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This book is an independent study resource created to help candidates prepare for the PMI Agile Certified Practitioner (PMI-ACP)® exam. It is not sponsored, endorsed, or approved by the Project Management Institute (PMI)®.

Every effort has been made to ensure the accuracy and completeness of the information contained in this book at the time of publication. However:


●  PMI® may update the PMI-ACP® exam content outline, policies, and procedures at any time.

●  Agile practices continue to evolve and may differ across organizations, teams, and frameworks.

●  Examples, scenarios, and practice questions in this book are original creations and do not represent actual PMI-ACP® exam items.


The authors and publisher make no guarantees that use of this book will result in passing the PMI-ACP® exam. Your results will depend on your overall experience, study effort, and understanding of the exam content.

This material is provided for educational purposes only and does not constitute professional, legal, financial, or consulting advice. The authors and publisher disclaim any liability for any loss or damages arising directly or indirectly from the use of this book.

PMI®, Project Management Institute®, PMI-ACP®, and related marks are registered trademarks of the Project Management Institute, Inc.

	[image: ]
	 	[image: ]


[image: ]

​Introduction to the CertiPrep – PMI-ACP Agile Prep Book 2025–2026

[image: ]


The PMI Agile Certified Practitioner (PMI-ACP)® is PMI’s flagship credential for professionals who work in agile environments—whether as project managers, Scrum Masters, product owners, agile coaches, team leads, or specialists embedded in agile teams. It signals that you understand agile values and principles, can apply a range of agile and hybrid practices, and can help teams deliver value in environments full of change and uncertainty.

Just as your CertiPrep CAPM and PMP books focus on what modern exams actually test—scenario-based thinking, application of concepts, and real-world judgment—this PMI-ACP book is designed the same way: conversational, practical, and deeply aligned with PMI’s exam content outline.

PMI-ACP is not a “memorize every definition and pass” exam. You’re expected to:


●  Think with an agile mindset


●  Choose and tailor practices for different situations


●  Work with teams and stakeholders in adaptive environments


●  Balance delivery, quality, and risk while responding to change




This book is written for the 2025–2026 PMI-ACP exam window and is aligned with the current Examination Content Outline (ECO) domains:

	Agile Principles and Mindset
 

	Value-Driven Delivery
 

	Stakeholder Engagement
 

	Team Performance
 

	Adaptive Planning
 

	Problem Detection and Resolution
 

	Continuous Improvement (Product, Process, People)
 


If you work through the chapters, practice the questions, and combine this book with a handful of full-length practice exams, you’ll be in a strong position to pass—and, more importantly, to be effective on real agile teams.

​Who This Book Is For

THIS BOOK IS DESIGNED for professionals who already have some experience in agile or project environments and want to formalize and deepen their knowledge:


●  Scrum Masters, product owners, team leads, and agile coaches

●  Project managers who now work in agile or hybrid organizations

●  Business analysts, developers, testers, and engineers who want a broad agile credential

●  PMP/CAPM holders who want to complement their predictive/hybrid skills with a dedicated agile certification


You don’t have to be a “pure” agile coach or a full-time project manager. You do need some familiarity with project work and agile practices, plus the willingness to reflect on your own experience and connect it to PMI’s language and framework.

If you are completely new to projects, you may find it useful to first review fundamentals from your CertiPrep CAPM or PMP books—especially basic project concepts, stakeholder management, and team leadership—then come back and focus on the agile-specific chapters.

​How This Book Is Organized

LIKE YOUR CAPM AND PMP books, this guide is structured into parts and chapters, with each chapter ending in practice questions and short rationales.


