🚀 AGENTIC ARMIES MASTER GUIDE
Building Exponential Platforms with Claude Code & MCP
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🏁 QUICK START CHECKLIST {#quick-start}
Week 1: Foundation Setup
· [ ] Install Claude Code and configure workspace
· [ ] Set up Git worktrees for parallel development
· [ ] Create base CLAUDE.md structure
· [ ] Implement first custom slash command
· [ ] Deploy Open Memory MCP server
Week 2: Agent Army Architecture
· [ ] Configure 21-agent deployment strategy
· [ ] Set up cost routing (Premium/Mid/Efficient)
· [ ] Create AI Docs directory structure
· [ ] Implement TDD workflow
· [ ] Build first parallel agent workflow
Week 3: Memory & Persistence
· [ ] Deploy local-first memory system
· [ ] Configure vector database (Pinecone/Weaviate)
· [ ] Build semantic search capabilities
· [ ] Create memory consolidation patterns
· [ ] Test cross-session retention
Week 4: Production Deployment
· [ ] Implement monitoring dashboards
· [ ] Set up error tracking
· [ ] Configure auto-scaling
· [ ] Deploy to production
· [ ] Monitor and optimize

🏗️ FOUNDATION: SETTING UP YOUR ARMY {#foundation}
Step 1: Claude Code Installation & Configuration
# Install Claude Code
npm install -g claude-code

# Configure your workspace
cd ~/test-project/sunaiva-consumer
claude-code init

# Create project structure
mkdir -p {backend,frontend,integrations,infrastructure}
mkdir -p .claude/commands
mkdir -p docs/{AI-DOCS,SPECS}
Step 2: CLAUDE.md Master Template
Create CLAUDE.md at your project root:
# SUNAIVA AI Context

## Project Overview
SUNAIVA is an AI companion platform with automated influencer growth engine.

## Architecture Principles
- Microservices-ready, API-first design
- Cost-optimized AI routing (Premium 5%, Mid 25%, Efficient 70%)
- Memory-first for persistent user experiences
- 100% automated influencer onboarding

## Key Business Rules
- Influencer Commission: 30% first month, 15% ongoing
- Volume Bonus: +1% per 100 signups (max +10%)
- Regional Pricing: US $33, AU $49, EU €31, SG $43
- Minimum Payout: $50

## Development Standards
- TDD with 80% coverage minimum
- API response time < 200ms
- All features must scale to 100k users
- Security-first approach

## Common Patterns
- Use dependency injection
- Implement circuit breakers for external services
- Cache aggressively but invalidate smartly
- Log everything, monitor what matters
Step 3: Git Worktree Setup for Parallel Development
# Create parallel development branches
git worktree add -b feature/influencer-platform ../work-influencer
git worktree add -b feature/core-api ../work-api
git worktree add -b feature/auth-system ../work-auth
git worktree add -b feature/memory-system ../work-memory
git worktree add -b feature/testing ../work-tests

# Launch parallel Claude agents
cd ../work-influencer && claude-code "implement influencer platform"
cd ../work-api && claude-code "implement core REST APIs"
cd ../work-auth && claude-code "implement JWT authentication"

🧠 MEMORY-FIRST ARCHITECTURE {#memory-first}
Step 1: Open Memory MCP Server Setup
# Clone and install Open Memory MCP
git clone https://github.com/your-org/open-memory-mcp
cd open-memory-mcp
npm install

# Configure for SUNAIVA
cp config.example.json config.json
config.json:
{
  "storage": {
    "type": "local",
    "path": "~/.sunaiva/memory",
    "encryption": true
  },
  "vectorDB": {
    "provider": "pinecone",
    "apiKey": "your-key",
    "environment": "us-west1-gcp"
  },
  "memory": {
    "maxTokens": 4000,
    "consolidationInterval": 3600,
    "retentionDays": 365
  }
}
Step 2: Memory Integration Pattern
// backend/services/memory.service.js
class MemoryService {
  constructor(mcpClient) {
    this.mcp = mcpClient;
    this.cache = new LRUCache({ max: 1000 });
  }

  async storeMemory(userId, memory) {
    // Store in MCP
    await this.mcp.tools.storeMemory({
      userId,
      content: memory.content,
      type: memory.type, // episodic, semantic, procedural
      metadata: {
        timestamp: Date.now(),
        context: memory.context,
        importance: this.calculateImportance(memory)
      }
    });
    
    // Update vector embeddings
    await this.updateEmbeddings(userId, memory);
  }

  async retrieveRelevantMemories(userId, query, limit = 10) {
    // Check cache first
    const cacheKey = `${userId}:${query}`;
    if (this.cache.has(cacheKey)) {
      return this.cache.get(cacheKey);
    }

