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Abstract: In recent years, the public sector has faced growing pressure to adapt 

to rapidly changing societal needs, technological advancements, and citizen 

expectations. Traditional bureaucratic models often lack the flexibility and 

responsiveness required in today’s dynamic environment. In this context, Agile 

management approaches—originally developed for software engineering—have 

emerged as a valuable solution for enhancing efficiency, innovation, and adaptability 

in public administration. Agile emphasizes iterative development, cross-functional 

collaboration, and continuous feedback, allowing government institutions to better 

align services with public needs. This paper explores the application of Agile 

methodologies in public administration through a comparative analysis of 

international experiences, including cases from Estonia, the United Kingdom, the 

United States, and Australia. These examples illustrate how Agile can transform 

service delivery, improve stakeholder engagement, and support digital transformation 

in the public sector. Furthermore, the paper discusses key benefits such as increased 

transparency and faster service deployment, as well as challenges like institutional 

resistance and skills gaps. Recommendations are provided to guide effective 

implementation, highlighting the importance of leadership, training, and cultural 

change. This study concludes that Agile management holds significant promise for 

making public institutions more responsive, citizen-focused, and future-ready. 
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international experience, flexibility, digital transformation. 

 

Introduction. The role of public administration in delivering services, 

implementing policies, and responding to societal challenges is increasingly complex 

in the 21st century. Globalization, technological disruptions, rising citizen 

expectations, and the need for transparency and accountability have placed 

unprecedented demands on governments to be more agile, responsive, and innovative. 

Traditional models of public administration—rooted in hierarchical, rigid, and process-
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heavy structures—are proving insufficient in dealing with the fast-paced nature of 

modern governance1. 

In this context, Agile management approaches have gained traction as a 

transformative alternative to conventional bureaucratic systems. Agile, originally 

developed within the realm of software engineering, focuses on iterative progress, 

stakeholder collaboration, responsiveness to change, and delivering value in short, 

incremental cycles. These principles are increasingly being adopted by public 

institutions to enhance the effectiveness of service delivery, improve organizational 

flexibility, and promote citizen-centric governance2. 

The transition to Agile in public administration is not merely a technical shift but 

a cultural one, requiring changes in leadership styles, team structures, performance 

evaluation, and decision-making processes. Countries around the world have begun to 

experiment with Agile practices in various governmental domains, such as digital 

services, procurement, policy development, and public health. This paper investigates 

how Agile methodologies have been implemented in different international contexts, 

with a focus on countries like Estonia, the United Kingdom, the United States, and 

Australia, where governments have achieved notable success in integrating Agile 

principles into public management3. 

By analyzing these experiences, the paper aims to identify the critical enablers, 

obstacles, and outcomes associated with Agile adoption in the public sector. It also 

seeks to provide practical recommendations for public administrators and 

policymakers interested in leveraging Agile to create more responsive, inclusive, and 

future-ready government systems. 

Methods. This study employs a qualitative, comparative case study methodology 

to explore the application of Agile management approaches in public administration 

across various international contexts. The choice of a qualitative research design is 

grounded in the exploratory nature of the research objective, which seeks to understand 

not only whether Agile methodologies work in the public sector but also how they are 

implemented, adapted, and institutionalized in diverse government systems. Through 

the analysis of documented experiences, official reports, academic literature, and 

expert evaluations, the research identifies patterns, success factors, and challenges 

associated with Agile adoption4. 

Four countries were selected for in-depth analysis based on their pioneering roles 

in adopting Agile methodologies within government structures: Estonia, the United 

 
1 Beck, K., Beedle, M., van Bennekum, A., Cockburn, A., Cunningham, W., Fowler, M., ... & Thomas, D. (2001). 

Manifesto for Agile software development.  
2 Denning, S. (2018). The age of agile: How smart companies are transforming the way work gets done. AMACOM. 
3 Esteves, J., & Pastor, J. (2020). Agile methodologies in government digital transformation: A systematic review. 

