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TL;DR 
AI tools for development have evolved hugely in the past year. From prompting and getting it to write 

code, the introduction of agents, MCP, skills, increased context windows, and generally more capable 

LLMs has changed the game completely. 

From playing with AI and creating a few complete systems and tools, a year ago, I wanted to see if I can 

create an ‘AI Developer’ that has moved up the development stack, handling the process of delivery from 

requirement to deployment, while adhering to a defined development, or SDLC, process. The human-in-

the-loop is there for review and approval only and not coding at all. To reflect the current reality in most 

development teams, using GitHub, Jira and Confluence, by our ‘AI buddy’ is essential. 

To do this, Using Claude Code, I created a suite of agents and skills, with a SDLC coordinator agent 

which provides the workflow, delegates to other expert agents/skills, defines the quality gates to be 

passed, controls on what AI is allowed to do, where humans are needed and what external tools in the 

environment can be interacted with and with what permissions. With an existing full-stack codebase, 

providing an invoicing system, with basic login capabilities, I decided to throw the high-level request to 

‘add configurable MFA support’. This, I figured, has a nice mix of moving parts on the front-end and 

back-end, while having security considerations to consider. 

With my environment set up, my AI development colleague, took my request, turned it into a 

specification, broke it into clear tasks, did the implementation, with full reviewing, testing and debugging, 

and pushed out a working MFA feature, including configuration and user login. My part was being asked 

to review and approve things at various stages, typically in Jira or GitHub, which I happily did. 

AI worked with Jira and GitHub as a developer might do, creating epics and stories, updating them with 

comments, adding estimates, committing code, triggering PRs, creating feature branches, and more. The 

hope was that the result of this addition, to an existing codebase, would include sufficient history, and 

documentation, in the expected places, to allow any developer to update or support the feature later. 

 

 

Figure 1- Development Process 

While I did need to get involved once or twice along the way, this was most likely due to my definition of 

the skills/agents, and some misconfiguration of integrations. However, from the high-level request, it did 

essentially deliver as requested. 
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To me, it showed that with basic flows, skills and configuration, with integrations and tight controls on 

approvals, it is possible to introduce an AI developer into the full workflow as a contributor, or 

collaborator, working alongside the existing team.  My request was not very complex, but it did show my 

AI engineer involved, in a controlled manner, at all stages, and producing really good quality, from specs 

to stories to code to tests. The delivered feature was good too, fitting into the overall tone of the existing 

system. 

It did require that the overseeing developer (me in this case) had a decent understanding of the system, 

domain, programming language, good practices, AI capabilities and challenges, to be able to review, 

assess and accept its work. I am always suspicious about what the LLMs deliver, but as they prove 

themselves, I will likely apply more trust and be less picky on the reviews, however, … not sure this is 

good or bad! 

The document provides more of the details, some examples on skills and agents, and some outputs and 

conclusions …. 

Introduction 
Depending on where you read, the AI capabilities today are going to make all developers 

unemployed, however, I think it will likely negatively impact developers who don’t embrace AI’s 

capabilities and ‘move up the stack’. 

In a previous article, I wanted to see what was possible to create, using AI as a chat/tool in an 

IDE. This, at the time was effective, and I developed both native and web software, which I am 

still using today. I realised back then, it did require a fair level of technical awareness, 

understanding, guidance and interaction on my part – so no free lunches! 

Since then, LLM/AI capabilities have increased massively. The evolution of AI for development 

has moved from using AI as a tool to AI becoming a system, where a controlled, structured 

process can be built around it. With the support for MCP, plugins, skills, agents and a variety of 

other additions which have appeared, the limitations associated with the tools 9-12 months ago 

have evaporated quite substantially. 

