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    BmadElixir

BMAD-METHOD for Elixir/Phoenix - Bring the power of Agentic Agile Development to your Elixir projects!
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Inspired by BMAD-METHOD™, this package brings the proven Agentic Agile Development framework to Elixir and Phoenix projects with specialized AI agents, workflows, and quality gates tailored for the BEAM ecosystem.
What is BMAD for Elixir?
BMAD (Breakthrough Method of Agile AI-Driven Development) provides:
	🤖 Specialized AI Agents - Expert agents for Elixir/Phoenix development (Dev, QA, Architect, SM)
	📋 Development Workflows - Proven workflows for Phoenix features, contexts, and LiveViews
	✅ Quality Checklists - Best practices for Elixir, Phoenix, Ecto, and LiveView
	🎣 Git Hooks - Automated quality enforcement with pre-commit, commit-msg, and post-merge hooks
	📖 Story Management - Structured approach to feature development with backlog, in-progress, and completed stories

Quick Start
Installation
Add bmad_elixir to your mix.exs dependencies:
def deps do
  [
    {:bmad_elixir, "~> 0.1.0", only: :dev, runtime: false}
  ]
end
Then run:
mix deps.get

Initialize BMAD in Your Project
# Basic initialization
mix bmad.init

# Initialize with git hooks
mix bmad.init --hooks

This creates:
your_phoenix_app/
├── .bmad/
│   ├── agents/           # AI agent definitions
│   ├── workflows/        # Development workflows
│   ├── tasks/            # Executable task guides
│   ├── checklists/       # Quality gate checklists
│   └── config.yaml       # Project configuration
└── stories/
    ├── backlog/          # Upcoming stories
    ├── in-progress/      # Active development
    └── completed/        # Done stories
Available Agents
Core Development Agents
	elixir-dev 💻 - Senior Elixir/Phoenix Engineer for feature implementation
	elixir-qa ✅ - Quality Assurance specialist for testing and validation
	elixir-architect 🏗️ - System architect for OTP design and supervision trees
	elixir-sm 📋 - Scrum Master for story creation and workflow management

Specialized Agents
	phoenix-expert 🔥 - Phoenix framework specialist (Controllers, LiveView, Channels)
	ecto-specialist 🗄️ - Database expert for schemas, migrations, and queries
	elixir-release-manager 🚀 - Release preparation and deployment
	elixir-documentation-specialist 📝 - Documentation and ExDoc expert

Usage
Create a New Story
Copy and customize the story template:
cp .bmad/templates/story-template.yaml stories/STORY-001.yaml

Then edit stories/STORY-001.yaml with your story details.
Use an Agent
Agents are markdown files that can be loaded into AI coding tools like Claude Code or GitHub Copilot. Each agent in .bmad/agents/ contains:
	Role definition and responsibilities
	Commands and best practices
	Examples and patterns specific to that role

Follow a Workflow
Workflows provide step-by-step guides for complex tasks. See .bmad/workflows/ for available workflows:
	greenfield-phoenix.yaml - New Phoenix project setup
	add-phoenix-context.yaml - Create new bounded context
	add-liveview-feature.yaml - Implement LiveView feature

Git Hooks
BMAD includes production-ready git hooks for quality enforcement:
	pre-commit - Runs mix precommit (format, credo, dialyzer, test)
	commit-msg - Blocks Claude Code attributions, enforces message format
	prepare-commit-msg - Shows commit message guidelines
	post-checkout - Reminds about migrations when switching branches
	post-merge - Reminds about migrations after merges

Install with:
mix bmad.init --hooks

Claude Code Skills
BMAD includes Claude Code Skills - executable workflows that Claude Code automatically discovers and uses when appropriate.
What Are Skills?
Skills are specialized capabilities that Claude Code loads on-demand based on your task. Unlike agents (which are comprehensive reference docs), skills are focused, executable workflows with specific triggers.
Key Differences:
	Agents (.bmad/agents/) - Comprehensive expertise you manually reference
	Skills (.claude/skills/) - Auto-invoked workflows Claude Code discovers

