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In the world of scaled agile frameworks, the Agile Release Train (ART) plays
a pivotal role in delivering value efficiently across large organizations.
Understanding the types of teams that compose an ART is crucial for
organizations aiming to implement Agile at scale successfully. This article
explores the various team structures within an Agile Release Train, their
roles, responsibilities, and how they collaborate to achieve strategic
objectives.

Understanding the Agile Release Train (ART)

Before delving into the specific teams, it’s essential to grasp what an Agile
Release Train entails. An ART is a long-lived team of Agile teams that work
together to deliver incremental value in a coordinated manner, typically
aligned with a Program Increment (PI), which spans around 8-12 weeks.

An ART operates as a virtual organization, integrating multiple teams to
align their work towards common objectives, often mapped to strategic themes
and business goals. The success of an ART hinges on the effective
collaboration of different team types, each with distinct responsibilities
but working towards a shared vision.

Core Team Types Within an Agile Release Train

An ART typically comprises several key team types, each playing a specific
role in the development lifecycle:

1. Agile Teams (Feature Teams)

Description: These are the fundamental building blocks of an ART. Agile
Teams are cross-functional, self-organizing groups responsible for
delivering value in the form of working solutions.

Size: Usually 5-11 members.

Roles: Developers, testers, UX designers, product owners, and Scrum
Masters.



Responsibilities: Developing, testing, and delivering features or
components aligned with the team’s backlog.

Characteristics: They work in iterations (sprints), conduct daily stand-
ups, and participate in planning, review, and retrospective meetings.

2. System Teams

Description: Specialized teams that provide shared services,
infrastructure, and support to multiple Agile Teams within the ART.

Roles: DevOps engineers, automation specialists, integration teams,
architecture teams.

Responsibilities: Managing continuous integration/continuous deployment
(CI/CD) pipelines, maintaining shared tools, and supporting cross-team
dependencies.

Characteristics: They enable Agile Teams to focus on feature development
while handling the technical backbone necessary for integration and
deployment.

3. Product Management Team

Description: Responsible for defining, prioritizing, and managing the
Program Backlog.

Roles: Product Managers, Product Owners, Business Owners.

Responsibilities: Setting strategic direction, clarifying priorities,
and ensuring that the teams deliver value aligned with business goals.

Characteristics: They work closely with Agile Teams to groom backlogs,
plan Program Increments, and facilitate communication with stakeholders.

4. Release Train Engineer (RTE)



Description: The servant leader and coach of the ART, facilitating
processes and execution.

Roles: RTE role, similar to a Scrum Master but at the ART level.

Responsibilities: Facilitating Program Increment planning, managing
risks and dependencies, removing impediments, and fostering continuous
improvement.

Characteristics: Acts as a communication hub, ensuring alignment among
teams and stakeholders.

5. System Architect/Engineer

Description: Provides architectural guidance and technical oversight for
the ART.

Roles: System Architects, Technical Leads.

Responsibilities: Defining technical standards, ensuring architectural
integrity, and supporting technical decision-making across teams.

Characteristics: They collaborate with Product Management and Agile
Teams to align technical solutions with business needs.

6. Business Owners

Description: Key stakeholders representing the business interests within
the ART.

Roles: Executives, sponsors, or senior managers.

Responsibilities: Providing strategic guidance, approving Program
Increments, and ensuring the ART’s work aligns with organizational
goals.

Characteristics: They participate in planning and review sessions to
ensure value delivery.



How These Teams Collaborate in an ART

The synergy among these teams is vital for the success of the ART. Here's how
they typically work together:

Synchronization and Planning
- The ART conducts Program Increment (PI) Planning, where all teams come
together to plan the upcoming increment.
- During this event, Agile Teams identify features they will develop, System
Teams discuss infrastructure needs, and Product Managers prioritize work.

Execution and Delivery
- Agile Teams work in time-boxed iterations, delivering features
incrementally.
- System Teams support by maintaining the technical environment and enabling
continuous deployment.
- Product Management provides continuous feedback and reprioritizes work
based on market or organizational changes.

Review and Inspect
- Regular System Demos showcase integrated work from all Agile Teams.
- Inspect and adapt sessions are held to identify bottlenecks and improve
processes.

Continuous Improvement
- The RTE facilitates retrospectives at the ART level, fostering a culture of
continuous learning.
- Teams identify areas for improvement and implement action plans for the
next PI.

