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HaBurauns SGELILED

MapLwipyT agoknaaa

Al4SDLC - HoBaa CTO agenda

Kyaoa naet pa3padoTka U KOHTYP NOCTaBKMW.
HoBad eanHuua paboTbl U Al-native orq.
CTO: context, platform, trust, economics.

HoBbin npodunb CTO u direction.



Yacte 1

Kyoa nget
pa3paboTKa

Executive-Bepcua AI4SDLC: 4TO yXXe BUOHO No
nccnegoBaHMaM U npakTuke 2025-2026



WccnepoBaHme  Design

KaK Mbl CMOTPUM
Ha AI4SDLC

Engineering shift, He demos

MeTtaaHanuns + AI4SDLC Survey 2025.
CMOTpUM speed, BHegpeHue, quality, trust n nocrtaeky.
emM HOBble Y3KOe MeCTOs CUCTEMBbI.

Ina CTO 310 KapTa operating model.



MeTauccnegoBaHue

[laTTepHbl 2025-2025

Al cTan 6a30BOU NMHUEN; BbIUIPbILL BbllLE HA Artifacts ObiCTpee value U trust.
PYTUHE.

VValue B context, validation, workflow Al.

PesynbTaThl Met:



PeaynbTaThl  Survey
Onpoc UHXXeHepoB
Al4SDLC Survey 2025
Codegen Bowen B daily practice. JInyHOEe yCKOopeHMe He paBHO NPOMNYCKHOU

CMNOCOOHOCTU KOMaHAbI.

Trust HUXe rogoBbIX OXUOaHUW 6U3Heca.



AI dailg, Adoption | Daily Tool
not universal

High-risk usage lower

Mass scenarios Rare scenarios
Codegen n autocomplete — daily use. Code review, legacy, critical changes.
Debugqging, boilerplate, docs. Higher error cost = lower Al use.

Al yckopseT personal loop. Boundary: assistance vs autonomu.



Productivity pacTer,
team effect cnaobee

Coding # delivery

Personal loop 6bicTpee commit-to-prod.
Y3KOe MeCTOs yXopgAaT B review, tests, integration.
DORA: local Al gain He rapaHTupyeT NPONyCKHYH CNOCOOHOCTb pa3padoTKMu.

Downstream npeBpawlaeT gain B rework.

Thr‘nughput Productivity



Quality/trust ity | T
need validation

Verify, don’t trust

KayecTBO HoBepune
Quality grows slower than speed. Distrust remains widespread.
Context and complexity matter. Trust comes from review/tests/evals.

Without checks Al accelerates defects. Al moves into process and policuy.



OT coding
K NOCTaBKe UaMeHeHuUu

Y3Koe MecTO B NoCTaBKe U3MEeHEeHUU

Review, tests, releases 4OpPOXaloT.
Docs = context quality.
Coding 6e3 redesign NOCTaBKU JTOKANEH.

[Mlo6exkpaeT KOHTYP MOoCTaBKM BOKPYT Al.

BoiBOoA

Shift



Yacte 2

SE 1.0 =
SE 2.0

SE 1.0 = SE 2.0: nepecTpounKa NoCTaBKM



SE 1.0 n SE 2.0

Role-based vs agent-based SDLC

Software Engineering 1.0 (Role-based SDLC)

SRE

Support
Engineer

QA Engineer

Product

Analyst Developer

Yenoeek nepeHoCHT
KOHTEKCT MeXay aTanamu

NoKanbHble ONTUMMKU3ALMUK
BHYTPW ponei

MoTepu Ha Nnepeaavax

pa6oTbl

Brownfield: o6kaTtbiBaem Al-cueHapun BHYTpU MepeHOCUM NPaKTHUKK

npuebiyHoro SDLC
MNepeHoCcUM NPaKTUKK

[lea pexuma

Software Engineering 2.0 (Agent-based SDLC)

Support
Engineer

Product

Engineer

Nessy Elaze

MeHbLe handoffs BbicTpee e2e-cueHapum
YacTb UCNONHEeHWA GepyT areHTbl

Greenfield: npo6yem agent-based pa3paboTKy Kak
HOBbIN PabouYUn pPeXXxum




SE 1.0 u SE 2.0
M KOMaHAaa

MeHaeTca pacnpepeneHune responsibility

Software Engineering 1.0 (Role-based SDLC) Software Engineering 2.0 (Agent-based SDLC)

