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THE CONTEXT LAYER - NOVEMBER 2026

Let everyone build.
Keep one brain.

Al lets anyone in the company build software. A Company
Brain underneath is what makes it safe to say yes.

APPS ANYONE CAN BUILD Nobody reads this code
Renewal radar Launch tracker Escalation board Close checklist
Hiring pipeline Incident cost view Partner scorecard Roadmap digest
Company Brain THE SAFETY LINE

SYSTEMS OF RECORD Engineers own this

GitHub Slack Jira Zendesk Drive Snowflake Salesforce 100+ more

Al Employees for Product, Engineering & Analytics xhawk.ai/brain


https://xhawk.ai/brain

01- AFORTY-YEAR PROMISE

"Software without programmers"
has finally arrived. Safety has not.

Every decade since the 1980s has promised to let business users build their own software. Each
wave delivered something useful, and each one stopped short of the goal. Coding agents are
different: a product manager or an operations lead can now build a working application in an
afternoon, in a real language, against real data.

2026
2010s 2020s
2000s

1980s 1990s
Fourth-generation Model-driven Low-code and
languages CASE tools design BPM Citizen developers Coding agents
Business users write  Generate systems Draw the model, skip Zero-code process Every employee a Real apps in real
their own reports from diagrams the code apps builder languages, in minutes
What goes wrong without guardrails

A REAL PATTERN THE ANALYST VIEW

A franchise executive ships an Al-built Gartner, September 2026: "few citizen

dashboard. It exposes company and developers can build applications safely

customer data to the open internet. and effectively."

The app worked. Nobody checked who could see Building quickly is solved. Building safely and

it, where the credentials lived, or which tables it effectively is the open problem.

could read.

Banning Al-built apps will not hold. People will build anyway, on laptops

THE CTO QUESTION and personal accounts. The real choice is whether they build on
something you control.
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02 - WHERE VIBE CODING BELONGS

Draw one line. Build freely above
it, engineer carefully below it.

Replacing engineers outright is risky and unnecessary. What changes is where their skills are spent.
Layering, loose coupling, clear contracts, and testability matter more now, because they define the
surface that everyone else builds on. Above that surface, people can build what they need without
ever reading the code.

ABOVE THE LINE Personal dashboards Team workflows One-off analyses

Built by anyone

Internal tools Customer reports Prototypes that stick

One governed view of the company's data, actions, and knowledge.

company Brain Every app goes through it.

BELOW THE LINE
Engineered by

Architecture Data access Permissions Guardrails Audit

eXperts Integrations

ABOVE THE LINE BELOW THE LINE
Who builds Product, ops, finance, support, sales Platform and engineering teams
Who reads the code Nobody needs to Engineers, with agent help
How long it lives A day to a few years Years
What makes it safe The layer underneath Design, tests, and review

Vibe coding is dangerous when it reaches raw systems. Over a strong
THE PRINCIPLE

context layer it becomes the fastest and safest way to build.
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03 - ONE INTERFACE PER PERSON

Everyone gets a pane of glass built for them.

Most people work inside software built for someone else: menus crowded with features they

never use, and five SaaS tabs open to answer one question. When anyone can build over a shared
context layer, each person can have an interface shaped around their own job, and change it as the
job changes.

TODAY
PRODUCT MANAGER SALES OPS
One app for everyone
Launch tracker Renewal radar
Jira - GitHub - Docs CRM - Zendesk - Usage
9
SUPPORT LEAD FINANCE
Escalation board Month-end close
Hundreds of features. Each person uses a Zendesk - Slack - PagerDuty ERP - Drive - Email

handful.

What this means for software vendors

When an agent can build most applications quickly over shared infrastructure, building applications
stops being a moat. Vendors that last will compete on things code cannot copy.

Domain depth Proprietary data Shared infrastructure
Specialist knowledge and Unique data and feeds. This edge Lower build costs by building on a
relationships, especially in niche narrows as owners open access common layer instead of a private
markets. to agents. stack.

Ask which internal tools and SaaS seats exist only because building a
FOR YOUR ROADMAP

custom view used to be too expensive.
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04 - THE CONTEXT LAYER

Retrieval alone is nhot knowledge.

A context layer sits between Al models and the company's data and systems, and gives them one

coherent, scriptable view of everything underneath. Large companies often build one in-house. It is

generic infrastructure, and XHawk ships it as the Company Brain: Slack, GitHub, Jira, Zendesk,
Drive and 100+ more sources indexed into one knowledge layer that is permission-aware and

portable across every model you run.

