the Iron Triangle, the different 
dimensions are quantifiable, and easily applied. He continued to discuss the use of the 
word constraints when referring to schedule and cost, and concluded that it is a good 
term for the two dimensions, as they do constrain projects. However, the interviewee 
also found it difficult to see the relationships between the dimensions, something that is 
easy to see within the Iron Triangle. The interviewee understands the different 
dimensions, and argues for its importance within agile projects, as quality is something 
that cannot be renegotiated, but does not see the connection that it would have to value. 
 

4.4 INTERVIEW IV 
The fourth interviewee sat down with us on a busy Wednesday morning. The 
interviewee gave us a short tour of the premises, then we sat down in a quiet meeting 
room. The recorded interview lasted for 42 minutes. The interviewee has worked as a 
project manager for almost 5 years when he was a consultant, but now works as a 
business developer. The interviewee explained that he worked in projects producing 
tangible products, and can tell us very little of the projects themselves, due to 
confidentiality agreements with the companies worked for. The projects entailed both 
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technical aspects such as development of mechanics, electronics and software, as well 
as soft aspects such as branding. 
 
When asked how much he worked within agile projects the interviewee laughed and 
stated that it depended greatly on the organisational culture within the company he 
worked for. Many worked with what he perceived as old-fashioned methods, where 
they solely worked within traditional projects, whilst others were on the forefront of 
development and worked greatly with agile projects. He also clarified that he prefers 
working with agile projects, but only if all stakeholders have an agile mind-set. The 
interviewee explained that it is very difficult to work with people who resist change. 

“It is very difficult to work if you have some people within the project that does not 
understand the value of responding to change, and view change as something negative” 
 
The interviewee further explained that the length of his projects have altered greatly 
depending on the size of the project. Sometimes his project has entailed constructing an 
entire product; other times a part of a product. However, he added, in general his 
projects ranged from one year in length to one and a half years. 
 

Success 
When asked about success within projects, the interviewee explained that from a project 
management perspective a project is always successful if you stay within the 
predetermined schedule, cost and most of all, scope. If one reaches these goals, a project 
is considered successful. The interviewee further explained that the goals, the objectives 
first set, are vital. However, often the objectives set are difficult to pinpoint, or in his 
own words fuzzy. Humbleness is an issue according to the interviewee, or rather; the 
lack thereof. Even though project teams know that the objectives are unclear they often 
continue with the project.   
 
The interviewee argued that from a project perspective the project is successful when it 
is efficient, when schedule, cost, and scope constraints are not exceeded. However, the 
project may not be efficient as the product may not work properly, or not in the way in 
which it was intended. According to the interviewee, when this occurs the project is 
most often blamed, even though it is not the projects fault. The interviewee instead 
argued that the client is at fault, as they could not be more precise in stating their needs 
from the start. The interviewee also argued that it is important that the project team is 
content and that they always strive for improvement. The project in itself may not be 
successful, but the team may have learned invaluable skills and techniques, which the 
interviewee found important to acknowledge. 
 
He argues that many find a false sense of security in regards to the objectives of the 
project, and that many ignore signs of failure and may be more prone to delivering 
something that the customer does not need nor want, instead of swaying from the 
original project plan. Laughingly he adds that he has felt more than once that others 
hinder development and success. 
 

Project Success Criteria 
One of the most common criteria of success, the interviewee argues, is schedule, cost 
and scope. When asked about value such as customer retention rates, end-user 
satisfaction and customer satisfaction the interviewee explained that these are all critical 
criteria. He further explained that there are many successful projects that ultimately 
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cannot be considered successful as there is no demand for the results. He explained that 
the project may be successful in regards to cost or schedule, but that it is not fully 
successful as nobody will want to use the results. When asked if a project could still be 
successful if the other way around happened the interviewee laughed. Of course, he 
said, if you have three happy customers using an app you created with the development 
cost of 500 million SEK, then it may not be successful, it is all about the return on 
investment. 
 
One thing that the interviewee would find beneficial to use as a success criterion would 
therefore be to measure product ownership activity. By measuring how often the project 
team, including product management, responds to change, one would be able to 
highlight adaptability and flexibility as something positive and rewarding. 

“Change as something negative is a very old mind-set” 
 
The interviewee finds quality of the result of an agile project, to be very important, but 
also discussed that a short calculated lifetime can be a deliberate strategy, specifically 
when producing a tangible product. Many products today have lower quality than their 
equivalents from earlier years, such as cars, or cell phones. However, the interviewee 
argued that this is a deliberate strategy as a product with too good quality could be a 
catastrophe today would be a catastrophe for the organisation. The estimated sales, as 
well as estimated repairs are all income accounted for in the development stage. 
Therefore, quality is an important tool, the interviewee argued. 
 
When asked about the importance of overall business benefits for the project the 
interviewee explained that he finds it extremely important that the client communicates 
the benefits that the project will generate to the company. 
“If you have an active client, then I feel it is their responsibility to explain what the 
project contributes to” 
 
The interviewee further explained that he feels that this is something that needs to be 
very clear when communicating with stakeholder and others surrounding the project. 
Something that he feels that not many are good at. 

“I believe there are many who work within projects that really have no clue what the 
result of the project is intended for, well perhaps they know what it is about, but they 
may not know what the business benefits are in the end” 
 
The interviewee explained that he believes communicating the business benefits of a 
project to be a great motivation for the project team. All people are different, he argued, 
and stated that he is very motivated by the demand, whilst others are not. Aiding this 
motivation is therefore very important to him. 
 

Agile Triangle 
When asked about the Agile Triangle the interviewee argued that value and quality may 
be tightly connected to each other. Further the interviewee liked that Highsmith placed 
the dimensions of the Iron Triangle within one corner of the triangle and named it 
constraints. The interviewee argued that it is important to remember that all projects 
have constraints, for example laws and regulations, and that these might alter the project 
tremendously. The interviewee further argued, however, that it would be important to 
include all stakeholders, and focus more on communication. 
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4.5 INTERVIEW V 
Our conversation with interviewee five was over the telephone on a Thursday morning. 
The telephone interview lasted for 54 minutes and took place in quiet locations on both 
end, without any disturbances. The connection worked perfectly throughout the 
interview and the quality of the audio recording was good. The fifth interviewee is the 
most experienced project manager and has worked with both traditional and agile 
projects for more than 30 years. The interviewee has occasionally worked as a test 
manager and in line roles as a sales director and a finance director where, even though 
not being the project manager himself, he was still running projects within the 
organisation. 
 
The projects in which the fifth interviewee has worked have varied greatly and last on 
average one and a half to two years. Mostly, the focus of these projects has been on the 
development and implementation of IT systems mainly for administrative applications, 
even though some projects have been related to neither IT nor finance. During the last 
five years the interviewee has mostly worked on IT projects using APM methodologies. 
Interviewee 5 explained how work normally is executed in shorter sprints in order to 
continuously set and develop requirements. 
 
Interviewee 5 explained how the traditional project management method called 
waterfall was used when he first started working with projects. However, even though 
waterfall methods were used at the time, the method was seldom purist then either. 
“In the 80’s […] waterfall-thinking was applied but when push comes to shove it 
became somewhat agile” 
 
He further explained how the initial specification requirements, which were very 
comprehensive from the start, often changed throughout the project and that agile-like 
approaches ultimately were used. However, the interviewee finished by highlighting 
that these are not similar to what we use today as we now go into the agile methods 
fully aware. 
 
When asking the interviewee which methodology he prefers to work with he explained 
that he prefers to work with agile methods for two reasons. First of all, the reality in the 
type of projects that he works with is very complex and it is changing very quickly, 
which makes it very difficult to work through traditional methods. Second of all, it is 
often very difficult for a customer to understand in advance what an IT system will 
looks like when finalised. Therefore, agile methods make it easier for the customer 
since the product will be developed and delivered bit by bit. 
 

Success 
Concerning success, the fifth interviewee was asked to discuss success in general terms. 
The interviewee explained how personal success and project success differ, yet often go 
hand in hand. Personal success refers to things in life that are both work-related and 
non-work-related, while project success is connected to the project outcome. The things 
highlighted in regards to personal success included personal development as well as 
accomplishments in regards to projects and other things around him. When discussing 
project success the interviewee explained how the primary criterion is customer 
satisfaction. The interviewee also highlighted that the customer and the project manager 
do not always agree on the extent to which the project is successful. He developed this 
argument by explaining how project success also can be referred to in terms of how well 
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the customer needs were met and how disagreements may occur when the customer 
does not realise their own needs. 
“I see that this is a very successful project, the customer maybe not as much, but I 
realise that this is exactly what the customer needs” 
 
In this sense, the project manager may be satisfied while the customer may not be 
satisfied to the same extent. The opposite also is possible, as there are times when the 
customer may be satisfied but the project manager is not as satisfied. This could happen 
if the project manager knows that something could have been done differently and done 
better in order to be able to feel professional pride, even though it is not required by the 
customer’s own order. 
 
