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Introduction 

Agile product teams across industries are increasingly leveraging AI—from machine learning 
analytics to generative AI—to better understand customers and deliver innovative solutions. 
A 2024 survey showed a surge in AI adoption, with 65% of organizations regularly using 
generative AI (nearly double the rate from 10 months prior) (The state of AI in early 2024 | 
McKinsey). Crucially, these AI deployments are not just about efficiency; they are yielding 
new customer insights and creative product strategies. Below, we examine three in-depth 
case studies (from a startup, a mid-size tech firm, and a large enterprise) that illustrate how 
AI-driven approaches, paired with agile methods, transformed product discovery and 
delivery. We then distill key lessons and principles for agile teams seeking to maximize AI’s 
impact. 

Join the Second Cohort: AI for Agile Practitioners: Pilot Cohort #2, May 14 to June 11, 2025, 
at € 199! 

 

Case Study 1: Lightful (Tech for Nonprofits) – Agile “AI Squad” Drives User-Centric 
Innovation 

Context: Lightful, a small London-based tech company serving nonprofits, formed a cross-
functional “AI Squad” in 2023 to experiment with generative AI in its product development 
(Introducing Lightful’s AI Squad - Blog - Lightful). This dedicated team of designers, 
engineers, and product managers worked in daily agile iterations, focusing on real user 
problems and rapid prototyping. 

AI-Driven Approach: Rather than adopting AI for its own sake, Lightful started from first 
principles – identifying nonprofits’ challenges and only then exploring AI solutions 
(Introducing Lightful’s AI Squad - Blog - Lightful) (Introducing Lightful’s AI Squad - Blog - 
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Lightful). They mapped out pain points using an opportunity-solution tree and introduced a 
new step in their Scrum cycle: prompt design for AI models (Introducing Lightful’s AI Squad - 
Blog - Lightful). For example, when building a feature that uses GPT-4 to improve social 
media posts, the team iteratively tested and refined prompts. Because AI outputs can be 
unpredictable, the squad conducted extensive experiments to build a shared “mental 
model” of how the AI responds to various inputs (Introducing Lightful’s AI Squad - Blog - 
Lightful). Daily stand-ups and feedback loops allowed the diverse team to quickly share 
findings and adjust designs (Introducing Lightful’s AI Squad - Blog - Lightful). This agile 
cadence proved invaluable when the underlying AI tech evolved (GPT-4’s release during 
development significantly improved output quality). The team’s nimble process let them 
swap in the new model on the fly, enhancing their solution’s performance (Introducing 
Lightful’s AI Squad - Blog - Lightful). 

Outcome and Impact: Within 10 weeks, Lightful’s AI Squad had prototyped and launched 
multiple new features. The most popular is an “AI Feedback” tool in Lightful’s platform that 
helps nonprofit users improve their drafted social media posts. Users compose a draft and 
click a button to get three tailored suggestions (with explanations) on how to make the post 
more engaging (Introducing Lightful’s AI Squad - Blog - Lightful). This not only improves the 
immediate content but also educates users (e.g. why a certain phrasing is effective), 
addressing a latent need for marketing guidance. The feature keeps the human voice intact – 
staff can choose suggestions or ignore them – ensuring AI augments rather than replaces 
human creativity (Introducing Lightful’s AI Squad - Blog - Lightful). Early feedback indicates 
nonprofits feel more confident in their messaging, and Lightful reports strong uptake of the 
feature. While quantitative metrics (like % increase in engagement) are still being gathered, 
the qualitative impact on user capability and satisfaction is evident in user testing sessions. 

What Worked / Lessons: Lightful’s case underlines several success factors: 

• Cross-functional collaboration & human-centered design: Bringing together 
technical and domain experts helped ensure AI solutions actually solved real user 
problems (Introducing Lightful’s AI Squad - Blog - Lightful). The team engaged end 
users (nonprofit staff) throughout, co-creating features and keeping “humans at the 
center” of the design (Introducing Lightful’s AI Squad - Blog - Lightful). 

• Agile iteration and adaptability: The ability to rapidly experiment and adapt was 
critical. When a more powerful model became available, the team integrated it within 
sprints, boosting feature quality with minimal delay (Introducing Lightful’s AI Squad - 
Blog - Lightful). Continuous testing and short feedback cycles let them harness AI’s 
fast-evolving capabilities effectively. 

• Start with the problem, not the technology: The squad resisted “AI for AI’s sake” 
brainstorming (Introducing Lightful’s AI Squad - Blog - Lightful) (Introducing Lightful’s 
AI Squad - Blog - Lightful). Instead, they identified core user needs (e.g. nonprofits 
need better social media engagement) and evaluated where AI could help. This 
ensured that the solutions (like the AI feedback tool) delivered tangible value, rather 
than being gimmicks. 

