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Audience

• Anyone doing building with AI

• Whether AI writes 1% of your code, or 100%

• Doesn’t matter if using Claude Code, Copilot, or others (I use Claude 
primarily)

• If you’re at 1% - some of this may be overwhelming fair warning



Poll

• How many people using Claude Code?

• Copilot?

• Codex?

• Cursor?

• Devin/Windsurf?

• Something else?



Agenda

• Auto Mode

• Agent Verification

• Context Management

• Right-sizing Instructions

• Right-sizing work

• Don’t Repeat Past Mistakes

• Probabilistic enforcement vs deterministic enforcement

• The Right Guardrails

•  Avoid reading every line of every PR 

• Live demo



Goals

• Things you should start doing on Monday

• Things you should stop doing on Monday



Who am I? 

• Director of Engineering at Lean TECHniques

• Microsoft MVP

• Dometrain Author

• Redgate Community Ambassador

• Co-organizer of Iowa .NET User Group and Iowa Code Camp

https://leantechniques.com/
https://leantechniques.com/
https://mvp.microsoft.com/en-us/PublicProfile/5005146?fullName=Scott%20%20Sauber
https://mvp.microsoft.com/en-us/PublicProfile/5005146?fullName=Scott%20%20Sauber
https://dometrain.com/author/scott-sauber/
https://dometrain.com/author/scott-sauber/
https://dometrain.com/author/scott-sauber/
https://www.meetup.com/iadnug/
https://iowacodecamp.com/


Why this talk?



What am I doing now?

• Agents write 99.9% of my code

• I’m easily 10x faster

• Quality is also up 
• “Before you guys came, I found 3-4 things every single story, now I might 

nitpick one out of every 10 stories” – QA at a client

• Enforce quality in pipeline – tests, cyclomatic complexity, etc

• Moving into Software Factories

• If you’re on a $50 Copilot budget – you can’t do this for very long

• I train internally and externally on AI – both Copilot and Claude



Auto Mode



Problem: Continuously Allowing

Tip 1: Auto Mode



Solution: Auto Mode

Tip 1: Auto Mode



How Auto Mode works

• Auto mode evaluates is what it’s trying to do safe

• Uses another fast, capable model (Sonnet by default)

• Commit? Push a branch? Dropping a database? It’ll ask first

• But once you say yes in a session, it may not ask you again

• Copilot it’s called Autopilot but doesn’t use a model to check first

Tip 1: Auto Mode



Auto Mode is safer than you

Tip 1: Auto Mode



Consider: Your Environment

• Do you have access to Production cloud? DB?

• Consider Sandboxing

Tip 1: Auto Mode



Agent Verification



Problem: Agents will just do things

• Agents will make assumptions if you let it

• Agents don’t know when they’re done unless you tell it

• Btw – humans didn’t either – they need Acceptance Criteria

Tip 2: Agent Verification



Tip 2: Agent Verification



Solution: Give Agents a way to verify

• Automated Tests

• Browser access

• Claude / Copilot will do this by default now

Tip 2: Agent Verification



Context Management



What are tokens?

• Roughly 1 token = 4 characters (depends on the model)

• Models have “context windows” – Opus can have 1M tokens

• Every message you send, sends all your old messages and answers, 
your AGENTS.md/CLAUDE.md/Copilot Instructions/etc