    // Semantic search via MCP
    const memories = await this.mcp.tools.searchMemories({
      userId,
      query,
      limit,
      threshold: 0.7
    });

    // Cache results
    this.cache.set(cacheKey, memories);
    return memories;
  }
}
Step 3: AI Docs Structure
docs/AI-DOCS/
├── README.md
├── patterns/
│   ├── memory-consolidation.md
│   ├── context-optimization.md
│   └── token-efficiency.md
├── integrations/
│   ├── stripe-patterns.md
│   ├── voice-ai-guide.md
│   └── video-generation.md
└── specs/
    ├── influencer-platform.md
    ├── memory-system.md
    └── regional-config.md

🚀 PARALLEL DEVELOPMENT STRATEGY {#parallel}
The Power of Non-Determinism
#!/bin/bash
# parallel-deploy.sh

# Define the task
TASK="Implement influencer analytics dashboard with real-time updates"

# Create 5 parallel worktrees
for i in {1..5}; do
  git worktree add -b attempt-$i ../work-attempt-$i
  
  # Launch Claude with slightly different prompts
  cd ../work-attempt-$i
  
  case $i in
    1) claude-code "think hard: $TASK - focus on performance" ;;
    2) claude-code "ultrathink: $TASK - focus on user experience" ;;
    3) claude-code "think: $TASK - focus on scalability" ;;
    4) claude-code "think harder: $TASK - focus on real-time features" ;;
    5) claude-code "$TASK - be creative and innovative" ;;
  esac &
done

# Wait for all to complete
wait

# Compare results
echo "Review implementations in work-attempt-* directories"
Merging Best Solutions
# After reviewing all attempts
cd ../sunaiva-consumer

# Cherry-pick best parts
git cherry-pick attempt-2/feature-xyz
git cherry-pick attempt-4/optimization-abc

# Or merge entire best solution
git merge attempt-3/main

🔧 CUSTOM AGENT MICROSERVICES {#microservices}
Creating Reusable Agent Commands
.claude/commands/create-endpoint.md:
---
args:
  - name: endpoint
    description: The API endpoint path (e.g., /api/users)
  - name: method
    description: HTTP method (GET, POST, PUT, DELETE)
  - name: auth
    description: Authentication required (true/false)
---

Create a new {{method}} endpoint at {{endpoint}} with:

1. Request validation using Zod
2. {{#if auth}}JWT authentication middleware{{/if}}
3. Rate limiting (100 req/min)
4. Comprehensive error handling
5. OpenAPI documentation
6. Unit and integration tests
7. Performance monitoring

Follow our standard response format:
{
  success: boolean,
  data: any,
  error: null | { code: string, message: string },
  metadata: { timestamp: number, version: string }
}
Advanced Command: Full Feature Generator
.claude/commands/generate-feature.md:
---
args:
  - name: feature
    description: Feature name (e.g., influencer-dashboard)
  - name: priority
    description: Development priority (P0, P1, P2)
---

Generate complete {{feature}} feature:

## Planning Phase (ultrathink)
1. Analyze business requirements
2. Design database schema
3. Plan API endpoints
4. Consider scalability to 100k users

## Implementation Phase
1. Create database migrations
2. Implement service layer with tests
3. Build REST API endpoints
4. Add authentication/authorization
5. Implement caching strategy
6. Create monitoring dashboards

## Testing Phase
1. Unit tests (90% coverage)
2. Integration tests
3. Load testing (10k concurrent users)
4. Security testing

## Documentation Phase
1. API documentation
2. Architecture decision records
3. Deployment guide

Priority: {{priority}}
Assign agents based on priority:
- P0: Premium AI for architecture, Mid-tier for implementation
- P1: Mid-tier for all tasks
- P2: Efficient AI with Mid-tier review

💰 COST OPTIMIZATION FRAMEWORK {#cost}
Intelligent AI Routing
// ai-router.js
class AIRouter {
  constructor() {
    this.routes = {
      premium: ['architecture', 'security', 'algorithm'],
      midTier: ['api', 'database', 'business-logic'],
      efficient: ['tests', 'docs', 'config', 'formatting']
    };
  }

  routeTask(task) {
    const taskType = this.analyzeTask(task);
    
    // Route based on task complexity
    if (this.routes.premium.includes(taskType)) {
      return 'claude-opus-4';
    } else if (this.routes.midTier.includes(taskType)) {
      return 'claude-sonnet-4';
    } else {
      return 'claude-haiku';
    }
  }

  analyzeTask(task) {
    // Simple keyword analysis
    const keywords = task.toLowerCase();
    
    if (keywords.includes('architecture') || 
        keywords.includes('security')) {
      return 'architecture';
    } else if (keywords.includes('api') || 
               keywords.includes('endpoint')) {
      return 'api';
    } else if (keywords.includes('test') || 
               keywords.includes('document')) {
      return 'tests';
    }
    
    return 'business-logic';
  }
}
Token Optimization Strategies
// token-optimizer.js
class TokenOptimizer {
  optimizePrompt(prompt) {
    // Remove redundancy
    prompt = this.removeRedundancy(prompt);
    
