
INTERTECH ENGINEERING CONVERSATIONS 

AI Engineering Transition Handbook 

Episode 8: From AI Experimentation to an Engineering 

Operating Model 

Purpose: Bring the first seven modules together into a sustainable 

engineering operating model and a practical 90-day transition cycle that 

leadership can use to expand AI deliberately. 

Handbook design: Module 8 is the capstone. It uses the artifacts already 

created in Episodes 1-7 rather than creating a separate AI program 

beside them. 

Core Idea 

AI maturity does not mean maximum autonomy. It means the 

organization can deliberately decide where AI belongs, how much 

authority it should receive, what evidence proves value, what conditions 

must be controlled, and when the organization is ready to expand. 

Episode 8 Deliverable 

An AI Engineering Operating Model, an AI Expansion Readiness 

Assessment, a 90-Day AI Engineering Transition Roadmap, a concise 

leadership scorecard, an expansion decision worksheet, and an ongoing 

management rhythm. 

Episode Summary 

The first seven modules established the individual capabilities required for 

disciplined AI-assisted engineering. Episode 8 turns those capabilities into 

a repeatable management system. The goal is not to operate seven 

independent initiatives or create a permanent pilot program. The goal is 

to make AI part of normal engineering management. 
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The Operating Cycle 

The transition succeeds when this stops feeling like a separate AI program 

and becomes the normal way the engineering organization improves 

how it works. 

What the Eight-Module Handbook Now Contains 

Use these modules together. Each answers a different management 

question. 
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1. SELECT 2. PREPARE 3. OPERATE 4. DECIDE

Choose deliberately. 

Select one or two 

engineering areas with 

meaningful value and 

sufficient readiness.

Establish the 

conditions. Confirm 

ownership, standards, 

context, authority, 

controls, baseline, and 

measures.

Use the model in real 

work. Run AI-assisted 

engineering and feed 

problems back into the 

correct handbook 

module.

Use evidence. 

Expand, improve and 

repeat, or stop. Capture 

why and begin the next 

cycle.

Module Management question Primary retained artifact

1 - Visibility How is AI actually being used? AI Usage Inventory + Learning Loop

2 - Value Is AI removing lifecycle engineering effort or 

moving it elsewhere?

Lifecycle Evidence + Reliable Leverage 

Candidates

3 - Standards Which proven practices should become 

shared engineering expectations?

First Standards + Classification + 

Improvement Path

4 - Authority Should AI assist, act with approval, or act 

autonomously within bounds?

AI Autonomy Map + Agent Boundaries

5 - Technical debt How do we prevent faster generation from 

creating slower maintenance?

AI Technical Debt Control Map

6 - Context What organizational knowledge must AI and 

engineers stop relearning?

Reusable Engineering Context Library

7 - Economics What are we paying for, and is the least 

expensive reliable path being used?

AI Cost and Value Map + Optimization 

Baseline

8 - Operating model How do we sustain, improve, and expand the 

system?

90-Day AI Engineering Transition Roadmap



The handbook is a living system 

• Update inventories as tools and workflows change. 

• Promote practices into standards when evidence supports them; 

revise standards when reality disproves them. 

• Increase or reduce agent authority when validation, risk, or evidence 

changes. 

• Update technical-debt controls and reusable context as applications 

evolve. 

• Revisit AI economics as models, pricing, workloads, and provider 

capabilities change. 

AI Engineering Operating Model Worksheet 

The first operating-model decision is what the organization should decide 

once and what engineering teams should continue deciding locally. 

Shared / central ownership 
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Shared capability / 

decision

Owner What is standardized or provided How teams influence/

change it

Approved AI technology 

environment

Approved tools/models, security/

privacy conditions, procurement path.

Shared engineering 

standards

Standards proven useful across teams; 

exceptions path.

Authority / autonomy 

framework

Common definitions and boundary 

expectations for assistants and agents.

Reusable shared 

context/platform

Mechanism and ownership pattern for 

trustworthy engineering context.

AI economics visibility Cost attribution, thresholds, tool review, 

and optimization evidence.

Cross-team learning How useful practices and failures move 

between teams.



Engineering-team ownership 

• How AI is applied to the team's actual application and engineering 

workflow inside shared boundaries. 

• Local experimentation and discovery of better practices. 

• Application-specific context, technical-debt risks, tests, and 

validation. 

• Evidence about whether the AI-assisted workflow improves lifecycle 

engineering outcomes. 

• Escalation when a local practice should become a shared capability 

or standard. 

Operating-model principle 

Centralize the guardrails and shared capabilities; decentralize the 

engineering decisions that require local knowledge. 
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AI Expansion Readiness Assessment 

Use this before increasing AI involvement in a team, application, or 

workflow. A weakness does not automatically prohibit expansion; it tells 

leadership what must be strengthened first. 
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Readiness 

area

Question Ready Needs work Evidence / gap

Visibility Do we understand how AI is currently used 

in this area?

