WORK THAT SHIPS

—— FIELD GUIDE - AGENTIC ENGINEERING

Theworkspace
S the product. -

FILES

MEMORY
Models are rented. Harnesses are swappable. What
compounds is the place they work in: its instructions, memory, —
procedures, structure, and the colleagues beside them.
" WORKSPACE
® SEVEN ACTS - ABOUT FORTY-FIVE MIMNUTES - PRESS - TO BEGIN, 6 FOR THE GUIDE CeTlLs

AGENTS
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Title

HOW TO READ THIS GUIDE : , : :
Local paths and workspace measurements are dated 2. Read its local instructions before proposing a change.

Narration mode follows the deck. Each scene has a

author-workspace examples, not files shipped in this _ . . 3. Keep a path and command receipt for every factual
, short explanation, the steps to build that piece yourself, .
package. See resources.md for public tools and setup. . claim.
a prompt you can paste into Claude Code or Codex, the
This deck argues one thing: the quality of agent skills that do the work, and references. Paragraphs PROMPT
work is mostly decided outside the model. It is marked with a beat light up as the diagram advances.
decided bv the workspace the agent runs in: ) ) Read this repository's AGENTS.md or CLAUDE.md,
y P 9 . Start here. This opening scene names the through- th ) £ uhat .
9 0 0 . . X en give me a one-screen map or wnat an agen
what it can read, what it can run, what it must line: a workspace is the durable operating context _ _
. . ) can read, run, change and leave behind. Cite
not do, and what it leaves behind for the next around a model, not a replacement for judgment or . ,
. . every 1tem by path. Do not change files or run
session. verification. .
destructive commands.
WHAT TO SAY 1.Use - tostep, G totoggle this guide, L forthe
scene ledger. SKILLS
Open. Everyone here has watched a strong model do . . ) , :
: J _ . 2. Every prompt has a copy button. They assume a git e checkit skills/research/checkit, verify sources
weak work because it started cold: no context, no .
. . repository you are allowed to change. before they count
rules, no memory of yesterday. This talk is about the . . . .
thing around the model. 3. Paths like AGENTS.md are relative to the root of a » dogfood skl'L'LS/gover‘na.nce/dogfood, exercise a
workspace repository built this way. Skill paths such change and keep a receipt
Untesls: modsls get suepee eueny fen meniis ene as skills/knowledge/kg are relative to the skills
i i . . . REFERENCES
NETNESEES OED GRMETEINE, VNS WeEpass s e repository (cloned at skills/ in this workspace).
one asset that compounds, so design it as a product. » Effective context engineering for Al agents
SET IT UP (Anthropic)

1. Start in a repository you are allowed to inspect. o Claude Code best practices (Anthropic)


https://www.anthropic.com/research/effective-context-engineering-for-ai-agents
https://code.claude.com/docs/en/best-practices

—— THE THESIS

Give the agent a
filesystem and a shell 1 Do

D research/entities/

/.r"
A model guesses when it can't look. A workspace lets it 100k, (] skitts/
run, and write down what it found. . ‘
o D docs/conversations/
Chat only : Filesystem + shell R < D .control/policy.yaml

e written. back

question —_

Explicit. Every input is a file you can open, diff and cite.
Open. Bash runs whatever the harness allows: search, tests, scripts. - A

Durable. What it learns is written back, so the next run starts ahead. bash

Structure and philosophy decide how it works there. That is harness "
engineering.

$ cat AGE
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Give the agent a filesystem and a shell

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

A language model fills gaps with plausible text.
Give it a filesystem and a shell and most gaps
become lookups: it can open the file, run the
test, grep the history, and write down what it
found.

WHAT TO SAY

Chat only: the agent answers from weights and the
prompt. Claims it can't check drift off and dissolve:
that's what hallucination looks like from the outside.

Filesystem + shell: the same agent reads files, runs
commands, and writes notes back. Answers leave
with citations. Most of the rest of the talk is about how
to structure that filesystem so the agent's context gets
better every session.

WHAT YOU'RE SEEING

Givémthe agenta
filesystem and a shell

A model guesses when it can't look. A workspace lets it look,
run, and write down what it found.

ts, scripts.
,,,,,,

Structure and philosephy decide how it works there, That is harness
engineering.

BEAT 1 OF 2
Chat only. Questions go in, answers come out. Some
answers wander off the line and dissolve: claims
nothing could check.

Give the aoaflian R
filesystem and a shell

A model guesses when it can't look. A workspace lets it ook,
run, and write down what it found

Structure and philosophy decide how it works there. That is harness
engineering.

