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The New Equation
of Transformation

AI, AGENTS, AND VARIABILITY MANAGEMENT

This is not installing agents or buying licenses: it is a solution model that uses
artificial intelligence to close the organizational gaps stalling your projects. In
2025 everything was tried — and timelines did not improve. This document
explains why, and shows it with real cases solved in days.
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EXECUTIVE SUMMARY

Al was bought. The system stayed just as
slow — and got more expensive.

In 2025, leading organizations across the Americas tried everything, in parallel: Al licenses,
method adjustments, more reports, more controls, more headcount. For most, “adopting
Al" meant a chat, better presentations and better dashboards. Individual productivity
improved on isolated tasks; timelines, trust and operating cost stayed the same — or got
worse.

This document shows another way to use Al: as a solution model. In the next pages you
will see which gaps are stalling delivery, why what was tried could not work, and — with

two real cases — what it looks like to solve in days a problem that had been managed for
years.

The problem is not the lack of Al it is that Al is being used
to do the same things as always — not to solve problems.

— DIRECT OBSERVATION IN FIVE ORGANIZATIONS, 2025
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THE FOUR PROBLEMS

The four problems that define delivery
today

These are the pains we hear, in different words, in every organization we work with. If any
of them sounds familiar, this document is for you.
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Credibility crisis

After years of missed dates and replanning,
leadership discounts by default whatever it is
promised. The response — more reports, more
committees, more controls — consumes the
capacity of the very teams it wants to
accelerate: distrust gets managed, not the
project.

03

Technical debt and legacy

Every rushed delivery of the past left
something pending. That debt shows up in no
committee, but everyone pays it: each new
project starts carrying the weight of the
previous ones, and what should take weeks
takes months.

02

Doing more with less

Demand for initiatives grows every quarter, but
budget and team do not. Prioritizing stopped
being deciding what gets done first: it is
deciding what will be missed first.

04

Horizons compressed 55%

The market already operates at another speed.
Organizations responded by buying Al —
Copilot, ChatGPT, assistants in Jira — but
adoption was individual, not systemic: local
efficiencies, a system just as slow, and now
more expensive.
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FAILED PATHS

The typical path: what organizations
already tried

x DIDN'T WORK
More reports to win back trust

Money goes into dashboards, Bl and more elaborate executive reporting. But a better mirror does not
improve the image it reflects: management sees the same delay, in higher definition. What already
happened gets explained instead of anticipating what is about to happen.

x DIDN'T WORK
Tweaking the method they already master

Years of Agile, SAFe or hybrids. The response is to retouch the model: redefine roles, add or remove events
— now powered with Al. Every tweak has a hidden cost: more work for the same teams that are already
stretched. The liturgy gets optimized, not the system.

x DIDN'T WORK
Tightening control

More follow-up meetings, more committees, more pressure. It is the most common path and the most
destructive: it consumes the productive capacity of the very teams meant to be accelerated, feeding the
cycle of missed dates and distrust.

x DIDN'T WORK
Adding hands

Hiring more people or software factories. But the bottleneck is not hands: it is the business experts, the
slow requirements and the unmanaged dependencies. More people feeding the same funnel only make
the operation more expensive.

x DIDN'T WORK
Buying Al and declaring victory

Copilot licenses, corporate ChatGPT, assistants in Jira and Confluence. Adoption is individual: everyone
speeds up their own task, but nobody manages the system. Result: local efficiencies, identical timelines,
and a new growing cost line with no measurable return.

Today's problems cannot be solved from the same domain
of knowledge that created them.

REPEATING METHOD, STRUCTURE AND CONTROL — NOW WITH AI — IS NOT TRANSFORMATION. IT IS
REPETITION WITH NEW LABELS.
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e REAL CASES FIELD EVIDENCE

CASE 01

BANKING

The project that always stalled at risk

RISK MANAGEMENT
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THE GAP

Months of work. The team finally reaches the deployment gate — and there it
learns: a control is missing, another matrix must be filled, someone else has to
approve. Again. Nobody questioned the importance of risk; what bled the
projects dry was discovering it late. That rework alone injected up to 40%
variability into the timelines — and something worse: the feeling that meeting
a date no longer depended on the team.

THE SOLUTION

The problem was deterministic — and that made it solvable. We trained a
solution on two years of risk matrices and every project that went through
them. Today a project knows in minutes — on day one, not deployment week
— everything it must comply with to be secured. And it does not stop at
notifying: it creates the tasks and injects them into Jira, at the point in the
plan where they hurt the least.

THE RESULT

Four days from the idea to the first working version, with 92% accuracy.
Projects stopped stalling at the deployment gate — and risk went back to
being what it always should have been: a guarantee.
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e REAL CASES - FIELD EVIDENCE

CASE 02 - CROSS-TEAM DEPENDENCIES

An orchestrator — not of agents: of
humans
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THE GAP
¢

Two teams, one shared fate: what one built could undo the other's work. And
they found out late — at integration, at the demo, in production. Coordination
lived in meetings and in people's memory, and people's memory does not happens inside the tool

3

suggestion types: reprioritize,

new meetings: coordination

scale. Every surprise was rework; every rework, another date missed.