In regards to measuring project success, interviewee number five discussed how 
organised measurement of project success does not take place very often. The 
interviewee explained how there may sometimes be a survey sent out to former clients 
in order to determine how satisfied they were with the project that had been executed 
for them. In some projects, where the product will be used by many end-users, it may 
also be necessary to conduct tests with these end-users throughout the development 
stages. This is done to make sure that the product serves it purpose. Further, he 
explained that there is often a final project evaluation where you compile everything 
that went well and everything that went bad in an organised manner. The project that 
the interviewee currently is working on is divided into three phases where each phase 
will be evaluated after its completion. Other than that there are not many organised 
evaluations taking place unless considering the constant feedback, which takes place 
between the different project stakeholders throughout the project. 
“You continuously get feedback on things that work well” 
 
The interviewee explained how this feedback is one of the strengths of using APM 
methods, especially since the projects often extends a two year period. Further, the 
interviewee explained how this is the main difference concerning evaluation of project 
success between the different methodologies since the criteria used should be the same. 
 

Project Success Criteria 
In terms of constraints, the fifth interviewee discussed how organisations have a budget 
and a timeframe for the project as well as details on what to achieve through the project. 
He highlighted that these specifics have been decided upon and it is necessary to stay 
within these boundaries when conducting the project. However, the interviewee 
discussed that the agile journey may be somewhat different to that of a traditional 
project since the content within these boundaries are more flexible. 
“Customer satisfaction is the primary [criterion] and it is naturally dependent on 
schedule, cost, and scope” 
 
The interviewee explained how customer satisfaction is dependent on schedule, cost, 
and the scope of the project since this will affect the extent to which the customer is 
satisfied. User satisfaction is also very important and should be considered a project 
success criterion since the product needs to satisfy the needs of the user. The fifth 
interviewee also discussed that customer retention is an important criterion for him as 



	

	53	

satisfied customers often return in the future, assuming that they have the funding to do 
so. 
 
In terms of quality, Interviewee 5 described it as a secondary goal. He explained that 
quality is the result of an efficiency goal that has been accomplished through the 
project. For starters, the interviewee explained how the goals of the project often are 
divided in the project plan to consist of both project goals and efficiency goals. These 
efficiency goals often relate to organisational goals such as an improved financial 
monitoring, faster feedback on the economic situation, or to cut a certain amount of 
services within the organisation. The interviewee explained how these efficiency goals 
often are related to improving internal processes by, for example, achieving their 
monthly results in three days less.  

“The functionality in the product that has led to that [efficiency goal] is more 
secondary and that is what, in agile projects, you develop successively” 

The interviewee considers the product functionality that leads to the achievement of 
these efficiency goals to be secondary. He further explains how the functionality 
specifications can vary a lot and that these variations do not matter as long as the 
desired efficiency goals are achieved. 
 
As earlier discussed, when interviewee five was asked to discuss project success in 
general terms, he mentioned professional pride. The interviewee discussed how there 
are factors in a project that make him, as a project manager, particularly satisfied and 
proud of. These may be factors that the customer may not notice, such as the execution 
and the construction of the project. The interviewee argued that it is sometimes difficult 
to achieve these personal criteria, as compromises may have been necessary due to lack 
of time or money. 
 

Agile Triangle 
The interviewee started by explaining that he describes the Iron Triangle in terms of 
schedule, cost, and scope. The interviewee discussed how schedule and cost are factors 
that the customer has to decide upon and that he, as a project manager, cannot decide or 
change for them.  
“Costs and time, those are really up to the customer to determine what they will look 
like” 
These two constraints are very situational and have to be evaluated for each individual 
project. In some cases it may be possible to extend the time frame in order to obtain 
higher quality but generally this is not the case. Therefore the Interviewee does not 
completely agree with Highsmith’s decision to put less focus on the cost and schedule 
of the project.  
 
The interviewee understands and agrees with the reasoning behind the Agile Triangle 
yet argued that these dimensions already is included in the Iron Triangle as scope refers 
to the two dimensions created by Highsmith. The interviewee further discussed how the 
scope dimension, within the Iron Triangle, also includes maintainability, adaptability, 
and maintenance cost in the long-term. He discussed this further by explaining how the 
quality and value dimensions are interlinked and that he incorporates aspects of both 
these dimensions into the scope dimension. The interviewee further explained how it is 
important to develop a solution that takes the value and quality dimensions into 
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consideration, both in the short-term and in the long-term. It is important that the end-
product is adaptable and maintainable, if not, the project is not successful. 
 

4.6 INTERVIEW VI 
The next interview was a telephone interview that took place in quiet locations without 
any disturbance. The telephone reception and the audio recording of the conversation 
worked without any issues throughout the interview. The interview was our longest and 
lasted for 59 minutes. Interviewee 6 has been working as a project manager for about 15 
to 20 years with projects using both TPM and APM methodologies. The interviewee has 
worked in very diverse projects where, during the last few years, the projects have 
included both product development and software development within both the private 
and the public sector. The length of the projects has also varied greatly as some lasted 
for a few months while other lasted up to twelve years. Moreover, the interviewee 
discussed how the APM methods used has not been pure even though work has been 
executed through sprints, which generally is done when using scrum methods. 
 
When the interviewee was asked whether he prefers to work with agile or traditional 
methods he told us that it depends on the situation. 

“I can see that there are advantages to conduct agile projects, especially when it comes 
to development and testing and execution within an IT environment” 
 
The interviewee further explains that if he works for an organisation where APM 
methodologies are well founded in the organisation, then using those methods can draw 
positive effects and therefore be preferred. 
 

Success 
The interviewee, when asked about his general view on project success, highlighted a 
few things. In brief terms the interviewee discussed project success as either one of 
three different things. The first is to meet the budget, the second is to exceed the budget 
but still get a result, and the third is to have a good team that work well together. The 
interviewee started by explaining how the primary concern in Project Management is 
not specifically what has been decided upon in the first project specification, developed 
in the beginning of the project. Further, he explained how project managers become 
more flexible with experience as they develop an understanding for the complexity 
involved in developing schedules and to set appropriate goals. 

“It is sometimes difficult to reach the set goals because things become apparent during 
the project that you have not considered” 

Often you realise, during project execution, that there are things that you may have 
failed to consider, things that may affect the project, which make it necessary to 
implement changes accordingly. On the other hand, the interviewee highlighted the 
importance to have the necessary resources and a good team that is working together 
toward the same goals. 
 
In regards to evaluating project success, the interviewee discussed how project 
evaluations look different depending on both the organisation that you work for and the 
methodology that you use. The interviewee discussed how one of the organisations that 
he used to work for had decision points throughout the project where you document the 
cost and the accomplishments of the project up to date. You then compare these to the 
estimated cost and progress of that particular time of the project. If deviations occur you 
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write a deviation report, which you then will use in the final report. The final report 
consists of a concentrated summary from the deviation report, in order to be able to 
understand what the project looked like, what went well, and what went wrong. Another 
organisation that the interviewee has worked for has, according to him, been very 
successful in evaluating the planned activity against accomplished activity. By 
comparing the two, you get a clear picture of how the work was progressing and what 
they had accomplished. The interviewee concluded by discussing how it may be 
difficult to use the same project success criteria across different methodologies as well 
as different organisations and industries since they vary a lot. 
 

Project Success Criteria 
When discussing project success criteria the interviewee refers to both hard and soft 
aspects. 
“The concept of customer satisfaction can mean different things, both soft aspects such 
as a successful project and hard aspects such as keeping the budget” 
The interviewee further explained how the soft aspects refer to the successful output of 
the project, while the hard aspects can be referred to in terms of cost and schedule. 
Further, the interviewee refers to schedule, cost, and scope as project deliverables, 
which should all be included as project success criteria. However, the interviewee 
discussed how the budget is very difficult to determine from the start, especially as the 
focus is put on developing the reasons to why the project should be initiated as well as 
the effects that it should generate. During the project, when experiencing financial 
difficulties, it is then the project manager’s task to provide sound arguments to why the 
project should cost more than initially estimated. 
 
According to the sixth interviewee, customer satisfaction is an important criterion for 
evaluating project success, as the project is executed for the customer who desires to 
generate specific effects. Moreover, the interviewee discussed how many user and 
customer aspects are interlinked. 
“If you have user satisfaction you get customer benefits and customer satisfaction and 
customer retention” 
 
Another aspect of user satisfaction and customer satisfaction discussed by the 
interviewee is that the good of the customer satisfaction can outweigh the bad in not 
keeping within project constraints.  

“If the outcome of the project is good, that it has customer satisfaction… then I believe 
that there is a good possibility to come back and to be able to forget that it cost more” 
 
In terms of quality, the interviewee discussed how the quality of a platform developed 
through a project is very important and how the quality needs to be useful both in the 
short-term and in the long-term. The interviewee further discussed how few 
organisations consider quality only in the short-term and how long-term aspects should 
be seen as the baseline in terms of the quality of the product. 
 
The interviewee also discussed how organisational strategic goals often are included in 
the requirement specification that is developed at the initiation of the project. These 
strategic goals are included in order to be able to know why the project is executed and 
the effects that are desired to obtain after the project has been executed. The interviewee 
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argues that the strategic goals are followed by impact goals, which can be either 
external or internal. Since the strategic goals and the associated impact goals often are 
the underlying reason to why some projects are executed, they are very important to 
include as project success criteria. Further, the interviewee explains how most projects 
have several impact goals and discussed how these need to have different priorities in 
order to enable the project team to understand which goal is the most important to 
achieve. 

