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SATURDAY, 10 OCTOBER 20826

One day of
Al-driven
software delivery.

[t starts with a voice note.

18:00

20:00 22:00 Be:60

o VOICE NOTE - WISPR FLOW DICTATION

e b e e ne e g e

“The Al assistant on my site
should learn from my articles.”

B1:01
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14:85 - GRILL ME

Q16: The Dispatcher merges and deploys both features on its own after green Cl. Does that work for you?

An agent interviews
me, one decision at a |
time.

Q The Dispatcher merges and deploys both features on its own after green CI.

OK?
A Yes, and the admin panel goes live now; the articles section stays hidden
behind a URL flag.
ONE FEATURE BECOMES THREE
01 02 03
An articles section An admin panel to The assistant learns

publish from articles
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FAILURE 1 OF 3

Q8: How do we demo the assistant learning from articles, if the assistant is switched off for visitors?

The agent believed a —
stale document.

MNo demo

Other

It said the assistant was off. It had been live for -

11 days.

THE QUESTION ASSUMED: ASSISTANT OFF

ACTUALLY LIVE FOR 11 DAYS
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14:05 TO 14:28 - EVERY ANSWER ON RECORD

Every question and
answer 1s recorded.

= O » O = O

One answer added a requirement nobody asked
for.
NEW REQUIREMENT, FROM ONE ANSWER
An admin panel to upload
articles.

The section stays hidden behind a URL flag until it is
ready.
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14:28 - THE DISPATCHER STARTS

My own Al delivery-lead [ . . .
Dispatcher: articles, admin upload, assistant learning
agent ta_kes Over. The grill settled two features plus an admin upload panel. This

session runs the dispatcher on them, collects its questions in a

Word file and keeps every decision on record.

Start with worktree

v

6 MINUTES LATER, ONE DOCUMENT

r [

D /

QUESTIONS FOR ME DECISIONS ALREADY
TAKEN

100

= Sub-agents build in parallel.
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15:084 |10 15512 « [ELRST [PULL REQUEST

15:04 the first pull request opens. 15:12 it 1s merged,
automatically, after every check passed.

No human in between.
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15:12

14:00

15542 |~ THE| GATES

The agents test their own

Lle]

16:00

work. Every time.

Every pull request: first locally by each sub-
agent, then again in CI.

ONE RED CI RUN

18:00

The Polish header at 1024 px ran 5 px past the ®
margin. Linux renders labels wider than Windows.

FIXED, GREEN ON THE NEXT RUN

OVER THE DAY:

29 CI RUNS -

10 RELEASES -

20:00

Lint

Types

Unit tests

End-to-end

Build

Content

Deploy

22:00 Be:00 B1:01

in headless browsers
a production build

no em dashes, no number without a source

only a green main reaches the server

294 / 294

LIVE CHECKS AFTER EACH RELEASE. A FAILED CHECK ROLLS IT

BACK.

294 OF 294 LIVE CHECKS EVERY TIME -

0 ROLLBACKS
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16:49 - IN PRODUCTION

Feature 1: the articles
section.

All three features live, behind a hidden-
section flag.

18:00 20:00 22:00 Be:e0 B1:01

michalgorski.com

Articles

How software delivery changes when Al writes part of the code, written for the people
accountable for the resuit.

1
o

Who owns the result when Al writes the code

Code is getting cheaper. Accountability is nol. What changes for the people who answer for

delivery when part of the code comes from a model.

A
r
September 30, 2026 - 1 min resd
Governance that scales with the team
Why the governance that works for one team breaks at five, and what to keep when the program
@ Askmy
Erows. 2
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FEATURE 2

It checks an article
before publishing,

THE ADMIN PANEL

Every number and external link is listed.
Publish waits until I confirm the numbers.

18:00

20:00 22:00

michalgorski.com/admin

A
Preview
Preview English Preview Polish

Checks of the draft
Warnings 3

NUMBER
48% in: “Review time grew by 40% and incidents doubled in 2025.%

KUMBER
2825 in: “Review time grew by 40% and incidents doubled in 2025.%

EXTERNAL LINK nd
https: /fexample.con/repar

-

Be:00

Draft

ai-delivery-
governance-
nvxfjxhi-d

ai-delivery-
governance-
mvxfjxhj-d
ai-delivery-
governance-
mvxfixhi-d-pl
2826-18-18 13:27

Ne

No

Numbers checked (2}

Publish

B1:01
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FEATURE 3 - THE ASSISTANT michalgorski.com/admin

EXIrActed. No new TActs: the St Delow Is Up To date.

