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KAIlros

Flow-Al Driven Framework

Without a well-designed flow, there is no collective intelligence,

Only intelligences running like the Czech.
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1. Introduction

In Greek, the term kairos (kaipog) indicates the opportune moment, the critical time or the fleeting
moment in which something special and decisive happens.

Kairos expresses a concept of qualitative and not quantitative time, the special, unmeasurable
instant in which things are fulfilled, unlike chronos, the quantitative time that flows inexorably,
measurable with the clock.

In modern times, kairos is often associated with "flow", giving rise to Kairos flow, which indicates
the ability to get in tune with the present moment and to let oneself be carried away by the "flow
of action". It means acting in perfect timing, clearly perceiving the circumstances and finding the
maximum expression of one's potential exactly when the opportunity presents itself.

From these bases comes the idea of calling the framework you are about to discover KAlros, with a
capital "Al" that stands for Artificial Intelligence, i.e. a flow-oriented development, in which different
forms of intelligence (human and artificial) collaborate to achieve the result.

KAlros is the Flow-Al Driven framework where human intuition and artificial intelligence
collaborate at the perfect time.

e, 5
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2. Values

KAlros defines a set of Values that gives life to a system capable of anticipating decisions and implementing the
corresponding actions.

We value ORGANIZATIONAL HARMONY AS A FLOW OBIJECTIVE more than the local efficiency
of individual processes.

A process completed quickly but not aligned with the systemic vision does not produce value, it
produces friction.

The goal is not pure speed: it is the harmony between strategic vision, operational excellence and
continuous innovation.

We value more the COLLECTIVE SUPERINTELLIGENCE THAT EMERGES FROM SYNERGY than
individual performance in isolation.

The maximum value arises when the different intelligences, human and artificial, operate in
structured synergy.
No one, alone, can achieve what is possible to do together, because the system is smarter than

the sum of its parts.

We value ANTICIPATING CHANGE THROUGH DATA AND FACTS more than reacting to events
when they occur.

A proactive system does not wait for the problem to be visible to take action: it reads weak signals,
recognizes emerging patterns and positions itself in advance.

Artificial intelligence accelerates this predictive capacity, but it is human intelligence that governs
its direction.

We value Al MORE AS A CO-PILOT THAT AMPLIFIES HUMAN TALENT than artificial intelligence

as its replacement.

Artificial intelligence has no utility or purpose without human intelligence that directs it.
Its purpose is to free people from repetitive work and amplify their creativity, empathy and
decision-making intuition, not replace them.

e, 6
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3. Principles

KAlros links Values to a system of Principles that orients every operational decision towards harmony between
intelligences. Violating one means weakening the others.

Principle 1

VALUE COMES FROM COLLABORATION, NOT FROM THE WORK OF THE INDIVIDUAL

Advancement in the flow is the moment when collective intelligence manifests itself,
amplifying what neither intelligence, human or artificial, could have produced on its
own.

Transitions are the moment in which the system reflects and measures itself on value.

Principle 2

THE RHYTHM EMERGES FROM WITHIN, IT DOES NOT IMPOSE ITSELF FROM THE
OUTSIDE

Flow data, cognitive and operational skills, internal and external pressures, are the
signals that determine when to speed up and when to slow down.

An emerging rhythm reflects the reality of the system, allowing for the development of a
discipline, based on data, that allows the system to speed up when it can and slow down when it
must.

Principle 3

LEARN FASTER THAN THE ENVIRONMENT CHANGES

Collective superintelligence develops thanks to collective memory that makes
accelerated learning possible.

Everything that the system learns is crystallized in the collective memory, making knowledge
accessible at all times to the entire system.

e, 7
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Principle 4

Al IS A CO-PILOT, NOT AN ORACLE

The contribution of the co-pilot must be verifiable, measurable and defensible,
developing the structural conditions that make it possible to rely on it in a responsible
and scalable way.

An unvalidated machining is an opinion, a validated machining is a fact and allows you to gain
confidence in the structure, knowing that every progress in the flow is solid and reliable.

Principle 5

HUMAN JUDGMENT IS INDISPENSABLE WITH RESPECT TO VISION, ETHICS AND
RELATIONSHIPS

There are dimensions such as the definition of objectives, the ethical judgment of
choices, the quality of relationships, which cannot be delegated to artificial intelligence.

People preside over this space, and they can never delegate it to an artificial intelligence, which
is unable to make ethical assessments outside the box.
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4. Purpose Agreement

At KAlros, every initiative needs a compass that allows it to answer the fundamental question: "why are we
doing this?"

4.1 Systemic Transparency

The Purpose Agreement is the dynamic agreement that develops systemic transparency.
It's not a contract. It is not a scope document. It is not a project plan.

Its dynamic nature is its strength: in an environment where priorities change frantically, contexts
evolve rapidly, and information accumulates over time, a static agreement quickly becomes an
obstacle.

The Purpose Agreement is updated, refined and recalibrated to allow informed decisions through
two fundamental elements:

e Mission: quality management. It changes only if the raison d'étre of the initiative, and
consequently the usefulness of the attached solution, disappears, answering to: why does
this initiative exist?

e Target Window: the quantitative direction. It is updated through the data of the system,
defining a level of confidence and explicit risk dimensions to respond to: by when, in what
form?

o The Purpose Agreement is a commitment to transparency, not prediction.
e [t allows you to build trust in a volatile environment through informed decisions.

e The Collective Memory contains the history of the evolution of the system.

Mission and Target Window are of direction: a desired with an evaluation of merit at the level of
progressive confidence.

Example of a Purpose Agreement

"We want those who use the solution to be able to carry out action X by the end of Q2. Our current
Target Window is [[Best Date] — [Worst Date]], with Medium confidence: two open risk dimensions
on system integration."

A Purpose Agreement is defined as "Energized" when it is part of the culture of the intelligences
working on the solution:

e Each player can explain the Mission in their own words.

e Stakeholders know the Target Window and know how to read it.

e The work in progress all has an explicit link with the Mission.

e, ’
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e Updates are communicated proactively.

e Priority conflicts are resolved using the Purpose Agreement as leverage, not hierarchy or

pressure.

The Anti-Patterns in the development and evolution of the Purpose Agreement are:

Anti-Pattern

Frozen Purpose o
Agreement

Solo-Date Target e
Window

Solo-Purpose °
Agreement

[ ]
Out of Target .
Window
Promises

‘ Symptom

The Purpose
Agreement exists
but is never
updated.

The [Best Date] is
treated as a firm
promise, ignoring
the confidence
level.

Only Leadership
knows the Purpose
Agreement.

The team works on
processes without
understanding the
context.

The Leadership
givesin to
stakeholder
pressure and
promises dates not
supported by the
Target Window.

‘ System impact

The team works
on things that
don't matter.

Crisis of
confidence at
the first
postponement.
Pressure to
compress the
flow at the
expense of
quality.

Low-quality
handover.
Technically
correct but
strategically
irrelevant
processes.

Erosion of trust
in the system.
The team is
under
unrealistic
pressure.

‘ How to correct it

Activate an Al analysis of
consistency with the
Mission.

Re-educating
stakeholders on the
meaning of the Target
Window.

Always use: [Best Date],
[Worst Date], Confidence
Level.

Share the Purpose
Agreement at every
opportunity.

Use Al to generate
contextualized
explanations for each
process.

Never make promises
that are not sustainable.
Prepare for the most
plausible questions
before discussions with
stakeholders.

An Antipattern (or anti-pattern) is a practice, method, or seemingly logical solution to a recurring
problem that, however, proves to be ineffective or counterproductive in the long run.
Unlike an occasional mistake, it is a widespread approach that generates negative side effects.

4.2 Mission

The Mission is the raison d'étre of the initiative.

It does not describe features, does not list requirements, does not contain dates.

X 10
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It expresses the change that the initiative, through the attached solution, wants to produce in the
world of those who use it.

It is characterized by three fundamental aspects:
e |t is user-oriented, not system-oriented: it describes what becomes possible for those who
use the solution, not what the solution itself does.
e |tis measurable by impact, not by output: not "releasing 10 features" but "allowing the user
to do X without depending on Y".
e |t is stable but not immutable: it changes only when the raison d'étre of the initiative
changes, not when the technical or operational context changes.

The Mission is formulated through a guided process, with the support of Al, in the context analysis

phase. The suggested format is:

e Description: We want [subject] to be able [transformative action] [context condition]

e Macro Functionality: the main usage scenarios are described

The formulation process is developed in the following steps:

‘ What you do

IV contribution

1 Context Analysis

2 | Formulation

Input is collected from
stakeholders and
teams.

The needs attached to
the specific context are
analyzed.

A wording is proposed.
It is verified that it is
user-oriented,
measurable in impact,

Analyze collective
memory to
identify patterns
of needs that
have already
been observed.

It produces a
summary of the
needs that have
emerged.

It points out any
contradictions

that do not take
into account the

Output

Map of priority
needs in context.

Draft of the
Mission.

and understandable. collective

memory.
3 | Shared e  The Mission is shared e  Generate multiple | Mission validated
Validation with key stakeholders. versions for and crystallized in

It does not require
formal approval, it
requires shared
understanding.

e,

different
stakeholders:
team, business,
management,
users.

the collective
memory.
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The Mission can evolve and change, without this representing a failure: it is an act of strategic
maturity, dictated by the context, with impacts that must be managed with awareness.

Some of the Triggers that can cause a change are:

Triggers \ What happens to the Mission Impact on flow
Context Change It is revised to reflect the new e  Processing that is no longer
competitive or regulatory relevant is archived or reclassified.

environment.

User Feedback It is refined to reflect real, better- e The processes are reordered by
understood needs. priority and integrated with the
emerging ones.

Key-Stakeholder It is revalidated with new e The Purpose Agreement is
change stakeholders to ensure shared updated, as are the processes.
understanding.

Technological It remains stable, but the way it is e  Only the technical processes are
Evolution achieved can change dramatically. reviewed, but the user's need
remains the same.

4.3 Solution Backlog

The Solution Backlog is the living artifact that translates the Mission into concrete processes.
It is not a list of requirements, it is not a project plan, it is not an organizational to-do.

The Solution Backlog translates the priorities of the initiative into development work on the
attached solution at all times, answering a simple but powerful question: if this process were
completed, would the ability of the solution to realize the promise of the Mission increase?

If the answer is not a "clear yes", processing should not be prioritized because its maturity is still too
crude and its usefulness uncertain.

e A well-maintained Solution Backlog is the most tangible proof that the Mission and Purpose
Agreement are alive.

e A Solution Backlog that is cluttered, bloated, or inconsistent with the Mission is the earliest
sign that the system is losing its bearings.

Precisely to make the assessment of the maturity of a process more structured, Maturity Levels are
introduced , not progress states but readiness measures:

Description Condition for Role of Al
advancing
Draft . A process expressed in e Relevance to the e Generate the start card
an unstructured form: Mission is from the description.

approved and

N 12
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anidea, arequest, a

need not yet formalized.
° The Al receives it,

categorizes it and

generates an initial card.

prioritized in the
Solution Backlog.

