Meet the Software
Factory

From ticket to PR while you're in the meeting

factory
® issve ® issue ® issue | e S build - check - ship ?3 PR ?3 PR 93 PR

. Patrick Robinson - On PAR Dev github.com/on-par/software-factory



// LIVE RUN

®ee® zsh — software-factory

I Started a run 2 ~/repo $ factory ship 2301 &
minUtes ago plan reading issue #2301
°

plan grill-me: questions resolved
build worktree created

We'll check on it at the end.

build writing failing tests first

~/repo $ [



// THE NEW BOTTLENECK

Writing code isn't the
bottleneck anymore

Deciding what to build and verifying what got
built is.

Intent

what to build

—— code

Verification

what got built



// THE NUMBER

3, 900+R

14,355

Most of them built by the factory, on GitHub contrlbutlons in the
the factory last year
Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct
Mon [ | :
.
Wed
Fri 8
|

GITHUB.COM/PATROB - LAST 12 MONTHS



// HOW IT STARTED

| kept doing the same loop

Q —

Research INVEST stories
again, every time

If you do it the same way every time, codify it

/ship-it




// INSIDE THE LOOP

/ship-it

01 02 03 04
grill-me code + Al code draft PR
> verifyloop > review >
until
clean

Every arrow is a gate, not a suggestion

>

05

resolve
comments

>

06
Cl green

07

human
approves




// THE BASH SCRIPT ERA

viwas a bash script
It lasted 3-5 days

®@e® ship.sh WHAT BROKE IT

£ Parallel work &’  Worktrees
set -euo pipefail
for issue in "$@"; do
claude -p "/ship-it $issue" A Resuming - Multiple
done failures machines



// IT HAS A NAME

Harness engineering

a.k.a. building a Software Factory




// THE PIPELINE

Four stages, one direction

n = @ >

© issue 73 PR
01 02 03 04
PLAN BUILD CHECK SHIP

Issue in. Ready-for-review PR out. You decide what merges.



// THE COMMANDS

Six commands run the floor

factory triage

Al proposes the queue

factory supervise

Unattended — waits for
usage headroom

factory ship >

One issue, end to end

factory land Yo

Merge on green

factory run

Parallel lanes

factory cost

Per-task spend

«



// MODEL ROUTING

Subscriptions as a

1 Claude

primary

failover chain

J rate limit

2 Codex

J rate limit

3 OpenCode

J rate limit

4  Ollama

Hit a rate limit? It moves to the
hext model automatically.

fallback

fallback

local



// CONSTITUTIONS

Standards live in the repo

(3} .factory/constitution.md

Every clone and every agent follows the same rules

G & & & B &



// SAFETY

Prompts off. Guardrails on.

. 0 o
Worktree per build OS sandbox Never merges
by default

one task, one checkout no ~/.ssh - no ~/.aws a human decides



// THE THESIS

Delegate the work.
Then delegate the
oversight. T

Deterministic checks

tests - linters - compilers

Machines check the machines
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// DEMO - ROUGH TRUCK DERBY

Demo: areal game

Guardrails live in ADRs, and agents obey them

Godot C# Jolt physics 71 ADRs



// DEMO - THE FACTORY BUILDS ITSELF

A Breaker

tries to
break it

¥ Gardener

tech-debt pass,
files issues

ﬁl\\\§____”///'

© Factory

works the issues

The factory builds
itself

EXAMPLE

73 PR #2288

© 7 checks passed

< 1 rework round



// BACK TO THE RUN

Here's a run | started right before the talk

ship: a PR left as draft because Cl was still running lands once ClI 1 Mergestatus  Code
passes; the Cl watch window is configurable (#3932) #3947 #

P2ty patrob wants to merge 4 commits into from factory/3932 a-pr-1 ecau 0
0 Conversaton 0 - Commits 4 [l Checks 0 Files changed 33 +964 a P Ia n
3 patrob commented 20 minutes ago Member | «++ [l 8
- No reviews—at least 1 approving review is required.
Summary Assignees @
No one—assign yourself
Implements #
Labels ©
What changed
None yet
Slow Cl can leave a finished factory PR stranded as a draft. Make the Cl watch window configurable as .
ship.ciWatchMinutes . Record durably that SHIP left a PR as a draft because CI was pending. Projects < Rewo r k ro u n d
None yet
Proof
Milestone &
Checkers: 7 pass, O fail, 2 skip - Rework rounds: 1 No milestone
TypeScript net lines: 940 - TypeScript non-test net lines: 354 E o
Risk: A wrong draft-reason check could mark ready and auto-merge a PR a human or --draft-pr deliberately kept as a Development VI d e n ce p a CI (
draft. This is mitigated by requiring a trusted state with draftReason === 'ci-pending' and by requested winning in Successfully merging this pull request may close these
finishShip. Merges still go only through waitForMerge's gates. A strict-schema mistake in PrRunState would make every Issues.
older state comment malformed and lose resumable state (ADR-0174), so the new field is optional. The between-issue > ship: a PR left as draft because Cl was still runni
sweep runs on the lane's thread, so a slow land would delay the lane's next claim. Bound it with the 60s CI probe, and
keep it from waiting on gated or merge-disabled PRs. A red draft re-runs CHECK before CI rework, which costs one I ree n
CHECK pass. Notifications Customize C
B Unsubscribe
Walkthrough

use you autho

Intent

1 participant

Slow Cl can leave a finished factory PR stranded as a draft. Make the Cl watch window configurable as

chin ~iliatcbMinitar  Dannrd durahhs that CLID laft 2 DD ae a draft hansiea A wme nandine L]



// WHAT'S NEXT - FOREMAN

Foreman

The factory, hosted. One ticket, one container.

foreman.onpardev.com in progress



// FOREMAN ARCHITECTURE

One session, one container

X no direct path

® > = g \7)
Browser Cloudflare Sessions Durable Object Container
Worker Worker .
one per session runs the
Next.js factory
ALONGSIDE & Clerk auth = C# control API Grafana OpenTelemetry

The browser never talks to a container directly



// BRING YOUR OWN SUBSCRIPTION

Your Claude or CodeXx plan, my
infrastructure

3

Credentials go into your container only Every run metered from day one
and are never stored in plain text



// MACHINES ENFORCE, NOT REVIEWERS

Every rule has a gate

@ oxlint © strict TS @ slice boundaries
© knip © duplication © max tokens/file

preview deploy +

~ no comments © mutation testing © smoke test

If a machine doesn't check it, it isn't a rule



// LESSONS

What I'd tell you before you build one

01

02

B3

B4

Communication skills beat prompting skills
Small vertical slices beat big asks
Unchecked rules don't exist

Building the factory is more fun than shipping (watch that)



//

Questions

®© &

Q&A

github.com/on-par/software-factory

onpardev.com

patrickarobinson.com

scan for the repo



https://github.com/on-par/software-factory
https://onpardev.com/
https://patrickarobinson.com/
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