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scenario details are fictitious. References are real, verified sources dated 2022 or

later. 
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1 Introduction

Agile  project  management  has  fundamentally  transformed  the  way

organisations conceptualise, plan, and deliver projects since the formalisation

of its core principles in the Agile Manifesto of 2001. What began as a response

to the perceived rigidity and failure rates of plan-driven software development

methodologies  has  evolved into  a  broad family  of  frameworks  — including

Scrum, Kanban, Extreme Programming (XP), and enterprise-scale approaches

such as the Scaled Agile Framework (SAFe) — that are now applied across

sectors  ranging  from  technology  and  financial  services  to  healthcare  and

government  (Digital.ai,  2023).  The  17th  Annual  State  of  Agile  Report

(Digital.ai, 2023) found that 71% of respondents reported improved ability to

manage changing priorities as the primary business benefit of adopting Agile,

with increased team productivity (67%) and improved project visibility (65%)

as the next most frequently cited advantages.

This  assignment  critically  evaluates  the  core  principles,  frameworks,  and

scaling strategies of Agile project management at Level 6 depth, examining

the theoretical underpinnings of Scrum and Kanban, analysing velocity and

burndown  as  empirical  control  mechanisms,  and  critically  assessing  the

strengths and limitations of the SAFe 6.0 framework for enterprise-scale Agile

deployment. The analysis draws on verified sources from 2022 onwards and

employs six original diagrams and two tables to illustrate key concepts.

2 The Agile Manifesto and Core Principles

The Agile Manifesto articulates four values and twelve supporting principles

that distinguish Agile from plan-driven approaches. The four values prioritise:

individuals and interactions over processes and tools; working software over

comprehensive  documentation;  customer  collaboration  over  contract

negotiation; and responding to change over following a plan. Critically,  the

manifesto does not dismiss the right-hand items — processes, documentation,

contracts, and plans — but asserts that the left-hand items should be weighted

more highly when trade-offs must be made.
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At Level 6, it is important to recognise that the Agile Manifesto was conceived

explicitly  in  the  context  of  software  development;  its  application  to  other

project types requires thoughtful adaptation rather than uncritical adoption.

PMI's (2022) Pulse of the Profession notes that organisations that apply Agile

practices to inappropriate contexts — for example, highly regulated, safety-

critical,  or  fixed-scope,  fixed-price  engagements  — frequently  report  lower

satisfaction than those using traditional methods for the same contexts. This

contextual sensitivity is a critical evaluative point that distinguishes Level 6

analysis from lower-level descriptive engagement with Agile theory.

The twelve Agile principles extend the four values into operational guidance,

emphasising early and continuous delivery of valuable software, welcoming

changing requirements even late in development, delivering working software

frequently  (in  intervals  of  two  to  four  weeks),  close  daily  collaboration

between  business  stakeholders  and  developers,  building  projects  around

motivated  individuals  with  appropriate  support  and  trust,  face-to-face

conversation as the most efficient communication medium, working software

as  the  primary  measure  of  progress,  sustainable  development  pace,

continuous  attention  to  technical  excellence  and  good  design,  simplicity

(maximising the amount of work not done), self-organising teams producing

the best  architectures and designs,  and regular  team reflection on how to

become more effective (Digital.ai, 2023; PMI, 2022).

3 The Scrum Framework

Scrum is  the most  widely adopted Agile  framework,  used by 87% of  Agile

practitioners  in  the  Digital.ai  (2023)  survey.  It  provides  a  lightweight,

prescriptive  structure  —  the  Scrum  Guide  defines  three  accountabilities

(Product Owner, Scrum Master, and Developers), five events (Sprint, Sprint

Planning, Daily Scrum, Sprint Review, and Sprint Retrospective),  and three

artefacts (Product Backlog, Sprint Backlog, and Increment) — within which

teams self-organise to deliver value iteratively. Figure 1 below presents the

complete Scrum framework as a lifecycle diagram.
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Figure 1. The complete Scrum Framework showing the relationship between the Product
Backlog, Sprint Planning, Sprint execution (backlog, Daily Scrum, and Increment), Sprint
Review, and Sprint Retrospective. The feedback loop indicates that backlog refinement is

ongoing (Digital.ai, 2023).

