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Preface

AWork in Progress
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conviction: the future of software development isn’t just about better

tools—it’s about fundamentally reimagining how teams collaborate, decide,

and deliver.

Aspractitionerswho’vewitnessed the frustrations of coordinationoverhead,

endless meetings, and scattered toolchains, we’ve spent years questioning

why software teams struggle to maintain velocity as they grow. The rise of

AI presents an unprecedented opportunity to address these systemic chal-

lenges, not by adding more complexity, but by creating intelligent systems

that reduce friction and amplify human capability.

This book is very much a work in progress—a living document that evolves

with our understanding and the rapidly changing AI landscape. We’re shar-

ing these ideas not as definitive answers, but as a foundation for conversa-

tion and experimentation within the software community.

Our central thesis is simple yet radical: the most effective software teams

of the future will be small, AI-augmented units that operate with un-

precedented autonomy and intelligence. We call this the “Always Two”

principle—keeping core teams lean while empowering them with AI agents

that handle coordination, governance, and institutional memory.

Throughout these pages, we explore practical frameworks for:

• Building lean teams that scale through intelligence, not headcount

• Implementing AI agents that enhance rather than replace human judg-

ment
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ware teams.

We believe the teams that master these principles will deliver software with

unprecedented speed, quality, and intelligence. Join us in exploring what’s

possible when human creativity meets AI capability in service of better

software delivery.
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Ownership: Code, Feature, and Product

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Code Ownership in an AI-AugmentedWorld

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Feature Ownership: Twin Leadership Model

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Product Ownership Enhanced by AI

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

AI-Driven Governance and Escalation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Management by Exception

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Automated Policy Enforcement

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Built-in Escalation Mechanisms

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Evolution of Human Roles

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Continuous Metrics and Transparency

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

DORAMetrics Automation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Cost and Sustainability Transparency

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Governance Feedback Loops

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Tools and Practices Today

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Monitoring & AIOps

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Incident Response Automation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

AI Meeting & Documentation Tools

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

DevOps Data Platforms

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Building Towards the Future

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Treat Features as RAG Knowledge Packages

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Ingest Signals Across the SDLC

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Leverage Fine-Tunable and Local AI Models

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Reduce Toil and Speed Incident Resolution

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Paradigm Shift

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Chapter 4: Chapter 4 – The Interview:

Finding Builders, Not Priests

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Beyond Pedigreed Skills

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Builders vs. Priests

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

1. The First Prompt Test

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

For Programmers

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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For Product People

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

What to Watch For

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Practical Example

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

2. The Generalist Principle

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Programmer as Generalist

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Product Person as Generalist

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Interview Tips for Generalism

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

3. The Builder’s Mindset

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Core Builder Traits

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Feature Over Framework

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Test What You Ship

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Scale by Design

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Work with People

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

4. Signals to Watch For

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Positive Signals

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Clarity in Explaining Trade-offs

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Asks “Why?” Before “What/How”

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Simplifies Complexity (When Appropriate)

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Curiosity Across Domains

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

5. The Anti-Signals

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Specialist WhoWon’t Step Out of Their Lane

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Tool or Framework Zealot

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The “Not My Job” Person

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Interview Strategy

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Key Questions to Ask

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Setting the Right Tone

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Closing: Always Two, Always Generalist, Always Building

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Chapter 5: Chapter 5 – Implementation &

Transformation: Making Always-Two a

Reality

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Implementation Roadmap: From Theory to Practice

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Milestone 1: Secure Executive Alignment

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Milestone 2: Build the Nervous System Foundation First

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Milestone 3: Start with a Pilot

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Milestone 4: Scale Gradually

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Milestone 5: Evolve and Scale

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Milestone 6: Scale Beyond First Teams

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Cultural Change Management

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Leading Change

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Managing the Transition

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Hiring for the NewModel

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Real-World Case Studies

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Measuring Success

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Leading Indicators

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Lagging Indicators

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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Business Impact

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Common Pitfalls and Mitigation

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

The Path Forward

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.

Call to Action

This content is not available in the sample book. The book can be purchased

on Leanpub at https://leanpub.com/next-gen-ai-teams.
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