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It is not unusual to find iterative or agile projects in an Enterprise organization that must 
survive in a mixed environment with Waterfall. Maybe your department is moving to agile, 
but the rest of the company is not.
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• The main difference between agile methodologies and
waterfall methodologies is the phased approach that
waterfall takes (define requirements, freeze requirements,
begin coding, move to testing, etc.) as opposed to the
iterative approach of agile. However, there are different
ways to implement a waterfall methodology, including
iterative waterfall, which still practices the phased approach
but delivers in smaller release cycles.
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Agile vs. waterfall

Agile really isn't a single methodology but a set of values and principles, many of 
which are practiced in development shops using a waterfall methodology
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• If we look at agile methodologies on a scale
from prescriptive to adaptive, we find that scrum has nine
defined rules for what needs to be present, categorized by
three roles, three ceremonies, and three artifacts: Scrum
master, Product owner, Team, Sprint planning meetings,
Daily scrum, Sprint review, Product backlog, Sprint backlog
and Burndown chart

• There are many other practices and techniques that are
considered agile and are used in conjunction with scrum and
even with waterfall
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Agile vs. scrum

The methodology debates aren't limited to agile vs. waterfall but are common even 
in agile circles deliberating what is and isn't "agile."
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• Uncertainty and complexity – PMI’s 2018 Pulse of the
Profession survey notes that the percentage of projects with
high complexity is on the rise. It’s risen from 35% in 2013 to 41%
in 2018.

• Competitive markets – In today’s market you need to
anticipate competitive issues and influences to ensure you
always have a proactive plan and strategy in order to stay
ahead of the game.

• High client expectations – Personalization, ease and speed
are what most clients have come to expect, even with large
scale projects.
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The definition of Hybrid 
Methodology
There have been some major factors that contributed to the rising popularity of 
Hybrid:
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• In fact, the term Scrummerfall has been defined as: The
practice of combining Scrum and Waterfall so as to ensure
failure at a much faster rate than you had with Waterfall
alone (Brad Wilson).

• A slightly less negative, yet still cautionary interpretation
is WaterScrum: Co-dependent Waterfall and Scrum projects.
Similar to trying to play (American) football and soccer on the
same field at the same time, requiring extra levels of
coordination and timing (Kevin Neher).

5Integrating Agile into a Waterfall World – Joseph FlahiffManaging agile and waterfall together – Yvette Francino

Mixing agile and waterfall
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• In the 10 years since the agile manifesto was written
agile has matured; it has moved from being fringe to
being a core methodology and from small software
companies to the point where it is used, to some extent,
in most enterprise organizations today.

• There are three keys that the project manager must use
to successfully unlock the power of agile to improve
project delivery.
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Integrating Agile into a 
Waterfall World
Every project manager can successfully integrate agile in a 
waterfall environment to improve project predictability, cost 
effectiveness and ultimately success.
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Every project manager can successfully integrate agile
values principles and practices in a waterfall
environment to improve project predictability and
ultimate success, by understanding and applying three
key principles:

• Agile is not made for projects as PMI defines projects

• Sequential Planning to Agile is a continuum of steps
not flipping a switch

• Mixing agile and Waterfall methodologies
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The 3 keys
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If you understand this simple difference you can apply
agile to projects with success. If you do three things;

• Know how project management and product
management differ

• Plan what you will do when you run into
project/product management boundaries

• Communicate with management at every step of the
way
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Using agile for projects
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Knowing that project management and product management deal with the triple constraint differently, it is critically 
important that you plan what you will do when you are using agile to manage a project
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What to do?

• Determine what is most important
• Manage scope schedule and 

budget
• Communicate
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Myth: Agile focuses on People / Traditional Project Management is Command and Control
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TheAgile/WaterfallContinuum

Wysocki and Legorreta define five 
types of project management:
• Waterfall
• Iterative
• Incremental
• Adaptive
• Exploratory
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Types of project management

Sequential - The sequential model is the
traditional approach to small or medium
project delivery. The project is defined and
scoped, then planned out in in its entirety,
built, tested and deployed.
Incremental - The incremental model is
simply the sequential delivery model for
projects that can and / or should be
delivered in phases or increments.

Iterative - The iterative model diverges
from the upfront planning approach of
the sequential and incremental models.
Most iterative models are really iterative
and incremental.
Agile - The agile model adds the ability to
add or remove scope at the beginning of
each iteration. In agile projects feedback is
sought to ensure the order of feature
delivery so that the product being
delivered is delivering the features of
highest value
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It is not unusual to find iterative or agile projects in an Enterprise organization that must survive in a mixed 
environment with Waterfall. Maybe your department is moving to agile, but the rest of the company is not.
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Mixing Agile and Waterfall Methodologies
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The Envelope Method

Envelope 1
On multi-team projects, the
Agile Team Lead and the
Project Manager work
together to coordinate
across the teams through a
number of forums:
• Joint Iteration planning
• Iteration Coordination
• Joint Iteration Demos
• Joint Retrospectives

Envelopes 2 and 3
Predictive elements lie at the
second and third layers of
the envelope framework.
The second layer is where
the waterfall elements of the
project are planned and
managed. These elements
could be anything but one
prime example is hardware
delivery.

