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Software teams have never had more ways to generate code. Yet the volume of Al-assisted output hasn't closed the
gap between individual task speed and end-to-end delivery performance. An Al assistant can produce code in
seconds, but the business intent behind it may still be ambiguous, the enterprise architecture standards, security and
UX design guidelines reside in separate repositories or documents. The task moved faster while the project still
delivers later. The system did not. Local productivity does not automatically become enterprise productivity. Across
enterprises, Al adoption is widespread but remains unstructured, ungoverned and disconnected from repeatable
delivery patterns. This post examines the industry challenges driving that gap, what it actually means to re-imagine
engineering around Al rather than simply add it, and how Xebia's Ace™ was built to take a team from business intent
to working software across greenfield builds, brownfield changes, and legacy modernization.

Key Takeaways

¢ Al adoption is widespread, but Al maturity is not. Most
organizations aren't seeing enterprise-grade delivery
gains. High adoption and modest returns is the
pattern, not the exception.

e Al engineering practices remain fragmented, covering
narrow SDLC stages rather than end-to-end delivery.
That's the real constraint.

e The gap is systemic: individual task acceleration
doesn't translate into faster delivery when handoffs,
context loss, and approval bottlenecks remain
unchanged.

e Point tools improve moments. Xebia Ace improves the

system by linking enterprise knowledge, specialized
agents, deterministic controls and human decisions
into a single governed execution layer.

Durable competitive advantage won't come from
which Al model a team uses. It will come from how
well an organization governs context, traceability and
engineering controls around those models.

Xebia Ace is open by architecture, deterministic by
design and traceable by default. It can run on any
cloud, any model and your existing tools without
workflow rewrites.
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The Delivery Gap Al Tools Haven't Closed

According to Gartner, 84% of developers now use Al coding tools and 90% of engineering leaders report productivity
improvements. Yet the gains are underwhelming. Most organizations have assembled a collection of point tools. Al
engineering practices remain fragmented, constraining automation to narrow stages of the SDLC rather than enabling
Unified Intelligence-led orchestration. High adoption hasn't produced a delivery system which is repeatable, reviewable
and production-ready.

We see this pattern consistently across client engagements. The reason is structural. Software delivery isn't a single
task; it's a chain of decisions. A feature travels from business intent to requirement, architecture, UX design, code, tests,
infrastructure and operating service. At every transition, context gets translated, summarized, copied and lost. Faster
tasks do not ensure faster system level delivery.

Why Point Tools Aren't Enough

Add a different Al assistant at each stage without connecting the underlying decisions and you've made each step
faster without changing what it costs to reconcile them. The product manager has one context. The architect has
another. The developer sees the repository. The tester sees acceptance criteria. Each tool executes faster. Local task
acceleration is useful. But local productivity does not automatically become enterprise productivity. That requires a
connected operating model around the tools.

Point tools leave real gaps:

. Handoffs that break
Limited or no shared , . .
Context that's No governance, audit between requirements, One faster step,
context across the . . . .
dependent on prompts trail or traceability design, build and not a faster system

lifecycle
release

Real delivery needs a connected requirements-to-production flow: enterprise context available at every stage,
governed workflows that reuse decisions rather than rebuild them, human approvals where they matter and traceability
that survives from intent to operations.

The same five failures recur across enterprise software organizations, regardless of which Al tools
are in the stack:

Fragmented knowledge Business, architecture and code context stay siloed across tools and teams.

Manual handoffs Requirements, design, build, test and release remain siloed. Context drops at every
transition.

Rework loops Errors surface late and compound downstream. The organization ends up paying

verification tax: the time required to review, correct, integrate, secure and validate
everything that has been generated.

Weak traceability Decisions and artifacts lose their lineage across the SDLC.

Unmeasured cost-to-serve Al usage, effort and value go ungoverned end-to-end.

The problem isn't a lack of tools. It's the absence of a connected engineering system.
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The Missing Piece: A Connected Engineering System

Xebia Ace, the Al-native digital engineering platform, is built to close this gap. This platform takes a team from business
intent to working software, continuously, across greenfield builds, brownfield changes and legacy modernization.

