
The Strategic Answer to GenAI: 

Empirical Enterprise Evolution

Peter Beck & Andreas Schliep

Scrum Gathering Tokyo

Jan / 7 / 2026

Slides (EN)スライド​（日本語）​



Assess
Anticipate
Advance

1.
2.
3.

Your Strategy for GenAI with



Adaptive
 ​ ​Metaframework for
 ​ ​ ​ ​ Empirical
 ​ ​ ​ ​ ​ ​Enterprise
 ​ ​ ​ ​ ​ ​ ​ ​Evolution

Game 1

Game 2

Kanban

in IT

 hbr.org

The New New Product
Development Game
In today's fast-paced, fiercely
competitive world of commercial new
product development, speed and
flexibility are essential. Companies are
increasingly realizing that the old,
sequential approach to developing new
products simply won't get the job
done…

 medium.com

On being lost
Chapter 1

Wardley

Mapping

Evolution of Methods, Frameworks 

for Product Development, 

Organizational Design, and Strategy.



 scaledprinciples.org

ScALeD Agile Lean
Development - The
Principles
Agile methods are becoming ever more
popular, and a growing number of
companies has adopted agile practices
on a large scale. But successfully scaling
agility is challenging. As companies,
projects and teams differ, there is no
silver bullet solution to…

A blueprint for precise and…
Nature

Wolfgang Hilberg

(*1932 †2015)

1995: Backpropagation 

~100 parameters

2020: GPT-3

175 billion parameters.



Computing Power > Energy

Data > Regulation, Closed Data, Amount 

and Structure of Data

Methods > Algorithms, Knowledge

1.

2.

3.

Understand the Constraints 

of your System

What GenAI has and still is constraining:



GenAI Projects:
70-95% failure rate

Estimated Investment in 
GenAI 2026: $700B

Claude Sonnet 4

The research consistently shows that GenAI projects have extremely high failure rates, with studies ranging from 70-95% failure rates 
across different implementations and organizations.
Key Research Studies and Their Findings:
1. MIT NANDA Initiative Study (2025)

Success Rate: Only 5% of AI pilot programs achieve rapid revenue acceleration; the vast majority stall, delivering little to no 
measurable impact on P&L
Research Scope: 150 interviews with leaders, a survey of 350 employees, and an analysis of 300 public AI deployments
Key Finding: Purchasing AI tools from specialized vendors and building partnerships succeed about 67% of the time, while 
internal builds succeed only one-​third as often
Source: https://fortune.com/2025/08/18/mit-​report-​95-​percent-​generative-​ai-​pilots-​at-​companies-​failing-​cfo/

2. RAND Corporation Study (2024)
Success Rate: By some estimates, more than 80 percent of AI projects fail. That's twice the rate of failure of information 
technology projects that do not involve AI
Research Method: Interviewed 65 data scientists and engineers with at least five years of experience in building AI/ML models in 
industry or academia
Focus: Identified five leading root causes for AI project failure
Source: https://www.rand.org/pubs/research_reports/RRA2680-​1.html

3. Boston Consulting Group (BCG) Study (2024)
Success Rate: Only 26% of companies have developed the necessary set of capabilities to move beyond proofs of concept and 
generate tangible value
Research Scope: Comprehensive survey of 1,000 CxOs and senior executives from over 20 sectors, spanning 59 countries in Asia, 
Europe, and North America
Key Insight: Just 4% of companies have developed cutting-​edge AI capabilities across functions and consistently generate 
significant value
Source: https://www.bcg.com/press/24october2024-​ai-​adoption-​in-​2024-​74-​of-​companies-​struggle-​to-​achieve-​and-​scale-​value

4. Gartner Prediction (2024)
Success Rate: At least 30% of generative AI projects will be abandoned after proof of concept by the end of 2025, due to poor 
data quality, inadequate risk controls, escalating costs or unclear business value
Risk Factors: Poor data quality, inadequate risk controls, escalating costs, unclear business value
Source: https://www.gartner.com/en/newsroom/press-​releases/2024-​07-​29-​gartner-​predicts-​30-​percent-​of-​generative-​ai-​projects-​
will-​be-​abandoned-​after-​proof-​of-​concept-​by-​end-​of-​2025

