
AI in the Trenches
Real-World Wins  
Without Breaking Things 
Our one year journey with AI at Trendyol…
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Yiğit Darçın Cofounder of 2 startups
VP of Engineering 

Agentic/Core Commerce 
@Trendyol

Love to Build & Deliver



Deja Vu

https://docs.google.com/file/d/1t5Ck63wC6zAD7o9Futg9jKZUBSpb_rv-/preview


Vuja De





95%
Get ZERO Return

5%
Extract Real Value

* According to a report [PDF] from MIT's NANDA

Deja Vu Vuja De

https://docs.google.com/forms/d/e/1FAIpQLSc8rU8OpQWU44gYDeZyINUZjBFwu--1uTbxixK_PRSVrfaH8Q/viewform
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Trendyol & Our Tech Team
Turkey’s first decacorn ($10B+)
Region’s leading e-commerce platform
36-country footprint



Our Bottlenecks
Increasing Lead Times
Rising Costs and Declining Productivity
Quality and Stability Issues
Insufficient Testing and Documentation





The Model

Phase 1

Exploration Pilot 

Phase 2 Phase 3

Scale & 
Optimize



Phase 1 : Exploration

1 2 3
Identify a 
Champion

Start 
Experimenting

Establish 
Safety

Phase 1 Phase 2 Phase 3



Phase 2 : Pilot

1 2 3
Start 

Execution
Obsess with 

metrics
Hands-on 

Management

Phase 1 Phase 2 Phase 3



The Resistance Was Real
“I'll lose my programming skills…”

“AI will replace developers…”

“Security risks are too high.”

“Quality will suffer…”



The Chainsaw Analogy

Label 
01

Label 
02

Label 
03

Label 
04

Kent Beck





Initial Results 

0 incidents… 

96% Sprint 
Completion

40% Velocity 
Increase

%25 Lead Time 
Decrease



Phase 3 : Scale & Optimize

1 2 3
Scale Process Have Solid 

platforms
Optimize

Phase 1 Phase 2 Phase 3



Vuja De

George Carlin



Mobile Testing Revolution

4000 → 10000 Tests
2wk  → 1 Wk Releases
3 days → 6h regression





Continuous Optimization


Optimize Metrics

Continuously measure and refine 
performance levels


Optimize 

Onboarding
Make onboarding frictionless and 

scalable


Optimize Costs

Reduce spend without slowing 
innovation


Optimize Security
Mitigate risks through proactive 

measures


Optimize Tools

Improve workflows and core 
processes



What are the impacts?

Lead Times 
Decreased

700 Prod Changes

Better 4Key Metrics

Less Incidents

%24 issues by AI

Domain-Fine-Tuned 
Models



AI Adoption Beyond Tech Teams


Banner Generation
AI-Powered creative automation 

for marketing


Seller Automation
Automated product and seller 

onboarding workflows


Legal AI

Legal workflow optimization and 
processing


HR Feedback

Faster processing of employee 
feedback loops


Translations

High-speed automated 
translation workflows



Be Careful: Lack of Company Level Dedication



What We Learned the Hard Way 


Systematic
Make adoption systematic



Monitor
Measure and monitor 
continuously



Safety
Create safety and support for 
teams



Constraints
Treat cost and security as core constraints



Experience
Invest in both Agent Exp. and Developer Exp.





Vuja De!!!

hi again…







Thank you…

Yiğit Darçın
yigitdarcin

and remember

 Vuja De

hi again…


