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The Capability Exists. The Reorganisation Has Not Caught Up.

0 é 0
A Most organisations have
deployed copilots and chat
tools. More code is
AI Capability appearing.
(Code Generation
& Inference) But deploying AI tools does
The not, by itself, change the
& Engel s operating model.
S Pause i 7
E And the operating model is

where the constraint sits.

We can write a limitless
amount of code quickly.

Actual Throughput, The question is now: how do
Learning Speed & Trust we redesign the system to
> safely absorb it?
Time O a 0
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The New DevX Operating Triangle

Autonomy Horizon

How long the system can produce trustworthy
Time work before human intervention is required.

'Token Cost

Cost Quality Execution Time
How long the agentic system takes How much inference the
to complete a unit of work. work consumes.

Quality is now embodied in the Autonomy
Horizon. It ends the exact moment the
work can no longer be trusted.

Legacy Paradigm: Human-led, zero-sum.



Elevating Oversight: Humans Above the Loop

Stage 3: Human provides intent,
orchestrates systems, and governs
risk.

Stage 2: Human curates context
and reviews final outcomes.

Stage 1: Human acts as manual
reviewer, blocking every cycle.




The Maturity Blueprint & Migrating Constraint

Stage 1: DevX as Supervisor Stage 2: DevX as Reviewer | Stage 3: DevX as Orchestrator
The Bottleneck Supervision Validation Intent Specification
G o
e i die g Prompt, review g Curate context g Provide intent &
& commit & define task delegate to swarm
=k =
N -~ Autonomously P Specialised agents
Agent Role <\ ’»/ Drafts output 2| implements & 721 plan, build, review
Ll Ly PR UL
=~ verifies ~ & test
- o
o Modest gains Significant gains Transformative
HEQRONTY (30-40% success) (Agent-to-agent verification) (Week-long autonomous tasks)
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Stage 1: DevX as Supervisor (The Innovation Tax)

Current frontier models

autonomously complete 30-40% of
complex tasks. The remaining
Manual Review 60-70% requires human
(Supervision Bottleneck) intervention.

The developer remains an
individual contributor who
integrates AI into their existing
workflow. The constraint is
supervision: humans spend more
time reviewing agent output than
writing code. This stage is not
about productivity; it is the
necessary cost of building
foundational expertise.
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Stage 2: DevX as Reviewer (Engineering the Environment)

Validation

an

Code Agent T 71% Subtask T Review Agent |
Implements 0\3 ?f Completion Rate O\% R,P/o Verifies | T
v Human reviews intent alignment,
not implementation.

The focus shifts from supervising output to engineering the environment
where agents succeed. Developers curate context; agents verify other agents.
When validation becomes trustworthy, the constraint migrates again.
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The Context Hierarchy Stack

~_ Third-Party Best Practices Everything as Code.
(Curated reference patterns)

Organisational Standards Context stops being
(Centrally owned guard rails, security policies) improvised prompt-

craft and becomes
versioned, layered

Project Context
(Architecture docs, database schemas)

infrastructure.
Developer Customisations
(Personal rules within boundaries) If the a gen t lacks
Y8~~~ —— Task Specifications context, 1t falls
(Immediate requirements & intent) back to model

memories—risking drift
and hallucination.

'\ Agent Execution

\ ; i ; [./;/

/| 215,
1
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Stage 3: DevX as Orchestrator (Intent-Driven Scale)

Intent Y
Specification 279 ]\ Coder
pecificati |—><@ Hj s Autonomy
Orchestrator "/ horizon
Agent doubles
every 7
QET & \ </—va\ \ ﬁeviiwer s ] months.
‘1 g "E°" 2027+
Target:
< Week-1long
54 @{ﬂ\/ XSZE? autonomous
Ambiguous intent \ tasks.
produces unpredictable
results at scale.
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Orchestration Patterns: Swarm vs. Hive

Swarm Pattern (Parallel Exploration) Hive Pattern (Coordinated Specialisation)

Agents work independently on the same problem. Specialised roles. Used when problems
Used when the search space is unclear and decompose cleanly and value comes from
exploration matters more than compute cost. coordinated specialisation.
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Organisational Shift: From Ceremonies to Flow

Old Paradigm (Ceremonies) Agentic Paradigm (Flow)

Sprint Planning Intent Planning & Execution Orchestration
Humans define the 'what'; agents sequence their own
execution.

Stand-Ups Decision Forums

Synchronous time reserved for resolving ambiguity
and unblocking judgement, not status updates.

Sprint Reviews Outcome Reviews

Did shipped work achieve its intent? Feature
utilisation over implementation volume.

Estimation Risk Classification

Not ‘how long will this take', but ‘what level of
oversight does this work require?’
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AgentOps: Engineering for Non-Human Failure Modes

S-di — R
,\ A n_ 2 .

&>

Premature Context Repeating Poor
Abandonment Flooding Failed Actions Navigation
Agent claims success Agent gets lost in error Agent retries the same Agent edits the wrong
before work is fully handling and loses the ineffective approach without places or misses

complete. primary goal. integrating feedback. dependencies.

I

Key Insight: Test the agent’'s process, not just the code output. Success means
the agent worked intelligently, not just got lucky.
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Risk-Based Routing: Scaling Human Oversight

Stage 1. Speed and exploration are the point.

Prototyping {0) Keep human in the loop to shape discovery.

Refactoring & Well- | —> Stage 2 or 3. Highly suited for autonomous
Specified Features O agent-to-agent verification and Swarm patterns.

—> Stage 2/3 (With Caution) /\ High-leverage,

Infrastructure requires strict layered context.

Security Changes &

—>
Sensitive Data Stage 2 (Max) andatory human approval gate.

Pushing every workflow to maximum autonomy is a sign of optimising for
the wrong metric. Treat the stages as directional, not contractual.
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AGSM: Trust as an Operating Capability

Input Execution Output
Governed Context & Action Traces & Explicit Approval
Versioned Agent Agent-to-Agent Paths & Control
Definitions. Validation Results. Mappings.

EEEREE. R : v Approval Pgths
ontex eposl1tor ctlion iIrace D t
@ (Governed)p y ®»¢*@ (Logged) o
M Control Mappings
O—*O Agent-to-Agent ' (Enforced)
l(\gent Defclisutions 'S v Val1dat1on - P
US=] Versione = = — rovable Compliance
e 1 &7 (Verified) (Auditable)

The ‘Comprehension Gap’ emerges when throughput outpaces the organisation’s
ability to inspect it.

Compliance is simply trust made provable. We must build accoridences.
We must build evidence chains from intent, through context, to agent action,
proving that systems are risk-classified and confrols are sufficient.
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The Redesigned System: A Unified Blueprint

Governance
Humans
Intent
Risk Gates Specs Intent Specs
Orchestration Pa
Context /
Stack / 3
. ‘) J /
—
-
- Swarm
— u
< ﬂl_. /
Agentic @ 7 >©
Orchestrator
Flow 2;;1

&

Automated
Verification

N

/ >

=g
Provable

Compliance
Records

The transformation is not just faster code generation; it is a total
redesign of the engineering lifecycle. Move humans above the loop.

Manage the migrating constraint. Turn knowledge into versioned

artefacts. Trust the system, but verify the process.
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