




First some background



August 2022 was not a fun time in Intercom



Not Fun. 



• We sold our product to Customer Support teams. Business was slowing.  

• The new era of AI looked like it would fully automate customer support 

• If this was actually possible, and we didn’t built it, we would certainly die 

• Therefore we knew we had to build an AI Customer Service product that we knew 
would kill our core business.  

• Because if anyone else does it, we will die.  

• We only have a couple of months to work this out

The Q4 2022 reality for us



Slightly better





Revenue: $400M 
Fin >$100M



The only thing that changed was everything



We changed our strategy, our company mission, 
our culture, what we build, how we build, our 
product momentum, our pricing + packaging, our 
team, our roles, our titles, our product 
differentiators, how we sell, how we compensate, 
we changed our branding, we launched new 
competitive brands, and 2 weeks ago we changed 
the name of the company. 



Some of your customers will hate it, some of your 
team will hate it, some of your followers will hate it, 
some of your shareholders will hate it, there will be 
tough feedback and plenty of criticism.  

And you must persist. 



Oh…hmm…is there an easier way? 



You have to go too far, so that you 
know you’ve gone far enough.



AI changes what you build





Your product will become irrelevant. Fast.  



The new competitors will blindside you. 



You have to change everything to be fit to fight



AI removes some problems entirely





When AI connects 
everything with 

everything, the role of 
status updates & project 
management is reduced



AI changes the shape of a solution



Products will merge and converge in a post AI world





Where do you draw the line for a meeting Agent?
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What products are at your boundaries?
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AI is a convergent force
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Things that matter, at least for now…

➔ Totally different buyer or owner
➔ Different level of data access, integrations,  

or permissions
➔ Different brand required or market to be 

known in
➔ Or if you’re bumping into a well loved high 

performing product and you’ve no edge 
over them

Your
Agent

Some Other 
Agent or 
Product

So where does your product stop? 



AI changes UI



Command Line GUI

Extremely fast 
Hard to learn 

Much slower 
Easy to learn

?



Comma

a
aa


aa

ay the  
thing you want



I want to make the negative cells red in my spreadsheet









What role is left for 
this type of UI?





This isn’t just about 
what’s “faster”



It’s not a better UI 
 

It’s a strategic 
thought partner







When a need/problem occurs…you ask yourself 
 

What is the least amount of user input (if any) that we need to take action? 
How deeply can we solve the issue? 

How reliably can we do this? 
How automated can we make this?

Designing in the UI era



So it’s not about UI



And it’s not about Copilots



And it’s not just text as an alternative to UI



It’s about automating entire workflows by hand



And sometimes even that gets automated too
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Designing in the UI era

Here’s the UI to handle  
this situation

Here’s the logic to handle  
all situations of this type



The future products

Own complete domain areas (e.g. less point solutions, less tools) 
Are fully agentic (automate everything) 
Let you interact however you want (CLI, Claude, API, text UI, GUI) 
Are self improving (they proactively identify areas for improvement)  
Are strategic systems (inputs are policies & postures, not cases and tasks) 
 
And most importantly  
 
The primary performance vector is the quality and depth of the AI itself. 



As I said, AI changes what you build



AI changes how you build



You must deeply understand the  
job you’re solving





Can you  reliably solve it  
 really, really well? 





Do not underestimate the complexity 
needed.







JUNE 2024





How you build software  
is very different now.



Today software is built with empirical evaluation. 

You need a very robust evaluation framework. 

You tweak your AI Architecture or your prompts or your models or your 
RAG and you compare the new against the old and look for edge. 

The majority of your product improvements are invisible and 
unpredictable. 







Your previous processes are hopelessly out of date. 

Solve for AI Reliability first

Design Exploration is a lot cheaper now, use it

Grow the new muscles, fast. 







 We had to abandon all of this shit 



 Yes it was painful.  

 Yes people didn’t like it.  

 Yes people were disempowered.  