Available Skills
elixir-quality-gate
	Runs comprehensive quality checks (format, credo, dialyzer, tests)
	Auto-triggers when validating code quality or before commits

phoenix-generator
	Guides using mix phx.gen.* commands with best practices
	Auto-triggers when creating Phoenix resources or schemas

ecto-migration-helper
	Creates and manages Ecto migrations safely
	Auto-triggers when working with database schema changes

elixir-test-runner
	Runs ExUnit tests with smart filtering and debugging
	Auto-triggers when running or debugging tests

phoenix-context-creator
	Creates well-designed Phoenix contexts following best practices
	Auto-triggers when designing new features or contexts

Installation
# Install skills to .claude/skills/
mix bmad.init --skills

# Install both hooks and skills
mix bmad.init --hooks --skills

How Skills Work
Skills use YAML frontmatter to declare when they should activate:
---
name: elixir-quality-gate
description: Run comprehensive Elixir quality checks (format, credo, dialyzer, tests). Use when validating code quality or before commits.
---
When you ask Claude Code to "run quality checks," it automatically:
	Reads skill descriptions
	Identifies relevant skills
	Loads and executes the appropriate workflow

Project vs Personal Skills
Project Skills (.claude/skills/) - Shared with team via git:
mix bmad.init --skills  # Installs to .claude/skills/
git add .claude/skills/

Personal Skills (~/.claude/skills/) - Your personal toolkit:
cp -r .claude/skills/* ~/.claude/skills/

Creating Custom Skills
See the installed skills as examples. Each skill is a directory containing:
	SKILL.md (required) - YAML frontmatter + instructions
	scripts/ (optional) - Helper scripts
	templates/ (optional) - Code templates

Local Development
Running Quality Checks
Run all quality checks locally before committing:
mix precommit

This runs:
	Format check - mix format --check-formatted
	Compilation - mix compile --warnings-as-errors
	Credo - mix credo --strict
	Dialyzer - mix dialyzer (type checking)
	Tests - mix test

If you have git hooks installed, these checks run automatically on every commit.
Individual Quality Checks
Run checks individually during development:
# Format code
mix format

# Static analysis
mix credo --strict

# Type checking (first run builds PLT - takes 1-2 minutes)
mix dialyzer

# Run tests
mix test

CI/CD Pipeline
GitHub Actions
This package includes a production-ready GitHub Actions workflow in .github/workflows/ci.yml that runs on every push and pull request.
Pipeline Jobs
	Quality Check (runs once)
	Code formatting validation
	Compilation with warnings as errors
	Credo static analysis (strict mode)


	Tests (matrix: Elixir 1.14-1.16, OTP 25-26)
	Runs test suite on multiple Elixir/OTP versions
	Ensures compatibility across versions


	Dialyzer (runs once)
	Type checking with Dialyzer
	PLT files cached for faster builds



Caching Strategy
The workflow includes intelligent caching:
	Dependencies (deps/, _build/)
	PLT files (priv/plts/) for faster Dialyzer runs

Multi-Version Testing
Tests run on:
	Elixir 1.16.0 + OTP 26.2
	Elixir 1.15.7 + OTP 25.3
	Elixir 1.14.5 + OTP 25.3

Adding to Your Project
The workflow is installed when you run mix bmad.init. To use it in your Phoenix project:
	Ensure .github/workflows/ci.yml exists
	Ensure you have mix.exs with precommit alias configured
	Push to GitHub - the workflow runs automatically

Status Badges
Add CI status badges to your README:
[![CI](https://github.com/yourusername/your_repo/actions/workflows/ci.yml/badge.svg)](https://github.com/yourusername/your_repo/actions/workflows/ci.yml)
Configuration
Edit .bmad/config.yaml to customize:
project:
  name: MyPhoenixApp
  type: elixir_phoenix

agents:
  default: elixir-dev
  available:
    - elixir-architect
    - elixir-dev
    - elixir-qa

quality:
  pre_commit:
    - mix format --check-formatted
    - mix credo --strict
    - mix dialyzer
    - mix test
Example Workflow
	Create a story: Copy template and fill in details
cp .bmad/templates/story-template.yaml stories/STORY-042-oauth-login.yaml