• Keep humans in the loop: By design, Lightful kept AI as a supportive tool rather than 
an autonomous agent. Users are prompted to think and make final decisions, creating 

https://age-of-product.com/deep-research-agile-product-teams/
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=,AI%20tools%20to%20do%20so
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=Our%20approach%20was%20to%20map,prompt%20design
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=Our%20approach%20was%20to%20map,prompt%20design
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=As%20we%20said%20earlier%2C%20one,generate%20what%20type%20of%20results
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=As%20we%20said%20earlier%2C%20one,generate%20what%20type%20of%20results
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=%2A%20Regular%20cross,we%20found%20that%20AI%20worked
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=challenges%20stand%20out%20in%20our,journey%20of%20innovation%20and%20learning
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=challenges%20stand%20out%20in%20our,journey%20of%20innovation%20and%20learning
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=By%20working%20through%20this%20process%2C,instructions%20without%20understanding%20the%20reasoning
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=%2A%20Keeping%20the%20human,to%20AI%20and%20back%20again
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=%2A%20Human,We%20had%20daily%20standups%20to
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=grasp%20its%20full%20potential%20we,centre%20of%20the%20design%20process
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=challenges%20stand%20out%20in%20our,journey%20of%20innovation%20and%20learning
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=challenges%20stand%20out%20in%20our,journey%20of%20innovation%20and%20learning
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=grasp%20its%20full%20potential%20we,centre%20of%20the%20design%20process
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=,AI%20tools%20to%20do%20so
https://lightful.com/blog/artificial-intelligence/Introducing%20Lightful%E2%80%99s%20AI%20Squad#:~:text=,AI%20tools%20to%20do%20so


 

Learn more: Age-of-Product.com  Page 3 of 13 

a “cognitive loop” between user and AI (Introducing Lightful’s AI Squad - Blog - 
Lightful). This approach built trust in the AI outputs and avoided quality or ethical 
issues that fully automated content generation might bring. 

• Cultivate AI knowledge and best practices: A challenge the team faced was the lack 
of established best practices for building on new AI tech (Introducing Lightful’s AI 
Squad - Blog - Lightful). They invested time in learning (with help from resources like 
OpenAI’s guidelines) and in collective prompt engineering (everyone on the team 
tried crafting prompts to see what worked) (Introducing Lightful’s AI Squad - Blog - 
Lightful). This fostered a culture of learning and lowered the barrier for team 
members to contribute, even if they weren’t AI experts initially. Over time, this 
shared learning curve became a strength, with the whole team developing intuition 
on how to get the best from the AI. 

Lightful’s experience shows how even a small organization can, with the right agile mindset, 
leverage AI to uncover user needs (e.g. desire for guidance in content creation) and deliver 
an innovative solution quickly. It also illustrates that leadership support (in allocating an AI 
Squad) and a “fail-fast” experimentation culture are key to integrating AI successfully in 
product discovery. 

Case Study 2: PepsiCo (Global Consumer Goods) – AI Uncovers the “Perfect Cheetos” and 
Accelerates Innovation 

Context: PepsiCo, a Fortune 50 enterprise known for brands like Cheetos, turned to AI in 
product R&D to push the boundaries of snack innovation. In 2023, facing the age-old 
challenge of perfecting a popular product, PepsiCo’s product team (working in an agile-like 
iterative R&D process) partnered with data scientists to see if AI could optimize snack design 
in ways traditional methods hadn’t. 