BEAT 2 OF 2

Filesystem and shell. The same agent reads from a
workspace tree, runs commands in a terminal and
writes a note back (gold). Answers leave with
citations.

SET IT UP

1. Run the agent inside a repository, not in a chat

window: Claude Code, Codex CLI or any harness with
file and shell tools.

2. Put the context it needs in files it can find: an

AGENTS.md at the root, docs next to the code they
describe.

3. Allow read-only commands broadly (rg, git log,

tests) and gate destructive ones (see “Hooks turn



recall into a reflex"). PROMPT SKILLS

4. Ask for citations: laim should the fi o checkit skills/research/checkit, verify sources
- ASKTOr citations: every claim should name the Tile or Before answering, look. Search this repository
before they count

command output it came from. with rg for the terms in my question, open the

: e dogfood skill dogfood, exercise the
files that matter, and run any command that 9 S LR/ AR

would confirm the answer. Cite each claim as change and keep a receipt

path:1line or as the command you ran. If REFERENCES

something cannot be checked, say so instead of

e ripgrep
guessing. Write anything worth keeping to
notes/FINDINGS. md e Claude Code best practices


https://github.com/BurntSushi/ripgrep
https://code.claude.com/docs/en/best-practices

—— THE OPERATING MODEL

Seven guestions. One system,

Each layer answers one question an agent asks before it can do useful work.

01

Workspaces

Where does it live?
Primer, policy, record
and sandbox.

02

Context

What reaches the
window, and how
hooks make recall a
reflex.

83

Second brain

How the graph is
structured, read and
grown.

04

Skills

How we do this kind
of work, loaded on
demand.

05

Structure

Which bytes it may
touch, and where
they go.

06

Fleets

Who else is here, and
who checks whom.

07

Leadership

What all of this asks
of people.
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Agenda

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Seven parts, each answering one question an
agent implicitly asks before it can do useful
work.

WHAT TO SAY

Seven questions, in order: where does the agent live,
what reaches its context, what does it know, how
does it work here, what may it touch, who else is here,
and what does this ask of us.

Each act answers one. The thread running through the
tiles is the point: they are one system, not seven tools.

The map. The tiles are a reading order: establish the
place, compose context, make knowledge readable,
package procedures, isolate work, govern the fleet,

then decide where human attention belongs.

1. Workspaces: where does the agent live?

2. Context: what reaches its window, and when?

w

. Second brain: what does the place know, and how is
it read and grown?

Skills: how is this kind of work done here?

4.

5. Structure: which bytes may it touch?

6. Fleets: who else is working, and who checks whom?
7.

Leadership: what does this ask of people?

The thread under the tiles is the argument: these are
one system. A skill without the graph is guesswork; a
graph without hooks is never read; a fleet without
structure overwrites itself.

SET IT UP

1. Choose one small repository and one bounded task.

2. Map its instructions, active records, skills and checks

before adding automation.

3. Improve one layer at a time and keep the evidence
with the change.

PROMPT

Assess this repository against seven layers:
workspace, context, knowledge, skills,
structure, fleet and leadership. For each
layer, cite the evidence you found, name one
missing or weak mechanism, and recommend the

smallest safe next step. Do not edit files.

SKILLS

e checkit skills/research/checkit, establish evidence
before recommendations

e audit-harness-usage skills/tooling/audit-harness-
usage, measure token use and cost across harness
traces

REFERENCES

e AGENTS.md, workspace routes and constraints

e docs/references/agent-operating-protocols.md, the

operating primitives



see [ workspace/

2 [ ) AGENTS.md

il

ACT I

------- -lv!-'.',."--:..."_-'.,..l-'{'l!;il T i'_-EIJ]_t__f‘U-L,."'

Where does the agent live?

2 1tems
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Act | - Workspaces

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Act | establishes the place itself: what persists,
which layers agents read, what stays
swappable, and where data and records
belong.

WHAT TO SAY

A fine vine grows through a workspace window: the
workspace as a living thing. Its real files settle where
the branches end, and a cursor visits each one.

Act | covers a folder versus a workspace, six
workspace layers, the sandbox-harness-wire split,
filesystem medallion layers and an architecture-only
review-system example. Read next: A folder is not a
workspace.

ACT SCENES

1. A folder is not a workspace

2. Six layers an agent reads before it writes
3. Sandbox, harness, wire

4. Medallion layers in the filesystem

5. Worked example: a review system

READ NEXT

Continue to A folder is not a workspace to distinguish a
task directory from a place that retains governed
context.
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A folder Is not a workspace.