	Review workflow: Check .bmad/workflows/ for relevant workflow guide

	Activate agent: Load appropriate agent from .bmad/agents/ (e.g., elixir-dev.md)

	Implement: Follow story tasks, workflow steps, and established patterns

	Use task guides: Reference .bmad/tasks/ for detailed implementation help

	Test: Write comprehensive ExUnit tests following TDD principles

	Quality check: Pre-commit hook validates everything automatically

	Review checklists: Verify against relevant checklists in .bmad/checklists/

	Complete: Move story to completed folder when all criteria met


What's Included
🤖 Four Core Agents
Located in .bmad/agents/:
	elixir-dev.md - Senior Elixir/Phoenix Engineer
	Feature implementation with TDD
	Bug fixes and refactoring
	Follows established patterns religiously


	elixir-qa.md - Quality Assurance Specialist
	Comprehensive test coverage
	Quality gate validation (tests, credo, dialyzer)
	Edge case discovery


	elixir-architect.md - System Design Architect
	OTP supervision trees
	GenServer patterns
	Phoenix context boundaries
	Fault tolerance design


	elixir-sm.md - Scrum Master
	User story creation
	Task breakdown
	Agent coordination
	Sprint planning



📋 Three Production Workflows
Located in .bmad/workflows/:
	greenfield-phoenix.yaml - Complete new Phoenix project setup
	Planning & Architecture (4-8 hours)
	Project setup and configuration
	Core infrastructure (auth, contexts, deployment)
	Quality gates and best practices


	add-phoenix-context.yaml - Systematic context creation (4-8 hours)
	Context boundary definition
	Schema and migration design
	Context API implementation
	Comprehensive testing


	add-liveview-feature.yaml - LiveView implementation (4-8 hours)
	LiveView structure planning
	Mount, events, and PubSub handlers
	Streams and forms (following AGENTS.md rules)
	Performance optimization



✅ Three Quality Checklists
Located in .bmad/checklists/:
	phoenix-checklist.md - Phoenix best practices
	Context design and controllers
	Security and performance
	Error handling and testing
	Deployment readiness


	ecto-checklist.md - Database best practices
	Schema design and associations
	Migrations and indices
	Query optimization
	Multi-tenancy patterns


	liveview-checklist.md - LiveView best practices
	Lifecycle implementation
	Streams and socket assigns
	Forms and events
	PubSub and real-time updates
	Common pitfalls to avoid



📖 Six Task Guides
Located in .bmad/tasks/:
	create-story.md - User story creation with acceptance criteria
	qa-gate.md - Quality validation (tests, credo, dialyzer, format)
	write-tests.md - Comprehensive testing strategies
	create-context.md - Phoenix context with Ecto patterns
	create-liveview.md - LiveView following best practices
	debugging.md - Debug workflows and tools (IEx, Observer, Recon)

🔧 Five Git Hooks
Located in priv/hooks/:
	pre-commit.sh - Quality checks and auto-restage
	commit-msg.sh - Block AI attributions
	prepare-commit-msg.sh - Show guidelines in editor
	post-checkout.sh - Migration reminders
	post-merge.sh - Dependency/migration alerts

📄 Two YAML Templates
Located in .bmad/templates/:
	story-template.yaml - Comprehensive user story structure
	config-template.yaml - BMAD configuration with all options

