



































The following properties are required of any spec toolchain adopted:

2» Version-controlled: Every human or agent-initiated spec change is traceable,
attributed, reviewable, and reversible.

» Structured: Expressed in a format that agents can decompose, reason over, and
execute against without relying on implicit context.

» Machine-readable: Consumable directly by generation, verification, remediation,
discovery, and modernization agents without manual transformation.

» Living: Updated by every holon as it runs, with agent contributions reviewed,
accepted, or rejected through governed workfiow.

» Contracted: Exposes only the minimum sufficient spec contract required for
another holon or agent to act safely, while keeping local context bounded.

» Auditable: Records agent actions, human approvals, verification evidence,
escalations, and step-back decisions as part of the spec history.

« Tool Transition Across the Gradient

A critical design principle of the HoloV tooling ecosystem is that agentic delegation
should trail spec and context maturity, not lead it. A Run, Change, Explore, or
Modernize holon does not adopt autonomous or agentic tooling simply to accelerate.

It adopts higher-agency tooling only when the spec is mature enough, the bounded
context is stable enough, and the verification harness is strong enough to make
reduced human verification safe.

The transition is also reversible at the holon level. If a production incident, scope
change, discovery ambiguity, legacy constraint, or verification failure introduces
uncertainty that an agent cannot resolve safely, the holon steps back from
autonomous or agentic execution to assistant-led or human-led operation.

The spec spine absorbs the new learning, the bounded context is restored, and the
holon re-qualifies before increasing agentic agency again.
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KPIs and the HoloV Harness

HoloV introduces a measurement harness that operates across four layers.

» Within-holon health

» Al effectiveness and autonomy

» Cross-holon progression

» Harness governance

Together, these metrics show whether each Run, Change, Explore, or Modernize
holon is executing its V-strokes well, whether agentic work is effective, and

whether the program is becoming more coherent, governable, measurable, and
safely autonomous across the spec spine.

« Within-Holon KPlIs

KPI Measures Target signal Holon Tool source
— Spec coverage % of features with > 90% before Change GitHub Spec
= @ ratio complete spec down-stroke Kit, Kiro
before code gen
|
Divergence Spec diff
é | é Spec drift rate between spec and < 5% per iteration Change tools, Claude
generated code at Code
review |
Arcll'ni‘tectu.re % of decisions‘ 100% at spec ADR tools,
decision log documented with All holons
; transfer Confluence
completeness rationale
[\ % of refactored I o
<[>+ Refactor fidelity code that passes >95% Modernize gl plpellnbe '
u original acceptance onarQube
criteria
e Test coverage %. of -acceptance il Copilot,
against spec criteria covered by > 85% Difluis, Jost
automated tests
Spec ambiguity Ambiguitiels raised Tracked, trend Exolore Jira, spec
surfaced F’ECk ‘to spinepen down P toolchain
iteration

Figure 7 — Within-holon KPIs. Each Run, Change, Explore, and Modernize holon has health metrics tied to its
V-strokes, bounded context, and agentic operating stance.
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- Al Effectiveness and Autonomy KPls

Al effectiveness KPls measure whether agentic work is producing useful, safe, and
high-quality outputs inside each holon. Autonomy KPIs measure whether the
system can safely reduce human verification without increasing delivery risk.

Together, they prevent HoloV from treating agentic adoption as a productivity
claim alone. Agents must improve flow while keeping the spec reliable and the
delivery process reversible.

KPI Measures Target signal Scope Tool source
Agent %.of agent O!tjtputs accepted Trend up, > 80% Pa—
with no or minor human Per holon i
acceptance rate git for mature holons ‘ review tools
edits
| |
% of t output: iri
Agent ; - _e?gen - s O Trend down, < 10% Pull requests,
significant correction or Per holon ;
‘ rework rate el for mature holons ‘ review tools
|
Defects traced to agent- Near zero; any Defect tracker
Agent defect ' ’
/ﬁ\ esgca o generated or agent-modified escape triggers s/lur; Ch.ange. ‘ CI/CD, incident
P artifacts after verification review \ soeimize \ logs
|
How often agents require )
Prompt/spec
@ clariﬁgi:n e additional human clarification -srrzzdr::t:l:ezs All holons ‘ :pzrfttofcl):\a:,
before safe execution P ‘ HERREER
Evidence % of agent actions » 95% Verification
completeness accompanied by test, i All holons ‘ harness, ADR
Fate rationale, trace, or decision autonomy increase \ logs
evidence |
/' Agent chle—tlme or thr?ughput Improves with ‘ Delivery
0 I]I] productivity |mpro§fement a.ttnbu.table o | stable defect and Per holon telemetry,
leverage agentic execution without rework rates review analytics
quality degradation ‘

