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The Biggest Issue: AI & AI Strategy (30 mentions)

Some of what you’re navigating:

EXEC EXPECTATIONS & HYPE
“There’s nowhere clear for AI to enable eng work 
because we’re still doing foundational…work to dig 
out from years of underinvestment … that doesn’t stop 
the CEO from demanding it immediately”
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EXEC EXPECTATIONS & HYPE
“Why is there a divide between the exec 
expectations on the impact of AI, and the practical 
impacts”

DATA, INFRA, & RELIABILITY
“Building a series of agents to automate various 
processes in a RELIABLE way”

ADOPTION, TOOLING, & LEARNING
“Get my teams engaging with ai tooling and lose 
the skepticism, and find the space to learn how to 
make the most of them”



The Biggest Issue: Engineering Productivity (24 mentions)

Some of what you’re navigating:
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MORE WITH LESS
“Doing more with less and not feeling like we’re 
trying to squeeze more out of people that are 
already stretched thin”

PROCESS OVER-COMPLICATION
“Moving faster. Our org is slow because we 
overcomplicate everything: product requirements, 
designs, and architecture”

TECH DEBT
“Addressing technical debt faster, to decrease cycle 
time and release faster and more often, with a small 
team and leveraging AI”

PREDICTABILITY IN CHANGE
“We are struggling in a world where I need to be 
more predictable with delivery with ever 
changing priorities while needing to also improve 
quality and bug leak rate”



The Biggest Issue: Leadership Misalignment (22 mentions)

Some of what you’re navigating:
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MANAGING UP
“Managing up and how to effectively communicate 
my concerns to my direct manager to come to a 
shared agreement and understanding.”

MISALIGNED SENIOR LEADERS
“The two most senior leaders in engineering don't 
communicate well or aren’t aligned on many 
things.”

CEO / FOUNDER INTERVENTION
“Dealing with an anxious and very caring founding 
CEO and preventing a culture where everything is 
urgent.”

TOXIC LEADERSHIP
“Backhand politics, lack of transparency from senior 
leadership, treating people as "discardable" and 
not really giving them a chance to learn…”



The Biggest Issue: Product Strategy (14 mentions)

Some of what you’re navigating:
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PRIORITIZATION
“Ensuring that individual teams are all moving toward 
the same direction with multiple competing ‘must 
dos’”

PRODUCT TEAM CAPABILITY
“My product team is weak, the director never fully 
onboarded and hired three people who now also 
don’t know how to function in the organization”

PARTNERSHIP
“Partnership challenges with the product lead in 
my organization”

UNCLEAR STRATEGY
“Keeping people employees while company 
scrambles to redefine strategy”



And so much more!
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I’M ASKED TO SPIN UP NEW TEAMS IN INDIA EN MASSE WITHOUT TIME OR RESOURCES TO ONBOARD THEM

WIDESPREAD DISENGAGEMENT FROM ENGINEERS IN THE FACE OF THE BROADER INDUSTRY CHANGES

I DON’T KNOW JACK SHIT ABOUT AI 😳
WE CANNOT COMPETE WITH BIG TECH ON COMPENSATION

I DESPERATELY NEED TO KEEP THIS JOB SO I CAN AFFORD MY MOM’S CARE
IS IT WORTH PUTTING PLANS IN PLACE WHEN YOU AREN'T SURE IF THERE WILL BE A ROUND OF LAYOFFS AND/OR A REORG IN THE NEXT FEW MONTHS?

EXECUTIVE PANIC
FEELING UNINSPIRED AND BURNED OUT



The Biggest Themes

AI & AI STRATEGY ENGINEERING 
PRODUCTIVITY

LEADERSHIP 
MISALIGNMENT

PRODUCT 
STRATEGY
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Cynefin

CLEAR COMPLICATED COMPLEX CHAOTIC

Source: https://thecynefin.co/
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SCARF: What to Do

Increasing certainty
where you can
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STATUS RISK: People may feel diminished

● Acknowledge expertise 
● Reinforce personal value
● Ask for participation early
● Celebrate effort, not just results

CERTAINTY RISK: Fear of the unknown heightens stress

● Share what you do know
● Be honest about unknowns
● Anchor in stability
● Establish consistency

AUTONOMY RISK: Change can feel imposed, reducing control

● Offer choice where possible
● Don’t over-orchestrate
● Invite co-creation

RELATEDNESS RISK: People may feel “us vs. them”

● Create safe connection points 
● Hold space for sense-making
● Reduce isolation
● Share stories
● Model vulnerability

FAIRNESS RISK: People suspect hidden agendas

● Explain the “why”
● Be transparent
● Spread the load
● Slow the pace elsewhere
● Involve a cross-section of people



What role should you play?

What role are you playing?
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CLEAR COMPLICATED

COMPLEX CHAOTIC

1. Diagnose domain

2. Notice what's   
     threatened

3. Act with agency

Sources: https://neuroleadership.com/ and https://thecynefin.co/



Trusted Trio

● Join for the whole time – 
get and give support

● Small groups of 3; 10 mins per 
person

● Share your challenge; get ideas 
and perspectives in your trio
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For more tips on 
navigating 
complexity:

● Simple, structured, and 
surprisingly effective
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