WHY?
EXECUTION WAS CERTAIN
TECHNOLOGY WAS STABLE 
UI /DESIGN  WAS THE CORE ISSUE
USERS COULD ARTICULATE THEIR PROBLEMS
OFTEN WELL KNOWN SOLUTIONS (COMPETITORS ETC)
NEVER A QUESTION OF “CAN IT  WORK”



LOTS MORE POSSIBILITIES
EXECUTION EXTREMELY UNCERTAIN
TECHNOLOGY RAPIDLY ADVANCING
MOST AMBITIOUS PRODUCT WINS BUT MUST WORK
YOU LEARN MORE ONCE ITS L IVE



NEW MUSCLES TO GROW 

EMPIRICAL EVALUATION 
    ( IS  THIS ACTUALLY BETTER? )  
SCIENTIFIC RIGOUR  
    (DON’T SHIP UNTIL IT ’S  GOOD ! )  
CAUSALITY  
    (WHY DID THIS METRIC MOVE? )  
PROMPTING  
    (OBVIOUS) 
ML ARCHITECTURE 
    TASK DECOMPOSITION 
POST TRAINING 
PRE TRAINING 
TRADE OFFS -   
   SPEED, COST, 
   ACCURACY, HALLUCINATIONS

FIN.AI /RESEARCH 





THE OLD WORLD 

SKETCH/WIREFRAME SOME IDEAS
PICK 1  BECAUSE DESIGN IS  EXPENSIVE 
PRODUCE FULL DESIGN  
ITERATE TO GET IT  RIGHT 



WHATS POSSIBLE NOW 

YOU CAN PURSUE MANY DIRECTIONS QUICKLY 
YOU CAN PROTOTYPE QUICKLY
YOU CAN BUILD COMPLEX INTERACTIONS QUICKLY  

THIS MEANS YOU SHOULD EXPLORE THE SOLUTION SPACE  



AI changes the momentum of your team 



Changes within product, design, engineering



OLD 

Should designers code? 

Iterative improvements to  
engineering velocity 

PMs triangulate usage, feedback,  
progress, marketing, etc.  

NEW 

Designers should code  

Substantial  
improvements (e.g. 2x, 3x) 

 
PMs automate, distill, 
decide, drive, with AI. 



EVERY DESIGNER IN F IN NOW SHIPS TO PRODUCTION

SET A DATE
START SMALL  
BULLDOZE THROUGH THE INTERNAL TOOLING CHALLENGES
START TO GROW OWNERSHIP



3 BIG IDEAS

1. DESIGNERS STOP FIL ING UI  T ICKETS
2. VIBE CODING THE ROADMAP + TEST IT  
3. DESIGNERS OWN THE FRONT-END ENTIRELY 

IDEAS.FIN.AI



WE WILL USE AI  TO DOUBLE PRODUCTIVITY BY E.O.Y

SET A TARGET 
PICK A “HARD TO HACK” METRIC  
EQUIP THE TEAM WITH TOOLING
RUN INTERNAL TALKS/WEBINARS
MAKE A PART OF HOW YOU WORK

BE VERY SERIOUS ABOUT THE IMPACT YOU WANT



EFFORT TO LEARN 
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DON’T DO THIS





WE HAVE TRIPLED THROUGHPUT 
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WITH LESS DOWNTIME  
YES WE’RE SPENDING LOTS ($ )
BUT SPENDING LESS PER CHANGE 
CLAUDE IS  DOING THE WORK
MERGING/APPROVAL IS  NOT A BOTTLENECK
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WE’VE ADDED A LOT OF SKILLS TO CLAUDE 
WE’RE PUSHING FOR PERFORMANCE



WE’VE ADDED A LOT OF SKILLS TO CLAUDE 
WE’RE PUSHING FOR PERFORMANCE
WE’RE REPLACING TOOLS THAT GET IN THE WAY







AI changes what you build 
AI changes how you build 
AI changes the momentum of your team





THANK YOU

fin.ai

fin.ai

/researchfin.ai

fin.aides@

ideas.

I’m @destraynor from 

Our blog is at 

is our AI blog

If you want these slides 