Features
📋 Story-Driven Development
Stories provide structure and context using the YAML template:
story:
  id: STORY-001
  title: "Add User Authentication"
  status: in_progress
  assigned_agent: elixir-dev

acceptance_criteria:
  - scenario: "User can register"
    given: "I am on the registration page"
    when: "I submit valid credentials"
    then:
      - "My account is created"
      - "I am logged in automatically"

technical_tasks:
  context:
    - "Create User schema with password hashing"
    - "Implement Accounts.create_user/1"
    - "Write comprehensive tests"
🎯 Quality Gates
Checklists ensure best practices:
	Phoenix controller patterns
	Ecto schema validations
	LiveView lifecycle hooks
	GenServer supervision
	Security considerations

🔄 Workflows
Guided workflows for common tasks:
	Creating new Phoenix contexts
	Implementing LiveView features
	Refactoring bounded contexts
	Adding Ecto migrations
	Security audits

Inspired By
This package is inspired by and compatible with BMAD-METHOD™, adapting its proven Agentic Agile Development approach for the Elixir/Phoenix ecosystem.
Contributing
Contributions welcome! Please read CONTRIBUTING.md first.
License
MIT License - see LICENSE for details.
Roadmap
	[ ] v0.1.0 - Initial release with core agents and workflows
	[ ] v0.2.0 - Advanced workflows for umbrella apps
	[ ] v0.3.0 - Integration with CI/CD pipelines
	[ ] v0.4.0 - Brownfield project support
	[ ] v0.5.0 - LiveView-specific workflows and agents

Resources
	BMAD-METHOD™ Original
	Phoenix Framework
	Elixir Language


Built with ❤️ for the Elixir community


  

    Changelog

All notable changes to this project will be documented in this file.
The format is based on Keep a Changelog,
and this project adheres to Semantic Versioning.
0.1.1 - 2025-01-23
Fixed
	Documentation warnings in ExDoc build	Fixed directory links in lib/bmad_elixir.ex to point to GitHub instead of local priv/ directories
	Fixed LICENSE reference in README.md to point to GitHub
	Created CONTRIBUTING.md to resolve missing file warning


	Added CONTRIBUTING.md to package files and docs extras

Added
	Comprehensive CONTRIBUTING.md with:	Code of Conduct reference
	Bug reporting guidelines
	Enhancement suggestions process
	Pull request guidelines
	Code style guidelines (Elixir and Markdown)
	Commit message conventions (Conventional Commits)
	Quality standards checklist



0.1.0 - 2025-01-23
Added
Core Infrastructure
	Mix task mix bmad.init to initialize BMAD structure in Elixir/Phoenix projects
	Support for --hooks flag to install git pre-commit hooks
	Support for --skills flag to install Claude Code skills
	Support for --force flag to overwrite existing files
	Project configuration via .bmad/config.yaml

AI Agents
	elixir-dev - Senior Elixir/Phoenix Engineer for feature implementation
	elixir-qa - Quality Assurance specialist for testing and validation
	elixir-architect - System architect for OTP design and supervision trees
	elixir-sm - Scrum Master for story creation and workflow management
	phoenix-expert - Phoenix framework specialist (Controllers, LiveView, Channels)
	ecto-specialist - Database expert for schemas, migrations, and queries
	elixir-release-manager - Release preparation and deployment
	elixir-documentation-specialist - Documentation and ExDoc expert

Workflows
	greenfield-phoenix - Complete new Phoenix project setup
	add-phoenix-context - Create new bounded context
	add-liveview-feature - Implement LiveView feature

Quality Checklists
	phoenix-checklist - Phoenix best practices
	ecto-checklist - Database best practices
	liveview-checklist - LiveView best practices

Task Guides
	create-story - User story creation with acceptance criteria
	qa-gate - Quality validation (tests, credo, dialyzer, format)
	write-tests - Comprehensive testing strategies
	create-context - Phoenix context with Ecto patterns
	create-liveview - LiveView following best practices
	debugging - Debug workflows and tools (IEx, Observer, Recon)

Git Hooks
	pre-commit - Runs mix precommit (format, credo, dialyzer, test)
	commit-msg - Blocks Claude Code attributions, enforces message format
	prepare-commit-msg - Shows commit message guidelines
	post-checkout - Reminds about migrations when switching branches
	post-merge - Reminds about migrations after merges

