The 10X Celllng

Escaping the Al as a Tool Trap
and Building a Genuine Al-First System
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99% of our
cogeis
written by Al.

—10:00 AM: Feature written.

—12:00 PM: A/B tested.
—03:00 PM: Killed.
03:00 PM: Killed.

(Previously a 6-week cycle)

Treat that as marketing. Discount it.

The real insight isn’t
the speed.

It's how you organize
around the speed.



If humans still operate Al tools
step-by-step, productivity hits
a hard physical ceiling.

The Al
Integration

-- ath

If humans are only building the
tools, the real organizational
workflow revolution hasn't
even started.




Racing the 24-Hour Clock

\l/_[ The Human Kick-off Bottleneck]

¥

= 10x faster generation

You have 24 hours a day. However fast your hands are, your total output is capped if every
task must still pass through you line-by-line. 10x is the physical ceiling for a tool-user.



The System Era

LangChain Experiment i —
i | — =y . L:. ] T :
Model held fixed. LN\ A= SR The Harness |
System design improved. ‘ = [l —— Q)
Zero model upgrades yielded AR [ W UV D (G Lo -
a +14 point jump (52.8% to TR TE = S
66.5%) on Terminal-Bench. o & )] |
* | K 7/ M
I ¥  —— JUKC \ } |
N | F ""H frf'! i 1¢ o I
=g s W) 11 0 7 U T x OpenAl's Harness Engineering
e ol <-/q = —J ' 3 engineers. Zero hand-written
v | e e M | = )\ ) ; code. 1 million lines. 1,500 PRs.

The hard part isn't the agent. It's the layer of system

wrapped around it. Humans steer, agents execute.
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The Al Paradigm Shift

The Tool Era The System Era
a%%rgting Step-by-step operation Self-healing, autonomous loops
Speed Limit 10x individual ceiling 100x+ organizational scale
Human Role Operator / Generator Intent-Giver / Reviewer
The

Bottleneck Speed of human hands

Speed of human judgment
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H U ma I'I
The Verification
| Orchestrafgr LOOp

Al Generation

Loop

(Saturated, . R
Machine Speed) (Botfclenecked,
. Brain SpEEd)

The orchestrator lives at the exit of the verification loop. The goal is no
longer generating; it is making the verification loop run as fast as possible.
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The Human Retreats to Two Jobs

Job 1: Supplying Intent

Job 2: Defeating the

False Victory

Generation Engine Control Terminal




But the review ate is drowning.

Skip the cost, and this becomes just one more piece
of Al feel-good marketing. Generation is nearly free;
verification is buckling under the weight.



Faros Al Data Impact
on the Gate:

+9% rise In bugs

91% initial increase in
median review time

441% increase in
review time by 2026

Generation scales with compute. Verification is still
moving at the speed of a human brain reading code.



A stronger model cannot save the gate.

Syntax Security
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12% Failure Rate

In Java security tests across
100+ models (Veracode Analysis)

‘ﬁ— 'ﬁ\

__

As models scale, code becomes increasingly syntactically correct, but
security barely improves. Only human judgment, or human-designed
verification systems, can catch the flaws.
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The Perception vs. Reality Gap

Squrc_e: METR RCT Data

Actual Measured Speed (-19%)

Every self-reported 100x speedup rests on this perception gap. The bottleneck
has successfully hidden itself, moving quietly from generation to verification.
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The Al-First Reality Check

< : -
W% Real Rebuild Qg The Fig Leaf

The Goal Redesigning workflows Justifying headcount cuts
sl Reinvest freed-up labor Fire and replace

Strategy

The = el I 2eElne (0 Klarna: Cut humans, quality

program from 75 to 1,000 for

Outcomes creative Al use.

collapsed, rehiring humans.

The IBM Benchmark: Cut 94% of routine HR work, but overall headcount

rose as $3.5B in gains were reinvested into engineering.
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The Re-work Boomerang

Rehiri Gartner Prediction: Al-Dri
ehiring at a By 2027, 50% of companies that =

Premium executed Al layoffs will be forced Layoffs
to rehire.

Collapsed Quality &

Verification Bottleneck

Treating Al as a cure-all for cost leads directly to paying a premium in
rework. It is the exact same script as the early outsourcing era.



Dao Rises, Skill Fades

Premium on Verification
(Intent/Judgment) skyrockets.

Cost & Effort of Generation
(Craft/Hands) approaches zero.

Cost & Effort of Generation
(approaches zero).

The Tool era tested how fast your hands were.
The System era tests whether you can still tell what's right.
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