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Robert C. Martin ("Uncle Bob")

HangerDX Podcast · youtu.be/5kCISBJwoZo?t=1413
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“FICTIONAL” STORY

The senior developer made the failing test pass.
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TRUE STORY

The agent made the failing test pass — by deleting it.

It did exactly what I asked it to do.
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A quick recap — for those who don't have it yet

Why CI Matters

01
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With CI, you get three things

FAST FEEDBACK

You find out something's broken 

in minutes, not days.

SHARED GROUND TRUTH

Everyone agrees on whether 'it 

works.'

SCALABLE TRUST

Trust that scales past a handful 

of contributors.
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THE CORE ANALOGY

The gate is a compiler for behavior.

A check that fails loudly and specifically enough that a engineer — and an agent 

— can both act on it, without external triage.



The agent angle

Why It's Also Important Now

02
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Agents work in a loop, too

WRITE

The agent drafts a 

change.

RUN

It executes the checks.

OBSERVE

It reads pass or fail.

FIX

It adjusts and loops 

again.
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▪ Now closed locally, at agent 
speed too.

FAST FEEDBACK

▪ The gate's checks become the 
agent's checks too.

SHARED GROUND TRUTH

▪ Now has to hold even when 
the contributor isn't human.

SCALABLE TRUST

The same three things — now for agents too



IMS's CI Gate

Show, Don't Tell
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One composite build, five stages

The CI Gate, end to end

BUILD

C# and APL build produces the 

artifact.

STATIC & QUALITY CHECKS

AFC format/var-types/references, 

QC checks, SonarQube.

LAYERED TESTS

L0 → L1 (Brick/LongRun) → L2 → 

LX.

PACKAGE & DEPLOY

Media, packages, a short-lived 

install.

COMMIT STATUS

Pass or fail, reported straight back 

to the PR.
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The gate as it runs in CI
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The gate isn't a wall at the end — it's a contract

Every stage has a local copy

Remote check (CI Gate) Local equivalent

Static & quality checks afc / format-apl skills

Quality control (Cake) build.ps1 -> QualityControlChecks.cake

Cheap test tiers (L0/L1) RunAplTests.ps1 -TestLevel L0|L1

Source: .teamcity/mergeGate, build/, devkit/
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Demo: the ask
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Demo: what the agent wrote



1818

Demo: the agent’s report



1919

THE CALLBACK

Without this loop, the defect surfaces later 

— remotely. Or worse: an agent 'fixes' red 

by deleting the test.
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IMS engineering guidelines

docs/ai-instructions-guidelines.md

Treat AI instructions as critical 
infrastructure, on par with the 

CI Gate.



And the close

The Honest Gap
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THE HONEST GAP

Local execution is a fast lane for the 

cheap 80% — not a replacement for the 

gate.

The expensive tiers (L1 Brick/LongRun, L2, LX) still need 

the full remote run.
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THE TAKEAWAY

The CI Gate keeps humans honest. It 

turns out that's exactly what keeps agents 

honest too.

And that only works if you let them run it themselves.
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