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2 Introduction to the Al Agile Guide — A New Paradigm of Work and
Innovation

For decades, companies have been looking for ways to be more efficient, more innovative
and more competitive. We have gone through hierarchical models, continuous
improvement approaches, digital transformations and, in recent years, the rise of
organizational agility. At the same time, artificial intelligence has evolved from a theoretical
field reserved for scientists to become a central technology in sectors as diverse as health,
banking, marketing and education.

Today, these two worlds — agility and artificial intelligence — can no longer walk apart. Their
values and capabilities are mutually empowering. Where agility seeks adaptability, Al offers
anticipation. Where Al provides automation, agility ensures focus on value. This guide was
created precisely to show how to integrate both approaches in a harmonious, scalable and
sustainable way: that is what we call Agile Al.

Al Agile is not a fad or a magic formula. It is a strategic vision that responds to a complex,
volatile and accelerated business reality. Their goal is not only to improve processes or
increase efficiency, but to build intelligent, collaborative organizations prepared for a future
that changes every day. Adopting Al Agile involves transforming organizational culture,
empowering teams, rethinking business models, and learning to collaborate with machines
that not only execute tasks, but also "think," propose, and learn.

3 Key principles of Artificial Intelligence applied to business

Artificial intelligence (Al) represents one of the most profound disruptions in the recent
history of business management. It's not just a new technology: Al is transforming the way
we think about operations, design products, make decisions, and interact with customers.

Unlike other technological advances, Al is not limited to executing instructions: it learns,
adapts, and can make autonomous decisions within certain limits. Its impact ranges from
the operational to the strategic. For its application to be effective and sustainable, it must
be supported by four key principles that work as pillars for any business initiative that
wants to integrate Al successfully.

3.1 Data-Driven Decision-Making

Al needs data as a raw material. You cannot generate value without clear, abundant, and
well-structured information. This forces organizations to adopt a data culture, where
decision-making is based on evidence and not only on intuition or previous experience.

But it's not enough to have data: it must be accessible, trustworthy, and ethically managed.
In addition, teams must have analytical tools and skills to interpret them. A truly agile, data-
driven environment allows teams to experiment, validate hypotheses, and act quickly and
accurately.

Common examples:

-4 -
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e Predictive dashboards that alert of risks before they occur.

e Business decisions based on segmentation models rather than intuition from the
sales team.

3.2 Intelligent automation

Traditional automation (such as that applied with RPA) obeys fixed rules. Instead, Al enables
adaptive automation, which learns from mistakes, improves with experience, and reacts to
changing contexts. This is known as intelligent automation.

It is about freeing human talent from repetitive and manual tasks so that they can focus on
high-value tasks, such as creativity, strategy or empathy. In Al Agile, this automation is
integrated within workflows, respecting iteration and continuous value delivery.

Common examples:

e Al that automatically classifies emails or tickets according to urgency and impact.
e Systems that detect financial or logistical anomalies and trigger actions without
human intervention.

3.3 Personalization at scale

One of the great differentiators offered by Al is the possibility of offering highly personalized
products and services , but on a large scale, something impossible to achieve manually.
Algorithms can tailor recommendations, pricing, content, or communications based on the
customer's profile, behavior, or history.

This allows you to move from massive strategies to a one-on-one relationship with the
customer, but without losing efficiency. In agile environments, where the delivery of value
to the user is prioritized, this capability is pure gold: we deliver just what the customer
needs, at the right time.

Common examples:

e Automatic recommendations in ecommerce, adjusted to the user's behavior.
o Health apps that adjust exercise and diet suggestions based on the user's actual
progress.

3.4 Continuous improvement based on feedback

In agility, continuous learning is one of the key principles. Al reinforces this principle as it
works through machine learning cycles. Every new piece of data feeds into the system,
every fix improves its accuracy, and every interaction fine-tunes its performance.

This generates a constant feedback loop that allows systems to evolve along with the
environment, customers, and business needs. Instead of implementing static solutions, we
build living systems, which adapt and improve sprint after sprint.

-5-
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Common examples:

e Recommendation systems that adjust their logic according to the real behavior of
users.
e Al models that evolve based on team or customer feedback.

3.5 Detailed examples.
3.5.1 Supermarket Chain

A national supermarket chain integrates Al to analyze more than 500 million transactions a
year. Based on that data, the system adjusts the prices of certain products in real time
based on local demand, weather conditions, day of the week, and consumer behavior. As a
result, not only do profit margins increase, but fresh produce waste is reduced by 30%.

3.5.2 Company Human Resources

A large HR company implements an Al platform that collects and analyzes information such
as absences, performance evaluations, interactions between teams, and results of work
environment surveys. The system identifies patterns that precede voluntary resignations.
Thanks to these alerts, area managers can intervene before the sick leave occurs, offering
feedback, equipment changes or improvements in working conditions. This reduces
turnover by 22% in one year.

3.6 Conclusion

Applying Al in business is not about buying technology or implementing algorithms in
isolation. It's about rethinking how the organization works, from its data to its processes,
from its culture to its strategic goals. Well-integrated Al multiplies adaptability, improves
operational efficiency, and empowers innovation.

However, its implementation will only be effective if it is based on these four principles:
quality data, intelligent automation, meaningful personalization, and continuous
improvement. These principles not only guide the technical deployment of Al, but are also
the bridge to a new organizational model where artificial intelligence and agility coexist as
fundamental allies for sustainable success.

4 The New Paradigm — Al as a Catalyst for Agile Change

For years, agility has been the natural response to complex and changing environments. It
has taught us to work in short cycles, to validate hypotheses quickly and to adapt as we go.
But now, with the maturity of artificial intelligence, a new paradigm is opening up that not
only responds to change, but anticipates, models and accelerates it.

In this new scenario, Al is no longer a support tool but a strategic driver of agility. Its ability
to analyze big data, identify hidden patterns, autonomously generate content, and predict
future outcomes, allows organizations to move from reactive agility to anticipatory agility.

-6-
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It's no longer just about iterating quickly, it's about iterating smartly. Al reduces uncertainty,
amplifies knowledge and generates capabilities that were unthinkable a decade ago. Thanks

to it, agile teams can make more accurate prototypes, experiment with greater impact,
make informed decisions in real time, and avoid mistakes before they happen.

In the Al Agile approach, Al does not replace human judgment or take away creativity from
teams. Rather, it becomes an extension of your cognitive capacity, easing the operational

burden and freeing up time for strategic thinking, innovation, and user-centered design. In

this way, Al catalyzes the evolution not only of processes, but of the organizational culture

as a whole.

In addition, when agile cycles incorporate predictive models, machine learning, and
contextual automation, the organizational learning cycle accelerates exponentially.
Experiments are no longer based only on intuitions, but on insights derived from real and
constantly updated data. This allows each sprint to not only deliver value, but to teach more
deeply about the system, customers, and competitive environment.

4.1 Detailed examples
4.1.1 DevOps Team

A software company's DevOps team decides to incorporate an Al system that automatically
monitors changes to the source code. Not only does this system detect common bug
patterns and security vulnerabilities, but it also suggests fixes based on hundreds of
thousands of public and private repositories. The team, instead of wasting time looking for
bugs, can focus on designing better functionalities. In addition, Al adjusts the CI/CD pipeline
to optimize deployment based on previous success patterns. In less than three months, the
number of bugs in production falls by 45% and the delivery time is reduced by 30%.

4.1.2 Tourism Start-Up

A startup in the tourism sector wants to optimize its digital advertising campaigns. Thanks to
Al models that analyze searches, weather, social media trends, and competitor prices, you
can predict demand for flights and accommodations up to three weeks in advance. This
allows you to adjust your advertising budget, customize your bids, and launch campaigns
just when the customer is most receptive. At the organizational level, marketing and sales
teams integrate this information into their sprints and decide on actions in less than 48
hours. The result is a 28% increase in conversion rate and a significant reduction in
acquisition cost.

5 Scrum and Al — Intelligent Backlog Automation

Scrum is undoubtedly one of the most widely used agile frameworks in the world of product
development. Its popularity lies in its structural simplicity and transformative power. At the
heart of Scrum is a key piece: the Product Backlog, a living and dynamic list of everything
that could be incorporated into a product to maximize its value.

-7-
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The backlog represents not only the future vision of the product, but also the team's
execution and delivery strategy. However, in practice, its effective management presents

challenges ranging from item overload to non-objective prioritization, as well as ambiguity
in story writing.

5.1 The Paradox of the Backlog: Between Strategic Vision and Operational Chaos

While the backlog should reflect the value the customer expects and guide the team toward
the sprint goal, many teams fall into common mistakes:

o Duplicate or redundant stories, written by different stakeholders without
coordination.

e Misalignment with business objectives, as items are prioritized by intuition or
political pressure.

e Poorly written stories, with ambiguous language or without clear acceptance
criteria.

o Inflated backlogs, where hundreds of items accumulate without a debugging or
validation strategy.

o Estimates that are not very objective, made without evidence or historical context.

These issues compromise transparency, the efficiency of sprint planning, and the delivery of
real value. This is where Generative and Analytical Artificial Intelligence becomes a key ally.