Identify duplicates with
existing features.

It suggests the category
of processing and the
skills needed.

Suggests the reference
Validation Protocol.

Defined e The machiningis clear, A specific Verify the completeness
has a measurable goal, Validation of the definition.
and key dependencies are Protocol is Identify hidden
identified. assigned. dependencies by
e There is enough context analyzing collective
to estimate the impact memory.
and urgency. It proposes a draft of the
Validation Protocol.
Ready | e The processing has a e |tis possible to e Verify the consistency of
mature formalization to start a new the acceptance criteria

with the stated
standards.

It signals if the
sustainability of the
development is at risk
before the processing
enters.

enter the execution flow.
e Acceptance criteria are
defined, risks are
identified, and the
Validation Protocol is
comprehensive.

process that

complies with the
activation rules .
and thresholds
provided by the
K-Flow.

Example of Progression from Draft to Ready
e Draft: "Add Card Payment"
o Defined: "Integrate Stripe as a payment gateway for one-shot payments on mobile, with
network error handling. It depends on processing #47 (authentication)."

e Ready: same definition + acceptance criteria: test coverage >80%, zero critical
vulnerabilities in the security scan, Lighthouse score >85. Validation Protocol assigned.

The processes are prioritized with the support of Al, making visible aspects that would otherwise
be difficult to grasp: hidden patterns, progressive drifts, latent conflicts that become crises only
when it is too late to intervene easily.

In addition, Al makes it possible to actively monitor the health of the processes according to specific

dimensions:

Size \ What Al monitors Alert generated

Check that each process has a clear | e
and direct link with the current
Mission.

Mission Consistency "The #XX processing has no

explicit link with the current

X 13
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Aging

Hidden Dependency

Stakeholder
Pressure

Capacity vs. Volume

Definition Quality

Inflated Backlog

Competence
Aviability

KAlros defines a series of ceremonies, defining owner/cadence/output, to keep the Solution Backlog

Identify processes that have been
stopped for too long at a specific
maturity level.

Analyzes the collective memory
and the Solution Backlog to
identify undeclared dependencies
between processes.

Cross-reference incoming requests
with the current Solution Backlog,
looking for priority conflicts.

Monitor the ratio of Ready
machining to your team's available
capacity.

Verify that Defined features have
explicit acceptance criteria and
Validation Protocol assigned.

The number of jobs grows without
ever being completed, deleted or
archived.

Availability of the necessary skills
for Ready machining.

Mission. Confirm that it is a
conscious choice."

"The #XX has been in Draft status
for 14 days. Options: refine,
delete, scale by decision."

"The processing #XX could be
blocked by #YY, not declared as an
addiction. Verify."

"Stakeholder X's request conflicts
in priority with the #AA and #BB
work already in the Solution
Backlog."

"The Solution Backlog contains 12
Ready processes. The estimated
capacity for the next Target
Window is 6-8. The Solution
Backlog is overloaded."

"The processing is #XX defined but
the Validation Protocol is missing.
He can't advance to Ready
without it."

"The Solution Backlog contains
dozens of Draft jobs that have
been stopped for months."

It makes visible the scarcity of
primary skills.

up to date, optimizing the time spent and increasing the quality of decisions:

IV contribution

Ceremony ‘ Cadence ‘ Purpose
Backlog Continuous e C(Classify new °
Triage (Al) + human incoming
review processing. .
e |dentify duplicates
and dependencies.
Backlog Continuous e Advance machining | e
Refinement | (Al) + periodic from Defined to
ceremony Ready.

e,

Generate draft cards | Draft (or

on your own. Defined tabs
Report duplicates when

with existing possible).
features. It proposes

category and initial

priority.

It proposes the list Ready
sorted by machining.
impact/urgency.
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Priority On Al triggers
or
stakeholders

Backlog At the end of

Cleaning each Target

Window

4.4 Target Window

Check the
completeness of
the Validation
Protocols.

Extraordinary
prioritization
review when a
conflict emerges
or an urgent
request arrives.

Radical cleaning:
eliminates obsolete
processes, re-
evaluates those in
Draft and Defined
that are open,
realigns priorities.

Dependency check.
Reports processes
blocked by unmet
prerequisites.

Generates impact
analysis of the new
request on the
current Solution
Backlog.

Simulate
reprioritization
scenarios with
related effects on the
Target Window.

Identifies features
with low feed
probability.
Generates cleanup
changelogs for
collective memory.

In KAlros, estimates never take the form of a punctual date.

Backlogs
with updated
priorities.

Clean
backlog +
updated
collective
memory.

The Target Window replaces the punctual date with something more honest and more useful: a

time window of confidence, explicit in its assumptions and updatable over time without loss of

credibility:

e Punctual date: "/t will be ready on June 30"
o Communicate false certainty

o Doesn't spell out the risks

o Generates crisis when missed

o It doesn't update without "failing"

e Target Window: "Between 20 and 30 June, medium confidence'

o Communicate honesty and context

Explain the dimensions of risk

o
o Updates without losing credibility
o

Builds lasting trust

1

This is due to the awareness that a punctual date in a complex environment is a structural lie,

communicating certainty where there is none, creating unrealistic expectations and generating

crises of trust when, inevitably, it is not respected.

e,
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One of the most critical moments in developing a solution is when a stakeholder asks, "When will it

be ready?". The Target Window provides the structure to respond with honesty and authority,

without improvising and without making promises not supported by data.

Standard form of response to "When will X be ready?"

"Based on the current pace of the system and the open risk size, our Target Window for X is [[Best
Date] — [Worst Date]], with confidence level [High/Medium/Low]. We have [N] active risk
dimensions that we are monitoring. We will proactively update you if the picture changes

significantly."

This response builds more trust than any punctual date because it communicates three fundamental

things: transparency on real uncertainty, systematicity in monitoring and proactivity in

communication.

Each Target Window is accompanied by a confidence level, always characterized by an estimation

range and conditioned by a set of Risk Dimensions.

Description

Number of risk
dimensions

How to communicate to
stakeholders

High

Medium

Low

Completion will most likely
occur by [Best Date], by
[Worst Date] at the latest.

Completion will occur
between the [Best Date]
and the [Worst Date]. The
variability is real but
manageable.

By [Worst Date] we will
release as much as
possible. If the unknowns
decrease, we will get closer
to the [Best Date].

No open impactful
dimensions.

1 to 3 dimensions of
risk present.

More than 3
dimensions of risk
present.

"We are very confident that we
will release by [Best Date]. The
[Worst Date] should be
considered as a margin of safety."

"Our estimate is between [Best
Date] and [Worst Date]. We have
[N] open risks that we are
actively monitoring."

"The current context has high
uncertainty. Our commitment is
to [Worst Date] with full
transparency on the evolution of
risks looking at the [Best Date].

[Best Date] and [Worst Date] are defined and determined as follows:

Date

Best Date

\ What it represents

\ How to determine

The completion date in the best e Historical analysis of the team's Lead

plausible condition: no dimension of

e,

Time on similar processes.
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Worst Date

risk manifests itself, the rhythm of
the system is the optimal one.

The completion date in the most
plausible adverse condition: all
identified risk dimensions manifest
themselves in their most impactful
form.

Al calculates the optimistic percentile
based on the information contained
in the collective memory.

Al simulation of the Worst-Date
scenario based on the declared risk
dimensions and the impact history of
similar events.

Risk Dimensions are not generic, but are grouped into structured categories that the team and Al

systematically analyze:

Risk dimension

\ LE A EE T

\ How Al Supports Analytics

Work Definition
Level

Technical

Uncertainty

External Dependency

Domain Awareness

Interdependence

How many features in the .
perimeter of the next Target
Window are still in Draft or
Defined vs Ready status. .
The more uncertain they are,

the greater the risk.

The degree of inexperience of | e
the team in the specific

technical domain of the
machining.

A domain that has never been
explored is a real risk.

The number of dependencies .
on systems, teams, or

individuals outside of the

team's direct control. °

How much the collective °
memory contains references

to the specific domain of
processing. °
A new domain is a risk of
underestimation.

The number and complexity .
of dependencies between
features primarily within the

same Target Window. .
The more interconnected

they are, the more a block

propagates.
&
]

Calculate the Ready/(Draft +
Defined) ratio in the perimeter
of the Target Window.

Indicates if the average maturity
is insufficient to ensure a stable
flow.

Analyze the collective memory:
how many similar processes
have been handled previously?
With what Lead Time? With
what types of blocks?

Map the dependencies declared
and those hidden in the
collective memory.

Calculate the impact on the Lead
Time for each unresolved
dependency.

It produces an index of domain
coverage in the collective
memory.

Suggests a contingency buffer
when the domain is
underexplored.

Generates a map of
dependencies within the Target
Window.

Identify critical processes whose
blocking would have a domino
effect on others.

17
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The Target Window is not static, but updates every time the conditions that determine it change:
new processes enter the perimeter, dimensions of risk close or open, the actual rhythm of the system
diverges from the expected one.

Al maintains a complete history of all Target Windows and their updates, making it possible to verify
the accuracy of estimates over time (and to improve them progressively) and provide stakeholders
with a transparent narrative of the evolution of processes, not an unjustified change of dates.

4.5 Solution & Product

KAlros uses the term "solution" to indicate the developments attached to any initiative: a service, a
system, a process, a platform, a search result.

The choice of the term "solution" is intentional, being broader than "product" and applying to any
context in which a team may find itself working to produce value:
e SOLUTION: general context.
o Any value output: service, system, process, platform, search.
o The Purpose Agreement is focused on the value produced for a specific group of
stakeholders.
o Applicable to: internal projects, R&D, consulting, enterprise systems.
e PRODUCT: Solution specialization.
o lItis applied when you want to solve a need across a cohort of users.
o The Purpose Agreement becomes Product Purpose and includes adoption metrics and
feedback from real users.
o Applicable to: digital products, apps, B2C/B2B platforms with end users.

The transition to the Product leads from the Solution Backlog to the Product Backlog, the difference
of which is not in the structure (Mission and Target Window remain) but in a series of new aspects
to be incorporated for its management:

Additional
appearance

What it adds to the Purpose
Agreement

How Al supports

Market-Fit

User adoption

Feedback loop

The Mission is extended with an
explicit reference to the positioning in
the market and the problem that the
product solves for its users.

The Target Window incorporates
adoption metrics as release targets:
it's not enough for the feature to exist,
it must be used.

The Product Backlog receives direct
input from end users through a

e,

It analyzes user feedback in the
collective memory and correlates it
with completed processes, measuring
the value produced at each Target
Window.

Monitor post-release adoption
metrics and report whether the value
released translates into expected
behaviors.