Effective software engineering employs a development process, or SDLC (software development 

lifecycle), that provides structure and control over all aspects of the delivery, from requirements 

definition to the deployment to production. It defines the steps, approvals, use of tools, 

documentation, etc. The development process is something that has evolved over time and is  

embedded in the organisation, proven and adhered to by all involved, so if AI is to be introduced 

in a more advanced capacity, it needs to be done without breaking what is already there. If 

changes are needed to the process, they should have clear benefits and rationale behind them. 

I have been working with multiple development organisations, using AI tools on an individual 

basis to increase effectiveness, coding, testing, apply checks, etc. The lever of usage is often 

dependent on the interest and skill of the individual developer, so few consistencies in general. 

The challenge of moving up the value chain, and letting AI loose from requirement to 

deployment, as an autonomous ‘developer, as part of an existing team, is another matter 

completely. Design and creativity, amongst other skills come into the picture. 
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So, having said that … 

… my latest adventure is to see how I 

can deploy the latest LLM/AI 

development tools to become more like  

and ‘AI team member’ of an existing 

development team. It shall follow a 

defined process, work according to rules, 

security requirements, approval demands 

and more and do this autonomously 

driving itself, with the human-in-the-

loop being there to review and approve 

actions only. 

The Goal 
So, my goal was clear: 

To see if an AI system, behaving like a senior developer, could take a high-level 

requirement, for an update to an existing software system, and fully implement it, 

effectively and with quality, using best industry practices and in accordance with 

a defined development process workflow. 

The Playing Field 
To make things a little more realistic, I am adding my ‘AI team member’ to work on a new 

feature in an existing code base. The system is a ‘React-FastAPI-Python-Postgres’ application 

that supports a receipt and invoice registration function for a small company. It incorporates a 

multi-role login approach, support for uploading and reporting on invoices, with AI used to 

extract the details from each invoice or receipt. 

I have a clearly defined development process in place, with GitHub, Jira and Confluence being 

used by the team who developed the system originally. Any development that is to be done will 

follow this process strictly. 

I am going to ask my new team member to take a high-level requirement, specify, design, 

implement, test, review and deploy all in adherence with the defined development process. 
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The System Being Updated 
Dealing with invoices and receipts, the key aspect of interest in this project is its basic username 

and password login mechanism.  

User management is done by an admin. Currently the password is set for the user when they are 

created, and I have not provided the capability to change it yet . I wanted to provide the user 

with an additional personalized approach to enhanced security and be able to use their phone to 

provide a one-time token in addition to their username/password authentication. This should be 

done using a typical authenticator app, but I’ll let my AI friend figure out how to do this 

effectively and propose a solution to me, as part of its job. 

The Environment 
I am using Claude Code, with Opus 4.5 for the initial specification work, going from the initial 

requirement to a set of stories that implement the requirement. Opus 4.5 is good at the planning 

and creatively arriving at the solution. However, it is expensive when you get into the coding 

phase, and I have run out of tokens too often, so adopted a dual approach.  

For the implementation phase, I switched to GLM 4.7 by Z.AI, a model which is fast and 

effective at coding, testing and the down-and-dirty development parts. They claim it is 

comparable on SWE metrics with Opus 4.5 so it should be good.  I chose this as it they offer 

15x the token limit versus Opus 4.5 at a lower price than Claude Pro, and it integrates seamlessly 

into the Claude Code environment, with only a handful of environment variables needing to be 

changed.  

Figure 2- The Dashboard for an Adminstrator 
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As part of the development process, all code is stored in GitHub, all work is carried out from 

Jira work items, with epics, stories, bugs, etc. all documented there. Confluence is used for 

documentation, when more is needed than Jira can effectively provide. 

Claude Code has ‘easy-to-integrate’ MCP Servers to support interaction with these systems, so I 

was ready to go. To allow my AI friend to be able to do full testing, I installed the ‘chrome-

devtools’ plugin, so it could control the browser too, to test the UI components. 

The Development Process 

 

Figure 3 - The Development Process 

The development process to be supported has clear steps to be carried out, and checkpoints 

along the way where reviews and approvals are needed. In the human only workflow, these are 

done with updates to Jira tickets, or approval steps in GitHub flows.  