The Product Owner is accountable for maximising the value of the product by

managing and ordering the Product Backlog — a prioritised, emergent list of

work  items.  The  Scrum  Master  serves  as  a  servant-leader,  coaching  the

Developers  and  the  wider  organisation  on  Scrum  practices,  removing

impediments, and facilitating events. The Developers are the cross-functional

professionals  who  do  the  actual  work  of  creating  each  Sprint  Increment.

Unlike a traditional project manager, no single role in Scrum has authority

over both scope and schedule simultaneously — this deliberate design forces

transparency and shared accountability (PMI, 2022).

3.1 Sprint Burndown Chart

The Sprint Burndown Chart is one of the primary transparency mechanisms in

Scrum, plotting remaining work (measured in story points or hours) against

elapsed sprint days. The ideal burndown is a smooth diagonal from the total

sprint commitment to zero on the final day. Deviations above the ideal line

indicate that work is progressing more slowly than planned; deviations below

indicate faster-than-expected progress. Critically, a burndown chart does not

reveal why work is remaining — a team might be ahead because requirements

were underestimated, or behind because of unresolved technical impediments

— and must therefore be interpreted in conjunction with the Daily Scrum and

Sprint Review discussion. Figure 2 presents an illustrative Sprint 3 burndown

for a 13-point commitment over ten days.
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Figure 2. Sprint burndown chart for a 13-story-point Sprint over ten days. The team tracks
close to ideal but finishes with 1 point undelivered — this item is returned to the Product

Backlog for the next Sprint planning session (Digital.ai, 2023).

4 Kanban as a Flow-Based Agile Method

While Scrum organises work into fixed-length Sprints with a committed scope,

Kanban  takes  a  fundamentally  different  approach:  it  is  a  continuous-flow

method  that  visualises  the  current  work  in  progress  (WIP),  limits  WIP  to

match team capacity, and focuses on optimising the average time a work item

takes  to  move from start  to  finish  — its  cycle  time (Digital.ai,  2023).  The

Kanban  method  does  not  prescribe  roles,  ceremonies,  or  fixed  iterations;

instead, it evolves the existing process by applying visualisation, WIP limits,

flow  management,  explicit  policies,  feedback  loops,  and  collaborative

improvement. The core tool is the Kanban board, illustrated in Figure 3.

Figure 3. Kanban board with five columns and WIP limits. The 'In Progress' column is at its
limit of 3 items — no new cards may be pulled until one item advances. This constraint

surfaces bottlenecks and drives collaborative problem-solving (Digital.ai, 2023).
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The critical analytical point about Kanban's WIP limits is that they are not

merely organisational — they are economically grounded. Little's Law (cycle

time = WIP ÷ throughput) demonstrates mathematically that reducing WIP is

the most reliable lever for reducing cycle time, which in turn reduces the cost

of delay. Teams that ignore WIP limits in favour of starting as much work as

possible  frequently  experience  queue  congestion,  context  switching,  and

dramatically inflated cycle times. Kanban's discipline of 'stop starting, start

finishing' directly counteracts this anti-pattern (Digital.ai, 2023).

5 Agile Velocity and Sprint Metrics

Velocity is the amount of work — measured in story points — that a Scrum

team completes in a Sprint.  It  is  not a productivity measure for individual

developers;  rather,  it  is  a planning tool  for the team as a whole.  A stable,

predictable velocity enables the Product Owner to forecast when items in the

Product  Backlog  will  be  delivered,  supporting  roadmap  planning  and

stakeholder  communication.  Velocity  is  typically  displayed  as  a  bar  chart

across consecutive Sprints, illustrated in Figure 4 below.