Classify and prioritize user feedback,
correlating each request with the
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structured process, not just indirect product mission and the processes
stakeholders. already in the relevant Product
Backlog.
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5 KAlros Accountability

Each Accountability oversees a specific aspect of the system and can be energized by Human Player, Al Player
or a combination of them.

5.1 Active Presidium

Accountability forms the system of active supervision of the development of a solution.

KAlros defines three essential accountability:

Accountability Primary focus ‘ Ownership ‘ Al Player contribution
Leadership Vision, direction, Human Player. e Raise alerts, and perform
strategic priorities. consistency analysis and
forecasts.

e Double-check of Solution
Backlog proposals.

Peacekeeping Quality of the flow, Human and/or Al | e Real-time monitoring.
number of processes Player. e Co-Design and verification
available. of validation protocols.

Flowing Execution of Human and/or Al | e Autonomous development.
machining, co-build. Player. e Work in co-build.

o |t feeds the collective
memory.

An accountability can be energized (covered) by:
e Human Player, a person.
e Al Player, agents or artificial intelligence algorithms.
e Co-Build, a collaboration of different intelligences, human and artificial.

5.2 Leadership

Leadership accountability ensures consistency of vision.

Leadership is the guardian of the strategic direction of the solution: it keeps alive and consistent
the vision that gives meaning to all the work of the system.

It manages the field of forces that influence development: stakeholder pressures, market changes,
the evolution of the organizational context, ethical decisions, transforming data and signals in
direction.

Leadership focuses on the following primary responsibilities:
e Define and maintain the Purpose Agreement of the solution, ensuring its viability over time.
e Prioritize and validate the processes in the Solution Backlog based on the strategic vision.
e Contribute to the collective memory with strategic decisions, reasoning and business context.
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e Resolving the conflicts between expectations and sustainability, deciding when to slow down
is the right choice.

e Guiding interactions with stakeholders, presenting data with authority.

e Activate change modes when conditions require it.

Leadership can only be energized by Human Players.
e |t requires ethical judgment, a deep understanding of the human context and the ability
to stay in strategic ambiguity without seeking local optimization.

e No Al agent can replace these skills.

This accountability can land on typical leadership roles: Project Manager, Product Owner, Product
Manager/Management, etc.

Signs of Effective Leadership
e The Purpose Agreement is up-to-date and reflects the current reality of the solution.
¢ Stakeholders receive proactive updates before asking.
e The processes in the Solution Backlog are consistent with the vision, the deviations are
conscious choices.
¢ Conflicts of priorities are resolved before they become crises.

¢ Collective memory contains contextualized strategic decisions, not just operational data.

Leadership interacts with flow in three distinct ways, each with a different frequency and depth:

Mode \ When \ How it interacts with flow
Continuous o Alwaysonwith Al | e Itreceives alerts from Al on misalignments in the
monitoring support. Solution Backlog, stopped work, misaligned

stakeholder pressures.
e |t does not intervene on every signal: it filters out
what requires human judgment.

Strategic e OnAltriggeroron | ® When Al signals a conflict of priorities or a drift
decision own impulse. from the vision, Leadership enters the flow:
validate, redirect, or approve.
e  The decision is always human, the data comes
from Al.

Structured e  Flow ceremonies e Lead ceremonies with Al-generated dashboards.
ceremonies and specifications. It presents data, not impressions.
e |t collects stakeholder input and translates it into
Draft work for the Solution Backlog.

The relationship between Leadership and Al follows a specific pattern: Al is the co-pilot that provides
visibility, the human is the guardian who decides.
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This distinction is not philosophical, it is operational, defining the scope of action of Al:

e Continuously monitor the consistency of the processes in the Solution Backlog with the
Purpose Agreement.

e Generate alerts when a process deviates from the Mission without it being a conscious
choice.

e Produce impact analysis when an urgent stakeholder request arrives.

e Prepare summary reports on: product value, Purpose Agreement status, etc.

e Making the history of strategic decisions available in the collective memory.

e Suggest updates to the Target Window based on the flow data.

e Report when the Solution Backlog grows beyond the team's capacity to absorb.

Leadership never delegates to Al the decision on: solution objectives, ethical judgments, stakeholder
relationship management, choice between speed and quality. These dimensions remain inalienably
human.

The Anti-Patterns to avoid in the context of Leadership are:

Anti-Pattern What happens ‘ How to correct it
Vision Drift e The processes accumulate e  Review the Solution Backlog with Al
without being traced back to and clean up inconsistent machining.

the Purpose Agreement.
e The Al reports but no one

intervenes.
Stakeholder Stakeholder requests go directly | e  Each request must enter as a Draft in
Overload into the flow without being the Solution Backlog.
filtered. e Leadership evaluates before any
commitment.
Randomic Promises are made to e  Always use the formula: "Based on the
Promises stakeholders that are not current pace, our Target Window is [A-
supported by the Target B]."
Window.
Al Full Leadership accepts Al proposals | e  Every Al proposal is a starting point for
Delegation without critically evaluating human judgment, never an end point.
them.

5.3 Peacekeeping

Peacekeeping's accountability ensures the quality of the flow.

Peacekeeping is the most subtle and critical accountability as it oversees transitions (handovers):
the moments in which a process passes from one state to another, from one player to another, from
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Each handover is a critical moment because the context must be conveyed in a complete way,
expectations must be aligned, acceptance criteria must be clear. If poorly executed, it generates

rework, confusion and loss of knowledge.

The anatomy of a handover is as follows:

Handover
element

Background information | Who
produces it

Consequence if it is missing

Working
Context

Why this process
exists
What need does it

Al Player
(automatic
synthesis) +

The recipient of the
handover starts over.
Loss of consciousness.

solve Human Player Low quality.
What decisions have | (strategic
been made. judgment)

Progress State What has been done Al Player The recipient does not know
What's left (automatic where to pick up from.
Which variants were | log) + Human Risk of duplication of work or
discarded and why. Player decisions already made.

(qualitative

observations)

Acceptance Conditions for the Validation The recipient doesn't know
Criteria machining to be protocols when they're done.
considered (Validation The next state becomes
completed in the next | Protocol) arbitrary.
state.
Risks and What surprised Human Player States are not prepared for
Anomalies during the making (mandatory) + anomalies.
What risks have Al Player Faults are more likely.
arisen (pattern
What could impact recognition)
subsequent states.
Nex Step Responsible for the Characterizing Ambiguity of responsibility.
Ownership next state: Human, the state Machining can get stuck
Al, or co-build. itself. between states without

anyone taking action.

Peacekeeping's accountability focuses on ensuring that handovers, and consequently flow, flow
with an emergent, not imposed, pace. It intervenes when it detects the first signs of imbalance:
sustainability under pressure, a player in cognitive overload, a column that empties too quickly, etc.

The action implemented is preventive, intervening before the signals become concrete problems
(faults), focusing on:
e Monitor the flow in real time.
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e Manage the sustainability of processes dynamically, identifying and removing blockages

before they become crises.

e Design handover protocols for each type of processing, updating them in the collective

memory.

e Ensure and measure the quality of handovers.

e Propose operational changes to the flow when the data indicates structural inefficiencies.

e Qverseeing optimization actions.

e Reporting to Leadership when an operational problem has strategic impact.

e Peacekeeping can be energized by Human Player, Al Player, or both in co-build.

e |tis accountability that benefits most of all from Human-Al collaboration: Al provides real-

time visibility, humans bring contextual judgment and relational sensitivity.

Coach, Technical Leader, etc.

Signs of Effective Peacekeeping

¢ Handovers do not generate rework.

This accountability can land on typical operational leadership roles: Team Leader, Agile-Lean

¢ Sustainability is continuously monitored and never ignored.
¢ Blockages are identified and removed before they become declared crises.
¢ The collective memory contains updated and used handover protocols.

Peacekeeping operates on three temporal levels, each with specific tools and characteristics:

continuous vigilance, reactive intervention and structural improvement.

Level ‘ Time horizon ‘ Tools used
Continuous Real-time e Visual Board
Surveillance o Alert Al

e Flow signals
Reactive Declared time e  WIP adjustment
Response e Player reallocation

e Dependency

Unlocking
Structural At the end of e Flow Optimization
Improvement | each Target e Refinement of
Window collective memory

Handover Review

‘ Expected output

Visibility into system status.
Early identification of
abnormalities.

Restoring the emerging rhythm.
Uninterrupted handovers.

Updated protocols.
Enriched collective memory.
Smoother flow.

In Peacekeeping, different intelligences deal with specific contributions:

e Al is the permanent sensor: it reads the state of the flow, analyzes patterns, generates

actionable insights.

e,
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e the human is the regulator: it validates insights, decides whether and how to intervene,

This

brings the relational dimension and context that Al cannot perceive.

combination makes the handover control effective and, at the same time, efficient.

The Anti-Patterns in the field of Peacekeeping are:

Anti-Pattern What happens \ How to correct it
Perpetual Peacekeeping always intervenes e Dedicate structured time to continuous
Firefighting in emergencies, never in supervision.
prevention. e Read Al signals before they scale.
Implicit Machining changes state e Each processing category must have an
Handover without an explicit protocol. associated Handover Protocol.
Passive The area is guarded but e Produce at least one action with
Peacekeeping structural improvements are measurable impact during each Target
never proposed. Window.
5.4 Flowing

Flowing's accountability focuses on developments.

Flowing carries out the processes necessary to achieve the Mission, completing them with the

highest possible quality thanks to a co-build of the different intelligences in the field.

The Players that energize Flowing's accountability are responsible for:

Each
prod

Complete each process by validating it according to the specific Validation Protocol.

To foster Human-Al co-build sessions, maximizing the value produced by synergy.

Feeding the collective memory with qualitative observations, patterns adopted, anomalies
detected.

Report anomalies in the flow to Peacekeeping before they become roadblocks.

Bring the operational perspective into every discussion.

Ensure that every handover is always complete and contextualized.

process completed by Flowing not only produces direct value regarding the initiative: it
uces knowledge for the system that uses Al to contextualize future processes, generating

collective superintelligence over time.

e Flowing can be energized by Human Player, Al Player, or both in co-build mode.
e |t is KAlros' most plural accountability: it welcomes developers, researchers, analysts,
specialized Al agents, referred to by the neutral term "Player".

This accountability can land on typical operational roles: Team Member, Squad Player, Developer, etc.
We recommend using the neutral term "Player".
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Signs of Effective Flowing

¢ The quality of the handovers remains high: few reworks, context conveyed in a complete
way.

¢ The collective memory is enriched with relevant qualitative observations after each Target
Window.

¢ Validation faults are rare and, when they occur, they are quickly managed and recorded in
special logs.

¢ Co-build sessions produce better outputs than what the Human or Al Player alone would
have produced.

e The Lead Time of the processes decreases over time thanks to the refinement of the
collective memory.

The Anti-Patterns to avoid in the context of Flowing are:

Anti-Pattern What happens How to correct it

Replacement Al | ¢ The human player accepts e  Make decision-making explicit
everything that Al proposes e Approvals must be informed, not
without critical evaluation. automatic.

e The couple becomes de-
responsibility.