It connects enterprise knowledge with specialized Al agents across requirements, architecture, UX, development,
testing, DevOps, release and operations. It maintains context and traceability as work moves through the lifecycle, while
keeping people in control at the decisions that require business or engineering judgment.

(s

Layer 01
Enterprise knowledge and context

Layer 02
Al agents and domain skills

Layer 03
Deterministic tools, workflows and frameworks

Layer 04

Human-in-the-loop governance and decisions

Layer 05
Traceable artifacts, quality and operations

A% XebiaAce

Unify and normalize enterprise data, standards, policies and domain
context.

'ﬂl Specialized Al agents with domain knowledge and repeatable skills.

% Deterministic workflows, guardrails, frameworks and enterprise tools.

o, Human expertise, approvals and policy enforcement at the right
M moments.

[D]Q End-to-end traceability, quality signals and operational observability.

~ This is how Al becomes operationally useful for enterprise engineering

Xebia Ace treats every generated output as an engineering artifact: structured, validated, traceable and held to the
same quality, security and release standards as any Enterprise grade production software. Human decisions sit at the
points where trade-offs, risk and accountability demand them.

Five layers form the Xebia Ace execution model, each addressing a distinct failure point in conventional Al-assisted
delivery:

(5]
(6]
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Enterprise knowledge and
context

Al agents and domain
skills

Deterministic controls,
workflows and frameworks

Human-in-the-loop
governance

Traceable artifacts, quality
and operations

Token economics built in

Your standards, policies and domain knowledge unified and made executable.
Every workflow draws on your organization's context, not generic model knowledge.

Specialized agents with repeatable skills across requirements, architecture,
development, testing and operations.

Schema checks, quality gates and enterprise tool integrations that enforce
reliability around probabilistic model output.

Human expertise and policy enforcement at the moments that matter. Al agents
deliver but accountability for decision, trade-offs, reviews, and outcomes stays with
people.

End-to-end traceability and quality signals from the first requirement to the running
service.

Model routing, token budgets and cost traceability by user, project and organization.
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How Xebia Ace Enables the Full Engineering Flow

Xebia Ace helps turn a business idea into working, production-ready software. Enterprise context feeds each workflow,
agents execute, deterministic controls enforce reliability, and human review sits at every critical gate. Outputs are
linked, and traceable. Quality gates run policy-driven checks. Operational signals loop back into the next delivery cycle.

{Z) Enterprise context £ Agent execution S\ Deterministic tools Qv HITL reviews
Ingests knowledge, standards, Al agents orchestrate tasks and Xebia Ace uses deterministic Human decisions and expert reviews
policies and compliance workflows across the lifecycle engines, templates and guardrails for at key points
requirements reliability

Intent Discover Requirements Architecture Build Test Release Operate Improve
Business goals, Explore context, Capture needs, Define solution Develop code, Validate quality, Package, approve and Run, monitor Learn, optimize and
problems and users and constraints and structure, components infrastructure and security, performance deploy with and manage in evolve based on
outcomes defined opportunities acceptance criteria and interfaces configurations and compliance confidence production outcomes
[c”e Traceable artifacts @ Quality gates +/\ Operational feedback
Every output is linked, versioned and Policy-driven checks ensure Real-world signals drive continuous
traceable end-to-end trustworthy progression improvement and value

Governed product thread ‘ © End-to-end traceability | © Policy & compliance by design | © Agentic speed with deterministic control ‘ @© Continuous visibility & auditability

Five properties hold this together: a governance, traceability, policy and compliance by design, human decisions at the
points that matter and continuous visibility and auditability across every stage.

Xebia Ace embeds Al at every stage with Context Engineering and Deterministic controls across the lifecycle:

Requirements and Xebia Ace converts raw, unstructured inputs into clear, actionable requirements—automatically
planning detecting ambiguities, gaps and inconsistencies. Outputs include Gherkin scenarios,
acceptance criteria, edge cases and MoSCoW/RICE-ranked priorities.