Claude Code Skills
Workflow Skills:
	elixir-quality-gate - Run comprehensive quality checks (format, credo, dialyzer, tests)
	phoenix-generator - Guide Phoenix resource generation with best practices
	ecto-migration-helper - Create and manage Ecto migrations safely
	elixir-test-runner - Run ExUnit tests with smart filtering and debugging
	phoenix-context-creator - Create well-designed Phoenix contexts

Enforcement Skills (adapted from obra/superpowers):
	elixir-discipline - Master enforcement skill with mandatory pre-response checklist
	elixir-tdd-enforcement - RED-GREEN-REFACTOR cycle enforcement, no code without failing test first
	elixir-no-shortcuts - Prevent modifying ignore files (dialyzer.ignore, .credo.exs), enforce fixing actual problems
	elixir-verification-gate - Evidence before claims, run actual commands before claiming anything works
	elixir-root-cause-only - Systematic debugging with 4-phase process (Reproduce → Trace → Fix → Verify)
	elixir-no-placeholders - Prohibit placeholder code and default values for required data, enforce fail-loud/fail-fast

CI/CD
	GitHub Actions workflow with quality checks, multi-version testing, and Dialyzer
	Caching strategy for dependencies and PLT files
	Multi-version testing (Elixir 1.14-1.16, OTP 25-26)

Documentation
	Comprehensive README with installation, usage, and examples
	MIT License
	Quality enforcement documentation in all skills

[Unreleased]
Planned Features
	Advanced workflows for umbrella apps (v0.2.0)
	Integration with CI/CD pipelines (v0.3.0)
	Brownfield project support (v0.4.0)
	LiveView-specific workflows and agents (v0.5.0)



  

    Contributing to BmadElixir

First off, thank you for considering contributing to BmadElixir! It's people like you that make this package better for the Elixir community.
Code of Conduct
This project adheres to the Contributor Covenant Code of Conduct. By participating, you are expected to uphold this code.
How Can I Contribute?
Reporting Bugs
Before creating bug reports, please check the existing issues to avoid duplicates. When you create a bug report, include as many details as possible:
	Use a clear and descriptive title
	Describe the exact steps to reproduce the problem
	Provide specific examples (code snippets, screenshots, etc.)
	Describe the behavior you observed and what you expected to see
	Include your environment details (Elixir version, OTP version, OS)

Suggesting Enhancements
Enhancement suggestions are tracked as GitHub issues. When creating an enhancement suggestion, include:
	Use a clear and descriptive title
	Provide a step-by-step description of the suggested enhancement
	Explain why this enhancement would be useful to users
	Provide specific examples to demonstrate the enhancement

Contributing Code
	Fork the repository and create your branch from master
	Follow the existing code style - run mix format before committing
	Write tests - all new code should have comprehensive ExUnit tests
	Ensure the test suite passes - run mix test
	Run quality checks - run mix precommit (format, credo, dialyzer, tests)
	Write a good commit message - follow conventional commits style

Pull Request Process
	Update the README.md with details of changes if applicable
	Update the CHANGELOG.md following Keep a Changelog format
	Ensure all quality checks pass (format, credo, dialyzer, tests)
	The PR will be merged once you have approval from a maintainer

Adding New Agents, Workflows, or Skills
When contributing new agents, workflows, or Claude Code skills:
	Agents (priv/agents/) - Should follow the established pattern and include comprehensive examples
	Workflows (priv/workflows/) - Should be practical, battle-tested workflows in YAML format
	Skills (priv/skills/) - Should have clear triggers, examples, and YAML frontmatter
	Documentation - All new features should be well-documented with examples

Style Guidelines
Elixir Code Style
	Follow the Elixir Style Guide
	Run mix format before committing
	Ensure mix credo --strict passes
	Ensure mix dialyzer passes with zero errors
	Write comprehensive @doc and @moduledoc documentation