Silent Memory e The work is completed but no e  Structure memorization as a formal,
one feeds the collective not optional, step.
memory. e Al crystallizes data, humans add

context.

Implicit e The machining is considered e No machining is completed without

Handover complete before passing the having passed at least the minimum
Validation Protocol. level of validation.

Progressive e Human players stop cultivating e Plan Target Window exclusively

Deskilling skills because Al completely pertaining to Human Player to keep
replaces them. critical skills active and qualified.
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6 KAlros Flow

The processes are developed through the KAlros Flow, a sequence of handovers in continuous efficiency.

6.1 K-Flow
The KAlros Flow (K-Flow) is the operational heart of KAlros: a sequence of handovers governed by
explicit triggers, defined owners and coded validation protocols that generate an act of collective
intelligence.

It is not a linear process, nor a fixed-frequency cycle, but a series of state transitions with explicit
and unambiguous characteristics:

e Owner defined.

e trigger that enables entry.

e validation protocol that certifies the exit.

Advancement does not take place by inertia but through two conditions of systemic intelligence:
e exit conditions from one state compatible with those of entry of the next state.
e Work In Progress limit (WIP limit, maximum number of processes allowed) in the

unsaturated input state.

e K-Flow does not have a fixed cadence: a process can go through all states in an hour or a week.
e What matters is not speed, rather that each transition takes place with full awareness,
memorized context, and respected validation.

e  The WIP limit allows you to continuously calibrate the most appropriate execution capacity.

6.2 K-Flow Memory

K-Flow Memory (K-Memory) is the collective memory of the KAlros system.
It's not a database of documents, it's not a repository of decisions, it's not a business wiki.

It is the collective digital awareness that allows the system to learn, and to do so faster than the

environment around it changes.

K-Flow Memory is actively used by Al to contextualize each new process, improve each handover,
refine each Validation Protocol: it is therefore not a static archive to be accessed occasionally, but
the cognitive substrate on which the system operates continuously.

e A team that loses its K-Flow Memory doesn't just lose come on: it loses its collective
intelligence. Each evaluation returns to being generic.

The architecture of K-Flow Memory is structured as follows:
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Memory Layer

What's in it

‘ Who feeds it

‘ How it is used

Operative Work in progress, Al (automatic) + Immediate contextualization.
Memory current statuses, Flowing (real- The Al Player uses this layer
current WIP, pending time for every real-time analysis.
handover. observations)
Tactical Completed machining, | Al Refinement of current
Memory recent decisions, (Memorization) + processes.
resolved faults, Human Player The Al Player uses this layer
observed handover (qualitative to generate contextualized
patterns. observations) variants.
Strategic Leadership decisions, Leadership Target Window and
Memory evolution of the (decisions) + stakeholder management.

Purpose Agreement,

Peacekeeping

The Al Player uses this layer

operating principles (principles for forecasting and
promoted by promoted) consistency analysis.
observations, stable
patterns.

Epistemological = What the team does Al (pattern Optimization of the allocation of

Memory recognition) + processes, calibration of the WIP
Peacekeeping limit, general improvement of the

(refinement) flow.

best, where the
estimates were most
accurate, which
domains are most
uncertain, which
combinations of
players produce the
best results.

An effective K-Memory must be accompanied by a continuous Memory Refinement action to
guarantee its quality, consolidating and promoting the accumulated knowledge:

‘ Refinement action Who performs it ‘ Output

Cleaning Al identifies, Removal of knowledge that is no longer relevant to
Peacekeeping the evolution of the solution or context.
decides.

Al identifies and
proposes merger,
Peacekeeping

Consolidation Unifying similar knowledge into a single, more

complete and accessible entry.

approves.

Promotion Al proposes, Transformation of stable patterns into operating
Peacekeeping and principles that guide future preparations.
Leadership
approve.
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Contradictions

Al identifies,
Flowing and

Leadership solve.

Indexing

Automatic Al.

Resolution of conflicting knowledge, with an explicit
choice between alternative versions.

Reorganization of memory by relevance, frequency

of use and date of last application.

In particular, Quality Signals allow you to monitor the health of the K-Flow Memory and activate

appropriate actions regarding what has been found:

Quality signal

‘ How to measure it

Memory Leverage °
Time (MLT)

Access frequency .

Contradictions °
Rate °

Domain Coverage °

Learning Velocity
Index (LVI)

Time saved thanks to memory | o
vs manual context

reconstruction. .
A growing MLT indicates

useful and strategic memory.

How many times each °
memory entry is retrieved °
and used. °

Entries that have never been
accessed are candidates for
elimination in Memory
Refinement.

Number of conflicting entries. | e
An increasing rate indicates

that memory grows without .
governance.

Percentage of domains of .
current features that have
matches in memory. °

Low coverage increases
technical uncertainty in target
windows.

Optimizations Detected / .
Observation Period.

Measure how quickly the
system transforms experience
into reusable knowledge.

6.3 K-Flow Handover Protocol

‘ What to do when it degrades

Investigate which categories of
features have low MLT.

Is the problem in the quality of the
information or in the
classification?

Perform a Memory Refinement.
Delete obsolete entries.
Memory must be essential, not
encyclopedic.

Activate extraordinary Memory
Refinement.

Resolve contradictions with
explicit decisions.

Identify domains that are not
covered.

Plan exploratory work or
consolidation sessions to fill gaps.

If the LVI is low, the team
completes machining without
learning.

Verify that collective memory is
adequately valued and not treated
as a formality.

The difference between a team that uses Al and a team that trusts Al is not in speed, but rather in

the guardrails that allow it to be adopted safely.
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The Handover Protocol is the guardrail of safety adoption, consisting of the aggregation of one or

more Handover Validation Layers (HVLs):

Typical threshold

Who unlocks if they
fail

Layers Name

What it verifies

HVL1 Standard The processing Zero schema Flowing (who
Compliance complies with the errors. produced the
formal standards of Zero processing)
the domain: syntax, regulatory
format, structure, violations.
regulatory 100%
obligations. convention
It is the mandatory naming
layer for any compliance.
processing.
HVL2 Behavioral Machining does what Coverage 2 Flowing (who
Testing it has to do. 80% (or produced the
Expected behaviors declared processing)
are verified in a threshold).
reproducible and Zero failed
automated way. tests.
Zero
regressions
compared to
the previous
version.
HVL3 Quality The processing meets Lighthouse > Flowing due to
Gate measurable quality 90. technical problems.
thresholds: coverage, Zero critical Peacekeeping if the
complexity, vulnerabilities. | impact is on the Target
performance, safety. Response Window.
time < 200ms.
HVL4 Domain Fit The processing is Checklist Human Player (Flowing
Verification consistent with the completed or Peacekeeping) with
domain-specific with zero escalation to
context. open critical Leadership if
What automated points. necessary.
tools can't see. No undeclared
deviations
from team

HLVs are structured to meet the following questions:

conventions.
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What standard?

Which tool?

What threshold?

Who unlocks if
validation fails?

e  The objective reference for the comparison of the processing.
e |t can be a formal or de facto standard.

e  The automated tool that performs the verification.
e  Configurations are saved in K-Flow Memory as a reusable asset.

e  The numeric value or Boolean condition that determines pass/fail.
e The thresholds must be specialized according to the category of

processing.

The accountability involved when validation fails
e Default: Flowing, the problem is handled by the Human/Al Player

that made the process.

e Critical Processing: Peacekeeping, which analyzes failure and its
impact on the Target Window.
A failure is not an accident, it is system information.

KAlros does not prescribe which standards to use, rather it emphasizes that standards must always

be declared.

The Handover Protocol does not have to be redefined every time, but must be designed according

to processing categories and crystallized in K-Flow Memory.

Peacekeeping, with Al support, takes care of the definition of the Peacekeeping by following the

following steps:

Step

Work Classification

Layer Selection

Thresholds Defintion

Decision Maker
Identificaiton

Crystallization

\ Who performs it
Al (automatic) +
Leadership (validation)
Peacekeeping, with Al
support

Peacekeeping + Leadership

Peacekeeping

Al (automatic)

\ Output

Category assigned: technical,
documentary, strategic, analytical,
relational, etc.

List of layers associated with the
category, with their reasons.

Explicit thresholds for each layer.

Not "good enough", but "coverage 2
80%", "zero critical vulnerabilities",
"Lighthouse score > 90", "zero schema
errors".

Who unlocks if each layer fails. Default
and escalation path.

The Validation Protocol is available for
all machining of the same category in
future Target Windows.

If validation repeatedly fails with respect to the same processing (or the same type) despite the

interventions implemented, it could be a symptom of a structural problem:

e,
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Condition

What it indicates

HVL1: Fails Formal standards are .
repeatedly unclear or have not °
been internalized. °

HVL2: Fails on co-
build jobs

HVL3: Cascading fault
verification

An undeclared
dependency

Automated testing does | e
not cover Al-generated °
edge cases.

propagated an error.

HVLA4: Fails frequently

Consistency with the .

domain context is not
adequately conveyed. °

6.4 K-Flow Token

Suggested systemic action

Training session.
Validation update.
Adding exceptions.

Review of the testing strategy.
Update with new Al-driven patterns.

Review in dependency management.

Better definition of independent
machining.

Improvement in the management of
collective memory.

Greater attention to accompanying
information.

As already pointed out, WIP limits govern the general parallelism of the flow by defining how many

processes can be active at the same time in each phase.

But, in any real system, the processes are not all equivalent in terms of the skills required and the

WIP limit alone fails to protect against the invisible accumulation of competing requests.

To respond to this structural asymmetry, K-Flow introduces the K-Token mechanism (K-Flow Token,

also Knowledge Token), a "token regulation" system that complements WIP limits, creating a

capacity double check:
e WIP limit: Flow capacity

o Management of the maximum number of active processes in each phase.

o Management of the parallelism of the processes.

e K-Token: Specialized Ability
o Governance of the use of skills, associating their use with the specific process.
o Control of skills overload.

With this dual control system, the machining condition in one state depends on two specific aspects:

e WIP limit not reached.

e K-Token available for every skill required.

A K-Token is characterized by:

K-Token Properties Description

Specialization

Identify the reference category.
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State

e  Available: Available token.
e Associated: token associated with a feature.
° Unavailable: Token not bound and unavailable.

The tokens are collected in a pool (K-Token pool) that is calibrated from historical data, querying

the K-Flow Memory with the support of Al and taking into account two indicators in particular:

e K-Token Unavailability: number of times that K-Tokens of a given category are requested

and result unavailable.

e K-Token Aging: average occupancy time of a K-Token.

Itis clear how the use of K-Tokens is particularly delicate and how impactful a series of Anti-Patterns

that can occur can be:

Anti-pattern

K-Token
Inflation

K-Token Bypass

K-Token
Hoarding

Ghost K-Token

Category
Sprawl

\ Symptom

The K-Token pool is increased each
time a lock occurs, negating the
benefit of the constraint.