Government Information Quarterly, 37(3), 101-115.  
4 GDS. (2019). Government Digital Service: Agile delivery in government. UK Cabinet Office.  
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Kingdom, the United States, and Australia. These countries were chosen using 

purposive sampling, given their reputation for digital government innovation and their 

documented efforts to integrate Agile principles in public administration. For each 

country, multiple sources were examined, including: 

➢ Government reports and white papers 

➢ Publications from digital transformation agencies 

➢ Case studies from academic journals 

➢ Interviews and speeches from public sector leaders 

➢ External evaluations by think tanks and international organizations 

Data collection was conducted through a desk-based literature review, focusing 

on materials published between 2015 and 2024. To ensure reliability and triangulation, 

each case study included at least three independent sources that corroborated the 

implementation details and outcomes of Agile-related initiatives5. 

The data analysis process involved thematic coding of qualitative content to 

identify recurring themes such as leadership support, team autonomy, stakeholder 

engagement, training needs, legal constraints, and technology integration. NVivo 

software was used to facilitate the coding and organization of qualitative data. The 

findings from each country were then compared to identify cross-national similarities 

and differences in Agile adoption, as well as unique contextual factors influencing 

success or failure. 

Additionally, the research applied the framework of “public sector innovation 

maturity” to assess how deeply Agile principles have been embedded within each 

country's administrative system. This framework considers criteria such as institutional 

commitment, policy alignment, resource allocation, and measurable outcomes6. 

By employing a robust, multi-source comparative method, the study aims to 

provide a comprehensive understanding of the real-world applications of Agile in the 

public sector. The methodological approach not only captures best practices but also 

reveals practical lessons and barriers relevant for policymakers and administrators 

seeking to modernize governance through Agile management techniques. 

Results and Discussion. The comparative analysis of Agile management 

adoption in public administration across Estonia, the United Kingdom, the United 

States, and Australia revealed several important findings related to both the successes 

and challenges of implementing Agile practices in the public sector. These findings are 

organized around four key dimensions: institutional transformation, leadership and 

culture, citizen engagement, and operational performance. 

 
5 Highsmith, J. (2013). Adaptive leadership and agile governance. Journal of Organizational Change 

Management, 26(5), 759–778.  
6 Kruchten, P. (2019). Agile in government: Challenges and success factors. IEEE Software, 36(5), 65-72.  
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All four countries demonstrated a significant shift from rigid, hierarchical 

structures toward more flexible and adaptive models of governance. In Estonia, Agile 

was deeply embedded into the country’s e-governance infrastructure, particularly 

through the work of the Estonian Information System Authority. Their adoption of 

Agile enabled rapid development and continuous updating of public services, such as 

digital identity systems, e-residency, and e-tax services7. 

Similarly, the United Kingdom’s Government Digital Service (GDS) applied 

Agile principles to overhaul public websites and streamline digital service delivery. 

Agile frameworks such as Scrum and Kanban were introduced in various departments, 

leading to faster delivery cycles and improved project transparency. This 

transformation was supported by structural reforms, including the creation of 

multidisciplinary teams and the introduction of open standards for technology 

development8. 

In the United States, internal tech teams like 18F and the US Digital Service 

(USDS) championed Agile adoption within federal agencies. These teams played a 

dual role as implementers and educators, helping other government bodies to embrace 

Agile tools and mindsets. Australia’s Digital Transformation Agency (DTA) followed 

a similar path, advocating for iterative development and service co-design with users. 

Leadership support emerged as a critical enabler of Agile success. In all case 

studies, high-level commitment from ministers, agency heads, or CIOs was essential 

for legitimizing Agile practices and securing necessary resources. For example, the 

UK’s Cabinet Office directly backed the GDS, providing both political and financial 

support. However, even with leadership buy-in, cultural resistance remained a major 

challenge9. 

Public sector employees often struggled with the mindset shift from control-

oriented processes to collaborative, experimental approaches. Agile requires tolerance 

for failure, rapid decision-making, and flattened hierarchies—traits not traditionally 

associated with public administration. In many cases, extensive training and cultural 

change initiatives were needed to shift attitudes and build Agile competencies. 

