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GLOSSARY

Agile Operating Model The holistic and simple definition of what an organisation, 
programme, project or team mean when they use the term ‘Agile’. This could be a single 
Agile framework or an integrated implementation of many frameworks, the latter being 
much more likely. Agile operating models align to the ‘Agile Manifesto’.

Agile Persona Someone (a person or group) who will interact with the system being 
built, also known as a ‘user’.

Backlog An ordered list of requirements/stories that the customer wants.

Baseline Plan The plan that defines the start point from which an evolving product 
starts, normally high level.

Best Practice The learned best approach for something at a particular point in time, 
best practice evolves over time.

Business The customers (see Section 6.1), stakeholders (see Section 6.4) and users of 
the product.

Command and Control A style of management where the manager commands the 
team to do something and then controls them to do it. This style of management is the 
opposite of Agile self-organising teams. 

Commitment Plan Typically a detailed forecast for a short period of time, also known as 
iteration/sprint (or time-box) plans.

Cost of Delay The cost of delaying an investment decision.

Customer The person/people who own the product (e.g. known as a ‘Product Owners’ 
or ‘Business Ambassadors’ in certain frameworks).

Definition of Done Normally a list that defines the complete product that must be 
delivered; must be standard across the team (see Section 10.2).

Definition of Ready Normally a list that defines when artefacts within the delivery 
process are ready (e.g. story ready to go into iteration/sprint). 

DevOps Viewing the development and operation of a software system as one continuous 
delivery value chain.
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Environment The combination of all factors within an organisation, project, team etc. 
that drives suitability of a delivery or governance framework. In a dynamic environment, 
where things change all the time, an Agile framework would be suitable.

Facilitated Workshops Groups of people coming together in a forum to achieve a 
stated objective, the achievement of which is facilitated by a workshop facilitator. Many 
activities (such as planning) within Agile are delivered within facilitated workshops. 

Feature A feature of the system that the customer wants, normally described as a story 
and ordered within a backlog.

Iteration/Sprint A short focused amount of delivery effort to deliver stories within an 
iteration/sprint goal, normally between 2 and 4 weeks.

Iteration/Sprint Goal The goal that the team commit to in relation to an iteration/sprint 
plan.

Iteration/Sprint Plan The forecast of what will be delivered within a short focused 
‘sprint’ by the team.

Knowledge Based Work Work where the main capital is knowledge, such as doctors, 
engineers and information technology workers.

Noise Anything that interrupts the team within an iteration/sprint, noise causes 
significant disturbance within a team and causes lack of focus on delivery.

Regression Testing Primarily aimed at making sure that the software system operates 
in the same way it did before a change was made.

Requirements Described as ‘stories’ within most Agile frameworks (see Section 7.1).

Source Control System Part of software configuration management, manages the 
central repository of code versions, etc.

Stakeholder Any person or group who can help the team, or hinder.

Story A requirement or feature that may be delivered at some point; a story is a token 
to remind everyone that something may need to be delivered. Stories reside on the 
backlog.

Time-box A fixed period of time within which delivery is made, stories are prioritised 
within a time-box. With Agile projects, releases and iterations/sprints are all time-boxes.

User People who will use the product, known as ‘Agile personas’ within Agile.

Working Software Software that works, has all the elements associated with the 
‘Definition of Done’ and is ready to deploy into an environment which should be the live 
production environment. 
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PREFACE

Why – This book has been written for two major reasons:

 y It provides a foundation-level description of Agile from a generic perspective, 
not biased to any specific Agile framework. This means it will give you an 
excellent start point for your Agile journey that overviews all the key values, 
principles and practices of Agile, and then references out to further detail.

 y As supporting material and a reference book for the BCS Agile Foundations 
syllabus, course and certification (bcs.org/agilecertified).

What – There are many Agile books available; however, the majority of them discuss 
specific Agile techniques or specific Agile frameworks. This book endeavours to give a 
rounded, unbiased view of Agile generically, not focusing on any one Agile framework’s 
view. While Agile frameworks (see Chapter 14) have successfully been applied to 
business transformation projects, marketing, health service commissioning, and many 
other business sectors, this book mainly concentrates on Agile product delivery within 
the IT industry.

It contains many references to other excellent books, websites and people and acts as 
a single point from which to start your Agile journey. From the perception of the people 
involved in creating this book we are all still on the journey and long may we be so. 

How – Many very experienced practitioners of Agile have been involved in authoring and 
reviewing this book. There are hundreds of years of shared practical experience that 
have been put into this book. 