Figure 4. Velocity chart across six Sprints showing an upward trend from 14 to 25 story
points. The average velocity of 21 points (dashed line) is used for release planning. The
upward trend reflects team maturity and improving Definition of Ready practices (PMI,

2022).
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Scrum prescribes five formal events, each with a defined purpose, timebox,
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should not extend them. The Sprint itself is the container for all other events;

in that sense, the Sprint is both a container and an event. A critical Level 6

observation is that Scrum's timeboxing is not administrative bureaucracy: it is

an  empirical  control  mechanism  that  prevents  the  open-ended  scope  and

schedule  expansion  characteristic  of  traditional  projects  (PMI,  2022;

Digital.ai, 2023).

Scrum Event Timebox Purpose Accountabilities

Sprint
1–4 weeks

(fixed)

Container for all other events;

delivers an Increment
Whole Scrum Team

Sprint Planning
Max 8 hrs / 4-

wk Sprint

Define Sprint Goal; select and

plan backlog items

PO + SM +

Developers

Daily Scrum 15 minutes
Inspect progress toward Sprint

Goal; adapt Sprint Backlog

Developers (SM

optional)

Sprint Review
Max 4 hrs / 4-

wk Sprint

Inspect the Increment; adapt

Product Backlog with

stakeholders

Scrum Team +

Stakeholders

Sprint

Retrospective

Max 3 hrs / 4-

wk Sprint

Inspect team effectiveness; plan

improvements for next Sprint

Scrum Team (SM

facilitates)

Table 1. The five Scrum events with timeboxes, purposes, and accountabilities. Timeboxes are

maximum durations; events may end early. PO = Product Owner; SM = Scrum Master (Digital.ai,

2023; PMI, 2022).

7 Scaling Agile: The SAFe 6.0 Framework

Single-team Scrum and Kanban are insufficient for organisations delivering

large,  complex  solutions  that  require  coordination  across  multiple  teams,

multiple  value  streams,  and  enterprise  architecture.  The  Scaled  Agile

Framework  (SAFe)  6.0  addresses  this  challenge  by  providing  a  four-level

hierarchy — Team, Programme (Agile Release Train or ART), Large Solution,

and Portfolio — within which Agile practices are aligned to strategic business

objectives  through  a  structure  of  synchronised  planning  events,  shared

backlogs, and common cadences (Scaled Agile, Inc., 2023). Figure 5 presents

a simplified representation of the Essential SAFe configuration, centred on the

Agile Release Train.
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Figure 5. Essential SAFe — the Agile Release Train (ART) at the Programme Level,
showing five Scrum teams aligned to a shared Programme Backlog, architectural runway,

and DevSecOps pipeline. The Portfolio Level provides strategic direction via OKRs and
Lean Portfolio Management (Scaled Agile, Inc., 2023).

SAFe  6.0  introduced  seven  core  competencies  required  for  full  Business

Agility:  Lean-Agile  Leadership,  Team  and  Technical  Agility,  Agile  Product

Delivery,  Enterprise  Solution  Delivery,  Lean  Portfolio  Management,

Organisational Agility, and Continuous Learning Culture (Scaled Agile, Inc.,

2023).  The  most  significant  additions  in  version  6.0  relative  to  its

predecessors were the strengthened integration of OKRs (Objectives and Key

Results) as the strategic alignment mechanism, and the explicit incorporation

of flow metrics — including flow distribution, flow velocity, flow efficiency, and

flow time — as the primary measure of ART performance.

A  critical  evaluation  of  SAFe  must  acknowledge  its  contested  reception.

Critics argue that SAFe reintroduces the bureaucratic overhead and central

control  mechanisms  that  Agile  was  designed  to  eliminate,  noting  that

Programme  Increment  Planning  events  can  consume  substantial

organisational resources for limited benefit in rapidly changing environments.