The facts the - ~

assistant learned.

Al.1( eorTen

Michat runs a weekly risk review with each delivery lead.

Each fact with its source sentence. Edit
or delete. A deleted fact never comes back. @ e

Sourca: "Michat runs a short risk review every Monday with each

delivery lead.”

Al.2

The article says: The steering committee then spends its time on
decisions instead of status.

@ i

Source: "The steering committee then spends its time on decisions instead

of status.”

ge:e0

STATUS Published. The
assistant uses
these facts and
the full text.

EXTRACTED 2826-168-18 14:25

FROW vERsION w1 (English)

KNONLEDEE 2,152 of 80,008
USAGE characters (all
articles)

Extract again

B1:01
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om

FAILURE 2 OF 3 michalgorski.com

A CCRe ad in POliSh” link Articles / Who owns the result when AL writes the code

Who owns the result
nObOdy wanted. when Al writes the code

Caught in a screenshot review, already deployed
behind the flag. Shipping first was by design.

Code is getting cheaper. Accountability is not. Whar changes for the people who
answer for delivery when part of the code comes from a model.

Read in Polish

REMOVED IN THE NEXT FIX
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18:33 - RUN 2

Tables, downloads, publishing from my
writing tool via an APL

g | am on the Cloudflare service tokens page. Before | change anything in your account, | need your consent here in the chat.
‘ x t‘ ]:- l l al aC C O l I l I t . K1 (token for the Claude Docs skill). Cloudflare Zero Trust > Service credentials is open in your Chrome. Plan: (1) | click "Add a service token” and enter

the name ‘michalgorski-article-publisher’, valid for 1 year; (2) you click ‘Generate token’ and copy the Client ID and Client Secret straight into your
password manager (the secret is shown only once, and | do not read it); (3) | add a new “Service Auth’ policy, for this token only, to the Access
application that protects /admin. Do you agree to these changes in Cloudflare?

The secret stays with the human.

Yes, go ahead

Later
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18:43 - USAGE

% of the 5-h

36% of the 5-hour
[imit.

My current plan costs 100 USD a month. The
next one costs 200 USD.

18:00 20:00 22:00

250k until auto-compact

Session limit

Weekly - all models

Weekly - Fable

See detailed breakdown

Be:60

Compact session

81:01
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~18:55 - AN HOUR OFFLINE

Pancakes with my
daughter.

The best hour of the day.

One hour. The agents keep working.

® AGENTS STILL WORKING
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20:18 - RUN 3, A SMALL FIX

A contact request from an
article now says which
article.

<
o

20:00 22:00 Be:00

CONTACT REQUEST

SENT FROM THE ARTICLE
Who owns the result when Al writes the
code

B1:01
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20:25 - ACCEPTANCE TEST

The agent writes me a
test plan.

18:00

<

-

20:00

32

STEPS FOR ME TO RUN

22:00

Be:60

B1:01
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14:00 16:00 18:00 20:00

21:87 - |'MY RESULTS

My results against the agent’s plan.

L2 4 D

STEPS PASSED DEFECTS NEW REQUESTS

22:00 Be:00

1

MISTAKE IN THE
AGENT'S OWN TEST PLAN

B1:01
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21:07 - A RISK SHOWS UP
REQUEST 1
Every demo grows the
: ’ REQUEST 2
wish list.
The moment people see a working feature, they see REQUEST 3
what else they want.
My own test turned into five new requests. REQUEST 4
Each looks like two hours of agent work.
REQUEST 5

Two hours here, two hours there, and the next ten hours are
gone.

Be:60

81:01

i 10 h OF AGENT WORK, FROM

ONE TEST
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L
om

FAILURE 3 OF 3

A credential on the server
piCked up inViSible CREDENTIAL AS WRITTEN
characters.

The next release’s config check stopped it. Production
CONFIG CHECK: RELEASE STOPPED

untouched.
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22:05 - RUN 5

Long material gets published as a series: a map and
f1ive parts.

+ MAP PART 1 PART 2 PART 3 PART 4 PART 5

A series needs navigation between parts: one more feature.

B1:01



SAT 1@ OCT

22:20 : '

14:00 16:00 18:00 20:00 22:00 Be:60
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§

22:20 - I GO TO BED. RUN 6 STARTS.

More agents chase unstable tests.

They find a real server bug.

