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PRsmith

A Chrome extension that summarises GitHub PRs in 30 seconds, drafts review
comments, and flags risky diffs. Freemium consumer-developer SaaS with team-tier
upsell — $9/month pro, ~1,500 paying devs by month 12.

Category Set 4 - 12-mo Cash
Customer Working software engineers (individual users primary; team plans secondary)
Monetisation Free tier (10 PRs/mo) - $9/mo Pro (unlimited + team features) - $99/seat/year team tier with

shared workspaces
Build effort Low

Plan version v1.0 — 2026-05

Executive Summary

PRsmith is a Chrome extension that lives in the GitHub PR review experience and saves engineers ~10-20
minutes per PR review by: producing a structured summary of what the PR changes in plain English,
auto-drafting reviewer comments where appropriate, flagging risky diff patterns (unsafe deletes,
security-sensitive changes, untested branches), and surfacing context (what tests exist, what the recent
commit history of touched files looks like). Targets the universal pain of code review at the level of individual
engineer convenience rather than enterprise compliance.

Distribution model: freemium with strong free tier (10 PRs/month, basic features), paid tier at $9/month for
unlimited use + team features (shared reviewer comment templates, team-wide settings, GitHub org
integration). Team tier at $99/seat/year for engineering teams wanting standardised PR-review workflow
across the org.

Year-1 target: 30,000 free users, 1,500 paying Pro users + 200 seats across team tier, generating $185k
annual revenue (~m 1.5 crore) against m 38 lakh costs. Cash-positive month 3. Founder + 1 engineer build.
The wedge against horizontal Al tools (Cursor, Copilot, etc.) is single-purpose focus on PR-review workflow
rather than full-editor integration; the wedge against GitHub's native Al features (Copilot-enabled PR
summaries) is workflow-specific depth and team-level customisation.
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The Problem

Code review is one of the most time-consuming and least-loved activities in modern software engineering.
The average working engineer spends 4-9 hours per week on PR review. The activity is essential (catching
bugs, knowledge sharing, code quality) but the per-PR cognitive overhead is significant — particularly for
non-trivial PRs that touch unfamiliar files. The reviewer must read the diff, understand the change context,
evaluate correctness, identify edge cases, decide whether to approve or request changes, often without
complete context.

Existing tools partially help. GitHub's own Al features (Copilot summaries) produce a basic auto-summary
but lack workflow integration, team-customisation, or risk-pattern detection. Cursor and similar Al-coding
tools focus on writing code, not reviewing it. Comprehensive code-quality platforms (SonarQube,
CodeClimate) integrate at Cl level and lack the inline-during-review experience that's actually useful to the
reviewer.

The gap: a focused, lightweight tool that sits in the GitHub PR-review interface and reduces the reviewer's
cognitive overhead per PR, customisable to team-specific review conventions. PRsmith is that gap.

The Solution

PRsmith is a Chrome extension that overlays the GitHub PR-review experience. On opening a PR, the
extension automatically: (1) Produces a plain-English summary at the top of the PR (‘This PR adds
rate-limiting to the /api/vl/users endpoint. Touches 4 files including auth.go which has had recent security
fixes. Adds 1 new test; 2 existing tests modified. Estimated review time: 12 minutes."). (2) Highlights risky diff
patterns inline: unsafe SQL changes, removed test coverage, changes to security-sensitive auth files, large
net-deletes without context, etc. (3) Auto-drafts reviewer comments where appropriate (suggested style of
feedback for common patterns, not the literal review text — the reviewer can accept/reject/modify).

On-demand actions: 'explain this function' (the Al explains the touched function in context), 'why was this
change made' (the Al infers intent from PR title + commits + linked issues), 'what tests cover this' (surfaces
the test files exercising the touched code), ‘recent commit history' (shows last 10 commits on touched files
for context).

Three structural differences from existing options define the wedge. First, inline-in-GitHub experience: the
value lands in the workflow context where the reviewer actually is, not as a separate dashboard. Second,
single-purpose focus: optimised for PR review rather than full-editor coding (Cursor / Copilot are good at
writing code; we're good at reviewing it). Third, team customisation: teams can configure shared comment
templates, review-checklist requirements, risk-pattern definitions specific to their codebase.