Conclusion: The Power of Diverse Teams in an
ART

The effectiveness of an Agile Release Train depends on the seamless
collaboration of various specialized teams. Agile Teams focus on delivering
value through iteration, while System Teams provide essential infrastructure
support. Product Management aligns the work with strategic goals, and the RTE
ensures smooth execution. Architectural guidance, stakeholder engagement, and
technical support form the backbone of a successful ART.



Together, these teams create a dynamic, responsive environment capable of
delivering complex solutions at scale. Organizations adopting this multi-team
approach can achieve faster delivery, improved quality, and greater alignment
with business objectives.

Summary of Key Team Types in an ART

Agile Teams (Feature Teams)1.

System Teams2.

Product Management Team3.

Release Train Engineer (RTE)4.

System Architects/Engineers5.

Business Owners6.

Understanding these team roles and their interactions helps organizations
optimize their Agile Release Trains and unlock the full potential of scaled
Agile practices. Implementing the right team structures fosters
collaboration, agility, and continuous value delivery across all levels of
the enterprise.

Frequently Asked Questions

What type of teams does the Agile Release Train
typically utilize to deliver value?
The Agile Release Train (ART) primarily uses cross-functional, self-
organizing Agile teams that collaborate to deliver incremental value
throughout the program increment.

How do Agile teams within the ART coordinate their
work?
They coordinate through synchronized planning events, daily stand-ups, and
frequent integration to ensure alignment and continuous delivery.

Are the teams in an Agile Release Train dedicated to



the ART?
Yes, team members are usually dedicated to the ART to maintain focus, promote
collaboration, and streamline delivery across the program.

What is the benefit of using cross-functional teams
in an ART?
Cross-functional teams bring diverse skills together, enabling the ART to
deliver complete features independently and reduce dependencies.

How do Agile Release Trains ensure teams work
effectively towards common goals?
Through Program Increment Planning, transparent communication, and shared
objectives, teams align their efforts and prioritize work collaboratively.

Can multiple team types be part of an Agile Release
Train?
While the core is composed of Agile teams, the ART can include specialists
and other roles to support development, testing, and deployment, fostering a
holistic approach to delivering value.

Additional Resources
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In the realm of scaled agile methodologies, particularly the Scaled Agile
Framework (SAFe), the Agile Release Train (ART) stands as the fundamental
vehicle for delivering value across an enterprise. Understanding what type of
teams comprise the ART is essential for organizations aiming to implement
agile at scale effectively. The composition, structure, and dynamics of these
teams directly influence the ART's ability to coordinate, adapt, and deliver
high-quality solutions efficiently. This article explores the types of teams
that make up an Agile Release Train, their roles, characteristics, and how
they contribute to the overall success of agile transformations.

Understanding the Agile Release Train (ART)

Before diving into the specific teams, it’s crucial to grasp what an ART
entails. An Agile Release Train is a long-lived team of agile teams that work
together to deliver value in a synchronized manner, typically aligned with a
common program increment (PI), which often spans 8-12 weeks. The ART operates
as a virtual organization, aligning multiple teams, roles, and



responsibilities toward a shared mission.

The primary goal of the ART is to facilitate collaboration, coordination, and
integration across diverse teams, ensuring that the enterprise’s strategic
objectives are met through continuous delivery of value. The ART embodies
principles of agility at scale, requiring a specific team structure to
function effectively.

Types of Teams in the Agile Release Train

The ART is composed of various teams, each with specific roles,
responsibilities, and expertise. These teams typically fall into four main
categories:

- Agile Teams
- System Teams
- Release Train Engineer (RTE) Team
- Business and Stakeholder Teams

Let's examine each in detail.

1. Agile Teams

Overview:
Agile teams are the core units within an ART responsible for developing,
testing, and delivering increments of value. They are often cross-functional,
self-organizing teams that follow agile methodologies such as Scrum, Kanban,
or SAFe’s own practices.

Features & Characteristics:

- Cross-Functional: Comprise members with all necessary skills (developers,
testers, analysts, UX designers, etc.).
- Small and Self-Contained: Typically 5-11 members, enabling effective
communication and collaboration.
- Self-Organizing: Empowered to plan, manage, and execute their work without
micromanagement.
- Iterative & Incremental: Work in short cycles (sprints or iterations), with
frequent deliveries.

Pros:

- High adaptability to change.
- Strong ownership of work.
- Faster feedback loops.
- Increased collaboration and innovation.



Cons:

- Potential for siloed working if not well-coordinated.
- Requires disciplined self-management.
- Needs mature team dynamics to succeed.

