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portions of this material are from the book...
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“A small group of top
performers 1s shipping faster
and more reliably than ever,
but most teams are
experiencing the opposite.”

CircleCI—2026 State of Software v )
Delivery oftware Deliv s i

28.7M CI workflows
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“Al made 1t easy to start
work. It did not make 1t
easy to finish 1t.”

Faros—AIl Engineering Report
2026: The Acceleration

Whiplash

22K devs, 4K teams
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[1lusion of progress
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Unintended
Consequences




Cycle time and merge queues
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Shadow IT leading to unplanned maintenance burden
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It multiplies everything:
e Benefits

e |mpediments

e Bottlenecks

e Noise

e Chaos



you poke the system
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Software delivery 1s an adaptive sociotechnical system
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“In any system, when one improves the
performance of the parts taken separately, the
performance of the whole does not necessarily
improve and frequently gets worse.”

— Russell Ackott
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“While some organizations are ke

seeing clear improvement to

: : Al-assisted engineering:
quality as Al usage increases, Q1impact report
others are seeing serious
degradation, with many
swinging significantly.”

DX—AI-Assisted Engineering: 2026
Q1 Impact Report

500 companies
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Case study: Darragh Curran on 2x-ing at Intercom

CODE QUALIT Y - NET POSITIVE/NEGATIVE WEEKLY

5 WK i Quality got worse
= pefore it got better
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Source: https://ideas.fin.ai/p/2x-nine-months-later
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Insufficient guardrails
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Case study: Cate Huston on replatforming Twill

Six months of merged PRs

What two engineers and a software factory shipped at Twill, by kind of work.

B Features [ Guardrails (tests, infra, hardening) Other (docs, refactors, unclassified)
Fixes: caught before release [ to code under a week old [l to older code S u 2 4 x
Apr '| 32 [ ]

getting started

N -
figuring things out

oty N | - _
cranking it out
infra + data cleanup 29% m II 248 E N I I

and migration

Aug

- -
launch and follow-up
Sep

building from a

new baseline

Source: Twill GitHub, merged PRs Apr 1 — Sep 30 2026 (2,103 PRs). Fixes split by when the code they change first
reached production. 'Caught before release' starts in July, when releases became a gate rather than every PR shipping
straight to production.

Source: https://cate.blog/2026/10/06/is-the-software-factory-working/

© 2026 Joel Tosi & Elisabeth Hendrickson







So...now what?
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Measure outcomes (not unproven proxies or vanity metrics)

productivity
value delivered prod failures & revenue,
(not lines of iIncidents all-in costs
code, tokens (not interim (not just token
used, or PRSs) rework) cost or salary

CcOoSt)
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Design experiments

HypoTheS\s
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Invest 1n guardrails

“...building software still demands discipline, but the
discipline shows up more 1n the scatfolding rather than the
code. The tooling, abstractions, and feedback loops that
keep the codebase coherent are increasingly important.”

— Ryan Lopopolo, OpenAl

Source: https://openai.com/index/harness-engineering/
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and remember... you poke the system
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help please

I want to hear your stories.
(I especially love good stories about
ironic unintended consequences.)
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