Three Modes,
One Session,
Ship Everything.

Collapsing the traditional code-test-review-release pipeline through Al
mixed-mode orchestration. A technical breakdown of a 26-minute release.
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THE TASK LIST THE TIME COMPARISON

Implement tiered input validation

Deploy to production

Iterate limits based on live user feedback

Update 6 documentation files

: 1 Day (Disciplined)
Write changelog / 2 Days (Human)

Tag v0.0.3 release

Run full codebase audit 26 Minutes

Fix all audit issues / (Claude Code)

Final push to production EEason ey I

The task list for Mio v0.0.3 was a heavy lift. Delivering it in under
a half-hour required abandoning the sequential pipeline entirely.
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The Sequential Bottleneck

Code

Wait State
Context Switch

Test

Commit

Docs

Lint

PR

Traditional workflows serialize execution. You cannot document what
isn't coded, and you cannot release what isn't reviewed. The
pipeline speed is permanently capped by human single-threading.

Context Switch
Blocking Dependency
Review Fix Merge Tag Release
Context Switch

Blocking Dependency
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The Mixed-Mode
Orchestration Framework

layers while the human drives design decisions in real-time.
Mode 2: Background Agent

Asynchronous, parallel execution of rote tasks. The Al acts as an instant, i
local CI/CD pipeline running outside of the developer's attention.

Mode 1: Direct Pair Programming
Active, cqntinuuus human‘cnllabnr_atinn. 'Ijh_e Al handles_the mechanical
Y,

Mode 3: Autonomous Review Team

Goal-oriented, self-iterating loops. Agents audit, review, and fix codebase
issues without human intervention until the specified delta is zero.

Speed doesn’t come from moving faster through a serial pipeline. It comes from running three

distinct collaboration models simultaneously within a single development session. i
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Mode ‘1: Direct Pair Programming

|dentify

Issue 500 Baseline - Absurd for

characters a nickname

Revision 44 - Deployed
50 /. . in 14 mins. Still too
characters long, blanks not
validated.

§

Live Human
Feedback

Implements Revision 45 - Deployed

10 /A in 2 mins. Per-key
characters config added. Still too
long for Chinese names.

Perfected limit
deployed to production.

Build/Push/Deploy
(Cloud Run)

-

.‘

Tight loops. High human attention. The workflow shifts from ‘file a ticket and wait’ to three live
production deploys driven entirely by real-time conversation.

"
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Mode 2: The Background Agent

Main Thread (Direct Mode)

. Iterating 10 -> 6 -
char name limits

Background Agent (Asynchronous)

Reads

Codebase

Minor Discrepancy: Because it ran concurrently,
the docs agent recorded the 10-character limit just
moments before the main thread finalized the
6-character limit. Easily correctable.

Updates 6 Writes Tags v0.0.3
Docs Files Changelog Release

T

Fire and forget. Spawn an agent for work that doesn't require attention.
It is the Al equivalent of kicking off a Cl pipeline without leaving the IDE.
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Mode 3: The Autonomous Review Team

22 Findings - 21 Fixed

1 minor tech debt deferred—memory accumulator batch efficiency.
Al demonstrated intelligent discretion.

Round 1

Round 2

3 New Findings - 3 Fixed

(Exposed by R1fixes)

| APPROVED I

Define the objective (‘review until clean’) and step back.This isn’t just parallel execution; it
IS convergent review. The agents iterate autonomously until the delta reaches zero.
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The 26-Minute Overlap

MDF'E L 14-min implementation Release
Direct
Document Review
Mode 2:
Backeould Implement terate Update 6 Docs & Changelog
Mode 3:
Team
[asieiii) R B | (| (C e |G ] | [ T R ] R o L et e | e R S|
| | | I | | | | | | I | I | l | [ | | | | | I I r I I | | | |
0:00 5:00 10:00 15:00 18:00 20:00 22.00 24:00 26:00 Minutes

The phases compose. Pair programming on implementation, while documentation updates
in the background, while the review team iterates autonomously.
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The Orchestration Matrix

Dimensions Direct Mode Background Mode Team Mode
Human Attention Continuous Zero Goal-Setting Only
Feedback Loop C on;lf- eI:?QEEt/i Al None Agent-to-Agent

Low (Al handles Medium (Task High (Iterative
Autonomy mechanics) execution) problem solving)
Design decisions & | Docs, tags, & rote Deep codebase
Best Use Case live tweaks tasks audits

No single mode covers everything. The true leverage comes from
switching between them fluidly, or running them concurrently,
based on the attention requirements of the task.
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The Execution Bottleneck is Gone

The Old Way: Developer Time Allocation

10%
Decision

Time

The New Way: Mixed-Mode Developer Time Allocation

907%

Decision Time (what to build, what limits feel right, when to ship)

The paradigm shift is not that Al writes code faster. The shift is that the
entire pipeline runs concurrently, and your role fundamentally changes.
You are no longer the executor. You are the conductor.
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