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The 12 Principles of Agile Project Management

Agile project management is a value-driven, high-flexibility project management method most commonly
associated with the world of software development. The size and scope of many projects coupled with
today’s high rate of change within the business environment can often mean that customer (stakeholder)
needs can change mid-project.

These changes can spell doom for project delivery being on time and under budget.

Agile projects are administered and completed in an iterative process that creates a very high degree of
flexibility for project managers and development teams. Each iteration focuses on delivering a small facet
of 100 percent functional software instead of a final product that must still undergo testing before being
ready for market.

Agile project management is an effective solution to what was a pervasive problem within the project
management field—especially the world of software development.

Below are the twelve principles of Agile project management. These guiding principles illustrate the
concepts that guide an Agile project and the mechanics that drive the Agile project management system.

1. Our Highest Priority Is To Satisfy The Customer Through
Early And Continuous Delivery Of Valuable Software.

Instead of delivering a single final product that may not be in line with stakeholder needs, Agile
projects use an iterative process to deliver smaller software deliverables with higher frequency.
These smaller deliverables are 100 percent functional and are part of the larger project as a whole.

This continuous stream of smaller deliverables means that stakeholder input can be acted upon

at every stage of the project. As stakeholder needs change, so too can the project course correct
without having to trash months of work, hours of labor, or lines of code. This close relationship with
project stakeholders also means less crossed wires or garbled communication.

2. Welcome Changing Requirements, Even Late In
Development. Agile Processes Harness Change For The
Customer’s Competitive Advantage.

This is the core of Agile project management.

Breaking down deliverables into smaller, constant deliveries means the project manager can course-
correct even late into the project timeline. This is the Agile USP; stakeholders can undertake Agile
projects with confidence knowing that the outcome will match their needs no matter how those
needs may change.

3. Deliver Working Software Frequently, From A Couple Of
Weeks To A Couple Of Months, With A Preference To The
Shorter Timescale.

The shorter the timescale, the more opportunity stakeholders have to voice their input and provide
the development team with feedback. This also provides a level of confidence for stakeholders and
helps project managers deliver on time.

This focus on delivery instead of documentation means that the final result will be working software that
provides a solution and is light on documentation, rather than a well-documented mess.



7.

Business People And Developers Must Work Together
Daily Throughout The Project.

While it may seem that this Agile principle creates unnecessary back-and-forth, constant contact is
actually an enabling factor for Agile success.

The objective of any Agile project is to deliver software that is a 100 percent match for stakeholder
needs that arrives on time and under budget. When those requirements are further qualified by
the development team’s encouragement that requirements change based on stakeholder needs,
continuous contact becomes necessary. What was a cumbersome back-and-forth is now the Agile
project manager’s finger on the pulse of stakeholder needs.

Build Projects Around Motivated Individuals. Give Them
The Environment And Support They Need, And Trust Them
To Get The Job Done.

While the other Agile principles so far have focused on the ways in which the development team
works with the stakeholder needs in mind, this Agile principle reflects the ways in which Agile
project managers encourage a productive and effective development environment.

To maintain flexibility and agility, Agile teams are self-organized, cross-trained, and expected to be
productive without the input of a rigid or restrictive management influence. Micromanagement and
top-down techniques don’t allow motivated and talented people to grow and reach their potential.

The Most Efficient And Effective Method Of Conveying
Information To And Within A Development Team Is Face-
To-Face Conversation.

Email, workplace messaging services, and message boards are all good forms of communication.
There is, however, no substitute for clear and concise feedback that is offered in a face-to-face
environment. For distributed teams or teams with remote members, this face-to-face communication
can be facilitated via video chat.

An environment that prizes self-organization and is resistant to top-down team-external management
can only be successful if team members can communicate directly, candidly, and face-to-face.

Working Software Is The Primary Measure Of Progress.

There are many ways to measure the progress of a project. Likewise, there are many ways to
measure the wrong things. Agreeing on methods of measurement and which KPIs are going to be
important is a critical part of project management and progress evaluation.

It doesn’t matter what activities have been completed to produce software—if the software is
nonfunctional, the team cannot deliver.

Agile Processes Promote Sustainable Development.
The Sponsors, Developers, And Users Should Be Able To
Maintain A Constant Pace Indefinitely.

When projects run on an extended timeline, Agile project managers run the risk of burnout among
members of the development teams. The short, productive bursts that constitute Agile development
must be carried out at a pace that will not produce burnout or churn among development team members.

Not only does working at an unsustainable pace sap team member motivation and productivity, it is
also detrimental to project success. The key here is to set a sustainable pace.



9. Continuous Attention To Technical Excellence And Good
Design Enhances Agility.

Code should improve with each iteration. Agile project management doesn’t mean rushing or cutting
corners. Rushing code that is sloppily constructed is not a solution, it is a deferral of work that will still
need to be done at some point.

The need to pivot back to “clean up” sloppy or unfinished code is self-defeating for the Agile process.
It prevents flexibility and reduces agility—if stakeholder requirements change, it may be difficult to
change course if code needs to be revisited and completed. The relationship between the speed of
production and the quality of code is known as technical debt.

10. Continuous Attention To Technical Excellence And Good
Design Enhances Agility.

“There is nothing so useless as doing efficiently that which should not be done at all.”
— Peter F. Drucker

A focus on simplicity and efficiency means that teams run smoothly and that resources are conserved.
Processes that are simpler are easier to learn, to teach, and to train. They have an easier adoption rate,
and can be communicated with higher clarity and success.

In much the same way that the Agile method is resistant to top-down external micromanagement styles,
Agile practitioners are also resistant to “busy work,” or work for the sake of working.

11. The Best Architectures, Requirements, And Designs
Emerge From Self-Organizing Teams.

Development teams are composed of people who were hired because they have the skills necessary
to produce working software. With this in mind, who then has the best idea of what is needed for
development success?

By trusting and empowering the development team, project managers are ensuring that technical
details are being handled by the people best suited to fulfilling technical requirements. While project
managers are still essential components in the Agile process, they take a very hands-off role when it
comes to architecture and design for a project.

12. At Regular Intervals, The Team Reflects On How To
Become More Effective, Then Tunes And Adjusts Its
Behavior Accordingly.

Reflect-then-adapt is not a concept unique to the world of Agile development. Every business
practitioner should be acquainted with the value of feedback and self-reflection. This system of self-
reflection has become more and more important as technology increases the rate of change across
numerous business sectors.

The Bottom Line

Agile development practices have emerged as a highly effective software development method, and they
are here to stay. Despite being designed for the fast and flexible development of software, the twelve Agile
principles can be adapted to fit other industries and sectors.

It should also be noted that these principles represent the fundamentals of the Agile method. They are
descriptive rather than prescriptive, and intentionally so. While these principles represent the core of
Agile development and should inform decision making at all levels, ultimately it is the role of Agile project
managers working closely with development teams that produce Agile success.



