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ACT 1 · EARLY APRIL  TWO MONTHS EARLY

2  One Year On

We hit 2 — and kept going

54%
PRODUCT DEFECT BACKLOG
Source: 2× blog 9-month figure)

2
FASTER IDEATOSHIPPED
2× product changes shipped · blog

2
COST PER MERGED PR
Roughly halved · outline





01.01.2024Enter title here

R&D ALL HANDS — JUNE 2026 DESIGN X FRONTEND-TECH

01. Defining what to build 03. Ensuring quality at scale

02. Building the rails agents run on

Agents execute the middle

DESIGN 2X VISION





Change is hard

● Update job descriptions and expectations.
● Talk CONSTANTLY about the urgency of 

adopting AI
● Reward great work financially, socially, publicly
● Give people room to learn, enablement, support, 

access to tools
● Be very specific about what you want to see and 

how it is to be done





Platform Strategy

Standardise on a single, skill-driven AI platform that 
utilises Intercom-specific guidance. 
A single extensible platform that all of R&D can 
leverage.
That has access to all Intercom tools, and the 
necessary skills to use them well.
Utilising human-curated Intercom specific engineering 
guidance for code generation and review
Combined with a flywheel of continuous improvement 
of the guidance





All technical work is becoming 
agent-first.

Agents must be able to perform anything a human can 
do.
Documentation is infrastructure.
Engineering is changing. Agents write, test, and review 
code, while engineers focus their time on writing 
specs, validation, and improving the agents.
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Run Less (AI) Software

We focus efforts on evergreen, Fin-specific 
capabilities, and aggressively deprecate internal 
tools when first-class vendor features are 
available.
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Give Agents Problems, Not Tasks

Agents should be given problems and figure out 
the necessary tasks on their own.

Habitually and urgently fill in the gaps.
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Intercom AI maturity

1. Writes code / responds to incidents / bug reports 
by hand
2. Uses AI auto-complete / asks Claude questions 
3. Agents are writing the code. 
4. Rarely reads code. Doesn't really open an IDE 
any more.



Intercom AI maturity

5. Writes skills for others to use. 
6. Writes self-improving high-quality skills with evals for 
others to use. Verifiably and repeatedly making others 
highly productive. Mines session data to find gaps in 
skill coverage.
7. Optimising our environment for agents (environment 
work-practices, software architecture, infrastructure, 
etc.)
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Defects 🤯







github.com/intercom/2x-skills



>1000 Claude Code weekly users - basically ALL of Fin

Deployment agents, exception agents, 

Remote agents for one-shot tasks on demand

Automatic appovals > 40% 

Single person team/product experiments

Product Engineers & Designers & Product Managers -> Product 
Builders

Other stuff



Friction, today

1. Claude Code writes a lot of tests.
2. Claude Code's English is shite.
3. Open-ended exploration still full of red herrings
4. Rapid growth means focus on costs - trade-offs are 
hard.
5. Over-reliance on agent output grinding teams down.







brian.scanlan.ie

github.com/intercom/2x-skills

ideas.fin.ai
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