EDEDEDIEDEDED EDEDEDEDED ED
EDEDIEDEDED ED KD EDED ED ED XD
EDEPEPEPEDED KD EDED KD EDED
EDEPEDEDEDED EDEPED KD EDED
EEEEEE B EES K E B

Product Teamlead Product Teamlead

MeHepXMeHT KoopaAUHUpYET handoffs Mmexay niogbMu U PYHKLUMAMMK MeHegxmeHT npoekTUpyeT workflow, checkpoints M bounded autonomy



CurHanboli oT
nuMaepoB pbIHKa

Al BHYTpPU workflow

Google: Al BHYyTpU engineering system.
MVeta: JIT tests, diff-aware validation.

AWS: role compression + guardrails.

GitHub, Microsoft, Uber: bounded agents.

NHaoycTpua @ 2024-2026



PeanbHOCTb | Trade-offs

SE 2.0 TpebyeT
ANCLIUMNJINHDI

Fast change = chaos

Weak VCS = rework.
Noisy tests = instability.
Agent PR ObICTPO; review y3KOe MecCTO.

be3 policies/evals Al ycunmesaet entropuy.



[TpaKTUKu
SE1.0 & SE2.0

Transfer, not winner

Agentic orchestration, JIT tests, autodocs.

1.0: guardrails; 2.0: automation.

CTpaTerus

Checkpoints, Cl/CD, safe delivery,
observability.



lepexon = 2026 Blueprint

Al layer
iInside delivery

Operating model layer

PR, review, triage, testing become Al points. Cucrtema ucnonHaeT bounded tasks nopg
KOHTPOJIEM YeNioBekKa.

YrnpaBneHne cMellaeTcs K NponyCKHOW
CNOCOBHOCTHU pa3paboTKku, quality, risk,
economics.



KaK HAYUHaoT
MepUTb nNepexoa

Management chain 2026

Adoption: people, scenarios, worktlows, agents.
Throughput: PR flow, cycle time, review, merge.
Quality/risk: defects, tests, incidents.

Economics: Al cost, ROI, task cost.

MeTpukn  Management Model



HHHH

HoBasA eAUHULA
PaboThl

CnefyroLwmm y3koe MecTo — Kak popmMupyeTtcs paboTta



CoBur

Task management —
cneayroLwmm y3Koe MecTo

TUKeT y>Ke He oocTaToYHada egnHuLA ynpaBneHus

Incidents, chats, docs, prod signhals. Al yckopdaeT change flow.

Work item: links, history, next steps.



OT TUKeTa yoners
K work graph

MeHaeTca eanHMLa padoThl

Classic tracker Al-native graph
YenoBeK co3faeT task U NepeHoCUT System creates item from
context. sighal/context.
Triage/routing gep>aTtca Ha rituals. Al suggests team, priority, duplicates.

Statuses OGbICTPO yCTapeBaloT. Human owns intent, risk, approval.



Atlassian / Linear

Intake = enrichment = delegation

Atlassian Linear
Jira: Al-assisted items from context. Triage suggests team, assignee,
Rovo: search, context, handoff Siillerihal
automation. Al agents delegate with human
ownership.

Focus shifts to orchestration graph.
System handles operating work.



DevOps/platform:
YTO MEeHAeTCA

Task graph Kak platform

Incidents, support, chatops, docs = work graph.
Automate intake/triage; humans own risk.

Trace intent - PR = deplou.

Vleasure signhal-to-action lead time.

[lpaKTnKa DevOps /

YLattorn



HHHH

Al-native
opraHunsauus

Korga kopg YCKOPHAETCAHA, MEHAETCA MOAEJIb KOMIMaHNK



Org Design

Cnepyrowimuy wiar —
Al-native opraHusauus

Cxxumatotca SDLC-ponun un oprcnou

SE 2.0 cxkumaeT handoffs U org layers. Y3Koe MecToO — decisions U context transfer.

Big Tech onTumMmnanpyet output per
employee.



OprcurHanbl
nnMaepoB PbIHKA

[1aTTepHbl: WUMpe span U cunbHee platform

Wider span, stronger IC

Wider spans 1 senior IC leverage.

Org design = output/context
transparency.

CurHan Big Tech

Fewer layers, stronger platform

Flattening needs IDP, policy,
observability.

Platform compensates fewer layers.



Al-native org
TpeobyeT NnatpopmMbl

Flattening needs quardrails

Flat org needs golden paths.
Managers drown; senior ICs become routers.
1:50 6e3 work map Henb3A.

