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	THE PROBLEM
Every Agile framework was designed for the same world: one where building software was the expensive, uncertain, time-consuming part of delivery. AI has collapsed that assumption. A feature that took three days now takes three hours. The bottleneck has moved from construction to hardening, judgment, and value delivery — and no existing framework was built for that.





ABOUT THE FRAMEWORK
What Verity Means
Verity: from the Latin veritas — truth, trustworthiness, reliability. The name captures what the framework is designed to produce: justified, evidence-based trust in what a team ships to production. Every ceremony, every gate, every metric in the Verity Framework exists to answer the question every deployment requires — not with an assumption, but with demonstrated evidence.
The Verity Framework is a successor to Agile thinking, not a variant of it. It preserves Agile's empirical foundation — iterate, inspect, adapt — while redesigning the scaffolding for a world where construction is no longer the constraint.



FIVE PRINCIPLES
What the Framework Values
The Verity Framework is guided by five principles stated as value pairs. Teams following Verity value the items on the left, while recognizing the items on the right still have value.

	Production confidence
	over  construction velocity



	Hardening evidence
	over  feature completeness



	Human judgment at every gate
	over  automated approval



	Operational ownership
	over  development handoff



	Calibrated trust
	over  assumed correctness



The framework assumes AI tooling is in active use throughout development. Continuous calibration of AI output quality is embedded in the ceremonies — not stated as a separate principle.



FOUR ROLES
Who Does What
The Verity Framework defines four roles. Each title is intentionally distinct from Scrum and SAFe equivalents — because the responsibilities are genuinely different, not just renamed.

	01
	Delivery Lead
Owns the hardening pipeline and production confidence. Facilitates all four ceremonies. Guards the gates.



	02
	Product Steward
Owns the backlog and is accountable for value outcomes. Co-signs the production confidence determination at every Evidence Review.



	03
	Quality Lead
Designs the failure strategy before construction begins. Primary reviewer of AI-assisted code at Gate 2. First-class design partner from day one.



	04
	Engineer
Builds, evaluates, and is accountable for standards compliance and production behavior — including AI-assisted code they reviewed and approved.





FOUR CEREMONIES + ONE TRIGGERED PRACTICE
How the Team Operates

	01  Appetite Session  replaces Sprint Planning
Value-and-risk framing replaces effort estimation. Every Delivery Item exits the session with all five fields populated: Intent, Value, Appetite, Trust Criteria, and Failure Scope. A value hypothesis is required before construction begins.



	02  Trust Standup  replaces Daily Standup
Three questions replace the traditional three: What did you validate or harden yesterday? What is blocking production confidence today? What AI output concerns need team visibility?



	03  Evidence Review  replaces Sprint Review
Two parts: a product demonstration and a production confidence determination. Stakeholders see what was built and the evidence that it is safe to ship. The Product Steward must be present for the Gate 3 sign-off to be valid.



	04  Calibration Retro  replaces Retrospective
Covers three dimensions: team process, AI tooling quality, and value delivery. Standing questions include: what did AI get wrong? Are our Trust Criteria catching real issues? Are we delivering the value we expected?



	Triggered Practice: Failure Mode Review
Not a scheduled meeting. Triggered when Gate Pass Rate drops below threshold for two or more consecutive cycles, or when a production incident is attributable to Gate 2 failure. The Delivery Lead convenes the Quality Lead and relevant Engineers within 48 hours to recalibrate Trust Criteria.





THE DELIVERY ITEM
The Unit of Work
The Delivery Item replaces the User Story. Every Delivery Item has five required fields. No item leaves the Appetite Session without all five populated.

	Field
	Question It Answers
	Why It Matters

	Intent
	What is the problem and who experiences it?
	Forces problem-framing before solution-building. A solution description is not an Intent.

	Value
	What changes if this problem is solved?
	Links every piece of work to a measurable or qualitative outcome. Informs Appetite sizing.

	Appetite
	How much is this problem worth?
	A ceiling decision, not an estimate. If the work cannot fit the Appetite, scope is reduced — not the Appetite expanded.

	Trust Criteria
	What hardening evidence is required?
	Defines Gate 2 requirements before construction begins. Item-specific, not generic.

	Failure Scope
	What is the impact if this fails in production?
	Narrow / Moderate / Broad / Systemic. Drives the depth of Trust Criteria required.





THREE GATES
What Production-Ready Means
Every Delivery Item passes through three explicit gates before production. The gates replace the implicit, inconsistent Definition of Done with a structured, auditable progression.

