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Foreword
A note from the author:

Before you read Joe Justice’s words, a quick note on why I invited him to write

this.

Joe has spent years working at the frontier of high-speed, AI-assisted work

at companies like Tesla and SpaceX. His ideas about Digital Self-Management

and MobAI deeply influenced my thinking on CollabAI. Where his work shows

what’s possible at enterprise scale, this book shows how to bring those same

principles to any team—starting today.

I’m deeply grateful for his encouragement, generosity, and the shared belief

that speed and humanity don’t need to be opposites.

— Marko Taipale

* * *

Imagine this: 50,000 people see a new, complex product for the first time. They

don’t panic. They calmly absorb its innovations, understand its intricacies, and

begin splitting it into pieces. They split those pieces again—until every group

of 3 to 5 people has their own piece. Then they begin deep work, improving

their part in a way that fits into a better whole.

And they do this—every single day.

I did this every day as part of a group of 50,000 people making new road-legal

cars. Those cars became the best-selling vehicles in the world, setting records

in safety, reliability, and performance. Later, I saw the same approach used at

a rocket company—breaking records in aerospace. Every day.
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Most people don’t believe this is possible. But it is. And CollabAI is how you

can do it—whether you’re working solo, with a few friends, or leading tens of

thousands.

It matters now more than ever. We’re entering an era where some companies

will use AI to build products without any human engineers. That’s one path.

But we can choose a different one.

We can build products that are even more valuable, even more profitable, and

do it in a way that embraces humanity. We can choose to use AI with people—

not instead of them. That’s not just ethical. It’s better. Faster. More fulfilling.

And frankly, more fun.

That’s the future of work.

Let’s go.

— Joe Justice Inventor of eXtreme Manufacturing, MobAI, Founder of WIK-

ISPEED, Tesla alum



Preface: From Solo Speed to Shared
Flow

Author’s Note

This book targets those seeking to improve work environments by dismantling

silos and integrating AI as a collaborative partner. This book avoids theoretical

abstractions to focus on specific, tested patterns that reduce latency and ac-

celerate delivery. The goal is straightforward: eliminate the friction preventing

teams from executing at their highest level.

Who This Book Is For

You don’t need to be an AI expert or software engineer to use this book.

This book is for:

• Team leaders and facilitators who want to experiment with AI-first

collaboration.
• Developers and designers looking to replace waiting and handoffs with

shared flow.
• Executives and transformation leads exploring how AI changes collabo-

ration and speed.
• Curious practitioners who want practical examples of human+AI team-

work in action.

Whether you lead a small startup or a large organization, you’ll find patterns,

checklists, and stories that can help your team move from solo speed to shared

flow.
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How to Use This Book

AI is already helping uswork faster as individuals. It drafts text, generates ideas,

writes code, and summarizes information.

That’s the starting point.

While AI currently accelerates individual task completion, this book examines

the subsequent shift: accelerating collective team output. Integrating AI as a

team collaborator fundamentally alters the entire product lifecycle, from initial

planning through to final delivery.

This bookwill help you and your teammake that shift from solo speed to shared

flow.

You don’t need to read it front to back. You can jump in based on your focus,

your role, or your curiosity. Whether you’re leading a team or experimenting

on your own, the chapters are designed to be practical and flexible.

Inside, you’ll find real-world examples of how teams use AI to collaborate more

effectively, eliminate bottlenecks, and deliver results with less friction.

It’s about combining what we already know: continuous improvement, rapid

feedback, and clear goals into new ways of working with AI.

What You’ll Discover

Throughout this book, you’ll explore how AI changes what we build and how

we build it.

You’ll see:

• Why traditional methods still create bottlenecks, even in agile or auto-

mated environments.

• How CollabAI helps teams move from isolated speed to shared flow.

• How to run your first CollabAI session from setting goals and rotating

roles to reflecting as a team.
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• Practical guides for daily collaboration, scaling across departments, and

building culture around AI-first principles.

• Case studies from real projects showing measurable impact.

• A vision of what AI-first organizations might look like and how to start

moving in that direction.

The term “AI-first collaboration” refers specifically to working alongside AI in

real time, where the technology contributes analysis and execution as an active

team member.

Wherever you begin, the invitation is simple:

Try it. Run one session. Reflect with your team. Let the learning

shape your next step.



About the Author
Our past experiences constrain and create the perspective we have as humans.

For Marko Taipale, this specific collection of experiences has led to a single

focus: designing the technical and organizational architecture for a ‘shared

brain.’

Marko’s worldview is defined not by a static career path, but by a deep filtering

of specific lenses:

• The Flow Lens: Early work with Scrum revealed that execution speed is

irrelevant if system queues are ignored.

• The Scale Lens: As a coach for GE FastWorks and Agile programs, he
learned that organizations are Complex Adaptive Systems (CAS), where

behavior emerges from structure, not instruction.

• The Human Lens: Integrating Nonviolent Communication (NVC) and
psychological safety, he established that trust is the absolute prerequisite

for effective automation.

This journey culminated in the Twin project and the creation of CollabAI.
Marko believes that the ultimate leverage point is not managing people, but

designing environments—rules, interfaces, and AI scaffolding—where high-

performance behavior becomes inevitable.

At the time of writing, Marko has transitioned from his role as Principal

Consultant in AI Transformation at Solita to the AI-native startup Agion Inc.,
where he continues to experiment with and build the sovereign organizational

intelligence of tomorrow.



Part 1: The AI Revolution



Prelude: Working at the Speed of AI
For decades, software development has wrestled with a consistent tension: we

introduce new tools, methods, and frameworks, yet delivery velocity remains

stagnant.

Agile improved collaboration. DevOps automated testing and deployment.

CI/CD established continuous releases. Despite these advancements, devel-

opers spend significant time waiting on reviews, decisions, and coordination.

Consider the alternative model.

At companies like Tesla and SpaceX, decisions occur in real time. Prototypes

evolve in hours and updates ship continuously, bypassing long planning cycles

or handoffs.

The difference lies in rhythm rather than budget or talent. Teams work

from a shared source of truth, acting simultaneously. Work moves forward

continuously rather than accumulating in queues.