I want to replicate the same approach for my AI developer, setting the same requirements on it, 

and ensuring that the human review and approvals are enforced in the same manner. 

To implement the development process, with its steps and controls, that the AI can understand, 

I created an agent called sdlc-coordinator. This has, a supporting crew of agents which deal 

with the various jobs needing to be carried out when moving from the initial requirement to the 

delivered, tested and in deployed update. 
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Figure 4 - Claude files representing with agents and skills doing the heavy lifting 

As you can see in the sdlc-coordinator agent definition below, the parameters for the effective 

workflow execution are stated in a structured manner. The details include: 

• The description of what the coordinator is to do 

• The skills that are available for the different steps that it is coordinating 

• How delegation is carried out to the other agents 

• The tools to be used – e.g. GitHub, Jira, Confluence 

• The approval gates and steps that are to be followed, including how approval is done, if 

needed. 

• As the flow will interact with external tools where there is precious information, I 

indicate what operations it can carry out itself, and what needs approval. 

• Similarly, it can send external notifications based on success, or other events arising 

during the process. 

• Additional settings deal with how long the context is available, for the workflow, as the 

individual steps may be paused, fail, etc. I also include additional relevant content that 

should be considered and general operational issues like logging. 
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Figure 5 - sdlc coordinator agent with the section headings (lots more detail under!) 
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The flow moves from step to step, based on approval by the human. You can see the gates 

indicated in Figure 5 above. The details of what is done at each step is included in the skill 

definition and this includes updating Jira and GitHub appropriately. 

The skills, as they are defined, result in a very interactive experience for the user, with options 

being offered in terms of moving through the flow placing blockers in situations if an official 

approval is not executed. 

The story creation flow, as shown below, provides very clear details, constraints and instructions 

which drive the behaviour we want. 

 

Figure 6 - Story Creation Skill  with main sections (lots of details on the roles, steps, behaviours,  
and some example output formats) 
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Under each of the headings in this skill there is substantially more information provided to 

ensure that the agent implementing the skill knows exactly how to behave. 

The last section in the skill includes quality controls which force the model to include sufficient 

clarity and rationale for the proposal and highlight any dependencies. This is key, both for the 

review process to let it proceed, but also useful as documentation for anyone needing to work on 

the code in future. 

With the code cloned and VS Code up and running, and Claude Code ready to serve, I kicked 

off the process, by running @sdlc-coordinator which got the agent going. 

It presented a clear view of what it is proposing to do, and the workflow, and then I kicked it 

off.  

 

At the prompt, I entered the following one and only prompt, and the game was on: 

➢ Can you extend the login mechanism in the system, with an MFA capability. The user 

shall be able to enable or disable this themself when they are logged in. 

Over the subsequent 75 minutes it progressed through the various steps. 

Initially it created an Epic in Jira, describing the overall requirement well. 

It asked me to review it, and when I was OK with it, it proceeded to creating 8 stories which 

were equally clear and detailed, supporting the implementation.  
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Figure 7 - Epic created in Jira for the overall project 

 

Figure 8 - One of the 8 stories created in Jira 
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With the list of stories created, and reviewed and approved by me, it proposed to attack the 

implementation. It didn’t break these down further into further tasks, though I am could have 

required this too, but didn’t. The project was in Jira and set up for Kanban, as opposed to 

SCRUM, and the 8 stories were the direct basis for implementation. 

With the 8 stories, it proposed the order in which they should be implemented, and which could 

be run in parallel. With each story it broke it down for me into the various actions it would take, 

allowing me to review and approve.  

During the process, it interacted extensively with Jira and GitHub. In GitHub it created branches 

on which it built the stories, with each branch covering one or more stories, if they could be 

handled in parallel.  

Figure 9 - The feature branches created in GitHub to isolate them until fully tested & approved. 