Architecture and Xebia Ace generates context-aware architectures, C4 diagrams, API specs, deployment views
design and entity models directly from structured requirements already in the system - no re-
prompting, no context loss.

Development Generate Scaffolding, Skeleton and Specs to power Al-driven code generation which work in
tandem, alongside implementation artifacts.

Testing Xebia Ace converts requirements directly into test cases, scenarios, data and automation-
ready test code across Cypress, Playwright, Selenium and JUnit—closing the loop between
what's specified and what's delivered.

Deployment Auto-generated infrastructure-as-code and CI/CD pipelines keep every release repeatable and
compliant.

Maintenance and Auto-remediation and predictive maintenance, alert triaging and ticket suggestions, log/trace

support correlation and root-cause analysis.
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The goal isn't autonomy for its own sake. It's a system where humans spend less time reconstructing context and more
time making consequential decisions. Xebia Ace doesn't remove humans from the loop. It accelerates delivery
informed and controlled decision making. Xebia Ace connects business intent, enterprise knowledge, Al execution and
human accountability to continuously deliver better software.

How Xebia Ace Divides the Work Between Humans and Al
The split is deliberate, not incidental.

¢ Al Agents execute with speed and consistency: research, analyze, generate, test, trace, optimize and prepare
artifacts.

e Control System governed by designed: context engineering, workflows, human-in-the-loop gates, quality gates and
traceability.

¢ Humans own decisions and outcomes: set intent, review, approve, override, govern, decide and accept risk.

Q Research |~ Analyze </> Generate & Test @ Trace ¢4 Optimize B Prepare
lﬁl Al Agents artefacts
Execute with speed and Find and collect Understand context, Create code, Validate quality, Maintain lineage, Improve quality, cost Assemble release-
consistency relevant knowledge patterns and impact configurations, tests security and links and and cycle time ready artifacts and
and docs performance dependencies evidence
T N

& Context engineering & Workflows X HITL gates © Quality gates Ea Traceability
Control System

Governed by design Provide the right context and Orchestrate steps, rules and Human-in-the-loop at the right Enforce standards, policies and End-to-end lineage, evidence
guardrails automation moments checks and audit

£ Setintent © Review © Approve £3 Override F Govern = Decide ® Accept risk

& Humans
Own decisions and Define goals, scope Evaluate outputs, Authorize progress Take control when Set policies, standards Make trade-offs and Own risk decisions
outcomes and constraints evidence and impact and releases judgment is needed and risk appetite prioritize outcomes and accountability

Xebia Ace accelerates delivery without removing accountability

This isn't a distant forecast. Gartner projects that by 2027-2028, Al agents will generate at least 50% of digital assets
for major software projects with minimal human oversight. That inflection point demands governed orchestration:
a human + Al operating model with clear accountability, systematic enablement and platform engineering built in.
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One Platform Three Engineering Missions

Greenfield engineering @ Brownfield enhancement @ Legacy modernization
New product / platform build Existing applications and APls Legacy modernization
Move from idea to production with Al-native Understand existing context, implement Reverse engineer, document, refactor and
requirements, architecture, code, tests, change safely and maintain artefact upgrade older technology stacks without
release and evidence. consistency through every update. rip-and-replace risk.

. . Context e Agents e Controls e Traceability
Context e Agents e Controls e Traceability Context e Agents e Controls e Traceability

N J

One Xebia Ace platform

Shared context e Al agents e Policy-driven controls
End-to-end traceability

One platform. The same context, controls and traceability across every type of engineering work.

How Xebia Ace Makes Enterprise Knowledge Executable

The context layer is what separates Xebia Ace from a connected set of point tools. Xebia Ace continuously ingests and
indexes your enterprise knowledge: code repositories, architecture decisions and ADRs, standards and policies,
compliance requirements, tickets and backlog, runbooks and telemetry. Every workflow draws on retrieved context, not
generic model memory. Your Enterprise standards, guidelines and compliance requirements apply to every output.