AI facilitates a shift from individual task acceleration to increased team velocity.

The technology functions as an integrated component of the workflow rather

than an adjacent tool.

We began exploring this shift in 2024, starting with a single experiment.

The Trigger: 40 Prototypes in an Hour… and a Week of
Waiting

At Solita, we partnered with ISS in 2024 on a project we called Twin.
Our goal was simple: explore how AI could improve software development.
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In an early session, we asked AI to generatewireframes for a customer scenario.

Within an hour, forty prototypes appeared on the screen.

It should have been a breakthrough.

Instead, it became a bottleneck.

The customer only saw them a week later, during the next scheduled review.

Seven days of waiting after one hour of value-adding work.

That mismatch told us something important.

AI wasn’t the bottleneck. Our way of working was.

We were still stuck in queues—waiting for approvals, meetings, and next steps.

AI accelerated individual tasks, but the system around those tasks hadn’t

changed.

That was the moment it clicked:

the future of productivity isn’t about faster tools.

It’s about flow—how teams move together without friction.



WhyWork Gets Stuck: The Hidden
Bottleneck
Most organizations struggle to deliver software that generates business im-

pact.

The root cause is Queues.

As Donald Reinertsen states:

“Queues are the root cause of the majority of economic waste in

product development.” 1

Every handoff creates a queue.

The larger the organization, the longer the waits.

Even in Agile environments, the same problem persists.

We sprint faster in one stage, only to pilemorework into the next: ideaswait for

approval, features wait for implementation, code waits for testing and finished

work waits for release.

Figure 1. Simplified Value Stream

A simplified value stream — most of the time is spent waiting between stages.
1Donald G. Reinertsen, The Principles of Product Development Flow (2009).
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Most of the work isn’t progress — it’s waiting for the next stage (see Figure 1

for a simplified value stream). We are so keen on resource efficiency and too

often forget in order to be lean we need to first focus on the flow efficiency, as

Modig & Åhlström point out in their excellent book “This is Lean” 2.

I remember that back in the day 2006 we had cut down the development time

3x and yet at the company party the sales director came tome and said: “Marko,

I do not knowwhat your teams has done but customers are still waiting two years

to get their products.”

That bugged me so much that I had to figure it out. When we finally drew the

real value stream (Figure 2), the picture was even clear:

value adding work was only four months, rest was waiting.

Figure 2. Real Value Stream Example

The real value stream — where the waits became visible.

That’s when we realized the problem wasn’t local speed. It was the structure

we operated in.

2Niklas Modig & Pär Åhlström, This Is Lean: Resolving the Efficiency Paradox (2012).
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Why AI Tools Alone Don’t Fix It

Many teams have tried to “add AI” to their existing processes:

developers use code generators, testers automate cases, managers use AI

assistants, sales representatives have their copilots.

These tools accelerate individual steps without improving the whole system.

Work simply arrives at the next queue faster.

AI boosted task productivity, but overall productivity stays flat or just gets

worse as queues grow. There is no productivity gain if one silo just pushes

their stuff to the next silo.

The risk isn’t that AI is ineffective.

It’s that we use it inside a broken system.

Tool counts are a poormetric for AImaturity. True adoption requires redesign-

ing the workflow rather than merely optimizing individual activities.



Learning From AI‐First Companies
During the Twin project, we analyzed companies like Tesla, SpaceX, and

Neuralink to define “AI-first” practices.

Three patterns stood out:

1. Shared live data and shared goals. Everyone sees the same truth at the

same time.

2. Continuous decision-making. Changes integrate continuously without

ceremony gates.

3. AI embedded in the loop. AI functions as an integral component of daily

operations.

At Tesla, software validation happens throughout manufacturing.

Every vehicle runs in factory mode until all systems—software and hardware—

pass automated compliance checks. Development, testing, and regulation flow

together as one loop.

At SpaceX, thousands of hardware and software updates integrate in parallel.

Work doesn’t pause for “release cycles”; change and learning happen together.
1

We didn’t want to copy these companies. But we wanted to understand

what principles made this speed and alignment possible. We asked: “How

to adapt AI-first to our environment without billions invested into AI-first

infrastructure?”

1Joe Justice, public post summarizing observed rates of change at Neuralink/SpaceX.



From Tools to TeamMembers: What AI
Really Changes
Until now, most improvements in digital work have been focused on speeding

up individuals. Better tools, tighter pipelines, faster releases.

But even the fastest systems still depended on people working in turns, one

step waiting for the next.

AI changes that.

It allows everyone to work on the same problem at the same time in shared

rhythm.

AI externalizes the team’s shared thinking.

It writes, tests, designs, and reasons in real time—making ideas visible faster

than conversation ever could.

That visibility changes everything.

Instead of waiting for reviews or backlogs, the team can act on something

concrete right away.

This is why AI-first work isn’t about automation.

It’s about collaboration—the rhythm of how teams move from idea to impact

without losing alignment.

That rhythm is what we began to explore in our own work.

We started calling it CollabAI—short for collaborative AI—a way of working

where AI participates directly in the team.
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Definition: CollabAI

CollabAI (Collaborative AI) is a way of working where humans and AI col-

laborate in real time on the same task, in the same space, toward a shared

goal.

All the brilliant minds—people and AI—work on the same thing, at the same
time, on the same computer.

In essence, CollabAI replaces waiting and hand-offs with a shared rhythm of

flow.



The Twin Project: From Experiment to
Insight
In 2024, at Solita in partnership with ISS, we began an experiment we called

Twin.

At first, our focus was on AI tools.

We tested more than a hundred AI systems across coding, testing, design, and

documentation.

The speed gains were real but the overall cadence of work didn’t change. Tasks

got faster, yet the system still slowed between them.

As mentioned in the Prelude, our ‘forty-prototype moment’ was the wake-up

call. We had generated months of work in an hour, yet the value was stuck in

a queue. This realization forced us to stop asking ‘How do AI tools make us

faster?’ and start asking ‘How does AI change how we work together?’

So we tried something different.

(That story comes next.)



The CollabAI Case Study
We had asked the question. Now it was time to see what would happen.