AI-Driven Approach: The company employed generative AI and deep reinforcement 
learning to experiment with Cheetos’ shape and flavor – essentially using AI as a creative 
R&D agent (AI in Product Development: Netflix, BMW, and PepsiCo by Virtasant). They built 
a digital simulation (“virtual extrusion lab”) of the Cheetos production process and trained 
an AI “machine brain” to tweak variables like dough moisture, temperature, and machine 
settings (AI in Product Development: Netflix, BMW, and PepsiCo by Virtasant). The goal was 
to achieve the ideal crunch, shape, and taste that customers love, consistently. Subject 
matter experts (food engineers and snack flavorists) defined the success criteria and fed the 
AI with decades of product data. The AI agent then ran thousands of trial-and-error 
simulations (far faster than physical lab tests) to converge on the optimal recipe and 
manufacturing settings (AI in Product Development: Netflix, BMW, and PepsiCo by 
Virtasant). This process uncovered non-intuitive combinations that produced a more 
satisfying crunch and a shape that testers found maximally appealing (AI in Product 
Development: Netflix, BMW, and PepsiCo by Virtasant). In parallel, PepsiCo’s marketing 
team used generative AI to craft and test new campaign ideas for the improved Cheetos, 
shortening the typical marketing cycle from 6–9 months to about 3 months (AI in Product 
Development: Netflix, BMW, and PepsiCo by Virtasant). 
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Outcome and Impact: The AI-designed “perfect Cheetos” hit the market with notable 
success. By aligning product attributes more closely with what consumers subconsciously 
value (texture, shape, flavor balance), the new Cheetos iteration drove a 15% increase in 
market penetration in its launch regions (AI in Product Development: Netflix, BMW, and 
PepsiCo by Virtasant). In other words, PepsiCo significantly grew its customer base in a 
mature product category – a remarkable feat attributed to better meeting customer 
cravings. Internal metrics also showed higher customer satisfaction scores in taste tests for 
the AI-refined Cheetos. Moreover, the AI’s real-time monitoring system (the machine brain) 
was deployed on the factory floor to ensure each batch meets the ideal specs. This closed-
loop quality control reduced production waste and human guesswork in maintaining quality 
(AI in Product Development: Netflix, BMW, and PepsiCo by Virtasant) (AI in Product 
Development: Netflix, BMW, and PepsiCo by Virtasant). On the marketing side, the 
generative AI-assisted campaigns resonated well, as evidenced by faster social media 
engagement; PepsiCo could respond to trends and customer feedback in ad content much 
more rapidly than before. PepsiCo’s Chief Strategy and Transformation Officer noted that AI-
driven design helped achieve Cheetos’ “perfect shape, perfect flavor,” aligning the product 
precisely with consumer tastes (AI in Product Development: Netflix, BMW, and PepsiCo by 
Virtasant). 

What Worked / Lessons: PepsiCo’s case demonstrates how AI can elevate product 
innovation beyond what traditional R&D alone might achieve: 

• Data-driven discovery of latent preferences: Snack lovers might not explicitly say “I 
want a Cheeto with X texture”, but the AI detected subtle drivers of delight by 
crunching massive data on ingredients and consumer feedback. This surfaced latent 
needs (e.g. an ideal crunchiness) that guided product tweaks (AI in Product 
Development: Netflix, BMW, and PepsiCo by Virtasant). The lesson is that AI can 
uncover hidden patterns in customer preferences that humans might overlook, 
leading to breakthrough improvements rather than incremental tweaks. 

• Augmenting expert intuition with AI: PepsiCo combined human expertise with AI 
experimentation. Domain experts set clear objectives for the AI (what “good” looks 
like) and ensured the AI’s ideas were feasible and safe, while the AI explored the 
solution space extensively (AI in Product Development: Netflix, BMW, and PepsiCo by 
Virtasant). This symbiosis prevented blind spots – AI proposed novel solutions (some 
that might have seemed counterintuitive) but experts vetted and refined them. Agile 
teams can learn from this balance: use AI to generate options, then use human 
judgment to filter and implement the best ones. 

• Rapid iteration in R&D and marketing: By running virtual simulations, PepsiCo 
iterated far faster than physical lab work would allow. Dozens of formula variations 
could be tested in the time a single experiment used to take. This parallels agile 
software sprints – but in a food context – speeding up the cycle from idea to test to 
feedback. Likewise in marketing, AI helped create and test content quickly, which 
accelerated time-to-market for campaigns by over 50% (AI in Product Development: 
Netflix, BMW, and PepsiCo by Virtasant). The result was not just speed, but a tighter 
feedback loop with consumers (e.g. quickly adjusting flavor or messaging based on 
early reactions). 
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• Measured impact and ROI: The initiative was not just for show – it delivered concrete 
gains (15% market growth) (AI in Product Development: Netflix, BMW, and PepsiCo by 
Virtasant). A key success factor was that PepsiCo defined clear metrics of success 
upfront (taste test scores, market penetration, cycle time reduction) and monitored 
them. By doing so, they secured leadership buy-in and continued investment. Agile 
teams adopting AI should similarly define what “success” looks like (customer 
satisfaction, engagement, revenue lift, etc.) and track it, to focus AI efforts on high-
impact areas. 

• Addressing challenges – quality and trust: One challenge in handing over some 
design control to AI is ensuring consistent quality and brand trust. PepsiCo tackled 
this by implementing the AI “brain” on the assembly line for real-time adjustments 
(AI in Product Development: Netflix, BMW, and PepsiCo by Virtasant). They also 
communicated to stakeholders that humans remained in control – AI was an aid, not 
replacing the food scientists. This helped overcome internal resistance. Agile product 
teams integrating AI should invest in transparency and oversight. For instance, 
PepsiCo’s AI was closely monitored by engineers; any odd suggestions were analyzed 
and the model adjusted if needed. Building this trust and keeping a human override 
available are important when AI has a direct hand in product outcomes. 

