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Al-First Software Delivery

Leap Left with RAVL to Validate the Right Products
Earlier and Build Them Faster with Al.
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Highlights

Leap Left Delivery Model: Redesign how software is built by moving decision-making, validation, and
structure earlier, enabling teams to build the right products faster.
. The Foundation Beneath: Al-accelerated engineering requires more than just Al. Ensure your operating

model, test coverage, pipelines, architecture, and people enable delivery.

L __SD_LC Maturity Model: Apply Al across discovery, specification, engineering, testing, and deployment

»v_vhile improving consistency, quality, and control.
Al-first o elivery requires teams that can work differently. Build the skills, roles, and

ively, sustain momentum, and scale capability over time.




Al doesn't fix broken delivery
models, it amplifies them.

Software delivery is entering a structural shift. For
years, the primary constraint was engineering
capacity. The question was straightforward:
how quickly can we develop, test, and release?
Al changed that. Now code can be generated
in seconds, making the mechanics of building
software accelerate in ways that weren't possible
before.

Yet, across many organizations, delivery isn't
moving any faster. The reason isn't immediately
obvious, but it becomes clear when you take a
step back. The bottlenecks haven't disappeared;
they’ve moved.

Today, they sit across the delivery system in the
ways work is defined, structured, and carried
through engineering. They show up in the quali-
ty of product decisions; how clearly requirements
are articulated, the design of workflows, the
strength of governance and controls, and the dis-
cipline and approach to testing. They also appear
in architectural readiness and the friction created
as work moves between teams and structures.

These aren't new challenges, but Al is changing
theirimpact. What once slowed delivery now has
the potential to destabilize it.

The firms that realize the greatest value from
Al won't be the ones that generate code faster.
They'll be the ones that rethink how work moves
from idea to production and redesign their
systems accordingly.
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The new economics of
software delivery.

Every decade or so, software delivery goes
through a fundamental shift. The underlying
technologies evolve, but more importantly, so
do the ways in which organizations think about
building software.

Delivery was originally shaped by the belief
that software was inherently risky and difficult
to change. Then came agile which challenged
this assumption, treating change as normal and
feedback as essential. It introduced the concept
of “shifting left;” moving testing and quality
earlier in the lifecycle. DevSecOps expanded
this thinking, breaking down silos, adding auto-
mation and enabling end-to-end delivery.

Each shift came with a familiar pattern: the orga-
nizations that captured the most value weren't
the ones with the best tools, but the ones that
evolved their ways of working to match.

Al now represents an order-of-magnitude leap in
tooling power, but the same pattern holds. Since
engineering capacity is no longer the constraint,
value now flows from how clearly requirements
are defined, how decisions are made, and how
efficiently work moves through the system.

Al is doing more than improving productivity. It's

changing the very economics of how software
products are delivered and enabling firms to

Leap Left.




Leap Left.

A modern approach to Al-first software delivery.

It starts with a simple premise: Al doesn't operate in isolation. It requires the clarity of inputs, the
structure of workflows, the rigour of validation, and the quality of feedback. When those elements
are aligned, Al becomes a force multiplier. When they are not, it amplifies the gaps.

Leap Left redesigns the conditions in which Al operates so that it acts as a true accelerator across the
entire delivery system. This is what enables teams to deliver effectively, consistently, and at scale,
moving beyond experimentation to real, Al-first enterprise adoption that sticks.

It's not about faster coding. It's about faster outcomes.

Most firms approach Al through efficiency, but
speed at the task level doesn’t translate to
impact at the system level. Leap Left focuses
on how work flows from idea to production:
who makes key decisions? How is work
defined so Al acts without ambiguity? How is
quality built in versus inspected at the end?

When that system is redesigned, the benefits
show up where they make the most impact.

Throughput, Not Just Speed.

Al accelerates individual tasks. Leap Left
ensures a higher volume of meaningful work
gets delivered:

More ideas making it into production, not
stuck in a backlog.

Requirements clarified and validation built
in from the start.

Automation and fewer delays across the
entire product development lifecycle.

Human oversight when & where it matters.
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Quality Built in, Not Bolted On.