Free tier (10 PRs/month, public repos only, no team features) is generous enough that individual engineers
can use it casually. Pro tier ($9/month) is for engineers who do meaningful PR review volume. Team tier
($99/seatlyear, $50+ seats) is for engineering teams wanting standardised review workflow.
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Market Opportunity

Addressable users: ~28 million software developers globally who use GitHub regularly. Of these, an
estimated 12-16 million actively review pull requests in their work. Realistic paying-customer market: 1-3% of
active reviewers = 120k-480k paying users at $9-15/month average ARPU = $13-90M annual market.

Comparable freemium-to-paid developer tool conversions: Postman (free tier — $14-49/month paid), Linear
(free - $8-14/seat), Raycast (free - $8/month). PRsmith follows similar patterns; achievable LTV per
paying customer ~$160-280.

Adjacent expansion. Year 2: GitLab + Bitbucket support (similar workflow, smaller markets). Cursor / VS
Code IDE integration (PR review while still in editor). Team-tier expansion (multi-repo policy enforcement,
review-metrics dashboards). Year 3: enterprise tier with SSO + audit logs + custom integrations.

Target Customer

Primary persona: a 32-year-old senior software engineer at a 70-person startup who reviews 8-15 PRs per
week. Spends ~6 hours per week on PR review. Will install free version on personal initiative; convert to Pro
at $9/month when hitting 10-PR/month limit.

Secondary persona: a 38-year-old engineering manager at a 200-person company who reviews PRs across
4 teams and wants standardised review approach across teams. Will trial individual Pro tier first, then
advocate for team tier ($99/seat/year x 12 seats = $1,188/year) once value demonstrated.

Tertiary persona: a 26-year-old junior engineer at a 50-person startup who is learning the codebase and
uses PRsmith primarily for 'explain this function' and 'recent commit history' features to understand changes.
Will use free tier indefinitely; potential conversion as career progresses.
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Product

Chrome extension installation: standard Chrome Web Store install, GitHub OAuth for repo-access
authorization (read-only by default; write access only when user explicitly enables auto-comment-drafting).

PR summary generation: on PR page load, extension calls PRsmith backend with PR metadata + diff.
Backend produces structured summary using GPT-40-mini or Claude Haiku, returns within 4-12 seconds.

Risk-pattern detection: client-side + server-side rules engine detecting common risk patterns (unsafe SQL
changes, auth-file modifications, test-coverage reductions, large net-deletes, dependency changes). Inline
highlighting in the GitHub diff view.

On-demand actions: 'explain function' / 'why this change' / 'what tests cover this' / 'recent commits' — each
triggers a backend Al call producing focused response in 3-8 seconds.

Auto-draft reviewer comments: Al-suggested comments for common review feedback patterns (‘this could
leak goroutines if the channel is closed concurrently’, ‘consider extracting this into a helper’). Suggestions
appear in a sidebar; reviewer can accept, modify, or reject.

Team workspace (team tier): shared comment templates, team-customised risk patterns, shared review
checklists, review-metrics dashboard (cycle time, review quality, etc.).

Settings: per-user preferences, per-repo overrides (some repos are research-y where PRsmith's caution is
unwanted), team-admin settings for team tier.

Technical Architecture

Chrome extension: TypeScript + React (manifest v3 with appropriate permissions for GitHub.com), built with
webpack or vite. Communicates with PRsmith backend for Al calls.

Backend: Python FastAPI on Hetzner cloud. Postgres on Neon. Redis for caching PR-summary responses
(same PR re-opened doesn't trigger re-computation).

Al layer: GPT-40-mini for PR summary + on-demand actions (~$0.04 per PR summary, ~$0.02 per
on-demand call). Claude Haiku as alternate provider.

GitHub API: standard OAuth flow for repo access; webhooks for proactive notifications (Pro tier feature).

Risk-pattern engine: hybrid rule-based (Python rules engine for common patterns) + Al-augmented (LLM for
context-sensitive pattern recognition).

Payments: Stripe for monthly + annual + team subscriptions.