■ ■

Value Do we have evidence of the lifecycle 

problem and the outcome we want AI to 

improve?

■ ■

Standards Are the engineering expectations clear 

enough for humans and AI to follow?

■ ■

Authority Do we know whether the work belongs in 

Model 1, 2, or 3 and what the boundaries 

are?

■ ■

Technical debt Can we detect the maintainability problems 

we do not want AI to accelerate?

■ ■

Context Can the developer/AI receive the important 

system and business context at the point of 

work?

■ ■

Economics Can we see meaningful cost and establish a 

successful-outcome baseline?

■ ■

Validation Can we reliably tell whether the completed 

engineering result is acceptable?

■ ■

Ownership Is someone accountable for the workflow 

and its evidence?

■ ■



Readiness decision 

Selecting the First 90-Day Focus 

Choose one or two areas. The first cycle should teach the organization 

how to operate AI-assisted engineering well, not maximize the number of 

AI deployments. 

Candidate Selection Worksheet 
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Decision Meaning

Proceed Value is meaningful and the important operating conditions are sufficiently 
strong to begin.

Prepare, then proceed The opportunity is worthwhile, but one or more gaps should be corrected first - 
for example tests, context, ownership, or standards.

Do not expand yet The work is too poorly understood, difficult to validate, or insufficiently valuable 
to justify increased AI involvement now.

Candidate area / 

workflow

Meaningful 

value

Readiness Can measure 

result

Team 

engagement

Why choose / 

defer



Good first-cycle characteristics 

• The work matters enough that improvement would be useful to the 

business or engineering organization. 

• The team understands the application and can recognize a good 

result. 

• Testing, review, or other validation is strong enough to detect 

unacceptable outcomes. 

• The workflow can be observed and compared with a baseline. 

• The team is willing to use the operating model and provide evidence 

rather than simply demonstrate a tool. 

Avoid selecting solely because... 

• The AI capability looks impressive in a demonstration. 

• Leadership wants every team to have an agent. 

• The theoretical savings are large but the current process is poorly 

understood or impossible to validate. 

90-Day AI Engineering Transition Roadmap 

The roadmap deliberately uses three stages. Each stage ends with a 

specific management result. 

Days 1-30 - Establish the Operating Foundation 

• Name the owner of the overall AI engineering framework and the 

owner of each selected engineering area. 

• Complete the readiness assessment and identify the few gaps that 

would prevent responsible operation. 

• Confirm the engineering outcome being improved and establish the 

lifecycle baseline. 

• Select the applicable shared standards, AI authority model, 

technical-debt controls, reusable context, and cost baseline. 
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• Define success, unacceptable outcomes, escalation conditions, and 

the evidence the team will collect. 

• Close critical readiness gaps before increasing AI authority. 

Day-30 gate: The team can explain what is changing, why AI may 

improve it, what acceptable performance looks like, which operating 

controls apply, and what would cause the approach to stop or change 

direction. 

90-Day Roadmap - Days 31-60 

Operate the model in real engineering work. This stage is designed to 

reveal where the framework works and where it needs correction. 

Days 31-60 - Operate, Observe, Correct 

• Use the selected AI-assisted workflow on representative real work. 

• Apply the standards and authority level established during days 1-30. 

• Deliver the reusable engineering context needed for the task. 

• Observe review, testing, rework, technical-debt signals, escalation, 

and cost. 

• Record failures by the part of the operating model that caused them 

rather than responding with a broad new policy. 

• Correct the appropriate artifact: standard, autonomy boundary, 

technical-debt control, context, workflow design, or economic 

control. 
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Days 1-30 item Owner Due Evidence / output Status



• Continue collecting the baseline comparison needed for the day-90 

decision. 

Examples of routing a problem to the right module 
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Observed issue / 
learning

Which module owns 
the problem?

Correction Owner Retest result

Observed problem Likely handbook response

AI repeatedly interprets an engineering 
expectation differently.

Episode 3 - clarify or improve the standard.

Agent makes a decision the team is not 
comfortable delegating.

Episode 4 - adjust authority or approval boundary.

Generated work repeatedly increases 
maintenance burden.

Episode 5 - strengthen the technical-debt control.

AI lacks a business/system reason an 
experienced engineer knows.

Episode 6 - capture/deliver reusable context.

Agent succeeds but consumes unexpectedly 
high resources.

Episode 7 - redesign routing, context, retries, or cost 
boundary.



90-Day Roadmap - Days 61-90 

The final stage is an evidence-based management decision, not a 

celebration of the pilot. 

Days 61-90 - Evaluate and Decide 

• Compare lifecycle engineering outcomes with the original baseline. 