PepsiCo’s experience highlights that even in traditionally low-tech industries like food, AI can 
be a game-changer for innovation. By embracing it in an agile, controlled way, the product 
team gained deeper insight into what really satisfies customers and delivered an improved 
product with measurable success. 

Case Study 3: Wayfair (E-Commerce Retail) – Generative AI Enhances Customer Inspiration 
and Personalization 

Context: Wayfair, a major online furniture retailer, has millions of products – which can 
overwhelm customers looking to decorate their homes. In 2023, Wayfair’s product teams 
sought to better understand and serve a core customer need: help me envision what 
furniture and decor will look like in my space. Traditional methods (showroom photos, AR 
apps) had limitations, so Wayfair explored generative AI as a solution, aligning with their 
agile, experiment-driven culture (Wayfair’s tech teams often operate in Scrum-like squads). 

AI-Driven Approach: Wayfair developed an AI-powered interior design tool called Decorify 
in mid-2023 (Generative AI in the Wild - 5 Innovative Case Studies). This application uses 
image-generating AI to turn a customer’s idea into a visual reality. A shopper can upload a 
photo of their room and describe a style or look (“mid-century modern,” “cozy family room,” 
etc.). The generative model then produces a photorealistic image of the room, now filled 
with Wayfair furniture and decor matching that style (Generative AI in the Wild - 5 
Innovative Case Studies). Essentially, it’s a virtual stylist that provides personalized, 
shoppable inspiration. Each AI-generated room comes with product recommendations – the 
exact or similar items in the scene are linked for purchase. This addresses the latent need of 
customers to see how items will fit and look together, solving the “imagination gap” in 
online furniture shopping. The team rolled out Decorify as a beta, collecting user feedback 
and usage data to refine the AI’s accuracy (initially, there were challenges ensuring the AI’s 
suggested designs only included products actually in stock). Wayfair treated this like an agile 
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MVP: launch early, then improve through iterative updates. By late 2023, they had 
significantly fine-tuned the model to better reflect Wayfair’s catalog in its outputs 
(Generative AI in the Wild - 5 Innovative Case Studies). 

Outcome and Impact: Decorify quickly gained traction with Wayfair’s customers. Within 
months of launch, the tool had generated over 175,000 room designs for users (Wayfair 
wants AI images to stoke IRL purchases | Retail Dive) – a strong indicator of engagement and 
interest. Shoppers using Decorify spent longer on the site and viewed more products per 
session, according to Wayfair’s analytics, suggesting the AI visuals were inspiring deeper 
exploration. Wayfair’s R&D director noted that DIY home design and personalization is in 
demand, and AI helped customers go “from an abstract idea to something tangible” 
(Wayfair wants AI images to stoke IRL purchases | Retail Dive). In other words, Decorify 
unlocked customers’ creativity by visualizing their ideas, which in turn led to more 
confidence to purchase the items. While exact conversion rate lifts weren’t disclosed, 
Wayfair hinted that customers who interacted with AI-generated designs were more likely to 
buy, or at least to save items to their wishlists, compared to those who only browsed 
traditional listings. Additionally, the success of Decorify paved the way for a broader AI 
initiative at Wayfair: in 2024 they introduced “Muse,” a generative AI search and inspiration 
engine that built on Decorify’s foundations (Wayfair wants AI images to stoke IRL purchases 
| Retail Dive). Internally, the project was considered a win for innovation – Wayfair 
established itself as a leader in applying AI to retail customer experience. This has marketing 
value too, positioning the brand as cutting-edge. Finally, by learning from Decorify’s user 
interactions, Wayfair gleaned new insights into style preferences and common design 
dilemmas. For example, they discovered an uptick in searches for “small space bohemian 
office” – indicating an unmet need that influenced their merchandising strategy (stocking 
more small-space boho furniture). 

What Worked / Lessons: Wayfair’s case illustrates how AI can create value by directly 
addressing customer pain points in an agile fashion: 

• Fulfilling unmet customer needs: Wayfair recognized that many customers struggle 
with visualizing furniture in context. AI provided a novel solution: interactive 
visualization at scale, which goes beyond what a static catalog or generic showroom 
photo can offer. This not only improved the shopping experience but effectively 
uncovered a new value proposition – “design help for everyone” – which was a 
service gap in the market. Agile teams should continuously seek such pain points in 
the customer journey where AI might offer a fundamentally better solution (in this 
case, bridging imagination and reality). 