To test our hypothesis, we set up a live session:

designers, developers, and the customer in one shared space, with AI in the

loop. No separate roles. No handoffs. Just one team working live, together.

A New Setup

The idea was simple:

if AI could act as a full participant, could we build software in real time, without

the usual delays?

We started with three principles:

1. Shared space: one computer with screen where everyone could see and

act on the same thing.

2. Role rotation: every 15 minutes, someone new took the keyboard.

3. AI participation: The AI functions as an active contributor—generating,

testing, and reasoning—rather than a passive helper.

The roles were clear:

• The Driver sat at the keyboard, applies team decisions and interacts with

AI.

• The Navigators are everyone else, guiding, questioning, and keeping

alignment to the goal.

• The AI responded to both, surfacing code, tests, or alternatives instantly.
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Everyone shared context, decisions, and progress as they happened.

We didn’t know if it would work.

But the moment we began, something shifted in the room.

A Session in Practice

Our first full CollabAI session had a simple goal:

“Raise the automation level of handling bills.”

The setup was equally simple:

one shared screen, one team, and AI in the loop.

Here’s who was in the room:

• Customer representative — brought real business context.

• Developers and designers — ready to act on it immediately.

• Facilitator — kept focus on the shared goal.

• AI assistant — participated live, generating designs, code, and tests as the

team worked.

Roles rotated every 15 minutes:

• The Driver sat at the keyboard, steering the session.
• The Navigators observed, questioned, and helped decide what mattered

next.

• The AI supported both by suggesting and testing solutions live.

The Flow in Action

1. Customer sets the stage.
The customer explains a bottleneck: “We need a faster and simpler way

to add product pricelists.”
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2. Driver prompts AI.
The Driver types: “Generate a data model to support adding product

pricelists.”

In seconds, the AI proposes a structure.

3. Team evaluates.
Navigators and the customer review it together, refining until it fits the

business goal.

4. Next rotation.
A newDriver takes over, now focusing on tests: “Generate acceptance tests

for these use cases.”

The AI produces test scenarios on the spot.

5. Design together.
Another rotation begins. The team asks AI to create a simple UI tomanage

pricelists.

The customer gives feedback live: what works, what doesn’t.

The team adjusts instantly.

6. By the end of the day…
We had a working feature:

• with a database schema,
• automated tests,
• a functioning UI with preliminary backend,
• and documentation — all co-created and verified in real time.

No backlog refinement, sprint planning, and phase-gates.

Just one continuous flow of people and AI, moving together toward one goal.

In traditional workflows, each role completes its part, hands it off, and waits

for the next.

In CollabAI, the team is responsible for end-to-end flow and members form a

cross-functional and cross-value-stream “get it done” team. This allows the

steps to happen side by side, eliminating the waiting entirely.
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Figure 3. Moving from existing silos to CollabAI teams

As figure shows, the difference isn’t just visual—it’s structural.

Traditional work moves through stages, each one queuing for the next.

In CollabAI, those stages collapse into a single shared loop where everyone

contributes at once.

The difference wasn’t just speed.

It was the feeling ofmomentum.

No one was waiting.

Everyone was producing and learning.

And AI kept the flow alive.

What We Learned

When the session ended, we stepped back and realized something simple but

profound:

the power of CollabAI wasn’t in the AI itself — it was in howwe used it together.
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Everyone in the room shared the same goal, saw the same data, and moved in

the same rhythm. AI simply made the feedback loops fast enough that learning

never stopped.

For the first time, we didn’t need to schedule alignment or synchronization.

It happened automatically through shared visibility.

That session became the blueprint for everything that followed.

The principles we’d glimpsed — shared context, role rotation, and AI in
the loop — formed the foundation of what would later become the CollabAI

framework.

Key Learnings from the Twin Project

• Speed reveals structure – AI amplified the hidden bottlenecks in our

workflow.
• Flow beats velocity – Real gains resulted from synchronizing people

and AI rather than isolated individual speed.
• Shared visibility creates trust – One screen replaced multiple meet-

ings.
• AI sparks, humans steer – AI generates options while humans direct

the outcome.

What Shifted

The experience differed significantly from previous sprints or workshops.

• The work was lighter. The burden was distributed rather than isolated.
• Feedback was immediate. The customer participated in the build rather

than waiting for a demo.
• Ideas built faster. Instant visibility allowed discussion to focus on imme-

diate priorities.
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• Learning accelerated. Every rotation gave someone new, hands-on

experience.

We stopped asking, “Who owns this task?” and started asking, “What should

we do next?”

This shift from individual ownership to shared flow fundamentally altered the

work.

Learning From Others

When we later compared notes with what Joe Justice and others described at

Musk companies — shared live data, continuous decision-making, teams self-

organizing around goals — we observed similar patterns.

The difference was scale.

They had custom AI systems like TeslaOne and thousands of people in motion.

We had one team, one screen, and off-the-shelf tools.

However, the essence was the same: alignment achieved through visibility
rather than hierarchical control.

We didn’t invent CollabAI in a vacuum.

We simply made those principles practical for digital teams anywhere.

That’s why CollabAI isn’t a framework or a process.

It’s a way of working — a collaboration powered by AI.

From Flow to Results

At first, we weren’t looking for proof. We were simply curious to observe the

results from our experiments. The rhythm felt right. The work moved easily.

The conversations flowed.
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But curiosity turned into discovery once we looked closer. Patterns began

to emerge: decisions came earlier, blockers dissolved faster, and outcomes

aligned almost on their own.

When we finally measured, the numbers told the same story our instincts

already had.

Teams working with CollabAI didn’t just feel in sync; they were faster, clearer,

and more connected than before.

Results: What Changed in Twin

When Twin embraced this new rhythm, we didn’t set out to win a race or prove

a point. We wanted to understand what happens when collaboration itself

becomes effortless.

The data spoke quietly but unmistakably. Decisions arrived sooner. Learning

cycles tightened. Coordination took care of itself.

Flow had turned into results, not through pressure but through alignment.

