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Live Demo from the console….



Intercomʼs code base is pretty 
decently sized

● 3 Main Apps
○ Intercom Ruby on Rails) is 14 Y/O, 900k LoC, 1.4m testing LoC
○ Embercom (Ember.js) is 11 Y/O, 300k LoC
○ AI Python is 8 Y/O, 460k LoC

http://ember.js


Dead Code - features that were spiked 
out, deprecated or shut down without 
being removed from the codebase 

Stale Feature Flags - is it really a feature 
flag if every customer is opted in…?

Naturally evolved architecture patterns…

Engineer Onboarding cost is HIGH

Itʼs hard for the AI to work with
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Common 
dysfunctions 

across the repos



What gives AI the best chance of success?

● Break up large files
● Organize related functions together
● Maintain a clear Directory Structure

● Ensure the codebase is documented heavily - 
including design decisions.

● Use README or claude.md to provide context
● A short description of what a file is meant to do 

at the top is helpful

● Use clear, meaningful and consistent naming
● Avoid acronyms & abbreviations

● Consistent formatting and style will allow 
agents to learn preferences

● Use intuitive abstractions
● Follow standard best practices for your lang / 

framework

Code Organization Naming

Documentation Coding Style

http://claude.md


Thatʼs a lot of 
work…



Refactorer

AI Platform using Claude Code for 
autonomous codebase improvements



What are we 
using it for?

Key Workflow Use Cases

Async AI platform for new work

i.e converting Javascript to 
Typescript

Directory Structure updates - 
moving to a service-based 
structure

File summarization, readme at 
service level

High context PR Review

Feature Creation

Code Conversion

Code Organization

Documentation & 
Naming

PR Review



How does it work?

Task Definition

Ingestion

Execution

Git Ops

Polishing

Review & Merge

User creates a task description in a Github Issue

Parse task, analyse codebase, identify files; verify; create Github Issues

For each Issue, build instructions & invoke Claude Code; verify with OpenAI

Create feature branch, commit changes & push, create PR

Run checks (lint, test) & fix automatically until all test pass (or timeout)

Human reviews the generated PR & merges

Phase Description
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Infra Architecture



The Task
Simply create a Github issue and tag it with a label



The Initial Output
Automatic PR Creation



Refinement
Working through review



Into Production
Engineer merges



Letʼs check back in…



Thank You