Agile is purposefully simple. For example, the Agile Manifesto itself consists of only 
4 statements and 12 principles. 

The majority of Agile frameworks are also purposefully simple. Indeed arguably the 
most used Agile framework as at 2015 is Scrum (see Section 14.2), which is one of 
the simplest Agile frameworks.

So how can something as simple as Agile require an ‘Agile Foundations’ book of 
around 55,000 words?

We have endeavoured to not only simply state what Agile is, with some guidance 
on how to do it; we have also focused heavily on why Agile should be used and 
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PREFACE

what the fundamental thinking and science behind it is. Our strong belief is 
that a fundamental level of Agile understanding starts with an understanding 
of why Agile should be used and in what circumstances. As with many things, 
behind the simplicity there is complexity and we have represented what we think 
is an appropriate level of that complexity; however, our core guidance when 
implementing Agile is ‘KISS’: Keep It Simple.

The book is primarily designed so that the reader can reference particular areas 
of interest individually and that those areas stand on their own (e.g. Agile planning 
or stories). We have also provided many in-text references if the reader wishes to 
investigate a particular area further. However, we have also structured the book to 
flow end-to-end and therefore it also makes a great read from start to finish. 

The book is structured into four major parts: 

PART 1: ‘Introducing Agile’ (Chapters 1–4) outlines the major principles of Agile, the Agile 
mindset and other elements for a basic rounded understanding of Agile.

PART 2: ‘A Generic Agile framework’ (Chapters 5–8) goes through the major generic 
elements of most of the Agile frameworks and provides a solid grounding in the key 
elements of most Agile frameworks.

PART 3: ‘Applying Agile principles’ (Chapters 9–13) overviews thinking learned from the 
author’s experience and from many other great reference sources; this part of the book 
is about why and how to apply Agile principles. 

PART 4: ‘Agile frameworks’ introduces what we consider to be the major Agile 
frameworks. We have defined a ‘major’ framework as one that we see very regularly in 
our day-to-day work as Agile trainers and consultants.

Welcome fellow Agilista – You are about to embark on an extremely exciting journey 
that may well change your perceptions and even your whole career direction, as it has 
for many of us. We hope you get as much enjoyment reading this book as we have had 
creating it.

Peter Measey (peter.measey@radtac.co.uk) 2014
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INTRODUCTION

From 11 to 13 February 2001, 17 software development gurus from different fields 
and method frameworks gathered at a retreat in Snowbird, Utah. All attendees were 
sympathetic to and driven by the need for an alternative to documentation-driven, 
heavyweight software development processes and the problems that these posed, such 
as late and over-budget delivery of less-than-satisfactory products. 

From this meeting came the agreed ‘Manifesto for Agile Software Development’ (see 
Section 1.2), which is still the basis for the development and delivery of Agile frameworks 
and provides the single definition of ‘Agile’ that all these frameworks align to.

So what is Agile and what are its foundations? 

 y Agile is a collection of evolving delivery and management frameworks 
(see Chapter 14) for dynamic and innovative delivery environments – like IT 
deliveries.

 y Individually and collectively the frameworks are focused on ensuring that the 
highest priority is to satisfy the customer through early and continuous delivery 
of valuable product.

To be flexible has become vital for a business in today’s global markets and, therefore, 
the ability for IT systems and solutions to be equally flexible is essential. The purpose 
of Agile is to allow organisations to react to the increasingly dynamic opportunities and 
challenges of today’s business world, in which IT has become one of the key enablers.
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PART 1
INTRODUCING AGILE
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1 WHAT IS AGILE?

1.1 THE HISTORY OF AGILE

‘Standing on the shoulders of giants’ is a particularly apt term when discussing the 
evolution of Agile, as Agile thinking is founded on the concepts and ideas behind many 
different IT governance and delivery frameworks. Table 1.1 shows the evolution of these 
frameworks (see Chapter 14) since the late 1940s, leading to what is now generically 
referred to as ‘Agile’.

Table 1.1 History of Agile frameworks

Year Development of framework

1948  Taiichi Ohno, Shigeo Shingo and Eiji Toyoda create the ‘Toyota Way’. 
Many Agile concepts relate to Lean thinking

1985 Tom Gilb develops EVO (Gilb, n.d.)

1986 Barry Boehm works on Spiral (Boehm, 1986)

1990 Rapid Application Development (RAD) is documented (Martin J., n.d.)

1992 The Crystal family of methodologies is defined (Cockburn, 2004)

1994  Dynamic Systems Development Method is created  
(DSDM Consortium, 2014b)

1995  Ken Schwaber and Jeff Sutherland present a paper on Scrum at the 
OOPSLA (Object-Oriented Programming, Systems, Languages and  
Applications conference) (Sutherland, Patel, Casanave, Miller and  
Hollowell, 1995)

1996 Rational Unified Process (RUP) (IBMRational, n.d.)

1997 Feature Driven Development 

(Continued)
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WHAT IS AGILE?

