
Agile Is Dead. Welcome to Agent-
Driven Development.
A Whitepaper on the Future of Technical Leadership

The Two-Week Sprint Was Built for Humans

For twenty years, Agile has been the dominant methodology in software development. Standups. Sprint

planning. Retrospectives. Story points. Velocity charts. An entire industry of ceremonies designed around one

constraint: humans can only hold so much context, so we break work into two-week chunks and hope for the

best.

It worked — when humans were doing all the work.

In 2026, that assumption is gone. AI agents write code, review pull requests, run security audits, deploy

infrastructure, and monitor production systems. They don’t need standups. They don’t lose context between

sprints. They don’t go on vacation. And they certainly don’t need to estimate story points.

Capgemini’s Steve Jones put it bluntly: agentic development systems are too fast for Agile. An AI agent

writes fifty variations of a module in the time it takes you to unmute your microphone on a sprint planning

call. The two-week sprint wasn’t designed for this velocity. It’s a bottleneck masquerading as a process.

The Agile Manifesto’s four values — individuals over processes, working software over documentation,

customer collaboration over contracts, responding to change over plans — were revolutionary in 2001. But

they assumed humans were writing the software. When agents are writing it, the failure modes change

entirely. AI produces working software at unprecedented speed, but it can accumulate technical debt just as

fast. Documentation and architectural intent become more critical, not less, because no one can manually

review the volume of output.

Agile isn’t evolving to meet this moment. It’s being dragged.
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What Replaces It

The industry is circling a new paradigm but hasn’t landed on it. AWS calls it “Agentic Delivery Lifecycles.”

Others call it “Autonomous Project Management.” LinkedIn threads debate “Intent Design” as the successor

to sprint planning.

We call it Agent-Driven Development (ADD).

The term was first formalized by Remo Jansen in 2025, who defined ADD as a structured methodology

where AI agents handle implementation, documentation, testing, and versioning while a human “Editor”

provides direction and critical thinking. We build on that foundation — extending ADD from a development

workflow into a full operating model for technical leadership.

ADD is not a rebrand of Agile with AI bolted on. It’s a fundamentally different operating model built on

three principles:

1. Intent Over Iteration

In Agile, you write user stories, estimate effort, assign work to sprints, and iterate. The unit of work is the 

story. The unit of time is the sprint.

In ADD, there are no sprints. The unit of work is the intent — a clearly defined outcome with success

criteria. You don’t estimate how long it takes because the agents execute continuously. You don’t plan

sprints because there’s nothing to batch.

You define what you want. Agents build it. You review the output. Ship or refine.

The human role shifts from managing velocity to defining intent and evaluating outcomes. This is a

fundamentally different skill. It’s closer to being a technical director than a project manager.

2. Orchestration Over Management

Agile project management is about coordinating humans: who’s working on what, who’s blocked, who needs

a code review, who’s out sick. Scrum masters exist because human teams need facilitation.

AI agents don’t need facilitation. They need orchestration — the right agent, with the right context,

pointed at the right problem, with guardrails that prevent drift. This is systems design, not people

management.
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In ADD, the orchestration layer replaces the project manager. It’s a combination of:

Agent routing: which agent handles which type of work

Context injection: what knowledge each agent needs to do its job

Quality gates: automated checks that catch architectural drift, security issues, and regressions before

they ship

Human checkpoints: strategic decision points where a human reviews output and sets direction

The orchestration layer runs continuously. There are no ceremonies, no standups, no retros. The system is

always working, always shipping, always improving.

3. Trust Architecture Over Team Structure

Agile teams are structured around trust between humans. You trust your senior engineer to review PRs well.

You trust your product manager to prioritize correctly. You trust your QA team to catch bugs. When trust

breaks down, you add process.

In ADD, trust is architectural. You don’t trust agents the way you trust people — you trust them the way

you trust systems. Through verification, constraints, and observability.