Before the first real series, the whole publishing path runs on a test series in production.

UPLOAD - PREVIEW - PUBLISH ALL PARTS - EN/PL NAVIGATION - WITHDRAWAL - EVERY ADDRESS BACK TO 484

B1:01
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~25:20 - THE HIDDEN COST

My laptop at 96% CPU. K e

Headless browsers, builds and the Claude app

Bl chrome-headless-shell.exe (4)

on one machine. About 3.5 hours of heavy
local test and build runs over the day.

t Runtime (5)

> il Task Manager

690 o
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<

P0:15 +- UPLOADED michalgorski.com/admin

The series goes up as a ———— e
draft.

e Michal Gorski

Publishing stays my decision. o . A

nobody

2626-18-15 19:00
may see

Whao owns

the result

when Al . N
writes the =

code

Mie-16-15 10:00 241015 10:00 117 8

aaaaaaaa

Delivery
NOLCS [e8L-

] = N
article: 28~ 16-19 19:58
® "

Delivery
MOtes est
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01:01 - THE DISPATCHER

Done.

A written report, with what it did not check.

18:00

What works:

= A, article pages (PR #126);
th d thes

L, and the r
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THE AGENT LEARNS HOW I DECIDE

[t compared 22 earlier
decisions with mine.

16 6 2

MATCHED MISSED LESSONS
DRAWN

12 Lesson 1: When | pick the simplest option, you usually want the fuller scope. From naw on | propase the full scope in D and give the simpler one as

the alternative. Evidence: Questions 3 D1, D2, DS and Report D3. Where: SKILLmd {all projects).

Agree, SKILLmd

Agree, this project anly

Reject

Lesson: when it picks the simplest option, I usually want
the fuller scope.

It asks me one lesson at a time before adopting it.
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THE PARKING LOT

Seven 1deas parked for
later.

18:00

01

02

03

04

05

06

a7

20:00 22:00 Be:60

Switch the articles section on for visitors
RAG for the assistant

Comments under articles

An article checker that explains errors
Short links with campaign tags

A pre-publication version for friends

The assistant suggests what to read next

B1:01
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oQ
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THE RISKS

Two risks. Both old. Both much faster now.

RISK 1 RISK 2

Deciding what to build faster than anyone can Building and running it without seeing the full
check it cost

WHERE IT SHOWED UP: WHERE IT SHOWED UP:

Unsigned requirements Review after release, by design

The wrong weight of documentation No definition of done

Agents trust stale documents Green checks, wrong feature

Scope decided in a click Agents colliding in the same code

Every demo grows the wish list The manual step nobody verifies

Scope that never stops growing Token spend that keeps running

Decisions nobody made The machine is part of the budget
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THE QUESTION

Was it cheaper?

A TEAM, BY MY ESTIMATE

0.3 business analyst

+ 2 developers
+0.5 QA

about 3 weeks

My estimate from 20 years in software delivery.

18:00

20:00 22:00 Be:60 B1:01

THIS RUN

11 hours from voice note to production
~2.5 to 3 h of my time

~38 h of Al agent time

~270 to 330 USD of tokens at API prices
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THE DAY IN NUMBERS - TIME

~11 6

HOURS, 14:00 TO 081:01 RUNS

10

RELEASES

18:00 20:00 22:00

11

PULL REQUESTS

O

ROLLBACKS

Be:60

B1:01
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THE DAY IN NUMBERS - AGENTS AND ME

~38h

OF AI AGENT RUNNING TIME IN ONE 11-HOUR DAY
Main session ~11 h - Dispatcher 10 h 33 min - 15 sub-agents ~15.3 h -

~15h 15

OF SUB-AGENT WORK CODING SUB-AGENTS

20:00

two side sessions ~1.6 h

~2.5t03h

MY TIME ON THE
FEATURE

22:00 fe:e0 B1:01

1h =

OF PANCAKES WITH MY
DAUGHTER

The best hour of the day.
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THE DAY IN NUMBERS - COST

14:00 16:00

~720M tokens

processed, 97% from cache

1.91USD

of CI usage, O billed

<

18:00 20:00 22:00 fe:e0

~270to 330 USD ~30% to 52%

at API prices, on a flat-rate of the weekly limit
subscription

~3.5h

of heavy local runs on my laptop
(96% CPU at peak)

oQ

B1:01



Code got cheaper.
Accountability didn'.

AI SDLC: cheaper code & new risks to manage michalgopski.com



