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Al-Native

Leadership
CTO Role 2026

Where software development is going, why the
engineering system is changing, and what a CTO now
has to manage



Talk Route

Al4SDLC - new CTO agenda

Where development and delivery move.
New work unit and Al-native orq.
CTO: context, platform, trust, economics.

New CTO profile and direction.



Part 1

Where Development
Is Going

An executive version of AlI4SDLC: what research and
practice already show in 2025-2026



How We Look
at Al4SDLC

Engineering shift, not demos

2023-2025 meta-analysis + Al4SDLC Surveu.
Track speed, adoption, trust, delivery.
Where do engineering bottlenecks move?

For CTOs: map to operating model.



I\,I et a- St u d g Results | Meta
sighals

Patterns 2025-2025

AI 1s default Coding beats delivery ROI through process
routine > complex coding > delivery orchestration + platform
Al is baseline; gains Artifacts outrun value and Value shifts to context and

stronger on routine. trust. validation.



Results | Survey

Engineer survey

Al4SDLC Survey 2025

AI became daily tool Impact remalns local Trust vs expectations
58% often/always 64% vs 32% 49% [ 60%
Codegen and autocomplete Personal acceleration is not Trust lags yearly business

are daily practice. team throughput. expectations.



AI dailg, Adoption | Daily Tool
not universal

High-risk usage lower

Mass scenarios Rare scenarios
Codegen and autocomplete are daily. Code review, legacy, critical changes.
Debugqging, boilerplate, docs. Higher error cost - lower Al use.

Al accelerates personal loop. Boundary: assistance vs autonomu.



Productivity grows,
team effect weaker

Coding # delivery

Personal loop accelerates first.
Bottlenecks move to review, tests, integration.
DORA: local gain # throughput.

Weak downstream turns gains into rework.

Throughput | Productivity



Qualit g/trus.t Quality  Trust
need validation

Verify, don’t trust

Quality Trust

Quality grows slower than speed. Distrust remains widespread as

dopti ,
Context and complexity matter. S0 RIS 2 [Retuss

Without validation. Al accelerates Trust comes from review/tests/evals.

defects. Al moves into process and policuy.



Conclusion | Shift

From coding
to delivery

Delivery bottleneck

Reviews/tests/releases cost more.

Docs become model context qualitu.
Coding speed without delivery redesign stays local.

Winners rebuild delivery around Al.



Part 2

SE 1.0 -»
SE 2.0

SE 1.0 - SE 2.0: delivery redesign



Engineers steer
the whole process

SE 1.0
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Team leads design
work with agents

CE 1.0
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Industry 2024-2026

Signhals from
Market Leaders

Al inside workflows

Google: Al inside engineering system.
Meta: JIT tests, diff-aware validation.

AWS: role compression + guardrails.

GitHub, Microsoft, Uber: bounded agents.



SE 2.0 needs Reality | Trade-offs
discipline

Fast change - chaos

Weak VCS - rework.
Noisy tests - instability.
Fast agent PRs move review bottleneck.

No policy/evals - entropy.



= Strategy | Exchange
Practice transfer
SE 1.0 & SE 2.0
Transfer, not winner
SE 2.0 > frontier SE 1.0 > foundation Practice transfer
Agentic orchestration, JIT Checkpoints, ClI/CD, safe 1.0: guardrails; 2.0:

tests, autodocs. delivery, observability. automation.



Transition @ 2026 Blueprint

Al layer
iInside delivery

Operating model layer

AL enters workflows Agents get bounded tasks Management Language
PRs, review, triage, testing Systems execute bounded Management moves to
become Al points. tasks under human control. throughput, risk,

economics.



How Transition
Gets Measured

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.

Metrics Management Model



New Work
Unit

Next bottleneck: how work moves



Shift

Task Mlanagement Becomes
the Next Bottleneck

Tickets no longer carry enough control

Incidents, chats, docs, prod Al speeds change flow. Work items hold links,
signals. history, next steps.



Model Classic vs AI-native

Ticket tracker
- work graph

Work unit changes

C  Classic tracker AL Al graph

Humans create issues and copy System creates items from

context. sighal/context.

Triage/routing depend on rituals. Al suggests team, priority, duplicates.