Table 1.1 (Continued)

Year Development of framework

1999 Kent Beck publishes Extreme Programming (XP) Explained (Beck, 2004)

2001 The Agile Manifesto is created (Agile Manifesto, 2001)

2003  Mary and Tom Poppendieck publish Lean Software Development  
(Poppendieck, 2003)

2007 David J. Anderson discusses Kanban at Agile 2007 (Anderson, 2010)

2009 Eric Ries speaks on Lean start-up (Ries, 2011)

Some Agile thinking is based on the ‘Toyota Production System (TPS)’ (Liker, 2004) 
or ‘Lean’, as it is now more widely known. For example, the concept of Visual Boards 
(see Section 8.7) is taken from TPS. However, as the name suggests, TPS is mainly 
related to manufacturing products on a production line. Agile thinking is more focused 
on Lean product development than it is on Lean manufacturing, because the dynamic 
environments in which Agile is implemented are more similar to a dynamic innovative 
Lean product environment than a Lean manufacturing environment where variability 
is specifically discouraged and repeatability encouraged. Innovation and creativity, two 
fundamentals of effective product development, are enabled by variability and disabled 
by focusing on repeatability. 

Tom Gilb’s ‘Evo’ and Barry Boehm’s ‘Spiral’ approaches were incorporated into Agile 
thinking in the early 1990s into what became known as Rapid Application Development 
(RAD). 

Many RAD frameworks up to this point had concentrated on product delivery with no 
great focus on project governance. The exception was DSDM (see Section 14.3), which 
was created in the mid-1990s and focused on delivery within projects. 

In 1999, another key Agile framework was created called eXtreme Programming or ‘XP’ 
(see Section 14.1). While XP focuses more on the values and practices associated with 
the technical programming aspects of engineering software, many of the practices are 
now also being used effectively in generic product development.

An important point in the evolution of these frameworks occurred when the term ‘RAD’ 
became associated with delivery failure, and finally disappeared in the late 1990s. One 
of the reasons for this was that, in the late 1990s, many organisations were using the 
term RAD to describe their delivery method, whether it was actually RAD or not, because 
it had become the ‘cool’ name in town. This meant that teams and organisations 
pretended or imagined that they were doing RAD, but did it without actually changing 
any of their delivery and management culture and behaviours. This led to a lot of failed 
initiatives that were shaped in a traditional ‘Waterfall’ way (see Section 2.6.3) being  
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described as ‘failures of RAD’ – even though they hadn’t initially been properly set up 
as RAD projects. Fundamentally, a key point was misunderstood by many people: while 
RAD itself was easy, transforming to RAD could be extremely complex. 

Also, the word ‘Rapid’ in ‘Rapid Application Development’ meant that the immediate and 
lasting impression was of speed rather than a balance of regular value delivery and 
quality, which proved inappropriate.

It was not until 2001, when the Agile Manifesto (see Section 1.2.1) was formulated, that a 
collective generic name and terms of reference that supported all the frameworks was 
defined, and Agile as a concept was born. 

In the same year the first Scrum (see Section 14.2) book was authored by Ken Schwaber 
and Mike Beedle (Schwaber and Beedle, 2001). The book evolved the basic concepts 
of Scrum from a seminal paper in the 1986 Harvard Business Review, written by the 
godfathers of the Scrum Agile Process, Takeuchi and Nonaka (Takeuchi and Nonaka, 
1986). Scrum has since grown into by far the most implemented Agile framework in 
the world. 

Since that time, further evolution of Agile thinking has been achieved, and notable more 
recent frameworks include Lean software development (see Section 14.6) and Kanban 
(see Section 14.5), amongst others. 

1.2 THE AGILE MANIFESTO

As mentioned in the Introduction, the Agile Manifesto provides the single definition of 
Agile and underlies the development and delivery of Agile frameworks. While its title 
‘The Manifesto for Agile Software Development’ suggests that it is only applicable to 
software development, the values and principles described in the Manifesto can easily 
be applied to the development of many types of product.