5.2 What does Al bring to Product Backlog management?

Al, and especially systems based on NLP (Natural Language Processing), machine learning,
and predictive analytics, can automate heavy tasks, improve the quality of the backlog,
and increase the intelligence of the Product Owner's decision-making.

Here are some of the capabilities that are already revolutionizing the way a backlog is
managed in Scrum environments:

5.3 Key capabilities of Al applied to the Product Backlog

1. Massive user feedback analysisAl can read, group, and synthesize large volumes of
tickets, surveys, reviews, or customer messages to automatically turn them into
structured user stories. This reduces hours of manual reading.

2. Elimination of redundant or similar itemsDetects stories that have a high degree of
semantic overlap and suggests unification, avoiding duplicate or inconsistent work.

3. Predicting the potential value of a storyBased on metrics such as retention,
satisfaction, conversion, or past revenue, Al can estimate which stories will bring the
most value to the business.

4. Intelligent and dynamic prioritizationConsider factors such as technical
dependencies, estimated effort, expected impact, and team capabilities to suggest
the ideal backlog order before sprint planning.

-8-
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5. Detecting stories with high ambiguityUsing language models, you can flag items that
don't have a clear goal, use generic language ("improve user experience"), or lack
acceptance criteria.
6. Automated effort estimationBased on comparisons with similar stories from the

past, Al can propose an effort estimate that serves as a starting point for the team
during planning.

5.4 It does not replace, it amplifies: the role of the Product Owner in the age of Al

Automation does not eliminate the role of the Product Owner. Quite the opposite. It frees
you from mechanical tasks so you can focus on:

e Build a clear product vision.

e Validate the alignment of the backlog with the strategy.
e Make informed decisions with data support.

e Be closer to the customer and the business.

Al acts as a strategic co-pilot, not a replacement. It provides relevant information, but it is
human judgment that validates, adjusts, and leads.

5.5 Detailed examples
5.5.1 SaaS Platform Development Team

A SaaS startup receives hundreds of feedback messages every week through forms, support
tickets, and app store reviews. In the past, the product team spent entire days reading this
data, identifying patterns, and extracting useful user stories.

With Generative Al integrated into your workflow, user messages are automatically
analyzed. The Al detects frequent mentions (e.g., "trouble changing password"), extracts the
user's intent, and proposes stories with structured syntax like:

"As a user, | want to be able to reset my password from the home screen, so | don't get
locked out of access."

Each story is further classified with labels such as 'high frequency', 'medium impact' or
'onboarding-related’, allowing the OP to prioritise based on real evidence.

Result:
e 70% reduction in time spent on feedback analysis.
e Greater precision in writing.
e Sprint Planning more focused on real needs.

5.5.2 Technology company with high technical complexity

In a technology company that develops data intelligence solutions, the technical complexity
of the backlog items and their interdependence represented a great challenge for planning.

The team implemented an Al system that analyzes the team's last 30 sprints:

-9-
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o Average delivery speed by story type.
¢ Incidence of bugs by type of component.

e Actual vs. estimated resolution times.
e Past conflicts between items implemented in parallel.

From that data, the Al generates a weekly suggestion:

o A subset of backlog items that have a high probability of being completed
successfully.

o Alerts on stories with technical blocking potential.

e Clusters that can be tackled in parallel without the risk of collision.

The team uses this "smart pre-selection" as a starting point in Sprint Planning, and the
Product Owner adjusts according to strategic criteria. Not only does this improve the
predictability of the sprint, but it reduces the number of incomplete stories at the end of
the cycle.

5.6 Conclusion: From chaotic backlog to intelligent backlog

In environments where speed, focus on value, and continuous adaptation are essential, Al
allows the backlog — far from being an infinite and chaotic list — to become a living, clear,
clean, and strategic artifact.

The automation of tasks such as writing, classification, estimation or prioritization is not a
threat, but a natural evolution. It allows teams to focus on vision, purpose, and value
delivery, eliminating noise and operational friction.

An Al-assisted Product Owner is no less relevant. It's more powerful, more customer-centric,
and more strategic. In short, it's more Agile.

6 Design Thinking + Al: innovate faster, with more data and less
friction

6.1 What is Design Thinking?

Design Thinking is an iterative, non-linear approach to people-centered problem-solving. Its
goal is to deeply understand the needs of users, redefine problems and create innovative,
functional and desirable solutions.

It is structured in five main phases:

Empathize — Thoroughly understand the user and their context.
Define — Frame the problem to be solved precisely.

Ideate — Generate as many creative ideas as possible.
Prototyping — Build quick, tangible versions of ideas.
Testing — Validate with real users, learn and adjust.

ukwnN e
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Traditionally, these phases involved intensive interview sessions, workshops, manual data

analysis, brainstorming sessions, and development of visual or functional prototypes. Today,
Al can accelerate and enrich each of these phases.

6.2 How can Al be integrated into each phase of Design Thinking?
6.2.1 Empathizing with Al — Beyond Intuition

The empathy phase consists of deeply understanding the user: what they feel, think, need,
and fear. With Al, we can move from anecdotal impressions to systematic analysis of
qualitative and quantitative data.

6.2.1.1 Practical applications:

e Analyze interviews using NLP and detect patterns of emotional language.

e Automatically classify large volumes of feedback (reviews, tickets, surveys).

e Create empathy maps or personas based on real data.
Practical example:
Upload 100 user reviews for a mental health app. You use Al to sort content by predominant
emotions (anxiety, frustration, relief) and extract representative phrases. The tool suggests
a person based on the recurring needs detected.

6.2.1.2 Useful tools:

e MonkeyLearn, UserVoice + ChatGPT
e Notion Al for Summarizing Interviews
e Miro + Al Templates for Automatic Empathy Maps

6.2.2 Defining with Al — Problems that matter, not the loudest

Once we empathize, the challenge is to clearly define the problem. Here, Al helps identify
real frictions, root causes, and invisible connections between data.

6.2.2.1 Practical applications:
e Synthesize insights and group them into topics.
e Detect correlations or structural problems based on evidence.
e Generate clear and actionable challenge questions.
Practical example:
Based on user feedback, the Al detects that 67% of app abandonments occur after not

finding how to configure notifications. It poses the challenge question: "How could we help
the user easily personalize their experience from the first access?"
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6.2.3 Ideate with Al — Expanded Creativity

In this phase, the aim is to generate as many ideas as possible, without judging them.
Generative Al becomes a catalyst for creativity and divergence here.

6.2.3.1 Practical applications:

e Generate ideas from a defined need.

e Suggest solutions inspired by other sectors (cross-industry).
e Expand on initial ideas or generate variants to test.

Practical example:

Prompt to ChatGPT: "Provides 10 feature ideas that would help seniors use a messaging app
more easily."

Result:
e High contrast mode and enlarged letter.
e Automatic voice messages that are converted to text.
e Interactive tutorial when installing the app.
e SOS button for urgent calls to family members.

6.2.4 Al Prototyping — From Idea to Product in Hours

Prototyping no longer requires weeks or advanced software. Today we can use Al to create
functional interfaces, navigation flows or minimum viable products (MVPs) in record time.

6.2.4.1 Practical applications:

e Generation of wireframes or visual mockups.

e Conversion of textual descriptions into interfaces.
e Automated design of Ul/UX elements.

e Create landing pages, apps, or navigable flows.

Practical example:

You write, "Design a screen for a meditation app where the user can choose between
guided sessions, relaxing music, or breathing exercises."

The Al generates the layout, the buttons and an editable visual proposal in Figma or Uizard.
6.2.4.2 Useful tools:
e Uizard, Figma Al, Framer Al, Builder.io, Galileo Al

6.2.5 Al Testing — Advance Validation and Continuous Learning
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The testing phase is where the most is learned, but also where the most resources are

consumed. Al allows you to simulate, predict, and analyze the user experience well in
advance.

6.2.5.1 Practical applications:

e Simulation of user flows and friction detection.

e Predictive analysis of conversion rate or retention.

e Automatic generation of surveys and analysis of results.

o Clustering of comments in satisfaction vs. rejection groups.

Practical example:

After testing a prototype, upload 50 user responses. The Al detects that 80% abandon
because they do not understand the menu icons. Suggests switching to clear labels or initial
pop-up tutorial.

6.2.5.2 Useful tools:
e Maze + Al, Typeform Al, Lookback, Hotjar + external NLP
6.3 Benefits of combining Design Thinking and Al

e More speed without sacrificing quality.

e Greater volume of ideas and creative variability.

o Better alignment with real user data.

e More objective and less biased validation.

e Reduction of costs and technical effort in the initial phases.

6.4 Risks and recommendations

e Avoid superficiality: Al can generate "creative" ideas, but without human judgment
they can be unfeasible or disconnected from the context.

o Algorithmic biases: If fed with erroneous data, Al will amplify errors.

e Don't lose human connection: Empathy can't be fully automated; direct observation
is still key.

o Always validate the ideas generated: Al proposes, but the team decides.

