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Agile frameworks have revolutionized the way teams develop software and manage
projects by emphasizing collaboration, flexibility, and iterative progress. As organizations
adopt these frameworks, understanding the various roles within them becomes essential
for effective implementation and success. However, not every role that exists in traditional
project management or organizational structures fits into a managed agile framework.
This article aims to clarify the common roles found within popular agile
methodologies—such as Scrum, SAFe, and Kanban—and identify which role does not
belong in a managed agile environment.

---

Understanding Managed Agile Frameworks

Before diving into specific roles, it’s crucial to understand what constitutes a managed
agile framework. Unlike informal or ad-hoc agile practices, managed frameworks are
structured approaches that provide clear roles, ceremonies, and artifacts to facilitate team
coordination and delivery.

What Is a Managed Agile Framework?

A managed agile framework provides a set of rules, roles, and best practices designed to
guide teams through iterative development while maintaining alignment with
organizational goals. Examples include:

- Scrum: Focused on small, cross-functional teams working in sprints.
- SAFe (Scaled Agile Framework): Designed for large organizations to scale agile
practices.
- LeSS (Large Scale Scrum): An extension of Scrum for larger, multiple-team projects.
- Kanban: Emphasizes continuous flow and visualization of work.

Core Principles of Managed Agile Frameworks

- Transparency: Clear roles and responsibilities.
- Inspection and Adaptation: Regular reviews and retrospectives.
- Collaboration: Close communication among team members and stakeholders.
- Incremental Delivery: Working in small, manageable chunks.

Typical Roles in Managed Agile Frameworks



Most managed agile frameworks define specific roles to ensure accountability and smooth
functioning. Common roles include:

- Product Owner
- Scrum Master
- Development Team Members
- Release Train Engineer (in SAFe)
- Agile Coach

Some roles are unique to specific frameworks, while others are common across multiple
methodologies.

---

Common Roles in Managed Agile Frameworks

Let's explore the typical roles found across different agile approaches.

1. Product Owner

The Product Owner is responsible for defining and prioritizing the product backlog,
ensuring the team works on the most valuable features. They act as the voice of the
customer and stakeholder.

Responsibilities:

- Managing the product backlog.
- Clarifying requirements.
- Making trade-off decisions.
- Accepting or rejecting work.

Frameworks: Scrum, SAFe, LeSS.

2. Scrum Master

The Scrum Master facilitates the agile process, ensures adherence to practices, and helps
remove impediments.

Responsibilities:

- Coaching the team.
- Facilitating Scrum ceremonies.
- Shielding the team from external disruptions.
- Promoting continuous improvement.



Frameworks: Scrum, some Kanban implementations.

3. Development Team Members

The core implementers who design, develop, test, and deliver the product increments.

Responsibilities:

- Self-organizing work.
- Delivering potentially shippable products.
- Collaborating with the Product Owner and Scrum Master.

Frameworks: Scrum, SAFe, LeSS.

4. Release Train Engineer (RTE)

Specific to SAFe, the RTE acts like a chief Scrum Master for an Agile Release Train (ART),
coordinating multiple teams.

Responsibilities:

- Facilitating ART events.
- Managing dependencies across teams.
- Escalating organizational impediments.

5. Agile Coach

An Agile Coach guides teams and organizations in adopting and improving agile practices.

Responsibilities:

- Providing training and mentorship.
- Assessing agile maturity.
- Facilitating transformations.

---

Roles That Usually Do Not Fit in Managed Agile
Frameworks

While the above roles are standard within managed agile frameworks, some traditional
project management or organizational roles do not typically appear in these environments.



1. Project Manager

Traditional Role: Responsible for planning, executing, and closing projects, often using
Gantt charts and other predictive tools.

Why Not Common in Managed Agile: Agile emphasizes self-organizing teams and
decentralized decision-making, reducing the need for a traditional project manager.
Instead, responsibilities are distributed among the Product Owner, Scrum Master, and
team members.