The Manifesto describes 4 values and 12 supporting principles. The values set out in 
the Agile Manifesto are:

We are uncovering better ways of developing software by doing it and  
helping others do it. Through this work we have come to value:

Individuals and interactions over processes and tools.

Working software over comprehensive documentation.

Customer collaboration over contract negotiation.

Responding to change over following a plan.

That is, while there is value in the items on the right, we value  
the items on the left more. 

Typically an Agile audit or health check will be performed against the 4 manifesto 
statements and the 12 manifesto principles. It may also be further refined by the key 
values and principles of whatever combination of Agile frameworks (see Chapter 14) is 
being implemented.
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In this chapter, we will take a closer look at the manifesto’s values and supporting 
principles. 

1.2.1 Agile values

The four Agile Manifesto statements or values are described next and are further 
expanded in Chapters 9–12. 

1.2.1.1 Individuals and interactions over processes and tools 

While processes and tools provide significant value to software development teams 
and enable them to be Agile, the best processes and tools will not help them to deliver 
value to the customer without enabled and motivated people who interact effectively as 
a team (see Chapter 9).

1.2.1.2 Working software over comprehensive documentation 

The vast majority of software products require supporting documentation; for example 
most software deliveries require technical user documentation (see Section 8.6) as 
without this documentation it will become extremely difficult to support and maintain 
the software product in the future and throughout its lifecycle. (See also Chapter 10.) 

However, while fit-for-purpose documentation is key in an Agile delivery, the focus is 
on providing working software, and therefore adding value directly to the customer. 
This means that Agile demonstrates progress through regular visible incremental 
deliveries of a consistently working product (see Section 10.3). Each and every time 
a new increment of the product is delivered the customer can be assured that good, 
agreed progress is being made – and/or be aware in advance of any hindrances to 
progress. In Agile product development the documentation is kept as Lean as possible 
(see Section 8.6); only documentation that adds value to the stakeholders is produced 
and the production of the documentation is synchronised with the incremental delivery 
of the working product.

1.2.1.3 Customer collaboration over contract negotiation 

In Agile it is important to create a consistently collaborative and open relationship 
between the customer and supplier (see Chapter 11 and Section 11.1), and to ensure that 
the customer and supplier acknowledge that an effective product cannot be developed 
without that collaboration. Obviously there are still contracts between customers and 
suppliers, however, contracts tend to focus on clarifying the collaboration and the 
working approach between the customer and supplier to ensure they can work together 
to a mutually satisfactory conclusion. This means that the Agile contract concentrates 
on enabling inspection and adaptation of the product, prioritisation and collaboration 
between all stakeholders.

This stands in contrast to a traditional ‘Waterfall’-driven contract, in which the analysis 
and design stages will produce detailed documents that become fundamental parts 
of the contract (e.g. the requirement specification, functional specification etc.). The 
interaction between customer and supplier then becomes a negotiation based on the 
detailed documents that have been produced. This can create significant friction; for 
example, it may lead to each party trying to get the other to pay for changes to the  
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contracted specifications. This can become a very significant problem where there is a 
large amount of change required to the contracted specifications.

1.2.1.4 Responding to change over following a plan 

According to About.com, German military strategist Helmuth von Moltke wrote:

‘No battle plan survives contact with the enemy.’ As a result, he sought to maximise 
his chances of success by remaining flexible and ensuring that the transportation 
and logistical networks were in place to allow him to bring decisive force to the 
key points on the battlefield.

(Hickman, 2014)

This principle is replicated in an Agile development: while there is a significant amount 
of focused planning (see Section 7.3; Chapter 12), this planning is designed to enable 
inspection and adaptation.

In essence the majority of Agile frameworks align to the following concepts:

 y If programme/project plans are required, they are defined at a high level – these 
are baseline plans that are expected to change.

 y If stage (or release) plans are required, they are defined at a mid level – again, 
these are baseline plans that are expected to change.

 y Detailed work package or sprint/iteration plans (see Section 12.1) are 
commitment plans, the commitment being against an agreed goal (for example, 
an agreed increment of the product).

This means that up-front project plans and stage plans are not commitment plans; 
rather it is understood that these plans are forecast best guesses based on experience 
or factual evidence and change is anticipated as the project develops (see Section 7.3).

1.2.2 The Agile principles

There are 12 Agile principles that support the 4 manifesto statements. 

