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Beyond copilots:
Building Al-native
delivery ecosystems

Why the next wave of software delivery
is about connection, not just code
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The hype 1s loud, but the
gap 1S clear

Al assistants have become the shiny new tool in every developer’s kit. They're
fast, they're clever and they’re undeniably useful. But here’s the problem:

Isolated speed doesn’t translate into
enterprise-scale transformation.

In most organizations, copilots have boosted productivity at the individual level, but they've done
little to change how software is actually delivered. Code is still produced in silos. Governance still
struggles to keep up. The benefits, while real, remain local.

The opportunity lies in moving from Al-assisted delivery to Al-native delivery, where intelligence
is built into every phase of the software development lifecycle (SDLC), connecting people, tools
and governance in one orchestrated ecosystem.

And the results are telling: In just six months, Al-assisted teams delivered 2.5 million+ lines of
code while maintaining consistent developer headcount — proof that productivity isn't just
accelerating, it's compounding.

Source: NTT DATA proprietary developer productivity data, based on internal tracking of Al-assisted coding activity (Copilot and Windsurf), 2025.
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Beyond copilots: Building Al-native delivery ecosystems

Why scattered tools hold
organizations back

The early wave of Al adoption has followed a familiar pattern: One team adds a copilot here,
another adopts a testing accelerator there. Soon, you have a patchwork of disconnected systems.

Developers gain local efficiencies, but organizations lose visibility, consistency and control.
Governance frameworks become reactive, chasing compliance instead of enabling innovation.

The real challenge isn’t tool selection;
1t’s Integration.

That's because the real challenge isn't tool selection; it's integration. To unlock enterprise-wide
value, Al must function as a connected system, not a collection of point solutions.

Forward-looking organizations are now designing Al-native ecosystems that fuse

engineering discipline with continuous governance. The goal isn’t just faster code;
it's measurable business outcomes.

beyond speed Al-native evolution
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From assistance
to orchestration

The shift from copilots to orchestration marks the next evolution in software delivery.

Al copilots have already changed how developers work — generating code, documenting faster
and catching bugs earlier. But the value of these copilots remains fragmented when they're used
in isolation. A team that moves faster in one stage can still hit bottlenecks in another.

The real breakthrough comes when intelligence
connects across the entire software development
lifecycle (SDLC).

An Al-native ecosystem does exactly that. It links planning, design, coding, testing and
deployment into a single intelligent delivery framework. Tools like Scope AlI, Clarify Al and
NCode, built on platforms such as Google Gemini and Vertex Al, feed shared insights through
every step of delivery.

In just three quarters, the number of Al-enabled developers grew from 30 to 210, while total
headcount stayed flat. That jump alone produced a 36% increase in modernization revenue —
proof that orchestration turns isolated efficiency into structural productivity.

Source: NTT DATA internal analysis of client modernization programs, 2024-2025.

but the gap is clear hold organizations back to orchestration
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How to act on this:

Integrate Al end-to-end
@

Don't stop at copilots. Map every stage of your SDLC and identify where insights can
move downstream, from estimation models feeding design to test outputs improving
deployment automation.

Make orchestration a defined capability

o2

This isn’t a side project for IT but a delivery strategy. Assign ownership for how tools
communicate and how knowledge flows.

Prioritize visibility over variety
A dozen disconnected copilots create chaos, while three connected ones can reshape
the entire workflow.

A dozen disconnected copilots create chaos,
while three connected ones can reshape the
entire worktlow.

When orchestration becomes a core capability, productivity stops being a team
success story and becomes an organizational one.
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Engine erj_ng fOI‘ Each stage of delivery benefits from specialized Al tools:
rEIiability and & Planning and estimation
Speed

Scope Al and Clarify Al generate user stories and effort estimates.

Design and front-end

</> Figma AI and Builder.io convert prototypes into working code.

Al can make development faster — but

without structure, it can also amplify risk.

Coding and integration
NCode, Copilot and Windsurf automate documentation and reuse components.

Organizations that succeed with AI are the
ones that embed governance directly into
the engineering process. Reliability and <_/\ An in-house Al tool for pull request (PR) reviews is integrated into the SDLC to automatically evaluate developer
speed reinforce each other when grounded code, improving quality and reducing manual effort in review cycles.

in strong design principles.

Code review and quality

@ Testing and quality assurance (QA)

NCode autogenerates and executes test scripts.