Here’s what we found:

100× faster iteration
500× faster decision-making

90% fewer coordination meetings

1 day skill application

These weren’t abstract calculations. They came directly from observing how

work moved through the team, how often decisions happened, how quickly

prototypes were validated, and how much time went back to real creation

instead of coordination.
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100× Faster Iteration

Generative AI made iteration cheap.

We moved from long planning cycles to short, tangible learning loops.

Take the design sprint benchmark1: one prototype tested in five days. In

CollabAI, we produced and tested forty prototypes in a single hour. Each was

ready in minutes, validated live with the customer.

That’s roughly 133× faster learning on the same effort.

The key isn’t speed for its own sake. It’s howmany validated learnings you can
generate before your competitors finish one cycle.

Try this:
Take a typical task your team delivers in two weeks.

Instead, run a two-hour CollabAI-style session: one goal, one screen, AI in

the loop.

Measure how many tested iterations you complete in that time.

That’s your flow multiplier.

500× Faster Decisions

In traditional teams, decisions cluster around sprint ceremonies. In CollabAI,

they happened continuously — sometimes every few minutes.

Take the product owner in Twin’s team. In a typical Scrum setup, he would join

a sprint review every two weeks to give feedback. Each review might lead to

three to five backlog items being revisited. That’s roughly one round of product

decisions every 10 working days.

1https://www.thesprintbook.com/the-design-sprint
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In CollabAI sessions, the same product owner made decisions every 5–15

minutes during the workday.

Across a 6-hour collaborative session, that’s between 24 and 72 meaningful

decisions — each immediately tested, adjusted, and aligned with the team’s

direction.

If we compare that to one decision round every two weeks (≈0.1 decisions

per hour), CollabAI raised the decision rate to 24–72 decisions per 6 hours, or

roughly 240–720× faster.

That’s not just speed for its own sake. It’s the compounding effect of learn-

ing through live alignment, where momentum replaces meetings and clarity

replaces ceremony. Compounding effect leads to higher impact.

A Note on Speed and Safety: Achieving this velocity requires a

specific cognitive discipline. If you go 500x fasterwithout safety, you

just crash 500x faster. We achieve this speed safely by using specific

rituals to trigger ‘slow thinking’ (System 2) at critical moments. We

will detail the science of this balance in the chapter The Cognitive

Architecture of Flow.

Try this: Over a sprint, count how many times work pauses for a decision.

Then, run a live session with all key roles present. See how many of those

pauses disappear when decisions happen in real time.

90% Fewer Coordination Meetings

We didn’t remove meetings entirely. We just needed fewer.

A short daily goal-setting session replaced backlog refinement, sprint planning,

and standups. A single weekly stakeholder review replaced demos and retros.
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Work happened in the session, not around it. Coordination became a side effect

of shared visibility.

The goal isn’t fewer meetings — it’s fewer interruptions to flow

1‐Day Skill Application

Rotation turned learning into doing.

One teammate who had never written production code became productive in

a single day. Guided by AI and peers, he built, tested, and delivered a working

endpoint—live.

It wasn’t theory. It was practice in motion.

Try this:
Invite a newcomer to drive one CollabAI rotation (after navigating 1h).

Support them with a navigator and AI.

Let themdeliver something small but real. The confidence gain is enormous.

AI‐Assisted Onboarding (ISS Mini‐Case)

After Twin, ISS explored CollabAI for onboarding (credit: Sami Öfverberg &

team). In a few days of sessionswith an experienced team solving real problems

while newcomers joined:

• ~60× faster to first value: from ~60 days to 1 day.
• Higher satisfaction: focused, CollabAI sessions reduced multitasking

fatigue.

• ~6× faster to autonomy: target was 6 months; teams reported ~1 month.
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These are single-org results; your mileage may vary, but the pattern—fast
context transfer plus immediate application—generalizes.

Mini-Case Takeaways: AI-Assisted Onboarding

• 60× faster to first value through real-time collaboration.
• Psychological safety improved because newcomers learned by doing.
• Experienced teammates became coaches, not gatekeepers.
• AI reduced waiting for guidance—context was always visible.

Lessons We Didn’t Expect

• Creativity increased: AI surfaced options we wouldn’t have considered;

designs are iterated live.

• Decision bottlenecks shrank: With the decider in the room, pivots were

immediate; AI kept surfacing next-best moves.

• Agency improved: AI provided leverage; humans set direction. Teams felt

more in control, not less.

Why These Numbers Matter (and Their Limitations)

We don’t claim that every team in every company will get identical results.

These are order-of-magnitude comparisons of decision frequency and itera-

tion cycles, not a claim that the total project finishes 500x faster.

The key takeaway is that by removing bottlenecks and integrating AI into

real-time collaboration, we saw dramatic improvements in execution speed,

decision-making, and team alignment.



The CollabAI Case Study 28

However, results will vary based on:

• Company culture—how open teams are to rapid collaboration.

• Task complexity—some work requires deep individual focus.

• AI & Data readiness—thematurity of AI tools with the right data integrated

into workflows.

Try this The best way to understand the impact is to test it in your own team.

Try running one session in a CollabAI format and compare time-to-decision,

iteration speed, and bottleneck reductions.

Defining CollabAI

All the brilliant minds, working on the same thing, at the same
time, in the same space, on the same computer—with AI as a full
participant.

This definition describes CollabAI in its simplest form.

CollabAI operates as a shared rhythm rather than a rigid framework. It

prioritizes the flow of human-AI collaboration over optimized ceremonies.

From Case Study to Continuity

The Twin discoveries built upon Agile and DevOps rather than replacing them.

Agile introduced collaboration. DevOps introduced automation. CollabAI

introduces synchronization between people and AI.

CollabAI connects these concepts. It revitalizes Agile values of collaboration

and adaptability using tools that enable true flow.



The CollabAI Case Study 29

The principles of trust, visibility, and feedback now extend to include AI.

CollabAI acts as a continuation of Agile rather than a competitor. It represents

the evolution of Agile with AI presence.

In the next chapter, we will examine how CollabAI aligns with Agile values and

helps teams rediscover the purpose behind agility.

CollabAI and Agile: Continuity and Change

CollabAI evolved directly from Agile rather than replacing it.