●  Chapter 1: Agile Principles and Mindset (PMI-ACP Domain I)

●  Chapter 2: Agile Frameworks, Methods, and Terminology

●  Chapter 3: Value-Driven Delivery (Domain II)

●  Chapter 4: Prioritization, Backlogs, and Release Planning

●  Chapter 5: Stakeholder Engagement and Customer Collaboration (Domain III)

●  Chapter 6: Agile Teams and Roles (Domain IV)

●  Chapter 7: Communication, Facilitation, and Collaboration

●  Chapter 8: Coaching, Servant Leadership, and Conflict Resolution in Agile Teams

●  Chapter 9: Adaptive Planning and Forecasting (Domain V)

●  Chapter 10: Estimation, Velocity, and Metrics

●  Chapter 11: Risk, Problem Detection, and Resolution (Domain VI)

●  Chapter 12: Continuous Improvement: Product, Process, and People (Domain VII)

●  Chapter 13: Agile in Hybrid and Enterprise Contexts

●  Chapter 14: PMI-ACP Exam Strategy, Study Plans, and Practice Tips


Each core chapter includes:


●  Clear explanations in plain language

●  Light structure (sections 1.1–1.10 style) that is easy to format in Word

●  A set of practice questions (multiple choice and occasional “select two”)

●  Answer keys with short rationales


​How to Use This Book

YOU DO not have to read this book in one sitting or in a rigid order, but there is a sensible flow:


●  If your agile experience is patchy or informal, start from Chapter 1 and work forward.

●  If you’ve been on agile teams for a while, you might skim the basics and focus on domains you feel weaker in: maybe metrics, risk, or agile in hybrid environments.

●  If you already hold the PMP and work in agile/hybrid organizations, you can move quickly through mindset and basic frameworks and invest more time in value, metrics, and exam-style situational practice.


At a minimum:

	Read the explanation sections with a pen or highlighter, marking anything that feels fuzzy or unfamiliar.
 

	Attempt the practice questions at the end of each chapter without looking at the answers.
 

	Review the answer keys and rationales—especially for questions you missed or guessed on.
 

	Revisit weak areas in the chapter and, if needed, use additional question banks or simulators for full-length exams.


​About the PMI-ACP Exam (2025–2026 Snapshot)

AS OF THIS EDITION, the PMI-ACP exam:


●  Contains 120 multiple-choice questions (some are unscored pretest items)


●  Has a total time limit of 3 hours


●  Covers seven domains (rough approximate weightings):


○  Agile Principles and Mindset


○  Value-Driven Delivery


○  Stakeholder Engagement


○  Team Performance


○  Adaptive Planning


○  Problem Detection and Resolution


○  Continuous Improvement




The exact distribution and wording may evolve, so part of your prep should always include checking PMI’s official PMI-ACP page for the latest ECO, eligibility requirements, and exam policies. This book is meant to guide you through the content—not replace PMI’s official documentation.

​Part I – Agile Foundations and Mindset
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​Chapter 1: Agile Principles and Mindset
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Agile is more than a set of ceremonies or buzzwords. It is a way of thinking about how to deliver value in environments where uncertainty and change are normal. The PMI-ACP exam expects you to recognize agile as a mindset grounded in values and principles, and to apply that mindset when choosing how to respond in different situations.

Traditional project management often measures success by how closely the team adheres to the original plan. Agile shifts the focus to outcomes: Are we solving the right problems? Are we learning as we go? Are we able to adapt while still maintaining quality and professional discipline? This chapter introduces the core ideas behind the agile mindset that will show up in every domain of the exam.

​1.1 What Agile Really Is

AGILE IS AN UMBRELLA term for a family of approaches that share a common philosophy about dealing with complexity and change. It is not one specific method or tool, but a way of working that emphasizes short feedback cycles, collaboration, and adaptability. Understanding what agile really is will help you distinguish genuine agile behavior from superficial “agile theater.”

Key aspects of agile:


●  Agile as a family of approaches (Scrum, Kanban, XP, Lean, and hybrids)


●  Agile as iterative, incremental delivery with feedback


●  Agile as a mindset, not just a process




Agile as a family of approaches means there is no single “correct” agile method. Scrum, Kanban, Extreme Programming (XP), Lean, and other frameworks all belong under the agile umbrella because they share common values and principles. On the exam, you’ll see situations described in terms of sprints, WIP limits, pair programming, or value streams, and you should recognize these as expressions of agile thinking—not completely separate worlds. PMI-ACP expects you to move comfortably among these flavors of agile and choose practices that fit the context.