Markdown Style
	Use ATX-style headers (# not underlines)
	Use fenced code blocks with language identifiers
	Wrap lines at 80 characters for narrative text
	Use meaningful link text (not "click here")

Commit Messages
Follow the Conventional Commits specification:
type(scope): subject

body

footer
Types:
	feat: New feature
	fix: Bug fix
	docs: Documentation changes
	style: Code style changes (formatting, etc.)
	refactor: Code refactoring
	test: Adding or updating tests
	chore: Maintenance tasks

Example:
feat(skills): add elixir-performance-optimization skill

Add new Claude Code skill for identifying and fixing performance
bottlenecks in Elixir code. Includes patterns for N+1 queries,
GenServer bottlenecks, and inefficient Enum operations.

Closes #42
Quality Standards
All contributions must meet these quality standards:
	✅ mix format --check-formatted - All code formatted
	✅ mix compile --warnings-as-errors - Zero compiler warnings
	✅ mix credo --strict - No Credo issues
	✅ mix dialyzer - Zero Dialyzer errors
	✅ mix test - All tests passing
	✅ Comprehensive documentation
	✅ CHANGELOG.md updated

Run all checks at once:
mix precommit

Attribution
Contributors will be acknowledged in:
	CHANGELOG.md for their specific contributions
	GitHub contributors page
	Release notes when applicable

Questions?
Feel free to open an issue with the question label if you have any questions about contributing.
Thank you for contributing to BmadElixir! 🎉
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BMAD-METHOD for Elixir/Phoenix - Agentic Agile Development Framework.
BmadElixir provides specialized AI agents, workflows, and quality gates
tailored for Elixir and Phoenix projects, following the BMAD-METHOD
principles of agentic agile development.
Installation
Add bmad_elixir to your list of dependencies in mix.exs:
def deps do
  [
    {:bmad_elixir, "~> 0.1.0"}
  ]
end
Quick Start
Initialize BMAD in your project:
mix bmad.init

This creates:
	.bmad/ directory with agents, workflows, tasks, and checklists
	stories/ directory for development stories
	.bmad/config.yaml configuration file

Features
	7 Specialized Agents: Architecture, Development, QA, Story Management,
Phoenix Expert, Ecto Specialist, Test Fixtures Specialist
	7 Workflows: Greenfield Phoenix, API development, Background Jobs,
Phoenix Channels, Test Fixtures, and more
	Quality Gates: Pre-commit hooks, comprehensive checklists
	Story Management: Track development stories from backlog to completion

Mix Tasks
	mix bmad.init - Initialize BMAD structure in your project
	mix bmad.init --hooks - Initialize with git hooks
	mix bmad.init --force - Overwrite existing files

Documentation
For comprehensive documentation, see:
	README
	Agents on GitHub
	Workflows on GitHub
	BMAD-METHOD
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Returns the version of BmadElixir.
Examples
iex> BmadElixir.version()
"0.1.1"
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Initialize BMAD structure in your Elixir/Phoenix project.
Usage
mix bmad.init
mix bmad.init --hooks     # Also install git hooks
mix bmad.init --skills    # Also install Claude Code skills
mix bmad.init --force     # Overwrite existing files
mix bmad.init --hooks --skills  # Install both hooks and skills
What this task does
	Creates .bmad/ directory structure
	Copies AI agent definitions
	Copies workflow templates
	Copies task definitions
	Copies quality checklists
	Creates stories/ directory for development stories
	Generates .bmad/config.yaml configuration
	Optionally installs git hooks for quality enforcement

Directory Structure Created
.bmad/
├── agents/           # AI agent definitions
├── workflows/        # Development workflows
├── tasks/            # Executable task definitions
├── checklists/       # Quality gate checklists
└── config.yaml       # Project configuration

stories/
├── backlog/          # Story backlog
├── in-progress/      # Active stories
└── completed/        # Completed stories
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