Tip 3: Context Management



Tip 3: Context Management



Problem: Agents need Context

• Agents need context

• Humans do too

• But if you give agents too much to do, you’ll get worse results

• Humans too

• If you’re autocompacting, you’re doing it wrong

Tip 3: Context Management



Solution: Manage your Context

• Once you get >250K tokens – you’re entering The Dumb Zone

• I /clear or new session all the time

• Change for a feature already shipped? New session, don’t resume old

Tip 3: Context Management



Make it front and center

Tip 3: Context Management



Right Sizing Instructions



Problem: You have instructions

• Instructions get sent on every message

• AGENTS.md / CLAUDE.md

Tip 4: Right Sizing Instructions



Solution: Audit your instructions

• AGENTS.md, CLAUDE.md, copilot-instructions, .cursor/rules

• Use AGENTS.md

• 6+ months ago you needed lots, now you don’t, models are so good

• 80% chance your instructions are out of date

• Your Instructions should be a lot of “Don’ts” based on experience

• “Instructions are a last resort” – Cory House, 2 hours ago

Tip 4: Right Sizing Instructions



Tip 4: Right Sizing Instructions



Right Sizing Work



Problem: AI getting confused

• Most likely in the Dumb Zone, stay in the Smart Zone (<250K tokens)

Tip 5: Right Sizing Work



Solution: Break work down

• Break work down

• If you have 3+ acceptance criteria, rip it out

• If your story says “And”, rip it out

Tip 5: Right Sizing Work



Don’t repeat past mistakes



Getting bad results with AI? Fix it

• Getting bad results with AI? Make it never happen again.

• Find deterministic solutions (ie linters, formatters, etc)

• Change your model to a better one

• Only use instructions as a last resort

• /insights (Claude) or /chronicle (Copilot)

Tip 6: Don’t Repeat Past Mistakes



Tip 6: Don’t Repeat Past Mistakes



Tip 6: Don’t Repeat Past Mistakes



Probabilistic vs 
Deterministic Enforcement



Probabilistic

• Models are trained on data

• Models are predicting the next word based on its training data

• Models are probabilistic – same prompt two times, different results

•  “Follow our format” “Follow my naming conventions” “Use 
repositories for data access”

•  “Does this PR introduce security issues” /security-review

• Your CLAUDE.md should have a lot of Don’ts or “Follow the patterns 
in this part of the codebase, not that part”

Tip 7: Probabilistic vs Deterministic Enforcement



Deterministic

• Same thing multiple times, same results

• Formatters

• Linters

• Code Coverage

• Cyclomatic Complexity

• CRAP

Tip 7: Probabilistic vs Deterministic Enforcement



Probabilistic vs Deterministic

• Prefer Deterministic

• Default to Probabilistic as a last resort

• No models won’t comment out things anymore

Tip 7: Probabilistic vs Deterministic Enforcement



The Right Guardrails



The Right Guardrails

• Formatters – dotnet format, prettier, oxfmt

• Linters – dotnet format, eslint, oxlint

• Code coverage – 100%

• Cyclomatic complexity  - <10

• Treat Warnings As Errors

• CRAP score - CRAP(m) = comp(m)² × (1 − cov(m))³ + comp(m)
• comp = cyclomatic complexity

• cov = code coverage

Tip 8: The Right Guardrails



Agent Ready Assessment

Tip 8: The Right Guardrails



Agent Ready Assessment

Tip 8: The Right Guardrails



Agent Ready Assessment

• Evals to prove a codebase with a score of 100 has 5x less bugs than a 
score of 50 = higher quality

• Evals to prove 100 score you can use Sonnet instead of Opus for the 
same quality = saves money

Tip 8: The Right Guardrails



Avoid Reading Every Line 
of Every PR



The Problem: Writing Faster, More to Review

• Writing code 10x more code than before

• Bottleneck is now reviewing code

Tip 9: Avoid Reading Every Line Of Code



CHALLENGE

• “If you had to review every PR no matter the size in under 5 minutes, 
what would you do?”

• Most likely – enforce quality in the pipeline

• Most likely - increase signal to noise

• Good ideas – even before AI!

Tip 9: Avoid Reading Every Line Of Code



Solution: Stop reading every single line of code

•

• You didn’t read every line of code with the same scrutiny before AI

• Button color change? LGTM!