Agile as iterative, incremental delivery focuses on delivering small, usable pieces of working product frequently. Rather than trying to design and build everything up front, agile teams deliver slices, get feedback, and adjust what they do next based on what they learn. This approach helps reduce risk, improves alignment with stakeholder needs, and surfaces misunderstandings early. Exam questions will often reward answers that favor smaller, more frequent deliveries over large “big-bang” releases.

Finally, agile as a mindset means that simply performing ceremonies is not enough. A team can hold daily stand-ups and use a tool called a backlog but still behave in a rigid, change-resistant way. The agile mindset is characterized by curiosity, collaboration, transparency, and a willingness to adapt plans as reality unfolds. In exam scenarios, you should choose options that demonstrate these behaviors rather than options that rigidly cling to a process or plan.

​1.2 Agile Manifesto Values in Practice

THE AGILE MANIFESTO expresses four key value preferences that guide decision-making in agile environments. These values describe what agile teams tend to favor when forced to choose between competing priorities. You do not have to quote them word for word, but you must recognize how they show up in behavior.

Core value preferences:


●  People and collaboration over rigid reliance on processes and tools
●  Working product over comprehensive documentation
●  Customer collaboration and change over contract enforcement and rigid plans

People and collaboration over processes and tools means that human interaction is more important than any particular process or software. Processes and tools still matter, but they are there to support people, not to replace communication or judgment. On the exam, options that promote direct conversations, cross-functional teamwork, and relationship-building will usually align better with agile than options that hide behind tools or force people through inflexible procedures.

Working product over comprehensive documentation means that real progress is measured primarily by working solutions, not by how many documents have been produced. Documentation is still useful—especially for shared understanding, support, and compliance—but it is not the main output. Exam scenarios often contrast a team focused on producing detailed documents with a team that shows working functionality to stakeholders; the agile choice is the team that uses working software or product increments as the primary proof of progress.

Customer collaboration and responding to change over contract negotiation and rigid plans means agile teams treat customers as partners, not adversaries. Contracts and plans provide boundaries, but the relationship is based on dialogue, feedback, and flexibility as needs evolve. In questions where a customer requests a change that appears valuable, the agile-aligned answer will involve discussing the impact, adjusting the backlog, and possibly renegotiating scope—not simply pointing to the contract and refusing to consider it.

​1.3 Agile Principles: Themes You Must Recognize

THE AGILE MANIFESTO includes twelve principles that further explain how agile teams operate. You do not need to memorize all twelve, but you should be able to recognize the main themes that show up repeatedly in agile practices and exam scenarios.

Major themes in the principles:


●  Early and frequent delivery with openness to change


●  Close collaboration and communication


●  Sustainable pace and technical excellence




Early and frequent delivery with openness to change is at the heart of agile. The principles emphasize delivering valuable product early and continuously, welcoming changing requirements even late in development, and using working software as the primary measure of progress. In exam situations, when you see a choice between delaying delivery until everything is “perfect” versus releasing smaller increments and learning, the agile principle supports the latter. Likewise, options that treat late-breaking change as a normal input to be evaluated and managed—not automatically rejected—are more aligned with the principles.

Close collaboration and communication appears in principles that call for business people and developers to work together daily and for teams to favor face-to-face (or at least rich) communication. Short feedback loops and direct interactions reduce misunderstandings and help the team adapt quickly. PMI-ACP questions often contrast lengthy document exchanges and email chains with short collaborative sessions, stand-ups, or co-located work. The agile principle favors the collaborative, communication-rich option.

