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ABSTRACT

Agile frameworks such as Scrum depend on the human-centered roles of Product
Owner (PO) and Scrum Master (SM), who balance strategic prioritization, team
facilitation, and stakeholder alignment. As artificial intelligence (Al) advances,
these roles increasingly gain support from intelligent systems capable of analyzing
complex data, generating insights, and automating routine tasks. This chapter ex-
amines how Al can augment PO and SM responsibilities, focusing on applications
such as backlog analysis, predictive risk assessment, meeting facilitation, and
team sentiment monitoring. At the same time, it highlights challenges related to
transparency, bias, and the preservation of accountability in agile environments.
By exploring human-Al collaboration dynamics and emerging hybrid role profiles,
the chapter offers guidance for practitioners and researchers seeking to integrate Al
responsibly while maintaining the essential human dimensions of agile leadership.

INTRODUCTION

In the rapidly evolving landscape of software development, the emergence of
artificial intelligence (Al) is changing not only how teams build products, but also
how they organize themselves (Deshmukh et al., 2023). Agile methodologies such
as Scrum rely on deeply human roles — the Product Owner (PO), who crafts the
product vision, prioritizes features, and negotiates stakeholder demands; and the
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Scrum Master (SM), who coaches teams, moderates processes, and helps remove
impediments (Moldovan & Georgousis, 2024). These roles have always required a
strong mix of leadership, empathy, strategic thinking, and interpersonal skills. As
Al systems become more powerful, able to analyze large datasets, generate natural
language, and even mimic decision-support, a pressing question arises: can Al sup-
port or potentially replace Product Owners (POs) and Scrum Masters (SMs) — and
what would that mean for agile teams?

This chapter explores this question in depth. It seeks to understand not just the
technical possibilities, but also the organizational, social, and ethical implications
of integrating Al into core agile roles. By weaving together theoretical foundations,
empirical research, and practical examples, the chapter aims to present a balanced
view of how AI might transform these crucial agile functions — and where its
limitations lie.

Agile frameworks like Scrum are underpinned by a clear role structure. The PO
is accountable for maximizing the value of the product: defining what the team
should build, maintaining and prioritizing the product backlog, and serving as a
bridge between stakeholders and the development team. According to Atlassian,
the PO must balance customer needs and business value, translating them into
backlog items and ordering them to deliver maximum impact (Nath et al., 2024).
Meanwhile, the SM ensures that the Scrum process is followed, supports the team
in self-organization, resolves impediments, and fosters continuous improvement (see
Fig. 1). These responsibilities reflect a blend of vision, process stewardship, and
servant leadership — tasks deeply rooted in human judgment and social interaction.

Figure 1. Agile Role Structure and Responsibilities.
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