After implementing each story, it created a substantial set of tests. It worked repeatedly 

testing/debugging until they all worked and then presented details of the outcome for that 

feature implementation. 

With the story complete and passing all of the tests, the workflow: 

• committed the code to GitHub in the feature branch.  

• triggered a pull request (PR) indicating that it needed to review & approved.  

• approved the PR after I reviewed it and approved it,  

• added a comment to the story in Jira with the review details on the PR, taken from 

GitHub, 

• added an additional comment which included a very detailed description to the indicating 

what was implemented, tests run, and relevant useful information. 

• with my approval, merged the feature branch into the master branch. 

This was repeated 5 or 6 times, with each feature group (if they could be implemented in parallel) 

implemented, tested and run through the process, above. 
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Figure 10 - The PRs in GitHub  that were created, which I reviewed  and approved during the session. 

As it had planned a system testing phase itself, it created a large suite of automated tests, which it 

worked on until all executed successfully.  

Finally, after I had reviewed and approved when asked, it declared itself finished, giving me a 

very detailed report on the implementation, testing, etc. 

I realised that there was also no automatic code review of the code executed as part of the flow – 

I need to check this - so I decided that I wanted one, and I triggered the code-review skill, where 

it found a list of issues it believed should be addressed. See some details below. 

It added these to Jira as issues to be done, and after checking through them, I indicated that I 

wanted just the critical & high severity ones addressed. 

It proceeded again with its implementation + testing phases and updated GitHub and Jira as I 

had expected.  After all this, Jira had only the less severe work items to do, with the more critical 

ones resolved. 

When it completed testing and updating, it was ready to deploy. 

I realised that I had not included a step to deploy the total solution to Docker, after it was QA 

approved, so I asked it to do this. As the system had previously been deployed in Docker, all the 

various scripts and flows were in place for this, so a simple request to Claude to deploy it, and 

worked without any further interaction. 
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Figure 11 - Part of the output from the code-review 
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So, what did it deliver? 
The requirement was to provide MFA for authentication to the system.  

It delivered, the functionality, although there were a few issues that did crop up that needed a 

little interaction and it needed to debug and do more testing to resolve them, which it did.  

However, my awareness, with occasional feedback, being able to follow what was happening, 

checking error logs, and understanding technical choices being made helped it proceed 

effectively. It had a problem with the browser controlling MCP, however, to be honest, I think it 

was a configuration issues on my side that was the source, so I cannot really blame it. When I 

resolved this, it was able to run its additional tests. 

In terms of what was delivered, check out the screenshots below.  

It provided the full capability, with management of the user access to MFA, enabling and 

configuration of MFA for a user, allowing them to scan the QR code with one of a choice of 

mobile apps and successfully be logged in. 

The logic and integration of the feature into the codebase is good and worked pretty much as 

intended. The details it added in Jira and GitHub were top quality and helpful for a developer 

needing to work with the code later.  

I was offered the option of generating documentation, but declined, this would have created 

appropriate content and added it to Confluence. I had not this explicitly included in the 

workflow, so another improvement I could have made. 
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The following are the screen shots and popups which enable and onboard the user for MFA.  

 

Then, when they subsequently log in, they are prompted with the following popup, after they 

enter their username and password. 

 

 

 

 

 

 

 

 

Figure 12 - Setting up the MFA 

Figure 13 - The MFA login dialog 
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Conclusions 
While there were some occasional challenges and things I needed to look at a little more closely 

to resolve, I was hugely impressed with how this worked. 

Do I think that my AI colleague did its job, taking the high-level requirement and delivering a 

working feature, with quality? And did I achieve my goal? 

I think I have to say yes, especially when considering it was his first day on the job! 

Some immediate thoughts after the experience: 

• The whole area is new, and getting the pieces to work as intended is not always straight 

forward. It requires trial and error, creating the playbook as we go. There are clearly 

improvements that are possible to the agents and skills to refine this. 

