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THE ASK

"Make migrating a website to AEM Edge Delivery Services fast
and easy."

— a Product Management request, ~3 years ago
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The problem is infinite.
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The journey… so far.

The machine

I A helper script

II VIP project automation on Github

III A conversational studio + skills

IV Everything in the browser

V The road ahead…
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ACT I · 2024

Where it started.

5



One Bash script to rule the migration.

demo.sh: 1,309 lines

Orchestrates helix-importer-ui , Puppeteer
Visual decomposition: boxes first, meaning second
Blocks found by XPath, screenshotted one by one
No AI anywhere in it
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Manual page decomposition
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Manual page decomposition
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July 18, 2024: the first LLM.

AEM_BLOCK_ASSISTANT=false   # opt-in
OPENAI_API_KEY=...          # only billed if you dare

An optional polish step for block styling.
The tool worked fine without it.

Visual boxes handled layout. They couldn't judge meaning.
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THE MIGRATION MISSION

Every migration is three jobs.

Project setup: the repository, the Edge Delivery project, authoring wired up
Content: every page imported, and still authorable
Code: blocks, styles and scripts that render it like the original
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ACT II · NOV 2024 – OCT 2025

Agents before "agents."
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The moving parts.

18 repositories · ~2,865 commits · Azure Container Apps

GitHub issue (label: mig-help)
  └─▶ coordinator ── GitHub App webhooks
        ├─▶ blueprint-detector   layout fingerprint, no LLM
        ├─▶ mapping              clusters → blocks, LLM match
        ├─▶ importscript         LLM-generated JS parsers
        ├─▶ styles               multi-model CSS loops
        └─▶ critic               vision eval
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Every agent, one protocol (2024).

export class Agent {
  getTools()                 // declared functions
  canHandleFunction(name)    // dispatch test
  callFunction(ctx, call)    // executor
}
// callbacks: ok / error / progress / update

Declared tools, async HTTP callbacks, and a coordinator: AEMY, our GitHub App.

Did I hear harness?
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WHAT IT COST US

Ah. No. We were far from a harness!

1,070 commits, just in the Azure function-apps repo
Terraform + Bicep + App Insights + Key Vault
Promptfoo evals for every LLM agent
Semantic-release plumbing × 18 repos

We built our own agents. We also built our own hole to climb out of.

14



Video Recap
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ACT III · OCT 2025 - EMA (EXPERIENCE MODERNIZATION AGENT)

The conversational era.
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"Just have the conversation."

One studio: chat + code + content + preview

User: "migrate this page", and the LLM picks it up
Claude Agent SDK, per-user isolated workspaces
Last-mile fixes happen in the chat, on live preview
In production with Adobe Sales and partners today
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Early October 2025.

excat/
├── CLAUDE.md
├── agents/
│   ├── excat-eds-migration-expert.md
│   ├── excat-design-token-expert.md
│   ├── excat-eds-debugger.md
│   ├── excat-eds-developer.md
│   └── excat-navigation-expert.md
├── commands/upload.md
├── hooks/auto-convert-md.js
└── tools/excatops-mcp/

Every conversation with Claude Code left instructions, scripts and snippets behind.
We kept asking Claude to read them, look at them, run them.
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October 17, 2025.

commit d2b54171
Skills (#60): feat: move subagents to claude skills

  agents/  →  skills/

A small commit that changed how we built everything after it.
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And we upstream it.
Adobe's official open-source skills for AEM, installable in Claude Code and Friends, today.
Our migration work ships there as public skills for Edge Delivery Services:

Page import pipeline: page-import  · scrape-webpage  · identify-page-structure  · page-
decomposition  · authoring-analysis  · generate-import-html  · preview-import
Block development: building-blocks  · content-driven-development  · content-modeling  · block-
collection-and-party  · block-inventory  · find-test-content  · testing-blocks  · code-review
Site & content ops: create-site  · da-content  · da-auth  · aem-cli  · ue-component-model
Planning & docs: analyze-and-plan  · docs-search
Plus, lower level ( web  plugin): browser-probe  · page-prep  · page-tree  · page-reduce  · page-
collect  · page-langs  · cdp-connect  · cdp-ext-pilot  · domain-mask
New, stardust  plugin (15 skills): audit, redesign or replicate a whole site, migrate it and roll it out to Edge
Delivery Services (built on impeccable)

https://github.com/adobe/skills
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Video Recap
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ACT IV · Q1 2026

Everything in the browser.
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An AI agent in the cloud.

A PLG Chrome extension: one click, no chat, migrate the page you're looking at.

The agent runs on multiple Cloudflare Workers
orchestrator · playwright · LLM sandbox · monitoring …

Mar 3, 2026: one-click auto-pipeline ships
Mar 18, 2026: Chrome Web Store submission assets committed
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95% shipped.
Then we met Slicc.

Slicc already solved the problem we were 95% done solving
ourselves.
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Slicc: an AI agent that lives in your browser.

Inside one tab: a filesystem, a shell (bash in WebAssembly), real browser access (CDP) and
skills. No server at all.

Single-page migration, all in the browser
Our migration skills run there, ready for you to try

Summit lab: 91 attendees · 91 browsers · 91 migrations.
Zero infrastructure on our side.
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Video Recap
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ACT V - EMA AND BEYOND

The road ahead…
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AI Cloud Workers Skills Harnesses Models (LLMs)
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ONE MORE THING…

1-click migration, in the cloud.

A full migration takes a while, so we made it a one-click cloud experience
Give it a few hours: pixel-perfect, minus glitches and integrations
Then continue the work in EMA
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LIVE DEMO
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CAN EVERYONE HERE TRY THIS TODAY?

Yes. Bring your
own site.

One click, a few hours: your site on Edge Delivery
Services.

aemcoder.adobe.io/auto
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Thank you. Questions?
David Catalan · catalan@adobe.com
Karl Pauls · kpauls@adobe.com
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