For quality, Xebia Ace wraps every large language model with five reliability controls:

01 Context engineering 02 Structured outputs 03 Tools and workflows
Retrieved context and curated source Schema checks and bounded retries Static analysis, test tools and CI/CD
references ground every task. enforce output format and completeness. integrations apply deterministic validation

at each step.

04 Human-in-the-loop gates 05 Quality gate
Human approval holds at every decision point before outputs A12-pillar review with scans, auditors and baselines applied to
advance. every accepted artifact.

Traceability isn't overhead. It's how the system holds together as generated artifact volume grows. Every requirement
stays connected to the architecture, the code and tests that satisfy it and the release evidence that proves it shipped
with the right quality checks.
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Xebia Ace Runs on Your Terms

Xebia Ace is open by architecture. It runs on AWS, Azure or Google Cloud. It works with Claude, OpenAl and Gemini,
routing each task to the optimal model for the use case and budget. Sovereign deployments run on NVIDIA powered by
SLMs, Ollama or Gemma. New providers come in through adapters and configuration, not workflow rewrites.

It integrates with your existing toolchain: planning and knowledge tools like Jira, Confluence and Azure DevOps;
developer Al tools like GitHub Copilot, Kiro, Cursor and Claude Code; and delivery automation like Harness and GitHub
Actions.

Measured as a Platform, Not Claimed as a Project

Xebia Ace is instrumented as a running platform. Adoption, traces, tokens, spend and reliability are tracked live. Every
engagement is tied to delivery metrics: lead time, defect rates, release cadence and cost-to-serve. The business
outcomes these ladder up to: faster time to market, higher throughput, improved quality and lower cost to serve, most
importantly governed and standardized for the enterprise.

Market Tools Automate Work. Xebia Ace Governs Delivery

The market is converging fast. Autonomous coding, multi-agent orchestration and Al software factories are no longer
differentiators. The real differentiator is what you build around them: an open, deterministic and traceable engineering
engine that governs context, controls and accountability across the full delivery system.

Here's how Xebia Ace goes further

~ What the Market Now Expects % Where Xebia Ace Stands Apart

Turning enterprise context, tools, models, controls and people into one governed

Point agents and Al factories are quickly . . "
engineering system.

becoming the new baseline.

—e E(_) Executable enterprise context Knowledge, standards, policies and application
o ’ intelligence drive every workflow.
i’»  Autonomous coding & PRs ~—
o Deterministic around Schema enforcement, quality gates,
probabilistic Al deterministic tools and HITL review.
GE Multi-agent task orchestration ~——
o ¢a> No-lock-in architecture AWS/Azure/GCP, Claude/OpenAl/Gemini, plus
sovereign SLMs on NVIDIA.
1—7 Tool and repo integrations -— —
Xebia Ace
adds —e (@ Integrates instead of replacing  Jira, Confluence, Azure DevOps, GitHub, CI/CD,
copilots plug into one flow.
3% Modernization & documentation -—]
o $> Token economics built in Model routing, token budgets and cost traceability
by user, project and org.
@© Audit visibility for requlated teams ¢—/
e (e) Traceable artifact continuity Requirements to architecture, code, tests, release

evidence and operations.

(¥J Xebia Ace is a governed, cloud/model-agnostic engineering system for greenfield, brownfield and legacy modernization
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Where the Baseline Ends and Governed Engineering Begins

The baseline is rising. The leaders already pulling ahead are asking harder questions:

How do we govern Where do How do we keep How do we trace

context across the deterministic humans accountable every artifact from

full lifecycle? controls sit around as agents execute intent to production?
probabilistic models? more of the work?

Organizations with the most Al tools or subscriptions will not win this race. It will be those that govern delivery as a
system: connecting context, controls, traceability, economics and human accountability around whatever Al capabilities
the market produces next.

This is the first post in an ongoing series on Al-native digital engineering. In our next blog, we will explore the Al coding
trap: why faster tasks do not mean faster delivery. Stay tuned.
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