The Agile Manifesto gave us principles that remain relevant:

• Individuals and interactions over processes and tools.

• Working software over comprehensive documentation.

• Customer collaboration over contract negotiation.

• Responding to change over following a plan.

These values still matter. CollabAI is deeply aligned with them.

In practice, though, Agile often became frameworks: sprints, ceremonies,

roles, and backlogs. But they didn’t remove queues. Queues remained the

primary source of delay.

This was not a failure of principle, but a limitation of the available mechanics.

What AI Makes Possible

AI integration allows teams to work in genuine flow rather than simulating it

through ceremonies.

With AI as a teammember, decisions emerge organically. Real-time identifica-

tion of next steps replaces backlog refinement. Continuous customer feedback

replaces sprint reviews. Fluid participation replaces strict role boundaries.
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CollabAI does not reject Agile values; it establishes conditions where those

values are easier to uphold daily. It advances the spirit of Agile into an era

where technology matches intention.

Why Agile & DevOps Weren’t Enough

Agile, DevOps, and CI/CD all changed how we build software.

• Agile introduced principles of collaboration and adaptability.

• Scrum and related frameworks operationalized those principles into

sprints and backlogs.

• DevOps and CI/CD automated testing and deployment.

While these methodologies helped, they did not eliminate queues.

Agile and DevOps accelerated specific pipeline stages without optimizing the

entire system. Work continued to stall between refinement and coding, QA and

release, or approval and feedback.

At a Glance: The Difference

Separate roles, working

asynchronously

Everyone works on the same

thing at the same time

Handovers & queues delay

progress

No handovers — instant

iteration

Traditional Agile/DevOps
Practices

CollabAI Development
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Work split across tools,

locations, and times

One computer, one shared

space

Coordination meetings

required

Work happens together, fewer

meetings

Testing after development Testing with development, in

real time

Traditional Agile/DevOps
Practices

CollabAI Development

Agile and DevOps emphasized collaboration and automation, yet the queues

driving delay persisted.

CollabAI and the Agile Manifesto

When people first see CollabAI, some ask: “Isn’t this just Agile with AI?”

The answer is yes and no.

Yes, because CollabAI is deeply aligned with the values of the Manifesto.

No, because its mechanics are different. With AI in the loop, flow happens

directly, without backlogs, sprints, or ceremonies.
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Individuals and interactions
over processes and tools

One team, one screen, rotating

roles, with AI as a participant �

collaboration is continuous, not

gated by ceremonies.

Working software over
comprehensive documentation

AI helps generate prototypes,

tests, and docs in real time �

value visible in hours, not

weeks.

Customer collaboration over

contract negotiation

Customers sit at the same

screen � decisions every 5–15

minutes, not just every sprint.

Responding to change over
following a plan

AI surfaces the next-best action

live � no backlog refinement, no

waiting for sprint planning.

Agile Manifesto Value How CollabAI Extends It in
Practice

Agile defined the directional values; CollabAI provides the operationalmechan-

ics to execute them.

With AI in the room, collaboration transforms from a batched process to a

continuous state.

That’s the shift we’ll explore next:

what happens when AI becomes a full teammate.



What Happens When AI Enters the
Team
In the previous chapter, we explored how CollabAI evolves the principles of

Agile and DevOps.

The principles behind Agile still matter: collaboration, adaptability, and work-

ing software. The challenge was that practices often left queues in place. With

AI in the room, we can finally remove those queues and work in true flow.

In the last chapter, we saw why Agile frameworks fall short. They organize

tasks, create visibility, and automate delivery, but they don’t remove the

queues, delays, and decision bottlenecks that slow teams down.

So what happens when we bring AI not just into our tools, but into our team?

That’s what we discovered in the Twin Project. At first, we thought AI would

be like a super-powered assistant: helping with code, speeding up testing,

clearing the backlog. Butwhat happened surprised us. It didn’t justmake things

faster. It changed how we worked together. How we made decisions. And how

teams coordinate. Coordination is what we look into next.

The Interface of Speed: The Justice Board

(Note: Much of what follows about Tesla and SpaceX is based on second-hand

sources, including public talks and Joe Justice’s descriptions.)

At the heart of AI-first work is visibility. We achieve this through what Joe

Justice calls the Justice Board.

We will explore the full architecture in Part 3, but for the team context, the

concept is simple: instead of reporting upward through meetings, everyone
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works from the same live data—shared goals, KPIs, test results, and AI recom-

mendations.

The Justice Board functions as a shared visual interface for the organization. It

provides a single view visible to everyone, displaying top KPIs, current bottle-

necks, test results, and AI-recommended actions. It shows the organization’s

most important KPIs, pinpoints the next bottleneck slowing them down, and

offers the AI’s best recommendation for what to do next. It even includes

practical context such as available budget for external parts or services.

In other words, everyone sees the same truth, refreshed continuously.

The Operating System: Digital Self‐Management (DSM)

If the Board is the screen you look at, Digital Self-Management (DSM) is the
engine running behind it. DSM acts as the organization’s operating system,

processing the flood of real-time data to update the board and automate

approvals without human intervention. It ensures that the “truth” on the board

is always live, accurate, and actionable.

How Teams Coordinate at Scale

Coordination under DSM looks very different compared to anything I have

seen before. The system surfaces the most important opportunity, and teams

form dynamically around it. Collisions are detected early, because everyone

commits to trunk in small increments and the system flags overlaps. When

a dependency arises, the solution involves dynamic mobbing: You pull in the

right people, share context, and ownership shifts fluidly. Leadership changes

too: managers don’t assign work from afar. They join mobs, contribute hands-

on, and help to shape objectives directly.
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Lessons for CollabAI

In the Twin project, we simulated DSM principles without the enterprise scale.

We co-createdOKRswith AI.We checked alignment at the end of each rotation.

And we ran multi-team setups with just one 15–30 minute daily shared goal-

setting.

The surprise was that even without full DSM, alignment emerged naturally.
With AI surfacing context and goals, teams coordinated with minimal cere-

mony.