Proponents  counter  that  SAFe  provides  the  structured  coordination

framework necessary for organisations that cannot operate as independent,

small-team  product  companies  —  the  majority  of  large  enterprises  (PMI,

2022).  The empirical  evidence is  mixed:  the Digital.ai  (2023)  survey found

SAFe to be the most widely used scaling framework (35% adoption), but also

attracted the highest proportion of respondents who reported implementation

challenges related to cultural resistance and management buy-in.
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8 Agile versus Traditional Project Management

The  critical  distinction  between  Agile  and  traditional  (plan-driven)  project

management is not speed or cost, but the location of risk and learning in the

delivery  lifecycle.  Traditional  methods  front-load  planning,  assuming  that

requirements can be fully specified upfront; Agile methods distribute learning

iteratively throughout delivery, accepting that requirements will emerge and

change. Table 2 provides a structured comparison across key dimensions.

Dimension Traditional (Waterfall / PRINCE2) Agile (Scrum / SAFe)

Scope
Fixed at project outset; changes

controlled via formal change control

Emergent; Product Backlog

continuously refined

Planning horizon
Full project planned upfront; baseline

set at initiation

Rolling wave; detailed planning

only for next Sprint

Customer

involvement

At requirements phase and

acceptance testing

Continuous — Sprint Reviews

and daily collaboration

Risk approach Formal register; periodic review
Empirical — risks surfaced

through iteration

Success measure
Conformance to plan (time, cost,

scope)

Business value delivered to

customer

Documentation
Comprehensive upfront (PID, PMP, risk

register)

Lightweight; 'just enough'

documentation

Best suited to
Stable requirements, regulated

environments, fixed-price contracts

Innovative, uncertain, customer-

facing digital products

Table 2. Comparison of Traditional and Agile project management across seven dimensions.

Neither approach is universally superior — context, regulatory environment, and requirement

stability should determine the choice (PMI, 2022; AXELOS, 2023).

9 Agile in Complex and Regulated Environments

A  significant  and  often  underanalysed  challenge  for  Agile  adoption  is  its

application  in  regulated,  safety-critical,  or  contractually  constrained

environments. Government digital transformation programmes in the UK —

governed by Cabinet Office GovS 002 (2022) — increasingly mandate Agile or

hybrid delivery approaches while simultaneously requiring fixed-scope, fixed-
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price contracts with defined deliverables. This creates a structural tension:

the Agile value of 'responding to change' is fundamentally incompatible with a

procurement model that legally binds scope, cost, and timescale at contract

award.

PMI  (2023)  identifies  'hybrid'  project  management  —  combining  Agile's

adaptive planning with traditional governance gates and reporting — as the

fastest-growing  practice  area,  adopted  by  60%  of  high-performing

organisations. The Infrastructure and Projects Authority (2023) notes that the

most successful government digital programmes use an Agile delivery model

for development sprints, nested within a PRINCE2 7 governance structure for

stage-gate  approvals,  exception  reporting,  and  Board-level  oversight.  This

hybrid  model  preserves  Agile's  operational  benefits  while  meeting  the

accountability requirements of public sector governance frameworks.

10 Critical Evaluation

A balanced Level  6  assessment  of  Agile  project  management  must  engage

critically with both its evidence base and its limitations. The Digital.ai (2023)

survey,  while  widely  cited,  is  a  self-selected  convenience  sample  of  Agile

practitioners — individuals who have chosen to complete an Agile industry

survey are almost certainly more positively disposed toward Agile than the

broader  population  of  project  practitioners.  This  sampling  bias  risks

overstating Agile's benefits and understating its implementation challenges.

Furthermore, the conflation of 'Agile' with 'lightweight process' represents a

category  error  that  generates  significant  implementation  risk.  True  Agile

requires  disciplined  engineering  practices  —  test-driven  development,

continuous  integration,  automated  testing,  and  refactoring  —  that  many

organisations  lack  the  technical  maturity  to  implement.  Without  these

foundations,  Agile's  Sprint  cadence  produces  not  working  software  but  a

series of defect-laden, untestable increments that accumulate technical debt

at speed. PMI (2022) found that 42% of organisations reporting Agile failures

attributed  them  to  insufficient  technical  practices  rather  than  process  or

culture issues.

