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Where and how should humans 
review what their agents are 
building?
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The goal

Idea
Working 
software

Weʼll talk more 
about what this 

means later)
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Legacy approach: Humans are the loop

Working 
software

Build

Idea

Review

This is usually a 
team of people
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Vibe coding (basically)

Working 
software

Build

Review

PromptIdeaThis could be a 
team of people

It depends on what 
“workingˮ software 

means for the 
solution being built



© 2026 Thoughtworks

Spec-driven development (basically)

Working 
software

Build

Review

Idea

Spec

Code reviews 
can become a 

bottleneck
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Spec-driven development with tests

Working 
software

Build

Review
Idea

Spec Tests
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Tests

Agentic code / test loop

Working 
software

Build

Review
Idea

Spec
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Build

Sensors

Agentic harness

Working 
software

Review
Idea

Guides

“Building the 
system that builds 

the softwareˮ
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What do we mean by “working” 
software?

“It dependsˮ
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Who uses it?

What happens if it 
goes wrong?

Your Team Your 
CompanyYou

Outage / loss

Annoyance

Catastrophe

Your 
Customers
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“Working software”:
Reliably produces good outcomes
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Business Outcomes

User Outcomes

Change Delivery Problem Management Risk Management

Internal Technical Quality

Resolution
Detection

Recovery

Availability
Security

Compliance

Lead time

Failure rate
Frequency

Code complexity
Test coverage & quality Lint reports

Cohesion / coupling

Transactions

Costs Satisfaction
Behaviour

External Technical Quality
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Proving the software is 
“working”
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DeliveryDevelopment Production

Where we prove that what we’re building works
Fast, cheap(ish)

Low fidelity
Simulated 
functionality

Code quality

Slow, more expensive

Higher fidelity
Integrated 
functionality

Deployability

Operability

Late, risky

Most useful
Actual 
outcomes
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DeliveryDevelopment Production

Legacy software delivery flow

“Doneˮ means 
“code completeˮ

Dev Ops

“Production readyˮ 
comes at the end

Seems logical More problems 
emerge here than 

expected.
Always.
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DeliveryDevelopment Production

DevOps
Continuous Delivery

Continuous Deployment

The codebase is always 
production ready

Done means “running 
in productionˮ
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Production

Maybe we don’t need CD with agentic engineering?
Agents build the 

complete solution
Agents make the build 

production-ready

DeliveryDevelopment

“Doneˮ means “now 
you wait until we do 

the techie stuffˮ

Making the build 
production-ready 

often means changing 
the “finalˮ build

Agents fix issues in 
production
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Production

Maybe we can use agents to do full-blast CD?

DeliveryDevelopment

Build in increments Make each increment 
production-ready

Humans only 
review builds 
that are ready 

to go live

Deploy on demand
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Production

Why I’ve found this challenging in practice

DeliveryDevelopment

Agents can make it 
easier to build more 
thorough operational 

readiness testing

Deploying and testing 
an increment is not 
faster with agents

And itʼs often slower 
(currently)
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Incrementally testing operational readiness

ProductionDeliveryDevelopment

We should test operational readiness 
continuously and incrementally
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Incrementally testing operational readiness

ProductionDeliveryDevelopment

Given a change has passed 
development tests:

● Will it need a change to the 
deployment environment?

● Could deployment 
environment affect its 
behaviour, implementation?

● Is acceptance sensitive to 
operational performance?

● Is there value in putting this 
change live sooner rather 
than later?

We should test operational readiness 
continuously and incrementally
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Harness engineering for coding agent users
Birgitta Böckeler

Harness engineering beyond skills: Using sensors to 
keep your coding agent in check
Video Birgitta Böckeler, Chris Ford

How I Use AI to Code
Chris Parsons

As we build, so we believe
Adam Jacob

Skills Are Context, and Context Needs Tests
Paul Stack
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https://martinfowler.com/articles/harness-engineering.html
https://www.youtube.com/watch?v=uLWOLmeHOSE
https://www.youtube.com/watch?v=uLWOLmeHOSE
https://www.chrismdp.com/coding-with-ai/
https://www.adamhjk.com/blog/as-we-build-so-we-believe/
https://stack72.dev/skills-are-context-and-context-needs-tests/