Agile Triangle 
The Agile Triangle and its concepts were explained to the interviewee who was asked to 
discuss his thoughts about the Agile Triangle and its applicability. 
“I think that the corners included in the Agile Triangle, actually are included in 
traditional project management but that they are not as visible” 
This is further explained by discussing how the scope dimension includes both value 
and quality as all these relate to the end product. Concerning the thoughts on the Agile 
Triangle and its applicability, the interviewee discussed how it may be beneficial to 
visualise these dimensions, as done in the Agile Triangle, in order to highlight these 
project goals.   
 

4.7 INTERVIEW VII 
The seventh interview was a telephone interview and took place on a Friday 
morning.  The interview lasted for 56 minutes and took place in quiet locations. We 
experienced minor quality issues during this telephone interview, as there was a slight 
echo of the researcher’s voice throughout the second half of the interview. However, 
since the researcher only spoke during short sections of the interview this was only of 
slight disturbance and it did not appear to affect the interviewee during the interview. 
Because of this, the interview was somewhat more time consuming to transcribe as we 
had to listen to the recording several times in order to make sure that the exact wording 
had been transcribed. 
 
Interviewee 7 has worked with projects for 15 years using both TPM and APM 
methodologies. The interviewee mostly works with IT projects that are related to 
business development. The length of the projects that the interviewee has worked on 
varies greatly as they either last for a few months or several years. In terms of the agile 
methods used, they have not been purest and most projects have included both 
traditional and agile aspects, where some phases have been more traditional while other 
have been more agile. 
 
When asked which method the interviewee prefers to work with he discussed how his 
preference depends on the size of the project, which he works on. 

“When it comes to larger projects it almost feels like you need certain aspects of the 
traditional waterfall” 
 
The interviewee further explained that it often is difficult to run a very large project 
using agile methods and how traditional methods such as waterfall therefore often are 
used. Aspects of the traditional methods, such as using milestones, can be necessary 
according to the interviewee. However, the interviewee further explained how the agile 
methods are very useful and beneficial when working with the output of the project. 
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Success 
When discussing project success, the interviewee considered that one of the most basic 
things required for a project to be considered successful is that the output of the project 
is becoming used. The interviewee highlighted that the actual use of the product is 
fundamental in order for a project to be successful and further discussed how this 
criterion may often be overlooked and forgotten. 
“The customer is very happy, but when the project is finished or when everything is 
completed, then the product is not taken into use for some reason and put on a shelf for 
the time being. Then the project is a complete waste of work” 

This fallout is something that the interviewee has experienced himself and explains how 
the customers were really satisfied with the end result but still did not put it in use. The 
interviewee further explained how, according to him, if all other criteria have been 
fulfilled and this one has not, the project cannot be considered to be successful. 
 
When working for a customer on a project the interviewee normally develops a tool to 
be used for measuring the effects that the organisation would like to obtain through the 
product. It is then up to the customer to use this tool in order to see whether or not the 
desired effects were obtained and this is therefore not experienced by himself. The 
interviewee also discussed how the basis when working with APM methods is to work 
with continuous feedback from the users throughout the project, which provides the 
project team with an indication on how the project is progressing in terms of partial 
effects that has been established along the way. This feedback can then be seen as an 
evaluation of how successful the project is to date, and this feedback can then be used to 
improve areas that are in need of improvement. The interviewee highlights that this 
feedback is essential in most cases in order to reach project success and explains how 
this is one of the major differences when measuring the success of an agile project 
compared to measuring the success of a traditional project. 
“There is a very large risk that you don’t reach success if you only do a requirement 
specification in the beginning of the project, and deliver without continuous feedback” 
Traditional projects, in this sense, lack the continuous feedback as a tool for success 
evaluation and therefore fall short in terms of adapting the product throughout its 
development in order to become more beneficial to the customer. 
 

Project Success Criteria 
Considering constraints, the interviewee explained how budget and time can be seen as 
flexible. First of all, a project, according to the interviewee, can be considered 
successful if the output, in terms of customer benefits obtained, outweighs the input, in 
terms of time and cost spent. The interviewee explained that, in this sense, the inputs 
can be flexible as long as the customer benefits are greater than these inputs. 

“One criterion for success should be that the resources spent in terms of funding or 
time or whatever it might be, is exceeded by the expected benefits” 
 
Second of all, the interviewee discussed how the customer benefits can change over 
time. The initially estimated customer benefit can be worth a certain amount of funding 
at the beginning of the project can change and be worth another amount of funding at 
other stages throughout the project. However, later during the interview, the interviewee 
discussed a specific project that he considered to have been very successful. The project 
had been initiated on short notice and it was very important to complete the project on 
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time. When discussing this project, the interviewee discussed the achievement of the 
benefits within the allocated time to be the two criteria of importance. 
“If you should be really agile […] then the project could last as long as you have some 
sort of positive return towards customer benefits. But it is probably difficult, since it 
probably is more theoretical” 
 
Throughout the interview the interviewee discussed the importance of customer benefits 
and how these need to be assessed and improved throughout the project. As cited above, 
the interviewee argued that agile projects could in theory last forever, as long as there is 
some kind of positive return in terms of customer benefits. In terms of value, the 
interviewee discussed how one success criterion is that the product does the right things 
in terms of customer benefits. The interviewee further discussed how these customer 
benefits are connected to the impact goals, which lay the foundation of the project and 
is the reason to why it is conducted. The interviewee highlighted that if the impact goals 
are fulfilled, it also generates customer benefits. As earlier mentioned, when discussing 
project success in general terms, the interviewee highlighted the importance of the 
product being used once it has been completed. The interviewee then highlighted how 
this is particularly important as no one can reap from the customer benefits produced 
though the project. 
 
The interviewee explained how he considers quality to be connected to the performance 
of the product, considering that the product does what it is supposed to do. The 
interviewee discussed that the long-term aspects of quality, in terms of maintainability 
and adaptability, are just as important as customer benefits. The interviewee explained 
this by discussing how a product that cannot adapt to future needs can be considered a 
failure to the same extent as a product that is not being used. He highlights that long-
term quality is a very important project success criterion to consider. 
 
In regards to business benefits the interviewee discussed how projects are conducted in 
order to obtain certain organisational effects. The interviewee explained how one 
necessary criterion to be fulfilled in order for a project to be considered successful is 
that the desired effects on the organisation needs to be fulfilled. If this criterion is not 
fulfilled the organisation could either keep the project open until the desired effects are 
obtained or start a new project, which aims to fulfil this need. The interviewee further 
highlights that it sometimes may take some time for the benefits to be apparent and that 
it therefore is necessary to measure these effects in the long run even after the project 
has been completed. 

“The project can be very successful if it has obtained great benefits, but the entire 
project team may be burned out afterwards” 
 
Another important aspect related to customer benefits is the well-being and 
development of the individuals in the project team. As cited above, the interviewee 
discussed how this is a very important project success criterion from a leader 
perspective as there are times when the project has generated great customer benefits 
but the project team is burned out. 
 

Agile Triangle 
The concepts of the Agile Triangle were explained to interviewee who then was asked 
to discuss his thoughts about the Agile Triangle and its applicability. The interviewee 
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discussed how the focus on cost and schedule when using TPM methodologies is one of 
its limitations. 
“Often you have a starting point that includes the things that should be done and then 
you let time and cost regulate how to achieve it” 
The interviewee discussed how APM methodologies put more emphasis on the value 
than the deliverables themselves, which makes the Agile Triangle very suitable to use 
when working with agile projects. However, the interviewee questions why quality is a 
dimension of its own as he first considers it to be included in the Iron Triangle. Then, 
after some consideration, the interviewee understands the reasoning used by Highsmith 
when considering constraints to be a short-term success dimension while the quality and 
value success dimensions are more important to consider for the long-term.  
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5. ANALYSIS/DISCUSSION 
 
Within this chapter the results will be analysed using the methods and theories given in 
the Theoretical Frame of Reference. To have a consistent structure the chapter is 
divided in accordance to the dimensions in the Research Framework (see Figure 5). 
Within each dimension the project managers’ views and opinions will be presented and 
analysed. Two emerging themes, additional to the dimensions of the Research 
Framework, will be presented within this chapter. The practical applicability of the 
Agile Triangle will be discussed and the chapter will conclude with a developed Agile 
Project Success Criteria Model.  
 