6.5 Conclusion

Integrating Al into Design Thinking does not mean losing the human essence of the
process, but enhancing it. Artificial intelligence is a supporting tool that allows teams to
explore more, learn faster, and build more accurately. Far from replacing the designer or the
facilitator, Al gives it creative and analytical superpowers.
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In Agile environments, where speed of validation and adaptability are essential, this merger

becomes a competitive advantage. The future of design is no longer just human. It is
human-amplified by Al.

7 Kanban + Al — Streamlined and adaptive workflows

The Kanban method, originated in Toyota's production system in the 1940s, is based on
three essential principles:

1. Visualize work: using boards and cards that represent tasks in different states (e.g.
To make - In Progress - Done).

2. Limit work in progress (WIP): Set maximum limits per column to avoid
overcrowding.

3. Promote continuous improvement (Kaizen): analyze bottlenecks and flows to adjust
the system and maximize the value delivered.

In agile environments, Kanban has become a key tool to manage the workflow flexibly,
without the need for predefined iterations as in Scrum. It is especially useful in:

e Maintenance and operations teams.

e Projects with unpredictable inputs.

e Distributed or multi-team environments.
e Processes with strong load variability.

However, when complexity scales—with hundreds of tasks, multiple dependencies, or
distributed teams—the traditional Kanban board can become insufficient. Manual
interpretation of visual data is no longer sufficient to make efficient decisions.

7.1 The role of Al in Kanban: from the visual board to the cognitive system

Artificial Intelligence acts as a layer of operational intelligence that converts workflow data
into actionable insights and recommendations. It's no longer just about seeing the status of
work, but about:

e Understand what is really happening in the system.
e Foresee what will happen if you do not intervene.
e Suggest changes to improve performance.

By combining techniques such as supervised machine learning, statistical prediction
models, historical flow analysis, and mathematical optimization, Al transforms Kanban

into a proactive and adaptive tool.

7.2 What can a smart Kanban system do?
7.2.1 Detection of structural and transient bottlenecks

The Al analyzes card transit patterns between columns and detects:
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e Where tasks accumulate frequently (structural necks).
e Which columns have temporary locks due to overload or dependencies.
e What kind of work (bugs, features, support) tends to get stuck the most.
This allows the team to act before the problem escalates.
7.2.2 WIP Dynamic Limits Tip
Unlike team-defined fixed limits, Al can suggest variable WIP limits based on:
e The current capacity of the equipment.
e Vacations, absences or charges from other projects.
e The historical speed of task flow by type.
This adaptive boundary prevents overwork without stopping the flow of value.
7.2.3 Predicting tasks that will stall
The Al evaluates multiple factors to detect cards with a high probability of stagnation:
e Technical complexity based on descriptions and tags.
e History of the assigned developer (past delays, current load).
e Number of dependencies or revisions required.
e Average execution time of similar tasks.
This allows the team to be alerted, reassigned, or divided tasks preemptively.
7.2.4 Intelligent reordering of the backlog based on value
Not all tasks have the same impact. Al can reorder cards by:
e Potential value to the business (measured by revenue, satisfaction, retention).
o Risk of expiration of SLAs or contracts.
e External priority (VIP clients, audits, etc.).
e Probability of being delivered on time.
The team remains in control, but now with better data to decide.

7.2.5 Redistributing workload among team members

By analyzing individual performance, current load, and specialization, Al can suggest
redistributing tasks to:

e Increase balance.
e Avoid burnout.

e Optimize the overall throughput of the team.

This also serves as a coaching tool and collective performance improvement.
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7.2.6 Identification of tasks with a high risk of error, rework or rejection

Through historical analysis, Al detects which types of tasks tend to:

e Require more than one review.
e Return from QA to development frequently.
e Berejected by the customer.

This allows you to act preventively: reinforce QA, clarify requirements, or break down the
story before developing it.

7.2.7 Generating Predictive Metrics
Beyond classic Kanban metrics (Lead Time, Cycle Time, Throughput), Al can generate:

e Projected Lead Time for each type of task or column.

e Risk of non-compliance with SLA by customer or category.
e Probability of completion of the work on a given date.

e Deviations from the ideal flow.

All this is presented in visual and explainable dashboards, accessible to PO, SM, Devs or
management.

7.3 Detailed examples:
7.3.1 IT support team in a multinational company

A global IT support team works with a Kanban board to resolve internal user tickets. With
the help of Al:

e The system detects that VPN-related tasks are often stuck for more than 48 hours
due to a lack of technical clarity.

e |tissuggested to set a new WIP limit of 3 tasks in that category, and it is proposed to
create a standard template for technical documentation.

e Adeveloper is handling 9 simultaneous tasks; the Al suggests reassigning two to
colleagues with a lower load.

e For incoming tickets, the estimated Lead Time is automatically calculated according
to their category and urgency, which allows prioritization with greater criteria.

e It warns of a 65% probability that SLAs will be breached in security tasks if no action
is taken in the next 24 hours.

The team gains visibility, anticipation and control without losing autonomy.

7.3.2 Creative agency

A creative agency manages more than 50 projects in parallel, with designers, copywriters
and account managers working collaboratively. Its intelligent Kanban system, with built-in
Al, constantly analyzes each team member's individual load, customer priority, estimated

complexity of each job, and feedback from previous deliverables. Based on this, Al

-16 -

Wwww.europeanscrum.org



Ewuropean
ik Scrum
automatically suggests which tasks should be prioritized, who they should be assigned to,
and when it is optimal to start new phases of the project. Productivity improves by 25% in

three months, and the need for extensive planning meetings is almost completely
eliminated.

7.4  Key Benefits of Kanban + Al

¢ More objective decisions based on real data.

o Early detection of inefficiencies and blockages.

o Better load distribution among team members.

o Greater transparency towards stakeholders.

e Reduction of Lead Time and increase of throughput.

e Accelerated continuous improvement without the need for constant meetings.

7.5 Ethical and cultural considerations

o Al should not replace the team's judgment, but complement it.
e Predictive metrics should be used to improve the system, not to evaluate individuals

individually.

e |tisimportant to ensure privacy and anonymity in the analysis of individual
behavior.

e Adoption should be progressive, with continuous feedback from the team on its
usefulness.

7.6  Conclusion

Kanban is, by nature, an adaptive system, but when combined with artificial intelligence it
becomes a self-evolving system. One that learns, anticipates and guides. The team is still at
the center of continuous improvement, but now it has a more powerful tool: knowledge
based on real data and advanced analytics.

In a world where complexity increases and change is constant, Kanban + Al represents the
next level in agile visual management, bringing clarity, focus, and efficiency without losing
the human values that make agility possible.

8 Lean + Al: Smart Waste Elimination and Exponential Continuous
Improvement

Lean is a management philosophy born in Toyota's production system (TPS) that has
expanded to multiple sectors. Its objective is to maximize the value delivered to the
customer by systematically eliminating everything that does not add value, what we know
as waste or muda.

The pillars of Lean include:

1. Customer-defined value.
2. ldentification and elimination of waste.
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3. Continuous workflow.

4. Pull systems (pull work only when needed).
5. Perfection through continuous improvement (Kaizen).

Traditionally, lean improvement was based on direct observation (gemba), visual charts, and
manual indicators. But in digital or distributed environments, such direct observation is
limited or even impossible. This is where Al comes in.

8.1 What does Al bring to Lean thinking?

Al makes it possible to turn Lean principles into more precise, faster and evidence-based
actions, thanks to its ability to:

e Analyze large volumes of process data in real-time.

e Detect waste patterns invisible to the human eye.

e Predict future deviations and points of inefficiency.

e Suggest improvements or automations adapted to the context.
e Learn from past iterations to continuously optimize processes.

In other words, while Lean thinking gives us the philosophy and direction, Al provides the
analytical and adaptive engine to travel that path with greater speed and less friction.

8.2 Practical Applications of Al in Lean

Below are the practical applications of Al in the main types of waste identified by Lean (the 8
wastes), along with their impact on the value stream.

8.2.1 Overproduction — Producing more than necessary

Al makes it possible to predict real demand with advanced forecasting models, adjusting
production or development to the pace of the market or the customer, avoiding wasted
resources.

Case study:

A software company uses Al to analyze patterns of feature usage in its app. It finds that
40% of planned features go unused. Al proposes prioritizing improvements in the most used
functions and postponing the unnecessary.

8.2.2 Waiting — Process Downtime

Al can analyze workflows and detect steps that cause frequent waits, proposing
automations, sequence changes, or resource redeployment.

Practical example:
A manual budget approval flow generates bottlenecks. Al detects that 85% of applications
are approved without changes. It proposes an automatic approval rule for standard cases.

8.2.3 Transportation — Unnecessary movements of work or information
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In digital processes, this translates into inefficient data flow, poorly designed integrations,
or duplication of tasks.

Practical example:
Al analyzes the document approval path between platforms and proposes consolidating
intermediate steps through an automated workflow, reducing validation time by 60%.

8.2.4 Excess Inventory — Work in Progress Not Needed

Thanks to Al, intelligent pull models can be applied that regulate the pace of work input
according to the actual capacity and downstream flow, avoiding an accumulation of tasks.

