
DevTools or…
Agent Tools?

April 2026

moderne.ai



©2026 Moderne, Inc. 2

An enterprise isn’t just one application!
What does the work look like?

Last year’s Spring Boot microservices
Our “low code” period

All of those Big Data apps

Older WebSphere
(because we can’t upgrade it)

Those apps are still running!?

Mainframes

WebSphere

Original Source:
https://earthathome.org/hoe/sw/rocks-cp/ 

Our work is navigating thousands of 
heterogeneous interconnected apps

without breaking things.

But things aren’t completely random.
An enterprise’s portfolio accumulates

and evolves in layers, following
industry shifts, acquisitions,

and leadership changes.
Rogue business unit’s tech stack

Acquired competitor apps

https://earthathome.org/hoe/sw/rocks-cp/
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The point of greatest leverage is shifting
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Moderne: Foundational technology

Your code as 
structured data

Customizable 
access to the data

Multi-repo 
architecture

Lossless Semantic Tree (LST)

Compiler-accurate code model 
with type attribution, all 
dependencies, and other 
metadata resolved—how code 
should always be stored.

Programmable recipes 

Structured queries in the form 
of recipes can easily be spun 
up by agents to safely search 
and manipulate the LST. 

Recipes can be driven through 
Moderne automation or 
agents.

Global and org-level 
code management

Distributed architecture 
and serialized LSTs enable 
visibility and control across 
entire codebases.
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Where modern software 
engineering operates

CODE 
WAREHOUSE

Compiler-accurate, 
semantic model of 
entire codebase:

Lossless Semantic 
Tree (LST)

MODERNE AGENT TOOLS

AGENTS

Any agent. Fully agnostic.

REAL-TIME CODE ACCESS
LST with incremental builds

INTELLIGENCE & 
GOVERNANCE

• Migration/update
• Vulnerability fixes
• Policy enforcing
• Code analysis
• Change mgmt
• Agent transcripts
• Recipe catalog

ORGANIZATION 
LAYER

• Business units
• Teams
• App portfolios
• Change sets

Moderne Platform

Enabling coding agents to 
work faster, more accurately, 
and more token-efficiently 
—replacing GPU for CPU.

Foundational code 
model for precise 
context and accurate 
change.

Driving code 
intelligence, 

governance and 
transformation at 

enterprise scale.

Scaling modernization, security, 
and AI-driven development 
through shared intelligence and 
governed execution.
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Just because you can do it with an LLM…

We’re starting to look for ways to 
exchange GPU for CPU…

to be a better friend to our agent 
by offloading some of its work 
onto not just cheaper models but 
better tools…

Just because we can throw 
something through the weights of 
a model, doesn’t mean we always 
should.
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The coming price shock

Can everybody 
sense the trend?
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MODERNE’S ADAPTATION: 
An Agent Tools company is one 
that identifies tool gaps and 
closes them… so the GPUs can 
relax a bit.
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ACT 1: “Prethink” context 
ahead of an interaction.
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Don’t blame the agent… blame the context. 

When we ask an agent 
to understand 
architectural patterns, 
patterns of dependency 
usage, etc. it requires a 
lot of grepping and 
reading.

It’s one of the big 
sources of time and 
token waste.
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Don’t blame the agent... blame the context. 

On a regular 
cadence, before 
an agent session 
even begins, there 
is an opportunity 
to use CPU only 
static analyzers 
and other tooling 
to “prethink” out 
the relationships 
between 
components.
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Don’t blame the agent... blame the context. 

The end result is 
both a quicker 
result…
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Don’t blame the agent... blame the context. 

…and fewer tokens.
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ACT 2: Better search tools
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“Trigrep” – Trigram Search

Most coding agents use either 
internal grep (ripgrep or “rg”) 
or a vector search.

Trigram based searches offer a 
much faster alternative if their 
indexes can be maintained.
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“Trigrep” – Trigram Search

Expensive subsequent reads 
happen because while a grep 
or vector search narrows the 
search scope textually, the 
agent must still prove to itself 
that this method has a receiver 
type that it is looking for.
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“Find Spring API 
endpoints”

Rather than using a 
grep, the agent is 
using a smarter tool.

It has exchanged 
GPU for CPU.

Lossless Semantic Tree (LST) access patterns
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The result is accurate, fast, 
and (token) cheap.

The recipe often possesses 
far greater semantic 
understanding of the code 
pattern than would be 
apparent from just a 
grep+read.

Lossless Semantic Tree (LST) 
access patterns
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ACT 3: Better editing tools



©2026 Moderne, Inc. 20

Something like “Upgrade to 
Java 25” is a complex 
migration that can be 
accomplished by an agent, 
but at what cost?

Remember…

Lossless Semantic Tree (LST) editing patterns
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Rather than grepping, 
reading, and editing its way 
through thousands of files, 
a coding agent can reach 
for one of the thousands of 
OpenRewrite or Moderne 
recipes that do small and 
big things well.

Lossless Semantic Tree (LST) editing patterns
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Lossless Semantic Tree (LST) editing patterns

~3 minutes and 30k tokens later, the migration is complete.
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Lossless Semantic Tree (LST) editing patterns

I asked the most expensive frontier model to do the same work 
without code intelligence tools. 

It declared success after updating some dependencies and 
not touching the source code. Which is ok. I can just keep 
saying “do more”.
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Lossless Semantic Tree (LST) editing patterns

Hundreds of thousands of tokens, and perhaps as 
important time get burned up trying to figure out 
what the recipe already knows.
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Lossless Semantic Tree (LST) editing patterns

And then we spend another couple hundred thousand tokens…
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Lossless Semantic Tree (LST) editing patterns

Remember…
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Lossless Semantic Tree (LST) editing patterns

The LLM writes a naïve 
script to modify 
instanceof patterns.

And then finds that it 
is insufficient in 
certain scenarios.

Lacking tools, it will 
confront this same 
learning over and over 
and over again…
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Lossless Semantic Tree (LST) editing patterns

I gave up after 45 minutes. I know the agent could 
continue plowing through this.
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Lossless Semantic Tree (LST) editing patterns

But we had already burned 
through 61M tokens so far.

The point is not that an LLM 
shouldn’t drive the migration, it 
should do as much heavy lifting 
with a recipe first and then mop 
up the leftovers with GPU.

And where there’s repeatability to 
a migration, there is a reason to 
save off recipes and share them.
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ACT 4: Identify tool gaps 
by paying attention to 
transcripts
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Mining data from chat transcripts

Remember this chart?

It’s hard to get an agent to go 
against its system prompt.

One trick is to simply measure 
the alternative whenever you 
see the agent make a 
suboptimal choice.

Then… BRING THE RECEIPTS!

The agent eventually listens.
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Thank you

Modernize, secure, and maintain 
your entire codebase with Moderne