Figure 8 — Al effectiveness and autonomy KPIs. These measure whether agentic execution is useful, safe,
evidence-backed, and worthy of increased autonomy.
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« Cross-Holon Progression Metrics

KPI Measures Target signal Scope Tool source
d Spec maturity e i . Spec toolchain
index coverage + structure + > 80 to progress Spine st

machine-readability

% of spec transfers
= Spec transfer accepted first time - 90% Between Spec transfer
| @ success rate without rework or holens log

context leakage

% of spec and context

@ Autonomy readiness layers meeting safe Spec completeness

> 85% to transition Per holon

score agentic execution audit
criteria
LY Dt i fEnd-to-enii e Trend down p LinearB,
v i e i SP'_;C °© across gradient bl Jellyfish
* production per feature
. i % of autonomous

O Human intervention y i 5 5 Faros Al,
cycles requiring < 8%, trend to < 3% Per holon s

('{'{a} rate hurnah input cbservability
% of spec layers

\ Spec regreasion rate requiring rework <5% Program Spec version

LT after autonomy control

transition

FIgure Y — Cross-nolon progression Metrics. 1hese govern spec transter quality, holon-level autonomy
readiness, and reversible progression toward safer agentic execution.

« The HoloV Harness

The HoloV harness is the observability and governance infrastructure that feeds these
metrics. It is not a single tool — it is a composed pipeline drawing from the tooling
ecosystem defined in Section 6, the spec spine, the verification harness, delivery
telemetry, and agent-action logs across all holons.

Spec toolchain ——————— @ Spec maturity / transfer quality

Agent-actionlogs ——— Acceptance / rework / evidence

Delivery telemetry —————— @ Cycle time / productivity leverage

@ Verificaton ——————— Test coverage / defect escape

Observability @ Escalation / step-back triggers

(holon health + Al effectiveness + autonomy signals)

-

Feeds progression, escalation, and step-back decisions

{ "~ Progression Dashboard J
Cul
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Three governance principles apply to the harness:

» No Manual KPI
Every metric in the harness is derived from tool telemetry, spec history, verification
evidence, and agent-action logs rather than self-reported status.

» Spec and Context Quality Gates Before Progression
No holon increases agentic agency without meeting thresholds for spec maturity,
bounded-context stability, and autonomy readiness.

» Reversibility is Instrumented
The harness monitors agentic execution continuously. Escalation rates, spec
regression, context instability, or verification failure trigger step-back to
assistant-led or human-led operation until the holon re-qualifies.

The Agentic Autonomy Progression

Organizations need to know when each Run, Change, Explore, or Modernize holon is
ready to increase agentic agency without increasing delivery risk. HoloV answers this
through a structured approach. Autonomy progresses only when the spec is mature,
the bounded context is stable, the verification harness is strong, and evidence shows
Al can safely reduce human oversight.

« Progression Criteria

A holon is ready to progress toward higher agentic autonomy when five conditions
hold simultaneously:

» Spec Maturity: The spec layer is complete, structured, version-controlled,
machine-readable, and unambiguous enough for agents to execute without
resolving hidden intent.

» Bounded-Context Stability: The holon’s domain, constraints, interfaces, tools,
data, and decision rights are stable enough that agents can act without inheriting
unresolved external context.

» \Verification Completeness: The up-stroke can be expressed through
automated tests, operational signals, evidence checks, or decision
records that verify agent output against the spec.
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» Al Effectiveness Evidence: Agent acceptance, rework, defect escape,
clarification, and evidence-completeness metrics show that agentic
execution is useful, safe, and improving flow without degrading quality.

