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The Multi-Repo Scaling Problem
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Storefront [ Desynced Tooling:
Skills and tooling must

- ' | be manually updated
D n— @ @ Soaes U across 30+ repos.
-' md

; Admin
Cuntext Sharing Failure: " Il pashboard
Agent connection severed A
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Fayments
API

Planning cross-repo o
features requires working — —
without a unified AGENTS.md

Scattered Steering: o |I= —
| 3 ﬁ skilts

— - m | Blind Spots: An agent
‘.‘ e started in one repo cannot
— g see the global

architectural overview.

The Chaos Diagram
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Evaluating AI Agent Topologies

Scattered User Directory The Home
Repos (~/.claude/skills) Monorepo Repo
Version Yes No Yes Yes
Controlled
Team Sharing Fragmented | Invisible to team Excellent Fully Shareable
Sync Overhead Heavy Manual updates Zero Zero |

Cross-Repo o Global, but Complete (out Complete & |
Visibility local only Re i Lo Dynamic

The optimal blueprint: A single version-controlled repository acting as the agent's operating system.




The Architectural Paradigm Shift: The Command Center

Storefront |

Payments
API

The Home Repo

%
Shared Skills

AGENTS.mad

Tooling

Al Hero

Agents are always
executed from the Home
Repo.

From here, they can reach
Into, open, or clone any child
repository required for the
task.
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Anatomy of the Home Repo Setup

The Home Repo Child Repos (e.g., Storefront)
/skills /src
- Private, shared team skills The actual codebase
AGENTS.md — B AGENTS.md
Global steering & pointers Repo-specific instructions only
/wiki — %" build / test commands
Shared LLM docs, glossaries, ADRs Local execution scripts
settings.json
Versioned agent settings

Code stays where it i1is. Global strategy centralizes.
Repo-specific instructions remain local.



The Navigation Pointer Mechanism
4NN

Storefront (Next.js app): ~/repos/acme/storefront. |
(AGENTS-md) Clone from git@github.com:acme/storefront.git if missing.}

The Execution Flow F, Step 1: Agent checks local path

~/repos/acme/storefront

remote repository to the

r‘—' Agent opens local directory
path, then begins work.

A Agent dynamically clones the
G
=

and begins work.

By defining local paths and remote URLs, the AGENTS.md file becomes a
dynamic, self-healing tether to the entire engineering ecosystem.
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Concurrent Sessions via Git Worktrees

Child repositories are
cloned once.

' Each feature gets an
' 1solated Git worktree that
clone, allowing multiple
' agents to run concurrent

' sessions in the same
' repo with zero conflict.

Single Local Clone: Acme Storefront

Feature
Worktree A

Al Agent

Feature
Worktree B

Al Agent

Bugfix
Worktree C

Al Agent
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Scaling Up: Progressive Disclosure

Tier 1 - The Entry Point Tier 2 - Domain Routing Tier 3 - The Expansion

Global i —
repos/billing.md invoices- tax- payment-
AG E NTS_ md P ! g api service gateway
Billing: see Contains pointers to
rEpDS/blumg.md all bil_l]ng-rei_ated payment- receipt- audit- finance- credit-
- ; processor generator logs reporting check
I'E[:}DSWDHE&
Storefront: see
repos/storefront.md
d: f nd- P“F“"E"t billing-

Strategic Takeaway: Avoid overwhelming the agent with 400+ choices. Chunking pointers into

domain-specific markdown files preserves the LLM’s context window and improves routing accuracy.




The LLM Wiki & Tooling Ecosystem

Rich Markdown Wiki

Coding
Standards

Architectural

Decisions

Business
Domain
Logic 2

Consults internal
wiki for context

Custom API Tooling

Agent reads
Slack message

* The Home
Repo

(Operating
System)

Deploys code fix

3 in child repo

Child Repo




Deployment Playbook: Inventory & Agree

Step 1: Inventory the Environment Step 2: Agree on the Plan
|

$ scanner --recursive ~/%

[INFO] Scanning for .git directories...

[INFO] Found 23 git repositories.

[INFO] Recording paths, remotes, commit dates...

ASSET SORTING PLAN

Duplicate = Repo-Specific  Installed

[INFO] [
[INFO] Searching for SKILL.md and AGENTS.md...

[INFO] 12 SKILL.md files located.
[INFO] 8 AGENTS.md files located.

[INFO] [T
[SUCCESS] Inventory complete. Data compiled.

' E—Etays local [ Agent
Home Repo Keep newest configuration

Find every git repo, record paths, remotes, and The agent sorts all found assets into buckets: Shared
commit dates. Locate all scattered SKILL.md and (moves to Home Repo), Duplicate (diff and keep
AGENTS.md files. newest), Repo-Specific (stays local), and Installed.

The agent changes nothing until you approve its plan. It grills you in rounds to ensure strategic alignment.
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Deployment Playbook: Apply & Clean

Step 3: Generate the Home Repo
f I

BUILDING...

ASSEMBLING...

CONSTRUCTIO...

Agent writes the global AGENTS.md with the
agreed-upon pointers and copies in the shared
skills and wiki assets.

Step 4: Prune the Legacy Files

main feature/cleanup-child-A

SKILL.md AGENTS.md legacy_utils.py
feature/cleanup-child-B

SKILL.md AGENTS.md legacy_utils.py

feature/cleanup-child-C
SKILL.md AGENTS.md legacy_utils.py

Agent creates new local branches in every child repo,
systematically deleting the legacy, duplicated steering
files and skills that just moved to the Home Repo.




The Al Software Factory Synthesized

[Child Repos] [Child Repos]

. [Concurrent
Worktrees|

|Concurrent
Workitrees]

Home Repo

[Wiki]  [Skills]

[Tooling]

[Child Repos] [Child Repos]

[Concurrent
Workitrees]

[Concurrent
Worktrees]

T ‘ Build with Intelligence. Amplify Your Impact.
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