Practical example:
In a development team with multiple projects, Al suggests limiting the number of tasks per
module according to the effective completion rate, reducing inert backlog.

8.2.5 Unnecessary movements — Repetitive or unnecessary efforts

Here Al can identify redundant activities or tasks that could be consolidated, eliminated, or
automated.

Practical example:
Detect that three teams generate similar weekly reports. It proposes a unified template
automatically generated by Al with the shared data.

8.2.6 Defects — Errors that lead to rework

Through predictive analytics, Al can identify stories, code segments, or processes with a
high probability of error, to redesign them before implementing them.

Practical example:

Al analyzes hundreds of previous commits and tickets and detects that certain types of
security changes generate many bugs. Propose an automatic review checklist before
accepting similar tasks.

8.2.7 Wasted talent — Not using the team's capabilities

Al can identify routine tasks that can be automated, freeing up team time for creative
tasks, analysis, design, or strategic decision-making.

Case in point:

In a customer service team, Al takes repetitive queries and handles them automatically with
a trained chatbot, allowing agents to focus on complex cases.

8.2.8 Waste due to variability or inconsistency (Mura) — Unstable processes
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Al helps standardize flows or predict seasonal variations to prepare in advance, reducing
sudden burden or underutilization of resources.

Practical example:
Al detects that 40% more urgent tasks are generated on Fridays. He suggests redistributing
planning or allocating extra resources to absorb the peak.

8.3 Aapplied to Lean indicators

In addition to eliminating waste, Al can enrich and automate the calculation of key
indicators:

e Lead Time in real time and by task type.

e First Time Right: % of tasks completed without rework.

e Productivity by value stream, not by individual.

e Organizational learning rate (frequency and success of improvements applied).
¢ Performance against the expected ideal flow.

These indicators can be presented in explainable dashboards that favor decision-making
based on data and not on intuitions.

8.4 Integration with Kaizen cycles: Al as an ally of continuous improvement
The PDCA (Plan-Do-Check-Act) cycle can be powered with Al in each phase:

e Plan: detect areas of opportunity with historical analysis.

e Do: Execute changes with intelligent automation support.

e Check: measure impact in real time with predictive dashboards.
e Act: Learn and adjust based on results, with Al suggestions.

In this way, Kaizen goes from being reactive to being proactive and supported by evidence,
without the need to slow down work with unnecessary meetings.

8.5 Benefits of Lean + Al

e Systematic elimination of waste with precision.

e Increase in the value delivered to the customer without increasing effort.
e Lighter, more adaptive, and impact-focused equipment.

e Workflows that self-adjust to demand.

e A culture of continuous improvement powered by machine learning.

8.6 Cultural and ethical considerations

e Al should complement, not replace, team judgment.

e Prevent Al from reinforcing micromanagement practices: its role is systemic, not
individual.

e Transparency in how data is collected, processed, and visualized.
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e Lean improvement is still born from human dialogue and teamwork; Al should
facilitate that learning, not hinder it.

8.7 Conclusion

Lean is a timeless philosophy. But in the age of automation, big data, and artificial
intelligence, its potential can multiply. The combination of Lean Thinking with Al allows us
to reach new heights of efficiency, adaptability and organizational learning.

It is not a matter of applying technology for fashion, but of using it with purpose: detecting,
learning, adjusting, improving. Lean + Al is not a silver bullet, but a clever evolution of well-
applied common sense.

9 Lean Startup and Al — Accelerating Validation Cycles

The Lean Startup approach, formulated by Eric Ries, revolutionized the way products and
businesses are launched in uncertain environments. Its core premise is simple but powerful:
don't build a perfect product, build the minimum viable product (MVP), test it in the
market, measure the results, and learn quickly to improve or pivot. This philosophy has
enabled thousands of startups—and large corporations as well—to reduce innovation risk,
accelerate learning, and adapt faster to real customer needs.

Now, with the incorporation of artificial intelligence into this framework, the build-
measure-learn cycle is compressed, amplified, and becomes exponentially more powerful.
Al acts as an accelerator and facilitator in each of its phases:

e Build: Al allows you to automatically generate prototypes, create personalized
content, program basic functionalities, or even simulate a product before actually
developing it (algorithmic prototyping).

e Measure: Using advanced analytics, pattern recognition, and prediction, Al not only
measures results, but anticipates trends, identifies hidden correlations, and
evaluates impact in real time.

e Learn: Al systems can detect user microbehaviors, draw conclusions without the
need for large volumes of explicit feedback, and automatically feed the backlog with
prioritized insights.

This new approach transforms the speed and quality of organizational learning. Where it
used to take weeks to validate a product hypothesis, now days or even hours are enough. In
addition, validation does not depend solely on interviews or surveys, but on real data and
observed behaviors, processed with algorithmic precision.

And most importantly: this cycle is naturally integrated into agile frameworks such as
Scrum or Kanban. In each sprint, teams can launch small experiments, measure their effect
with the help of Al, and decide, in an informed way, whether to move forward, correct, or
change course.
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9.1 Detailed examples
9.1.1 Startup in the health sector

A startup in the health sector launches a mobile application MVP for the monitoring of
symptoms of chronic patients. Instead of developing all the intended functionalities, a basic
version is released with only three key features. Built-in Al analyzes usage patterns, time
spent on each section, and comments left by users. In addition, it predicts which
functionalities might have the greatest impact on treatment adherence based on similar
behavioral models. With that information, the team redirects the roadmap, discarding some
initial ideas and prioritizing new ones that were not foreseen. Iteration time is reduced from
six weeks to one, and retention rate is improved by 30%.

9.1.2 Marketplace

A second-hand marketplace wants to improve the conversion of its ads. Instead of manually
writing all the descriptions, it uses generative Al that writes different versions of the content
depending on the type of product, category, and profile of the potential buyer. The system
automatically tests these variants through A/B testing, measuring which one generates the
most clicks and sales. Instead of waiting weeks to have enough data, the Al detects patterns
in the first few hundred interactions and adjusts the text in real time. The product team,
seeing the impact, integrates this Al as part of the ad delivery flow, freeing up time and
increasing performance.

9.2 Conclusion

The Lean Startup and Al approach represents a powerful combination: speed, continuous
learning, and intelligent validation. Instead of developing products based on assumptions,
organizations can experiment with real data, in real-world environments, with shorter
cycle times and lower cost.

Integrating Al into validation cycles not only reduces time and risk, but increases learning
accuracy. You can uncover insights that would otherwise go unnoticed, adjust hypotheses
on the fly, and build more relevant solutions from the get-go.

In an Al Agile environment, experimentation becomes permanent. Every sprint is an
opportunity to explore, validate, and evolve. And with Al as an ally, learning isn't just faster,
it's deeper, more actionable, and more strategic. The experiment never ends: it becomes
the engine of continuous and sustainable innovation

10 Data-driven decision-making with Al and Agile

For a long time, decisions in organizations were based on hierarchies, intuition, and
accumulated experience. While these elements still have value, their effectiveness
decreases dramatically in environments characterized by volatility, uncertainty, complexity,
and ambiguity (VUCA environments). In this new scenario, the organizations that thrive are
those that learn faster and decide better, not necessarily the largest or most resourceful.
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Artificial intelligence (Al) revolutionizes decision-making by transforming data into
actionable insights. Their ability to process large volumes of information, detect patterns
invisible to the human eye, and generate predictions or simulations in real time gives
organizations a decisive competitive advantage. In turn, agility provides the perfect

framework to turn that knowledge into action in an iterative, flexible, and customer-
oriented way.

The Al Agile approach promotes a continuous, evidence-based, distributed, and
experiential decision model. We no longer wait to have "all the information" or make
decisions in isolation in executive rooms. Decisions are made in short cycles, validated in the
market or in real operations, and adjusted according to the learning obtained.

In this model:

e Teams are empowered to decide locally, backed by data and intelligent models.

o Al offers descriptive (what's going on?), predictive (what can happen?), and
prescriptive (what should we do?) analytics.

e Alternative scenarios are simulated to choose the path with the highest probability
of success.

e Key indicators (KPIs, OKRs) are adjusted in real time according to new evidence.

This new model not only improves the quality of decisions, but also their speed and
resilience. Organizations are no longer rigid structures and become living systems, capable
of learning, adapting, and evolving.

10.1 Detailed examples
10.1.1 Insurance Company

An insurance company uses an Al system to analyze millions of data points about customer
behavior: customer service calls, website visits, previous cancellations, claims, etc. The
system detects early signs of dissatisfaction and accurately predicts which profiles are at risk
of canceling their policy in the next 30 days. Instead of reacting when the customer has
already left, the product team launches A/B testing in agile cycles to experiment with new
offerings, interface improvements, and value propositions. The result is a 25% drop in churn
rate and a substantial improvement in strategic customer retention.

