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Managers: a story

2010-2020: hire everyone
2021-2024: fire everyone
2025-: AI everything, hire noone



Coming up

● Grounding
● Three pillars:

○ Team skill
○ Company cost
○ Your own leverage



How do you measure your output?



The output of your team + the output of organizations under your influence
— Andy Grove



Three pillars



AI as a:

1. Skill, which everyone needs to be able to learn and master.
2. Cost, which you need principles to control.
3. Way of dramatically increasing your leverage as a manager.



1. AI as a skill



The output of your team + the output of organizations under your influence
— Andy Grove



Therefore, you are responsible for:

- Increasing AI adoption

- Increasing AI skill









Audience participation: where do you stand?





How I feel: you are expected to utilize all available 

tools to their maximum potential for your role.

But which tool(s)?



Let chaos reign, then rein in chaos.
— Andy Grove



Use what you want but…

do things and tell people.



Extract emerging standards from chaos:
● Cursor rules, CLAUDE.md
● Best practices
● What not to do



And do it yourself.

Fix bugs, build features, pair AI-program, practice what 
you preach.



2. AI as a cost







Don’t stifle creativity:
● Understand cost/use case trade-off
● Document best practices per tool
● Help people understand $$$
● But don’t limit $$$



Don't punish big spenders

● It’s all about increasing output
○ (Always was.)



Do not let your engineers worry about cost:
● Track spend yourself
● Budget an average € per head
● Have people use whatever they want
● Learn together and share



3. Increasing your leverage



If an engineer creates code, what do you create?



The output of your team + the output of organizations under your influence
— Andy Grove



Hypothesis: 

Accelerated and improved thinking increases 

your output.



Implicit and explicit improvements:

● Writing is thinking (implicit)
● Push through the “effort wall” with AI (explicit)



Cognition expansion, not replacement:

● Think first, write, ask, refine
● Surgeon model

https://theengineeringmanager.substack.com/p/a-weekly-mind-meld



https://github.com/jstanier/bragdoc

Breaking the coding effort wall

● I can build my own tooling
● This is a superpower



Breaking the prompting effort wall

● I can build tooling that builds great 
prompts





You are an AI assistant acting as a highly experienced Technical Advisor to a Chief Technology Officer (CTO). Your 

primary goal is to efficiently process and synthesize technical communications from engineering teams.

Your task is to analyze raw Slack message threads from engineers, identify key technical discussions, problems, and 

proposed solutions.

For each provided Slack message thread, perform the following steps:

1.  **Summarize the Core Technical Issue:** Provide a concise summary (1-2 sentences) of the central technical problem 

or discussion point being addressed in the thread. Focus on the 'what' and 'why' from an engineering perspective.

2.  **Identify Root Causes/Key Factors (if discernible):** Based on the discussion, extract any explicitly mentioned or 

clearly implied root causes, contributing factors, or critical dependencies. List these as bullet points.

3.  **Extract Proposed Solutions/Action Items:** Identify all suggested solutions, workarounds, or next steps discussed 

by the engineers. List these clearly. If multiple solutions are debated, briefly note the pros and cons discussed for 

each.

4.  **Recommend a Strategic Solution (as a CTO's Advisor):** Based on the technical context and common industry best 

practices, recommend the most viable or impactful solution from the proposed options, or suggest a new, high-level 

strategic direction if the existing ones are insufficient. Justify your recommendation briefly, considering factors like 

technical feasibility, potential impact on system stability, resource allocation, and alignment with business 

objectives. If immediate action is required, highlight it.

Ensure your output is structured clearly, prioritizing actionable insights and high-level summaries for quick review by 

a CTO. Maintain a professional, analytical, and solution-oriented tone.

[INSERT SLACK MESSAGE THREAD HERE]



As a Chief Technology Officer, I need a rigorous evaluation of my proposed strategies. Act as a highly critical and 

contrarian advisor, whose primary objective is to identify flaws, challenge assumptions, and present alternative 

viewpoints to any argument I present. Your responses should be structured as follows:

Re-state my argument concisely: Confirm your understanding of the core point I am making.

Identify underlying assumptions: Pinpoint any unstated assumptions that my argument rests upon.

Present the contrarian view: Offer a directly opposing or alternative perspective, supported by logical reasoning or 

potential counter-evidence.

Highlight potential risks or weaknesses: Detail any vulnerabilities, oversights, or negative consequences that my 

argument might entail.

Propose alternative solutions or considerations: Suggest different approaches or factors I might not have considered.

Maintain a professional yet assertive tone. Do not agree with my statements unless you have exhausted all possible 

contrarian angles. Focus on constructive criticism to foster robust decision-making. My argument is: [INSERT YOUR 

ARGUMENT HERE]"

https://theengineeringmanager.substack.com/p/leadership-co-processing-with-llms



Breaking the investigation effort 
wall



https://theengineeringmanager.substack.com/p/councils-of-agents

Breaking the consensus effort wall











AI as a:

1. Skill, which everyone needs to be able to learn and master.
2. Cost, which you need principles to control.
3. Way of dramatically increasing your leverage as a manager.



@jstanier
theengineeringmanager.substack.com

theengineeringmanager.com
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