Statuses drift quickly. Humans own intent, risk, approval.



AtIaSSian / Linear Market Signals Atlassian x Linear

VVector: intake - enrichment - delegation

A Atlassian L Linear

Jira: Al-assisted items from context. Triage suggests team, assignee,

Rovo: search, context, handoff PATCIE

automation. Al agents delegate with human
ownership.

Fields - orchestration graph.
System handles operating work.



DevOps and platform:
what changes

Task graph as platform

Incidents, support, chatops, docs - graph.
Automate intake; humans own risk.

Trace intent - PR - deplou.

Vleasure signhal-to-action lead time.

Practice DevOps / Platforn



Al-Native
Organization

Faster code reorganizes the company model



NeXt Step: Org Design | shift
Al-Native Organization

SDLC roles and org layers both compress

Layers compress Decision latency Leverage > headcount

SE 2.0 compresses handoffs Approvals and context Big Tech optimizes output
and org layers. transfer slow down. per employee.



Big Tech

Visible Organizational
Signals

Wider span needs stronger platform

+ \Wider span, stronger IC + Fewer layers, stronger platform

Wider spans and senior IC leverage. Flattening needs IDP, policy,

Org design - output/context observapility.

transparencu. Platform compensates fewer layers.



Al-native org
needs platform

Flattening needs quardrails

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

Managers design context and priorities.

Constraints

Reality



What the CTO
nOW manages

Focus: workflow and leverage

Workflows across people, agents, plattorms.
Headcount - ratio, leverage, latency.
Context, autonomy, approvals, fallback.

Adoption - throughput - risk - economics.



CTO Builds
Context/Workflow

Context and workflow are strateqic assets



CTO as Context
Architect

Internal context wins

DORA: Al-accessible code, docs, ADRs, runbooks.
Context drives productivity and safetu.
Knowledge architecture: ownership, access, freshness.

CTO builds delivery/context platform.



H um an - ag e n't Work Model Human + Agent
model

Unit: workflow

C Classic model AL Al-native

Team, ticket, function, headcount. Workflow, checkpoints, bounded

CTO asks: stack and people. autonomy.

Focus: architecture, escalations, DU S e el EITE) e S

coordination. Focus: intent — validation = outcome.



CTO owns Workflow | Quality Loop
workflow quality

Quality lives in contracts

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

Bounded autonomy beats maximum freedom.



Platform,
Trust,
Economics

Managed Al-native loop wins



PlLatform IDP

Platform owner

IDP creates impact

|IDP distributes safe Al-native practices.
Quality loop: PR, review, evals, Cl/CD, rollback.
Al features need telemetry and boundaries.

CTO turns productivity into delivery capability.



Trust Governance

Trust/risk manager

Ambiqguity gets expensive

Policy: tools, data, vendors, tallback.
Security, compliance, ops risk in one loop.
Policy with CISO, legal, product before rollout.

Trust = engineering ambiquity management.



Economics | Tech P&L

Tech economics

‘Best model’ is narrow

$ Questions > Market
Cost per successful task? Models change too fast for lock-in.
Cost of error, rework, bad routing? Al spend becomes a management

Route 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.



CTO-2026 Profile
and Direction

Scattered Al scenarios - managed acceleration



Six Lanquages
CTO-2026 speaks six engineering languages
Users, outcomes, context Platform, flow, trust Economics and roles
Al accelerates value; Platform turns gains into CTO reasons in ROl and
context makes models deliveru. designs human-agent

useful. models.



Strategy @ Direction

Three VVectors
for CTO-2026

Build a managed acceleration system

Toward end-to-end workflows Toward platformized AI Toward model optionality

Al handles repeatable steps; Guardrails, context, evals, Intelligence + context +
humans own exceptions. routing, observability. economics + risk.



Summary

Key Takeaways

What to take away

Al accelerates artifacts; bottleneck moves to deliveru.
Al-native changes tools, work unit, org layers.
CTO-2026 designs context, platform, trust, economics.

Winners turn Al into managed operating model.

e ntellmeabout.tech - 7naidsdlc-research.space
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Thank You!

For more materials on this topic, visit the "Book Cube” channel —

all the links are collected there

Alexander Polomodov
Technical Director & Fellow,
T-Technologies @Book_Cube