Compliance: SOC2 from year 1 for enterprise team-tier customers, no model-training on customer code,
careful data-handling policies.
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Business Model & Unit Economics

Three tiers. Free: 10 PRs/month, public-repo only, basic summary + risk highlighting (no team features, no
on-demand actions beyond 'explain function’). Pro ($9/month or $89/year): unlimited PRs (public + private
repos), full feature set including on-demand actions + auto-draft comments. Team ($99/seat/year, minimum
5 seats): everything in Pro + shared workspace + team-customised settings + admin dashboard + SSO.

Conversion economics: free - Pro conversion 5% within 90 days of install (high because the 10-PR limit
triggers consideration). Distribution: 75% Pro, 25% Team-equivalent (team-tier customers are larger
commitments but fewer accounts). Monthly churn target under 4% on Pro (consumer-developer SaaS
typical); under 2% on Team.

Gross margin: 84% blended. Major cost: Al inference (~$1.20/Pro-user/month at average usage), Chrome
Web Store / infrastructure (~$0.40/user/month).

Customer LTV: Pro $108 x 18 months = $194; Team $99/seat x 28 months = $231/seat. CAC target: $40
(organic-heavy acquisition). LTV/CAC: 4-6.

Unit Economics (Year-1 base case)

Year-1 free users (target) 30,000

Year-1 paying Pro users 1,500

Year-1 paying Team seats 200

Year-1 revenue $185,000 (~m 1.5 crore)

Gross margin 84%

Customer acquisition cost (CAC) $40

Payback period 4.4 months (Pro); faster for Team
Year-1 all-in costs ~m 38 lakh

Year-1 net contribution ~m1.1 crore

Go-to-Market

Channel 1 — Developer-community organic (45%): Show HN launch, Reddit (r/programming, r/iwebdev,
r/golang, r/rust), Twitter/X engineering community, GitHub README badge (‘Reviewed with PRsmith"). Word
of mouth is the dominant growth channel for developer tools.

Channel 2 — Content marketing (25%): substantive engineering content (PR-review best practices,
code-review checklists for common patterns, post-mortem analyses of bugs that better PR review would
have caught). Demonstrates expertise; drives developer-audience inbound.

Channel 3 — Engineering-team outreach (Team tier, 20%): targeted outreach to engineering managers at
100-500-person companies for team-tier sales.

Channel 4 — Conference + meetup (10%): GitHub Universe, KubeCon, language-specific conferences —

presence + sponsorship where the audience clusters.

Roadmap (first 12 months)

¢ Month 1-2: MVP — Chrome extension with PR summary + basic risk highlighting + 'explain function' +
free tier (10 PRs/month) + Pro paywall. Launch via Show HN.

¢ Month 3-4: 6,000 free installs, 250 paying Pro users, m 2 lakh MRR, on-demand actions feature-complete.
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Month 5-7: Team tier launched with shared workspace + admin features, 15,000 free installs, 700 paying
Pro + 60 Team seats.

Month 8-10: GitLab support added, custom team risk-pattern editor, 24,000 free installs, 1,150 paying Pro
+ 140 Team seats.

Month 11-12: 30,000 free installs, 1,500 paying Pro + 200 Team seats, m 1.5 crore annualised revenue.

Key Risks

GitHub building competitive native Al features (Copilot already has PR summaries) — partial threat.
Mitigated by depth of workflow integration (we're focused on this surface; they have many priorities),
team-tier customisation that GitHub does not offer, focused user experience.

Cursor or other Al coding tools expanding into PR review — possible. Mitigated by focus on the reviewer
(not the writer) workflow which is a different user mode, and by being available wherever GitHub is (not
requiring users to switch IDE).

Chrome Web Store policy changes affecting extension distribution — Chrome has been mostly stable for
productivity extensions but has constrained ad-tech extensions. Low risk for PRsmith's use case.

Al inference cost spike (OpenAl/Anthropic price increase) — mitigated by multi-provider abstraction and
by ability to use smaller models for the simpler tasks (PR summary is well within smaller-model
capability).

Free-tier abuse: users creating multiple GitHub accounts to bypass 10-PR limit — mitigated by GitHub
OAuth + reasonable enforcement; some abuse acceptable.
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