
100X Devs, 1X Orgs:
How do we make AI productivity gains compound?



Is it all still relevant?...

Am I relevant?...

Are we relevant as a community? ... 



“You must adopt AI …” 

“… because AI will replace all knowledge workers in 12 months.”

“… because the next model will be just crazy super-intelligent.”

”… because everyone else is doing that.”
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to be advocating for? 
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Human
intelligence

Artificial
intelligence

“Don’t be a bottleneck and trust AI output”

“Stop writing & reading code”

Do we lose our core skills and disciplines?

Do we now all become “AI operators”, “do more with 
AI” because we can’t do it by hand anymore?

But what do we expect AI vendors 
to be advocating for? 



https://www.linkedin.com/posts/ericswise_this-legit-almost-made-me-spit-my-drink-out-share-7512517837345685504-Nk2m/



The AI vendors are aggressively optimizing their 
own product-market fit by trying to make us 
change our habits and rely more and more on AI. 

That’s OK, that’s their strategy.

But what’s yours? Ours?





Sprinkling AI on top 
of existing org 
structures and 
hoping for 2x, 10x, 
100x… 

… wait a minute, I 
saw this movie 
before.



https://www.linkedin.com/feed/update/urn:li:share:7511318788202491904/

https://www.linkedin.com/feed/update/urn:li:share:7511318788202491904/


Intro:       A Puzzle and a Mystery

Part 1:    The Pin Factory

Part 2:   Value Streams Aren’t

Outro:   OD for AI



Intro:       

A Puzzle and a Mystery.



A manager’s guide to elevating 
business performance 
with people and AI.

10xorg.com

1. Keeping your employees relevant by 
allowing them to do impactful work.

2. Amplifying this org design with AI.

https://10xorg.com/


“How did you manage to write a 
book on AI when the ground is 
shifting every day?”

People ask us:





Paula> "Everyone seems 
faster individually with AI. 
But then how come we 
are already behind our 
yearly roadmap? It’s not 
getting any better…"

Eric > "What used to take 
days now takes hours. 
Sometimes minutes."

Devi >"AI allows me to 
finish my frontend work in 
a fraction of the time."

A business novel
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Paula> Everyone seems is going faster 
individually with AI. But then how come we 
are behind our yearly roadmap? The R&D 
as a whole is not getting any better…

Eric > What used to take days 
now takes hours. Sometimes 
minutes.

Devi > AI allows me to 
finish my frontend work in 
a fraction of the time.

A puzzle and a mystery:



You say you’ve got an AI SDLC.
Great, so which one?



Performance = AI Fluency×Team Flow×Org Fit



Intro:      A Puzzle and a Mystery

Part 1:   The Pin Factory



“24 Hours” of Management Science



All the new stuff …

2021 @23:31

2025 @23:57



In the beginning there was …

2021 @23:31

2025 @23:57

???



A pin factory of the 18th century "Concentrating each worker on a 
single subtask often leads to greater 
skill and greater productivity than if 
each worker tried to make a whole 
product on their own.” 

– Adam Smith, The Wealth of Nations, 1776.



Pin Factory of the 18th century ...

2021 @23:31

2025 @23:571776 @0:00



Ta-da!

2021 @23:31

2025 @23:571776 @0:00

2001 @21:30



The slow death of agile



Ta-da! 

2021 @23:31

2025 @23:571776 @0:00

2001 @21:30

✝



Layers of Management Thinking ...



“Right now, your company has 21st-century Internet-enabled 
[plus AI] business processes and mid-20th-century management 

processes, all built atop 19th-century management principles." 

— Gary Hamel, The Future of Management, 2007
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Part 1:

Is anyone working in a pin factory?



Here is Debian, a DB Designer.

Organization’s historical trajectory:
☑ Narrow job descriptions
☑ Easy to measure & compare performance
☑ “Someone to call at 3 am”
☑ Clear career path
☑ Mastery …



Splitting
“Work follows the worker”

Functions



Task agency

Four Intelligences



AI, the accelerator.



Performance = AI Fluency×Team Flow×Org Fit



So, in 2-3 days, he can do the yearly load of DB design.

Now with AI, Debian can go 100-1000X faster.

AI is an accelerator:



“We’ve got an AI SDLC!”



What is he supposed to do with the remaining time now?

Is there a demand for 1000X more databases?





2

https://youtu.be/OTmeuZDYBts?si=txLzE0dPs7cAI_T_

https://youtu.be/OTmeuZDYBts?si=txLzE0dPs7cAI_T_
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This won’t be enough …



Intro:       A Puzzle and a Mystery
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Part 2:   Value Streams Aren’t



The renaissance of management …

2021 @23:31

2025 @23:571776 @0:00

2001 @21:301986 @20:101950 @16:30



Value Streams
A value stream is the end-to-end flow of activities required to 
fulfill a customer request, traced from the downstream 
customer need back upstream through all the activities 
needed to satisfy it, while continuously optimizing the flow, 
minimizing waste, and maximizing the value delivered to the 
customer.







“Value Streams”Aren’t



New Splitting
“Work follows the teams, for faster flow”

Features

Functions



Flow agency

The Agile Wave



Performance = AI Fluency×Team Flow×Org Fit



Which one you see more  often?

Functional org splitting “Value streams” org splitting

Which one is better?





orgtopologies.com

https://www.orgtopologies.com/














“We’ve got an AI SDLC!”



Work streams
“Value Streams”

Teams pinned to product parts



Same paradigm:
splitting



Divide et impera



Same result:
silosFunctional org splitting “Value streams” org splitting





“100X”
“100X”

100X

“100X”



“100X”
“100X”

“100X”

100X

“100X”



Ferrari Trap

Unrealized potential of performance due to 
local optimizations & narrow view on the problem space.



Is this our best response?..
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What can we 
do instead?



Newer AI SDLC: 
Product designer + Product engineer

Seriously? What if an outcome needs 3 engineers?... 2 designers? …



Newest AI SDLC:
Let’s separate teams into  Product Teams and Lab Teams…

Seriously? How will they bridge the knowledge gab between the silos?...

https://www.youtube.com/watch?v=DqF08Dz3nok

https://www.youtube.com/watch?v=DqF08Dz3nok


https://x.com/kingofalldicks1/status/2101069257392185362?s=46&t=SJ4uHyYq8Q_R8XBmbGvpEg

https://x.com/kingofalldicks1/status/2101069257392185362?s=46&t=SJ4uHyYq8Q_R8XBmbGvpEg


Caution — a big idea: 

HOW ABOUT 

NO ORG SPLITTING?



Instead of work follows 
workers …

People follow value, 
learn and deliver.





Outcome agency



Millions of years of 
brain evolution as 
multi-learners.

Temporary 
local optimization, 
only last 200 years.

Back 
to our 
strength of
multi-learning.



“Next Monday”
• Run a transformation program
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“Next Monday”
• Run a transformation program
• Do a hackathon

• Find people/teams who are already expanding their mandates 
to get the work done

• Make it visible & important: multi-learning is happening

• Help a person/team take on adjacent work (“expand mandates”)

• Simplify & accelerate that learning with the help of AI
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The very same AI that takes our 
jobs, can be used to elevate 

human’s intelligence.



The very same AI that takes our 
jobs, can be used to elevate 
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(That choice is a leadership job)



The very same AI that takes our 
jobs, can be used to elevate 

human’s intelligence.

(That choice is a leadership job)
(That job requires education & coaching)



Them> We’ve got an AI SDLC.

You> Great, so which one?



100X Devs, 1X Orgs:
Let’s make AI productivity gains compound.