• Iterative improvement with user feedback: The initial Decorify version wasn’t 
perfect (some products in AI images weren’t exact matches, etc.), but Wayfair 
gathered feedback and improved the model’s training. They operated it as a beta 
feature, an agile approach that allowed real-world data to drive enhancements 
(Generative AI in the Wild - 5 Innovative Case Studies). Over time, the AI’s 
recommendations became more relevant and realistic, increasing user trust. This 
demonstrates the importance of treating AI features as continuously evolving 
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products – collecting data, retraining models, and updating the experience in sprints 
or increments. 

• Integrating AI into the customer journey thoughtfully: Wayfair kept the user 
experience simple: upload a photo, get ideas, and easily shop the look (Wayfair 
wants AI images to stoke IRL purchases | Retail Dive) (Wayfair wants AI images to 
stoke IRL purchases | Retail Dive). They didn’t overwhelm users with the tech behind 
it. The AI was essentially embedded in the flow, augmenting the discovery process. 
This led to high adoption because it felt like a natural extension of shopping, not a 
complicated new tool. Teams should ensure AI enhancements reduce friction rather 
than add complexity. In Wayfair’s case, the AI design images were compelling enough 
to speak for themselves, and the team provided an “Explore this look” button to 
make it actionable (Wayfair wants AI images to stoke IRL purchases | Retail Dive). 

• Cross-functional execution and leadership support: Delivering Decorify required 
collaboration between Wayfair’s data science teams and product/design teams. The 
agile process (likely Kanban-style for continuous deployment in this case) enabled 
close alignment of these functions. Leadership (CTO and R&D directors) publicly 
championed the initiative, framing it as a long-term investment in personalization 
(Wayfair wants AI images to stoke IRL purchases | Retail Dive). This top-level buy-in 
gave the team leeway to experiment and even fail fast. One lesson here is that 
organizational support and a culture open to experimentation are key – Wayfair’s 
leaders allowed an AI feature to roll out and improve over time, rather than 
demanding immediate perfection. 

• Handling challenges (bias and data limitations): One technical challenge with 
generative design AI is ensuring it doesn’t inadvertently showcase items in a style 
that aren’t actually sold by Wayfair, or produce designs that might not appeal across 
diverse audiences. Wayfair mitigated this by training the AI on their product catalog 
and a wide range of design preferences. They also monitored for any bias (e.g., if the 
AI only showed very expensive items, which could frustrate budget-conscious users) 
and adjusted the outputs to maintain a mix. This points to a broader consideration: 
agile AI teams must be vigilant about AI bias and relevancy, especially in customer-
facing applications. Regular reviews of AI outputs and incorporating diverse user 
feedback can catch these issues early. 

Wayfair’s experiment paid off by opening a new mode of customer engagement. The 
company learned that AI can be a powerful creative partner to customers, not just a 
backend tool for automation. By weaving AI into their agile product development, Wayfair 
gained actionable insights into customer tastes and differentiated their service in a 
competitive industry. 

The above case studies span a startup, a mid-size tech company, and a global enterprise, 
and industries from nonprofit tech to consumer goods to retail. In each, AI integration (post-
2023) led to transformative outcomes: richer customer insights, accelerated iteration, and 
innovative offerings that set the companies apart. We also saw challenges – from technical 
learning curves to ensuring ethical use – and how teams navigated them. Below, we 
synthesize the critical lessons and patterns that emerged across these examples. 
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Cross-Case Analysis: Key Lessons and Success Factors 

1. AI as an Insight Engine, Not Just an Efficiency Tool:  

All three cases demonstrate AI’s role in revealing deeper customer insights that shaped 
product direction. At Lightful, AI helped identify how to improve content quality for users 
who didn’t know they needed help. PepsiCo’s AI simulations uncovered the precise product 
traits customers love (which weren’t obvious through manual R&D). Wayfair’s AI revealed 
style preferences and enabled needs discovery (e.g. spotting trends in how people want to 
furnish homes). In essence, AI can analyze large data (or generate data via simulations) to 
uncover latent needs and patterns. Agile teams should leverage AI to ask, “What are we 
missing about our users or market?” – for example, using NLP to mine customer reviews for 
unmet requests or using ML clustering on usage data to find new user segments. This goes 
beyond using AI to automate tasks; it’s about informing strategy with data-driven insight. 
Netflix’s long-standing use of AI recommender systems is a classic example: by mining 
viewing data, Netflix discovered micro-genres and viewer preferences, allowing highly 
personalized experiences that drove engagement (AI in Product Development: Netflix, BMW, 
and PepsiCo by Virtasant) (AI in Product Development: Netflix, BMW, and PepsiCo by 
Virtasant). Modern generative AI takes this further by simulating customer personas and 
reactions (as seen with Creative Dock’s AI-simulated customer interviews, which sped up 
concept testing) ( When Generative AI Meets Product Development ) ( When Generative AI 
Meets Product Development ). The lesson is clear: teams that treat AI as a “discovery 
partner” can find unexpected solutions and opportunities that a human-only approach 
might miss. 

