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A 2026 framework for developers and engineering leaders: Why the skills used to
lead human teams are the exact skills required to orchestrate Al agents.

By Quan Nguyen, Skill-Wanderer
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The daily mechanics of software development haven’t
changed. The team composition has.

2024: The Human Team 2026: The Agent Team

= || e
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reports: LLMs
primary_work: briefing, directing, reviewing

reports: 20
roles: devs, BAs, testers, PM

Past the point of holding everything in your The Actual Work: Reaching for old instincts.
head. Silence is cheap. Confident wrongness is The failures rhyme, and the old mechanics still
expensive. land perfectly.
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The Context Spectrum dictates the success of your brief.

The Context Spectrum (Goldilocks Curve)

m;
The Hallucination Trap

]

Model invents assumptions to
fill gaps. Finishes the task with

confident nonsense.
( ]

;

Just Enough (+ Small Margin)

u Provides exact constraints for the
right call, plus room for unanticipated
surprises.

3

The Over-Engineering Trap

]

Builds complex architectures
when you only asked for a button.

(W

Model wanders into adjacent scopes.

]

Low Context Amount of Context Provided

When the brief is bad, the failure belongs to the person who wrote it.

High Context
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Stop searching for a single winner. Draft a balanced roster.

The Roster Comparison Matrix

Claude ChatGPT | Gemini
The Fast, Arrogant Dev The Dependable Middle The Specialist Researcher
X2 Strengths <% Strengths 5% Strengths
pakneligence, sharp desig. | | Bslanced ressring acxeptatle | | e webravln (Govge
' /\ Weaknesses || /A weaknesses /\ Weaknesses

Lazy token limit (stops after a Struggles with complex logic

Not peak raw intelligence.

6-hour day), poor web crawling. reasoning.
1l Deployment il Deployment il Deployment
Where speed is worth more Quietly carrying a third of the Pure research and data

than caution. sprint without bottlenecking. synthesis.




Staff your tools precisely to match the grain of the work.

ﬁ

Claude Code

The Architect

#h Architectural

Writes software
specs and design.

Q Insight

Fast, sharp, good at the
shape of a thing. A
little arrogance costs
nothing here.

—

Codex

The Builder

#h Architectural

Implementation.

Q Insight

The long, patient,
unglamorous stretch of
actually building.

—

Antigravity IDE

The QA

#h Architectural

Testing and
tightening.

Q@ Insight

Comes in last to catch
what everyone else
walked past.
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Never accept a good-enough roster.

Candidate Scouting Interface

i 4 N

Present Target: Kimi

z : - COST: LOW (PROJECTED)
Past Lesson: The Midnight i\ }
Guy il VALUE: HIGH (PROJECTED) ;
COST: LOW (PAST DATA) Ak
An eccentric employee nearly g .<VA-L e :0”': b B A currently closed-access
fired for unconventional hours. o 51|} L 1] ' ' il model offering highly capable
Given isolated, uninterrupted = AL output at a fraction of the token
work, he outperformed the i cost.
entire building. i
A The exact profile of an
T t o T overlooked, high-value asset.
e lesson: route work to the +
worker’s natural shape. T | | N 4
! BN | |
N

Takeaway: Always keep the door open to see what a new asset is actually good at.



Foregoing a plan forces you into a chaotic chasing loop.

hean AL Executes
/ | Instantly \ A
Human o
Prompt Discovers You are not leading;
Misalignment you are reacting
C t C / multiple times
orrect Course
Re-explain before lunch.

Constralnts

The Plan
Collaborate Define Done Produce
on Goals | > & Risks I-_’ Artifact }-_" Execute

The artifact of good leadership hasn't changed; just the
file extension. Both humans and Al read markdown.




The Pass-Through Trap: Why ‘The Al did it’ is a career Killer

State 1: The Valuable Leader

. [Human Leader [AI Agent
[Client/Stakeholder] (Accountability Node)] (Execution Node)]

Action: Leader catches errors,
owns mistakes, fixes output

State 2: The Pass-Through - Warning State !

[Client/Stakeholder] |

Dy N [AI Agent
(Execution Node) ]
Action: Leader shrugs, passes broken

assumptions and confident nonsense upstream.

If you take no responsibility for the result, why employ you? The token price is cheaper

than your salary. Extreme ownership is the specific concrete thing you are paid for.
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Where the analogy breaks down: The Relationship vs. The Work.

The Divergence Venn Diagram

Human Uniques AI Uniques

Monday-morning The Work
moods No memory of

Brief clearly yesterday

Career growth Assign to strengths unless prompted
aiid moTa e Plan before starting

Own the result Unaffected by

praise or blunt

feedback

Unprompted
pushback

(we are building
the wrong thing)

The parts that changed are human. The parts that fill your calendar are operational.
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Human skill is not deprecated.

It is load-bearing.

AI Output

Context 5 UE Delegation
(The Goldilocks |H— il (The Stack
Brief) Roster)

The industry predicted that technical execution was safe while human
management would become decoration. The exact opposite occurred. The
tools changed completely. The job of directing them barely changed at all.

Planning
(The .md
Artifact)

Ownership
(The Accountabilit
Node)
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