5.1 Project Success 
As visible in the research findings there are a several notions concerning project success 
that will be further discussed. All projects, as discussed by the project managers 
interviewed, are in some way constrained by predetermined schedules, cost and scope, 
however the majority of the project managers interviewed do not believe that they 
should influence how successful the project is. As discussed by Kloppenborg et al. 
(2014, p. 10) constraints are the traditional way of evaluating project success. Out of the 
seven project managers interviewed only Interviewee 2 and Interviewee 4 mentioned 
that a project is successful if it stays within the predetermined schedule, cost, and scope. 
Interviewee 4 stated that a project is always successful if it stays within the 
predetermined schedule, cost, and scope. Interviewee 2, even though he first argued for 
predetermined constraints, still highlighted the importance of the project output, and 
that all the stakeholders are in agreement. Interestingly, these two interviewees were the 
two project managers with the shortest experience working as a project manager. The 
focus on the predetermined constraints is something that Interviewee 6 argues fades 
away after years of experience. Interviewee 6 also argued that the constraints discussed 
in the project specification in the beginning of the project should not be of high concern. 
As discussed by Interviewee 6, a project may be successful even if the budget is 
exceeded, as long as a result has been obtained. Similarly, Interviewee 1 concluded in 
her interview that a project that delivers towards the original constraints is a failed 
project, as you have not adapted to certain changes. This can be supported by Atkinson 
(1999, p. 337) who argues that the predetermined constraints, schedule, cost, and scope, 
are an out-dated perspective of project success. It is further supported by researchers 
claiming the need for a broader definition of project success (Drury-Grogan, 2014, p. 
508; Westerveld, 2003, p. 412; Atkinson, 1999, p. 341).  
 
The most evident theme found in regards to the success of the project was the project 
output. All interviewees but one discussed the output of the project in some way. The 
interviewee who did not mention the output of the project, Interviewee 4, instead 
discussed that the quality of the end-product may influence the success of the project. 
He however argued that any dissatisfaction or ill content of the end-project cannot be 
blamed on the project manager and the project team as they delivered according to the 
set scope. He instead argued that it is the product owner’s fault if a project is 
unsuccessful due to the end-product. Interviewee 1, 3, and 5 discussed the importance 
of the customer benefit, and Interviewee 5 also mentioned that a project is successful if 
the customer is satisfied. Interviewee 7 discussed the importance that the end-product is 
being used.  
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An aspect that researchers such as Pinto and Pinto (1991, cited in Cserháti & Szabó, 
2014, p. 614) have focused on is the happiness of the project team, however this is not a 
mainstream focus when viewing success of a project. All but two of the project 
managers interviewed in one way or another mentioned the project team; the project 
team’s happiness and their development. Interviewee 1 discussed the importance that all 
employees within the project team were happy and not overworked at the end of a 
project, a belief shared by Interviewee 3. Interviewee 2 discussed the importance of joy 
and pride of the project within the team. Interviewee 4 discussed the importance of 
happiness joint with a strive to always improve, whilst Interviewee 6 discussed the 
importance of great teamwork. Within this thesis we have decided to discuss this 
phenomenon as team success. Relating back to project management success and product 
success, team success is a part of project management success, as it has little to do with 
product success, and much to do with proper project management. As discussed 
previously, project management success relates to satisfying stakeholders, in this 
instance the stakeholders are the team. Therefore, for project management success to be 
high, the stakeholders need to be satisfied, and it is therefore not peculiar that the results 
from our study indicate that a large emphasis should be put on team success.  As 
discussed by Peterson (2007, p. 60) motivated staff leads to greater teamwork and 
achieving the results that have been set. According to Peterson (2007, p. 60) motivation 
also has a strong connection to the quality of the end-product, which is illustrative 
within the results chapter as a great focus within agile projects. This is something that 
Interviewee 3 believes is important, as the team morale will be strengthened by 
increased communication, which in turn will enable better quality projects. As discussed 
by Schmid and Adams (2008, p. 69) the project manager's role in motivating the team is 
great, this further illustrates the appropriateness of the relationship between project 
management success and team success; without a satisfied team and a successful team, 
project management cannot be successful. In previous research, Schmid and Adams 
(2008, p. 69) found that changes in scope may cause demotivation within the team. 
Within this research however, we have found that project managers welcome and 
embrace change, and see reluctance to change as something negative. Schmid and 
Adams (2008, p. 69) also found that the absence of communication and support from 
top management will cause demotivation, this may be even more important within an 
agile project.  The strain of little support from top management, or with no 
understanding of necessary changes needing to be made within agile projects, may 
instead demotivate the staff. This was something argued by Interviewee 4, claiming that 
communication and support aids motivation greatly. 
 
Referring back to the purpose of this study, this thesis aimed to create a definition of 
agile project success from a project manager perspective, as well as determining the 
success criteria they consider important. This thesis also aimed to generate an 
understanding of project managers’ perception of the Agile Triangle as a success 
criterion. As indicative from the discussion above, the main concern for project 
managers when evaluating agile project success is not the originally set schedule, cost, 
and scope. The main concern is the output of the project, and team success. It was found 
that the majority of the project managers interviewed in one way or another discussed 
sustainability. The project should be managed in a sustainable manner in terms of the 
team, where the happiness of the team is of great importance. The project should also 
benefit the organisation in some way, such as increasing profits and improving 
processes, and shall be beneficial for the client. In order to be sustainable, the project 
also needs to be able to respond to the dynamic environment, especially for projects that 
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run over several years. Considering this, it is arguable that many of the definitions of 
success mentioned in the Theoretical Frame of Reference are in no way applicable to 
agile projects. Kerzner’s (2013, p. 7) definition involved minimal scope changes. 
Change has been discussed by the interviewees as something inevitable, and one of the 
main advantages of the agile mind-set is the positive attitude towards change. 
Therefore, having a definition of success that hinders change is objectionable. A 
difficulty in regards to defining success, according to Müller and Jugdev (2012, p. 768), 
is that the perception of success differs depending on the project at hand. This is 
something that is not evident within this study, even though we interviewed project 
managers with varying levels of experience and from different project backgrounds. 
However, in another study, Jugdev and Müller (2005, p. 28) found that success should 
be evaluated both in short-term and in the long-term, this is further supported by our 
findings as not all aspects discussed above are visible shortly after the termination of a 
project. As discussed within the Theoretical Frame of Reference, Jugdev and Müller 
(2005, p. 28) argue that project management success and product success cannot be 
separated. The output of the project, which contributes to product success, was found to 
be of importance to the project managers interviewed. Team success, contributing to 
project management success, was also found important. Therefore, the findings of this 
research are more inclined to agree with Jugdev and Müller (2005, p. 28) than Baccarini 
(1999, p. 28). 
 

5.2 Project Success Criteria 
 

Constraints 
As mentioned above, The Iron Triangle is expressed in terms of scope, schedule, and 
cost. The three dimensions of the Iron Triangle have been discussed by all of the 
interviewees. Many of the interviewees do not support the Iron Triangle as neither an 
accurate nor complete criteria for evaluating agile project success, as all Project 
Managers discussed the necessity to consider criteria additional to that of Constraints. 
This is in line with previous research findings, where Atkinson (1999, p. 337) argues 
that the Iron Triangle is a tried and failed criteria for measuring project success. 
Interviewee 1 discussed how the Iron Triangle, in terms of adhering to the initially set 
Constraints, is only appropriate as a success criterion if the project is no longer than 
three months. She further discussed how it becomes difficult to plan longer projects in 
detail, and how rough estimates should be made instead as anything may change. 
Interviewee 6 explained that there are difficulties in establishing the budget from the 
start, while Interviewee 3 discussed how costs are bound to fluctuate throughout the 
project and that the focus therefore should be to extract as much benefits as possible 
within the constraints. This was also apparent in the Theoretical Frame of Reference, 
where Lee and Baby (2013, p. 1124) highlighted the need to maximise customer 
satisfaction in today’s dynamic business environment. On the contrary, Interviewee 2 
considers Constraints to be important, as they have been agreed upon with the customer, 
however he emphasised that the most important criterion is the project output. 
Constraints are always influencing projects. However, it is important to highlight that 
this does not necessarily mean solely adhering to the constraints but to consider them 
amongst other success criteria when evaluating the success of a project. In other words, 
it is arguable that one needs to be critical to the use of the Iron Triangle as a sole 
criterion when evaluating agile project success.  
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Value 

Throughout the research findings, many success criteria that revolved around the 
customer were found. We found that all of these criteria could be grouped into the 
Value dimension of our Research Framework. An aspect discussed by both Interviewee 
7 and Interviewee 4 was that if the product has not been taken into use it was a complete 
waste of time and the project can therefore be considered unsuccessful. Interviewee 5 
and Interviewee 6 consider customer satisfaction to be a primary success criterion. 
When these interviewees discussed customer satisfaction it became apparent why they 
previously had highlighted the need to stay within the constraints established at the 
beginning of the project. Interviewee 5 considers customer satisfaction to be the primary 
success criterion and explained how it is naturally dependent on schedule, cost, and 
scope. Similarly, Interviewee 6 discussed how customer satisfaction can mean different 
things and how the hard aspects of customer satisfaction can be referred to in terms of 
adhering to cost and schedule. However, Interviewee 6 highlights that even though 
constraints are important as they affect customer satisfaction, the overall benefits 
generated through the project can outweigh added costs or time put into the project. 
This was also discussed by Interviewee 7 who argued that, in theory, an agile project 
could last as long as you have some sort of positive return towards customer benefits. 
Interviewee 3 and 4 also highlighted this as they both consider a project to be successful 
only if it has a positive return on investment. These results are supported by Highsmith 
(2009, Ch.1, Agile Performance Measurement, para.5), who argues that the constraints 
of a project can be flexible as long as value is delivered.   
 
