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The direction was clear: Al-
first development
organization

-

The solution was not: no
best practices yet, they are
only emerging

ITSELF




TWO STREAMS
EMERGED
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° Distributed experiments




WE KNEW HOW TO :
COORDINATE

/ )

New structure with smaller teams, role )

shifts, org-wide metrics, design to code,

shared business context for LLMs )
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PATH FOR DISTRIBUTED LEARNING

’ ,
HEAVY LIGHTWEIGHT,
GOVERNANCE VISIBLE,

CONNECTED

Formal process for
every try, e.q. 1-pager

Easy to start. Easy to
see. Easy to build on

TOO ISOLATED
/

COMPLETE
ISOLATION

Everyone builds alone,

learning is limitead

EXPERIMENTATION SHOULD BE EASY. LEARNING SHOULD TRAVEL




WE STARTED WITH VISIBILITY
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Nikita Bogomolov 1:25 PM

) W - . 9,
Nikita _En:-p‘ st
& Fr‘fr»t'! in # devs_ai-lab l
your own features

ool
= Remember to share your Al wins!
* Try Playwright MCP and agentic testing or testing

What it is
nd the Playwright CLI) let an Al agent control a real

Hey Domers! W
Playwright MCP (a
clicks, fills forms, and tells you what it sees. It can also write or fix Playw

talk to it in your IDE.

browser. The agent opens a page,
right tests from that session. You

Drop your use case here with #myai &
: Liubov MR 248 °M

5‘5’ Al Win: Help Center Al Assistant success rate 52% —> 75%
Assistant — the tool that answers conver

ig or small, it all counts: ..»-
Hi team! Wanted to share a quick win on the Help Center Al
a round of fully-Al improvements, SUCCess

yersion, it was answering roughly half of user queries. After
lved — just tech writers and Claude Cod

— A prompt that saves you 30 min a week

— A workflow you automated with Al —
— A tool you discovered that changed your gam

— Anything you practiced, even if it did not ifori out

Your hack mi
ght become someone else's breakthrough i
* gh in our WIRA! Library v1



ADDED EVEN MORE VISIBILITY
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LR Al Library

TYPE

Agent

Agentic system

App
Automation
Case study
Claude skill
Guide
Integration
Prompt
Skill
System
Tool

Toolkit

Workflow

FUNCTION
Analytics
Any

CX

Content

31

Library

Prompts, skills, agents, and automations built by the team.

TITLE

automation-scorer

Scores automation requests using the company's Intake & Ba...

Contractor Invoice Generator

Claude Cowork skill that walks a contractor through a short Q...

Per-task OrbStack VM skill

Downloadable skill that gives every task its own OrbStack virt...

/getting-paid-toolkit:suggest-reviewers

Claude Code plugin command that answers one question - w_..

[release-checklist

Skill that checks a getting-paid release against the standard s...

Feature Interest Finder

Claude skill that scans Gmail, Zoom, HubSpot, Intercom, and ...

Al Communication Coach

Claude skill that analyzes a client's email history to build a co...

FUNCTION

Ops

Ops

Engineering

Engineering

Engineering

Product

Content

TYPE

Skill

Skill

Skill

Skill

Skill

Skill

Skill

AUTHOR

®

@

Alina

Oksana

Nikita

Nikita

Hanna

Piera

Valentina I

STATUS

» Verified

» Verified

e Verified

Verified

» Verified

® Verified

@ Verified

® Synced 32 min ago

Most liked

LIKES

99 entries

W

§




WHERE TWO STREAMS MEET

' Coordinated organizational change '

| PROMISING PATTERN -> SHARED PRACTICE '
.....

° ]
° Distributed experiments we all see
o




COORDINATED CHANGE TRACKING
DASHBOARD

o ~ Al Transformation Program & Dark Status read on page load - history weekly (Wed)

EXECUTIVE DASHBOARD

Al Implementation Status

Week 42 - FY2026

Company-wide Al adoption across Product, Revenue and Operational teams — every page loaded Oct 11, 12:32 PM
workstream, owner and target in one view. 64 initiatives - 3 departments - 29 shipped

PHASE 1 OF 3 - BUILDING

29 of 64 initiatives shipped so far. Capacity released counts verified measurements only. Projections are shown separately and never added in. Business cutcomes are never converted to hours and never

summed.
® Revenue 17 rows -read just now @ Operational 30 rows - read just now @® Product 17 rows - read just now @ Impact 33 rows -read just now @ Engineering 23 rows - pulse week 2026-09-21- 20d old
® Outcomes 28 rows - read just now - 28 of 29 rows after de-duplicating overlapping tabs 56 of 64 initiatives have data gaps - 1 unclassified

All 64 Product 17 Revenue 17 Operational 30 Engineering

CAPACITY RELEASED VERIFIED ONLY LANDING NEXT 27 IN FLIGHT OFF TRACK DERIVED

9
9 9 ‘ 1 2
; ° h / month 5 - initiatives
person-hours of effort removed, from measured before-and-after that an initiative can be off track for more than one reason
Oct 2 2€ JE i s

somebo has checked

! : : 12 past their ship date
11 already past their date, still open — not counted in a

22 Pulse Survey Presentations (Claude-Generated) ' A
future month 0 parked past their date

Backlog and paused w s is a 0 owner reporits reg

20 Billy Bot (Conversational bot to check details in Stripe) Pilot

6 reported green by the owner, but the dates disagree

LD Content Creator



SAME AMBITION, DIFFERENT
LANDSCAPE

Knowledge stuck inside teams and projects

Limited capacity for organization-wide
participation



ANOTHER BOTTOM-UP

L - )
"""" Core Team to collect and scale
W

< Solutions come from people doing
e the work. Participation is facilitated,
o not fully distributed




Make learning
visible & easy to
find

Explain what the
org needs

Converge and
scale

INTENTIONALLY!



LEADERSHIP DEFINES THE "
DIRECTION.

-

THE ORGANIZATION DISCOVERS THE
TRANSFORMATION

Can your organization turn ideas into learning without turning learning into chaos?

THANK YOU!
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