• Review quality, rework, technical-debt signals, security/reliability 

concerns, and human review burden. 

• Determine whether the standards and operating controls were 

usable in real work. 

• Review whether AI received the context it needed and whether the 

selected authority level remained appropriate. 

• Compare the economics with the value created. 

• Capture the conditions that made the approach succeed or fail. 

• Make one explicit decision: expand; improve and run another cycle; 

or stop. 
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Day-90 evidence Baseline Observed result Acceptable? Notes

Lifecycle effort

Quality / correctness

Review & rework

Technical debt / maintainability

Authority / escalation

Context effectiveness

AI economics

Team usability



Day-90 decision: EXPAND | IMPROVE AND REPEAT | STOP 

Record the evidence and reasoning. Do not allow successful or 

unsuccessful pilots to remain permanent experiments without a decision. 

Expansion Decision Worksheet 

A successful workflow is not automatically portable. Compare the 

conditions that made it work with the destination before expanding. 
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Practice / workflow proposed for expansion

Evidence that it improved engineering

Conditions that made it successful Tests, standards, context, team skill, architecture, 

workflow stability, review, etc.

Destination team / application

Which success conditions also exist there?

Which conditions are missing?

Readiness gaps to close before expansion

Authority model at the destination

Validation method at the destination

Owner

Expansion baseline and success measure

Decision Expand now | Prepare then expand | Do not expand



Expansion principle 

Something being successful does not automatically make it scalable. A 

workflow proven in a well-tested application with strong context may not 

be ready for an older application with weak validation and 

undocumented business rules. 

Leadership AI Engineering Scorecard 

Keep the executive view intentionally small. Leadership needs enough 

information to make decisions, while engineering retains the detailed 

evidence in Modules 1-7. 

Leadership discussion prompts 

• What has produced enough evidence that we should do more of it? 
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Leadership question What to watch Current 

evidence

Direction

1. Are we getting meaningful 

engineering value?

Lifecycle effort removed or improved; 

throughput where meaningful; high-

value leverage candidates.

Improving / 
Flat / 

Worse

2. Are consequences under 

control?

Quality, rework, maintainability, 

security/reliability concerns, human 

correction, exceptions.

Controlled / 

Watch / Act

3. Do the economics make 

sense?

Cost per successful outcome, material 

tool spend, agent anomalies, 

optimization results.

Improving / 
Flat / 

Worse

4. Where are we ready to 

expand next?

Proven practices, destination 

readiness, blockers, required 

engineering investment.

Ready / 

Prepare / 

Not yet



• Where is AI creating consequences that require a change in 

standards, authority, context, or workflow? 

• What engineering weakness - such as testing or undocumented 

system behavior - is currently preventing greater AI leverage? 

• What should the next 90-day cycle prove? 

Ongoing Management Rhythm 
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Cadence / trigger Review Primary owner Output

During normal team 

engineering 

reviews

Useful AI practices, recurring 

failures, context gaps, standards 

friction.

Engineering team Learning-loop 

items / local 

corrections

When a practice 

repeatedly proves 

valuable

Whether it should become a shared 

standard or capability.

Shared framework 

owner + practitioners

Standardize / keep 

local / continue 

testing

Before increasing 

agent authority

Evidence, validation, risk, failure 

behavior, boundaries.

Workflow owner + 

appropriate approver

Authority decision

When system/

business reasoning 

changes

Reusable engineering context 

accuracy.

Context owner Update / retire 

context

Periodic tool/

economic review

Licenses, overlap, models, pricing, 

cost/run, optimization.

Engineering/platform 

+ cost owner

Retain / expand / 

consolidate / reroute 

/ retire

End of each 90-day 

cycle

Value, consequences, economics, 

readiness, next opportunity.

IT/engineering 

leadership

Expand / 

improve-

repeat / 

stop + next 

cycle



Use existing engineering management forums where possible. The goal is 

to keep the framework alive without creating an AI bureaucracy. 

Operating Rhythm Worksheet 
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Review / forum Actual cadence or trigger Owner Participants Artifact updated



Ownership & Escalation Map 

Undefined ownership turns a transformation back into disconnected 

experimentation. Name where questions go. 

Ownership test 

• A developer knows where to take a question about a shared 

standard. 

• A team knows who can approve a change in agent authority. 

• A useful local practice has a path to become shared without waiting 

for an annual policy review. 

• A tool or workflow cost has an owner who can explain its purpose 

and economics. 

• Leadership knows who owns the evidence and day-90 decision. 
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Decision / responsibility Primary owner Who contributes Escalate when...

Overall AI engineering framework

Approved AI tools / model environment

Shared engineering standards

Assistant / agent authority decisions

AI technical-debt controls

Reusable engineering context

AI cost and value management

Local team AI experimentation

Cross-team practice promotion

90-day roadmap / expansion decision



Working Session: Build the First 90-Day Roadmap 

Recommended format: 90-120 minutes with the IT/engineering leader, the 

person or small group that will own the framework, representatives from 

the selected engineering area(s), and platform/security/architecture 

participation where relevant. 