Exceptions: Some organizations still retain project managers for administrative or
coordination purposes outside the scope of agile teams.

2. Business Analyst (BA)

Traditional Role: Gathers requirements, documents processes, and translates business
needs into technical specifications.

In Agile: The Product Owner often assumes this role, managing backlog items and
stakeholder communication directly.

Differences: In agile, the BA’s responsibilities are integrated into the Product Owner’s
role, and formal documentation is minimized in favor of collaborative refinement.

3. Quality Assurance (QA) Tester (Separate from
Development)

Traditional Role: Responsible for testing and quality assurance as a separate phase.

In Agile: Testing is integrated into the development process, with developers and testers
working together for continuous testing.

Note: While dedicated testers may exist, the strict separation of QA from development is
less common.

4. Project Sponsor

Traditional Role: Senior executive who champions the project, secures funding, and
provides high-level oversight.

In Agile: The sponsor's role is less prominent during daily development cycles but remains
important for strategic alignment and funding approval.

---



Which Role Is Not Part of a Managed Agile
Framework? — The Case of the "Project
Coordinator"

Given the roles outlined above, the role that generally does not fit into a managed agile
framework is the Project Coordinator.

Why Is "Project Coordinator" Not a Typical Agile Role?

- Nature of Role: The Project Coordinator often handles scheduling, resource allocation,
and administrative follow-ups, functioning in a more hierarchical, command-and-control
environment.
- Agile Philosophy: Promotes self-organizing teams with decentralized decision-making,
reducing the need for a role that manages tasks externally.
- Overlap with Other Roles: Responsibilities are usually absorbed by the Scrum Master,
Product Owner, or team members themselves.

When Might a Project Coordinator Exist?

Some organizations, during the transition to agile, retain certain administrative roles
temporarily. Alternatively, in hybrid models, a Project Coordinator may coexist but is not
considered a core role within pure managed agile frameworks.

---

Summary: Recognizing Non-Agile Roles

| Role | Typical Framework Inclusion | Notes |
|---------|------------------------------|--------|
| Product Owner | Yes | Central to Scrum and scaled frameworks |
| Scrum Master | Yes | Facilitates Scrum processes |
| Development Team | Yes | Cross-functional, self-managing |
| RTE (SAFe) | Yes | Large-scale coordination |
| Agile Coach | Yes | Guides agile adoption |
| Project Manager | No | Traditional, hierarchical role |
| Business Analyst | Partially | Often integrated into Product Owner |
| QA Tester (separate) | No | Testing integrated into development |
| Project Sponsor | No | Strategic support, but not day-to-day role |
| Project Coordinator | No | Administrative, not core agile role |

---



Conclusion: Which Role Is Not Part of a Managed
Agile Framework?

Based on the analysis, the role that does not fit into a managed agile framework is the
Project Coordinator. While organizations may retain such roles for administrative support
or hybrid approaches, pure agile methodologies emphasize team self-management and
minimize hierarchical roles like project coordinators. Understanding these distinctions
helps organizations streamline their agile transformations and foster a culture aligned
with agile principles.

---

Final Thoughts

Adopting a managed agile framework involves embracing specific roles that promote
collaboration, transparency, and flexibility. Recognizing which roles are integral and
which are extraneous or outdated ensures smoother implementation and better team
dynamics. If your organization is transitioning to agile, focus on cultivating roles like the
Product Owner, Scrum Master, and cross-functional development teams, and reevaluate
traditional roles such as Project Coordinator or Project Manager to align with agile values.

---
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Frequently Asked Questions

In a typical managed Agile framework, which role is



responsible for prioritizing the product backlog?
The Product Owner is responsible for prioritizing the product backlog.

Which of the following roles is NOT commonly found in
a Scrum team: Scrum Master, Product Owner,
Development Team, or Project Manager?
Project Manager is not typically a role in a Scrum team.