With continuous validation, quality becomes
part of the system itself, embedded in how
work flows rather than checked at the end:

Fewer defects reaching production.
Stronger alignment between what was
asked for and what gets built.

Clearer auditability and more consistent
controls at scale.

Impact Beyond Engineering.

Software delivery becomes faster, and better
aligned to what the business is trying to
achieve:

Product teams have clarity and confidence
in what's being delivered.

Technology leaders gain velocity across
their teams and confidence in how Al is
being deployed.

Business stakeholders see increased value

from digital investments.



So, how do you Leap Left?

Leap Left introduces five foundational elements that underpin Al-native product delivery across the
PDLC and SDLC. Together, they create the conditions for Al to accelerate not just engineering
execution, but also product clarity, customer validation, and delivery outcomes. These foundations
don't all need to be in place upfront. But organizations that see sustainable results invest in them
early, before Al exposes their absence.

5 FOUNDATIONS OF AI-FIRST DELIVERY
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PRODUCT & TEST COVERAGE
EXPERIENCE CLARITY & VALIDATION
Al increases the speed of execution, but As development accelerates, validation
execution alone doesn't create value. The must be embedded from the outset.
firms with the best results are improving Without it, Al cannot reliably detect or
how quickly they validate customer needs, correct the issues it introduces

align teams, and make significant product
decisions before investments occurs.
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PIPELINE ARCHITECTURE & OBSERVABILITY &
MATURITY BOUNDED DOMAINS FEEDBACK LOOPS
Development speed must be matched Al requires clarity on where it operates. Al depends on feedback from real-world
by the ability to validate, deploy, and Systems must provide enough context outcomes. Without visibility into how
release at the same pace. Otherwise, the to be effective, while maintaining clear systems perform, it becomes difficult to
bottleneck simply shifts downstream. boundaries to avoid unintended impact. refine, adapt, and improve over time.

Introducing the Leap Left SDLC Maturity Model.

Al adoption isn't a one-time shift, it's a journey through defined maturity
levels. Without a clear view of those levels and the foundational
capabilities required for Al to be effective at each, efforts often remain
fragmented or experimental and fail to scale across the enterprise.

To address this, we've developed a framework for Al-first software
delivery grounded in years of delivery experience, industry best
practices, and deep hands-on work with Al. It provides a clear view of
where you are today, the value Al unlocks at each level, and how to
capture it with confidence.



AI-FIRST SDLC MATUIRTY MODEL LEVELS

CONVERGED Sanctioned Experimentation Spec-Driven Development
ECTVERY) Al tools are approved but used in an ad hoc Specifications become the source of truth. Al
AT way. There is limited governance, training, generates and tests code from structured
ORCHESTRATED or integration into delivery practices. inputs, reducing cycle time and improving
WORKFLOWS consistency.
Al-Assisted Development
SPEC-DRIVEN DEVELOPMENT ) AS N SISl L4
Al is introduced in a structured way, Al operates across development workflows
supported through governance to assists within defined guardrails, driving meaningful
development while teams build control. improvements in both speed and quality.
QUALITY-GATED DEVELOPMENT
Quality-Gated Development
AI-ASSISTED DEVELOPMENT L . LS R .
Al operates within defined quality gates, Engineering, product, and architecture
strengthening validation and enabling converge. Domain expertise leads, with Al
more reliable automation. Test coverage is embedded across the system to support
SANCTIONED EXPERIMENTATION critical for Al to develop against. orchestration and decision-making.

This framework outlines a series of maturity levels, each representing a distinct stage in how Al is integrated
into the SDLC, providing a clear view of your current maturity and the costs and benefits associated with
getting to the next level based on your unique context.

Early stages are typically characterized by: At more advanced levels, Al becomes embed-
Individual use of Al tools. ded into the system itself:
Limited standardization across teams. - Development is increasingly driven by
Minimal integration into delivery processes specification.
Testing and validation are integrated from
As firms progress, they begin to establish: the outset.
Shared practices and workflows. - Agent-assisted workflows operate within
More structured development and testing. defined guardrails.
GCreater alignment between teams, tools, and - Delivery becomes more predictable, scalable,
architecture. and governed.