Envelope 2 Predictive
Elements
The Predictive elements
envelope holds the direct
project work that is not
managed in agile model. A
perfect example of this is the
acquisition of new hardware
for the project.

Envelope 3 Enterprise
Integration
The third envelope is where
the project interfaces with
the rest of the corporate
project portfolio and with the
project sponsors, steering
committee, and executives.
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• The phases can run in sequence or in parallel, provided there
are no dependencies. Waterfall has earned its name due to
processes following each other in a cascade.

• The phases are then split into several sprints. The outcome of
each sprint modifies the input to the following sprint, as the
team has gained new knowledge and the product owner has
made some changes in the requirements.

• The hybrid sprints commonly last between 4 and 6 weeks.
Thus every 4 to 6 weeks adjustments or termination can be
done if circumstances demand so, before too much time and
resources have been spent.
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Blending happens at the start of 
the project
In the initial stage of the project, a hybrid team sits down and spends an ample 
amount of time on analyzing the project’s lifecycle and its complexity.
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• In a way not really, because hybrid aims to shift the
perception of making a choice of methodology from “pick
one from the set” to “find your special place under the sun on
the scale from waterfall to agile”.

• Hybrid is all about compromise.

• For someone who comes from waterfall environments, the
downside may be that you’ll have to give up a level of
certainty in exchange for agile’s flexibility.

19Integrating Agile into a Waterfall World – Joseph FlahiffThe Hybrid Methodology Guide – Teodesk

But hybrid has to have cons too, 
right?
Well, depends how you look at it.
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• The PM also assumes the role of the product manager, and is
considered the business owner of the project.

• There is no need for a formal project management office
(PMO), as this would add a layer of bureaucracy and possibly
delays and expenses. And if there is one, the role of the office
changes quite a bit.

• The whole team needs to collaborate continuously with
ongoing reporting, analysis and reviews.
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Who manages the team?

Overall project responsibility is given to a Project Manager using WBS methodology 
whereas the sprints are run by Scrum Masters.
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• This approach has gained some momentum recently, as it
appeals to larger enterprises and those looking to transition
to agile, but fear such cut would be too sharp.

• Lauri Bingham, Director of Technology PMO at T-Mobile,
responsible for managing over $100M across a diverse, high-
profile portfolio of national programs and projects says that
over a third of her projects are run on hybrid.

• Hybrid works well for reusing software code in several similar
endeavors, while having to take into account the quality of
future products.
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Who can use the hybrid 
framework?
Hybrid is compatible with all industries and teams of all sizes, although for very 
small projects agile is still the recommended way to go.

https://www.t-mobile.com/
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• Agifall introduces more robust stages of research, strategy
and planning phases into tasks and proceeds with sprints to
complete them. So it’s basically an agile project with more
information up front.

• The term Wagile has a negative connotation. It implies that
some agile practices have been adopted but the project has
been slipping back into waterfall.
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The flavors of hybrid: Wagile and 
Agifall
People have come up with the Wagile and Agifall portmanteaus to signify whether 
the approach leans more towards waterfall or agile.
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• A broad range of knowledge covering traditional
management as well as be good at defining project scope and
schedule while focusing on frequent and timely delivery of
value.

• The ability to take on the product owner role and manage
customer expectations for project deliverables.

• Exceptional communication skills to cooperate with members
of the diverse team and make sure they are fully engaged in a
meaningful task.

• Writing skills to report and document progress.

• Analytical, planning and organizational skills with the right 
blend of flexibility and adherence to plans. 23Integrating Agile into a Waterfall World – Joseph FlahiffThe Hybrid Methodology Guide – Teodesk

What skills do I need to be a hybrid 
agile manager?
Out of all those traits that characterize a good project manager in general, working 
with hybrid framework puts an emphasis on the following:
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• Much has been made of the pros and cons of various SDLC 
approaches such as Agile, and Waterfall. Agile skeptics (and 
there are many) point to the lack of project governance and 
the increasingly common challenge of distributed software 
development across many continents and time zones as 
inhibiting factors when adopting Agile. Waterfall skeptics (and 
there are many) claim that the approach is too rigid and 
unresponsive to change, resulting in poorer quality software 
and potentially elevating project risks due to a perceived lack 
of prototyping inherent in the methodology. There are other 
criticisms of each approach but we do not intend to provide 
an exhaustive list here, as they have been documented in 
great detail elsewhere. Instead we will focus on whether a 
marriage can be or ever should be made between these two 
disparate approaches.
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Adapting Process to Projects

Combined Agile and Waterfall SDLC -Combining Rather Than Merging

https://en.wikipedia.org/wiki/Agile_software_development#Criticism
https://en.wikipedia.org/wiki/Waterfall_model#Criticism
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• Initiate a project WATERFALL: First, you import tasks from
Jira and this happens automatically when you create a
program in BigPicture.