When working with agile methods, the project team takes on the responsibility of 
delivering Value (Stare, 2013, p. 51; Cobb, 2011, p. 13). This was discussed by a 
number of the interviewees. Interviewee 1 considers customer benefits to be a lodestar 
in everything that they do. Similarly, Interviewee 3 discussed how agile projects deliver 
the benefits you really want in a world where changes occur rapidly. Agile projects also 
have a focus to deliver these benefits as soon as possible in order to be able to receive 
quick feedback; both Interviewee 1 and 7 discussed this. Interviewee 2 discussed how 
one of the core elements of APM is to deliver something useful to the client and 
Interviewee 7 argued that APM methodologies put more emphasis on values than 
schedule, cost, and scope. It is therefore evident that customer benefit is the aspect of 
Value found most important by the interviewees. Drawing from the above discussion, it 
is therefore arguable that Constraints are important but should not be the focus as the 
generated Value can counterbalance potential exceeding of the Constraints. As 
discussed within the analysis of project success, it has become apparent that the 
interviewees consider the output of the project to be of importance. The output of the 
project has a strong relationship to value as a success criteria, which is why it is not 
surprising that Value is the success criteria most emphasised by the project managers 
interviewed.  
 

Quality 
During the interviews it became apparent that Quality is a key ingredient when using 
APM methods and that it is a very important success criteria. The interviewees 
discussed that the Quality of the product is continuously considered and modified 
throughout the project in order to generate the highest possible customer benefits. This 
is supported by Highsmith (2009, Ch.13, What is Quality?, para.15) who argues that in 
order to maintain Value throughout the life-cycle of a project, organisations need to 
focus on both Quality and Value. All Project Managers discussed the importance of 
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Quality in agile projects. Interviewee 1 and Interviewee 3 discussed that there is an 
enormous focus on quality when using agile methods and how this is one of the 
strengths in using APM methods. This is supported by Nicholls et al. (2015, p. 9) who 
argue that agile approaches boost quality. Interviewee 2 explained how quality is 
required if you want to keep innovation as a driving force, while Interviewee 4 
discussed how the quality level of a product can be a deliberate strategy of a company 
in order to generate sales and profits through repurchase and repairs. On the contrary, 
Interviewee 5 described quality as a secondary goal as the quality is the result of an 
efficiency goal that has been accomplished through the project. Still, he explained how 
these are important as the functionality specifications enable the achievement of the 
efficiency goals, which is a primary criterion of project success. Within our Theoretical 
Frame of Reference it was further developed that the quality of the end result has a great 
effect on motivation within the team (Peterson, 2007, p. 60; Schmid & Adams, 2008, p. 
69). This illustrates that Quality is a key ingredient in APM success and how it should 
also be considered a success criterion from a project manager perspective.  
 
During the interviews it also became apparent that Quality is an aspect that is 
considered in the long run. This was discussed by a few of the project managers. 
Interviewee 5 and Interviewee 6 discussed how long-term aspects of the product are 
important and Interviewee 6 specified how long-term quality aspects should be seen as 
the baseline in terms of the quality of the product. Interviewee 7 considers long-term 
aspects of Quality, in terms of maintainability and adaptability, just as important as 
customer benefits. This discussion is in line with Highsmith (2009, Ch.13, What is 
Quality?, para.6) who argues that reliability refers to if the software operates properly, 
and adaptability refers to if the software will be able to deliver value both today and 
tomorrow. This illustrates that the Quality criteria of agile project success should 
include both short-term and long-term aspects. 
 

Business Benefits 
Within this study, the interviewees discussed the importance of including Business 
Benefits as a success criterion. Interviewee 1 explained that the benefits for the 
organisation needs to be argued for clearly, by presenting either a benefit that the 
project will give the organisation, or a risk that the project will be eliminating. 
Similarly, Interviewee 2 argued that the possibility of increased profits or improved 
internal processes needs to exist for a project to be launched. This reasoning is 
supported by Shenhar et al. (2001, p. 715) who argues that business success, through for 
example profit and increased market share, has a direct impact on the company. 
Interviewee 7 explained how the goals of the project often are divided in the project 
plan to consist of both project goals and efficiency goals, and how these efficiency 
goals often relate to organisational goals. Similarly, Interviewee 6 discussed how 
organisational strategic goals often are included in the requirement specification that is 
developed at the initiation of the projects. As the project is run to achieve these 
organisational goals, one may argue for the importance of including Business Benefits 
as a success criterion. Alike, within the Square Route Model, Atkinson (1999, p. 341) 
argues that reaching strategic goals as well as improving efficiency is important for a 
project to be successful. Interviewee 4 finds it extremely important that the client 
communicates the benefits of the company and that it is the client’s responsibility to 
explain what the project contributes to. Interviewee 3 further discussed this, explaining 
that Business Benefits are of high importance, and something that is of little focus 
today. Interviewee 3 believes that the quality will increase as people have a greater 
knowledge of what they strive for, and the morale of the team will improve. This 
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illustrates how Business Benefits often lay the foundation to why a project has been 
initiated and also is included in the goals that are to be achieved throughout the project. 
The Business Benefit dimension has been included in the Research Framework by 
incorporating dimensions from the Square Route Model and the Four Dimensional 
Model. This is a very important finding of this study, as this dimension has not been 
included by Highsmith in the Agile Triangle, which illustrates the insufficiency of using 
the Agile Triangle as a tool when evaluating agile project success. This finding is also 
important as it strengthens the inclusion of the Business Benefits aspects within the 
Square Route Model and the Four Dimensional Model. 
 

Team Success 
As discussed previously, all of the project managers interviewed discussed Team 
Success in terms of the well-being and performance of the project team and most of 
them argued for its inclusion as a success criterion. Interviewee 3 believes that it is 
extremely important to be sustainable in regards to your employees and that too little 
focus has been put on the project team. Interviewee 1 also argued that it is important for 
a sustainable work culture, claiming that it is very much related to the agile mind-set. 
This is something that Interviewee 2 agrees with, claiming that agile project creates a 
happier workforce. Continuing, Interviewee 2 argued that it is important that the team 
feels proud and happy after project completion. Professional pride was highlighted by 
Interviewee 5 who discussed that, from a project manager perspective, this is very 
important. Interviewee 4 also argued that the happiness of the staff is a vital, and that 
happiness as well as improved knowledge within the team is important to acknowledge 
even if the project has been unsuccessful. Interviewee 6 briefly discussed the 
importance of good teamwork within a project. Interviewee 7 discussed how the well-
being and development of the team members is a very important project success 
criterion from a leader perspective, as there are times when the project has generated 
great customer benefits but the project team is burned out, therefore the project was not 
completely successful from a project manager’s perspective. This illustrates the 
emphasis that the project managers interviewed put on what we have labelled as Team 
Success.  
 
These research findings are very important as none of the project success criteria 
models included in the Theoretical Frame of Reference include these aspects directly. 
The Square Route Model and the Four Dimensional Model include efficiency and 
effectiveness aspects, but these aspects are more related to Business Benefits as they do 
not necessarily mean that the well-being of the team is encouraged in the improvement 
of organisational processes. On the other hand, it is arguable that personal and 
professional development includes aspects of Team Success, as it affects the team 
members’ motivation and their ability to perform and contribute throughout the project. 
However, one may argue that the team aspects need to be highlighted and that this could 
be done by separating Team Success from the Business Benefits criteria. 
 
As previously discussed, team success can be found within project management 
success, however few research have previously considered the wellness of the team as a 
success criterion. In 1998, Wateridge (1998, p. 62) conducted a study on success criteria 
and found that project managers do not consider team happiness to be an important 
success criterion. Within that study, the participating project managers ranked it as the 
least important success criterion to consider, and team happiness was therefore not 
included as a major criterion necessary for evaluating project success (Wateridge, 1998, 
p. 62). However, Hoegl and Gemuenden (2001, p. 435) found that good teamwork 
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generate higher success in projects, illustrating the importance of team success as a 
success criterion for projects. Müller and Turner (2007, p. 306) found that team 
satisfaction impacts overall success and customer satisfaction. They argued the 
importance of both team and end-user satisfaction as a success criteria, and concluded 
that the importance of team satisfaction as a success criterion increased with the 
experience of the project manager (Müller & Turner, 2007, p. 307). Müller and Turner 
(2007, p. 304) however found that European project managers valued team satisfaction 
lower than project managers of other nationalities. This illustrates that there has been a 
split view of team success as a success criterion, however that it has become 
increasingly important throughout the years. Within this research it has been found that 
Team Success is an important criterion for Swedish agile project success from a project 
manager perspective.  
 

Flexibility 
Another theme that emerged within this research is that of flexibility. During the 
interviews it became apparent that flexibility can be seen as a key attribute of APM. 
Within this research, four out of the seven research participants argue that constraints 
can be seen as flexible as long as the value of the product is greater than the inputs in 
terms of cost and time. Within agile projects, Highsmith (2009, Ch.1, Agile 
Performance Measurement, para.5) argues that the focus is on value and not on the 
constraints. Highsmith (2009, Ch.1, Agile Performance Measurement, para.5) instead 
argues that one should have a flexible approach to constraints in order to maximise the 
value of the end-product.  
 