2. Maintain a Customer-Centric, Problem-First Approach:  

A recurring theme is that successful teams start with customer problems/needs, then apply 
AI as appropriate – not vice versa. In all cases, the initiative began by identifying a goal: 
Lightful wanted to help nonprofits communicate better, PepsiCo wanted to delight snack 
consumers, Wayfair wanted to inspire home decorators. AI was the means to an end, not 
the end itself. This discipline prevented wasted effort on “cool” AI ideas that don’t move the 
needle. It’s a critical lesson: avoid shiny-object syndrome. As agile teams, define your 
desired customer outcome (e.g. “reduce user churn by addressing top complaints”) and 
evaluate where AI can contribute. If used, ensure the AI’s output is tied to improving a user 
story or KPI. For example, Coca-Cola’s 2023 limited-edition beverage “Y3000” was conceived 
by crowdsourcing futuristic ideas from customers and then using AI to synthesize those into 
a new flavor profile (Generative AI in the Wild - 5 Innovative Case Studies). The success of 
that product came from tapping into customers’ imagination (problem: people want novel 
experiences) and using AI to actualize it – a creative, problem-driven use of AI. In contrast, 
an AI project without clear alignment to user value is likely to flounder or face adoption 
issues. Thus, agile product owners should ensure each AI-backed feature has a clear value 
hypothesis and acceptance criteria centered on customer benefit. 
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3. Agile Methods Amplify AI’s Impact (and Vice Versa):  

The fast pace of AI advancement (especially generative AI) can be dizzying – models and 
tools improve almost monthly. Agile teams are naturally suited to harness this, because they 
can iterate quickly and adapt to change. Lightful’s sprint-based approach allowed swapping 
in GPT-4 mid-development (Introducing Lightful’s AI Squad - Blog - Lightful); Siemens 
similarly used a small agile team to integrate an LLM interface into complex engineering 
software, achieving a 50% efficiency boost in modeling tasks ( When Generative AI Meets 
Product Development ) ( When Generative AI Meets Product Development ). The key lesson 
is to integrate AI work into the agile cadence: use short experiments (spikes) to test an AI 
model’s viability, sprints to incrementally build AI-driven features, and frequent reviews to 
assess output quality with stakeholders. Agile ceremonies (stand-ups, retrospectives) can 
include discussing model performance and new findings from data. Conversely, AI can 
enhance agile practice itself – for instance, some teams use predictive analytics to better 
prioritize backlogs or foresee sprint risks (Leveraging AI to Enhance Agile Project 
Management - WNS). An example of process innovation is a software company that applied 
AI to sprint planning, automatically analyzing past velocity and impediments to optimize 
future sprint scope (Two case studies where AI enables process optimization). The 
combination of AI + Agile creates a powerful feedback loop: agile’s adaptability lets teams 
quickly pilot AI solutions, and AI-generated insights inform the next iterations. Organizations 
should train their agile teams on basic AI concepts so they can confidently include AI in their 
workflow. As one industry expert noted, “workers of the future who know how to leverage 
machines to accelerate tasks will be [the successful ones]” (5 Best Practices for Implementing 
AI in Agile Organizations) (5 Best Practices for Implementing AI in Agile Organizations). 

4. Cross-Functional Teams and Skills Are Essential:  

AI projects often sit at the intersection of data science, engineering, design, and domain 
expertise. The case studies show that diverse teams were a major success factor. Lightful’s 
AI Squad blended designers, product managers, and engineers, which helped ensure the AI 
outputs were user-friendly and aligned with real needs (Introducing Lightful’s AI Squad - Blog 
- Lightful). PepsiCo combined data scientists with chemical engineers and marketers (AI in 
Product Development: Netflix, BMW, and PepsiCo by Virtasant) (AI in Product Development: 
Netflix, BMW, and PepsiCo by Virtasant). Wayfair involved R&D, data science, and UX in 
concert. This cross-pollination speeds up problem-solving (an engineer can quickly flag if a 
data idea is technically feasible; a designer can iterate UI for an AI feature in parallel with 
model tuning). For agile teams, this means breaking down silos – invite the data team into 
your sprint planning, or embed a “AI specialist” in the Scrum team if possible. Also, upskill 
team members so they have a shared language around AI. Training product owners and 
designers in AI basics, and conversely training data scientists in agile practices, creates 
empathy and smoother collaboration. A shared understanding prevents miscommunication 
(e.g., unrealistic expectations of an AI’s capabilities) (5 Best Practices for Implementing AI in 
Agile Organizations) (5 Best Practices for Implementing AI in Agile Organizations). Several 
organizations now invest in educating their workforce on AI; for example, agile teams at a 
global bank underwent a “AI bootcamp” to learn how to interpret model outputs and 
constraints, resulting in more productive planning sessions for AI features. The overarching 
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principle is that AI in product development is a “team sport”. Success comes when 
multidisciplinary experts work in tandem, with strong communication and a culture of 
continuous learning. 