5. Deloitte AI Institute Study (2024)
Success Rate: Almost all organizations report measurable ROI with GenAI in their most advanced initiatives, and 20% report ROI 
in excess of 30%. The vast majority (74%) say their most advanced initiative is meeting or exceeding ROI expectations
Scaling Challenge: Only 32% have managed to move more than 30% of their experiments into full production
Research Scope: Multiple quarterly surveys throughout 2024

Source: https://www.deloitte.com/us/en/what-​we-​do/capabilities/applied-​artificial-​inte

Investment GenAI Automo…
Ame3

A Plan Is Not a Strategy 
- Roger Martin

A Plan Is Not a Strategy
YouTube

https://fortune.com/2025/08/18/mit-report-95-percent-generative-ai-pilots-at-companies-failing-cfo/
https://www.rand.org/pubs/research_reports/RRA2680-1.html
https://www.bcg.com/press/24october2024-ai-adoption-in-2024-74-of-companies-struggle-to-achieve-and-scale-value
https://www.gartner.com/en/newsroom/press-releases/2024-07-29-gartner-predicts-30-percent-of-generative-ai-projects-will-be-abandoned-after-proof-of-concept-by-end-of-2025
https://www.gartner.com/en/newsroom/press-releases/2024-07-29-gartner-predicts-30-percent-of-generative-ai-projects-will-be-abandoned-after-proof-of-concept-by-end-of-2025
https://www.deloitte.com/us/en/what-we-do/capabilities/applied-artificial-intelligence/content/state-of-generative-ai-in-enterprise.html
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Doctrine assessment

Wardley's Doctrine assessment tool

A Strategic Doctrine provides a 

framework for tactics, setting out 

the fundamental beliefs, 

priorities, and methods that 

shape policies, operations, and 

the use of power over time.

Strategic

Doctrine



Stra
tegic

Doctri
ne #1

GenAI Projects:
70-95% failure rate

Empirical: Based on 

what is experienced or 

seen rather than on 

theory

OODA Loop: Observe, Orient, Decide, Act
PDCA Cycle: Plan, Do, Check, Act
Wardley Mapping: Leadership, Purpose, Landscape, 
Climate, Doctrine
eXtreme Programming: Red, green, refactor
Lean Start-​up: Build-​Measure-​Learn
Process for the complex domain in the Cynefin 
Framework: probe-​sense-​respond
Scrum: Transparency, Inspecting, Adapting, in 
combination with time-​boxing & deliver early and 
frequently. Manifested in the Sprint and the Daily Scrum.
Cycle in empirical research. Used for example in Design 
Thinking and Product Discovery frameworks: Hypothesis, 
How to validate, Run Experiments, Measure, Conclusion.



1st
Assess the Landscape
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted

Tim Berners-​Lee
text-​based Browser, Cern Mosaic Netscape IE (Windows) IE (new)

Chromium

Chrome

Electron

Miro

Geko WebKit

Chromium is a fork of WebKit

Working online, collaborative on a Board

Safari

Firefox

Through competition, everything 

is subject to evolution
Assess the 

Landscape 

GenAI practices and technologies 

following the same flow of evolution

GenAI accelerates this flow of 

evolution for most businesses

Evolution

 medium.com

On being lost
Chapter 1

Simon

Wardley

We are here with 

GenAI

Correlation is
Not causation

https://de.wikipedia.org/wiki/Tim_Berners-Lee


2nd
Anticipate Evolution to 

derive the next strategic 
goals



Evolution Focus First!

Agile
Ability to Respond

Efficiency
Flow & Stability

Second:
 learnwardleymapping.com

Climate
While understanding the competitive
Landscape is extremely helpful, it's also
important to understand the Climate -
the external forces acting upon it. These
are the broader rules of the game, the
patterns of the seasons, and competitor
actions. Below a…

Tim Berners-​Lee
text-​based Browser, Cern Mosaic Netscape IE (Windows) IE (new)

Chromium

Chrome

Electron

Miro

Geko WebKit

Chromium is a fork of WebKit

Working online, collaborative on a Board

Safari

Firefox

Stra
tegic

Doctri
ne #2
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

https://de.wikipedia.org/wiki/Tim_Berners-Lee
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

OS Integration (Apple AI, ...)

Consumer needs: Writing, knowledge, translation, ...

Knowledge and reasoning Apps
(Chat GPT, Claude ...)