Sustainable pace and technical excellence reflect the idea that agility requires a healthy team and a healthy product. Teams should not be pushed into endless overtime, because burnout and mistakes reduce long-term effectiveness. Good design and technical practices are essential for keeping the product changeable and maintainable. On the exam, answers that protect sustainable pace and quality—even under schedule pressure—are closer to agile principles than answers that sacrifice quality or team well-being to “hit a date at any cost.”

​1.4 The Agile Mindset vs. “Checking the Boxes”

ORGANIZATIONS SOMETIMES adopt agile ceremonies and terminology without embracing the underlying mindset. This “agile in name only” can be worse than no agile at all, because it creates the illusion of agility while preserving old behaviors. PMI-ACP expects you to recognize this and respond with actions that move teams toward true agile values.

Key distinctions:


●  Real agile focuses on outcomes, learning, and continuous improvement
●  Fake agile focuses on labels, tools, and ceremonies without changing behavior

Real agile focuses on outcomes and learning. Teams ask whether they are delivering value, discovering useful information, and improving how they work. They use retrospectives seriously, welcome constructive feedback, and adjust practices based on results. When issues arise, the response is to examine the system and process, not to look for someone to blame. Exam answers that emphasize reflection, experimentation, and process improvement demonstrate this real agile mindset.

Fake agile focuses on labels and rituals without embracing change. A team might insist on holding a “Daily Scrum” but treat it as a one-way status report to a manager, or they may maintain a backlog but accept work based on seniority instead of value. Management might expect all the predictability and control benefits of

​1.5 Servant Leadership and the Agile Leader












​1.6 Value and Feedback Loops












​1.7 Dealing With Uncertainty and Change












​1.8 Systems Thinking and Whole-Product View












​1.9 Lean Thinking and Waste Reduction












​1.10 How PMI-ACP Interprets the Agile Mindset












​Practice Questions – Chapter 1: Agile Principles and Mindset

	Agile is best described as:
 A. A single framework used only for software development
 B. A mindset and family of approaches focused on iterative delivery, collaboration, and responding to change
 C. A set of tools for eliminating documentation
 D. A fixed process that should not be tailored
 

	Which statement best reflects the Agile Manifesto values?
 A. Processes and tools are more important than people
 B. Documentation is more important than working product
 C. Customer collaboration is valued more than strict contract negotiation
 D. Following the original plan is always the top priority
 

	A product owner wants to change priorities mid-iteration based on new market information. What is the most agile response from the team?
 A. Refuse any discussion and say the sprint goal can never change
 B. Discuss the impact, decide collaboratively whether to adjust scope, and update the backlog
 C. Immediately abandon the sprint backlog and start new work without analysis
 D. Tell the product owner to wait until after release
 

	Which of the following is most aligned with an agile mindset?
 A. Avoiding change to protect the baseline
 B. Punishing team members who surface problems
 C. Using short iterations and feedback to learn and adapt
 D. Finalizing all requirements before development begins
 

	In agile, working product is valued over comprehensive documentation because:
 A. Documentation is never useful
 B. Only developers read documentation
 C. Working product better demonstrates real progress and value
 D. Documentation is too expensive to create
 

	A team delivers working increments every two weeks and holds a review with stakeholders at the end of each iteration. This behavior primarily reflects:
 A. Continuous integration
 B. Early and continuous delivery of value and feedback
 C. Eliminating planning
 D. Avoiding stakeholder involvement
 

	Which leadership style is most consistent with agile principles?
 A. Command-and-control
 B. Servant leadership
 C. Micromanagement
 D. Dictatorial
 

	A team member proposes a small experiment to try a different testing approach for one sprint. This is an example of:
 A. Poor scope control
 B. Experimentation and learning consistent with an agile mindset
 C. Lack of planning
 D. Violating the Definition of Done
 

	Which of the following is not typically considered a Lean waste?
 A. Partially done work
 B. Extra features no one uses
 C. Task switching
 D. Continuous feedback
 