DSM is the backbone that lets CollabAI scale beyond one team. It provides

shared purpose, shared context, and shared truth.

How AI Transforms the Flow of Work

Think how people work today. Even when people share a room, they often

work in parallel — each with their own backlog, tasks, and goals. AI-first work

changes that.

In a CollabAI team, phases collapse into a shared moment. As a feature is

discussed, AI sketches UI ideas. While one person tweaks a prompt, another

refines logic with AI-generated tests. By the time the team reviews, AI has

flagged edge cases and suggested improvements.

What once took a week of handoffs happened in a single conversation. It didn’t

feel like Agile sped up; it felt like an entirely different rhythm.

From Coding Assistant to TeamMember

In most teams, AI is treated like a plugin: you chat with it, then it disappears.

In CollabAI, AI participates continuously.
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It helps prioritize the next item, highlights risks before humans notice them,

and suggests implementation paths mid-discussion.

This participation reduced friction between team members. The focus shifted

from individual task ownership to the immediate next step for the collective

work.

Real‐Time Decision‐Making Becomes the Norm

Agile stacks decisions between ceremonies: sprint planning, reviews, retros.

In CollabAI, decisions happened every 5–15 minutes.

Driver rotations created natural pause points. AI surfaced insights: what

changed, what risks emerged, what to try next. Because insights surfaced

continuously, the next step was obvious without waiting for a backlog decision

or a ceremony. The team felt lighter. Instead of energy draining away in the

waits, momentum came naturally from one small decision leading to the next.

The rhythm of continuous adjustment became one of the defining traits of AI-

first collaboration.

Four Levels of AI Impact

We observed a progression in how AI influenced the work:

1. Assistant — AI speeds up individual work (Copilot writing functions,

summarizing notes).
2. Collaborator—AI accelerates prototyping and team organization (sketch-

ing UI options live, suggesting tests).
3. Optimizer — AI weaves itself into the process (tests written alongside

features, architecture evolving continuously).
4. Strategist — AI highlights opportunities humans might miss (flagging a

usage spike and nudging a product pivot).
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Everything Happens Together

Kanban makes queues visible. DevOps automates steps inside them.

CollabAI removes them entirely, because AI works inside the team.

Nowaiting for Product Owner approval, because the Product Owner was in the

room (or the goal was explicitly defined in the DSM), and the AI surfaced the

next logical move immediately.

No waiting for UX specs, because AI generated wireframes.

No waiting for QA, because tests were written and run live.

The primary shift is the elimination of waiting time.

The transformation was social as much as technical.

Developers, designers, and testers worked simultaneously rather than sequen-

tially. AI helpedmaintainmomentum, resulting in a workflow defined by clarity

and efficiency.

Emerging practices

These practices emerged organically from the work itself rather than a pre-

existing framework.

As AI accelerated execution, we integrated decision-makers directly into the

workflow to maintain pace, significantly reducing the need for scheduled

meetings. “Getting stuff done” took precedence over static role definitions.

Continuous collaborative planning rendered the traditional backlog obsolete.

With the team aligned around a goal, a single screen and AI surfacing options

in real time, the immediate next steps became clear without administrative

overhead.

These findings represent flexible observations. Teams should use them as

a starting point to develop specific workflows that leverage AI to maintain
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continuous flow.

CollabAI began as an experiment in removing friction.

Treating AI as a collaborator rather than a plugin resulted in aworkflow defined

by clarity, shared momentum, and cohesion.



Common AI Pitfalls & How to Avoid
Them
AI-driven collaboration holds powerful promise. But it isn’t automatic. Like any

team member, AI creates problems if misunderstood or left unchecked.

We’ve seen it ourselves. Fast-moving teams lose clarity. Bold experiments spin

into chaos. Smart people defer to AI too quickly.

This chapter explores the four most dangerous traps—rooted in human

psychology—and how to avoid them.

Pitfall 1: The Speed Trap (Decision Pressure)

CollabAI moves fast. In a traditional team, you might make one big decision a

week. In a CollabAI session, you might make one every 10 minutes.

This velocity creates a subtle danger: The pressure to agree.

When the rhythm is fast, stopping the flow to say “I disagree” feels socially

expensive. Teammembers may nod along not because they agree, but because

they don’t want to be the one who “breaks the streak.” This leads to false

consensus.

Science Note: Cognitive Tunneling

High-velocity feedback loops can trap teams in System 1 Dominance, where

the brain prioritizes speed and coherence over truth. This leads to Cognitive
Tunneling—we focus narrowly on the immediate path the AI is building and
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ignore wider risks. The team agrees quickly to reduce the social friction of

stopping the fast-moving train.

How to fix it:

• Normalize the Pause: Make “Stop” a valid move. Use a phrase like “Let’s

anchor this” to pause the AI and verify the direction.

• The 3-Second Rule: Before accepting a major code block or design

change, count to three. If no one objects, proceed.

• Dissent is Work: Explicitly praise the person who stops the flow to catch

an error. “Great catch, glad we stopped for that.”

Pitfall 2: The Hidden Hierarchy (The Illusion of
Participation)

We use role rotation to equalize status. But having your hands on the keyboard

doesn’t always mean you are in control.

The trap is Tokenism. A junior developer might be the Driver, but a senior

architect is barking orders from the back seat. The junior is just a “typist” for the

senior’s ideas. Or worse, the team rotates, but only the loudest voice speaks.

Science Note: Status Characteristics Theory

Research confirms that without intervention, high-status individuals (se-

niors, extroverts) dominate 60–80% of group talk time, even in democratic

structures. Rotation alone does not fix this. If the social dynamic isn’t
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managed, CollabAI can actually amplify the hierarchy because the senior

leader can direct the AI through the junior driver.

How to fix it:

• Senior Navigators Ask, Don’t Tell: When a senior is navigating, their job

is to ask questions (“What does the AI suggest here?” or “How would you

handle that error?”), not dictate syntax.

• The Driver’s Veto: Establish a rule: The Driver has the final say on what

gets committed during their rotation. They can listen to advice, but they

press the button.

• Quiet Prompting: Sometimes, ask everyone to write a prompt silently in

a shared doc, then pick the best one. This removes the “loudest voice”

bias.