1.2.2.1 Our highest priority is to satisfy the customer through early and continuous  
delivery of valuable software (see Section 10.1)

The entire focus of Agile is to deliver value to the customer as frequently, consistently 
and regularly as possible. By continuously delivering product increments that provide 
additional value, the customer is much more likely to be satisfied and involved. It also 
means that they are more likely to understand and buy into the product being delivered. 

This means that in an Agile delivery, it is essential that product stories (the required 
features of the product – see Section 7.1) are expressed in a way that makes sense to 
everyone in the team, the technical people and business people. Generally the order 
of the stories to be delivered will be largely driven by business value; however, the 
team also need to ensure that the optimum way to deliver the product from a technical 
perspective is considered (amongst many other considerations).
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1.2.2.2 Welcome changing requirements, even late in development. Agile processes 
harness change for the customer’s competitive advantage (see Section 12.1)

In an Agile delivery, the team and customer endeavour to refine and break down complex 
business needs into stories (features or components of the product – see Section 7.1) 
that can be understood, defined, tested and delivered fast. This approach enables the 
entire team to inspect, learn and adapt as they iteratively deliver product features via 
stories.

As the team continuously delivers value-add stories to the customer, they can also 
harness and demonstrate change to the customer’s competitive advantage. As they 
collaborate effectively and reciprocally with the customer, they can identify and learn/
evolve more effective ways to deliver added value (see Section 10.1). 

Agile also significantly reduces the risk of the team spending a significant amount of 
time producing detailed specifications that might be appropriate at the time of writing 
them, but might not actually add much value on the day of delivery. The window of 
opportunity for new systems is ever more dynamic and in many cases quite small or 
short, and so accurate valuable delivery is paramount.

1.2.2.3 Deliver working software frequently, from a couple of weeks to a couple of 
months, with a preference for the shorter timescale (see Section 10.2)

All Agile frameworks focus on delivering value-add product increments frequently, 
thereby enabling fast feedback-cycles and the ability to change direction if required. This 
means that Agile teams should deliver value-add stories to their customer every few 
weeks. Even when Agile is being scaled (see Section 14.8), and it may not be practical 
or feasible to deliver within a few weeks, teams should still try to deliver products in as 
short a period as possible – and never more than every few months.

A key metric that is therefore often implemented is ‘cost of delay’ (i.e. what is the cost 
to the business of delaying delivery of a product feature – see Section 10.1). This metric 
allows the customer to identify the opportunity cost of stories – meaning that they will 
be able to understand the relative cost of stories being available now, sooner or later.

1.2.2.4 Business people and developers must work together daily throughout the pro-
ject (see Section 11.1)

In dynamic environments stories that add value and their relative priority will change 
as understanding evolves and business needs change. This constant ‘reshuffling’ 
requires close collaboration between the customers, stakeholders and team, as well 
as a common language, free from jargon. Face-to-face communication as well as a 
willingness to work together closely are key to creating this collaborative environment 
(see Section 8.2).

1.2.2.5 Build projects around motivated individuals. Give them the environment and 
support they need, and trust them to get the job done (see Section 9.1)

It is common sense that motivated people are going to be more productive (see Section 
9.1). If an organisation treats people like robots who cannot be trusted, then the people 
will act like robots that cannot be trusted. If the organisation treats individuals like 
trusted adult professionals, then they will act in that way (see Section 9.1.2).
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Agile can be extremely difficult if there is a blame culture, and/or when individuals 
and teams are not empowered. Agile transformation is an ongoing journey. Human 
beings will not transform unless they understand why they are transforming and what 
problems they are aiming to solve by implementing Agile.

1.2.2.6 The most efficient and effective method of conveying information to and within a 
development team is face-to-face communication (see Section 8.2)

Communication is not solely the spoken word – a significant amount comes from 
visual cues and body language. Therefore, written communication is prone to 
misunderstanding, and while documents and emails are a great way of broadcasting 
information, they are not a good communication tool. 

If face-to-face communication is removed, feedback cycles can become unnecessarily 
and dangerously extended. Fast, frequent feedback cycles are essential in a dynamic 
environment (see Section 8.1) and can only really be provided through face-to-face 
communication.

Where teams are distributed geographically or even simply on different floors in a 
building it is important to implement a virtual collaboration/co-location environment, 
which is more than just video conferencing. The effective implementation of such an 
environment is the best, most suitable way to enable good (face-to-face) communication.

The importance of face-to-face communication is also why most Agile frameworks 
define individual development team sizes of somewhere between 3 and 11 people. 
This is not a new idea: the majority of teams across all human endeavours, including 
sports teams, emergency service teams, military units or any other teams that deliver 
in dynamic environments mainly consist of 3 to 11 people. 