	A manager insists on detailed upfront specifications and is uncomfortable with changing requirements. What should an agile practitioner do first?
 A. Ignore the manager and proceed with agile anyway
 B. Explain how iterative delivery and feedback reduce risk while still meeting governance needs
 C. Abandon agile and switch to a fully predictive approach
 D. Tell the team to stop talking to the manager
 

	An agile team is afraid to raise issues because the project manager reacts with anger and blame. Which principle is being violated?
 A. Sustainable pace
 B. Self-organizing teams
 C. Regular reflection and adjustment
 D. Building projects around motivated individuals and trust
 

	Which statement about self-organizing teams is most accurate?
 A. They require no leadership
 B. They decide everything without any constraints
 C. They organize how they work within agreed boundaries and goals
 D. They should not interact with stakeholders
 

	A team wants to reduce multitasking and increase flow. Which practice is most appropriate?
 A. Increasing work-in-progress limits
 B. Eliminating retrospectives
 C. Limiting work-in-progress and focusing on finishing work before starting new items
 D. Asking everyone to handle as many tasks as possible
 

	In agile, which of the following is the primary measure of progress?
 A. Number of hours worked
 B. Number of documents produced
 C. Working product that meets acceptance criteria
 D. Size of the backlog
 

	A stakeholder asks why the team does not lock down scope before development starts. Which agile principle best answers this question?
 A. Welcoming changing requirements, even late in development
 B. Avoiding working with stakeholders
 C. Not planning at all
 D. Refusing to document requirements
 

	A new agile practitioner uses daily stand-ups primarily for status reporting to the manager. What adjustment better reflects agile principles?
 A. Cancel the daily stand-up
 B. Use the stand-up for team coordination, identifying impediments, and planning the day’s work
 C. Extend the stand-up to one hour for detailed status
 D. Replace it with email updates
 

	Which behavior best demonstrates servant leadership?
 A. Assigning tasks and demanding compliance
 B. Removing impediments and helping the team succeed
 C. Making all decisions alone
 D. Avoiding interaction with stakeholders
 

	A team holds a retrospective after each iteration. What is the main purpose of this practice?
 A. Assigning blame for defects
 B. Updating the risk register
 C. Reflecting on how to improve process, collaboration, and outcomes
 D. Approving the next release
 

	An agile team works late nights and weekends every iteration to meet aggressive goals. Which principle is being ignored?
 A. Simplicity
 B. Sustainable pace
 C. Self-organization
 D. Face-to-face communication
 

	Which of the following best illustrates systems thinking?
 A. Optimizing one team’s speed while ignoring downstream impacts
 B. Considering how a change affects end-to-end user workflows and other teams
 C. Focusing only on test automation
 D. Reducing documentation regardless of consequences
 

	A product owner requests a feature that delivers low value but seems interesting. The backlog contains several higher-value items. What is the most agile response?
 A. Immediately implement the interesting feature
 B. Refuse to implement anything new
 C. Explain the value trade-off and keep higher-value items prioritized
 D. Remove all lower-value items from the backlog
 

	An agile team frequently adjusts its Definition of Done to remove quality criteria when deadlines are tight. This behavior:
 A. Is a good way to move faster long term
 B. Is acceptable if the customer does not notice
 C. Undermines quality and agility by increasing technical debt
 D. Has no impact on value
 

	Which of the following is most aligned with the principle of simplicity in agile?
 A. Doing as much as possible each sprint
 B. Maximizing the amount of work not done while still delivering value
 C. Producing extensive documentation for every change
 D. Avoiding refactoring
 

	A company asks agile teams to provide a fixed, detailed feature schedule for twelve months with no changes allowed. Which principle does this most directly conflict with?
 A. Sustainable pace
 B. Welcoming changing requirements
 C. Regular reflection and adjustment
 D. Business and technical people working together
 

	When uncertainty is high, agile teams typically:
 A. Spend more time finalizing detailed plans upfront
 B. Use smaller iterations, research tasks, and experiments to learn quickly
 C. Avoid talking about risk
 D. Freeze scope early


​Answer Key – Chapter 1
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