The difference is what survives the session.

Agent workspace | Agentic workspace

A working directory and a toolset for one agent on one
task.

® AGENTIC WORKSPACE

A governed place that many agents work through.

Instructions, policy, memory, skills and a record outlive every
session, so each run leaves the place a little smarter.

RECORD -

MEMORY

SKILLS

SESSIONS

POLICY

PRIMER

026

-

RETAINED

026
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A folder is not a workspace

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

An agent workspace is a folder and a toolset for
one agent on one task. An agentic workspace is
a governed place many agents work through,
where instructions, policy, memory, skills and a
record outlive every session.

WHAT TO SAY

Left state: one agent, one folder. Watch the counter:
sessions go up, retained knowledge stays at zero.
Every run re-derives the same context.

Right state (=): the same agents now dock into rings:
primer, policy, skills, memory, record. Each session
drops something into memory before it leaves. That
accumulation is the whole game.

WHAT YOU'RE SEEING

A foutder is not a workspace.,

The difference is what survives the session,

Agent workspace Agentic workspacs

A working directory and a toolset for ene agent on one

task. . E_\. 2
Useful. But context evaporates when the session ends, and the - V-
next agent starts cold.
project/

600 RETATHED 008

BEAT 1 OF 2
Agent workspace. One agent docks at a folder, builds
context, and loses it when the session ends. The
retained counter stays at zero.

A fo[der is not a workspace.

' ) AT
The difference is what survives the session. d

Agent workspace Agentic workspace

d place that many agents work through,

Instructions, policy, memary, skills and a recard outlive every
ach run leaves t

ous 826 RETALNED 026

BEAT 2 OF 2

Agentic workspace. Agents dock into rings (primer,
policy, skills, memory, record). Each leaves a deposit
in memory and a tick in the record. Retained grows

with sessions.

SET IT UP

1. Make one repository the place: it holds instructions,
policy, knowledge, skills and the session record.

2. Decide what every session must leave behind: a
session log, a decision, a note with sources.

3. Make leaving it automatic (a Stop hook, “Hooks turn
recall into a reflex”), not a matter of remembering.



PROTPT SKILLS e docs/conversations/Conversations.md, session record

* handoff skills/orchestration/handoff, write a useful index

Turn this repository into an agentic workspace. .
P y g P session handoff

Propose (do not write yet) the minimum layout:

: ) : e dogfood skill dogfood, exercise a
an AGENTS.md primer, a policy file for hard 9 Sielblsy/apyernEnoR) dogiiad,

gates, a folder for knowledge entries with ENEINgD Elne] KEEP & MEEel!

front matter, a skills folder, and a REFERENCES

docs/conversations folder for session records. .
e AGENTS.md, workspace primer

For each, give its path, its one job, and what

writes to it. Keep it to one screen.
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SIX layers an agent
reads before it writes.

® LAYER B1

Primer

AGENTS.md = CLAUDE.md

Philosophy, routes and hard boundaries. One file, byte-identical

copies for every harness.

ruLE Route, don't dump. Point to protocols instead of inlining them.

READ ORDER {

81

B2

B3

04

85

06

Primer

Policy

SIS

Knowledge

Record

\Work

AGENTS.md = CLAUDE.md

.control/policy.yaml

skills/<category=>/<name>/

research/entities/ - knowledge-index.md

docs/conversations/ - .control/initiatives/

repos - worktrees - sandboxes

L HLIVYd. 3LIUM
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Anatomy of a workspace

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Six layers, read top-down before the agent
writes anything, written bottom-up as work
happens.

WHAT TO SAY

Read top-down, write bottom-up. The primer routes; it
does not dump everything into context. Policy is data
that hooks and CI enforce. Skills and knowledge load
on demand. The record says what is in flight right
now. Only the bottom layer is where bytes actually
change.

Hover a plate. The rule under each is the one-line
discipline that keeps that layer honest.

Six layers an agent
reads before it writes.

= Primer

Primer
AGENTS.mel = CLAUDE.md

BEAT 1 OF 2
Read path. The first three layers constrain and route
the work before tools run: primer, policy and on-
demand procedures.

Six layers an agent « Py
reads before it writes.

22 Policy

s Skills

Primer
AGENTS.nmd = CLAUDE,md

s Knowledge

«s  Record

s \Work

BEAT 2 OF 2

Write path. Knowledge, the work record and the
product surface collect evidence after the agent has
acted.