A process starts running without K-
Token available, with the
justification that "the specialist is
there anyway".

K-Tokens are not released, even if
the specialist's contribution is no
longer needed, because the team
wants to "keep the specialist
available.

The K-Token is assigned but the
specialist is not actually available
and therefore a false expectation
of processing is created.

Too many categories of K-Tokens
are defined, fragmenting visibility
and making the system
unmanageable.

6.5 K-Flow Phase

K-Flow is characterized by six states:

Status

Primary
Owner

Input Triggers

\ Correction

Expected output

e,

K-Tokens are calibrated only in K-
Flow Optimization, with data in hand,
not under stakeholder pressure or
perceived urgency.

The K-Token is a system
commitment, not a formality.

The breach is recorded by the Al as a
"K-Token Breach".

The issue of the K-Token must take
place as soon as possible and
automatically after the Verification.

Peacekeeping recalibrates the
processes.

Al reports the impact on the Target
Window.

Rule of thumb: no more than 3-5
categories of K-Tokens.

The rest is managed with traditional
WIP limit or with Backlog
prioritization.

Output Triggers
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Preparation

Execution

Verification

Validation

Memorization

Done

Al Player +
review Human
Player

Co-Build:
Human + Al
Player

Al Player

Human Player

Al Player

Al Player

6.5.1 Preparation

Machining in the
Ready state in the
Solution Backlog.

e Approval of the

Preparation.

e K-Tokens

available and
WIP limit not
reached.

Declaration of
readiness from
Execution.

Passing the
Verification.

Acceptance in
Validation.

Memorization
completed.

Contextualized
analysis and
variants. Binding the
Handover Validation
Protocol.

Developed
processing and
ready for
verification.

Validation logs.

Processing accepted
or rejected with
justification.

Updated K-Flow
Memory,
consolidated
patterns.

Releasable value
increment.

The process goes from being an intention to a verifiable plan of action.

Human Player
approves direction
(or rejects/revises).

Human/Al Player
marks the processing
as Verification ready.

All associated
validation layers
must be passed.

Human Player
decrees the final
acceptance.

Crystallization
completed by Al.

Machining ready for
release or
integration.

Al draws on the knowledge accumulated in K-Flow Memory to contextualize the specific processing,

reduce uncertainty and propose the best path before development begins.

The goal is to reduce cognitive cost and uncertainty, transforming a rough processing into a

validatable direction:

Output della

Preparation

Description

How it's used in Execution

Contextual
Analysis

The Al retrieves from the K-

Flow Memory all similar
processes completed
previously: actual times,

blocking patterns, problematic
handovers, decisions made.

e,

e The Human Player has a real
benchmark on which to calibrate

expectations.

e He is not starting from scratch.
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Approach The Al generates 2-3 distinct The Human Player chooses the

Cariations approaches (what-if scenarios) direction.
to address machining, with e The choice becomes part of the
explicit pros/cons for each. It's collective memory with the related
not a solution: it's a menu of motivation.
possibilities.

Dependency Map Al identifies dependencies that | ¢ Peacekeeping can intervene
are declared and hidden with preemptively if a dependency risks
other processes in the Solution blocking Execution.
Backlog or in flow.

K-Token Al identifies the K-Tokens e The Al automatically identifies which

Identificaiton required by processing categories of K-Tokens are required.

Validation The Al proposes the validation e The Human Player validates and

Protocol Draft protocol, with reference refines the Validation Protocol
standards and suggested before the processing enters
thresholds. Execution.

e No surprises in Verification.

Target Window The Target Window to which e Leadership has real-time visibility
Update the new processing refers, into the impact of machining on the
based on the complexity overall estimate.
detected.

The quality of the Preparation is measured directly by the number of re-cycles in it, due to the
choices of the Human Player:
e Approves. The direction proposed by Al is consistent with the vision. The machining is ready
for entry into Execution.
e Review. The direction has good elements but requires adjustments. Leadership specifies
what to change and Al aligns content.
e He refuses. The proposed direction is not the right one. The Leadership explains why and
the work returns to the Solution Backlog with the motivation crystallized in memory.

e Escalate. Preparation reveals a critical dependency or risk that requires a decision by
Leadership before proceeding.

e |leadership that approves without reading the Preparation is not exercising judgment: it is
delegating to Al a responsibility that cannot be delegated.

e Preparation is an implicit contract: Al proposes, the human consciously decides.

The Anti-patterns of the Preparation are:

Anti-pattern Symptom \ Impact on flow Correction

N 35
e,

KAlros White Paper
IntelligentBusinessAgility.com




Surface
Preparation

Automatic
Approval

Infinite
Preparation

No-Memory
Preparation

6.5.2 Execution

Al generates generic, non-
contextualized outputs.
The K-Flow Memory is
poor or outdated.

The Human Player always
approves without critical
evaluation.

Preparation becomes a
formality.

Each process is
overanalyzed.
Preparation produces
documentation that is
longer than the work
itself.

Al does not use K-Flow
Memory and generates
decontextualized
analyses.

Execution
begins without
a clear
direction.
Often we go
back from the
Execution.

Al makes
strategic
decisions that
are up to
humans.
Progressive
drift from the
Mission.

The WIP limit
of the
Preparation
fills up.

The flow is
blocked
upstream.

Every
Preparation
starts from
scratch.
Systemic
learning does
not
accumulate.

Investing in Memory
Refinement.

The quality of the
Preparation depends
on the quality of the
collective memory.

Make the decision-
making moment
explicit.

Explain the reason for
each approval.

The preparation must
be proportional to the
complexity of the
processing.

Check that the K-Flow
Memory is up-to-date
and accessible to Al
before each
Preparation.

The process takes shape through the collaboration between the different intelligences.

Execution sees co-build sessions in which the Al (Player) amplifies the capabilities of the Human

Player (who orients and decides), developing a synergy between complementary intelligences:

e Al Player, brings speed, memory, ability to generate variants.

e Human Player, brings judgment, intuition, sensitivity to the context.

Execution is structured in a series of "moments":

Moment

Al Player contribution

Human Player

contribution

e,
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Session Opening

Iterative
Development

Deviation Signal

Session Closing

Summarizes the .
context from the
approved

Preparation. °

Recall relevant
patterns from K-Flow
Memory.

Proposes the
suggested sequence
of operations.

It generates variants, | e
suggests

optimizations. °
Verify consistency
with the associated
Handover Validation
Protocol during
development.

Monitor in real time
the distance
between the current
direction and the
goal stated in the
Preparation.

Alerts you when the
deviation exceeds
the alert threshold.

Generate: °

A summary of what

has been produced

the status of .
completion against

the acceptance

criteria

prepares the context

for handover to
Verification.

Validate or modify
the sequence of
operations.

It brings relational
context and
unencoded
information into
memory.

Select from the
variants.

He makes
management
decisions.

It complements the
qualitative judgment
that Al does not
have.

It decides whether
the deviationis a
drift to be corrected
or a necessary
adjustment to be
ratified.

Declares the
machining ready for
verification.

It is an explicit
statement, not an
implicit one.

e Initial alighment.

e Players start from
the same shared
starting point.

Processing that
advances iteratively,
with each cycle
validated against the
associated Handover
Validation Protocol.

Maintained direction or
conscious updating of
the goal with
motivation in memory.

e  Handover
activated towards
Verification.

e The context is
complete and does
not require
reconstruction.

In Execution, the K-Token WIP limit are particularly critical because they can generate an overall

stalemate of the system. This is why it is essential to intervene immediately when:

Scenario

K-Token
Reallocation

What it means

Reallocation of the specialist

due to a Roadblock or a.

‘ How Peacekeeping responds

e Decides whether the K-Token follows
the new priority or remains on the

e,
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WIP limit
Reached

75% WIP limit

Blocked Work

Low WIP limit
Fill

The team is already
working at the maximum of
its cognitive capacity.

No new processing can
enter Execution.

The team is close to
maximum capacity.
The system proactively
reports.

Operations in Execution do
not advance by
dependencies or blocks.
The WIP is not saturated
but is blocked.

The team rarely works near
the edge.

The declared capacity is
higher than the real one.

original processing in a secure waiting
state.

Blocks the entry of new processing.
Analyze if there is anything in Execution
that can be accelerated or disgorged.

Preventive alert.
Consider starting a new job or waiting
for the completion of those in progress.

Priority intervention on the removal of
blocks.

The WIP limit is not the problem: the
underlying block is.

Revision of the WIP limit to adapt it to
the actual observed capacity.

The WIP limit should reflect data, not
aspirations.

e The K-Token remains hooked to the processing for the entire duration of the Execution.

e The WIP limit of Execution is the most critical of the whole K-Flow:

o if too high, there are too many parallel processes and the system stalls.

o if toolow, the flow stops upstream.

e Peacekeeping calibrates the WIP limit dynamically based on data, not perceptions.

The Anti-patterns of the Execution phase are:

Anti-pattern

Al Execution
Only

Human
Execution Only

Preparation Skip

Symptom

The Human Player does not
actively participate.

Al produces, human
approves mechanically.

The Human Player does not
use Al or Al Player.

The machining enters
execution without an
approved preparation.
Co-build starts from scratch.

\ Correction

e,

Make the co-build model explicit.
Execution requires the active cognitive
presence of the Human Player.

Integrate Al as an active amplifier.
Check if the problem is the quality of
the preparation or cultural resistance.

No machining enters execution without
preparation completed.

The entry trigger is approval in
Preparation.
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WIP Inflation e The WIP limit is raised when | e The WIP limit can only be changed with
there is external pressure data.

instead of being defended. e Raising it under pressure hides the
problem, it does not solve it.

6.5.3 Verification

The process ceases to be a work in progress and becomes a verified fact.

As repeatedly emphasized, the integration between different intelligences requires the explicit
definition of governance guardrails.

In the Verification state, this task is fulfilled by automatically validating all the layers that make up
the specific Validation Protocol associated with the processing.

° An unvalidated machining is an opinion.
° A validated process is a fact.

° Facts allow you to operate with confidence.

When a feature does not meet a state, a Verification Fault is generated that triggers the
appropriate correction actions.

The fault is stored in the K-Flow Memory and allows you to detect and highlight systemic patterns.

e No processing can leave Verification without having passed the validation protocol.

e |[f even just one of the planned validation layers is not passed, the processing returns to the
most appropriate state to be adequately addressed.

e |If human revalidation by the specialist is required, the K-Token is not issued until the
Verification is closed.

e A failure generates a Verification Fault that becomes part of the K-Flow Memory.

6.5.4 Validation

Human judgment exercises its undelegable function.

The goal of Validation is to confirm that the processing, completed and verified, is consistent with
the overall vision of the solution and functional to the Mission.

It is the difference between technically correct machining and strategically correct machining.