QUERY -

Ask XHawk

USER, AGENT, MCP, SLACK RESPOND -

WITH SOURCES

Assistant reply with citations

USE CASES -

‘What teams run on it

Top Customers likely to churn
this quarter based on Slack and
Zendesk

ZENDESK  SLACK  +3

® Answer company question

© Sunmarize customer complaints

o Triage incident

ONE BRAIN, MANY JOBS

® Review PR Analyze data question

® Convert backlog to pull requests © Recall meeting notes

XHAWK DEPLOYMEN

—

Decompose * R«

81 - DECOMPOSE 02 -

Break task into sub-tasks

LOOP BACK TO RETRIEVAL

Knowledge Index

Recall prior runs + memory

flect - Plan - Execute

REFLECT a3 - EXEC

Multi-step plan, skill match

PLAN a4 -

Tools, cod

LOOPS BACK - SELF-CORRECTING
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Models

Plug any model; routing by complexity,
latency, and cost.
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Inside an XHawk deployment: a query is broken down, checked against prior runs, planned, and executed against a

permission-aware Knowledge Index.

[01]
Permission-aware by
default

Every answer is retrieved under
the asker's permissions, inherited
from the source system.

X HAWK Let Everyone Build

[02]

An index you own

The index lives in your
deployment, not inside a model
provider.

[03]
Swap models, keep the
brain

Changing providers is a
configuration change, not a
migration.
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05 - BUILT IN AN AFTERNOON

The value compounds when
one app joins many systems.

Each of these can be built by the person who needs it, with a coding agent, in under an hour. None
of them touch a raw database or a stored credential. They ask the Company Brain, which joins the
sources, applies permissions, and returns the answer.

Renewal radar

"Which accounts renewing next quarter have open A ranked list of at-risk accounts with the tickets

escalations and falling usage?"

CRM Zendesk Product usage Billing

Incident cost view

"What did last week's outages cost us in tickets and
refunds?"

PagerDuty GitHub deploys Zendesk Billing

Launch readiness

"Is the onboarding launch ready to ship on Friday?"

Jira GitHub Docs Slack

Al over an existing SaaS tool

"Summarize every open deal note and flag the ones
with no next step."”

CRM Email Slack

WHY IT COMPOUNDS

and usage drop behind each one.

Each incident tied to its deploy, the customers
who complained, and the credits issued.

Open blockers, unmerged PRs, missing docs,
and the latest decision from the launch channel.

Model summaries over your own data, instead
of paying for the vendor's Al add-on.

Every new source connected to the brain makes every app built on it

more useful. Every shared app gives the next builder a head start.

X HAWK Let Everyone Build
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06 - WHAT THE PLATFORM

GIVES EVERY APP

Apps built on the brain inherit its guardrails.

Hosting apps should be a first-class feature of the context layer, not an afterthought. When the layer
hosts the app, the person who built it gets a working, shareable tool, and the company keeps a

single, governed place whe

01

Hosted, with a stable URL

No one has to deploy anything.

04
Visible

IT can see every app the
company is running.

Two ways to let people

Credentials

Data access

Where it runs

Who knows it exists
When a source changes

Audit trail

THE OUTCOME

re that tool runs.

02

Shareable

to a team.

05
Logged and audited

Every access is recorded.

build

ON A LAPTOP, AGAINST RAW SYSTEMS
Pasted into code or config

Whatever the token allows

Personal accounts and unknown hosts
The person who built it

The app breaks quietly

None

Send it to a colleague or publish it

(0]

Validated before it runs

Static checks confirm it is safe
and fast enough.

06

Event-driven

Apps react to alerts, tickets, and
messages.

ON THE COMPANY BRAIN

Never leave the platform

Inherited from each source system
One governed platform

IT, security, and the team

The brain absorbs the change

Every query and action logged

Fewer shadow apps, fewer SaaS seats bought for one view, and more

people solving their own problems with the company's real data.

X HAWK Let Everyone Build
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07

- QUESTIONS FOR THE CTO

Before you say yes to everyone
building, ask four questions.

01

02

03

04

Where are people already building with Al, and what are those apps connected to?

Which systems would you never let an Al-built app touch directly today?

Do your agents and your people work from the same context, with the same
permissions?

If you switched model providers tomorrow, what would you lose?

01 02 03

Connect Point builders at it Compound
Link your core systems. Coding agents and people Every source and every app
Permissions carry over from build against the brain, not raw makes the next one faster to

each source. systems. build.

Let everyone build.

One Company Brain. Always on. Al Employees for Product,
Engineering & Analytics.

Inspired by Rod Johnson, "Vibe Coding, Meet Reality." © 2026 XHawk. 08
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