10.1.2 Company Management Committee

A steering committee of a large retail company no longer waits for the classic monthly
reports to make decisions. With Al-powered intelligent dashboards connected in real-time
with sales, logistics, digital marketing, and regional weather data, executives can simulate
the impact of a price hike, a delay in a campaign, or a change in the location of a fulfillment
center. This allows them to react quickly to market behaviors, adjust campaigns in a matter
of hours, and redistribute resources according to demand predictions. Decision-making
capacity becomes dynamic, precise and deeply connected to the reality of the business.
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10.2 Conclusion

The synergy between artificial intelligence and agility radically transforms the way decisions
are made. Al turns data into knowledge, and agility turns that knowledge into iterative,
adaptive, and value-focused action. In this context, decisions are not static or centralized:
they are evolutionary, distributed, and based on constant experimentation.

In an Al Agile environment, deciding is not a one-off event, but a continuous process of
collective learning. Every new interaction, every piece of data captured, and every observed
outcome feeds into a system that constantly improves its ability to make good choices.
Thus, organizations become not only faster, but also smarter, more strategic and resilient in
the face of change.

11 Multi-disciplinary teams — human-machine collaboration

One of the fundamental pillars of agility is teamwork, and more specifically, working in
multidisciplinary and self-organized teams. This diversity of skills, approaches, and
perspectives is what makes it possible to build creative, adaptive, and customer-oriented
solutions. But in the age of artificial intelligence, this concept of "team" is profoundly
transformed. Al becomes a new team member, a non-human agent that not only executes
tasks, but also proposes, learns, and co-creates.

In this new model, it is not enough for humans to collaborate with each other. They must
learn to collaborate with intelligent systems: generative Al models, predictive algorithms,
virtual assistants, recommendation engines, and augmented analytics. These systems are no
longer limited to responding to orders; They are able to suggest alternatives, detect risks,
synthesize information, create content and make automated decisions, in some cases with
levels of precision superior to human judgment.

However, this human-machine collaboration poses a new set of organizational and cultural
challenges:

e Trust in models: Teams need to understand how an Al is trained, what biases it may
have, and how far it can be trusted.

e Collaboration interface: How is Al integrated into workflows? How is it represented
in meetings, tasks, or backlogs?

o Interpretability and explainability: Do we understand why an Al recommends a
specific option?

o Redefining roles: Which tasks become the responsibility of Al and which remain
human? What new profiles emerge (e.g., Al facilitator, prompt designer, algorithmic
auditor)?

More than an assistant, Al becomes a "digital co-equipier", capable of complementing
human capabilities: where we have empathy, intuition and critical thinking, Al provides
analysis, scalability and processing speed. This synergy does not seek to replace, but to
amplify the potential of the team.
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11.1 Detailed examples
11.1.1 Advertising Agency

In an international advertising agency, creative teams incorporate a generative Al model
into their workflow. During brainstorming sessions, copywriters and designers use this Al to
get quick headline proposals, visual concepts, and campaign outlines based on analyzing
global trends and preferences of segmented audiences. This doesn't replace their creativity,
but rather accelerates the exploration of ideas and unlocks alternatives that they wouldn't
have initially considered. The team decides which ideas to follow and how to humanize
them. Al acts as a source of intelligent inspiration, not as a substitute for strategic or artistic
vision.

11.1.2 Logistics Company

In a logistics company with operations across Europe, operators work with an Al platform
that optimizes routes, loads, and schedules in real-time. When Al detects a potential
diversion due to congestion or weather, it automatically proposes new delivery
combinations, prioritizing according to urgency, type of customer and CO, emissions.
However, the last word is in the hands of those responsible for transport, who validate or
adjust the suggestions according to contextual factors. The relationship between people and
Al is one of fluid co-decision, with mutual learning: Al learns from human decisions, and
humans learn to better interpret the system's recommendations.

11.2 Conclusion

Human-machine collaboration radically redefines the dynamics of agile teams. Far from
being a substitution of capabilities, we are talking about an expansion of collective
potential. The teams of the future will not be exclusively human, nor will they be exclusively
technological. They will be hybrid, complementary and adaptive.

The real challenge is not technical, but human and cultural: learning to trust, interpret and
interact with systems that think differently, but that help us think better. Organizations that
know how to integrate these new forms of collaboration will not only be more efficient, but
also more innovative, resilient and sustainable. In the Al Agile approach, collective
intelligence is multiplied when human and artificial minds are added working towards a
common purpose.

12 Intelligent process automation in Agile environments

Automation has been a critical lever for operational efficiency for decades. From production
lines in the industrial age to computerized processes in the 20th century, automation meant
eliminating repetitive tasks, reducing human error, and speeding up turnaround times.
However, in the age of agility and artificial intelligence, traditional automation is no longer
enough.
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In agile environments, where teams work in short cycles, continuously adapt, and prioritize

incremental value delivery, we need more flexible, intelligent, and contextual automation.
This is where intelligent, Al-powered automation comes in.

Unlike classic RPA (Robotic Process Automation), which is limited to following predefined
sequential instructions, Al systems can:

e Learn from the historical behavior of processes.

o Adapt to new conditions without human intervention.
e Make autonomous decisions within certain limits.

o Predict failures or bottlenecks before they occur.

e Recommend workflow improvements in real-time.

This makes automation a dynamic and evolutionary process, perfectly aligned with the agile
philosophy. Instead of coding static rules, you train models that evolve, improve, and adjust
sprint after sprint.

Moreover, this automation is not limited to operational tasks. In an Al Agile approach,
processes can be automated for:

e Testing and quality control.

e Ticketing and support.

e Customer service.

e User segmentation and content generation.

e Prioritization of tasks or detection of anomalies in workflows.

The key is not to automate for the sake of automating, but to do so with criteria of value,
adaptability and human collaboration. Al must be integrated as a resource that frees up
time, improves quality, and brings continuous intelligence to the system.

12.1 Detailed examples
12.1.1 E-commerce company

An e-commerce company was experiencing constant delays in handling returns, which
affected customer satisfaction. It decided to implement an Al-based intelligent automation
system that analyzed the reason for each return, automatically verified product conditions
through visual recognition, initiated logistics returns, and generated customer
recommendations for future orders. In addition, the system detected patterns: for example,
that certain products had an abnormally high rate of returns by size. Thanks to this
automation, the process was reduced from 72 to 12 hours, and the service team was able to
focus on complex cases or creating new loyalty strategies.

12.1.2 Software development team

A software development team implemented an Al solution to automate unit and integration
testing. Whenever new code was uploaded to the repository, the Al automatically
generated test cases based on the detected modifications and prioritized their execution
based on the estimated risk (potential impact, history of similar bugs, critical dependencies).
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This not only accelerated the continuous delivery pipeline, but also improved software

guality, reduced the bug rate in production, and freed up QA team time for more strategic
tasks such as exploratory testing or edge case design.

12.2 Conclusion

Intelligent automation redefines how we work in agile environments. It is no longer a
question of eliminating human tasks, but of creating an adaptive synergy between people
and machines. Al takes on the repetitive, the predictable, and the heavy, so teams can focus
on the creative, strategic, and human.

In Agile Al, every sprint can include automated improvements, every flow can dynamically
adapt, and every decision is supported by systems that learn from past context and
behavior. Automation thus becomes a key organizational capability to scale agility without
sacrificing flexibility.

And most importantly: you don't automate work, you increase the value of what teams can
create.

13 Al Agile Maturity Models in the Organization

The transformation to an Al Agile model doesn't happen overnight. It is an evolutionary
process that involves changes in culture, processes, technology and, above all, in the
mentality of the organization. Each company starts from a different point and moves at its
own pace. Therefore, having a maturity model is essential: it allows us to diagnose where
we are, visualize where we want to go and draw up a realistic plan to achieve that goal.

An Al Agile maturity model identifies the different levels of integration between agility and
artificial intelligence. It's not just about using Al or adopting Scrum; it's about how deeply
both capabilities — agility and Al — are intertwined, aligned with strategy and operational
on a day-to-day basis.

A four-level maturity model is described below, which can serve as a reference for
organizations in any industry:

13.1 Level 1 — Exploration

e Description: Al is explored in a timely manner, without alignment with strategy or
cross-cutting coordination. Teams are agile in their practices, but not in the use of
smart technology.

e Common examples: Isolated pilots of chatbots, experimental use of generative Al,
data analysis with no impact on key decisions.

e Risk: Invisibility of the value generated, disconnected initiatives, waste of resources.
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13.2 Level 2 — Tactical Adoption

e Description: Al solutions are implemented in specific areas (marketing, customer
service, logistics), with visible results, but without systemic integration. Agility
remains operational, not strategic.

o Common examples: Automation of routine tasks, personalized recommendations,
predictive dashboards for certain departments.

o Advantage: Fast results.

e Risk: Technology silos, dependence on external suppliers, lack of common
governance.

13.3 Level 3 — Structural integration

e Description: The organization incorporates Al and agility as structural organizational
capabilities. They are integrated into key processes, with shared data,
multidisciplinary teams, and an Al-powered agile learning culture.

e Common examples: Agile teams making decisions based on predictive models,
intelligent automation in the value chain, integration of Al into organizational OKRs.

e Result: Continuous flow of intelligent value, decentralized decision-making, and
constant validation.