Validation cannot be delegated to Al

Consistency with the vision requires human players to understand the context, giving a strong
sense to stakeholder relationships and uncodified intentions.

This is the indispensable space of human judgment.

Leadership is responsible for carrying out validation, which can lead to:

N 39
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e Acceptance. The processing is consistent with expectations and you can proceed in the flow.

The Leadership decrees the acceptance and handover to the Memorization phase, releasing

the K-Tokens associated with skills that are no longer needed.

e Postponement. The processing is partially acceptable but requires specific adjustments that

bring it back to Execution with clear indications. The Leadership is already sure that the

processing complies with the technical standards (Verification passed), but encounters

problems of merit.

e Refusal. The processing produced a different result from the expected one, and is considered

useless or irrelevant in relation to the purpose of the solution. It is discarded for specific

reasons that are crystallized in K-Flow Memory.

The evaluation is based on a set of relative dimensions:

Valuation
Dimension

Guiding question

What Al does to support

Consistency with
the Mission

Consistency with
past decisions

Response to real
need

Risks not detected
by Verification

Does this process, as it stands,

concretely contribute to the
Mission of the solution?

Is this process aligned with
the strategic choices made
previously and crystallized in
the collective memory?

Does machining solve the
end-user's problem, not just
the technical requirement?

Are there qualitative,
relational, or contextual
aspects that technical layers
can't see?

The Anti-patterns of Validation are:

Anti-pattern

Rubber Stamp
Validation

Symptom

Leadership accepts anything
that passes Verification
without critical evaluation.
Validation becomes a
formality.

Generate a Purpose Agreement
contribution report: how close this
process brings the solution to its stated
goals.

Retrieves relevant decisions from
memory and presents them to
Leadership as a context for evaluation.

Retrieves the user context from the K-
Flow Memory if present.

It can't evaluate the user experience
firsthand.

It reports any anomalies in the patterns

compared to previous similar processes.

It cannot replace human judgment on
what cannot be codified.

‘ Correction

e,

The reason for acceptance must be
explicit.

If there is nothing to say, probably the
Validation has not really been done.
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Validation over e Leadership re-performs (or | e Verification covers the "how", Validation

Verification asks to re-perform) covers the "why".
technical checks already e Explicitly define the report dimensions
covered by Verification. for each machining category.
No-Context e Leadership is valid without e Validation must take place with full
Validation having readiness of knowledge of the context. The Al
processing and Verification prepares a concise brief to support it.
logs.

6.5.5 Memorization

Processing stops being a result and becomes knowledge.

Memorization allows you to learn faster than the environment changes, making the results part of
the collective memory thanks to a structured process underlying Al:

Extraction: Al automatically collects all the artifacts produced during the processing cycle.
Classification: Al categorizes the extracted knowledge by type and indexes it by domain,
processing category and players involved.

3. Connection: the Al identifies the links with what is already present in memory, updating the
existing patterns if the new processing confirms or modifies them.

4. Contradiction: If the new processing contradicts something already in memory (a different
decision than in a similar situation), the Al flags the contradiction instead of silently
overwriting it.

5. Promotion: If a pattern has been observed enough times to be considered stable, the Al
proposes to promote it from "observation" to an operational "principle". The decision is
generally up to Peacekeeping.

6. Human enrichment: The Human Player adds qualitative observations that Al cannot detect
on its own. This step is formal, not optional.

7. Changelog: the Al generates a changelog of the Memorization that becomes part of the
collective memory for subsequent processing.

As specified, a series of information relating to specific categories of knowledge are crystallized in
the collective memory:

Knowledge What's stored How it is used in the future

category

Technical e  The Validation Protocol used, e Al retrieves reusable protocols for
Knowledge the configurations of the tools. similar processes.
e  The thresholds applied, the e Historical Verification faults guide
Verification faults encountered the Preparation of processes in the
and how they were resolved. same category.
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Decisional
Knowledge

Flow
Knowledge

Quantitative
Knowledge

Emergent
Pattern

The reasons for
approvals/rejections in
Preparation and Validation
The direction choices made in
Execution.

The reasoning of the
Leadership.

The actual times for each state.
Blocking patterns.

The quality of handovers.

The conditions that produced
the best results.

The observations of the Human
Players: what worked and why,
what would not be repeated,
non-codified intuitions that
made the difference.

Correlations between types of
processing, context conditions
and quality of outputs.

Patterns that no single player
could have detected on its own.

Al contextualizes future decisions
with respect to the history of past
choices.

Avoid repeating mistakes you've
already made.

Peacekeeping uses this data to
calibrate WIP limits and improve
Handover Protocols.

The Target Window becomes
progressively more accurate.

This is the most valuable and most
difficult knowledge to replicate.

Al recovers it as context when
dealing with similar situations.

Al uses these patterns to improve
future preparations, report non-
obvious risks, and optimize the
allocation of processes.

When crystallization is complete, any remaining K-Tokens are released.

6.5.6 Done

The processing is ready to generate a concrete increase in value.

A Done Job is a ready-made job that does not require additional work to be delivered.

Done does not necessarily coincide with the indication of immediate release to the user, and

therefore the obtaining of the attached Value, which may also depend on specific technical-

commercial strategies.

Users only have access to what's in Done, not what's in other states.

The Done status also has its own WIP limit because an excess of unreleased machining is a sign of

inefficiency in the release process:

Scenario

‘ What it indicates

‘ Peacekeeping Action

Done Empty

e The Target Window did not

produce any releasable
processing.

e The value has not been
generated.

e,

e Analysis of the Lead Time of
each status.
e Where has the flow stopped?
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Done Without e The processes are completed e Investigate the downstream
Release but not integrated. blockage.
e The delivery process is blocked. | ® The problem is not in the K-
Flow: it is in the release process
that the K-Flow feeds.

6.6 K-Flow Board

The K-Flow Board is the visual representation of the K-Flow: a dynamic surface that reflects in real
time the status of each process (represented through a Work Card), the load of each column, the
pressure on the WIP limits, and allows you to observe the work of the Al Players with the same
visibility as the work of the Human Players.

This is the principle of the double visibility of K-Flow: in a Human-Al collaboration system, making
only human work transparent creates an information asymmetry that undermines trust in the
system.

The Board makes the Human-Al partnership governable and measurable instead of leaving it
opaque, making both WIP limits and K-Tokens (on the cards of each process and the total per

category on each column) always visible.

Solution | Preparation Verification | Validation | Memorization Value
Backlog Increment
Leadership Co-Build Co-Build Al Player Human Al Player Human Leadership
Player Player
WIP limit WIP limit WIP limit WIP limit WIP limit WIP limit
Total K-Token: Total K- Total K-Token: Total K- Total K-Token:
°§* Token: °§* °§* Token: °§* °§*

In order to overcome the ambiguity deriving from implicit or unattended delegations, it may be
useful to define a K-Flow Delegation Register, integrated into the K-Flow Board, which clearly
indicates what intelligence the specific decision-making ownership has, in relation to the ownership
rules made explicit by the K-Flow itself.

A well-maintained board is the source of truth for all stakeholders by allowing you to capture Flow
Signals that highlight the health of the flow:

Signal \ Origin Recipient \ Expected action

Roadblock Machining stopped Huma and Al e Analyze the reasons for the
for too long in the player stop
same state. e Trigger unlock actions.
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Backlog Monitoring Leadership .
Misalignment consistency with
Purpose Agreement.

WIP limit Under K-Flow Board Peacekeeping | o
Pressure analysis.
K-Token Congestion The K-Tokens of one .

or more occupied
categories have
exceeded the alert
threshold.

K-Token Exhaustion All K-Tokens of one Peacekeeping | o
or more categories
are occupied.

Evaluation and possible
redirection of the processes.

Dynamic reallocation or
unblocking intervention.

Define and monitor the alert
threshold (typically <= 75%).

Assess whether it is a
temporary situation or it is
necessary to intervene in a

structured way.

Handover Risk Abnormal flow Peacekeeping | e Verification of the
pattern detected. + Flowing transmitted context.
e Possible preventive rework.

Recurrent Fault Repeated failures in Peacekeeping | ¢ Review of the Validation
the same state. + Leadership Protocol or the process itself.
Misaligned Capacity Ready/Out-of- Leadership + e Decision on slowing down or
vs. Volume Threshold Capacity Peacekeeping reprioritizing the Solution
Ratio Backlog.
Verification fault High Verification Peacekeeping | ¢ Automation review.
Rate failure rate + Flowing e Ready State Review.

Al reads these signals in real time and transforms them into actionable insights: it suggests
reallocations, reports recurring blocking patterns, updates the Target Window, prepares summary
reports.

The K-Flow Board is the surface on which the system thinks.
It is essential to update it in real time, make it accessible and integrated with Al Agents and

connected to K-Flow Memory.

6.6 K-Flow Optimization

K-Flow Optimization is the mechanism by which the system learns from itself.

It is developed through a structured analysis of flow data, supported by Al, which produces concrete
actions, with measurable impact, aimed at improving the harmony of the flow.

A system that accelerates without improving is not getting smarter: it is getting faster at being
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Al maps bottlenecks, analyzes rework, identifies correlation between handovers, and makes

comparisons between different optimization options, extracting reference information:

Analysis area

Guiding question

Data used and

Typical output

Emerging
Rhythm

Handover
Review

Memory
Health

Delivery Check

Is the system
running at the
right speed?

Is the actual pace
aligned with the
optimal pace
suggested by the
data?

Which handovers
worked?

Which ones
generated rework?
Where did the
passing of the
baton risk getting
stuck?

Is K-Flow Memory
growing in quality
or just in volume?
How much is
actually used?

Do the completed
works cover the
value provided for
in the Purpose
Agreement?

Did the Target
Window produce
what was claimed?

monitored by Al

e  Lead Time by Status

e  EPI (Emergent Pace
Index).

e  Load distribution on
the board

e  Pressure on WIP
limits.

e  K-Token Aging by
category.

e K-Token
Unavailability rate
per phase.

e  HQS (Handover
Quality Score) for
each type of
handover.
Verification fault
log, dwell time by
status.
e Comments from
Human Players.

e  MLT (Memory
Leverage Time).

e Access frequency
per memory entry,
rate of
contradictions.

e LVI(Learning
Velocity Index).

e  Comparison of
features in Done vs
Perimeter
Definition.

e VRI(Value

Realization Index).

STI (Stakeholder

Trust Index).

e,

Pace Calibration:
adjustment of WIP
limits and priorities.
K-Token Pool
Calibration if the data
indicates structural
scarcity.

Target Window
update if necessary.

Updated Handover
Protocols in low HQS
categories.

Improved problematic
Validation Protocols.

Memory Refinement:
elimination of
obsolete items.
Consolidation of
redundancies.
Promotion of
principled stable
patterns.

Target Window
update.

Possible revision of
the perimeter of the
next Target Window.
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When K-Flow Optimization Takes Place

In response to this finding, a series of Optimization Actions can be activated:

Action

Required: At the end of each Target Window.