All project managers discussed aspects of flexibility and how flexibility is important 
throughout the agile project process. Flexibility aspects have been widely described and 
discussed in terms of the characteristics and advantages of using APM methodologies 
(Lee et al., 2006, p. 50; Leau et al., 2012, p. 164; Drury-Grogan, 2014, p. 508). 
Interviewee 4 considers flexibility to be crucial when evaluating project success and 
considers the negative view of change to be an out-dated mind-set. Interviewee 1 
explained how the agile mind-set emphasises the need to recognise environmental 
changes, requiring the project to adapt, and to implement necessary changes 
accordingly. Further, Interviewee 1 discussed how objectives and constraints may need 
to be modified in order to better pinpoint desired customer benefits, and also explained 
how not adjusting to emerging changes may be the true failure, as this would mean to 
continue with a project which is no longer fruitful. Similarly, Interviewee 5 discussed 
how flexibility is required in order to respond to the fast changing environment and how 
the flexibility is what differentiates the agile journey from the traditional. This can be 
connected to the value of the end-product, as Nicholls et al. (2015, p. 7) claim that the 
end-product can be improved massively by implementing appropriate scope changes 
and finding value increasing opportunities. The continuous feedback when using APM 
methods was highlighted by Interviewee 7 who explained how it promotes product 
adaption through the different development stages. Interviewee 4 discussed the 
importance of a positive mind-set towards flexibility within the entire organisation 
when having agile projects, as all need to understand the value of responding to change. 
Interviewee 3 explained that agile projects yield better quality and more benefit to the 
customer, much due to the flexibility it possess, in the dynamic world we live in. 
Interviewee 3 also argued that it is far more important to discover if the project is on the 
right track, instead of adhering to the constraints. This is supported by Nicholls et al. 
(2015, p. 7) who discuss how the value of the end-product can be improved by 
constantly looking for value increasing opportunities and implementing scope changes 
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when appropriate. This highlights the flexibility aspects involved when using agile 
methods as well as the importance in doing so, meaning that the first decided upon 
specifications may not be a primary concern of project managers today. Therefore, even 
though flexibility may not be a success criterion in itself, it is evident that flexibility 
affects all other success criteria found within this research, and is a crucial component 
of the agile mind-set.  
 
To conclude, within this research it was found that the agile project success criteria 
considered important by Swedish project managers are Constraints, Value, Quality, 
Business Benefits, and Team Success. It was also found that Flexibility, even though it 
should not be included as a success criteria itself, still is a crucial component when 
using APM methodologies, as it affects all important criteria found. 
 

5.3 Agile Triangle 
Out of the seven project managers interviewed five liked the Agile Triangle. 
Interviewee 2 liked that Value and Quality, two aspects which he believes already exist 
within “scope” of the Iron Triangle, are highlighted within the Agile Triangle. 
Interviewee 4 argued that Value and Quality are tightly connected, and appreciated that 
Highsmith had placed the Iron Triangle dimensions in one corner and named them 
Constraints, arguing that it is important to remember that all projects are constrained in 
one way or another. Interviewee 5 argued that Value and Quality are of high importance 
for a project to be successful, and Interviewee 6 argued that it is very good that these 
two dimensions are shown visually within the Agile Triangle. Interviewee 7 elaborated 
on this and argued that the Agile Triangle is more suitable than the Iron Triangle due to 
its focus on Value.  
 
However, even though five out of seven interviewees liked the Agile Triangle, they all 
argued that it was either the same as the Iron Triangle, or incomplete. Interviewee 2 
argued that the Agile Triangle and the Iron Triangle incorporated the same features, but 
that the Agile Triangle went more into depth on the attributes of the scope dimension. 
This sentiment was also held by Interviewee 5 and 6. Interviewee 7 first questioned the 
differences between the Agile Triangle and the Iron Triangle, but then concluded that 
the Agile Triangle has separated Value and Quality from the other constraints, as it is 
more of a long-term measurement. Interviewee 4 argued that the Agile Triangle was not 
complete, demanding a greater focus on all stakeholders and of communication between 
them. It is also visible in the analysis and discussion on agile project success criteria 
that the Agile Triangle is viewed as incomplete, as three criteria additional to those 
included within the Agile Triangle were highlighted.  
 
Another aspect highlighted by the interviewees is that it may be beneficial to separate 
schedule and cost from scope as most interviewees discussed the critical constraints of a 
project in terms of cost and schedule. Interviewee 2 discussed time to be the constraint 
of primary concern, while Interviewee 3 considered cost to be the most critical 
constraint. When discussing constraints, Interviewee 5 explained how it is necessary to 
stay within the predetermined schedule and cost, as they have been agreed upon with 
the customer. On the contrary, Interviewee 7 argued that schedule and cost can be 
flexible as long as the generated benefits are greater. This discussion illustrates that 
schedule and cost often are discussed jointly, while scope is more directly related to the 
project output in terms of value. As can be seen within the Theoretical Frame of 
Reference, the first dimension of the Four Dimensional Model includes only schedule 
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and cost, which is in line with these research findings. By separating schedule and cost 
(hard success criteria), from scope (soft success criteria), a more comprehensive picture 
of how Swedish project managers evaluate agile project success may be obtained. Two 
of the project managers interviewed questioned the practicality of the Agile Triangle. 
Both argued that the dimensions within the Agile Triangle are paramount to APM. All 
projects are constrained, all projects strive for value, and with quality in mind. 
However, Interviewee 1 does not understand how one can measure Quality, as it is 
something that is difficult to quantify and may differ depending on what stakeholder 
you question. Interviewee 3, on the other hand, does not understand the relationship that 
Quality and Value have to each other, whereas the relationship between the dimensions 
within the Iron Triangle is evident.  
 
To conclude, the sentiment of the Agile Triangle is good, however the project managers 
do not believe that the Agile Triangle can be used in practice. Many argued the 
similarities between the Agile Triangle and the Iron Triangle, concluding that the Iron 
Triangle is easier to work with in regards to the relationship between the three 
dimensions. The project managers interviewed like the dimensions within the Agile 
Triangle, arguing that they are essential to the agile mind-set, but found it difficult to 
place the three constraints; schedule, cost, and scope, together.  
 

5.4 A Developed Agile Project Success Criteria Model 
The model presented below represents the success criteria found most important by 
Swedish agile project managers within this research. In other words, the model 
presented represents the case of Swedish agile project success from a project manager 
perspective. By using this model, the success of an agile project could be evaluated. The 
model consists of both soft and hard success criteria, and therefore both quantifiable and 
non-quantifiable criteria.  

 
Figure	6.	Agile	Project	Success	Criteria	

As discussed previously Value, the success criterion found most important within this 
study, constitutes both customer benefits and customer satisfaction and is directly 
related to the output of the project. Quality is an integral part of the agile mind-set, and 
is therefore also an important agile project success criterion. Team Success, an aspect 
found very important by the majority of the project managers interviewed, is a success 
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criterion that has not been emphasised previously, but that we believe is a very 
important success criterion for Swedish agile projects. Business Benefits is, as argued 
for by the project managers, a prerequisite for a project to be implemented, and is 
therefore included as a success criterion. Finally Constraints, constituting of time and 
cost within this model, is represented. Even though many of the project managers 
interviewed argued that Constraints do not affect the success of an agile project, this 
criteria has been included, as all projects are affected by Constraints. Therefore, 
Constraints is a success criterion. Scope, in previous models included within the 
constraints, has been removed from this dimension as many of the project managers 
interviewed argued that the customer benefit, represented within the Value dimension, 
is of higher importance than scope. The project managers also added that often the 
scope is difficult to determine at the start of a project, and therefore it is unfair to 
evaluate a project’s success based on a criterion that is known to change. Within the 
developed Agile Project Success Criteria Model, the dotted lines between the different 
criteria do not represent a direct relationship between them, although we believe that 
each criterion affects other criteria in one way or another. The dotted line does however 
represent the flexibility that exist within each criterion and highlights that each criterion 
can and should adapt to changing circumstances if needed.   
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6. CONCLUSIONS 
	
In this final chapter the findings will be presented and connected to the research 
questions and purpose. Any theoretical and managerial implications found will also be 
presented and discussed. Additionally, the truth criteria within this research will be 
presented. Finally, a presentation of the limitations as well as suggestions for future 
research will be made. 
 

6.1 General Conclusion 
Based on the initial literature review and the Research Framework developed, an 
empirical study was performed in order to fulfil the purpose and to answer the research 
questions of this study. By interviewing Swedish project managers, we have been able 
to gain insights into how they view success of an agile project and what success criteria 
they consider important. The research findings have enabled us to answer both research 
questions and to fulfil the purpose of this study. The purpose of this thesis is to create a 
definition of agile project success from a project manager perspective, as well as 
determining the success criteria they consider important. This thesis also aimed to 
generate an understanding of project managers’ perception of the Agile Triangle as a 
success criterion. The research questions of the thesis will be answered below. 
 
“How do Swedish project managers view success of an agile project and what success 
criteria do they consider important?”  
 
