
Codex 101 - Introduction 
and Onboarding
Get up and running with 
OpenAI’s coding agent

Name goes here
Title goes here
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Workshop Overview
➔ Goals 

◆ Get you up and running in Codex
◆ Demonstrate Success in an 

Agent-Native operating paradigm  

➔ Format
◆ Quick Concepts Overview
◆ Concept-Driven Lightning Talk Demos
◆ Skill building micro hackathon
◆ Q&A

➔ You can use any of the Codex App, IDE, or 
CLI. The performance is the same, 
functionalities of clients differ slightly. We 
recommend the app
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Lightning 
Talks
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01 Introduction and Setup

02 Understanding Agents

03 Using Codex in the SDLC

04 How to Delegate to Agents

05 How Teams are Using Codex
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Approaches to AI coding

Code
complete

Agentic 
delegation

Pair 
programming
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● Original & Popular UI

● Zero-Dependency Install

● Powerful Slash Commands
(/compact /fork /new)

● Integration with ChatGPT 
Apps 

One Agent, Everywhere you Work

 
(VS Code, JetBrains, Xcode)

● Fits naturally into IDE-based 
workflows

● Good for incremental tasks, 
quick assistance

● Great for ‘chat-style’ usage

● Easily run tasks in parallel 
across multiple workspaces

● Better/more flexible diff views

● Excellent visual surface for 
skills, worktrees & 
automations

● Great UI for workflows beyond 
writing code

Codex App IDEsCLI
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Installation & Auth

CLI

Initiate login flow: 
codex login

To start a session: codex

Codex App 

● openai.com/codex/ 

● Download

● Drag into Applications

● Sign in with ChatGPT

● Open Extensions Pane

● Search “OpenAI Codex” 

● Install 

● Sign in with ChatGPT

IDEs

https://openai.com/codex/
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Need a repo? A few options

Link: github.com/agentsmd/agents.md

Link: 
github.com/greenleaf-oai/3js-follow-along-demo 

(Advanced) Link: github.com/openai/codex

7

Use Codex on one of your 
repos or an open source 
repo

https://github.com/agentsmd/agents.md
https://github.com/greenleaf-oai/3js-follow-along-demo
https://github.com/openai/codex
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Send your first prompt to Codex



Q&A



Understanding 
Agents
What is the Agent Loop?
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It starts with a prompt
Give the agent initial direction which files 
to read and what your goals are

Agent calls Tools
Reads your code, Searches company 
knowledge, Writes to a file, loops until task 
completion

Builds the conversation history
Every action taken & every file read builds 
the models context

Codex Agentic Loop
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The Agent’s Working Memory
Context is the total information an agent has to 
complete its task

The Context Window

Codex can hold hundreds of documents in 
context at once (400-600 pages of text)

Why it Matters
Focused context leads to safer, more accurate, 
and more consistent agent results

What Is Context? 
Why does it matter?
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Codex Manages Context 
For You

● Intelligent Context Compression

● Auto compaction runs in the turn loop 
when token usage crosses a 
model-specific threshold ~90%



Q&A



Using Codex in the 
SDLC
Ways to leverage Codex in your work
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Codex turbocharges engineers across the entire software lifecycle

Plan
Agents: Fill in missing 
details and prerequisites

Engineers: Pick priorities 
and order

Design
Agents: Sketch a starter 
solution

Engineers: Decide key 
choices and constraints

Build
Agents: Write code and fix 
bugs

Engineers: Guide patterns 
and tradeoffs

Test
Agents: Create and update 
tests

Engineers: Confirm 
coverage and intent

Review
Agents: First-pass PR 
review

Engineers: Final approval 
and quality bar

Document
Agents: Draft docs and 
summaries

Engineers: Confirm 
accuracy and decisions

Deploy & Maintain
Agents: Triage logs and alerts

Engineers: Handle high-risk 
issues



● Send a read-only prompt with @ mention 

● Build a simple feature (+ run tests)

● Build a harder feature using “plan mode”

● Add image context

● Review code before deploying

● Document changes

Time to build together
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Delegate to codex, and free yourself to think 
more deeply about architecture and design

Confidential and proprietary.



Q&A



How To Effectively 
Delegate to Agents
Become a power user fast

Codex wrote 85% 
of the projects’ code
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01 Instead of a perfect prompt, build perfect context

02 Faster validation means better outcomes

03 Use the agent to learn, not vibe code

What power
users know
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Content 
Creation

Goal
The outcome you want, what 
you are changing, and why it 
matters

Context Pointers
Relevant files or any 
examples of desired 
behavior or existing patterns

Constraints
Do and do not rules, 
conventions, and style 
expectations

Done When
Tests and checks to pass, 
commands to run, and 
expected behavior verified

Mini Codex prompt template
Four fields that keep work scoped, 
reviewable, and repeatable
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Prompting: Why it matters + how to do it well
A good prompt sets scope, constraints, and success criteria so Codex can execute predictably

Resource: developers.openai.com/codex/prompting/

Keep it minimal: goal + constraints + “done”: Codex 
performs best with a clear target and a finish line, not 
a long narrative. Tell Codex what not to do when 
needed