13.4 Level 4 — Al Agile as an operating model

e Description: The organization functions entirely as an adaptive and cognitive
ecosystem. All teams work in agile cycles, powered by intelligent systems, with a
shared view of data, learning, and purpose. Al is part of the strategic DNA.

e Common examples: Shared internal Al platforms, agile algorithmic governance,
organizational learning automation.

o Result: High resilience, continuous innovation, sustainable scalability.

13.5 Detailed examples
13.5.1 SME Logistics

A logistics SME starts at level 1 with a simple chatbot for customer inquiries. At level 2, it
automates route calculation. At level 3, it integrates Al to predict logistical incidents, adjusts
the backlog of Scrum teams according to real data and adapts their processes in real time.
Finally, upon reaching level 4, the company uses distributed intelligence throughout the
logistics chain, makes real-time operational decisions based on Al, and has developed a
culture of continuous improvement that is completely hybrid between people and
machines.

13.5.2 Financial institution

A large financial institution starts by using Al solely in the marketing area to segment
audiences. Over time, it creates a center of excellence in Al, integrates this capability into
the risk, compliance, product, and customer service teams, and establishes a governance
model that coordinates projects, ethics, and return. In parallel, it evolves its agile model
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from isolated teams to a structure of tribes and squads powered by Al. Finally, Al and agility
become the twin engines of your organizational transformation.

13.6 Conclusion

Having a clear maturity model not only helps to know where we are, but also to decide
what we need to prioritize to continue moving forward. Organizations that successfully
progress in adopting Al Agile are not the ones that do it the fastest, but those that do it with
purpose, shared vision, and firm steps.

Understanding maturity levels allows you to:

e Avoid misaligned or premature investments.

e Connect technology to strategy.

e Create training, transformation and impact measurement paths.

e Develop real organizational capabilities, not just isolated technology initiatives.

Ultimately, Al Agile is a journey, not a destination. With a maturity model as a guide, that
journey can be made with more clarity, focus, and sustainability.

14 Agile Coaching in teams that integrate Al solutions

The role of the Agile Coach has been key in the evolution of agile organizations. Their
mission goes far beyond facilitating Scrum ceremonies or implementing frameworks. The
Agile Coach is an agent of change who guides individuals, teams, and leaders in developing
an agile mindset, promotes continuous improvement, and acts as a facilitator of collective
learning.

But with the arrival of artificial intelligence as a key player within teams, the role of the
Agile Coach is also evolving. It is no longer just about accompanying human teams: now it is
about facilitating collaborative environments where people and intelligent systems coexist,
empower and learn from each other.

This requires new skills, new approaches, and a broader look at how teams are formed,
functioning, and evolving in an Al Agile environment.

14.1 What should an Agile Coach know and do in Al contexts?

1. Understand the basic functioning of Al: You don't need to be a data scientist, but
you do need to understand the fundamentals of machine learning, the types of Al
(predictive, generative, prescriptive), how models are trained, and what limitations
they have.

2. Foster trust and transparency: Many resistances to Al come from ignorance or
mistrust. The Agile Coach should generate open conversations about the
interpretation of the results, the ethics of the model, and the purpose behind its use.
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3. Accompany the redesign of workflows: The introduction of Al changes the "how"
things are done. The flows, roles, responsibilities, and points of collaboration
between humans and machines need to be reviewed.

4. Facilitate team algorithmic literacy: Help all team members understand how
automated decisions are made, how data is used, and how they can interact with
intelligent systems.

5. Measure the impact on the value delivered and not just on efficiency: Al can speed
up processes, but the important thing is how it contributes to the delivery of real
value to the customer. The Coach must keep the focus on the significant results, not
only on the outputs.

14.2 Detailed examples
14.2.1 Agile Coach

An Agile Coach works with a marketing team that has just incorporated an Al to segment
audiences and generate automated campaigns. Team members are excited, but also unsure:
they don't understand why Al chooses certain messages or how to adjust its strategies. The
Coach organizes "Al Review" sessions, where the team analyzes the behavior of the model,
guestions its decisions and proposes improvements. In addition, it integrates human-Al co-
creation activities into sprints, and helps the team iterate campaigns based on real data.
Over time, collaboration grows stronger, and Al moves from a "black box" to an active and
understandable member of the team.

14.2.2 Technology Company

In a tech company, a product team starts using Al to prioritize their backlog. At first,
developers do not trust the recommendations of the Al, and the Product Owner fears losing
autonomy. The Agile Coach intervenes by facilitating a retrospective focused on the role of
Al within the decision-making process. From there, a cross-review system is established: the
model suggests priorities, the team validates or adjusts them with arguments, and the Al
learns from the feedback. This generates a virtuous circle of shared learning, and the
backlog becomes more aligned with business value and less prone to subjective biases.

14.3 Conclusion

The Agile Coach in Al Agile contexts is no longer just a facilitator of frameworks and team
dynamics. It is a bridge between the human and the artificial, between agile culture and
emerging technology. Their role expands to accompany the cultural change that involves
working with machines that learn, propose and actively participate in value processes.

The biggest challenge is not technical, but relational and cultural: helping people
understand , trust and collaborate with artificial intelligence without losing sight of
autonomy, creativity and ethics.

A good Agile Coach is not a substitute for the Al expert or the digital transformation leader.
But without it, Al integration risks becoming a technology silo. With it, it becomes a true
collaborative, progressive and value-focused transformation.
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15 Ethical governance of Al in agile environments

As artificial intelligence is increasingly integrated into business processes, ethics is no longer
an option or a marginal concern but a must-have. In agile contexts, where development
cycles are short, iteration is constant, and decisions are decentralized, ethical governance of
Al must be present from the first sprint.

Ethical governance is not only about avoiding errors or biases, but also about ensuring that
Al works in accordance with the values of the organization and the fundamental rights of
people. And this is especially critical in agile frameworks, where teams have autonomy to
deliver value quickly. Without a clear ethical framework, that autonomy can lead to
dangerous, opaque or inappropriate decisions.

15.1 What does ethical Al governance imply in an Al Agile environment?

=

Algorithmic transparency
o Understand how and why an Al arrives at a recommendation or decision.
o Avoid the "black box" in decision-making.
o Include technical and narrative explainability mechanisms (understandable to
all stakeholders).
2. Non-discrimination and equity
o ldentify and mitigate biases in data and models.
o Evaluate impacts on different social groups, especially minorities or
vulnerable groups.
3. Shared responsibility
o Clearly define who is responsible for decisions made with Al support.
o Avoid blind delegation to automatic systems.
o Maintain human-in-the-loop supervision.
4. Privacy and data protection
o Comply with current regulations (such as the GDPR or the future European Al
Act).
o Implement the principle of "minimum necessary data" and anonymization.
5. Participation and inclusive design
o Include diversity of profiles in the design, training and validation of models.
o Actively collect feedback from users affected by Al.
6. Ethics as a living backlog
o Include ethical considerations in user stories, acceptance criteria, and
Definition of Done.
o Review the ethical dimension in retrospectives, reviews and planning.

15.2 Detailed examples
15.2.1 Digital Bank

A digital bank implements an Al-based credit scoring system. The agile team develops the
model in two sprints with high efficiency, but the Agile Coach proposes an ethical review
before deployment. In the session, they discover that the model systematically penalizes
people from certain zip codes, which may be an indirect socioeconomic bias. They decide to
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adjust the variables, retrain the model, and create a human appeal mechanism for

borderline cases. The result: increased customer trust, regulatory compliance, and a fairer
product.

15.2.2 Company Recruitment

A recruitment company uses Al to filter resumes and speed up its selection processes.
During a flashback, the team detects that certain profiles with foreign names are
systematically discarded by the Al. The Agile Coach facilitates a discussion of unconscious
biases, and a weekly algorithmic auditing practice is established. In addition, a functionality
is developed that allows candidates to request manual review if they do not agree with the
automatic decision. This builds transparency, trust and a positive reputation in the market.

15.3 Conclusion

Ethics is not a brake on the development of Al solutions, it is its compass. Especially in agile
environments, where decisions are made quickly and in a decentralized way, integrating
ethical principles is essential to avoid unintended negative consequences.

Ethical governance in Al Agile should be:

e Iterative: revised sprint by sprint.

o Participatory: built with all the profiles of the team.

e Operational: not just abstract statements, but concrete practices that are
incorporated into the workflow.

Organizations that approach ethics as an integral part of their agility and Al innovation will
not only minimize legal and reputational risks. They will also generate fairer, more
sustainable products that are aligned with society's expectations.

In the near future, ethics will not be a competitive differentiator. It will be a condition of
business survival and social legitimacy. And the Al Agile approach is the perfect
environment to ensure that technological innovation is also an innovation with purpose and
responsibility.

16 Organizational Transformation with Al Agile

True innovation doesn't just happen in teams: it happens when the entire organization is
transformed from within. The Al Agile approach is not just a methodology or a combination
of technological tools and agile practices. It is a new operating model, a radically different
way of conceiving how to organize, decide, learn and deliver value in a company of the 21st
century.