• Changing the security model? Pulling branch, change things to verify, 
reviewing deeply, etc

Tip 9: Avoid Reading Every Line Of Code



Solution: Create a PR Classifier to Codify This

• AI reviews every PR as a first pass

• Classifier – use AI to classify a PR based on risk, impact, error 
detection, rollback cost

• Anthropic does a Classifier system of 1-3

• 1 means AI can approve (Copilot Reviews can approve PRs as of 9/1)

• 2 means a human needs to approve

• 3means 2 humans need to approve of a certain caliber

• You’ll be surprise how few 3s you get

• Also: gh CLI now supports screenshots + gifs

Tip 9: Avoid Reading Every Line Of Code

https://github.blog/changelog/2026-09-01-copilot-code-review-can-now-approve-pull-requests/


Live Demo



Basic workflow

1.  /grill-me on a GH issue, Jira issue, or just free text​

2.  Approve plan and go on auto/autopilot mode​

3.  Create a new worktree

4.  Implement the plan​

5.  Run the verify script til it passes (formatting, linting, tests, etc)​

LIVE DEMO



Intermediate Workflow /ship-it abc-123

1.  /grill-me on a GH issue, Jira issue, or just free text​

2.  Approve plan and go on auto/autopilot mode​

3.  Create a new worktree

4.  Implement the plan​

5.  Run the verify script til it passes (formatting, linting, tests, etc)​

6.  Run /code-review and /simplify fix anything you have a lot of confidence in. If it's a code style, back it up with reduced cyclomatic complexity or another metric that 
proves the code is better​

7.  Present anything you're unsure about for approval (rare maybe 2% of the time)​

8.  Run /security-review and fix anything you have a lot of confidence in. If you're unsure then write a test to prove there's an issue​

9.  Present anything you're unsure about for approval (rare maybe 1% of the time)​

10.  Run the verify script til it passes (formatting, linting, tests, etc)​

11.  Smoke test the app to make sure it works​

12.  Open a Draft PR in my particular format using the /concise-pr skill​

13.  Watch CI and fix any build errors. If a test is flaky, root cause and fix it​

14.  Watch for the Copilot Code Review and fix any comments ​

15.  Present any comments you're unsure about for my review (uncommon, maybe 25% of the time).​

16.  Notify me when PR is green with no comments and ready for me to review​

17.  Mark PR ready for review (move out of Draft)​

18.  Approve or request changes​

LIVE DEMO



Advanced Lights On Factory
1.  Feed product ideas from existing backlog, errors, feedback from stakeholder meetings, telemetry

2.  Approves ideas

3.  Creates Plan

4.  Approve plan

5.  Create a new worktree

6.  Implement the plan​

7.  Run the verify script til it passes (formatting, linting, tests, etc)​

8.  Run /code-review and /simplify fix anything you have a lot of confidence in. If it's a code style, back it up with reduced cycl omatic complexity or another metric that proves the code is better​

9.  Present anything you're unsure about for approval (rare maybe 2% of the time)​

10.  Run /security-review and fix anything you have a lot of confidence in. If you're unsure then write a test to prove there's an issue​

11.  Present anything you're unsure about for approval (rare maybe 1% of the time)​

12.  Run the verify script til it passes (formatting, linting, tests, etc)​

13.  Open a Draft PR in my particular format using the /concise-pr skill​

14.  Watch CI and fix any build errors. If a test is flaky, root cause and fix it​

15.  Watch for the Copilot Code Review and fix any comments​

16.  Present any comments you're unsure about for my review (uncommon, maybe 25% of the time).​

17.  Notify me when PR is green with no comments and ready for me to review​

18.  Mark PR ready for review (move out of Draft)​

19.  Approve or request changes​

20.  Attaches evidence to PR of satisfying AC

21.  Metrics of how long each stop took fed into self-improvement loop

22.  Kaizen self-improvement of proposing new fixes to the factory

23.  Approve any changes to the factory

LIVE DEMO



Takeaways

• Hopefully you got at least one idea today you can take back to work

• This slide deck is your resource – up at scottsauber.com

scottsauber



Questions?
             ssauber@leantechniques.com

             @scottsauber on Twitter
LinkedIn 

Slides at scottsauber.com scottsauber

Add me on LinkedIn:



Thanks!

scottsauberSlides at scottsauber.com
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