Specialized GPU (Nvidia, ...)

My LLM-​based, self-​coded 
writing assistance. Poor me §:/

Markets & platforms for data, models, tools (Hugging Face, GitHub ...)

OWM

Knowledge & reasoning as a service (API for OpenAI o1, ... )

Programming assistants (Copilot, ...)

Agent Frameworks
(LangChain, Claude Flow ..

AI improved CRM, Sales & Marketing

AI improved ERP

GenAI models

Users are 

beginning to 

understand what 

they want.

Big tech 

companies are 

creating a lot of 

pressure to turn 

services into 

commodities

During a gold 

rush, the shovel 

sellers profit most

Data

Private Data Public DatasetsClosed Datasets

OWM: Open Weight Models (OWM) 
like LLama, DeepSeek, ...)
RAG: retrieval augmented generation
PK: Process Knowledge to provide the 
products and services of an enterprise
GenAI: Generative AI Models. E.g. LLM, 
Diffusion Models
MCP: Model Context Protocol

MPC Services New marked is evolving?

Closed ModelsDomain-​specific Models

Missing:

Key practices, tools, 

models, and players

Your customer, product, 

and services

Entire industries like 

medicine, agriculture, 

and robotics

Update:
7.10.2025

Energy

Cloud computing

A blueprint for precise and…
Nature

https://www.anthropic.com/news/model-context-protocol
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

What could excite 
customers, but they can 

not yet articulate it?

What objections might 
they have? (moral, ethical 

…)?

How can we
make our 

data ready 
for GenAI?

What do our 
employees 

need to 
learn?

What do customers expect
now (better price, better 

service, etc.)?

What do they reject 
(privacy, data protection, 

etc.)?

How to 
become more 
efficient with 

GenAI Agents?

What will 
customers find 

with new 
competitors?
(cheaper, in a 

bundle, ...)

Suppliers  can 
offer new 

services now. 
What should 

we outsource?

What totally 
new product 

designs can be 
made possible 

with GenAI?

How can we 
protect our 
process and 

business 
knowledge?

Which services
can we offer 
based on our 

process know-​
how and data?

Observe Customers

What unique 
and jet 

protected 
data do we 

have?

What data 
have we 

already or 
should we 
outsource?

Exciter 
(Kano 

Model)

Performance
needs (Kano 

Model)

What 
domain 

skills do we
still need?

What 
should we 
make open

data?

What 
skills can
we hire?

Process and Business Knowledge

Consumer & Customer needs

Data and Architecture

Skills, People, and Organization

What will 
customers 

simply expect 
as a standard 

offering?
Performance
needs (Kano 

Model)

Basic 
needs 
(Kano 

Model)

Regulations

How to 
become 

more 
efficient?

How to 
organize 

and 
structure



OEM

Experte Produktfamilie

Erstgespräche Angebot / Auftrag

Vertrieb

Bewerten

Einkaufwissen ProduktionsexpertiseSystemwissen

Excel Bewertungs Tabelle

Teileliste
CAD Model

Produktionsprozess

XXXX

XXXX

Alte Angebote

ERP

GenAI Lösung

AI ready datasets

Bewertungs Agent

Marktvorausschau

Daten vom Kunden

Pressemeldungen
Verkaufszahlen der OEM

Marktstimmung

Kundenkommunikation

Produktionsvolumen vom Kunden

CRM

How to 
become more 
efficient with 

GenAI Agents?

Data is critical.

Mapping reveals hidden 

dependencies.

Efficiency is not enough.

1.

2.

3.

Genesis
Concept

Custom
Emerging

Product (+rental)
Converging
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Commodity (+utility)
Accepted Evolution
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

What could excite 
customers, but they can 

not yet articulate it?

What objections might 
they have? (moral, ethical 

…)?

How can we
make our 

data ready 
for GenAI?

What do our 
employees 

need to 
learn?

What do customers expect
now (better price, better 

service, etc.)?

What do they reject 
(privacy, data protection, 

etc.)?

How to 
become more 
efficient with 

GenAI Agents?

What will 
customers 

find with new 
competitors in

the future?

Suppliers  can 
offer new 

services now. 
What should 

we outsource?

What totally 
new product 

designs can be 
made possible 

with GenAI?

How can we 
protect our 
process and 

business 
knowledge?