Recurring (recommended): allows you to correct the course before it is too late.

On Trigger: When Peacekeeping detects recurring issues.

Description

‘ Owner

‘ Required Inputs

‘ Output

Pace
Calibration

Target
Window
Update

Memory
Update

Handover
Protocol
Update

K-Token
Pool
Calibration

WIP Limit
Redesign

Adjusting WIP limits is
based on real data,
not external
perceptions or
pressures.

Update the release
estimate based on
current flow data and
evolving risk
dimensions.

Inclusion in the K-
Flow Memory of
optimization
decisions and related
reasoning.

Handover Protocol
review with
systematically low
handover quality.

Review of the number
of K-Tokens per
category.

Structural redefinition
of systematically
inadequate WIP
limits.

Peacekeeping
(executes) +
Leadership
(valid if the
Target
Window
impacts)

Leadership
(decides) + Al
(calculates)

Al (automatic)
+
Peacekeeping
(qualitative
observations)

Peacekeeping
(proposes) +
Flowing (valid)
+ Leadership
(approves if
validation
strategy
changes)

Peacekeeping
(decides) + Al
(calculates)

Peacekeeping
(proposes) +
Leadership
(approves)

e,

Historical Lead
Time.

Current
pressure on
WIP limits.

Actual lead
time.

Open risk
dimensions
Residual
capacity of the
team.

Decisions made
in Optimization
Reasons
Expected
impact.

Failed handover
logs.
Verification
fault by
category.
Human Player
Observations.

K-Token Aging
K-Token
Unavailability

Historical Lead
Time.
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Updated WIP
limits.
Recalibrated
priorities.

Target Window
updated with a
new confidence
level.
Communication
to stakeholders
if necessary.

Updated K-
Flow Memory.
Today's choices
guide
tomorrow's
Preparations.

Validation
Protocols
updated and
crystallized in
K-Flow
Memory.

Strategic K-
Token
optimization
actions

New WIP limit
configuration
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e Estimated team

cognitive
ability.
The Anti-Patterns of K-Flow Optimization are:
Anti-pattern Symptom Correction
Sentiment e The team discusses sensations e Make it mandatory to submit the Al
Optimization and impressions instead of report before any discussion.
analyzing data. e Data before opinions.
e Alisn't used to generate the
report.
No Actions e The session produces Each Optimization must produce at least
Defined interesting observations but no | one action such as: Pace Calibration,
concrete action with owner and | Target Window Update, Memory Update,
deadline. or Protocol Update. Without action it
was a meeting, not an Optimization.
No-Memory e The K-Flow Memory is not Make the Memory Update the
Optimization updated with the decisions mandatory final step of every
made. Optimization session.

e Choices do not become
knowledge of the system.

End Only The team never does intermediate | e Peacekeeping has the mandate to
Optimization sessions even when the K-Board activate extraordinary Optimization
signals are critical. when the signals require it.
e Don't wait for the end of the Target
Window.

e,
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7 KAlros Pulse

The KAlros Pulse allows you to define progressive work perimeters on which to focus your efforts and create

increases in value.

A KAlros Pulse (K-Pulse, or simply Pulse) makes a Target Window operational, contextualizing it

with respect to the system and its evolution, including the processes identified as priorities in

accordance with the Purpose Agreement.

The Pulse works as a "best moment" system, i.e. it enables decisions and actions at the optimal

time:

K-Pulse Moment

Relationship with the Purpose

Agreement

Role of Al

Pulse Definition

Pulse Execution

Pulse Review

Al contextualizes each process with
the Purpose Agreement:
e  Why does this process
contribute to the Mission?
e what risks does it introduce on
the Target Window of the
solution?

Every decision in Execution that
could impact the perimeter or the
Target Window is reported by Al to
Leadership.

The processes are confirmed and
released. At the same time, the next
work on the Solution Backlog is
prioritized and the Purpose
Agreement is confirmed.

Proposes the optimal perimeter
based on the estimated capacity
Identify internal dependencies
Calculate the updated Target
Window with alternative scenarios.

Monitor the flow.

Generate alerts on Roadblocks, WIP
breaches, anomalous handovers.
Update the Target Window in real-
time.

Solution Backlog cleanup.
Upgrade of K-Flow Memory.

The K-Pulse is therefore a decision filter, which defines the perimeter of progressive focus:

e Is this urgent stakeholder request consistent with the current Mission or does it require a

revision of the Purpose Agreement?

e Does this new technical opportunity bring the solution closer to the Target Window or move

it away?

e s this conflict of priorities resolved by benefiting the processes that are most aligned with

the Mission or those that are most urgent for specific stakeholders?

e s this deviation from the perimeter of the perimeter justifiable with respect to the impact

on the Target Window?

e,
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Each Pulse generates a consolidation of the K-Flow Memory that allows you to improve all aspects
of the flow itself.

7.1Pulse Definition

The launch of a new Pulse takes place with the Pulse Definition , which is configured as an act of

alignment between the real capacity of the system and the objectives of the Purpose Agreement,

driven by data and supported by Al.

The typical Pulse Definition agenda is structured as follows:

Suggested

times

What happens

Rule to be respected

Briefing

Perimeter
Definition

Validation
Protocol Applied

Target Window
Definition

Debriefing

5 min

30-40 min

10 min

10 min

10 min

The Leadership presents the
status of the system, estimated
capacity of the team, active WIP
limits, status of available K-
Tokens by category, current
Target Window, Ready Jobs in
the Solution Backlog.

o The features that enter the
Pulse are selected.

e Relative K-Token Availability
is checked

e The Al reports internal
dependencies and the impact
of each choice on the Target
Window.

Peacekeeping verifies that each
Pulse process has a complete
Validation Protocol.

Al calculates the Target Window
for the current Pulse based on
the selected perimeter, historical
team data, and open risk
dimensions

The Leadership communicates
the perimeter and the Target
Window to all players.

e,

e  They all start from the
same data thanks to the
support of Al

e  K-Token-At-Risk Jobs must
be reported before they
enter the Pulse.

o If there are still Execution
processes in the K-Flow,
they are incorporated into
the new Pulse.

e  Only processes that can
count on the availability of
K-Tokens enter the new
Pulse.

e New features can only be
selected if they are in the
Ready state.

If it is missing, the processing
does not enter the Pulse.

Leadership validates and
crystallizes the Target Window.

The Pulse is activated
immediately.

49

KAlros White Paper
IntelligentBusinessAgility.com



In particular, during Perimeter Selection, the system checks the availability of K-Tokens for the entire

planned perimeter:

Step Pulse

Definition

Contribution of K-Tokens

Role of Al

Initial briefing

Perimeter
selection

Validation
Protocol
Verification

Target Window
definition

7.2 Pulse Change

The status of the K-Tokens is presented: how
many available by category, how many are
occupied by processes already in Execution
inherited from the previous Pulse.

For each candidate process, the availability of
the required K-Token is checked. Jobs that
would require K-Tokens that are already
exhausted are reported as K-Token-At-Risk.

Peacekeeping verifies that the Validation
Protocol of each process explicitly indicates the
type of K-Token required and the activation
phase.

The availability of K-Tokens becomes a risk
dimension of the Target Window: K-Tokens are
scarce on critical processing increases
uncertainty about the [Best Date].

Generates the K-Token
Availability report for each critical
category.

Reports K-Token conflicts
between competing features.
Simulate alternative perimeter
scenarios.

Checks the consistency between
the K-Token declared in the
Validation Protocol and the K-
Token actually available.

Integrate the K-Token Scarcity
Index into the calculation of the
Target Window.

KAlros was created to support complex scenarios that are constantly undergoing change,

environments in which Pulse do not flow without unforeseen events. For this reason, it is essential

to define a response structure, Pulse Change, which allows you to react adequately without

paralyzing the system:

Situation

Perimeter Change <

20%

Perimeter Change >=

20%

Faster Peace

Critical Block

Full Perimeter Change

\ Impact Action in K-Flow
Low e Target Window update.
e No interruption of the flow.
Medium e Re-evaluation of the Target Window.
e Possible redefinition of the perimeter.
Medium e  Optimistic update of the Target Window.
e Possible addition of features to the perimeter.
High e Dependent machining in stand-by.
e Focus on blocking resolution.
Maximum e The current Pulse closes.

e New Pulse Definition with updated perimeter.

e,
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The Al monitors the consumption of K-Tokens in real time with respect to the perimeter of the Pulse:
o K-Token Exhaustion: All K-Tokens in a category are occupied. No new processing of that type
can start.
o K-Token Congestion: 75% of the K-Tokens in a category are occupied. Peacekeeping receives
an early warning.
o K-Token Release Delay: A K-Token stays busy much longer than expected. Possible hidden
roadblock.

7.3 Pulse Review

The Pulse Review is the moment that sanctions the closure of a Pulse.

Leadership guides the conversation with data, not impressions, opening the discussion to
stakeholders and all those who can bring value to it.

The typical Agenda of the Pulse Review is structured as follows:

Step What happens \ Rule to be respected
Briefing 5 min The Leadership presents a e  Numbers open the
dashboard summarizing the Pulse at conversation.
the end: value released, Purpose e Not the impressions.
Agreement status, updated Target e Not the sensations.
Window. e Data and Al Analytics.
Demo 30 min e Only the features in the Done e No work-in-progress.
state are shown. . No promises about what is
e The work in progress remains in not Done.
the K-Flow.
Purpose 10 min Leadership illustrates changes to the | e  Every variation has an

Agreement Target Window with data-driven explanation.
Update motivation. e  There are no surprises
unprepared.
K-Token 20 min The following are analyzed, by e The data of the K-Tokens
UtiIizat_ion category: and WIP limits must be in
Analysis e K-Token Un‘ava|lab|I|ty. the K-Flow Memory and not
e K-Token Aging. 0 th ‘ |
e  Correlation between K-Token i the memory of people
scarcity and Lead Time
Debriefing 15 min e Stakeholders ask questions and e No promises not supported

bring any requests.
Leadership responds with data
or with the Target Window.

e,

by the Target Window.

No immediate commitment.
No additions to the
perimeter of the ongoing
Pulse.
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7.4 Pulse Al-Restricted
Over-reliance on Al is a real risk, and the potential for deskilling, i.e. the progressive loss of human

skills, is the most insidious risk to face when developing a collective superintelligence.

Al-Restricted Pulses are Pulses in which the processing is the exclusive prerogative of Human

Players without the support of Al.

They are not a punishment or a nostalgic exercise: they are a structural mechanism to ensure that

critical thinking remains alive and qualified by human intelligence.

The aspects characterizing an Al-Restricted Pulse are:

Appearance Description

Frequency At least 1 in 4-6 ordinary Pulses, with increasing frequency in domains with high
risk of Deskilling.

Al Dependency Processing in domains where Al is most used and where Deskilling is most likely.

Preparation Peacekeeping identifies domains at risk, and Leadership plans Al-Restricted
Pulses in the calendar.