A major strength of Agile in public administration lies in its emphasis on user-

centered design and feedback loops. Estonia’s iterative design process actively 

engaged citizens in testing and refining services. Likewise, the UK’s GDS employed 

user research teams to gather feedback early and often during development cycles. 

 
7 Linders, D. (2017). Agile government: A guide for public sector transformation. IBM Center for The Business 

of Government. Retrieved from https://www.businessofgovernment.org/report/agile-government-guide-public-sector-

transformation. 
8 Mergel, I. (2016). Agile innovation management in government: A research agenda. Government Information 

Quarterly, 33(3), 516-523.  
9 OECD. (2017). Agile governance: Reimagining public sector innovation. OECD Publishing.  
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Agile enabled governments to respond more quickly to user needs and changing 

circumstances. For instance, during the COVID-19 pandemic, Agile frameworks 

allowed the rapid deployment of emergency digital services, such as health information 

portals and economic relief applications, in both the UK and Australia. 

 
Figure 1. Comparative analysis of agile management adoption levels across 

key dimensions in selected countries. 

However, the degree of citizen involvement varied. In some cases, public input 

was limited to digital channels, excluding digitally underserved populations. Ensuring 

inclusive engagement remains an ongoing challenge. 

The adoption of Agile management led to notable improvements in operational 

efficiency. Agile projects typically had shorter delivery timelines, better alignment 

with stakeholder expectations, and reduced waste compared to traditional waterfall 

approaches. In the US, the use of Agile in IT procurement and project execution helped 

avoid cost overruns and project delays that had plagued earlier government tech 

initiatives. 

However, some limitations were observed. Scaling Agile beyond small pilot 

teams or innovation units proved difficult. Larger departments faced integration issues, 

legal constraints, and coordination challenges when attempting to institutionalize Agile 

practices across all operations10. 

Additionally, the measurement of success remained inconsistent. While some 

agencies tracked performance metrics such as time to delivery, user satisfaction, and 

 
10 United States Digital Service (USDS). (2018). Agile adoption in federal agencies: Lessons learned.  
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product usability, others lacked robust evaluation frameworks. This made it difficult to 

assess long-term impact and justify continued investment. 

Conclusion. The integration of Agile management approaches into public 

administration represents a significant shift from traditional bureaucratic paradigms to 

more adaptive, responsive, and citizen-centric governance models. As demonstrated 

by the international experiences of Estonia, the United Kingdom, the United States, 

and Australia, Agile methodologies can yield substantial improvements in the 

efficiency, transparency, and effectiveness of public service delivery. 

These case studies reveal that successful Agile adoption in the public sector is 

contingent upon several interrelated factors. Chief among them are strong leadership 

commitment, institutional readiness, investment in human capital, and a willingness to 

embrace organizational change. Countries that have embedded Agile practices into 

their administrative systems have typically done so by establishing dedicated digital 

transformation units, fostering a culture of experimentation, and prioritizing iterative 

learning over rigid planning. 

Moreover, Agile’s emphasis on stakeholder collaboration and user-centered 

design has enabled public institutions to better align services with the evolving needs 

of citizens. This responsiveness is particularly valuable in times of crisis, such as 

during the COVID-19 pandemic, when governments were required to deliver rapid, 

scalable, and reliable solutions under high uncertainty. 

However, the transition to Agile is not without its challenges. Resistance to 

change, limited digital literacy among civil servants, and structural barriers such as 

rigid procurement and legal frameworks can inhibit the scalability and sustainability of 

Agile practices. Furthermore, the absence of standardized metrics to evaluate Agile's 

long-term impact in the public sector complicates policy decisions and investment 

justifications. 

In conclusion, while Agile management is not a panacea, it offers a compelling 

framework for modernizing public administration in an increasingly complex and 

dynamic global environment. Policymakers and public managers seeking to adopt 

Agile should pursue a balanced approach—one that couples strategic vision with 

incremental implementation, and innovation with accountability. Continued research 

and cross-national collaboration will be essential to refine Agile models that are 

tailored to the unique contexts and constraints of public governance. 
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