This transformation involves breaking down classic silos, fostering fluidity across
departments, and enabling collaborative networks that combine people, data, and
intelligent systems. For Al Agile to be more than a trend, it must be integrated into the
organization's structure, culture, and leadership .
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16.1 The pillars of an Al Agile transformation:

1. Clear and shared purpose
o Why transform? What differential value does Al Agile bring to our proposal to
the market?
o Purpose should guide both technological adoption and cultural evolution.
2. Organizational autonomy and empowered teams
o Teams must have decision-making power over what to build and how to do
it, using Al as an ally and not as an imposition.
o Decentralization becomes an adaptive advantage.
3. Adaptive Leadership
o A new kind of leader is needed: less controlling, more facilitating. Capable of
understanding the potential of Al, driving agility, building trust and
generating collective learning.
4. Open information flows and shared platforms
o Al works with data. Agility works with collaboration. Both need transparency.
o Barriers that prevent knowledge from flowing between teams, customers,
and systems are removed.
5. Culture of continuous improvement
o Inan Al Agile system, every bug, every model, every sprint is a source of
learning.
o The ability to adapt is valued more than initial perfection.

16.2 Detailed examples
16.2.1 Traditional insurer

A traditional insurer, with decades of hierarchical structures, begins its transformation to
Agile Al. Start by creating autonomous tribes made up of data, development, business, and
customer experience specialists. Each tribe uses predictive models to adjust products and
services in real time. The change is accompanied by a cultural reform: hierarchical levels are
eliminated, results are measured by customer impact, and quarterly planning cycles based
on dynamic OKRs are adopted. In less than a year, the company cuts its time to market in
half and increases its retention rate by 35%.

16.2.2 Public administration

A regional public administration decides to redesign its citizen services with an Al Agile
approach. It automates procedures with conversational Al, but also trains its employees in
agile thinking, experimentation, and ethical use of data. It creates citizen innovation
laboratories where real solutions are tested in sprints and continuous feedback is
incorporated. Bureaucracy is drastically reduced, and the level of citizen satisfaction
improves by 50%. The most transformative thing is not technology, but the new model of
relationship between institution, technology and citizen.
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16.3 Conclusion

Al Agile transformation is not digitization, it is not isolated acceleration, it is not point
automation. It is a new way of operating, leading and evolving as an organization. It
requires courage, systemic vision, and long-term commitment.

And most importantly: it doesn't start with technology, but with people. When purpose is
clear, leadership is adaptive, and teams are empowered, Al and agility become
complementary drivers of sustainable, strategic, and deeply human transformation.

17 Al Agile tools, frameworks and case studies

The successful implementation of the Al Agile approach does not depend only on concepts
or intentions. Concrete tools, adapted frameworks and real examples are needed to serve
as a reference to activate change. Fortunately, today there are multiple technological and
methodological solutions that allow this vision to be turned into daily practice.

An Al Agile organization is technologically enabled, methodologically disciplined, and
strategically aligned. Therefore, choosing the right tools and frameworks is not a technical
exercise, but an organizational decision.

17.1 Key tools for Al Agile:
We provide you with a list of key tools to be able to work with Al Agile:

Generative Al and Natural Language Processing
o ChatGPT, Claude, Jasper, Copy.ai - for content generation, writing,
brainstorming, and customer support.
o Notion Al, Gamma, SlidesAl, - for quick creation of documentation,
presentations, and briefs.
e Model Development Platforms
o Google Vertex Al, Azure Machine Learning, Amazon SageMaker, DataRobot,
- to train, evaluate, and deploy predictive models in agile flows.
o Agile + Al integration in project management
o Jira with Al for intelligent prioritization.
o monday.com, ClickUp, or Asana with prediction engines for load
management and task automation.
o Automation of repetitive processes and tasks
o UiPath, Power Automate, Zapier with Al, Make.com - allow you to create
automatic workflows with logic and learning.
e Business Intelligence + Al
o Power Bl, Looker, Tableau with Al, = intelligent dashboards for real-time
decisions, simulations, and predictions.

17.2 Frameworks adapted to Al Agile:
There are several framewroks adapted for Al Agile, including the following:

e Al Agile Canvas
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o Visual tool for designing initiatives that integrate agility and artificial
intelligence in a coherent way.
e Agile Al Maturity Models
o Scalable models that allow you to map the evolution of an organization from
isolated experiments to Al-based operation.
e Scrum + Al
o Scrum framework adaptations that integrate backlog automation, data-
driven decisions, and human-machine collaboration.
e Al-powered OKRs
o Objectives and key results that are automatically adjusted based on actual
performance, detected by Al.

17.3 Detailed examples
17.3.1 Digital Media Company

A digital media company implements a Scrum Al Framework to accelerate editorial
production. They use generative Al to write draft articles, analysis tools to decide which
topics to address based on trends on social media, and prediction algorithms to adjust the
editorial calendar. In six months, they double the frequency of publication without
expanding the team, maintaining quality and impact.

17.3.2 Eccomerce

An ecommerce integrates Power Bl with Al into its user experience (UX) teams. Each sprint
includes reviewing conversion metrics, web behavior, and heat maps. Al detects
abandonment patterns, suggests redesigns of the checkout process, and estimates the
potential impact of each adjustment. The team prioritizes based on data and runs agile A/B
tests. In two sprints, they increase sales by 20% and reduce cart abandonment by 15%.

17.4 Conclusion

Al Agile is not a theoretical idea, it is a real, proven, and practicable model. But its success
depends on how the vision is translated into concrete actions. The tools are available, the
frameworks exist, and real-world cases prove that it's possible.

The key is not in the technology itself, but in how it is selected, adapted and integrated into
the agile flow, always at the service of the customer and value. Organizations that master
this integration will turn their tools into levers of impact, and their teams into true engines
of sustainable innovation.

18 Generative Al in Agile Environments: Creative Automation and
Value Acceleration
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18.1 What is Generative Al?

Generative Al is a branch of artificial intelligence focused on the autonomous creation of
original content. Unlike traditional models, which predict or classify data, Generative Al
generates new texts, images, audios, videos or lines of code from previously learned
patterns.

These models are trained with large amounts of information and are capable of generating
coherent content, adapted to the context and with great creative value.

The most well-known models today are:

e Language models: such as GPT (OpenAl), Claude (Anthropic) or Gemini (Google),
capable of generating coherent text, automated responses, documentation, code or
ideas.

e Visual models: such as DALL: E, Midjourney or Stable Diffusion, which generate
images from textual descriptions.

e Code models: such as GitHub Copilot or CodeWhisperer, focused on automated code
writing.

e Audio and video models: ElevenLabs, RunwayML, Synthesia, among others.

Its ability to generate personalized content immediately makes it a transformative tool for
teams operating under agile frameworks.

18.2 Practical Applications of Generative Al in Agile

Generative Al brings tangible value to every role within an Agile team. Below, we analyze
how it can be integrated into the daily tasks of Product Owners, Scrum Masters, developers,
UX/Ul designers, and other professionals.

For a Product Owner, Generative Al can help in the writing of high-quality user stories from
basic descriptions. For example, you can ask the model to generate a user story for a specific
feature in your app, including goals, acceptance criteria, and tasks. You can also collaborate
in the prioritization of the backlog, analysis of user feedback and the development of
product roadmaps adapted to different audiences. Tools such as ChatGPT or Claude allow
this part to be automated with great precision.

The Scrum Master can leverage Al to design custom retrospectives, plan ceremonies,
generate powerful questions for team reflection, or create creative activities based on the
emotional climate of the sprint. It's also useful for automating meeting documentation by
using smart transcribers like Otter.ai or Fireflies, or even generating actionable agility guides
tailored to the team's maturity level.

In the case of the development team, Generative Al becomes a programming co-pilot. Tools
like GitHub Copilot allow you to build full features, detect errors, autocomplete code, and
suggest cleaner alternatives. It is also possible to automatically generate unit tests from
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existing functions, or explain code snippets to new team members. Technical productivity
can be significantly increased if used judiciously and with subsequent review.

For UX/UI and design profiles, Al allows low-fidelity prototypes to be generated from simple
natural language descriptions. It's possible to get full screens of an app, custom logos, or
even product mockups in minutes. Tools such as Uizard, Figma Al or DALL- E allow you to
automate visual processes that previously took hours. Designers can also use Al to receive
suggestions for usability improvements or create visuals for product presentations.

Generative Al can also assist business, marketing, or agile leadership profiles, generating
impactful presentations, training material, SWOT analysis, video scripts, or executive
summaries.

18.3 Practical applications of Generative Al in Agile environments

Generative Al is not only a technological trend, but a transformative tool in the day-to-day
life of Agile teams. By integrating properly into workflows, it saves time, raises the quality of
deliverables, and unlocks new ways to collaborate and creativity.

Here's how it can be used by key roles and activities within an agile framework.
18.3.1 Writing and refining user stories

One of the most common and critical tasks of the Product Owner is the clear definition of
user stories. This work requires time, clarity, empathy with the user and technical precision.
Traditionally it is done in refinement or grooming sessions that consume team time.

With Generative Al, the PO can use structured prompts to generate initial story proposals
that already include standard formatting (who, what, for what), acceptance criteria
(Gherkin-based or BDD), suggested tasks, and even validation ideas.