Pitfall 3: Letting AI Drive (Automation Bias)

The third trap is letting AI take the wheel. Teams assume it’s always right and

stop reviewing what it produces.

The AI fires off code suggestions, architectures, and design options. The team

begins to match its pace. You stop thinking and start reacting. You aren’t

collaborating; you are rubber-stamping.

Science Note: Automation Bias

Psychology shows that humans are “cognitive misers.” When an automated

system appears competent, our brains unconsciously switch off critical

analysis (System 2) to conserve energy. This is Automation Bias. You aren’t
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being lazy; your brain is optimizing for efficiency.

How to fix it:

• Trust but Verify: Treat AI as a junior developer who is fast but prone to

hallucinations. Never commit code you haven’t read.

• Conflict Prompts: Ask the AI to critique its own work. “What is the

security flaw in the code you just wrote?”

• Keep Humans in the Loop: Ensure a human makes the final call on every

merge. Use AI to accelerate judgment, not replace it.

Reality Check: The Rabbit Hole of “Yes”

During a session exploring a new business concept, our team fell into the

rhythm of “AI Driving.”

The AI suggested a targetmarket segment. We said “Yes.” It suggested a value

proposition. We said “Yes.” It proposed a complex loyalty program. We said

“Yes,” and spent an hour refining the tiers.

Suddenly, we looked up and realized we had spent the morning designing a

rewards system for a product we hadn’t even validated. We were building a

castle on a cloud because the AI kept offering logical next steps, and we kept

accepting them without checking the compass.

We only escaped when someone finally asked: “Wait, what was the goal we
were trying to reach, and how is this relevant to that?”

The Lesson: AI is an engine, not a steering wheel. If you stop steering, it will

drive you very fast in the wrong direction.
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Pitfall 4: The Silent Passenger (Social Loafing)

The fourth trap is subtle because it looks like collaboration, but it is actually

disengagement.

In a traditional meeting, silence feels awkward. But in a CollabAI session, the

AI is always talking. It generates code, text, and ideas endlessly. The Driver is

busy typing. The room feels active.

Because of this activity, other team members can mentally check out. They

stop navigating and start watching. They become passengers in a car driven by

the AI.

Science Note: Diffusion of Responsibility

When an AI agent acts like a competent teammate, humans subconsciously

feel less individual pressure to contribute. If the AI is active and the Driver

is active, the “passengers” assume their input is redundant. This is classic

Social Loafing.

How to fix it:

• ActiveNavigator Roles: Don’t just say “pay attention.” Assign specific jobs.
Tell one person: “Your only job is to spot security risks.” Tell another: “You

are the business proxy—stop us if we drift from the user goal.”
• Check the Energy: If the room is quiet except for the Driver and the

keyboard, you are in the trap. Stop and ask a specific person a specific

question.

Summary: Avoiding the Traps

AI amplifies human judgment, but it also amplifies human biases.
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• Speed can lead to Conformity.
• Rotation can hide Hierarchy.
• Automation can lead to Passivity.

The best teams use CollabAI to challenge these instincts, not indulge them.

They know that the goal isn’t just to go fast—it’s to go fast together.
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This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Running CollabAI In‐Person

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

What Comes Next

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The CollabAI Playbook: Habits &
Tactics
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Core Habits for Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Pattern 1: Micro‐Decisions, Not Meetings

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Pattern 2: Trust but Verify

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Pattern 3: Limit the Branching

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Pattern 4: Refresh the Context

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Pattern 5: Pause to Smooth

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Pattern 6: Flow Feels Social

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Advanced Tactics

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

BDD with AI: From User Stories to 15‐Minute Sprints

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Vibe Coding with CollabAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Parallel Exploration

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Micro‐Habits

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai
https://leanpub.com/collabai


Transitioning to CollabAI
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Principles of Transition

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Your Specific Path

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Moving forward: psychological stability

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The Cognitive Architecture of Flow
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Dual‐Process Team (System 1 vs. System 2)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Two Modes of Thinking

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Danger of Blind Automation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Hybrid Deep Thinking: The CollabAI Approach

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

“Slow is Smooth, Smooth is Fast”

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Psychological Safety as the “Operating System”

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Safety is Biological

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Foundation of Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Norms That Build Safety

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Shared Cognition & The “One Mind” Effect

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Identity & Status Leveling: The Power of Rotation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai


The Cognitive Architecture of Flow 61

The “We” State

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Navigating the Agentic Shift (The Future of Work)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Challenge of Identity Threat

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Cognitive Accountability: The New Golden Rule

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Theory to Ritual (The Toolkit Setup)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Rituals as Cognitive Triggers

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The System 2 Toolkit: Rituals for
Hybrid Thinking
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Rituals as Cognitive Triggers

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ritual 1: The Framing Pause

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ritual 2: The Slow‐Loop Decision Review

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ritual 3: The Red Team / Blue Team Switch

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Ritual 4: The Slow Reflection Loop

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ritual 5: The Deep Dive Session

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Conclusion: The Architecture of Shared Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Part 2 Summary: The Team is Ready

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Part 3: Scaling CollabAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


Why Scaling Needs Different
Foundations
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


The Architecture of Speed (Justice’s
Law)
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Conway’s Law vs. Justice’s Law

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

How it Works in Practice

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Defining the “Why”: The 1000‐Year Goal

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The One KPI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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What If You Don’t Have a 1000‐Year Goal?