What role facilitates meetings and ensures the Scrum
process is followed?
The Scrum Master facilitates meetings and ensures the Scrum process is adhered to.

Which role is responsible for delivering the product
increments in an Agile framework?
The Development Team is responsible for delivering product increments.

In Kanban, which role is explicitly defined as part of the
framework?
Kanban does not prescribe specific roles; it is more flexible and typically involves team
members managing work collectively.

Which role is NOT a standard role in SAFe (Scaled Agile
Framework)?
Project Manager is not a standard role in SAFe; roles like Release Train Engineer, Product
Owner, and Scrum Master are defined.

Which of these is typically NOT a role in a managed
Agile framework: Scrum Master, Product Owner,
Stakeholder, or Waterfall Project Manager?
Waterfall Project Manager is not a role in an Agile framework.

In Agile frameworks, who is primarily responsible for
stakeholder communication and feedback?
The Product Owner is responsible for stakeholder communication and feedback.



Which role is NOT directly involved in the day-to-day
execution of work in Scrum?
The Project Manager role is not directly involved in the day-to-day execution in Scrum.

In a managed Agile environment, which role typically
manages the Agile process and team coaching?
The Scrum Master manages the Agile process and coaches the team.

Additional Resources
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Understanding roles within a managed Agile framework is fundamental for teams aiming
to implement Agile methodologies effectively. Agile, with its emphasis on collaboration,
flexibility, and iterative development, has spawned various frameworks such as Scrum,
Kanban, SAFe, and others, each with its specific roles and responsibilities. When exploring
these roles, it's essential to recognize the distinctions and overlaps to foster a cohesive,
high-performing team. This article delves into the core roles associated with managed
Agile frameworks, clarifies which role does not belong, and examines the nuances that
differentiate them.

---

Introduction to Managed Agile Frameworks and
Their Roles

Managed Agile frameworks are structured approaches to implementing Agile principles at
scale or within specific organizational contexts. Unlike pure Scrum or Kanban, these
frameworks often introduce additional roles or modify existing ones to suit larger teams,
multiple teams, or enterprise-wide initiatives. The common goal remains: delivering value
iteratively, maintaining transparency, and fostering continuous improvement.

Typical roles in these frameworks include:

- Scrum Master
- Product Owner
- Development Team Member
- Release Train Engineer
- Agile Coach
- Program Manager
- Portfolio Manager



However, not every role that sounds related to Agile actually fits within the framework's
structure. Some roles are more aligned with traditional project management, operations,
or other methodologies.

---

Core Roles in Common Managed Agile
Frameworks

To understand which role does not belong, we first need to comprehend the common roles
and their responsibilities.

Scrum Master

Overview: The Scrum Master acts as a servant-leader for the Scrum team, facilitating
Scrum events, removing impediments, and ensuring adherence to Agile principles.

Pros:
- Promotes team self-organization
- Facilitates communication and collaboration
- Shields the team from external interruptions

Cons:
- Requires strong facilitation skills
- May be perceived as a blocker if not well-understood

Product Owner

Overview: Responsible for defining and prioritizing the product backlog, ensuring the
team delivers value aligned with stakeholder needs.

Pros:
- Clear ownership of product vision
- Prioritizes work based on business value
- Acts as liaison between stakeholders and the team

Cons:
- Can become overwhelmed with responsibilities
- Needs strong stakeholder management skills

Development Team Member



Overview: The cross-functional team responsible for delivering potentially shippable
product increments.

Pros:
- Self-organizing and autonomous
- Multidisciplinary skills enhance flexibility
- Directly responsible for quality and delivery

Cons:
- Requires high discipline and collaboration
- May face challenges balancing multiple tasks

Agile Coach

Overview: Guides teams and organizations in Agile adoption, helping improve processes
and culture.

Pros:
- Provides expert advice and training
- Facilitates enterprise Agile transformation

Cons:
- Can be costly
- Effectiveness depends on organizational openness

Release Train Engineer (RTE)

Overview: A role specific to SAFe (Scaled Agile Framework), functioning as the chief
Scrum Master for multiple teams, coordinating large-scale Agile releases.