A trust architecture defines:

What agents can do autonomously (write code, run tests, deploy to staging)

What requires human approval (deploy to production, change database schemas, modify billing

logic)

What is never automated (strategic direction, vendor relationships, investor communications, hiring/

firing decisions)

This isn’t about trusting AI less than humans. It’s about recognizing that trust in autonomous systems is

built through transparency and constraints, not relationships and reputation.
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The Self-Serve Technical Leadership Model

ADD changes what technical leadership looks like. The traditional CTO model — a full-time executive

embedded in your organization — assumes you need a human making technical decisions daily. At

$250K-400K in salary plus equity, it’s one of the most expensive hires a startup makes.

The CTO-as-a-Service model emerged as a cheaper alternative: fractional technical leadership at a fraction of

the cost. But most fractional CTO offerings still operate on Agile assumptions. They show up to your

standups. They join your sprint planning. They review your PRs manually. The service is human-delivered,

which means it scales linearly with the CTO’s time.

Agent-Driven CTO-as-a-Service is different.

The AI agents handle the continuous work:

Code review and architecture audits run on every pull request, automatically. Not when the CTO

has time — on every commit.

CI/CD monitoring and deployment happens without human intervention. Agents watch your

pipelines, catch failures, and can auto-remediate common issues.

Security scanning and compliance checks run continuously against your codebase and

infrastructure, not quarterly when someone remembers.

Performance optimization recommendations are generated from real production data, not from a

CTO glancing at your Datadog dashboard once a week.

The human CTO focuses exclusively on what agents can’t do:

Strategic technical direction — which bets to make, which technologies to adopt, which to abandon

Stakeholder trust — investors, board members, and enterprise customers want a human they can call

Judgment calls — the architectural decisions where the tradeoffs are ambiguous and experience

matters

Relationship building — vendor negotiations, partnership evaluations, talent strategy

This model is self-serve by default, human-augmented by design. Clients move at their own speed.

They don’t wait for the CTO’s calendar to open up. They don’t schedule a meeting to get a code review.

The platform delivers continuously, and the CTO steps in at the moments that matter.
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Why Agile Can’t Get Here

You can’t bolt agents onto Agile and call it done. The fundamental mismatch is structural:

Agile Assumption ADD Reality

Work is done in time-boxed sprints Work is continuous and event-driven

Humans need daily coordination (standups) Agents coordinate through orchestration layers

Estimation drives planning Intent and success criteria drive execution

Velocity measures team output Throughput and quality gates measure system output

Retrospectives improve process Observability and feedback loops improve the system

A scrum master facilitates the team An orchestration layer routes work to agents

Trust is built through human relationships Trust is built through system architecture

Some organizations are trying to hybridize — “AI-Augmented Agile” — keeping sprints but using AI to

speed up development within them. This misses the point. It’s like keeping horse-drawn carriages but putting

a motor on them. You get a faster carriage, but you don’t get a car.

ADD isn’t faster Agile. It’s a different vehicle entirely.
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What This Means for Your Organization

If you’re a startup founder or technical leader evaluating how to structure your engineering organization in

2026, here’s the practical framework:

What to Automate (Agent Territory)

Code review, static analysis, test generation

CI/CD pipelines, deployments, monitoring

Security scanning, compliance, dependency updates

Documentation generation, infrastructure scaling

What to Augment (Human + Agent)

Architecture design — agents propose, humans decide

Tech debt — agents identify, humans prioritize

Incident response — agents triage, humans resolve

Vendor and technology evaluation

What Stays Human (Trust Territory)

Strategic technical direction

Investor and board communication

Vendor relationships and partnerships

Ethical, regulatory, and crisis judgment calls

The organizations that win will draw these boundaries clearly — not bolt AI onto Agile and hope for the

best.
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The Path Forward

Agile was the right answer for twenty years. It replaced waterfall because software development was too

complex and fast-moving for rigid upfront planning. Now, Agent-Driven Development replaces Agile because

AI agents are too fast and too capable for two-week human coordination cycles.

This isn’t theoretical. Organizations are building this way today. The tools exist. The agents exist. The

missing piece is the methodology — the operating model that tells you how to structure your technical

organization around agents instead of sprints.

That’s what we’re building at 27. Not just a platform, but the playbook for the next era of technical

leadership.
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27 delivers AI-powered technical leadership as a monthly subscription.

Strategy, architecture, and execution — not hourly billing.

Learn more at 27consulting.com/pricing.
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