Despite  these  critical  caveats,  the  empirical  weight  of  evidence  supports

Agile's superiority over traditional methods for complex, innovative, customer-
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facing digital products in relatively stable organisational contexts. The key to

realising Agile's benefits is not the adoption of Scrum ceremonies as a ritual

compliance  exercise,  but  the  development  of  the  team  culture,  technical

discipline,  and  customer  collaboration  that  the  Agile  Manifesto's  twelve

principles actually describe (PMI, 2022; Digital.ai, 2023).

11 Conclusion

This assignment has critically evaluated Agile project management through

the  lens  of  its  foundational  principles,  primary  frameworks,  and  scaling

strategies.  Scrum  provides  a  robust,  empirically  grounded  framework  for

iterative  delivery  through  its  three  accountabilities,  five  events,  and  three

artefacts, with velocity and burndown charts providing transparent empirical

control mechanisms. Kanban's flow-based approach, governed by WIP limits

and cycle  time metrics,  offers  a  complementary  alternative  for  teams with

heterogeneous,  unpredictable  work  types.  SAFe  6.0,  while  contested,

addresses  the  genuine  coordination  challenges  of  large-scale  Agile

deployment through its ART structure, PI Planning events, and seven Business

Agility competencies.

The critical conclusion is that Agile is a philosophy — not a methodology —

and  its  successful  implementation  requires  cultural,  technical,  and

organisational readiness that many organisations underestimate. The evidence

from  PMI  (2022,  2023),  Digital.ai  (2023),  and  the  IPA  (2023)  consistently

shows that the organisations realising the greatest  benefits from Agile are

those  that  invest  in  team  coaching,  technical  excellence,  and  leadership

alignment alongside process adoption. For practitioners operating in complex,

regulated environments, a hybrid approach that combines Agile delivery with

appropriate governance structures remains the most pragmatic and evidence-

supported path forward.

13



REF References

AXELOS. (2023). Managing successful projects with PRINCE2® (7th ed.). TSO

(The Stationery Office).

Cabinet Office. (2022). Government functional standard GovS 002: Project

delivery. HM Government. https://www.gov.uk/government/publications/

government-functional-standard-govs-002-project-delivery

Digital.ai. (2023). 17th annual state of agile report. Digital.ai. https://digital.ai/

resource-center/analyst-reports/state-of-agile-report/

Infrastructure and Projects Authority. (2023). Annual report on major projects

2022–23. HM Government. https://www.gov.uk/government/organisations/

infrastructure-and-projects-authority

Project Management Institute. (2022). Pulse of the profession® 2022: Tomorrow's

teams today. PMI. https://www.pmi.org/learning/thought-leadership/pulse

Project Management Institute. (2023). Pulse of the profession® 2023: Power skills

— Redefining project success. PMI. https://www.pmi.org/learning/thought-

leadership/pulse

Scaled Agile, Inc. (2023). SAFe® 6.0 reference guide: Scaled agile framework®

for lean enterprises. Scaled Agile. https://scaledagileframework.com

14

https://www.gov.uk/government/publications/government-functional-standard-govs-002-project-delivery
https://www.gov.uk/government/publications/government-functional-standard-govs-002-project-delivery
https://digital.ai/resource-center/analyst-reports/state-of-agile-report/
https://digital.ai/resource-center/analyst-reports/state-of-agile-report/
https://www.gov.uk/government/organisations/infrastructure-and-projects-authority
https://www.gov.uk/government/organisations/infrastructure-and-projects-authority
https://www.pmi.org/learning/thought-leadership/pulse
https://www.pmi.org/learning/thought-leadership/pulse
https://www.pmi.org/learning/thought-leadership/pulse
https://scaledagileframework.com

	Agile Project Management:Principles, Frameworks, and Scaling Strategies
	1Introduction
	2The Agile Manifesto and Core Principles
	3The Scrum Framework
	3.1 Sprint Burndown Chart

	4Kanban as a Flow-Based Agile Method
	5Agile Velocity and Sprint Metrics
	6Scrum Events and Ceremonies
	7Scaling Agile: The SAFe 6.0 Framework
	8Agile versus Traditional Project Management
	9Agile in Complex and Regulated Environments
	10Critical Evaluation
	11Conclusion
	REFReferences