THE SOLUTION

We built an agentic solution with no chat — nobody has to ask it anything —
embedded in the tool where the teams already work. It understands both
projects and their goals. The instant one team creates something that timing

lower-impact route, better

touches the other, it does not just alert: it notifies the affected team, suggests

reprioritizations, proposes lower-impact technical routes or a better moment $ + t
to do it. And if the hit is unavoidable, it puts it in numbers: how many days,
how much money.

every deviation is presented
with its impact in money and
THE RESULT time

The teams stopped creating work for each other blindly — a change visible in

weeks, not quarters. We did not build an orchestrator of agents: we built an

orchestrator of humans. Losses from deviations started falling afterwards, on
their own.

With access to the information and the right permissions,
the solution rises above methods, processes and tools.

OUR STRENGTH IS NOT A PLATFORM: IT IS IDENTIFYING THE PROBLEM AND MAKING THE MATCH
WITH THE SOLUTION THAT ELIMINATES IT.
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THE MODEL

Our model fits in three steps

What failed in 2025 was not the technology: it was the model it was applied with.
Organizations obsess over methods, processes and tools — and with this evolution of Al,
that discussion stopped mattering.

01 02

We identify the gap

03

We implement it in

We make the match

Inside your operation, through We design the Al-powered days
direct observation: where solution that eliminates it —

delivery actually stalls and how above methods, processes and

Working inside your operation

much variability it injects. tools.

and removing work instead of
adding it.

NO LICENSES, NO METHODOLOGIES, NO ENDLESS DIAGNOSTICS: WORKING CAPABILITIES.

AGAINST THE CREDIBILITY CRISIS

Real probabilities, not progress
percentages

Agents monitoring dependencies and risks
anticipate blockers. The sponsor receives the real
probability of delivery: “today we are at 78% of
making the date; these are the three risks pulling it
down.” Trust is won back by delivering.

AGAINST DOING MORE WITH LESS

Multiply capacity without adding
headcount

Developers up to 3 times faster with agents. The
knowledge of the bottleneck experts, captured and
available to everyone. The same team, several times
the delivery capacity.

AGAINST TECHNICAL DEBT AND LEGACY

Make it visible and manageable

Agents that continuously analyze code, integrations
and architecture quantify the real cost of every
shortcut and raise the alarm before a fragile system
blocks the next project.

One solution every 15 days

AGAINST THE 55% COMPRESSED HORIZONS

Attack the constraint, not the tasks

System speed is gained by unblocking where it
actually stalls: requirements going from weeks to
days, dependencies detected before they block,
decisions that no longer wait for the expert's
calendar.

Each cycle starts from a real gap of the team and delivers a working solution that removes

work instead of adding it. Change stops being something done to the team and becomes

something the team asks for.




e WHY THIS CONVERSATION

Why this conversation belongs with senior
leadership

The behavior observed across the five organizations we have worked with: middle
management does not oppose transformation — it administers it so that nothing changes. Its
response to missed commitments is to ask for more of the same:

More reports, more committees, more follow-up controls.
New roles and more power to “coordinate” the transformation.

Unnecessary tools hired only to report better upwards.

What it never asks for: whatever would change the way it works.

There is also a structural reason: even if it wanted to, middle management lacks the power to
obtain the access and the information these solutions need. That is why solutions that are built
in days take weeks or months in critical organizations.

The reason is understandable. If agents produce the reports, anticipate the risks and answer
the queries, the role built around requesting status and consolidating information loses its
purpose. That is why this decision is not delegated downwards: it requires a sponsor above the
conflict of interest. Middle management's destiny is not to disappear — it is to stop
administering reports and start managing results.

Whoever evaluates the change is whoever makes a living
from it not happening.

— AGILITY CHANGES, FIELD OBSERVATION
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e CONCLUSION

The new equation — and how we start
The method does not matter: what matters is managing
variability.

The tool does not matter: what matters is the capacity of the
system.

The report does not matter: what matters is the resuit.
Agents do not replace human judgment: they amplify it. The developer, 3 times more

productive. The expert, available to everyone without multiplying their hours. The vice
president, deciding with real probabilities.

HOW WE START

You pay when the change happens — not before

We understand the problem
Inside your operation, through direct observation — not in a workshop.

We present a business case
The gap, the proposed solution, and what not solving it costs you every month.

Together we define the result
The observable change in the operation that counts as the result achieved.

We build in days

The solution working in your operation. Single requirement: authorizations and access to the
information from day one.

The change happens — and that is when you pay

It is not a future ROI: when teams stop creating work for each other blindly or projects stop
stalling at risk, the result has already happened. The financial reduction comes afterwards —
and it comes on its own.
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GILITY
CHANGES

LET'S TALK

Tell us the gap that costs
you the most.

We come back with a business case and an observable change as the result —
implemented in days, inside your operation.

WEB agilitychanges.com/en/implementacion-ia/
EMAIL sandra.arias@agilitychanges.com

WHATSAPP +1 572 216 8727

CALENDAR calendar.app.google/9LEKXqS798U3kZAD7
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