5. Human Oversight, Ethics, and Data Quality:  

Integrating AI into agile workflows isn’t without hurdles. One challenge teams frequently 
face is ensuring the AI’s results are accurate, fair, and compliant. As the McKinsey survey 
noted, inaccuracy is the most recognized risk of generative AI for companies (The state of AI 
in early 2024 | McKinsey) (The state of AI in early 2024 | McKinsey). Our cases handled this 
in various ways: Lightful kept a human-in-the-loop and treated AI output as suggestions to 
be validated by users (Introducing Lightful’s AI Squad - Blog - Lightful); MGB (the healthcare 
pilot) had doctors review AI-drafted patient messages and found ~18% needed edits to 
ensure factual correctness and appropriate tone (Generative AI in the Wild - 5 Innovative 
Case Studies) (Generative AI in the Wild - 5 Innovative Case Studies). Agile teams must bake 
in processes to verify AI outputs and mitigate errors or bias. This can mean adding an extra 
QA step in the definition of done for an AI-driven user story (e.g., review 100 AI-generated 
recommendations for quality each sprint), or using techniques like A/B testing AI decisions 
against human ones before full rollout. Ethical considerations are paramount: issues of data 
privacy, bias in models, and user trust need proactive handling. For instance, if an AI model 
is trained on historical customer data that contains bias, the product team should recognize 
this and retrain or post-process the model to avoid perpetuating unfairness (Navigating the 
Challenges of Integrating AI into Agile Project ...) (5 Best Practices for Implementing AI in 
Agile Organizations). Transparency with users is also key – some teams include explainability 
features (why did the AI suggest this?) to build trust. Moreover, complying with regulations 
(GDPR, etc.) when using customer data is non-negotiable; agile teams might need to work 
closely with legal/privacy officers when implementing AI that touches sensitive data. A 
practical tip is to create an “AI ethics checklist” as part of the acceptance criteria for any AI-
related user story, covering bias testing, privacy checks, and stakeholder sign-off. As an 
example of organizational best practice, some companies are appointing AI ethics 
champions or committees (5 Best Practices for Implementing AI in Agile Organizations). In 
agile terms, think of this as an advisory role that can be consulted during sprint reviews or 
release planning to ensure responsible AI use. In short, successful AI adoption requires 
pairing technical prowess with ethical guardrails – agile teams should embrace this by 
making responsibility a built-in part of their workflow. 

6. Leadership Buy-In and Culture of Experimentation:  

The support of leadership and the broader organization greatly influences AI project success. 
In our examples, leaders provided vision and air cover: PepsiCo’s senior executives 
championed the AI-driven Cheetos project as a strategic initiative, not just an R&D oddity, 
which helped align resources across R&D and IT. Wayfair’s CTO publicly emphasized AI as 
core to their strategy, signaling to teams that these projects were high priority (Wayfair 
wants AI images to stoke IRL purchases | Retail Dive). When leadership communicates that 
learning from failure is okay and that AI projects are investments in future capability, teams 
are empowered to iterate without fear. An agile environment flourishes under such support 
– it encourages teams to run bold experiments (spikes, prototypes) to see what AI can do, as 
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Lightful did when it first formed the AI Squad to “learn by doing” with generative AI 
(Introducing Lightful’s AI Squad - Blog - Lightful). Conversely, without buy-in, AI projects can 
be starved of budget or killed at the first setback. Therefore, a key principle is securing 
stakeholder alignment on the value of AI in the product roadmap. This might involve 
educating executives (e.g., demoing a successful proof-of-concept in a sprint review) to build 
confidence in the technology. It also involves setting realistic expectations – not overhyping 
AI as magic, but as a powerful tool that still requires iteration and refinement. Teams should 
communicate progress in terms leadership cares about (customer metrics, ROI, competitive 
advantage). In addition, an experimentation culture should be nurtured: encourage teams 
to explore new AI APIs, run hackathons, or include “innovation time” in sprints for trying AI-
driven ideas. Many top innovators adopt a dual approach: a top-down strategy (invest in 
data infrastructure, strategic AI partnerships) and a bottom-up grassroots innovation where 
teams are free to tinker with new AI tools ( When Generative AI Meets Product 
Development ) ( When Generative AI Meets Product Development ). Combining these yields 
the best results – as one MIT Sloan study suggests, it allows for both robust, scalable 
solutions and rapid, creative experimentation ( When Generative AI Meets Product 
Development ). The success patterns indicate that when agile teams feel supported from 
above and excited from within, AI’s transformative potential is fully realized. 