Managers design context and priorities.

OrpaHu4yeHuns Reality



YTO Tenepb
vnpasndeTt CTO

dokyc: workflow u leverage

Worktlow Mmexnay people, agents, plattorm.
Headcount = ratio, leverage, latencu.
Context, autonomy, approvals, fallback.

Adoption = throughput = risk 2 economics.

BoiBog @ CTO Lens
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CTO cTpouT
context/workflow

Context n workflow ctaHoBATCA strateqic assets



C I 0 CTpo ”T KOHTEeKCT Knowledge Architecture

context platform

[lo6exxaaeT quality context

DORA: code, docs, ADR, runbooks.
Context drives productivity and safetu.
Knowledge architecture: ownership, access, freshness.

CTO cTpouT nnatpopmMy NOCTaBKU U KOHTEKCTA.



+ Agent

CTO npoeKkTUpyeT
human-agent model

Unit of control: workflow

Knaccuyeckasa moaenb Al-native
KomaHpa, TUKeT, pyHKUMA, headcount. Workflow, checkpoints, bounded
autonomu.

CTO asks: stack and people.

Focus: architecture, escalations, DU assleer [ Slolml prltly | Ereiss sy

coordination. Focus: intent = validation - outcome.



CTO owns Workflow Quality Loop
workflow quality

Quality = human-agent contract

Contract: Al scope, gates, evidence.
Agentic scenarios need evals and fallback.
Quality = context, review, tests, rollback.

Bounded autonomy beats freedom.



HHHHHH

[lnaTdopma,
trust,
economics

[No6expaeT ynpasnaemMblv Al-native KOHTYp



[natpopma  IDP

Bnapeneu nnatpopmbl

IDP paet org ap¢peKT

|IDP distributes safe Al-native practices.
Quality loop: PR, review, evals, rollback.
Al-pnyam HyXHbI telemetry, SLAs, boundaries.

CTO turns productivity into delivery capability.



[loBepune | Governance

Trust/risk manager

Ambiguity becomes expensive

Policy: tools, data, vendors, tallback.
Security, compliance, ops risk in one loop.

Policy with CISO, legal, product before rollout.

Trust = managing ambiquity.



JKOHOMUNKA Tech P&L

Tech economics

Best model is too narrow

KnioyeBble BONpPOCHI CurHanb! pbiHKa
Cost per successful task? Models change too fast for lock-in.
LleHa error, rework, bad routing? Al spend becomes management

Routing by latency/cost/quality? discipline.

Unit economics: task, workflow, P&L.



Capability builder
and roles

Scale adoption/judgment

Saved creation time moves to verification.
Scale judgment: review, architecture, risk.
Expectations change for engineers, TLs, PVIs.

CTO owns capability and role redesign.



HHHHHH

[Tpodunb CTO-2026
U direction

Al-cueHapun - managed acceleration system



LLlecTb A3bIKOB
CTO-2026

CTO-2026 roBopUT Ha LLECTU A3blKax

Al accelerates value; context makes models Platform turns local gain into delivery.
useful.

CTO cyutaeT ROI n npoeKkTupyeT human-agent
Moenu.



Tpu BeKTOpa
ana CTO-2026

CTpouTb ynpaBnsemMyro cucTeMy YCKOPEHUS

Al handles repeatable steps; humans own
exceptions.

Intelligence + context + economics + risk.

CTpaTerus

Guardrails, context, evals, routing,
observability.

Direction



UTorn

KnroyeBble Te3uchol

Y10 3a6paTb C COOOU

Al yckopsieT artifacts; y3Kkoe MecTo YX04uT B MOCTaBKYy M3MEHEHUM.

Al-native meHAeT tools, work unit, org layers.
CTO-2026 designs context, platform, trust, economics.

Winners turn Al into managed operating model.



MaTepuanbl

Al4SDLC / CTO agenda

AlASDLC Research + DORA Al.
Google, Microsoft WTI, Stanford HAI, Meta.

Atlassian Rovo, Jira Al, Linear Al.

NIST Al RMF, FinOps 2026.



Cnacuoo!

Ecnn xoTute n3yunutb matepuansl No TeMe, NepexoauTe B KaHars
"KHUXHBIU KYy6” — TamM cobpaHbl BCe CChINTKK

AnekcaHgp Nonomopos

Technical Director & Fellow,
T-TexHonorunm @Book_Cube