Deployment and operations
@

Copilot builds and manages continuous integration/continuous delivery (CI/CD) pipelines.

But tooling alone doesn't guarantee outcomes. The differentiator is how organizations govern their Al usage.
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Five essentials for reliable Al delivery

3

Establish feedback loops early

Let test data improve design accuracy, and deployment metrics refine
estimation models. Each phase should strengthen the next.

Design for traceability

Automatelogging and documentation so decisions, code changesand generated
assets remain explainable. Transparency prevents technical debt.

Embed human oversight by design

Keep reviewers involved where their judgment adds the most value —
requirement definition, exception handling and customer-impacting decisions.

Redefine QA as continuous assurance

Move from “test after build” to “test as you build,” with Al-driven regression
testing and human checks for logic, ethics and usability.

Drive adoption intentionally

Adoption is often the hardest part, as developers can be wary of new Al tools.
Clear communication, early involvement, and continuous enablement help build
confidence and ensure consistent use across teams.

Across all of this, human-in-the-loop governance remains essential.
“Responsible AI” isn't a disclaimer; it's the framework that keeps
innovation sustainable.
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Why scattered tools hold
organizations back

Speed 1s good, but scale is better.

The next competitive edge lies in creating systems that learn faster than they work.
To scale Al delivery, you need to multiply learning and spread it across programs, teams and regions.

Al-native ecosystems continuously learn from project data: estimation accuracy, test outcomes, code
reuse, delivery patterns and cost performance. Each iteration strengthens the next.

The impact proves the model:
 Up to 80% cost reduction in modernization programs
* 30% faster delivery across engagements

And this evolution goes beyond metrics. Across NTT DATA's ecosystem, teams such as Niveus now
include 250+ developers, 70+ quality analysts, and 40+ business analysts and designers, all
operating inside governed frameworks. They're not just building software — they're building shared
intelligence.

New milestone: Starting in December, we will generate 1 million lines of code monthly, accelerating
delivery at an unprecedented scale.

Source: NTT DATA delivery benchmarks and internal projections (including Niveus team data).
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Beyond copilots: Building Al-native delivery ecosystems

4 ways to scale Al delivery effectively:

Standardize the learning layer
Store and share successful prompts, models and reusable

components across projects SO new teams don't start from zero.

Invest in Al literacy across roles

Equip every function — from designers to QA engineers —
to understand how to collaborate with Al tools and interpret
their outputs.

©

Measure value differently

Move beyond “velocity metrics.” Track cost-to-value ratios, model
performance and reuse efficiency to quantify enterprise impact.

Scale governance alongside adoption

(©) )

As more Al is introduced, extend oversight frameworks to include
ethical guidelines, model drift checks and compliance by design.

@ The hype is loud, Why scattered tools From assistance Engineering for Scaling Leading the < >
but the gap is clear hold organizations back to orchestration reliability and speed beyond speed Al-native evolution

© 2025 NTT DATA, Inc. 15



Beyond copilots: Building Al-native delivery ecosystems

Leading the
Al-native evolution

@ The hype is loud, Why scattered tools From assistance Engineering for Scaling Leading the < >
but the gap is clear hold organizations back to orchestration reliability and speed beyond speed Al-native evolution

© 2025 NTT DATA, Inc. 16



Leading the Al-native
evolution

The next era of software delivery will belong to organizations that connect intelligence across
every part of the delivery chain — where people, platforms and processes move in sync.

Engineering depth, strong governance and human oversight will separate those who scale
responsibly from those who simply scale fast. The goal isn’t to build more software or have
the most copilots or the biggest stack of tools. It's to build smarter systems that adapt,
improve and create lasting value. Success won't be defined by speed alone.

This isn't a race to automate. It's a race to orchestrate.

The organizations that get this right will do more than just release code faster — they'll run
smarter enterprises, where every build sharpens the next and every project fuels progress.
That's the real power of connection and the hallmark of an Al-native delivery ecosystem.
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Beyond copilots: Building Al-native delivery ecosystems

Take the next step to an
Al-native ecosystem

Assess your delivery maturity and explore how connected
intelligence can power your own Al-native ecosystem.

Visit: services.global.ntt to learn more.

NTT DATA is a global innovator of digital business and technology
services, helping clients innovate, optimize and transform for success.
As a Global Top Employer, we have experts in more than 70 countries
and a robust partner ecosystem. NTT DATA is part of NTT Group.
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