As discussed in the analysis of project success, the success definitions stated in the 
Theoretical Frame of Reference are not applicable to agile projects. Based on the 
findings we have created a new definition of agile project success, which is in line with 
the purpose of this study. Within this thesis it was found that a successful agile project 
is a project that generates value in a sustainable manner. Even though this definition 
may seem like it only contains soft criteria, we believe that “a sustainable manner” is 
interpretive, and may include aspects such as constraints, in terms of schedule and cost, 
and business benefits. “A sustainable manner” also takes into consideration team 
success, as well as the flexibility needed within an agile mind-set. Generating value 
both entails working with quality, an important aspect of APM, as well as creating 
benefit for the customer. As discussed within the Theoretical Frame of Reference, 
Baccarini (1999, p. 28) divided project success into project management success and 
product success. Due to the high focus on both project management success, such as 
satisfaction of the team, and product success, directly related to the end-product, we can 
conclude that an agile project success definition cannot separate project management 
success and product success.  
 
The agile project success criteria found to be important by Swedish project managers 
are: Value, Team Success, Quality, Business Benefits, and Constraints. Value was 
found to be the most important agile project success criteria and it constitutes the 
backbone of APM. Value is also directly related to the output of the project, the aspect 
found most important to Swedish agile project managers. In terms of Value, the 
research findings indicate that customer benefits are more important than customer 
satisfaction, yet these two often go hand in hand. This stresses the importance of 
understanding the needs of the customer. It can be concluded that Value as a success 
criterion is of high importance, further indicative as generating Value is a component of 
the agile project success definition created within this research. Team Success, another 
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vital criterion when evaluating the success of an agile project, can also be interpreted 
into the agile project success definition as explained above. Team Success is a new 
criterion that emerged within this research. It is not an entirely new concept to project 
management research, however it has previously been considered to have little 
importance. Team Success is a cohesive term created within this research, and includes 
happiness of the team members, pride and joy of the end-result, and great teamwork. 
According to the research findings, Quality is also an important success criteria for 
Swedish project managers when evaluating the success of an agile project. Quality is a 
key ingredient when using APM methods as it affects the motivation amongst the team 
members and foremost as it enables the team to generate the highest possible customer 
benefits. As an agile project success dimension, Quality is important as it allows 
customer benefits to be generated in the long-term. Business Benefits is a prerequisite 
for projects to be implemented and today, and they are often included in the project 
goals. Within this thesis it was found that the Business Benefits are often not 
communicated properly to the team. The project managers therefore argued that there is 
a large risk of failure in regards to both project goals, as well as other success criteria 
such as Quality and Team Success. We can therefore conclude that communicating the 
Business Benefits to all stakeholders are of high importance, and should be a priority. In 
regards to Constraints, the research findings show that even though Constraints should 
not be a determinant of project success, it is still an aspect that cannot be completely 
removed. Constraints are always present within projects, and can be tied to the project 
output, highlighting the necessity to include Constraints as a criterion when evaluating 
the success of an agile project. As indicative in the Agile Project Success Criteria 
Model, flexibility is not a success criterion, but is ever present. Flexibility has been 
discussed as an integral part of the agile mind-set by all project managers and affects all 
agile project success criteria. This was particularly notable in terms of Constraints, as 
they should be adjusted to generate maximised Value. 
 
By answering the first research question, we have partially filled the theoretical 
knowledge gap found in regards to defining and evaluating agile project success.  
Thereby, we have fulfilled the first part of the purpose of this study, as it aimed to create 
a definition of agile project success from a project manager perspective, as well as 
determining the success criteria they consider important.  
 
“To what extent does the Agile Triangle include the success criteria important to 
Swedish project managers, and how applicable is the Agile Triangle in practice?” 
 
As demonstrated within the analysis and discussion, the Agile Triangle is good in 
theory, however not complete. All dimensions of the Agile Triangle are success criteria 
discussed and valued by the Swedish project managers interviewed. However, the Agile 
Triangle does not completely represent the agile project success criteria found important 
when evaluating the success of an agile project. This is visible, as it does not include 
Business Benefits and Team Success. The applicability of the Agile Triangle was 
questioned, and several of the project managers argued that the Agile Triangle and the 
Iron Triangle represent the same thing, concluding that the Iron Triangle would be 
easier to work with due to its quantifiable dimensions. Therefore, we can conclude that 
the Agile Triangle does not fully represent the success criteria found important, and that 
the practical applicability of the Agile Triangle is questionable.  
 
By answering this research question the second part of the purpose has been fulfilled, as 
this thesis aimed to generate an understanding of project managers perception of the 
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Agile Triangle as a success criterion, meaning that the practical knowledge gap found in 
regards to the practical use of the Agile Triangle has been partially filled.  
 

6.2 Theoretical and Managerial Implications 
As this research is of exploratory nature, it contributes with new insights in regards to 
agile project success, both theoretically and managerially. Within this research a 
number of theoretical implications can be highlighted. Previous project success research 
has neglected the focus on APM methodologies in regards to the defining agile project 
success as well as determining what criteria are important when evaluating agile project 
success. Hence, this research contributes to the understanding of agile project success 
from a project manager perspective. Through this research we have been able to create a 
definition of agile project success. As no definition of agile project success was found 
prior to this research, our definition contributes with new insights into how Swedish 
project managers evaluate agile project success. By concluding what agile project 
success criteria are important to Swedish project managers, an understanding of the 
appropriateness of existing evaluation models can be determined. As neither of the 
models discussed in the Theoretical Frame of Reference of this research are sufficient 
for determining agile project success in Sweden, it adds to the existing literature. Our 
findings also contribute with new criteria to be considered in the evaluation of agile 
project success, which provides a basis for future studies within the same topic. In this 
sense, the developed Agile Project Success Criteria Model can be seen as both a 
modification and an extension of the models included within this research. Further, 
contributions to existing literature on the Iron Triangle has been made, as the research 
findings do not support the Iron Triangle as an agile project success criterion. 
 
This research can be helpful for Swedish project managers when evaluating the success 
of an agile project. The Agile Project Success Criteria Model within this thesis may aid 
Swedish project managers as well as the organisations that they work for, as it 
incorporates and highlights new important success criteria. The model may be 
beneficial as it could simplify the process of evaluating agile project success, resulting 
in time savings, due to knowing what to focus on when working in agile projects. It 
could also be beneficial as the use of an accurate success evaluation tool may increase 
project success rates within the organisation, while also generating more accurate 
project success rates. The findings of this research also highlights advantages of 
working with agile projects, as it was found that APM methods is a happier way of 
working compared to TPM, and also stress the weaknesses of current practices. 
Considering this, organisations and project managers may greatly benefit from the 
findings of this research as it presents benefits of working with agile projects as well as 
providing useful tools and insights in how to evaluate success of an agile project in an 
accurate manner.  

6.3 Truth Criteria  
Within a qualitative research there are difficulties developing validity standards 
(Whittemore et al., 2001, p. 522). Rolfe (2006, p. 308) argued that no universal criteria 
can be applied to qualitative research. Due to the concern for the reliability as well as 
the validity of qualitative research, several researchers have argued for criteria either 
adapted from quantitative research criteria or newly developed criteria (Bryman & Bell, 
2011, p. 43; Flick, 2007, p. 65). Within this research the primary criteria developed by 
Whittemore et al. (2001) will be used, as it is well founded in previous research. The 
criteria used are credibility, authenticity, criticality and integrity.  
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Credibility and Authenticity 

Credibility is reached within a qualitative research when the results correctly represent 
the views and experiences of the interviewees (Whittemore et al., 2001, p. 530). 
Researchers will ensure credibility of the research by reviewing the transcripts 
individually, and finding similarities both within each individual transcript and between 
the transcripts of different participants (Thomas & Magilvy, 2011, p. 152). Johnson 
(1997, p. 285) argues that the interpretation of the research participants’ experiences, 
thoughts, and viewpoints are extremely important in qualitative research due to the 
ultimate goal of explaining the inner world of the participants. To accurately do this, 
and to ensure that the credibility criterion is met one can use a strategy called member 
checking or participant feedback (Thomas & Magilvy, 2011, p. 153; Cope, 2014, p. 90; 
Johnson, 1997, p. 285). Within this research this was done by sending the transcribed 
and completed results to each interviewee before publication. This gave us an 
opportunity to clarify any misunderstandings. Some of the interviewees took this 
opportunity to clarify misinterpretations made, which ensured the credibility and 
accuracy of the results. By collecting data from different sources, also called 
triangulation, the credibility of the research can also be enhanced (Fade, 2003, p. 141). 
Within this thesis the data collection method of triangulation has been used, to ensure 
the credibility of the analysis and conclusions drawn once more.  
 
The authenticity criterion is quite similar to the credibility criterion, but involves the 
authentic portrayal of the participants’ experiences (Whittemore et al., 2001, p. 530; 
Fade, 2003, p. 144). Fade (2003, p. 144) discusses how member checking will ensure 
the authenticity of the research. Authenticity can also be further ensured by presenting 
direct quotes from the interview (Fade, 2003, p. 144), this will enable the reader to 
understand the experience that the participant has gone through (Cope, 2014, p. 89). The 
authenticity of this research was ensured both through member checking, as explained 
above, but also through investigator triangulation. Investigator triangulation is when the 
interview is observed by both authors (Johnson, 1997, p. 285). The observations 
throughout the interview can then be discussed amongst the interviewers and a 
consensus of what occurred will be made (Johnson, 1997, p. 285). Both of us were 
present for the interviews conducted, where one author was the lead interviewer and 
asked questions, whereas the other interviewers took notes. The interviewer that took 
notes also added follow-up questions when needed, and made notes on the reactions 
throughout the interview to further assure the authenticity of the results. Quotes were 
also presented within the results, both to highlight essential information found, and to 
further illustrate the authenticity. 
 

