
 Introduction 

Artificial Intelligence (AI) has rapidly moved from being a peripheral enabler to being a central 
force reshaping how technology services are delivered. By 2025, project teams, analysts, 
developers, and delivery leads are no longer just leveraging AI tools—they’re rethinking how 
work is planned, how outcomes are defined, and how delivery success is measured. 

Through KYALAR’s engagements across public and private sectors, we observe a growing 
paradox: AI tools are accelerating capabilities, but they’re also introducing uncertainty, 
destabilizing expectations, expanding team roles, and rendering traditional planning and velocity 
models unreliable. In short, the entire service delivery lifecycle is being redefined. 

This paper frames the current state of AI-augmented delivery by exploring: 

• Milestones in AI adoption across delivery roles and functions 
• Patterns of adoption and resistance in real-world teams 
• Structural impacts on estimation, accountability, and team dynamics 
• Emerging questions around KPIs, outcomes, and system-level governance 

It also introduces KYALAR’s evolving perspective on AI-Augmented Agile Delivery a future-
facing approach that blends intelligent augmentation with adaptive planning and expectation 
agility. 

AI-Augmented Agile Delivery 
“Framing the emerging challenges and strategic shifts 
shaping modern delivery in the age AI augmentation” 
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Milestones in AI-Augmented Delivery Across Development and Execution 

From the emergence of code suggestion tools (2018–2020) to the widespread availability of 
copilots, intelligent test generators, and AI-powered planning assistants, the AI curve has 
steepened. By 2025, it is estimated that 20–50% of enterprise code is AI-generated, and AI is 
present in some form across almost every delivery function. Planning, estimation, testing, 
documentation, and even stakeholder reporting are increasingly shaped by AI augmentation. 

This timeline reflects how AI has transitioned from point solution to system-level accelerator—
blurring the boundaries between tasks, roles, and delivery phases. 

 

 

AI Adoption Across Roles and Disciplines 

Adoption rates vary significantly by function. Developers and test automation engineers lead the 
curve, benefiting from mature tools like GitHub Copilot, Amazon CodeWhisperer, and 
autonomous testing platforms. Business analysts and project managers face steeper adoption 
curves due to concerns about trust, model reliability, and the lack of enterprise-grade 
orchestration tools. 
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AI-powered PMOs are emerging, but most organizations still struggle to define measurable KPIs 
for AI-driven delivery environments. The transition from role-based to system-level adoption 
remains ongoing. 

 

 

Barriers to Adoption: Beyond Tools 

Productivity gains in isolated roles have not been translated uniformly across systems. Adoption 
is slower in roles where human nuance, compliance, and auditability are paramount. Concerns 
include: 

• Trust and explainability of AI-generated output 
• Lack of integration across tooling ecosystems 
• Cultural resistance and fear of role displacement 
• Inflexibility in existing Agile, PMBOK, or ITIL-aligned processes 

Additionally, many teams continue to plan based on static models while operating in dynamic, 
AI-influenced environments—a mismatch that erodes predictability. 
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Delivery Practice Disruptions: What AI Is Changing Across the Lifecycle 

As AI capabilities evolve rapidly, they are no longer limited to specific tasks like code 
suggestion or defect prediction. Instead, AI is now woven into the full delivery lifecycle, often 
reshaping the way work is scoped, staffed, executed, and evaluated. This transformation touches 
foundational practices that delivery organizations have long relied on, including estimation, 
quality assurance, role ownership, and performance tracking. These disruptions are forcing 
delivery leaders to rethink what success looks like, how to manage AI-human collaboration, and 
where traditional practices need to be adapted or retired altogether. 

Estimation & Velocity - Accelerated but non-linear, historic velocity trends no 
longer reliable; AI accelerates individual productivity, but inconsistently. Historic 
velocity trends and traditional story points fail to capture the hybrid nature of human 
and machine effort, calling for more dynamic estimation models. 

 
Definition of Done (DoD) - Now includes AI-generated code reviews and test 
validations: DoD now includes review and validation of AI-generated artifacts. Code, 
test cases, and documentation created by AI must pass human review or automated 

compliance checks before being accepted. DoD is becoming more conditional and multi-
layered, incorporating risk-based criteria and domain-specific governance standards. 
 