Pros:
- Ensures alignment across teams
- Manages dependencies and risks

Cons:
- Demands significant coordination skills
- May become a bottleneck if poorly managed

Program Manager

Overview: Oversees multiple projects or teams, focusing on strategic alignment, resource
management, and delivery.

Pros:
- Provides high-level oversight



- Ensures strategic goals are met

Cons:
- Often rooted in traditional management
- Can conflict with Agile’s self-organizing principles

Portfolio Manager

Overview: Manages organizational portfolios, aligning multiple programs and initiatives
with strategic objectives.

Pros:
- Ensures organizational priorities are integrated
- Facilitates resource allocation at scale

Cons:
- Often operates outside Agile teams
- May introduce bureaucratic overhead

---

Which Role Does Not Belong? Analyzing the
Choices

Among these roles, some are integral to Agile frameworks, especially those designed for
scale (like SAFe), while others are more aligned with traditional project or program
management.

Key Point: The role that does not strictly fit within the core roles of a managed Agile
framework, especially in its Scrum or SAFe forms, is often the Program Manager.

---

Why Is 'Program Manager' the Role That Does
Not Belong?

Traditional vs. Agile Management Styles

- Traditional Program Manager: Typically responsible for planning, executing, and closing
projects, managing scope, schedule, and resources through hierarchical oversight.
- Agile Approach: Emphasizes self-organizing teams, decentralized decision-making, and



continuous delivery. Roles like Scrum Master and Product Owner are designed to facilitate
this.

Contradictions:
- The Program Manager role often entails command-and-control oversight, which conflicts
with Agile principles of autonomy.
- Agile frameworks favor roles that promote team empowerment over top-down
management.

Role Responsibilities and Overlap

- In scaled Agile frameworks like SAFe, responsibilities of a Program Manager may be
distributed among Release Train Engineers, Product Management, and Portfolio
Management.
- The traditional Program Manager’s responsibilities are often absorbed into other Agile
roles or organizational functions, making the explicit role unnecessary within the Agile
context.

Organizational Context

- Many organizations maintain Program Managers due to legacy structures, but Agile
frameworks aim to reduce such hierarchical layers.
- Introducing a Program Manager in an Agile team can introduce conflicting management
styles, potentially hampering the Agile principles of transparency and self-organization.

---

Additional Perspective: Roles That Are Not
Typically Part of Managed Agile Frameworks

While the focus above is on the Program Manager, it is also worth noting roles that
generally do not belong in Agile frameworks:

- Project Coordinator: May be viewed as redundant in Agile, where roles are more fluid.
- Operations Manager: Although important, this role is often outside the scope of Agile
team roles, unless integrated into DevOps or continuous delivery teams.
- Traditional Project Manager: In pure Agile, this role is usually replaced or redefined, as
the responsibilities shift to Product Owners and Scrum Masters.

---



Conclusion: Identifying the Outlier Role

In summary, while roles like Scrum Master, Product Owner, and Agile Coach are core to
managing Agile teams, the Program Manager tends to be more aligned with traditional
project management. Its hierarchical, command-driven approach often conflicts with the
self-organizing, decentralized ethos of Agile frameworks. Therefore, in the context of "All
Of The Following But One Is A Role In A Managed Agile Framework," the role that does
not belong is:

> Program Manager

Understanding this distinction is crucial for organizations transitioning to Agile, as it helps
in redefining roles, removing unnecessary hierarchies, and fostering a culture of
collaboration and agility. By recognizing which roles align with Agile principles and which
do not, teams can better tailor their organizational structures for success in modern,
flexible development environments.

---

Final thoughts: Embracing Agile requires not only adopting new practices but also
rethinking roles and responsibilities. Discarding or transforming roles like the Program
Manager can be a significant step toward achieving the agility and responsiveness that
Agile frameworks promise.
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