Proceeds:

e Time savings in backlog refinement.
e Improved quality and consistency in writing.
e |t facilitates the alignment between business and development.

18.3.2 Practical example

Prompt:

"Write a user story for a mobile banking app that allows users to temporarily block their
cards. It includes the objective, the acceptance criteria and possible tasks for the
developers."

Expected result:
As a user, | want to be able to temporarily block my card from the app to prevent misuse
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when | don't have it located.
Acceptance criteria:

e The user can block their card from the 'Security' section.

e When you block it, the card is no longer active for payments and withdrawals.
e The user receives a notification confirming the block.

e The user can unlock it later without contacting support.

Suggested tasks:
e Create temporary blocking endpoint.
e Design button and logic on the frontend.
e Add activity logs and notification system.

18.3.3 Automate meetings, summaries, and follow-up

Knowledge management and tracking decisions in meetings is a constant challenge. In
meetings such as dailies, reviews, retrospectives or plannings, many agreements are
generated that must then be documented.

Generative Al can automate transcription, summarization, key action extraction, and
decision identification using video or audio recordings. This frees the Scrum Master or team
from the need to take manual notes and ensures clear traceability.
Useful tools:

e Otter.ai, Fireflies.ai, Notion Al, Supernormal
Proceeds:

e More focus during meetings.

e Instant, clear and well-organized minutes.

e More effective deal tracking.
Practical exampleAfter a review, Fireflies.ai transcribes the session and generates:

e Summary of customer feedback.

o List of accepted or rejected functionalities.

e Actions for the next sprint.

18.3.4 Support in sprint design and innovation

Designing an effective sprint requires vision, analytical skills, and creativity. Teams often
need inspiration to break the routine, try new dynamics, or launch experiments with impact.

Generative Al can act as a creative facilitator, providing retrospective dynamics, ideas for
A/B experiments, continuous improvement proposals, or collaborative workshop templates
such as Design Thinking or Impact Mapping.
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Proceeds:

e It encourages continuous innovation.
e Enrich team sessions with different dynamics.
e ltincreases engagement and collective creativity.

18.3.5 Practical example

Prompt:
"Provides 5 innovative dynamics for remote agile retrospective in low-energy distributed
teams."

Result:

e Meme Wall: Each member represents the sprint with a meme and explains their
choice.

e Hero's Journey Map: Represent the team as the protagonist of a story.

o Al Thank You Box: Generate personalized thank you phrases for each colleague.

e Emotion radar: Record and share how the team has felt during each stage of the
sprint.

e "Stop, Start, Continue" gamified: using Al-generated cards with actions to energize.

18.3.6 Generation of technical and product documentation
Creating documentation is a necessary but often tedious part of software and product
development. Thanks to Generative Al, this task can be automated or assisted, allowing
teams to focus on delivering value.
Al can:
e Write descriptions of functionalities.
e Generate APl documentation from code.
e Create user manuals for internal or external users.
e Assist in onboarding with personalized guides according to the role.
Useful tools:
e ChatGPT, Notion Al, GitHub Copilot Docs
Proceeds:
e Reduction of repetitive document load.

e More consistent, clear and up-to-date documentation.
e Improves accessibility to technical knowledge.
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18.3.7 Practical example

Prompt:
"Write a guide for new developers joining the team explaining the Git workflow, code
review process, and core repository branches."

18.3.8 Development and testing support
On the technical side, Generative Al acts as a co-pilot for developers, allowing them to:
e Write standard functions.
e Completing incomplete code.
o Suggest cleaner structures.
e Generate unit or automated tests.

e Detect possible errors or bottlenecks.

Tools such as GitHub Copilot or Code Interpreter are integrated directly into the
development environment (VSCode, IntelliJ, etc.) and work in real time.

Proceeds:
e Increased encoding speed.
e Improvement in the technical quality of the software.
e | support junior programmers in their learning curve.
Practical example
Prompt within the editor:
"Write a test in Jest for this function that calculates the conversion rate.” The Al returns a
test with mocks and test cases ready to run.

18.3.9 Creating visual material for stakeholders

Visual communication is key to aligning expectations with stakeholders, presenting results
or explaining functionalities. Generative Al can generate:

e Product presentations or visual roadmap.

e Low-fidelity wireframes from descriptions.

e Images for promotional materials or mockups.

e Automatic infographics with key sprint data or KPlIs.
Useful tools:

o Take Al, Figma Al, Midjourney, Beautiful.ai

Proceeds:

e Professionalization of presentations without the need for a designer.
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e Time savings in visual prototyping.
e Stronger impact on demos, reviews and business meetings.

Prompt Practical Example

"Create a 6-slide visual presentation for stakeholders showing the progress of Sprint 6, the
impact on the customer, and the roadmap for the next quarter."
Take Al generates the slides with text and illustrative images ready to edit or present.

18.4 Concrete use cases with examples

A Product Owner might write:

"Write a user story for a mobile banking app that allows users to temporarily block their
cards. It includes the objective, acceptance criteria and technical tasks."
The model returns a complete, structured, clear and easily adaptable story to the actual
backlog.

A Scrum Master might ask:

"Design a remote retrospective for a team that is losing motivation. It includes an input
dynamic, a problem analysis phase, and a final committed action activity."
The system generates a detailed proposal, ready to use at the next meeting.

A developer may request:

"Generate a unit test in Python for a function that calculates the working days between two
dates. Comment on every line of code."

The Al responds with a functional and explained test, which can be adapted to the technical
environment of the project.

A UX designer might say,

"Create a wireframe for a daily mood tracking app. It includes a home screen, emotional
log, weekly stats, and personalized tips."

In a few seconds you get a graphic proposal that you can later refine in tools such as Figma.

18.5 Good practices and ethical limits

Although powerful, Generative Al is not without risks. First, it can make up data or generate
incorrect answers, which are known as "hallucinations." That's why it's always necessary to
validate any content before using it.

Secondly, intellectual property can be compromised if content generated is reused without
verifying its originality. Privacy is also key: no sensitive, confidential or real customer-related
information should be introduced into these models without consent or protective
measures.

Therefore, it is recommended to establish internal rules for its use, promote transparency in
the prompts used, and educate the team in its ethical and responsible use. Al should be
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seen as a co-pilot that enhances the team's capabilities, not as a substitute for professional
judgment.

18.6 How to measure the impact of Generative Al
The integration of Generative Al in Agile can be measured from different dimensions:

e Acceleration of development: how many tasks are completed ahead of schedule.

e Improved quality: reduced bugs, rework or avoidable errors.

e Team engagement: improvement in the climate of collaboration or participation in
dynamics.

e Increase in innovative proposals: more creative solutions in less time.

e Time to value delivery: decrease in lead time or time-to-market.

Measuring these indicators helps justify their use, refine strategies, and scale effective
practices.

18.7 Module Conclusion

Generative Al represents a new layer of agility. It does not replace human work, but it
amplifies it. It allows you to deliver value faster, explore new ideas at no cost, reduce
repetitive tasks, and increase the quality of the final product. Its use is not exclusive to Al
experts: any member of an agile team can benefit from knowing how to interact with it
through effective prompts and solid ethical criteria.

Incorporating Generative Al into the agile workflow is a strategic decision that can
completely transform the way teams design, develop, and deliver solutions. It's not just
about accelerating, but about creating with more freedom, focus, and impact.

19 Final conclusion

We have traveled a profound, practical and transformative path. From the fundamentals of
agility and artificial intelligence, to their fusion into an organizational model that not only
responds to change, but anticipates, interprets and leads it. This guide is not the end of an
explanation, but the beginning of a different way of thinking, deciding and building the
future.

The business world is immersed in a new era: the era of complexity, constant learning and
hybrid intelligence. In this scenario, the rules of the game have changed, and those
organizations that try to survive with rigid structures, slow hierarchies or isolated
technologies are doomed to obsolescence. Agility alone is no longer enough. Artificial
intelligence alone is no guarantee of success. It's in its strategic integration — Al Agile — that
the real potential lies.

This new paradigm requires rethinking:
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e How teams are formed: we are no longer talking only about human
multidisciplinarity, but also about human-machine collaboration.
e How decisions are made: not in a punctual, hierarchical or intuitional way, butin a
continuous, distributed and evidence-based way.
e How products and services are created: not from initial perfection, but from
constant validation and continuous improvement.
e How to lead: not from control, but from purpose, systemic vision and trust in
collective intelligence.

Al Agile is not just a technical approach or a work methodology. It is a profound cultural
change. It is the recognition that the most powerful technology does not replace people,
but empowers them. And that the most effective processes are not the most controlled, but
the most adaptive, connected and value-focused.

True leadership in the 21st century will be that of those organizations capable of learning
faster than the environment, of evolving without losing their essence and of integrating
artificial intelligence as a living part of their strategy, not as an external add-on. And that can
only be achieved with an agile, ethical and humane culture.

The revolution is not digital. The revolution is cognitive, ethical, and organizational.

20 Thanks

o Thanks to: Yvonne Agnes & David Marti for developing this guide in its entirety, for any
improvements do not hesitate to contact, yvonne@europeanscrum.org or
david@europeanscrum.org
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