Role Dynamics - Traditional team roles are increasingly augmented by AI, 
causing role convergence. AI creates role convergence. Developers orchestrate 
copilots. Testers become defect predictors. BAs guide requirement models. Project 

managers evolve into AI orchestrators, balancing human capacity with augmented execution. 
Team structures are increasingly fluid, and new micro-roles are emerging to manage AI behavior, 
tune prompts, and assess quality. 
 

Technical Debt - Faster delivery increases risk of AI-generated “hidden” 
technical debt: AI-generated components may introduce "invisible debt" through non-
standard patterns, weak documentation, or unpredictable behaviors. New QA and 

architectural practices are required to track and manage AI-related debt. Technical debt reviews 
must now include evaluations of AI behavior, hallucination risk, and long-term maintainability of 
AI-driven artifacts. 
 

Retrospectives - Teams incorporate AI tool effectiveness reviews into sprints:  
 AI-augmented teams now include tool effectiveness reviews in retrospectives. 
Teams assess which tools added friction, where outputs failed expectations, and how 
augmentation influenced sprint outcomes. These sessions also serve as checkpoints to 

refine AI usage guidelines and improve human-AI teaming practices. 
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Unanswered Questions Facing AI-Augmented Delivery 

The integration of AI into delivery isn’t 
just about new tools—it’s about 
rethinking long-held assumptions around 
planning, roles, accountability, and agility 
itself. As technology evolves faster than 
frameworks, delivery leaders face a 
critical moment: adapt or fall behind. The 
following five questions represent the key 
pressure points that organizations must 
address to navigate this shift. They are not 
just tactical challenges, they are strategic 
invitations to reframe how we define 
success, structure teams, and design 
future-ready delivery models. 

Agility at Risk? 
Can AI be integrated without undermining agility? 
AI brings speed but also unpredictability. Delivery teams must protect core agile principles while 
adapting to augmented execution. 
 
Beyond Traditional Planning 
Are old planning models still valid in an AI-driven world? 
Story points and velocity are less meaningful when AI alters effort and flow. New planning 
methods and KPIs are urgently needed. 
 
Redefine Roles 
Who owns what when AI co-creates? 
As AI reshapes work, roles are blending. Teams must rethink responsibilities and enable fluid, 
skill-based collaboration. 
 
Shared Accountability 
How do we govern what AI creates? 
AI-generated output demands new standards for validation, auditability, and risk management—
especially in regulated domains. 
 
Framework or Flexibility? 
Do we need new frameworks—or just new mindsets? 
Rigid methods can’t keep pace with evolving tech. The future may require agility in expectation, 
not just in execution. 
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Conclusion: Rethinking Delivery, Not Just Tools 

AI is no longer a future disruptor—it is actively transforming how delivery environments 
operate, from planning and coding to testing, analysis, and performance tracking. Tools from 
generative coding assistants, autonomous testing platforms, intelligent documentation engines, 
and AI-enabled planning systems are pushing the boundaries of what teams can achieve—but 
also where traditional delivery assumptions start to break down. 

Many organizations still rely on legacy models built for slower, more linear workflows. This 
disconnect creates friction and missed opportunities. At KYALAR, we believe the next era of 
delivery requires new thinking across three fundamental dimensions: 

• Agility in expectation, not just execution 
• Performance tracking at system scale, not individual velocity 
• Continuous rebalancing of human-AI collaboration to adapt to dynamic capacity and 

risk 

We are actively shaping a delivery model that reflects this shift—one that is intelligent, adaptive, 
and grounded in the evolving realities of tools, roles, and stakeholder expectations. “We are 
calling this, for now, AI-Augmented Agile Delivery model—a delivery paradigm built for the 
age of generative tools, blended roles, and real-time stakeholder alignment.” 

Whether you're initiating your AI-augmented delivery journey or optimizing an existing practice, 
KYALAR is evolving the models, toolkits, and data frameworks to support you. 

If you're exploring augmentation across delivery teams, PMOs, or solution portfolios—or want 
to contribute to the larger conversation—we welcome the opportunity to engage. 

 

Please reach out to: 
Ramana Mullapudi 

Founding Principal & CEO 
rmullapudi@kyalar.com 

 


