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Agentic Pelican on a Bicycle

https://www.robert-glaser.de/agentic-pelican-on-a-bicycle/
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Experienced OSS maintainers moved
19 % slower with Cursor and Claude
3.5/3.7 despite forecasting a 24 %

speedup.

Tacit context locked in heads

Early agentic capabilities and
reliability

Lack of experience in collaborating
with Al


https://metr.org/blog/2025-07-10-early-2025-ai-experienced-os-dev-study/

90 % of teams now use Al. Perceived

productivity up, but delivery instability
rises alongside throughput.

Biggest gains appear only when Al is
paired with seven capabilities:

clear Al policy

small batches

strong version control
user-centric focus
platform

healthy data

Al-accessible context


https://cloud.google.com/resources/content/2025-dora-ai-assisted-software-development-report

Structured enablement drives measurable
ROI. Teams that pair rollout with training,
governance, and measurement outperform
those treating Al as a plug-and-play tool.


https://getdx.com/report/ai-assisted-engineering-q4-impact-report/

https://metr.org/blog/2025-03-19-measuring-ai-ability-to-complete-long-tasks/


https://metr.org/blog/2025-03-19-measuring-ai-ability-to-complete-long-tasks/

The length of tasks Al can do
is doubling every ~6 months.

This confirms lab reports.



Everyone talks about productivity.
Is no one interested in quality and ambition?



A single person with Al outperforms a
two-person human team in solution
quality.

Al blends siloed expertise by breaking
the walls between disciplines.


https://www.hbs.edu/faculty/Pages/item.aspx?num=67197

If your organisation has never truly empowered humans
with clarity and agency, you are not ready to unleash
Agents. Agentic Al is a mirror.

It does not invent coordination, clarity, or trust.

It reflects whatever is already present.

— Stuart Winter-Tear






If you treat agentic Al as
~another tool in the toolbox"

you'll get waterfall-grade slop in return.

Enter the elastic loop.



Automated issue fixing

Spawn background agents Multi-agent handover

Chain of small steps

Delegation on the run . )
Immediate review/accept

Code rally driving Best of n

Feedback loop: "keep at it"
Autocomplete

Rapid prototyping Security reviews

Deferred prototyping

Event-based checks

Spec-driven development

Generate living documentation



Re-meet the 2001 Agile Manifesto

“collaboration over contract negotiation”

“responding to change over following a plan”

essentially promising tight, continuous feedback.

Those values are only real when the loop closes every time.



The elastic loop spectrum

Tight loop

Human stays embedded,

reviews every turn.

High cognitive load.

Maximum control.
When stakes, ambiguity are high.

When context can be provided
on-demand.

Loose loop

Human delegates or agent acts

on domain events.

Low (or deferred) cognitive load.
Little control.

When stakes, ambiguity are low.
Or quality control can be deferred.

When context is in place.






Tightening vs. relaxing the loop
Strategic questions




How volatile is the domain (part)?
What's the freshness of context?



Where does trust live?
If organizational trust is only earned via peer review, the loop tightens under

political pressure.

Which metrics detect drift fast enough?
Lead time, change fail rate, and loop-closure latency (time from agent
output to validated outcome) should inform how far you can stretch.



This is a weird new situation for all of us.
Build taste, intuition, and experience.

For a technology that doubles engineering task length
every ~6 months.



How does truffle taste?
Ask your team. They need to know.



I’m beginning to suspect that a key skill in working effectively with
coding agents is developing an intuition for when you don’t need to closely

review every line of code they produce. This feels deeply uncomfortable!

— Simon Willison


https://simonwillison.net/2025/Oct/11/uncomfortable/

Examples for unclosed loops

Drive-by-prompting with lack of context, agent has to prime itself, codebase

does not offer enough relevant context, unhappy developer quits tight loop.

Papercut best-of-n development tasks delegated to background agents are

not reviewed, selection process never happens.

Agent opens refactoring PR, engineering never reviews it, change decays

behind main—improvements, reward and learnings are all lost.

Product discovery agent clusters user feedback and proposes experiments,

yet product doesn't validate them with customers.



What everything comes down to:

Produce work that's faster to
validate than to redo.

Build things that would not exist
otherwise - but deliver value.

Always close the loop.






Markets tend to organize around
whatever is in short supply.

Expertise gets democratized.
Experience does not.







There will still be experts.

We will need people to

provide judgment
to set high-level strategy
to handle the weird cases

But the leverage point moves.



Knowing how to
break down a task,
set a reward,
audit a run

is going to be a baseline skill.




Culture eats strategy.

If you don't create an environment where
people are comfortable delegating to machines,

measuring the outcomes, and iterating, you'll miss

out on a huge amount of leverage.






@ Fear of loss of control
Manual sign-off bottlenecks
Hidden "shadow reviews"

Frozen prompts

Limited experiential trust
Leaders haven't shipped with agents
Teams outsource learning

Success stories stay anecdotal

Surface cultural blockers and tackle

/=] Shallow feedback rituals
Retros as status theater for humans
No telemetry on loop closure

Learnings vanish

== Lack of organizational trust
Teams and individuals hoard context
Errors are punished, not mined

Agency collapses into defensive compliance



Change minds

Our job is not to type code into a computer.

Our job is to deliver systems that solve problems.

— Simon Willison



Enable autonomy

Orgs that have worked out how to empower autonomous groups of humans

[...] are already in the best place to use agentic Al

— Matthew Skelton, co-author of Team Topologies



Autonomy -« Agency

The freedom of self-determination. The ability and willingness to act
Agency is the ability to actually autonomously, take ownership of
exercise that freedom. decisions, and actively shape outcomes —

even in the face of risk and uncertainty.



The great divide?

Benefits aren't distributed equally.
High-agency engineers see outsized gains.

Low-agency engineers experience only modest improvements, or may
even find themselves falling behind.
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A complex, multidimensional divide

A
Senior
Small or no gains, Disproportionate gains,
possible frustration, productivity, and
rejection innovation
Skill Level
Risk of over- _
Steep learning curve,
dependency, , ,
, potential high growth
modest gains
Junior
Low Agency High
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How to enable agency?

Build ladders, don’t force personalities to flip.

Drop people into safe loops, celebrate closure, not speed

Codify playbooks, remove guesswork keeping cautious engineers on the
sidelines

Reward ownership and accountability, so more people reach for it

Run agency (1) labs, tackle real problems, immediately reflect on what closed

the loops
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Rebuild teams around agency

High-agency loops call for slimmer, cross-functional squads:

One accountable owner per discipline/value stream/bounded context who
can run with their agent, no redundant overlaps.

Every duplicate role adds handoffs, waiting, and alignment drag—exactly the
friction that erases the leverage you're trying to buy.

Rotational coaching and lightweight guilds to avoid lone-wolf-syndrome and
new silos.






Platform DX and AX

Agent-ready environments
Standardize reproducible sandboxes and

ephemeral stacks so agents can execute,

test, and observe work without manual setup.

Instrument loop telemetry

Bake feedback-loop IDs into CI/CD, testing,
and review tools so every delegation emits
start/stop, drift alerts, and human
interventions. Don't use merged PRs as

success metric!

Shareable agent skills

Codify company knowledge, workflows,
deterministic tooling as reuseable, model-
agnostic agent skills.
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Wrapping up

Map where your loops don't close
Enable agency (this is the hard part)
Instrument
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