	GATE 1  Construction Gate

	✓
	Code complete, compiling, and automated tests passing

	✓
	Peer code review completed by at least one Engineer

	✓
	No open critical or high severity static analysis findings

	✓
	PR approved and merged

	✓
	Recommended: AI-assisted sections noted in PR description for high Failure Scope items



	GATE 2  Hardening Gate

	✓
	All Trust Criteria defined at the Appetite Session met with documented evidence

	✓
	Security review completed (scope determined by Failure Scope level)

	✓
	Load and performance tested within acceptable thresholds

	✓
	Observability instrumented and verified

	✓
	Rollback procedure documented and tested in staging

	✓
	Runbook written and reviewed

	✓
	AI-assisted code sections reviewed by Quality Lead for failure modes

	✓
	PRS scorecard at or above team threshold



	GATE 3  Production Gate

	✓
	Gates 1 and 2 confirmed passed

	✓
	Evidence Review completed with stakeholders present

	✓
	Product Steward present and co-signing the production confidence determination

	✓
	Value outcome metric confirmed and instrumented before deployment

	✓
	Deployment plan confirmed including rollback strategy

	✓
	Sign-off recorded in the Delivery Item audit trail





SIX METRICS
What the Framework Measures
Velocity and story points are not Verity metrics. The framework measures delivery health, production confidence, and value realization.

	Metric
	What It Measures

	Deployment Frequency
	How often the team trusts code to production — the primary throughput signal

	Change Failure Rate
	Percentage of deployments causing issues — the primary AI code quality signal

	Lead Time for Changes
	From code committed to production — measures hardening efficiency

	Time to Restore Service
	Speed of recovery — measures operational maturity and observability quality

	Gate Pass Rate
	Percentage of items passing Gate 2 on first submission — measures hardening discipline

	Time to Deliver Expected Value
	From project justification to measurable outcome realization — maps delivery to the business case





THE PRIMARY ARTIFACT
The Delivery Item Is the Primary Artifact
For five decades the primary artifact of software development was code. AI has made code cheap and regenerable. The primary artifact has shifted upstream — to the specification that governs what AI builds.
In the Verity Framework the causal chain is explicit: the Delivery Item governs the prompt, the prompt governs the code, the code governs what ships. The Appetite Session is not a planning meeting — it is the moment when the primary artifact of the entire delivery cycle is created.
The Delivery Item Prompt Generator is now live on the Visual Studio Marketplace as a free extension. Install it in under a minute — search "Verity Framework" in the marketplace or visit idearoost.com/verity for the direct link.

KANBAN COMPATIBILITY
Flow-Based Teams
The Verity Framework supports both sprint-based and Kanban delivery models. For Kanban teams, the pull signal is Gate 3 completion — production deployment confirmed, not board Done status. The Appetite Session is triggered per item by the pull signal and runs 20–30 minutes for a single Delivery Item. WIP limits are set per gate stage, with tighter limits on hardening stages than construction stages — reflecting where the actual bottleneck now lives.



NATIVE TOOLING
What Supports the Framework

	Tool
	Role in the Framework

	Production Readiness Scorecard (PRS)
	Gate 2 operational tooling. Trust Criteria defined at the Appetite Session flow into a PRS scorecard template. Gate Pass Rate and Trust Score Trend are native PRS metrics. Available as a SaaS product at idearoost.com.

	Appetite Session Agent (Sprint Planning Agent v2)
	AI-facilitated Appetite Session tool. Guides teams through all five Delivery Item fields, suggests Trust Criteria based on technology stack and Failure Scope, and generates a PRS scorecard template. Built on .NET / Claude API.

	ADO / Jira Templates
	Zero-friction adoption path. Delivery Item work item type with five custom fields and a ten-state gate workflow. Available for Azure DevOps and Jira. Request at idearoost.com.

	Delivery Item Prompt Generator
	Free ADO extension — LIVE on the Visual Studio Marketplace. Reads populated Delivery Item fields and generates a structured AI development prompt ready to paste into Claude Code, Cursor, or GitHub Copilot Workspace. Includes field validation, quality indicators, and prompt injection protection. Install at marketplace.visualstudio.com — search "Verity Framework".





PILOT PROGRAM
Work With Us
The Verity Framework is a living methodology — grounded in the real-world shift AI is driving in software delivery, and refined through practitioner feedback and field experience. IdeaRoost is inviting a small number of engineering teams to pilot the framework and help shape its next iteration.

	WHAT A PILOT ENGAGEMENT INCLUDES
✓  Facilitated Appetite Session to kick off the pilot sprint
✓  Delivery Lead involvement through the Evidence Review
✓  Written summary of what the framework surfaced for your team
✓  Access to the full framework specification and role transition guide
Pilot engagements are available to teams actively using AI development tools and willing to provide structured feedback. Contact jacques@idearoost.com
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