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The RFC said it. A code comment said it. The agent still missed it.
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| PART 01 – THE PROBLEM

“I had the answer written down twice and
shipped the bug anyway”
— A CODING AGENT'S RETROSPECTIVE, QA.TECH PIPELINE, 2026



Velocity went up. Confidence didn't.
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 CODE MAINTAINABILITY

+3.8%

CHANGE CONFIDENCE

-6.1%

DX, Q2 2026 · 500+ orgs · PRs per engineer over four quarters · quality metrics QoQ

+37%
PRS PER ENGINEER / WEEK
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5× LONGER

Agent PRs are harder to review.
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LinearB 2026 Benchmarks · 8.1M PRs

P75 WAIT BEFORE A HUMAN PICKS UP THE PR FOR REVIEW

············
·····░··░·░·
············

WRITTEN BY A PERSON 3.4h

WRITTEN BY AN AGENT 17.6h
0 6 12 18 HOURS

Our job moved from writing code to verifying it.
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Agents are getting
good at long,
multi-step tasks.

Self-contained. Well-defined. Verifiable.

To benefit, they need a verifiable reward 

for what good looks like.

HOW LONG A TASK AN AGENT CAN FINISH ON ITS OWN,
LOG-SCALE. DOUBLING EVERY ~89 DAYS

METR TIME HORIZONS, METR.ORG/TIME-HORIZONS
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This is not hypothetical.

~700
agents attacked Hugging Face
to cheat the grader

The instructions were explicit.

They cheated the grader anyway.

They covered their tracks.

Not one alerted a human.

OPENAI AND METR / REDWOOD REPORTS, AUGUST 2026
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Agents optimise the reward, not the intent.

INTENT

What you want.

The gap

REWARD

What your checks measure.

"The model is more and more incentivized to just reason 

about its oversight process and try to target that."

APOLLO RESEARCH, ON REWARD SEEKING
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Intent in. Code out.

SPEC-DRIVEN DEVELOPMENT IS OPEN LOOP

Open-loop works if a system is deterministic and well defined. Agents are neither.



It stopped itself when a thread broke.
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Sakichi Toyoda's power loom, 1896. Jidoka, before Toyota built a single car.

PHOTOS: TOYOTA



Five agents, one human approval.
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Production
bug

LIVE CHAT

Ticket

TRIAGE AGENT

Design
doc

CODING AGENT

Pull
request

CODING AGENT

Review

REVIEW AGENT

Risk
score

RISK AGENT

QA in
preview

QA AGENTS

Fix
loop

CODING AGENT

Approval

HUMAN

FIVE AGENTS ONE HUMAN

At every step, something checks the work of the step before.



The ticket is enriched with context.
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THE TICKET'S CALL

“We don't want to keep bolting 
per-agent special cases onto the 
router.”

CONTEXT IT PULLED FIRST

SENTRY POSTHOG BIGQUERY

Is it real? Since when? How many conversations?

Everything downstream is judged against the ticket.
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Invariants you can run today.
Each one is a decision someone senior made, written so a machine can enforce it.

0 1

Architectural 
rules

a new migration must 

sort after everything 

on main

0 2

System 
contracts

a breaking API change 

blocks the merge

0 3

Data-flow 
constraints

PII never reaches the 

logs

0 4

Security 
invariants

no service-role client 

in a browser bundle
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Review agents turn into judges if you give them rules to verify.

Most teams already run a review agent.

ITS RUBRIC

The ticket

The design doc

The codebase's own rules

1
BLOCKING

2
OBSERVATIONS

9
CHECKS PASSED



· ····░··░░░░░░░░░░░░░▒▒░▒▒▒▒▒▒▒▒▓▒▒▓▒▓▓▓▓▓▓▓▓▓▓▓█▓██████████
· ·· ····░░░░░░░░░░░░░░▒░▒▒▒▒▒▒▒▒▒▒▒▓▒▓▓▒▓▓▓▓▓▓▓▓█▓▓██████████
· · ····░░·░░░░░░░░░░░▒░▒▒░▒▒▒▒▒▒▒▒▓▒▒▓▒▓▓▓▓▓▓▓▓▓▓▓███████████

| PART 02 – THE FACTORY

Score the blast radius of every change.

RISK: HIGH · CORE CHAT PIPELINETHE DIFF SERVICES CONTRACTS USER JOURNEYS

Depth follows risk.

61 files

chat agent

skill loader

tool results

agent ids

skill payloads

offload rule

PR review

release check

onboarding

HOW HARD QA LOOKS

LIGHT ░░·░░

TARGETED ▒░▒▒▒░▒▒▒▒

FULL ▓▓█▓██▓█████████
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A reviewer reads the diff.
A verifier runs the product.

An agent uses it before you do.
ON THE PR'S PREVIEW ENVIRONMENT

LEFT

Every step, and why.
RIGHT

The app, with the change.
BOTTOM

Console, network, logs.
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Close the loop.

The agent closes its own loop. The human merges with higher confidence.

Run the checks. Fix what fails. Run them again. Repeat without a human. Surface findings to human reviewer.