Four waves to ignite, prove, scale, and sustain change.

Understanding where to go is only part of the equation. The real value comes from how change is
implemented. Moving toward an Al-first product development lifecycle is not a single initiative, it's a
coordinated evolution across how teams work, how systems are designed, and how delivery is
governed.

Rather than attempting broad, disruptive change all at once, Leap Left's approach focuses on

progressive implementation that builds momentum while maintaining stability. Each wave builds
on the last, allowing capabilities to mature in a way that is both practical and sustainable.

© RAVL 2026 — Build. Better. e



THE FOUR WAVES OF TRANSFORMATION

Y

N
V/
P PROVE
IGNITE
Focus on establishing Move from concept to real Expand adoption across Embed Al-first delivery
direction, alignment, & delivery in controlled teams and systems. into the operating model.
early momentum. GRS + Scale practices across the + Continue to extend and
* Align stakeholders and define « Deploy pilot teams and use organization deepen adoption across teams
governance cases « Standardize workflows and » Continuously refine workflows
* Introduce Al-native ways of » Refine practices based on real- delivery patterns and practices
working world feedback » Strengthen coordination » Strengthen governance and
+ Establish initial structures and » Establish repeatable patterns across teams long-term sustainability
artifacts » Build confidence through » Transition ownership to * Support ongoing evolution as
+ Demonstrate early value measurable outcomes internal leaders systems mature

through focused use cases

Each wave is designed to deliver value on its own, while also contributing to a broader
transformation. RAVL works alongside your teams directly within delivery environments and
applying Al-native practices from day one.

Every workflow, artifact, and deliverable is created in the context of real work, allowing teams to learn,
adapt, and build capability as they go. Organizations begin to see improvements early, gaining
momentum as capabilities evolve and align. Over time, this creates a delivery model that feels
cohesive, scalable, and built to last.

Capability that compounds over time.

Al-native delivery rewards a different kind of organizational capability. As more work becomes
automated, organizations must evolve their talent models, operating structures, and hiring
pipelines.

Organizations that progress most effectively invest in teams that can work fluently across product,

experience and engineering. They will translate institutional knowledge into reusable assets such as
patterns, specifications and decision frameworks, that accelerate product delivery.
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Organizations seeing the greatest results aren't just adopting Al,
they're building the capability to scale it.

That's where we come in. RAVL partners with financial institutions to turn Al ambition into meaningful
delivery transformation. From product and experience strategy through engineering and execution,
we work alongside teams to strengthen the foundations, ways of working, and capabilities required for
Al-native product and software delivery.

RAVL offers a focused set of services designed to help organizations validate opportunities earlier,
modernize how delivery happens, and scale Al with confidence.

©

Define
Opportunities.

Al Discovery Services
Product & Experience
Strategy.

Align customer insight,
business priorities, product
strategy, and service
design before
development begins.
Validate opportunities
earlier, reduce delivery
waste, and create clearer
direction for Al-enabled
delivery teams.

RAVL

Build. Better.

Establish Your
Baseline.

Al Diagnostic Services

Al-First SDLC Baseline.

Understand where Al can
create the most
immediate and
measurable impact.
Identify your current
maturity, surface delivery
constraints, and define the
foundational gaps
standing between

experimentation and scale.
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Operationalize
the Shift.

Al Transformation Services
4 Waves to Ignite Al
Transfrmation.

Turn Al ambition into
meaningful change across
your delivery system. Move
from insight to execution
through a structured
transformation approach
designed to prove value
early, build momentum,
and scale what works.

Experience it for Yourself.

Discover where you are today and start building the Al-first
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Build Capability
That Lasts.

RAVL BuildX:

Al-embedded Talent
Development &
Delivery.

Ensure capability scales as
delivery accelerates. Upskill
existing teams, embed
Al-native ways of working,
and build the technical
fluency needed to sustain
progress long after
implementation begins.

delivery system that keeps you moving forward with confidence.

Partner with RAVL and let’s start Building. Better. with Al, together.

DISCOVER MORE N
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