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John Maynard Keynes

"Ideas shape the course 
of history."
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Despite a decade or more of restructuring and 
downsizing, many US companies are still 
unprepared to operate in the ???? ... 
rapidly changing technologies and ever-shorter 
product life cycles, product development proceeds 
at a glacial pace...
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Who is shaping our AI future?

⍺
β

How can we make the AI future more Culture 
& less MAGA ?
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Manifesto for Agile Software Development 

We are uncovering better ways of developing
software by doing it and helping others do it.

Through this work we have come to value:

Agile is 
learning

Opposite of Agile is Static
Not learning - Not changing
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Birth of AI is the time we need to learn the most 
– maximise our learning



Arie de Geus 
Harvard Business Review, 1988

The ability to learn faster than 
competitors may be the only 

sustainable competitive advantage
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Need to learning the best way to work with AI

Your teams
Your experiments
Your sharing
What works? What doesn’t?

What can we learn from past technology changes?
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The Internet revolution 
1995-2005
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End of Middle-men

“often the only humans involved 
in a transaction will be the 

actual buyer and seller.”

Bill Gates, 1999

Price.com
Hotels.com
SkySkanner.com
Expedia.com
CompareTheMarket.com
Uswitch.com
PriceRunner.com
Kelkoo.com
Amazon.com
Trolley.com
BuyRadar.com

... and every internet influencer 
who ever gave an affiliate link
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Somethings take longer

• Internet agents to organize our e-mail, 
calendars, shopping, ..
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Technology change creates opportunities
and threats
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Lessons from the internet

• Predictions are a poor guide
• New companies will emerge
• New industries will emerge
• Technology creates new opportunities

• The old go slowly or find niches (e.g. travel agents)
• The future won’t be like it is predicted
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Productivity 
Paradox
IT investment 1960, 70s & 80s
No corresponding increase in productivity
Pick up began in late 1990s

Robert Solow, 1987

You can see the computer age everywhere 
but in the productivity statistics.

Why?
Lagged between investment & payback
Measurement of productivity
 Qualitative improvement

https://www.allankelly.net/book-draw/



Electricity

Factories needed redesign

Processes needed 
changing

Factory image © Unknown - https://pin.it/qyb3sfi7uhhrwdhttps://www.allankelly.net/book-draw/



Technology Change

Stage #1 – Do the same things faster

 Costs go down, consumption goes up #JevonsParadox

Stage #2 – Adopt new processes to increase benefit

Stage #3 – Innovation from process change

Repeat
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Technology change

Process change
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1956 
Ideal-X
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Greater efficiency
 Faster load/unload
 Less time in port
 Fewer dockers

Each worker has more 
power

Growth in world trade
Growth in economies
Containers the real cause of globalisation
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Liverpool dockers 1990-2000

Dockers 
worldwide
1990-2025

Developed world
Europe, North America, Australia

Developing world
Asia, South America, Africa

Source Claude.ai

Jobs?



Jevons paradox

When technology improvements increase 
efficiency (lower price) more is used

Prediction: Reducing the cost of 
code means more will be created
• More to test
• More to maintain
• More cybersecurity
• More single user systems
• More legacy
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Tim O’Reilly
MIT Sloan Management Review, 
March 2016

a large part of the work of [Google, Amazon, 
Uber, etc.] … is performed by software 

programs and algorithms. These programs 
are the workers, and the human software 

developers who create them are their 
managers.
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Technologist need to know business 
strategy, business need, constraints, 
profit/loss, accounts...



Separation is a luxury

• None coders can code
• Logical thinking still required

• Specialist engineers need
• Business skills
• Business knowledge
• Authority to manage machines

• Companies change slower than 
technology advances
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“Reengineering Work: Don’t Automate, Obliterate” 
Michael Hammer, Harvard Business Review, 1994

Despite a decade or more of 
restructuring and downsizing, many US 
companies are still unprepared to 
operate in the 1990s ... 
rapidly changing technologies and ever-
shorter product life cycles, product 
development proceeds at a glacial 
pace...

We should “reengineer” 
our businesses: use the 
power of modern IT to 
radically redesign our 
business processes in 
order to achieve 
dramatic improvements 
in performance.
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Business Process Reengineering, 1990-1999

Don’t Automate, Obliterate
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Is AI a remake of BPR?



BPR: delivering outcomes with technology

• Top-down change
• Technology solutions imposed
• Users sidelined (and fired)
• Technology driven
• Technology to replace people
• Processes remapping
Ignored tacit knowledge: processes are more complex
Expensive, mostly failures

Could AI be 
making the same 
mistake?
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AI

How many of you spend your day writing 
documents?

Will documentation save us?
Who reads a 500-page document?
Average UK company report increased 31% 
(words)  2000-2024
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AI is a solution in search of a problem

What is the AI killer app?
• Coding
• Writing student assignments
• Military targeting
• Medical image scanning
• Fraud detection
• Drug discovery?

AI tools will allow 
solutions to a new range 
of problems
(more difficult ones)

Why not marking student 
assignments?
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Competitive advantage?

If you can ask an LLM what to 
build
And the LLM can build it for you
So can your competitors

If your competitor uses AI to 
reduce costs
So can you

Your data
Your insights

Your advantage

Data plumbing 
Lots of work to do!
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Learn, Invest and be patient

We need:
• Collective learning (agile)
• Many small bets (agile)
• Flexible workers (agile)
• Aurthority at the front line (agile)
• Invest to make this happen
• Patience (doesn’t happen at once)
• Review results and learn (agile)
• Outcome orientation (agile, BPR)
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Agile thinking 
paramount

Even as techniques 
are changing



Thank you

Shape the future with agile thinking
The Culture over Fordism

Allan Kelly
allan@allankelly.net
https://www.allankelly.net
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