» Escalation and Step-Back Protocol: A governed protocol exists to route
ambiguity, verification failure, context instability, or risk escalation back to
human-led or assistant-led operation.

- Holon-Specific Progression

Autonomy progresses independently inside each holon. A Run holon may
safely delegate low-risk remediation while an Explore holon remains
human-governed because ambiguity is still high. A Change holon may
progress to agentic design, implementation, and test generation once
acceptance criteria and release evidence are stable. A Modernize holon may
remain evidence-led for longer because legacy context, equivalence risk, and
migration constraints carry higher cognitive load.

These conditions put the decision in the hands of the delivery system, not the
Al vendor. Teams evaluate whether a holon's spec, context, verification
evidence, and agent performance are mature enough to safely reduce human

- The Progression is Reversible

The progression is reversible at the holon level. If a production incident, scope
change, discovery ambiguity, legacy constraint, verification failure, or agent
effectiveness drop introduces uncertainty that the agent cannot resolve safely,
the holon steps back from autonomous or agentic execution to assistant-led
or human-led operation.

The spec spine absorbs the new learning, the bounded context is restored, and
the holon re-qualifies before increasing agentic agency again. Reversibility is a
feature, not a failure mode.
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Figure 11 — Agentic autonomy progression decision tree. Entry is governed by spec maturity, context stability,
verification readiness, and Al effectiveness evidence; exit is triggered by harness signals and reversible step-back.

Why This Matters

Every delivery framework is a claim about the hardest problem in software
delivery. Waterfall claimed it was requirements volatility. Agile claimed it was
plan rigidity. SAFe claimed it was organizational alignment. V-Bounce claimed
it was the separation of building from verifying.

HoloV makes a different claim. The next stage of software delivery depends on
more than Al capability. Organizations lack a structural model for managing
the transition from human-led to agentic delivery without forcing a one-way
shift to agent-led execution.

The Structural Gaps HoloV Closes

[}
Problem Prior frameworks HoloV
Different work priorities, ¢ No structural vocabulary ¢ Run, Change, Explore, and Modernize
lf-_’é bounded contexts, and beyond team type or holons. Each whole, bounded, and
cognitive loads maturity level composable
Al generation without * Spec drift, automated legacy, * Sposdpine e governe'd prejsetion
o of context and the only interface
spec governance and unclear ownership
across holons
® Agentic autonomy progression,
No governed path to ® Ad hoc tool adoption and governed by‘ ?Pec "”.'?‘U"i.fY-
agentic autonomy vendor-led maturity claims context stability, verification
readiness, and Al effectiveness
evidence
Human teams, Al agents, Tools ad Aiosailwiit e Agentic operating model, clear
° .
cO> and hybrid holons working E D01 a' optec.iocallyiwi delegation, governance stance,
YY) withoutashared lncons!stent roles, controls, evidence requirements, and
operating model and evidence human/agent boundaries by holon
. O ition f ® Harness-triggered step-back,
Autonomy without h ne-waly ;ransn:on iy reversible movement between
reversibility Unansieciwon Fo agentic, assistant-led, and
agent-led execution human-led operation
r
Figure 12 — HoloV problem/resolution map. 1 9
© Indium




y -

« The Broader Claim

HoloV provides a structured path through the Al transition by strengthening
human delivery with Al.

2» Human leaders govern intent, risk, context boundaries, and spec quality
rather than merely supervising task execution.

» Human teams and Al agents collaborate inside Run, Change, Explore, and
Modernize holons, each with a bounded context, cognitive load profile, and
governed output into the spec spine.

2» Agentstake on structured execution only when the spec, context, verification
evidence, and Al performance show it is safe. The verification harness can
reduce agent autonomy when conditions change.

The spec becomes the durable asset, while holons provide the operating model
and the V brings quality discipline across the system. Autonomy is

continuously managed through the clarity of human intent rather than treated
as a final destination.

HoloV governs the transition to agentic software delivery across different work
priorities, bounded contexts, and levels of agentic autonomy.
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