Role within the ART:
Agile Teams are the primary executors of the work, transforming features into
working solutions that contribute to the Program Increment (PI). They form
the building blocks of the ART's delivery capability.

2. System Teams

Overview:
System Teams support the integration, testing, and deployment of the entire
system or solution being developed by multiple Agile Teams. They often have
specialized skills and tools for system-level activities.

Features & Characteristics:

- Integration Focused: Facilitate continuous integration and system testing.
- Specialized Skills: Expertise in automation, deployment pipelines,
performance testing, and system architecture.
- Support Role: Enable Agile Teams to focus on feature development by
handling complex integration tasks.

Pros:

- Accelerates system integration and testing.
- Reduces bottlenecks caused by integration challenges.
- Ensures consistent quality and system stability.

Cons:

- Can introduce dependencies that slow down Agile Teams if not well-managed.
- Risk of becoming bottlenecks if over-utilized.
- Requires close collaboration between System Teams and Agile Teams.

Role within the ART:
System Teams act as enablers, ensuring that the integrated system is working
effectively, which is critical for delivering potentially shippable solutions
at the end of each iteration.

3. Release Train Engineer (RTE) and RTE Team

Overview:
The RTE functions similarly to a Scrum Master but at the ART level,



facilitating program-level processes, events, and continuous improvement
initiatives. The RTE Team supports the RTE in larger or more complex ARTs.

Features & Characteristics:

- Facilitator Role: Guides ART events such as PI Planning, Scrum of Scrums,
and Inspect & Adapt workshops.
- Coordinator: Ensures alignment and synchronization across teams.
- Coach: Promotes agile practices and continuous improvement.

Pros:

- Ensures smooth flow of ART activities.
- Enhances transparency and communication.
- Helps resolve impediments at the program level.

Cons:

- Can become a bottleneck if not distributed properly.
- Requires strong leadership and facilitation skills.
- Over-reliance on RTE can lead to less autonomous teams.

Role within the ART:
The RTE and their team orchestrate the ART’s cadence, facilitate
collaboration, and ensure objectives are met, making them pivotal for scaled
agile success.

4. Business and Stakeholder Teams

Overview:
While not traditional development teams, stakeholder and business teams are
essential for providing input, validation, and feedback. They include product
owners, business owners, and other key stakeholders.

Features & Characteristics:

- Product Owners (POs): Represent customer interests, prioritize backlogs,
and clarify requirements.
- Business Owners: Provide strategic direction and approve objectives.
- Subject Matter Experts: Offer domain expertise and validation.

Pros:

- Ensure that the work aligns with business goals.
- Facilitate rapid feedback and course correction.
- Increase stakeholder engagement and buy-in.

Cons:



- Can cause scope creep if not properly managed.
- Risk of conflicting priorities.
- May cause delays if stakeholder engagement is inconsistent.

Role within the ART:
These teams work alongside Agile and other teams to align the development
work with the enterprise’s strategic objectives, ensuring value delivery.

Additional Supporting Teams in the ART
Ecosystem

Beyond the primary teams, organizations may also have:

- Architectural Run Teams: Focus on defining and maintaining architecture
standards.
- Security and Compliance Teams: Ensure solutions meet regulatory and
security requirements.
- Operations Teams: Handle deployment, monitoring, and maintenance post-
release.

Their collaboration ensures that the ART’s output is sustainable, secure, and
scalable.

Conclusion: Which Teams Drive the Success of
the ART?

The effectiveness of an Agile Release Train hinges on its diverse array of
teams working in harmony. The Agile Teams are the core executors,
transforming ideas into tangible solutions through iterative development.
System Teams support the integration and testing processes, ensuring that all
components work seamlessly together. The RTE and associated teams facilitate
coordination, remove impediments, and maintain the rhythm of the ART. Lastly,
business and stakeholder teams provide crucial input, validation, and
strategic alignment.

By combining these different team types—each with specialized roles,
strengths, and responsibilities—the ART becomes a powerful vehicle for
delivering continuous value at scale. Organizations adopting this multi-team
structure can leverage the collective strengths of diverse teams, foster
innovation, and respond swiftly to changing market demands.

In summary, the Agile Release Train primarily uses cross-functional agile
teams—complemented by specialized support teams and strategic stakeholders—to
get work done effectively. This composition enables a balanced approach that
fosters collaboration, continuous delivery, and enterprise agility.



---

Embarking on a scaled agile transformation requires understanding and
cultivating the right team structures within the ART. When well-implemented,
these teams drive not only successful project delivery but also nurture an
agile culture capable of sustained innovation and growth.
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