Bake in verification: Specify how you will validate 
(tests, lint, build). If it cannot run them, it should tell 
you exactly what to run and what to look for

Provide clear code pointers with @ mention: 
Reference the relevant files in the codebase to keep 
edits scoped and accurate

Paste the full stack trace when debugging: Include 
the error, repro steps, and environment details so 
Codex can pinpoint root cause faster

Use open ended prompts intentionally: Ask for 
options, tradeoffs, risks, and recommended 
approaches when you want guidance, not 
implementation

https://developers.openai.com/codex/prompting/


• Codex starts each run with limited project 
knowledge

• AGENTS.md makes your conventions and 
workflows load automatically

• Result: more consistent edits, fewer retries, 
safer changes

• Use /init to generate a starter AGENTS.md

Adding AGENTS.md helps make Codex smarter



Global (~/.codex/AGENTS.md)

• Codex uses only the first non-empty file at the 
home directory level

• Keep concise and use for personal defaults

Project (AGENTS.md)

• Starts at the project root (usually Git root) and 
walks down to the current working directory

• Concatenates files from the root down
• Files closer to current directory override earlier 

guidance for specific context and guidance

Directory (AGENTS.md)

How Codex discovers guidance
Discovery follows this precedence order



Common sections:

● Repo map: key directories, important modules
● How to run the project: install, build, test, lint
● Engineering guardrails: conventions, PR expectations, 

“do not” rules, security constraints
● How work gets verified: what “done” means and how 

to validate it

Tip: You can always ask Codex to do a retrospective and 
update the Agents.md for you to avoid future mistakes or 
get to an end result faster

What AGENTS.md typically includes
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Keep it brief and actionable

Commands, paths, rules, and pitfalls. Skip 
generic explanations. Most of OpenAI’s 
AGENTS.md files are less than 100 lines

Point to task-specific .md files

Reference supporting markdown (.md) files in 
main Agents.md for specific workflows and tasks:

- Plans.md for planning general large tasks
- Code_review.md for code review instructions
- Architecture.md for changes that require 

architecture modifications

AGENTS.md best practices

http://agents.md


Q&A



How Teams are 
Using Codex
Understand the art of the 
possible
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Weekly Active Users

Codex is deeply integrated with team workflows

Code Review
Auto and reactive code reviews to help 
accelerate the review process and prevent 
issues in production

Slack and Linear Mentions Codex SDK
Tag @Codex in a Slack channel or Linear 
issue and it will gather context, choose the 
right environment, and answer with a link 
to the completed task

Build your own integrations with the Codex 
SDK. Auto-fix CI failures or kick off root-cause 
analysis when an incident is declared
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What we’ve seen with OpenAI’s Engineers

● Some teams are entirely “hands off” - they 
prompt everything and have Codex write all 
code

● Codex reviews 100% of PRs internally

● Agents work proactively in the background

● Early versions of 5.3-Codex debugged its own 
training runs

https://cdn.openai.com/pdf/6a2631dc-783e-479b-b1a4-af0cfbd38630/how-openai-uses-codex.pdf
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10–15x 
Faster defect remediation

Cisco is transforming its 
engineering org with Codex

20% 
Reduction in 
build times

1,500 
Engineering hours 
saved per monthThe biggest gains came 

when we stopped thinking 
about Codex as a tool and 
started treating it as part 
of the team.”

Ryan Brady 
Principal Engineer

“

32
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Datadog ships more reliably 
with Codex Code Review

1,000+
DataDog engineers 
using Codex weekly

Codex changed my mind for what code review should 
be. It’s not about replicating our best human 
reviewers. It's about finding critical flaws and edge 
cases that humans struggle to see when reviewing 
changes in isolation.”

Brad Carter
Engineering Manager at Datadog

22% 
of past incidents had risks 
Codex flagged

“

33
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We don’t just care about generating code quickly. We 
care about shipping safely. Speed without safety is 
not success. Our role is not to check every line of 
code anymore. Our role is to define clearly what we 
want and establish how to verify it.

Yusuke Kaji
General Manager of AI at Rakuten

Rakuten fixes issues twice as fast 
with Codex

50% 
Reduction in Mean Time to 
Repair (MTTR) 

“
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Shipping Sora in 
28 days with Codex
● Lean team of 4 engineers

● 18-day to prototype  and 10 days to launch

● Codex wrote ~85% of the code, humans 
focused on architecture and review

● Parallel Codex workstreams: debug, 
refactor, tests, reliability

● 99.9% crash-free, 4.9/5, #1 on Google Play
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I’ll leave everyone with 3 next steps:

1) Use Codex in a real repo
2) Set up Agents.md
3) Give it real tasks

We have additional sessions 
scheduled to dive deeper!
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Codex 
Documentation 

developers.openai.com/codex

37

Codex 
Cookbooks

cookbook.openai.com/topic/codex

Codex 
Changelog

developers.openai.com/codex/changelog

Resources

https://developers.openai.com/codex
https://developers.openai.com/codex
https://cookbook.openai.com/topic/codex
https://cookbook.openai.com/topic/codex
https://developers.openai.com/codex/changelog/
https://developers.openai.com/codex/changelog/