• The human-in-the-loop, who understands the codebase, the requirement, the domain 

and how the AI system works is essential, as it needs supervision, reviewing, and the 

controls need to be in place. While this development ‘did not go off the rails’ at any 

point, it is essential to really scope the capabilities the AI is allowed tightly and still check, 

validate and check again. 

• While using the ‘plan’ mode in AI for development is the norm nowadays, the use of the 

sdlc coordinator approach, brought it up a level and allowed me to offload much more 

of the work to AI, handling it in a structured, effective manner. Breaking thinks into 

steps, even if the AI does it for itself too, or later, really help the accuracy. 

• Having AI interacting with Jira and GitHub, so effectively, and being controlled 

according to the policies I had defined, made it easier to fit into a non-AI process flow. 

Bringing in Confluence, Figma, Slack or other tools would further enhance the capability, 

and does not seem difficult to include. 

• While it was not a complex codebase, I was impressed with how the project integrated 

into the existing environment and did not seem to have any problems. I’m sure it is not 

that easy in general, with larger or older systems. 

• This project showed me that it is possible, with a 75-minute effort, and tiny cost, to add a 

reasonably complex feature, in full, in a controlled manner, adopting best security 

practices, with extensive testing, successfully.  

• There were aspects I did not include, or ignored, in my agent/skills files, and I am sure 

that these could have introduced risks. While this was a demonstration, it was accessing a 

code repository, Jira, and Confluence, so live systems. It could have done serious damage 

if it went awry. Understanding how it works, and testing various sub-flows, behaviours, 

etc. in isolation and adopting a zero-trust model with AI in this case is essential. 
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• Is this the future? A competent software engineer, who drives a team of AI developers 

like my little guy, steering them to the goal seems to seem like an obvious progression.  

While it requires checking, controls, reviews and a human driving them, it opens 

possibilities to scale development hugely. As with regular development, ensuring the 

team members work collaboratively, without impacting each other’s work negatively, 

while jointly creating solutions is the goal. There are already approaches with 

collaborative agents emerging to address this, so … all problems are being addressed. 

What Next? 
There are so many ways to improve this going forward: 

• Refining the workflow, and what is done at each step would be good. The logic needs to 

be tightened up, and I can see various behaviours along the way which could be 

improved; however, this is just updates to skills or agents. I would like to gather metrics 

to be able to assess how good it is, quality, productivity, etc. It would be good to 

understand the context status for each of the agents, to see if there are optimisations 

possible there. 

• While the flow uses the agents & skills to provide the expertise and controls, I would 

introduce more automated checks along the way.  More agents could be employed and 

trigger on different events, so dealing with issues as soon as they arise – for example, 

scanning and analysing code automatically on local commit. 

• Integration with more tools to provide a complete development would be useful, with 

notifications, CI/CD flow creation and update, introducing phased rollout and support 

facilities. Marketing and sales material could be automatically generated. 

• A larger greenfield project would be good to attack, where the flow may be run in parallel 

for multiple AI developers. Here the architecture and design of the system and 

understanding dependencies would be key. I see that this is where the human is really 

needed, though I can imagine AI can provide real support here, doing the heavy lifting. 

The approach I used is effective, but understanding how it can scale is important. 

• While this was driven from Claude Code, I would like to see how it would be deployed in 

some of the other LLM tools, such as Cursor or GitHub Copilot. More of the ideas are 

becoming standardised, like skills or MCP, however with yaml or markdown being the 

standard way of configuring AI behaviour in all tools, it should not be too difficult. 

 
Realistically the list of potential directions to take is endless. The capabilities of LLMs, the 

frameworks being provided, the supporting tools, including many new AI services for design, 

graphics, testing, etc. all up the game massively. 

I can’t wait to see what another year of LLM and AI evolution will come with. 

https://morph.management/

	TL;DR
	Introduction
	The Goal
	The Playing Field
	The System Being Updated
	The Environment
	The Development Process
	So, what did it deliver?
	Conclusions
	What Next?