Which services
can we offer 
based on our 

process know-​
how and data?

Run market experiments

Observe Customers

What unique 
and jet 

protected 
data do we 

have?

What data 
have we 

already public 
or should we 
outsource?

Exciter 
(Kano 

Model)

Performance
needs (Kano 

Model)

What 
domain 

skills do we
still need?

What 
should we 
make open

data?

What 
skills can
we hire?

Process and Business Knowledge

Consumer & Customer needs

Data and Architecture

Skills, People, and Organization

What will 
customers 

simply expect 
as a standard 

offering?
Performance
needs (Kano 

Model)

Basic 
needs 
(Kano 

Model)

Regulations

How will 
our 

business 
change?

How to 
organize 

and 
structure



Content on Agile and Scrum (Data)

Knowledge to improve product 
development with Scrum

Video Training

In-​person training
With a true expert

Certification to show my expertise

Certification Provider

Public content about Agile and Scrum

Organization specific questions
Generic Understanding what Scrum is

Advanced Agile methods,
tools and techniques

Individual advice

Brand, I can trust

Data about our Customers

How will people learn new skills with AI?

How to consultant

How to train

Room

Class organization MarketingSales

Our Learning Platform

Unknown customer needs

Observe Clients

Support for my enterprises to master 
the challenges coming with GenAI.

Skills of Employees

How to consult & train people (Process Knowledge)

GenAI Agents

Customer-​facing service

Our free webinars
1-​on-1 Consulting

Person, I can trust
Brand, I can trust

Our content on learning Scrum

GenAI botperonal training generator

Sales and Marketing automation

Scrum Guide

GenAI Chat Services

Video and Audio generation

Outsource?

Argentic & Gen AI know-​how

Experiment

Should we explore this?

Offered or soon to 
be offered by 
super-​scaling 
learning 
institutions.

Still a demand?

Already obsolete

Service for GAME3What challenges do enterprises need to master
Working with clients What is our Business Model?

Content on GAME3
Make public!

Genesis
Concept

Custom
Emerging

Product (+rental)
Converging
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Commodity (+utility)
Accepted Evolution

How can we 
protect our 
process and 

business 
knowledge?

Which services
can we offer 
based on our 

process know-​
how and data?

Suppliers  can 
offer new 

services now. 
What should 

we outsource?



Desktop APP

No Coding Experience

2 Weeks Do we need 
development 
teams anymore if 
we have AI 
Agents?



3nd
Advance your strategy with

Arenas and Teams
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Genesis
Concept

Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

Arena
7 - 250

Team 
5 - 9

Pair 
2

Medium 
Enterprise
50 - 5000

GenAI accelerates the evolution of 

services & products. But the patterns 

of social systems will remain.

AI is widening the 
span of control of a 

team

Customers

As soon as we invent a practice or tool that simplifies 

work, like GenAI, we immediately use it to stay at the 

maximum level of complexity we can manage.



Custom
Emerging

Product (+rental)
Converging

Commodity (+utility)
Accepted Evolution

The AI Enhanced Team

-

Component Team

-

First Programming Languages, ...

-

XP, Integrated Dev Environments, ... Full-​Stack Team

DevOps / HW&SW Team

AI Enhanced Team

Cloud Computing, ...

Vibe Programming / Agentic AI
-

Genesis
Concept
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 www.agilefluency.org

Agile Fluency Project:
The Agile Fluency
Model
A successful team begins as a collection
of individuals with complementary
technical skills. As the team adopts agile
practices, a team culture shift occurs:
instead of planning in terms of technical
considerations, such as software layers
or modules, t…



Only Arenas and Teams are Advancing!





"No matter how it looks at first, it's 

always a people problem."

Gerald  Weinberg



Focus on evolution 
first, agile or efficiency 

comes second.

We can't say how our 
business will change 

because of GenAI, but 
we can develop a 

strategy now. 

Empirical control at 
the enterprise level is 
the best safeguard.

AME3.info
Peter Beck

https://www.linkedin.co
m/in/curlypeter/

Andreas Schliep
https://www.linkedin.co
m/in/andreasschliep/

https://www.linkedin.com/in/curlypeter/
https://www.linkedin.com/in/curlypeter/
https://www.linkedin.com/in/andreasschliep/
https://www.linkedin.com/in/andreasschliep/

