
AI-Enabled 
Portfolio Kanban

Using AI to Decide What to Build with AI



Alex Sloley

Certified Scrum Alliance Trainer
Certified Enterprise Coach
Certified Team Coach
Accredited Kanban Consultant

Alex specializes in product and AI 

transformations. He helps orgs work 

out how to use AI, and increasingly 

how to use AI to work that out. His 

deep specialty is portfolio kanban:

the enterprise system that decides 

what gets funded, prioritized and built.



Your teams are figuring out how to use AI.

Figuring it out at the strategy layer is harder.



DELIVERY LAYER

How do we use AI to build the thing? 
Teams are well down this road.

GOVERNANCE LAYER

How do we automate THIS layer with AI? 
Deciding what gets funded, prioritized 
and moved forward.

Far less settled.

Two layers
Two problems

Both are still being worked out



Investing in your strategy layer
gives you the highest leverage
in your investment process.



The design decision
Retrofit AI onto what you have, or design your 
portfolio kanban with AI in it from the start.



If you want a genuinely AI-native process,

build it from scratch.

Why retrofitting struggles

You end up shoving the old paradigm

into the new one



Use AI to figure all of this out

This is the part people miss. AI is not only there to run the portfolio once you have 
built it. Use AI to help you design it: to draft the canvases, shape the cadences, create 
your definition of value, and work out the policies either side of the commitment 
point.

START HERE: open a conversation with AI about how your portfolio should work, 
before you build any of it.



Building the portfolio funnel

Every strategic input lands in one place before anyone commits to it. Ideas, 

requests, mandates and bets from across the organization enter one funnel 

instead of arriving through side channels.

The funnel is deliberately wide at the top. What matters is not how many ideas 

enter, but that none of them bypass the process.



Let AI interview the idea

Someone arrives with a big idea and no structure. Handing them a blank canvas 

and hoping rarely works.

Instead, an AI bot interviews them. What is this? Who is it for? What would have to 

be true for it to succeed? What is it worth? Out of that conversation comes a 

minimal, usable Discovery Canvas.

The idea enters the funnel already framed, and already comparable to everything 

else in there.



The Discovery Canvas

That canvas is the output of the AI interview. It captures what the idea 
is, who it serves, what it is worth, and what would have to be true for 
it to succeed. It travels with the work flowing thru the Portfolio 
Kanban.

The cadence is what moves it. A standing forum where options are 
reviewed, evidence is added, and ideas either advance toward the 
commitment point or are killed early and cheaply.





Step 1: design the real workflow

Discovery upstream, an explicit commitment point, delivery 

downstream. Then name who sits on the portfolio team.
Set explicit policies for every work state that defines flow. 
Everything else hangs off getting this right.



Step 2



Step 2

Step 2



Step 3



Step 4: set limits and cadences

Set these BEFORE you populate the board, not after.

Deliberately imperfect is fine. Gut feel is enough to start.

What matters more is agreeing the cadence on which you renegotiate them.



Step 5: make all the work

visible

Every initiative, every funding source, 

in one place. This is where orgs find 

out what they are really carrying.

30%
+

more work in progress than leaders thought they 
had, in my experience with enterprise portfolios



Step 6: stabilize and collect data

The unglamorous step everyone skips.

Feed AI a chaotic board and it will give you confidently wrong answers.



Now bring in AI
The system is built. Let it work.



Step 7: AI as analyst, advisor and flow manager

AI monitors the board, proposes adjustments, and helps manage flow. 

Anomaly detection on aging work in progress, dependency risk, forecasts, 

reprioritization and scenario models. Every proposal is ratified by a human 

before anything changes.



Step 8: close the learning loop

Did the recommendations actually improve flow?

Measured against the definitions your own people wrote in step 3.

This is how you know the AI is earning its place.



How do you augment
your process with AI?
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One workflow

Discovery, 

policies, team, 

commitment 

point, delivery

One cadence

Set WIP limits 

and when you 

renegotiate

Then populate

Every initiative, 

every funding 

source

Then let AI in

Analyst, 

advisor, flow 

manager

One definition

Agree what 

value means 

here

One measure

Decide how you 

will know

Where to begin on Monday
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Key takeaways

1

Highest leverage

Investing in the strategy layer 

gives you the most leverage, and 

design-first beats retrofit

2

AI helps you build it

Use AI to design the workflow, the 

canvases, the cadences and the 

definitions, not only to run them

3

Frame at intake

An AI interview turns a raw idea 

into a usable Discovery Canvas 

before it enters the funnel

4

Then close the loop

AI as analyst, advisor and flow 

manager, measured against your 

own definitions



Take this away and build your own

DOWNLOAD THE PRESENTATION

alexsloley.com/downloads

THEN PASTE THIS INTO YOUR AI TOOL, WITH THE PDF ATTACHED

You are an expert in portfolio kanban and AI-enabled ways of working.
I have attached “AI-Enabled Portfolio Kanban” by Alex Sloley. Read it in full.
Then guide me through building a portfolio kanban for my own organization, 
following the eight steps in that presentation, one step at a time.
At each step, interview me about my context first, then give specific advice. 
Do not move to the next step until I say I am ready.
Start with step 1.



Questions



Thank you

Alex Sloley

alexsloley.com
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