Criticality & Integrity 
The criticality criterion describes the decision process the researchers go through when 
viewing the results and interpreting the findings (Cope, 2014, p. 90). Fade (2003, p. 
144) also explains that the researchers need to present a detailed account on how they 
will criticise the results found. It is further important to stay critical throughout the 
research as well as examine any alternative hypotheses and irregularities found within 
the results (Whittemore et al., 2001, p. 531). Whittemore et al. (2001, p. 531) explain 
the importance of knowledge backgrounds and that the researchers need to be extra 
critical as different knowledge backgrounds may skew results. This is called reflexivity 
and is of high importance within qualitative research as the results needs to be 
interpreted by the researchers (Fade, 2003, p. 141). Any personal viewpoints, 
knowledge background, and personal relationships with the interviewees shall therefore 
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be presented within the research (Fade, 2003, p. 141). Within this research the analysis 
of the data collected have been thoroughly explained, and our knowledge backgrounds 
have been displayed within the methodological chapter, to enhance the criticality of the 
thesis.  
 
Integrity, relating to criticality, involves the critical reflection that the researcher has 
when dealing with interpretation and analysis of the data (Cope, 2014, p. 90). 
Whittemore et al. (2001, p. 531) explain that the integrity criterion is important within 
the analysis and discussion of the qualitative research as interpretive research may lead 
the subjective researcher to interpret data in an exclusive manner. By illustrating that 
the analysis made is grounded within data the integrity of the research is enhanced 
(Whittemore et al., 2001, p. 531). By ensuring the credibility, authenticity, and 
criticality of the research, a qualitative researcher will have demonstrated the integrity 
of the research (Fade, 2003, p. 145). We have ensured the integrity of this study in more 
ways than one. We have demonstrated our knowledge background within the area, the 
research participants have been made fully aware what the research is about, and told 
that they do not have to answer the questions asked, which have been recommended by 
Fade (2003, p. 145). Throughout the research we have consistently discussed and 
eliminated possible biases, reviewed the results and analyses made and related back to 
previous research. The transcribed and translated results were finally sent out to the 
research participants for approval before analysis, to ensure that proper analysis and 
conclusions were made.  
 

6.4 Limitations and Future Research  
One of the limitations of this study was that many of the projects that the project 
managers worked on where confidential, which limits the accessibility to the 
documentary secondary data throughout the research. If all interviewees had been able 
to share previous project reports with us, the ability to cross-check the findings would 
have been greater. Another limitation within this thesis was that three out of the seven 
project managers interviewed did not have the opportunity to meet face-to-face, and 
therefore telephone interviews had to be employed. We were knowledgeable about the 
potential differences in results when interviewing both face-to-face and over telephone, 
and worked hard to minimise the differences within the results. Finally, it has to be 
highlighted that the interviews were all held in Swedish, therefore firstly transcribed in 
Swedish, then translated and written in English. Although all interview results were 
approved by the respective project managers, and we worked hard to not change tones 
and alter personalities, a minor loss is inevitable.  
 
Throughout the research several opportunities for future research were illustrated. As 
this research was solely from a project manager perspective, conducting research on the 
client, team, and organisation perspectives would be very interesting, and even a 
comparative research between two perspectives could be done. The project managers 
interviewed were all Swedish project managers, active only in Sweden; therefore we 
would find it interesting to conduct this research within another country. As discussed 
within the analysis, it has previously been found that Europeans regard team success 
less important than other nationalities. From the research findings we cannot determine 
if this still applies, therefore a comparative study with a country outside of Europe 
would be of high interest. This research was also done by interviewing agile project 
managers, regardless of the industry that they worked in. Conducting research on 
different industries would therefore also be a possibility.  



	

	75	

 
Within this research, motivation was difficult to directly relate to the models of success 
criteria found within the Theoretical Frame of Reference. However, as indicative within 
the analysis, the inclusion of the motivation section within the Theoretical Frame of 
Reference has been justified. A future research proposal would therefore be to map out 
direct relations between motivation and success criteria, as the findings of this research 
indicate a relationship between the project manager’s motivation and the success criteria 
found important by the project manager. Another future research proposal would be to 
do a comparison between project managers with shorter experience working as project 
managers and project managers with long experience working as project managers, as 
there may be differences in the importance they put on constraints as a success criteria. 
One could also conduct a quantitative study with a higher number of agile project 
managers, mapping the success criteria found important in regards to agile project 
success. Another study that we would find very interesting would be to do a 
longitudinal study. A number of projects could be followed from start to finish, and the 
end-product observed over a couple of years after project completion, where the 
different success criteria models described as well as the one developed within this 
research, could be directly compared. Finally, as this research is of exploratory nature, 
future research could be of explanatory nature, explaining the relationship between the 
dimensions within the Agile Project Success Criteria Model developed within this 
research.   
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APPENDIX 1  
 
INTERVIEW GUIDE 
 
1. General Questions 

• What types of projects are you working with?  
• Have you previously worked with Traditional Project Management? 
• Which project type, agile or traditional, do you prefer to work with? 
• How long have you worked with projects? 
• On average, how long are your projects? 

 
2. Success Criteria 

• How do you view success and what do you consider to be a successful project? 
• How much do you work with measuring the success of an agile project? 
• Do you think that there is a difference in how to measure success in agile 

projects compared to traditional projects? 
• What do you believe are the criteria that should be used to establish success of 

an agile project? 
 
3. Success Dimensions 
Here the dimensions not mentioned by the interviewee in the last question will be 
discussed, these are all related to the Research Framework, Figure 5.  
 

Success 
Dimensions 

Such as... 

Constraints • Cost 
• Schedule 
• Scope 

Value • User satisfaction 
• Customer satisfaction 
• All needs were met 
• Customer retention 
• Environmental and social impact 

Quality • Technical performance 
• Adaptability 
• Maintainability 
• Validity 
• Reliability of the product 
• Functional requirements 

Business Benefits • Improved internal processes 
• Impact on the company (increased earnings, increased 

market share)  
• Exploring new markets 
• Developing new skills 
• Reaching strategic goals (overarching) 
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4. Activity 
The interviewee is asked to bring documentation of two projects, one that they deemed 
successful and one that they deemed unsuccessful. The projects will then be discussed.  
 

• Why do you consider this project to be successful/unsuccessful? 
 
5. Agile Triangle 

• Are you familiar with the Agile Triangle? 
o What do you think it would be like to work with it?  
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APPENDIX 2  
 
INTERVJUGUIDE 
 
1. Generella Frågor 

• Vilka sorters projekt jobbar ni med?  
• Har ni tidigare jobbat med traditionell projektledning? 
• Vilket av de två (agilt och traditionellt) föredrar ni att jobba med?  
• Hur länge har ni jobbat med projekt? 
• Hur långa är era projekt i snitt? 

 
2. Framgångskriterier 

• Hur ser ni på framgång och Vad innebär ett framgångsrikt projekt för er?  
• Hur mycket jobbar ni med att mäta framgång? 
• Anser ni att det är skillnad i hur man mäter framgång i agila projekt jämfört med 

traditionella projekt? 
• Vad anser ni är de framgångs kriterier som borde användas för att mäta 

framgång av ett agilt projekt? 
 
3. Framgångsdimensioner 
De dimensioner som inte blivit nämnda av projektledaren i föregående fråga kommer 
att diskuteras. Dessa är alla relaterade till Figure 5. 
 

Framgångsdimensioner Så som...  

Restriktioner • Kostnad 
• Schema 
• Omfattning 

Värde • Användarnöjdhet 
• Kundnöjdhet 
• Alla behov är bemötta 
• Återkommande kunder 
• Miljömässiga och sociala effekter 

Kvalité • Teknisk Prestanda 
• Anpassningsförmåga 
• Underhållbarhet 
• Giltighet 
• Tillförlitlighet av produkt 
• Funktionella krav 

Företagsnytta • Förbättrade interna processer 
• Påverkan på företaget (ökad inkomst, ökad 

marknadsandel) 
• Utforska nya marknader 
• Utveckla nya färdigheter 
• Nå övergripande strategiska mål (inom företaget) 
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3. Aktivitet 
Projektledaren är innan intervjun tillsagd att ta med information om två projekt de 
tidigare jobbat med. Dessa två projekt består av vad de anser är ett framgångsrikt 
projekt, och ett, enligt dem, misslyckat projekt. Dessa projekt kommer sedan att 
diskuteras. 
 

• Varför tycker ni detta projekt var framgångsrikt/icke framgångsrikt? 
 
4. Agile Triangle 

• Har ni hört talas om Agile Triangle? 
o Hur tror ni att den skulle vara att arbeta med?



	

 

Umeå School of Business and Economics 
Umeå University 
SE-901 87 Umeå, Sweden 
www.usbe.umu.se 

	

	

 
 
 

	


