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typing…

… stopped.

typing again…

The pause

“I used AI for this.”

The Hesitation
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A Quick Introduction
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Two Kinds of Joy

Journey-oriented

Joy from the figuring-out

Results-oriented

Joy from the outcome

David Curlewis - Calibrating on Capability, Not Activity - https://curlewis.co.nz/posts/calibrating-on-capability-not-activity/ 4
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Three Producer Types
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Entering 
producers
New graduates 

Career changers

Uncertainty

Whiteboard interviews 
vs “AI-native” 

 

What skills matter now?

Active 
producers

Mid-career 
Bulk of workforce

Hardest hit

Role has fragmented to  
code-writing 

 

But now AI writes the code

Returning 
producers

Senior leaders

Thriving

But: enthusiasm isn’t universal 
 

Must remain mindful 
about what is signalled



The Map - Three Questions

… and how much room do I even get to explore?

What does this do  
to my craft?

How will I be seen 
using it?

How will I be 
measured using it?

You are here - likely wondering about all three, at once
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Even the Science Agrees

1989 2003 2024 2024-26

Self- 
efficacy

Trust

Identity

Anxiety

Techno- 

stress

more complex

TAM
usefulness + ease of use

UTAUT
+ social influence, 

facilitating conditions

HACAF
TAM + DOI + SCT + UTAUT

7Daniel Russo et al - Navigating the Complexity of AI Adoption in Software Engineering - https://arxiv.org/abs/2307.06081

https://arxiv.org/abs/2307.06081


eXplore

eXpand

eXtract

Rebooted. Together.

Kent Beck - https://medium.com/@kentbeck_7670/fast-slow-in-3x-explore-expand-extract-6d4c94a7539 8
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Waypoint 1 - Your Craft

“Solving and building more but understanding 

and learning way less” - Study Participant

Lift

Atrophy

Posture

Amplifies who you already are

Erodes what you stop practising

One 
Technology

You choose the direction

craft seen measured
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Waypoint 1 - What Do I Keep? craft seen measured

Internal goods External goods
Achieved by doing:  

the figuring-out, the mastery, the absorption
Achieved by having:  

output, productivity, status, money

Alasdair MacIntyre - After Virtue (1981) - https://en.wikipedia.org/wiki/After_Virtue

still here
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Waypoint 2 - How Will I Be Seen? craft seen measured

-13% -6%
her him

AI use disclosed AI use disclosed

=

Identical work, AI use disclosed
Harshest judges: people who don’t use AI themselves

HBR - Research: The Hidden Penalty of Using AI at Work - https://hbr.org/2025/08/research-the-hidden-penalty-of-using-ai-at-work 11
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~90%
adoption

sophisticated use

What gets measured What matters “Pockets of brilliance”

~5%

craft seen measured

HBR - https://hbr.org/2026/03/what-the-best-ai-users-do-differently-and-how-to-level-up-all-of-your-employees 

Waypoint 3 - How Will I Be Measured?
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It’s Not You, It’s the System craft seen measured

The wins land here The costs land here

Feedback can’t flow

“Every system is perfectly designed to  
get the results that it does.” - W. Edwards Deming

Charity Majors - https://charity.wtf/2026/06/02/ai-enthusiasts-are-in-a-race-against-time-ai-skeptics-are-in-a-race-against-entropy-xpost/
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Calibrate on Capability, Not Activity craft seen measured

Capability
Activity

What did you delegate?

What did you catch that the agent got confidently wrong?

What did you ship that made the team better?

Where did you decide NOT to use it?

Lines of code generated by AI

Number of tokens used

Number of PRs

David Curlewis - Calibrating on Capability, Not Activity - https://curlewis.co.nz/posts/calibrating-on-capability-not-activity/ 14
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One Stage At a Time

Unengaged

Assisted

Conversational

Directed

Parallel

Autonomous

Note: This is a map, not a metric

Angie Jones, Block - AI Maturity Model (adapted from Steve Yegge’s 8 levels of AI-assisted development)

craft seen measured
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Mindset Over Circumstance

The strongest predictor 
isn’t seniority, company 
size, gender, or tools -

It’s self-efficacy.

experiment

learn

confidence

adapt

craft seen measured

Annie Vella - The Impact of AI Coding Assistants on Software Engineering - Master’s Research 16



For the Leaders in the Room

Create the conditions Contextualise it Name what’s possible
space, tools, safety - 

paid hours, not free evenings
paint the picture, 

create the pathways
team by team,  

one stage at a time

The pockets of brilliance will spread

craft seen measured
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“We’re not losing the craft -  
we’re evolving it.”

… is a commitment,

not a prediction
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This journey is personal. 
And it’s all yours.

Don’t let anyone tell you you’re doing it wrong.
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Thank you

annievella.comLinkedIn Longitudinal Study

Annie Vella

http://annievella.com