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


The Operating System (Digital
Self‐Management)
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Mechanisms of DSM

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Automated Decision‐Making

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Digital Twins and Real‐Time Data

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Factory Mode (The Product Tests Itself)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The Feedback Architecture

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


The Interface (The Justice Board)
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Anatomy of the Board

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Left: The Anchor (Goals)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Middle: The Manager (The Board Itself)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Right: A Leaderless Ecosystem of Teams

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

How TeamsWork with the Board

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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From Teams to Organizations
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Shift We Kept Seeing

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Evolution of the Product Owner

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Governance Without Bureaucracy

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

A Note on Scaling

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Final Reflection

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


Part 4: The Transition Path

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Continuous Loop, Not a Ladder

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai
https://leanpub.com/collabai


The Cycle of Acceleration
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Measure Your Baseline (The Truth)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Automate the Bottleneck

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Modularize for Independence (Justice’s Law)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Repeat (The Compound Effect)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Practical Steps to Start the Loop

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


Transition Patterns: Detailed Guides
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Scrum to CollabAI: The Transition Path

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 1. Shift from Planning Cycles to Shared Daily Goals

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 2. Replace Ceremonies with Continuous Conversation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 3. Merge Roles into Shared Responsibility

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 4. Integrate AI Into the Team, Not the Toolchain

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Step 5. Make Work Visible Through Context, Not Tickets

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 6. Move From Sprints to Continuous Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 7. Let DSM Replace Manual Coordination

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 8. Redefine Success as Flow, Not Velocity

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Design Thinking to CollabAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 1. From Discovery Sprints to Living Context

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Step 2. From Problem Definition to Dynamic Goals

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 3. From Ideation Workshops to Real‐Time Co‐Creation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 4. From Prototyping Phases to Instant Experiments

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 5. From Delivery to Continuous Learning

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 6. FromWorkshops to Work Rhythm

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 7. From Facilitation to Flow Coaching

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Step 8. From Diamonds to Continuous Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai


Transition Patterns: Detailed Guides 79

From SAFe to CollabAI: Moving from Program
Increments to Continuous Alignment

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

1. From Program Increments to Continuous Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

2. From Release Trains to Dynamic Team Networks

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

3. From Portfolio Backlogs to Purpose‐Driven Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

4. From Governance to Guidance

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

5. From Roles to Shared Accountability

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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6. From Cadence to Rhythm

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


Innovation is the Strategy
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Final Reflection: From Velocity to Value

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai
https://leanpub.com/collabai


Part 5: The Agentic Horizon

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai


Rethinking Digital Business
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Bookstores to Algorithms

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Digital Business Cycle

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

How CollabAI Helps Businesses Move from Idea to
Impact

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Case: Pricing Automation at ISS

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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From Projects to Value Networks

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Summary: A Different Kind of Business

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai
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Rethinking Digital Business Through AI
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Three Perspectives on AI in Digital Business

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

1. The Digital Development Lens — AI in Everyday Creation and
Delivery

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

2. The Product & Strategy Lens — AI in Digital Business
Development

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

3. The AI‐First Organization — AI in End‐to‐End Transformation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Why Innovation Becomes the Core Process

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Choosing the Right AI Perspective for Your Organization

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Speed to Learning Advantage

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Theory to Business Reality

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Case DNA: Turning TwoWeeks into Six
Months of Progress
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Background

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Project Context & Setup

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Challenge

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Approach &Working Model

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The 10‐Day Sprint: Mini‐Cases and Outcomes

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Case 1: Reinvented version of old concept (5 Days)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Case 2: Mobile Verification Concept (2 Days)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Case 3: 4‐Hour Exploration of New Concept (Invalidated)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Why It Worked

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Key Learnings & Reflections

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Team Feedback

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Risks & Mitigations

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Outcomes & Business Impact

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Why It Matters

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Summary of Practical Recommendations

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai
https://leanpub.com/collabai


Case DNA: Turning Two Weeks into Six Months of Progress 90

The Limit of Human Speed

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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From CollabAI to Agentic AI Systems
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

CollabAI: The Human+AI Baseline

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

What Are Agentic AI Systems?

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Co‐Pilot to Co‐Orchestrator

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Where We Already See It

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Implications for CollabAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Risks and Responsibilities

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Factory‐Mode Example: Manufacturing Oversight at Scale

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Flow to Governance: Principles for the Agentic Era

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Human Intent as the Source of Alignment

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

From Flow to Accountability

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Dynamic Oversight

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Collective Coordination

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Evolution from CollabAI to Distributed Governance

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Incremental Adoption

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ecosystem Support

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Why This Matters

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Summary: Beyond the Baseline

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The Agion Pattern: The Architecture of
Safe Autonomy
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Platform: Machine Speed, Under Human Rules

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Method: Agentic CollabAI (Show & Do)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Enabling Condition: Safety by Design

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Leadership in the Agentic Era
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Beyond “Elon + Billions”

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Leadership as Participation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

The Core Challenge: Managing Identity Threat

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

LEAD: Set Direction and Boundaries

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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ENABLE: Build the Structures

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

REINFORCE: Monitor and Reward

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

RAISE AWARENESS: Educate on Risks

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Ethics: Pairing AI with People

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Summary: The Leader as Social Architect

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Beyond CollabAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Divergent Paths

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Work That Matters

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

A Call to Experiment

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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The Invitation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Way That Matters
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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This content is not available in the sample book. The book can be purchased
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This content is not available in the sample book. The book can be purchased
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This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Principles

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Five Assistant Types That Keep Showing Up

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Example: “Onboarding Buddy” (Template)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Assistant Design Sheet (Fill‐In)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Co‐Evolving Assistants

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Notes on Tools (Brief)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Quick Recipes

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

When Not to Use an Assistant

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Communication Styles

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Approaches to Hierarchy

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Psychological Safety Across Contexts

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Time and Flow

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Adapting CollabAI Globally

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Appendix C: Comparative Playbooks
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

What Joe Justice Says About Work

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

JoeDX – An Operating System for Speed

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

MobAI – Team Practice in Musk Companies

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

CollabAI ≠ MobAI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Musk‐Inspired Workflows

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

How to Move Forward

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Glance
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Key Outcomes

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

What These Numbers Mean

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Caveats

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

How to Use This Reference

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

CollabAI Session Template

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

DSM Setup Checklist

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

AI Assistant Design Sheet

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Prompting Cheat Sheet for CollabAI Sessions

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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CollabAI Retrospective Template

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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Where to Go Next
This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Your Next Step

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Further Resources

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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This content is not available in the sample book. The book can be purchased
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Core Principles of Flow and Product Development

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

AI and Work Studies

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Joe Justice and High‐Speed Operating Models

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.

Tools and Platforms

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/collabai.
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