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What Gartner, McKinsey, DORA, Bain, and DX actually measured in

2025–2026 — and how elite teams convert AI coding speed into real
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No procurement theater. No six-month discovery phase. Just
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The new reality: AI is rewriting the engineering
operating model
In 2025 and 2026, the conversation shifted from “Will it make developers faster?” to “Why

aren't most organizations seeing the payoff?” Leading analysts agree: the gains are real, but

they are uneven and unlocked only by rethinking how software is built.

Gartner

By 2028, more than 70% of enterprise engineers will rely on AI coding agents. Asynchronous
agentic workflows are forecast to lift team productivity 30–50%, up from 0–20% for basic

assistants in 2025. Gartner also flags that agentic tools will become the dominant interface for
software delivery, forcing organizations to redesign role definitions, review workflows, and security
governance.

McKinsey

Top-quintile AI-driven orgs report 16–30% gains in productivity, time-to-market, and customer

experience, plus 31–45% gains in software quality. They are seven times more likely to use AI-
native workflows. The same research found laggards barely broke even, underscoring that tooling
alone is not enough to move the needle.

DORA

The 2025 DORA report found tasks per developer per week up 21% and pull requests merged up

98% — but warns AI amplifies existing maturity. Strong teams get faster; weak teams ship more
bugs faster. AI-assisted teams also reported a measurable improvement in deployment frequency
when paired with rigorous testing and review practices.

“AI doesn't fix a team; it amplifies what's already there.”

— DORA / Google Cloud, 2025

Tooling is no longer the bottleneck. The bottleneck is the operating model: how specs are written, how

reviews happen, how agents are governed, and how feedback loops are designed. The firms that capture

the upside are treating AI not as a faster autocomplete, but as a new layer in their engineering system.
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The headline numbers: what the research actually
says
Vendor hype talks about 10x engineers. Analyst research is more sober — and more useful.

Here is what the major studies measured in the last 3–5 months.

30–

50%

Async agentic productivity lift

Gartner, 2026: by 2028, asynchronous AI coding agent workflows will improve team productivity 30–50%,

up from 0–20% for basic assistants in 2025. The step change comes from agents that plan, execute, and
iterate without blocking a human in real time.

16–

30%

Top-performer outcome gains

McKinsey, Nov 2025: productivity, customer experience, and time-to-market improvements among leading
AI-driven orgs. These gains compound when AI is embedded in requirements, design, and testing — not

just code generation.

31–

45%

Quality improvement

McKinsey: top-quintile firms reported the largest measured gains not in speed, but in software quality.

Better test coverage, fewer escaped defects, and more consistent architecture review were the primary
mechanisms.

98%
PR merge volume surge

DORA 2025: pull requests merged increased 98% among teams heavily using AI assistance. Volume,
however, is not velocity — the same report stresses that without review discipline, higher merge rates can

hide rising defect loads.

10–

15%

Baseline enterprise gain

Bain, Sep 2025: typical firms see 10–15% productivity boosts; without process change, value evaporates.

Bain specifically calls out documentation, code review, and release management as the bottlenecks that
reabsorb the time saved at the keyboard.

8%
Median throughput lift

DX, Apr 2026: across 400+ orgs, median PR throughput increase was ~8%; leaders reached 10–15%.
Organizations with the strongest platform engineering practices captured the upper end of the range.

The cautionary finding

A METR randomized trial found that early-2025 AI tools made experienced open-source developers 19% slower on
real-world issues, even though they believed they were faster. The gap between perceived and measured

productivity is the part of the story that does not fit on a vendor slide. The antidote is mature review, verification, and
governance — not less AI, but better AI discipline.
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Why most teams plateau — and how to break
through
AI coding tools are commodities. Firms that separate themselves are not buying better

models; they are redesigning the workflow around them. McKinsey, Bain, and Gartner

converge on the same diagnosis.

The bottleneck moves downstream

Coding is only ~14% of developer time. When AI speeds up writing but reviews, tests, and releases stay manual,

gains stall. Bain and McKinsey emphasize end-to-end lifecycle redesign.

Narrow metrics mislead

Gartner warns against relying on lines of code or task-level speed alone. Measure delivery flow, quality, developer

experience, and business value as a system.

Trust is the unlock

DORA found developers who trust AI accept more suggestions and submit more changes. Yet 39% still trust AI

outputs “a little” or “not at all.” Fast feedback loops and governance build trust.

Roles and workflows must evolve

McKinsey describes AI-native roles in smaller pods, continuous planning, and spec-driven development. The

engineer of 2027 directs and governs agents — not just writes code.

The breakthrough playbook

✓ Shift testing, security, and review left so generated code does not queue.

✓ Measure outcomes (cycle time, defects, business value) not just output.

✓ Build trust through fast, high-quality feedback loops.

✓ Govern authorship: know what agents created and verify it.

✓ Segment metrics by human vs. agent to expose hidden risk.
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The Vibe Coding Agency operating model
We do not sell AI hype. We build AI-native engineering systems that turn the research into

outcomes: faster delivery, higher quality, and lower risk.

01

AI-native spec development

Replace long PRD cycles with spec-driven, agent-assisted development. Product and engineering iterate on

executable specs, not documents.

02

Extreme feedback loops

Fast CI/CD, automated testing, and deterministic pipelines catch AI-generated defects before review. We build the

trust layer developers need.

03

Agent governance by design

Segment human vs. agent authorship, enforce security and architecture gates, and create observability into what AI

produced.

What you get in 30–90 days

● A production-ready AI-native workflow tailored to your stack

● Agent guardrails, review automation, and quality gates

● Engineering metrics tied to business outcomes

● Upskilled teams who can direct and govern AI, not just prompt it

Trusted by Fortune 500, banks, enterprises, and startups. No procurement theater. No six-month discovery phase. Just
immediate delivery.
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The future belongs to teams
that ship faster, safer, and
smarter.
The research is unambiguous: AI coding delivers measurable gains, but only

when the operating model evolves with the tooling. Vibe Coding Agency exists

to close that gap — for teams that are done experimenting and ready to lead.

Contact us

Ready to convert AI speed into business velocity?

Email: hello@vibecodingagency.com

Web: vibecodingagency.com

GitHub: github.com/awdemos

Commitment to safe & responsible AI

We design every engagement with human oversight, transparent authorship, security-first review

gates, and outcome-based measurement. AI is a force multiplier, not a replacement for

engineering judgment. We build systems our clients can trust, explain, and govern at scale.

A final reality check

If your vibe-coding results are only as good as market analyst predictions, you are doing

something wrong. We can help you reduce costs, improve velocity, and deliver safer applications

through proprietary development strategies that do not rely on solutions like OpenAI or Anthropic

at all.


