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Hello, I am Jeff

• Who I Am

• VP and Chief Evangelist, AWS

• Husband, parent, grandparent

• Technologist

• Maker (LEGO, 3D printing, electronics)

• BS - Computer Science (1985)

• Masters of Communication in Digital Media (2013)

• Professional developer since 1979

What I Do

• AWS News Blog (2004-2024)

• AWS community events ~ JAWS DAYS

• Social media

• AWS OnAir live stream

• Customer meetings



JAWS and Jeff – 2010 to the Present

2010 2011 2014

2018 2020 2024
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➢ Audience Survey

➢ Amazon Bedrock and Project Mantle

➢ The Changing World of Development

➢ Building Next-Generation Skills

My Agenda for Today



Audience Survey





What is your status relative to Generative AI?

(if it was a bullet train)



I am riding the train, I am keeping up with the 
technology.  



The train is speeding past me



I am lost and looking for the train 



I do not actually like trains



Amazon Bedrock and Project Mantle







Exploring Bedrock Models



Challenges

• Support ever-growing collection of models

• Run inference jobs that can take 100 ms to 10+ minutes to complete

• Use GPU resources efficiently and fairly

• Isolate customer jobs

• Support multiple service tiers 

• Scale across AWS regions

• Scale unused models to zero

“cartoon image, built with toy bricks, of a group of 

brick people climbing a brick mountain, lots of detail.”



Behind the Scenes – Project Mantle

• Led by Senior Principal (VP/DE) and Principal Engineers (Director)

• Planned 1 year to launch, another to reach feature parity

• After 1 month, realized not moving fast enough

• Either add 30+ people or find a way to do it with  small team

• Used GenAI (Q Developer and Kiro) to rewrite 1 month of work in 
3 days, including docs & unit tests

• Went all-in with 11 people

• Launched in 76 days



Senior Principal Engineer’s Perspective

• In 5 months wrote what would have taken him 10 years otherwise

• From 2 commits per week to 40

• 20x increase

• Overall 10x to 20x more productive

“cartoon image, built with 

toy bricks, of a senior 

software developer madly 

typing away at a 

computer”



Project Mantle Approach

• Monorepo (entire project) with all code, tests, and docs

• Extensive (generated) documentation that the model can learn from

• Comprehensive, self-contained local testing with all services & 
dependencies mocked up

• Thousands of 
unit tests

• Code designed 
for AI

A library of books and detailed 

computers, some paper 

printouts spilling onto the 

floor, and some happy 

software developers, all in toy 

brick style



GenAI-Powered Development Cycle

• Within an hour:

▪ Prompt the model with desired change

▪ Let model figure out how to make change

▪ Make change

▪ Let model run unit and E2E tests

▪ Human reviews and decides

• Push to production the next day

• Result: 

▪ Multiple changes per day to production

“A female developer, who is powered by 

Generative AI, sitting at a computer writing code 

and looking happy and produtive with a happy 

rainbow in the background all in a toy brick style”



Specific Takeaways

• Small, specific tasks are best

• Strongly typed languages are best 

• Good prompts matter more than ever

• Separate two actions:

▪ “Look for and tell me about…”

▪ “Go and fix …”

• Build productivity as you gain confidence

• AI is an extension of a developer’s strengths

in toy brick style, a person 

reparing a computer, with lots 

of spare parts in the 

background, a very messy but 

imrpessive workshop



An Interesting Surprise

Bug rate is constant (measured against lines of code produced), but:

▪ Commit rate can be 10x to 20x higher than before

▪ Critical bugs can hit production at that same rate

So:

▪ More (per LOC) testing is needed

▪ New approaches to testing are needed

– Formal methods

– Automated reasoning

– Proving code correct

“a very scary 

bug built from 

toy bricks”



Getting Value from Models

• Models have a limited cognitive load

• Using lots of tools muddies the context

• Start new sessions frequently

• Ask model to recall information when 
needed

• Models are great at mimicking

•  Point at existing code as an example:
“Follow the pattern in module X when doing Y”

“a brain built from toy bricks, 

with a lot of interesting 

symbolic memories inside”



The Changing World of Development



Changing How Software is Built

• Developing intuition and judgement takes time

• Learning a new language (eg prompts) takes time

• Shift left on QA and full automation

• Every commit must build and pass all tests

“A wise owl, but who looks 

like a programmer, in toy 

brick style”

"With GenAI, I'm a maintainer and while I do 

write some code, I mostly review and direct.”



Blockers and Challenges

• Downstream systems and processes cannot cope 
with volume of changes:

▪ Code repository

▪ Code review

▪ CI/CD process

• We can go even faster if we speed this up

• The slowest part will become a critical 
bottleneck (Amdahl’s Law - 1967)





Illustrating Amdahl’s Law

Great 

Idea

Commit 1

Commit 3

Commit 4

Commit 5

Commit 2

Agent 1

Agent 3

Agent 4

Agent 5

Agent 2
Build

Test

Deploy

MergeReview 1

Review 3

Review 4

Review 5

Review 2



CI / CD at BMW Group

• 130,000 builds and deployments daily

• Over 1,300 microservices

• Over 3,000 developers

• Support rapid pace of development

• Serverless CI/CD architecture



CI / CD at BMW Group

• Serverless CI/CD architecture

• Linux and MacOS build pipelines



CI / CD at BMW Group



Teams and Processes Must Change

• Important decisions must be made more frequently and more quickly

• Collocated teams are a necessity – “Hacker House”

• Scale-up interpersonal communication

• Stand-ups too slow and too infrequent

• Two-pizza model will need revision

▪ Smaller teams

▪ Less pizza

▪ More skills per member

▪ Broader scope per member
“Cartoon image of some brick people 

having a business meeting around a table, 

wiith a chalk board and some computers.”



Some Thoughts

• Development model:

▪ Old school - “Digital” – reference manual says it all, read it and you are ready

▪ New school - “Analog” – model has capabilities, strengths, weaknesses to 
explore

• Applications:

▪ Old school – App is precious, curated, maintained for years and decades

▪ New school – App is short-lived, rebuilt regularly from scratch



Some More Thoughts

• Developers:

▪ Old school –  Specialized skills, part of a large team

▪ New school – Generalists, adaptable, resourceful, self-sufficient

• Data and schemas:

▪ Spans multiple app generations, more valuable and precious than ever



Building Next-Generation Skills



Building Next-Generation Skills

Observation Communication Cooperation

Concentration

Know your customer

Business

Use cases

Obsess over details

Be expressive

Write a lot

Read a lot

Be bold

Be a team player

Connect with team

Work in same place

Stay focused

Mental clarity

Manage multiple agents

Daily Learning

Something every day

Part of your discipline

Share what you learn



Building Next-generation Skills - Communication

• Get better at learning and understanding AI-written code

• Get better at communicating (spoken and written):

• With your customers or audience

• With your AI dev tools

• With your peers

• In your preferred language



Communication is More Important Than Ever



Communication is More Important Than Ever

An experienced developer who can talk well, 
that is, imagine, articulate, define problem 
statements, architect and engineer, has a 
massive advantage over someone who 
cannot, more disproportionately than ever. 

Knowledge of specific language, syntax, and 
frameworks—code—is no longer a 
bottleneck.



Let’s Ride the GenAI Train Together!



Jeff Barr

@jeffbarr

jbarr@amazon.com

Thank you!
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