Making Al Adoption
Stick

From Experiment to Everyday
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Problems

* We all WANT to adopt Al, but don’t know how

* People are resistant to adopt Al

* Our orgis big and we don’t know how to spread knowledge
* We don’t want to move too fast and push low-quality code
* We don’t know how to tellif Al is helping



Outline

* DORA

* Permission
* Practices
* Patterns

e Performance



DORA



THE SCIENCE OF LEAN SC ND DEV

DORA ACCELERATE

Building and Scaling High Performing
Technology Organizations

* DevOps Research and Assessment -
first reportin 2013

* What are the traits that make an
effective software delivery team?

1. Deployment frequency
2. Leadtime for change
3. Meantime to recovery

: Nicole Forsgren, PhD
4. Change failure rate Jez Humble, ond Gene Kim
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DORA

* 7 Al capabilities

Clear and communicated Al stance
Working in small batches

Healthy data ecosystems
User-centric focus

Al-accessible internal data

Quality internal platforms

N ok b=

Strong version control practices



Permission

Leadership clearly communicates Al stance



Permission

* Make public statements
* Clear acceptable use policy
* Generous Al budgets



Permission

* Dedicated work hours to experiment
* This will help create champions

* This means looser deadlines
* Not being replaced



Practices

Solid engineering foundation



Practices

* Al as an amplifier

* “The research reveals a critical truth: Al's primary role in software
development is that of an amplifier. It magnifies the strengths of
high-performing organizations and the dysfunctions of struggling
ones.”— DORA 2025



Practices

* Automated test suites

* Push small changes to prod often
* Strong version control

* Monitoring and observability

* More



Patterns

How to use Al well



Patterns

* Make a plan first!

* 1. Give it a way to do the work

* 2. Give it a way to check its work (“verification loop”)
* 3. Give it guardrails

* Tip: do your job from the terminal for a day



Patterns

* Small AGENTS.md with agent skills

* Work in small chunks and iterate

* Review the code

* Development and design are not separable

e “...the healthy skepticism they apply to Stack Overflow” - DORA
2025



Performance

Is Al helping?



Performance

e Get a baseline first
* DORA, SPACE, DX Core 4

* Self-reported DORA is fine to start
* User demos



Performance

e J-curve

* General-purpose tech shows productivity below expected levels
at first

* Electricity and IT took ~10-25 years to pay off



Productivity

Long-term gains

Before Al

Time



Recap

* DORA metrics

* Permission
* Leadership clearly communicates Al stance

* Practices
* Solid engineering foundation

e Patterns
* How to use Al well

e Performance
* |Is Al helping?



Sources

* DORA, State of Al-assisted Software Development (2025) -
https://services.google.com/fh/files/misc/2025_state_of ai_assisted_software_development.pdf

* DORA, Al Capabilities Model (2025) - https://dora.dev/ai/capabilities-model/report/

* DORA, Impact of Generative Al in Software Development (2024) -
https://services.google.com/fh/files/misc/dora-impact-of-generative-ai-in-software-development.pdf

* DORA, DORA metrics guide — https://dora.dev/guides/dora-metrics/

* Perryetal., Do Users Write More Insecure Code with Al Assistants? (ACM CCS 2023) -
https://arxiv.org/abs/2211.03622

* Forsgren et al., The SPACE of Developer Productivity (ACM Queue, 2021) -
https://queue.acm.org/detail.cfm?id=3454124

DX, DX Core 4 — https://getdx.com/research/measuring-developer-productivity-with-the-dx-core-4/

* Brynjolfsson, Rock & Syverson, The Productivity J-Curve (NBER / AEJ: Macroeconomics, 2021) —
https://www.nber.org/papers/w25148

* DORA, The ROI of Al-assisted Software Development (April 2026) — https://dora.dev/ai/roi/report/
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Thank youl!
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