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The Challenge

Excitement and energy are not evenly distributed.

People and teams are struggling to find their footing with AI.



The Problem Isn’t Technical

GitHub Copilot Windsurf Cursor Codex Claude

It is psychological

and cultural.

We had the tools and training.

We needed a structured approach.

✅ ✅ ✅ ✅ ✅
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Leader

Experience

Activating potential through hands-on work



1 It Started With a Challenge

Ship something using AI.

Every leader. A real feature. Into the product.



1 Ship Anything

UI Feature Backend Automation Ops Improvement

Be as ambitious (or not) as you like. Just build.



When John Told Me About This…





Finding 1: Higher Up, More Fun



Finding 1: 85% Changed How They Lead



Finding 2: Former Coders Outperformed



Finding 3: Fun Matters



Finding 5: Active Coders Did Not Change



Finding 6: Sr Managers: Toughest Job?



We Want To Publish The Data Set 



1 Why This Works

Skin in the Game
Accountability through doing

Real Perspective
Grounded in actual work

Common Language
Shared experience to evangelize



Leader 

Passion

Enriching the leadership experience with agentic tools and techniques.



2 AMOS
The Agentic Management Operating System

A suite of capabilities and processes

designed to help leaders manage their

teams and organizations with AI.

Rich Knowledge Base → Common Management Behaviors



2 We are on to something …

Andrej Karpathy on Agentic Knowledge Bases

“A large fraction of my recent token throughput is going less into 

manipulating code, and more into manipulating knowledge”

x.com/karpathy/status/2039805659525644595
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2 The Continuous Feedback Loop

Accumulate

Knowledge
Raise the bar 

First up? The dreaded weekly report.

Reflect and Analyze



2 The AMOS Toolkit

Memory Skills Commands

Triggers Automations

Subagents

Plugins MCPs

Extensions Apps Dashboards

Instructions

Hooks



2 AMOS in Action

Leaders quickly evolve based on their needs,

inventing new capabilities all the time.



2 Key Enablers

Ditch The Old Note Systems

Standardize on markdown. VSCode + Obsidian. Local Storage.

Generate docs on the fly using hooks, triggers and automations. 

Build Shared Reference Maps

Capture entities & relationships.

Maintained by humans + agentic CI.

Share Ideas Across Leaders

Innovation spreads organically.

Predictive dashboards, early warnings, scheduling insights.



Team

Adoption

Driving Agentic Systems into engineering at scale.



3 Moving Beyond Using Tools

The goal is not just using agentic coding tools.

It's true Agentic SDLC.



3 AI Squads

Teams = EC2

Persistent, always running

Squads = Lambda

Spin up, focus, deliver, dissolve

Nimble. Focused. Clear mission.

Short time horizon.



3 The First Squads – Finding Agentic 

Find the bottlenecks. Attack every step.

Build agentic systems into entire delivery lifecycle.

Build Grow Evangelize

Show the org, by example



3 DECAF
DEClarative Agentic Framework

Repeatable, plugin-driven “Agentification” capability

Bootstraps AI infrastructure per repo

Hierarchical agentic communication systems

Activities and prompts for tribal knowledge

Feature Patterns  •  Operational Practices  •  Architecture  •  Domain Knowledge



3 Expanding the Learning

Documentation Workshops Demos Best Practices

Centralize & standardize what works.



Our Journey

01
Leader

Experience

Hands-on Experience

02
Leader

Passion

The Agentic Management

Operating System (“AMOS”)

03
Organizational

Transformation

AI Squads & Agentic SDLC



3 Help I’m Looking For

The goal is not just using agentic coding tools.

It's true Agentic SDLC.



Thank You!

John Rauser

Senior Director of Software Engineering

Cisco Systems

Find me on LinkedIn