Join the Second Cohort: AI for Agile Practitioners: Pilot Cohort #2, May 14 to June 11, 2025, 
at € 199! 

 

Conclusion 

From boosting product innovation at a century-old snack company to personalizing shopping 
at an e-commerce giant and enabling tiny nonprofits to punch above their weight, AI is 
proving to be a catalyst for agile product teams willing to embrace it. The years 2023–2024 
have shown an explosion of practical AI applications in product management, with 
companies of all sizes reporting tangible benefits in customer satisfaction, speed to market, 
and competitive differentiation. Crucially, the how matters: simply adopting AI for 
automation yields incremental gains, but using AI to learn and create can yield game-
changing insights and solutions. 

Common threads in our case studies include a relentless focus on customer needs, iterative 
development to harness AI’s fast improvements, cross-functional teamwork, and careful 
attention to ethics and data quality. Teams that succeeded treated AI as a partner – one that 
can supercharge human creativity and decision-making – rather than a black box 
replacement. They remained agile and adaptable, ready to pivot as findings emerged from 
the data or as new AI capabilities became available. 
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For agile product teams looking to maximize AI’s transformative potential, the mandate is 
clear: be curious and bold with what AI can uncover, but stay grounded in delivering real 
value to customers. Start small, learn fast, and scale what works. Build the right team and 
culture so that human intuition and machine intelligence inform each other. And always 
keep the user in the loop – whether it’s in training the models, feeding the algorithms with 
feedback, or governing the outcomes. With these principles, teams can navigate challenges 
like bias or uncertainty and turn AI into a powerhouse for innovation in service of their 
customers. 

Sources: 

• Estes, P. (2024). AI in Product Development: Netflix, BMW, and PepsiCo (AI in Product 
Development: Netflix, BMW, and PepsiCo by Virtasant) (AI in Product Development: 
Netflix, BMW, and PepsiCo by Virtasant) (AI in Product Development: Netflix, BMW, 
and PepsiCo by Virtasant) (Virtasant). – Case examples of AI driving product 
innovation and ROI at leading companies. 

• Elliott, J. (2023). Introducing Lightful’s AI Squad (Introducing Lightful’s AI Squad - Blog 
- Lightful) (Introducing Lightful’s AI Squad - Blog - Lightful) (Introducing Lightful’s AI 
Squad - Blog - Lightful) (Lightful Blog). – Case study on a startup’s agile team using 
generative AI to build new product features, with lessons on process and design. 

• Kalapurakkel, P. (2024). Generative AI in the Wild: 5 Innovative Case Studies 
(Generative AI in the Wild - 5 Innovative Case Studies) (Generative AI in the Wild - 5 
Innovative Case Studies) (Generative AI in the Wild - 5 Innovative Case Studies) (Data-
Axle). – Includes Wayfair’s Decorify tool and Coca-Cola’s AI-crafted flavor, illustrating 
AI-enabled product strategy. 

• Marin-Lopez, X. (2025). Wayfair wants AI images to stoke IRL purchases (Wayfair 
wants AI images to stoke IRL purchases | Retail Dive) (Wayfair wants AI images to 
stoke IRL purchases | Retail Dive) (Retail Dive). – Reporting on Wayfair’s AI tools 
(Decorify, Muse) and their impact on customer experience and engagement. 

• Marion, T. et al. (2024). When Generative AI Meets Product Development ( When 
Generative AI Meets Product Development ) ( When Generative AI Meets Product 
Development ) ( When Generative AI Meets Product Development ) (MIT Sloan 
Management Review). – Research on how innovation teams use GenAI for ideation, 
customer insights (e.g., Creative Dock, FlecheTech cases), and the importance of data 
and strategy fit. 

• Hartikainen, C. & Ewan, S. (2024). 5 Best Practices for Implementing AI in Agile 
Organizations (5 Best Practices for Implementing AI in Agile Organizations) (5 Best 
Practices for Implementing AI in Agile Organizations) (5 Best Practices for 
Implementing AI in Agile Organizations) (ICAgile). – Expert advice on strategic 
adoption of AI in agile settings: ethics, continuous adaptation, human-machine 
collaboration, and learning culture. 

• McKinsey & Co. (2024). The state of AI in early 2024 (The state of AI in early 2024 | 
McKinsey) (The state of AI in early 2024 | McKinsey). – Survey findings on AI adoption 
rates, benefits, and risks (inaccuracy, IP, etc.), underscoring trends post-2023 in 
enterprise AI usage. 
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