Opening prompt: 

"Where are we ready to use AI more deliberately, what would prevent us 

from doing it well, and what should the next ninety days prove?" 

Working sequence 

• Review the retained artifacts from Episodes 1-7. 

• Complete the operating-model ownership decisions. 

• Score candidate areas with the readiness assessment and select one 

or two. 

• Establish the baseline and day-90 engineering outcome. 

• Map the applicable standards, authority level, technical-debt 

controls, context, and economic measures. 

• Build days 1-30, 31-60, and 61-90 with named owners and evidence. 

• Set the day-90 decision meeting before the cycle begins. 

• Define the management rhythm that will maintain the handbook 

after the first cycle. 

Working-session outputs 

The session should end with named operating-model ownership, one or 

two selected engineering areas, a completed readiness assessment, a 90-

day roadmap, a leadership scorecard, a day-90 decision date, and the 

management rhythm for the next cycle. 

Working notes 
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Tomorrow-Morning Action 

Tomorrow morning: 

• Bring together the small group that should own the AI engineering 

transition. 

• Review the seven completed handbook modules and identify the 

strongest evidence and the most important gaps. 

• Choose one or two engineering areas with meaningful value and 

sufficient readiness. 

• Assign an overall framework owner and an owner for each selected 

area. 

• Establish the baseline, success measure, applicable standards, 

authority, controls, context, and cost evidence. 

• Build the first 90-day roadmap across days 1-30, 31-60, and 61-90. 

• Put the day-90 decision on the calendar: expand, improve and 

repeat, or stop. 

What this step accomplishes 

The organization moves from a collection of AI tools, experiments, and 

policies to a repeatable engineering operating cycle. Leadership gains a 

way to decide where AI belongs and when it is ready to expand; teams 

retain room to experiment inside shared boundaries; and evidence 

continuously improves the handbook. 

The Day-90 Question 

Did this make engineering better enough that we should expand it? 

• If yes, identify where the conditions support expansion.  

• If not yet, improve the part of the operating model that held it back. 

If the use case is not worthwhile, stop and put the engineering effort 
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somewhere more valuable. 

Final Handbook Maturity Checkpoint 

Use this as the capstone assessment after the first 90-day cycle. 
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Maturity statement Yes Partly No Next action / owner

We know how AI is actually being used rather 
than relying on assumptions.

■ ■ ■

We measure AI by lifecycle engineering 
outcomes rather than generation speed 
alone.

■ ■ ■

Proven practices have a path to become 
shared standards.

■ ■ ■

We deliberately choose assistant, human-
approved agent, or bounded autonomous 
agent authority.

■ ■ ■

We have controls for AI-generated technical 
debt and maintainability.

■ ■ ■

Important engineering context is reusable, 
authoritative, reachable, and owned.

■ ■ ■

We understand meaningful AI costs and 
optimize for cost per successful outcome.

■ ■ ■

Shared guardrails and capabilities have clear 
ownership while teams retain local 
engineering judgment.

■ ■ ■

We use readiness rather than enthusiasm 
alone to decide where AI expands.

■ ■ ■

Leadership sees a concise view of value, 
consequences, economics, and readiness.

■ ■ ■

Every 90-day cycle ends with an explicit 
expand, improve-repeat, or stop decision.

■ ■ ■

Learning from real engineering work is fed 
back into the handbook.

■ ■ ■



Completed AI Engineering Transition Handbook 

The checklist collection is now complete. Retain the following artifacts as 

one cumulative management handbook. 

The continuing cycle 

Make the work visible. Measure the result. Standardize what proves 

valuable. Increase authority when evidence supports it. Protect the 

engineering system. Preserve the knowledge. Manage the economics. 

Then repeat the cycle. 
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Module Focus Key retained artifact

1 Make AI usage visible AI Usage Inventory + Learning Loop

2 Validate lifecycle productivity Lifecycle Evidence + Reliable Leverage 

Candidates 

3 Create shared engineering standards First Standards + Classification + 

Improvement Path 

4 Set appropriate AI authority AI Autonomy Map + Agent Boundaries

5 Prevent AI-generated technical debt AI Technical Debt Control Map

6 Capture reusable engineering knowledge Reusable Engineering Context Library

7 Control AI tools, usage, and cost AI Cost and Value Map + Optimization 

Baseline 

8 Operationalize and expand deliberately AI Engineering Operating Model + 90-Day 

Transition Roadmap 



Final Principle 

Do not build the AI engineering strategy around what AI can do today. 

Build an engineering organization that knows how to decide what AI 

should do next. 
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