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Preamble 

Software engineering exists to produce working software. 

Every interruption to software production carries a cost: lost concentration, context switching, 
delayed delivery, and reduced engineering throughput. 

Historically, recurring meetings became the primary mechanism for synchronizing information 
because no continuously updated representation of the software product existed. Engineers 
periodically synchronized themselves because the product could not synchronize itself in 
real-time. 

Artificial Intelligence or AI-Assisted (“AiA”) systems changed that assumption.  

CEDA establishes a new execution architecture in which AiA systems continuously maintains 
the real-time state of the software product, allowing engineers to remain in continuous execution 
while communication becomes targeted, event-driven, and evidence-based. 

The software product—not scheduled meetings—becomes the primary object of 
synchronization. 

 

Principle 1 

Continuous Execution 
Software engineering execution shall be treated as the organization's default operating state. 

Engineers should remain focused on designing, implementing, testing, debugging, reviewing, 
refactoring code, and deploying software. 



Any interruption must demonstrate organizational or productional value greater than the 
engineering throughput it displaces. 

Execution is the default. Interruption is the exception. 

 

Principle 2 

Product State is the Source of Truth 
The real-time state of the software product shall be the authoritative source of truth for project 
execution. 

AiA systems continuously maintain and publish the following states, but not limited to: 

●​ completed work, 
●​ unfinished work, 
●​ assigned engineers, 
●​ dependencies, 
●​ build status, 
●​ test status, 
●​ deployment status, 
●​ code review status, 
●​ known risks, 
●​ product health. 

Human status reporting is a fallback mechanism, not the primary one. 

The product speaks for itself. 

 

Principle 3 

Continuous Product-State Awareness 
The software product shall remain continuously observable. 

Every authorized engineer shall have immediate visibility into the current execution state without 
requesting status from another human. 



Questions such as: 

●​ What remains unfinished? 
●​ Who owns this task? 
●​ What changed today? 
●​ What is blocking deployment? 

shall be answerable directly from the continuously maintained product state. 

 

Principle 4 

Event-Driven Communication 
Communication shall occur because the software product requires it—not because the calendar 
requires it. 

When an event occurs: 

●​ dependency, 
●​ blocker, 
●​ failing build, 
●​ production incident, 
●​ architectural ambiguity, 

AiA systems identify the minimum required participants. 

Only those participants are notified. Everyone else continues executing. 

 

Principle 5 

Minimum Necessary Synchronization 
Synchronization shall involve only the minimum set of engineers necessary to resolve a specific 
event. 

No engineer shall be interrupted merely because they belong to the same department, project, 
or development team. 



Participation shall be determined by dependency, ownership, expertise, or decision authority. 

 

Principle 6 

Software Production First 
The organization's primary mission is producing working software. 

Activities that directly contribute include, but not limited to: 

●​ engineering, 
●​ coding, 
●​ testing, 
●​ debugging, 
●​ deployment, 
●​ architecture, 
●​ validation. 

Organizational activities exist only to support this mission. 

They are never the mission itself. 

 

Principle 7 

Organizational Maintenance 
Organizations, like computing systems, require maintenance. 

Maintenance includes activities such as, but not limited to: 

●​ onboarding, 
●​ team building, 
●​ conflict resolution, 
●​ disaster recovery exercises, 
●​ compliance, 
●​ knowledge preservation. 



These activities exist to preserve the organization's long-term ability to produce software. 

They shall be recognized explicitly as maintenance—not as software production. 

 

Principle 8 

Planned Maintenance Windows 
Just as a production server may temporarily suspend normal operation to perform verified 
backups that preserve future service, engineering organizations shall reserve interruptions for 
planned maintenance that demonstrably improves long-term execution capability. 

Maintenance windows should be: 

●​ intentional, 
●​ infrequent, 
●​ measurable, 
●​ justified. 

Routine status synchronization is not organizational maintenance. 

 

Principle 9 

AiA Systems’ Orchestration 
AiA systems are not merely a coding assistants. 

AiA systems are the execution orchestration layer. 

It continuously: 

●​ observes, 
●​ analyzes, 
●​ correlates, 
●​ prioritizes, 
●​ predicts, 
●​ publishes 



the real-time state of the software product. 

Its purpose is to reduce unnecessary human synchronization while increasing engineering 
execution. 

 

Principle 10 

Evidence Before Conversation 
Whenever possible, discussions should begin from objective evidence maintained by AiA 
systems rather than subjective status reporting. 

Questions should be answered from, but not limited to: 

●​ source code, 
●​ issue trackers, 
●​ builds, 
●​ tests, 
●​ deployments, 
●​ telemetry, 
●​ dependency graphs, 
●​ historical product state. 

Human discussion should focus on resolving ambiguity—not reconstructing facts. 

 

Principle 11 

Continuous Improvement Through Observation 
Process improvement shall arise from continuous observation of engineering execution rather 
than scheduled retrospective meetings. 

AiA systems continuously evaluate: 

●​ throughput, 
●​ lead time, 
●​ review latency, 



●​ deployment frequency, 
●​ defect escape rate, 
●​ interruption frequency, 
●​ dependency bottlenecks. 

Improvements become continuous engineering decisions instead of periodic ceremonies. 

 

Principle 12 

Software Product Supremacy 
The software product is the central artifact around which the organization operates. 

People organize around the product. 

The product does not organize around meetings. 

All coordination, prioritization, execution, and communication ultimately serve one objective: 

The continuous production of high-quality working software. 

 

 

CEDA's 13th Principle 

Continuous Evolution Through Ground Truth 
CEDA recognizes that no engineering architecture is complete or final. 

Every principle within CEDA is founded upon observable reality, objective evidence, and the 
current best understanding of software engineering. 

As additional ground truth is discovered, validated, measured, or demonstrated, CEDA shall 
evolve accordingly. 



No principle is immune from refinement if objective evidence proves that a better representation 
of reality exists. 

CEDA is therefore a living engineering architecture rather than a static methodology. 

Its evolution follows the same process as scientific discovery: 

●​ Observe reality. 
●​ Verify through evidence. 
●​ Validate through repeated observation. 
●​ Revise understanding when warranted. 
●​ Improve the architecture. 

Like science itself, CEDA does not protect tradition—it protects truth. 
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