    // Use abbreviations
    prompt = this.applyAbbreviations(prompt);
    
    // Batch similar requests
    prompt = this.batchIfPossible(prompt);
    
    return prompt;
  }

  removeRedundancy(text) {
    // Remove repeated words and phrases
    return text.replace(/(\b\w+\b)(?:\s+\1)+/gi, '$1');
  }

  applyAbbreviations(text) {
    const abbrevs = {
      'application programming interface': 'API',
      'user interface': 'UI',
      'database': 'DB',
      'authentication': 'auth'
    };
    
    for (const [full, abbrev] of Object.entries(abbrevs)) {
      text = text.replace(new RegExp(full, 'gi'), abbrev);
    }
    
    return text;
  }
}

📈 SCALING TO 100K+ USERS {#scaling}
Phase-Based Scaling Strategy
# scaling-config.yaml
phases:
  - name: 'Bootstrap (0-1k users)'
    infrastructure:
      servers: 2
      database: "Single PostgreSQL instance"
      cache: "Redis single node"
    agents:
      total: 5
      distribution: [1, 2, 2]  # [premium, mid, efficient]
    
  - name: "Growth (1k-10k users)"
    infrastructure:
      servers: 6
      database: "PostgreSQL with read replica"
      cache: "Redis cluster (3 nodes)"
    agents:
      total: 10
      distribution: [1, 3, 6]
    
  - name: "Scale (10k-100k users)"
    infrastructure:
      servers: 20
      database: "PostgreSQL cluster with sharding"
      cache: "Redis cluster (7 nodes)"
      cdn: "Global CDN deployment"
    agents:
      total: 21
      distribution: [2, 6, 13]
Auto-Scaling Triggers
// auto-scaler.js
class AutoScaler {
  constructor(metrics) {
    this.metrics = metrics;
    this.thresholds = {
      cpu: 70,
      memory: 80,
      responseTime: 300,
      errorRate: 5
    };
  }

  async checkScaling() {
    const current = await this.metrics.getCurrent();
    
    if (current.cpu > this.thresholds.cpu ||
        current.memory > this.thresholds.memory) {
      await this.scaleUp('compute');
    }
    
    if (current.responseTime > this.thresholds.responseTime) {
      await this.scaleUp('api-servers');
    }
    
    if (current.errorRate > this.thresholds.errorRate) {
      await this.alert('High error rate detected');
    }
  }
}

🔍 TROUBLESHOOTING GUIDE {#troubleshooting}
Common Issues & Solutions
1. AI Amnesia
Problem: Agent forgets context between sessions Solution:
# Ensure CLAUDE.md is properly configured
cat CLAUDE.md | claude-code validate

# Check memory service
curl http://localhost:3000/api/memory/health
2. Parallel Agent Conflicts
Problem: Multiple agents create conflicting code Solution:
# Use atomic operations
git config worktree.lockReason "Agent working"

# Implement merge strategy
git config merge.tool vimdiff
git mergetool
3. Token Limit Exceeded
Problem: Complex prompts hitting token limits Solution:
// Use prompt chunking
const chunks = splitPrompt(largePrompt, 3000);
for (const chunk of chunks) {
  await processChunk(chunk);
}
4. Cost Overruns
Problem: AI costs exceeding budget Solution:
// Implement cost monitoring
if (dailyCost > budgetLimit * 0.8) {
  switchToEfficientMode();
  alertTeam('Approaching budget limit');
}

🎯 SUCCESS METRICS
Track these KPIs to ensure your agentic army is performing optimally:
Development Velocity
· Lines of code per day: Target 5,000+
· Features completed per week: Target 10+
· Bug fix time: < 2 hours average
· Test coverage: > 80%
Cost Efficiency
· Cost per 1k users: < $5
· AI spend as % of revenue: < 0.5%
· Token usage optimization: 50% reduction
· Cache hit rate: > 90%
System Performance
· API response time: < 200ms (p95)
· Uptime: 99.9%
· Error rate: < 0.1%
· User satisfaction: > 4.5/5

🚀 NEXT STEPS
1. Week 1: Implement basic setup and first parallel agent
2. Week 2: Deploy memory system and create first microservices
3. Week 3: Optimize costs and implement monitoring
4. Week 4: Scale testing and production deployment
Remember: The goal is to build a self-improving system that becomes more powerful over time. Each component you add should make future development faster and more efficient.
Your journey to a one-person empire starts now!