Impact Comparison of handover quality and Lead Time in Al-Restricted vs Ordinary

Measurement Pulses. A growing gap indicates Deskilling in progress.

Resistance Players could resist due to the perceived drop in productivity and it is the task
of Leadership to communicate the strategic value of independent human
capacity.

In Al-Restricted Pulses, K-Tokens tied to Al skills are not activated.

The system operates only with K-Tokens of human competence, which become a tool for measuring
Deskilling: in Pulse Al-Restricted, the comparison between Al K-Token usage Al and Human K-Token

usage reveals the actual dependence on artificial intelligence.
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8 KAlros Maturity Model

KAlros is not activated overnight, but it is a progressive path of maturity leading to collective super

intelligence.

The KAlros Maturity Model (K-Maturity Model), identifies how the system is currently enhancing
collaboration between intelligences.

Maturity Name Al use and integration Focus
Level

Al Assisted Al used as a tool Tool
K1 Al Collaborative Al participates in the work Collaboration
K2 Al Integrated Al enters the flow Flow
K3 Al Native The system thinks through Organization

Human and Al

K4 Collective Intelligence The system learns faster than  Learning
the environment

K5 Superintelligence Ecosystem Intelligence emerges from the  Ecosystem
ecosystem

Level K2 represents the true level of entry into the world of collective intelligence.

In the previous levels you are "simply" using Al, while from K2 onwards you begin to systematically
govern the Human-Al collaboration through flow, handover, collective memory and accountability.

8.1 K-Metrics

To support the evaluation of the Maturity Model, KAlros suggests a series of metrics, K-Metrics,
specifically designed to analyze the flows and collaboration between Al and Human Players:

Lead Time Measures the total Completion date - It allows you to evaluate the
time between the Request start date overall efficiency of the flow
start of a feature and and the ability of the system to
its actual completion. generate value quickly.

e Adecreasing lead time
indicates a smoother,
more predictable, and
more responsive flow.

HQS e Measure the quality (Handovers completed It is the main metric of KAlros.
of handovers. without significant e A high HQS indicates that
rework / Total the system preserves

@ :
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(Handover
Quality Score)

AIAR

(Al Adoption
Rate)

MLT
(Memory

Leverage
Time)

EPI

(Emergent
Pace Index)

LVI
(Learning

Velocity
Index)

TSI

(Stakeholder
Trust Index)

VRI

(Value
Realization
Index)

e Measure the level of

effective adoption of
Al across different
processing categories.

e Measure the time

saved by using K-Flow
Memory compared to
manually
reconstructing the
context.

Measures the alignment
between the actual
rhythm of the system and
the optimal rhythm
suggested by the flow
data and Target Window.

It measures the speed at
which the system
transforms observations
and experiences into
reusable knowledge
within the K-Flow
Memory.

It measures the level of
stakeholder trust in
forecasts, target windows
and the information
produced by the system.

It measures how much
value actually achieved
achieves the objectives
stated in the Purpose
Agreement.

handover) x 100,
possibly weighted with
indicators of
completeness,
realignment time and
post-handover defects.

(Al-supported processes
/ Total processes
monitored) x 100

e Estimated
reconstruction time
context.

e Actual retrieval time
via K-Flow Memory.

Actual Pace / Expected
Optimal Pace

(New Established
Principles + Improved
Protocols) /
Observation Period

Weighted average of
surveys, accuracy of
forecasts and number
of extraordinary
escalations.

(Earned Value /
Expected Value) x 100

e,

context and reduces
cognitive waste.

e Adropin HQS is the first
sign of flow degradation.

It must not be maximized but
optimized.
e Values that are too low
indicate underuse of Al.
e Values that are too high
can signal over-
dependence or reduced
growth in human skills.

It allows you to assess the

return on investment in

knowledge management.

e  Agrowing MLT indicates
an increasingly useful and
strategic memory.

A value close to 1 indicates
system equilibrium.

e Higher or lower values
show overload, forced
acceleration or structural
slowdowns, respectively.

Assess your team's ability to
learn faster than the
environment changes.
e |tis especially useful in
advanced levels of
maturity.

It allows you to verify whether
the transparency promised by
the Purpose Agreement is
generating real trust.

Link flow improvement to
business outcomes, so you
don't have to focus solely on
operational efficiency.
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KCUR

K-Token
Utilization
Rate

The KCUR provides a
guantitative indicator of
the pressure on specialist
skills: it complements
existing flow metrics with
a capacity dimension that

was not previously
measured.

8.2 KAlros Maturity Level
8.2.1 KO::Al Assisted

Al used as a tool

Features:

(average occupied K-
Tokens / total available
K-Tokens by category) x
100.

A CUR > 85% indicates
structural saturation
a CUR < 40% indicates
pool oversizing.

Al is used individually and opportunistically, with each Huma Player deciding for

themselves which Al to use, when to use it, and for which tasks.

There is no governance, collective memory and protocols.

Human-Al Relationship

Human = Al: man always drives.

Al is a simple operational accelerator.
Typical Signs

Al used to write documents.

Al used in copilot mode used to generate code.

Prompts not shared.
No traceability.

Shadow Al.
Loss of consciousness.

Individual dependence.

Dominant Metrics

Lead Time.
VRI.

8.2.2 K1::Al Collaborative

Al participates in the work

Features:

Begin standardization, via: shared prompts, specialized agents, and common practices.

People start collaborating through Al.
Human-Al Relationship

Human <> Al: collaboration becomes bidirectional.

e,
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e Al proposes, the human selects.
Typical Signs

e Prompt library.

e Dedicated agents.

e Alreview.

e Quality not verified.

e Dependence on prompting skills.
Dominant Metrics

e AIAR

e Lead Time by Processing Category.

8.2.3 K2::Al Integrated
Al enters the flow

Features:
e Al becomes an integral part of the processing flow, thanks to the development of K-
Flow Memory and the use of the K-Flow Board accompanied by Validation Protocols.
e Every handover becomes observable.
Human-Al Relationship
e Human 2 Al 2 Human.
e Collaboration is designed, it is no longer occasional.
Typical Signs
e Structured workflows.
e Automatic verification.
e Al that monitors the Solution Backlog.
e Activation of the K-Token system for the management of specialized capacity.

e Excessive bureaucracy.
e Incomplete telemetry.
Dominant Metrics

e HQS.

e AIAR.

e Lead Time.
e KCUR.

8.2.4 K3::Al Native
The system thinks through Human and Al

Features:
(AN 56
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e The theme is constituted by assuming the presence of Al.

e We no longer talk about tools, we talk about Human and Al Players that energize
accountability and work in Co-build with an operational flow that is continuously
monitored.

Human-Al Relationship

e Structured partnership.

e Al doesn't just execute: it analyzes, proposes, and anticipates.
Typical Signs

e Permanent agents.

e Memory refinement.

e Dynamic Target Window.

e Data-driven pulses.

Risks
e Organizational overfitting.
e Excessive complexity.
Dominant Metrics

e HQS.
e EPL
e MLT.

8.2.5 K4:: Collective Intelligence
The system learns faster than the environment

Features:
e Collective memory becomes the real competitive asset.
e Every process: produces value and generates learning.

e Decisions are continually compared with the history of the system.
Human-Al Relationship

e Human + Al + Memory.

e Memory becomes the third actor.
Typical Signs

e Automatic pattern recognition.

e Contextual suggestions.

e Protocols that evolve autonomously.
Risks

e Conservatism.

e Excessive dependence on historical memory.
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e MLT.

e HQS.
e EPL
e KCUR.

8.2.6 K5::Al Native - Superintelligence Ecosystem
Intelligence emerges from the ecosystem
Features:
e Itis the most advanced theoretical level where collaboration no longer takes place only
within the team, with K-Flow Memory extending beyond organizational boundaries.

e ltinvolves: customers, partners, suppliers, external Al agents, market systems.
Human-Al Relationship

e Network Intelligence.

e Thereis no longer a single Al, but a network of intelligences.
Typical Signs

e Agent ecosystems.

e Federation of memories.

e Cross-organization learning.

e Human governance.

e Automation in areas that are not desired and/or allowed.
Dominant Metrics

e MLT.
e HQS.
e EPL

e LVI

e KCUR.
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9 Conclusion

KAlros was born from a simple but complex question: how can we continue to create value in a
world where the speed of change exceeds our ability to predict it?

For years, organizations have been looking for the answer in increasingly detailed planning, more
structured processes and increasingly sophisticated control models. These tools have played, and
continue to play, a fundamental role, but they show an increasing limit by working well when the
future is sufficiently predictable.

Today we live in a different context.

Artificial intelligence is constantly transforming the way we work, markets are evolving at
unprecedented speeds, stakeholder expectations are changing rapidly, and new opportunities are
emerging and disappearing in a matter of months. In this scenario, competitive advantage no longer
arises from the ability to predict change, but from the ability to adapt to it.

And this is precisely where KAlros comes in.

Numerous concepts have been introduced in the description of the framework: Purpose Agreement,
Pulse, K-Flow, Mission Leadership, Peacekeeping, K-Flow Memory, Engineered Trust, Human Player
and Al Player.

With experimentation and application, it will become increasingly evident that they are actually
integrated parts of a single system that learns quickly and maintains alignment between strategy
and execution even in complex contexts.

At KAlros, Al is neither a substitute nor a simple tool, but a new actor with defined roles,
responsibilities and modes of collaboration. He doesn't work in the place of people, he works with
people.

This collaboration does not diminish the value of human judgment, on the contrary, it makes it even
more central: the more Al generates content, analyzes information and suggests solutions, the more
fundamental the human ability to interpret the context, understand its implications, take
responsibility and attribute meaning to decisions becomes.

For this reason, the framework insists on the concept of tangible trust, where every step of state in
the K-Flow, every validation protocol, every handover mechanism and every memorization activity
contribute to building it.

Learning is the theme that runs through the whole of KAlros: the most effective organizations are
not those that make fewer mistakes, but those that learn more quickly from what happens. K-Flow
Memory is the materialization of this principle, putting every experience, decision, success and
failure at the common service in order to transform itself into valuable knowledge for the future.
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Ultimately, the value of KAlros lies in its ability to create conditions in which different types of
intelligence, human and artificial, collaborate effectively, learning together and generating value in

a sustainable way.

If the last century was marked by the optimization of processes and the automation of physical
work, the current one will be remembered precisely as the century in which we learned to design
systems capable of integrating different forms of intelligence.
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EY NC ND

KAlros is licensed under a Creative Commons Attribution-NonCommercial-NoDerivatives 4.0
International License.

The authors cannot be held responsible in any way for the use of what is reported in this
document, in the annexed ones and in the related digital channels. The user has total
responsibility for his own work and frees the aforementioned from any type of direct and indirect
task.

Based on the work available on IntelligentBusinessAgility.com

Permissions other than the scope of this license may be available from
IntelligentBusinessAgility.com
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