1.2.2.7 Working software is the primary measure of progress (see Section 10.3)

While there are many excellent ways to measure progress and quality, the main 
objective of Agile is to deliver value, i.e. working software, to the customer in short time 
frames continuously. This makes the delivery of working software the primary measure 
of progress.

1.2.2.8 Agile processes promote sustainable development. The sponsors, developers, 
and users should be able to maintain a constant pace indefinitely (see Section 6.2)

Agile teams must work at a sustainable pace (see Section 8) to avoid people burning 
out, becoming ill or experiencing stress-related conditions. 

Unrealistic and unsustainable time pressures may also cause corner cutting, which can 
lead to ‘technical debt’ in a product (see Section 10.4). Technical debt describes the long-
term effects of ignoring or not recognising functional or technical problems in a system, 
and tends to result in systems that are full of defects, not effectively documented and 
badly designed. These systems are therefore difficult, expensive and sometimes even 
impossible to support, maintain and enhance. 

There may also come a point at which personal motivation and commitment to the 
team is lost, potentially resulting in people leaving the team and possibly even the  
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business. Such losses can cost the team and the organisation a huge amount of money, 
as significant investment will have been made in that person and in their efforts.

The majority of Agile frameworks include a role called the Agile lead (see Section 6.3) 
who is responsible for ensuring that the teams are operating at a sustainable pace.  
This is to ensure that functional quality is built into products, that technical debt is kept 
out of products and that people do not leave unexpectedly.

1.2.2.9 Continuous attention to technical excellence and good design enhances agility 
(see Section 10.4)

If a team does not apply technical excellence and good design from the start, there 
is a significant chance that major problems will only be identified late in the delivery 
lifecycle, at which point they can become extremely expensive to fix. Allowing hacks 
(quick fixes that are not designed or implemented at a fit-for-purpose level of quality) 
to occur, or inappropriate design or architectures to creep in leads to technical debt 
(see Section 10.4). 

This means that it is important that the team develop and build the right products 
in the right order in the optimum way. It is easy to deliver product stories without 
considering technical design holistically, but this will lead to a product that is fragile and 
unmaintainable; also, it will become increasingly difficult to develop product increments. 
If an area of a product is identified as being of a sub-standard design, the team should 
make sure that a ‘refactoring’ story (see Section 8.10) is raised to address this concern. 

1.2.2.10 Simplicity – the art of maximising the amount of work not done – is essential 
(see Chapter 13)

Teams need to focus their efforts on developing a solution that is fit-for-purpose and 
only meets existing requirements. It is always tempting to build a product component 
that will meet current requirements, but is flexible enough to handle some perhaps-
as-yet-undefined future requirement. However, this future requirement may never be 
needed or prioritised, which means the customer might end up with a product that is 
more expensive to maintain due to its complexity – which they didn’t ask for or need.

It is equally important to concentrate on delivering value in the most effective way 
possible. This is where the concepts of Lean thinking (Liker, 2004) help to reduce waste 
and ensure the simplest ‘value add’ delivery chain possible is used (see Section 14.6).

1.2.2.11 The best architectures, requirements and designs emerge from self-organising 
teams (see Section 9.2)

With the right delivery environment and organisational culture a team can become 
self-organising (see Section 6.2), although this is not always a simple thing to achieve. 
For example, if detailed architectures, requirements and designs are defined without 
the team’s input, there is the danger that the team will not buy into them, with the 
associated risk of loss of motivation. Agile assumes that teams typically know the best 
way forward at a detail level. 

In more complex environments where many teams are working together to produce a 
product, it may be appropriate to produce high-level architectural and design principles.  
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Teams can then align to these principles, but will be responsible for producing the 
detailed architecture and design, typically with support from the people who created 
the architecture and design principles.

1.2.2.12 At regular intervals, the team reflects on how to become more effective, then 
tunes and adjusts its behaviour accordingly (see Section 11.2)

Agile deliveries follow an empirical process (i.e. a learning process – see Section 2.6). 
The three pillars of empirical processes are transparency, inspection and adaptation. 
Inspection and adaptation are of particular importance to this principle: at a frequent 
regular cadence, teams should take time to inspect their development process by 
reflecting on how things have progressed/developed since the last inspection and if 
there is anything that can be improved. Then these improvement ideas are used to adapt 
the development process.

This continuous improvement activity is known as a ‘retrospective’ (see Section 8.5). A 
retrospective will identify the areas and processes that work well, and those that need 
to be improved. 
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