A model of the app, from both sides.
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OUTSIDE IN · EXPLORE THE APP

pages and states

what you can click

where it takes you

journeys a user completes

INSIDE OUT · READ THE CODE

routes

services

components

the code behind each screen

THE MODEL

Every journey, linked to 
the code under it

FEEDS THE BLAST RADIUS
AND WHAT QA TESTS

Model-based testing, without the hand-maintained model.



Verify as a user, not a script.
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WEB

Acts on the pixels

a reduced DOM says which actions 

exist and where

MOBILE

Finds its own actions

our own model detects actions 

and where they sit on screen

API

Calls the endpoints

checks payloads and headers 

against the spec, in the same PR

THE FULL RUN, ON VIDEO · NOT JUST THE END STATE

a spinner that never stops an error that flashes past a button clicked twice

Plenty of real bugs don't live in a state. They live in a transition.



Encode the intent, not the path.
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SCRIPTED TEST · ENCODES THE PATH

click('#checkout-btn')

type('[name=email]', 'ana@shop.co')

expect('.order-total').toHaveText('€49.00')

UI changes on purpose FAILS · FALSE ALARM

The outcome breaks FAILS

AGENT · ENCODES THE GOAL

GOAL

A user can complete checkout.
THE PATH IS WORKED OUT ON EVERY RUN

UI changes on purpose PASSES · PATH RE-FOUND

The outcome breaks FAILS

A scripted test is a snapshot pretending to be an invariant.



A failure should show the agent where to look.

Evidence, not verdicts.
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✕
FAIL · checkout.spec.ts

A red test is one bit.

NO REPLY

SCREENSHOT AT THE BREAK

STEP TRACE · ATTEMPT 1 OF 3

01  click    new chat
02  type     the two-topic message
03  click    send
04  wait 3s  loading, send disabled
05  wait 5s  no assistant text
06  wait 10s still loading
07  wait 15s “Setting up test run…”
08  finish   FAIL · no reply

WHERE IT DIVERGED

REPRODUCED

3 of 3 attempts
EXPECTED RESULT

One assistant reply addressing 
both questions.

ACTUAL RESULT

Skills load, but no reply text ever 
appears.
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What good looks like, encoded.

Invariants pin what must never change. Judges assess what is allowed to vary.

INVARIANTS · WHAT MUST ALWAYS HOLD

architectural rules

system contracts

data-flow constraints

security invariants

JUDGES · WHAT IS ALLOWED TO VARY

risk scoring

explorative journeys

agent code review

evals of AI features



Measure it, then climb it.
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PASS RATE · A GOOD WEEK

HARNESS A 100% PASS

HARNESS B 100% PASS

OUR VERIFIER BENCHMARK

STABLE PASS · 764 CASES, RUN TWICE

HARNESS A 86.1% PASS

HARNESS B 91.7% PASS

Your test suite is the loss function of your software factory.

100%

WEEK BY WEEK

HARNESS A

HARNESS B

100%



Evaluate the evaluator.
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FIXED BENCHMARK · HELD OUT

0 1 a bug you already found

0 2 put the broken version back

0 3 run the harness

0 4 caught it? that's the score

SAME DISCIPLINE AS A TEST SET IN ML

CALIBRATED JUDGES · CHECKED AGAINST PEOPLE

0 1 sample the judge's calls

0 2 have people label them

0 3 compare the judge to the people

0 4 repeat when a model or prompt changes

A JUDGE YOU HAVEN'T CHECKED IS A CONFIDENT OPINION

You don't need the right output. You need the right verdict.



All four look like the number going up.

Honest failure modes.
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0 1

Overfitting
the harness

the benchmark looks 

great but stops 

generalizing

0 2

Judge
drift

a model upgrade makes 

the judge lenient, and 

everything goes green

0 3

Benchmark
rot

the product moves on, 

the benchmark keeps 

testing an old state

0 4

Goodhart,
on yourself

the score becomes the 

goal, for the agents 

and for you



Let the agents complain.
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A backlog for the verifier, written by the verifier.

“The buttons are visible in the 
screenshot, but they don’t 
appear in the markdown. I had 
to guess coordinates blindly.”

TEST AGENT · 30 SEP

GAP IN WHAT THE AGENT SEES

“The verdict says it was sent 
with the correct quantities, 
but the screenshot shows 
every quantity still at 1. The 
evaluator should have failed 
this.”

CHAT AGENT · LONG E2E TEST · 1 OCT

AN AGENT CATCHING OUR JUDGE

“I wanted to save a lasting 
fact the user gave me, but 
had no way to do it.”

CHAT AGENT · 30 SEP–1 OCT

6 VENTS · 3 PROJECTS · 25 HOURS

SAME COMPLAINT, THREE CUSTOMERS
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Work on the factory, not in it.

"People should be spending a lot more time building verifiable systems. How can the agents themselves verify their own work."

ERIC ZAKARIASSON, CURSOR, APRIL 2026

0 1

Make your checks 
agent-runnable, 
failing with evidence.

0 2

Write your seniors’ 
rules down as 
executable invariants.

0 3

Give every PR a 
preview, and let an 
agent use it first.

0 4

Close the loop: 
benchmark your past 
bugs, let agents vent.
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1896 TOYODA POWER LOOM

Nobody reads the code anymore.
So make sure you encode what good looks like.