• Develop the mid-level of the work breakdown
structure WATERFALL: We’re still on the Scope module/Gantt
chart. Add the mid-level of tasks. For instance, ‘building of an
overpass’ task. You’re still working on dates in this step.

• Add milestones to the Gantt chart WATERFALL: What is the
milestone? Milestones are one-day long tasks that represent
crucial dates.

26Integrating Agile into a Waterfall World – Joseph FlahiffHow to have a hybrid project in Jira? – Softwareplan

Waterfall + agile, mixed projects in 
Jira + BigPicture
Now, let’s go step by step through the workflow in a hybrid project:
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Hybrid projects in plain Jira

How to have a hybrid project in Jira? – Softwareplan
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• 4. Now it’s teams’ turn. We’re submerging to the team-level 
and switching from the Gantt chart to Program board AGILE: 
Before that, decide on how long your iterations (sprints) will 
last. Typically they are of a 2-, 3- or 4-week-long cadence.

• 5. Align the agile, short-term planning with the high-level, 
waterfall plan AGILE WATERFALL
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Waterfall + agile, mixed projects in 
Jira + BigPicture
Now, let’s go step by step through the workflow in a hybrid project:
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Below is the bare minimum to run
mixed projects in any project
management software:
Gantt chart — a waterfall tool — for
long-term, high-level planning
A task/backlog board — an agile tool —
for short-term, team-level planning
Unfortunately, Jira Software alone has
the ‘2.’ only. Well, not even that,
because Jira’s native boards don’t
support teams, just individuals.

• The management defines the phases of the 
project and schedules them on the timeline 
of the Gantt chart.

• Project managers break these phases down 
into large tasks 

• Finally, milestones get added to the 
timeline. These diamond-shaped, one-day 
long tasks denote essential dates or 
deadlines.

• The contemporary teams, as stated, prefer 
working in an agile manner. 

• So — what can PMs do to discipline team 
members? Well, they can reveal sprints, or 
iterations on their Gantt chart(s)

Hybrid projects — how to run them in Jira? – Softwareplan

‘Hybrid’ toolset in Jira Workflow in Jira + BigPicture
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33How to combine ‘agile’ and ‘waterfall’ in a single Jira project – Newverve consulting

How to combine ‘agile’ and ‘waterfall’ in a 
single Jira project
Have you ever tried to combine ‘Waterfall’ and ‘Agile’ methodologies in a single Jira project? Senior-level 
executives like high-level, waterfall tools to keep an eye on deadlines, milestones, goals, and risks

First, let’s assert that the hybrid or mixed
project management is hardly feasible
without some add-on on top of your Jira.
It’s because Jira Software alone has ‘just’
the agile boards, and lacks a timeline-
based, waterfall planning tool, such as
the Gantt chart. So, as a bare minimum,
research Atlassian Marketplace on some
Gantt chart app for Jira.
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How do agile and waterfall management 
styles meet together in BigPicture?
Can you recall senior executives from your home organization? Do they rely on dates and deadlines? If so, they
might appreciate that they can keep an eye on high-level tasks and milestones (essential dates) sitting on the
timeline of the Gantt chart. It is the ‘waterfall part’ of the above screenshot.

• The tasks attached to the upcoming
iteration on the board become
immediately evident on the senior
executives’ Gantt chart-timeline
(provided they’ve enabled View >
Show > Cadences option on the Gantt
chart)

• should the teams’ decisions hit the
high-level plan, the directors may or
may not notice, phases or epics
getting rescheduled on their Gantt
chart-timeline.
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Have story points (agile) and time tracking 
(waterfall) in the same view

This is another measure that caters to the HYBRID projects in Jira. Have both ‘Time tracking’ (waterfall) and
‘Story points’ (agile) columns in the same BigPicture view, like we marked on the below Gantt chart:
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Resources module is very appropriate for 
hybrid projects

Those PMs who use purely agile software have difficult times allocating their teams’ and team members’
capacity to the standard of 90-110%. Since BigPicture supports the waterfall concepts, it has to have the full-size
Resource module, pictured.
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Risks in hybrid projects

Waterfall projects very typically use the following Risk probability matrix: one of the axes represent Risk
probability, with values ranging from ‘almost none’ to ‘very high’, and the other one stands for Risk
consequence - ‘trivial’ to ‘severe’. This is the default configuration of BigPicture’s Risk module.
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• The ability to drag and drop tasks to reassign them to teams
or individuals may seem granted, and it certainly is in modern
agile project management software. Step back to some pre-
Jira, waterfall applications, though, and you might get
surprised by the drag&drop feature missing. And for a reason:
back then you would have rarely rescheduled things, once a
plan had been approved.

• So, it could come as a not-all-that-common combination that
BigPicture both supports the waterfall methodologies and it
has the precious drag&drop capability - on the Agile Board
and Resources module.

38Integrating Agile into a Waterfall World – Joseph FlahiffHow to combine ‘agile’ and ‘waterfall’ in a single Jira project – Newverve consulting

Why is drag&drop crucial in mixed 
projects?
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Thank You
Shirly Ronen – Harel
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