THE LAYERS

1. Primer AGENTS.md = CLAUDE.md: philosophy, hard

boundaries and read routes. Route to protocols
instead of inlining them, so it stays short enough to
be read every time.

. Policy .control/policy.yaml: gates as data that hooks

and CIl enforce.

. Skills skills/<category>/<name>/SKILL.md in the skills

repository: procedures loaded on demand.

. Knowledge research/entities/ plus a compiled

docs/knowledge-index.md.

. Record docs/conversations/ and

.control/initiatives/: what happened and what is in
flight.

. Work: product repositories, worktrees and

sandboxes, where bytes change.

SET IT UP

1. Keep AGENTS.md canonical and copy it to CLAUDE.md (cp

AGENTS.md CLAUDE.md), SO every harness reads the



same primer. PROMPT SKILLS

e role-x skills/orchestration/role-x, route work to the

2. Write the primer as a routing table: "when X, read Y". Draft AGENTS.md for this repository as a .
e e ) right local context
Measure it: if it is longer than a screen or two, move routing primer, under 380 lines. Sections:
- . ° C | i
detail into the routed files. ohilosophy (4 rules), non-negotiable kg skills/knowledge/kg, load graph context by topic
boundaries, a "when / read" table pointing at S EREREME RS

real files in this repo, and completion checks .
1Res AN This Tep bretd « AGENTS.md convention

e Claude Code memory (CLAUDE.md)

(the exact commands to run before calling work
done). Link to protocols; do not inline them.
Then show me the table of files it routes to

and whether each exists.


https://agents.md/
https://code.claude.com/docs/en/memory

—— I + WORKSPACES

Sandbox. harness, wire.

Three layers, three different answers. Buy the box, swap the brain, and Claude Code Codex GeminiCLI | Your own
don't bet on the wire yet. i

UNSOLVED (FWAﬁ) (}U{)

Wire Harness Sandbox
phune s UESHTDD » ghat the agen‘t 'LDDI:ZI microvM - persistent volume
microVM

exec - files - tools

i

[ /workspace (volume) ]
ACP: stdio-first - remote transport in draft

your own loop i
; |

MCP SERVER + CLI the integration point never moves when the harness does
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Sandbox, harness. wire

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

An agent runtime splits into three layers with
three different build-or-buy answers.

WHAT TO SAY

Sandbox: isolated microVMs with a persistent volume
are a commodity now. Buy them.

Harness: the agent loop. Click through the harnesses:
the integration rail underneath (an MCP server plus a
CLI) never moves. If you integrate through one
harness's internals, you've married it.

Wire: how a human on a phone or a desktop talks to a
remote agent. The agent-client protocol (ACP) is
stdio-first; its remote transport is still a draft. Keep
that layer thin and replaceable.

e Sandbox: an isolated VM with a persistent volume.
Buy it.

e Harness: the agent loop (Claude Code, Codex,
Gemini CLI, your own). Keep it swappable.

e Wire: how a person on a phone or desktop reaches a

remote agent. The agent-client protocol (ACP) is
stdio-first; its remote transport is still a draft. Keep it
thin.

WHAT YOU'RE SEEING

Sandbox, harness, wire.

Three layers, three different answers. Buy the box, swap the brain, and Clauga Code Codex Gemini CLI Your owm
don't bet on the wire yet.

Wire Harness Sandbox

©

Claude Code

BEAT 1 OF 4

Claude Code. One harness around the same
filesystem, tools and integration rail.

Sandbox, harness, wire,

Three layers, three different answers. Buy the box, swap the brain, and Claude Code Codex Gemini CL| Your own
don't bet on the wire yet.

Wire Harness Sandbox

Codex

BEAT 2 OF 4

Codex. A second harness proves why the integration
should not depend on one product's internals.

LLLLLLLLLL

Three layers, three different answers. Buy the box, swap the brain, and Claude Code  Codex | GemmiCLl | Yourown
don't bet on the wire yet.

Wire Harness Sandbaox

g i 'r'

BEAT 3 OF 4



Gemini CLI. A third harness uses the same stable
surfaces: files, a CLI and MCP.

Sandbox, harness, wire.

Three layers, three different answers. Buy the box, swap the brain, and Claude Code  Codex Gemini €Ll | Yourown
don't bet on the wire yet.

Wire Harness Sandbox

@

BEAT 4 OF 4

Your own. The loop can change without replacing the
sandbox or the wire.

SET IT UP

1. Expose your system through an MCP server (for
remote, authenticated access) and a CLI (for local,
scriptable access). Every harness can call both.

2. Do not build on one harness's internal APIs. A mod or
plugin that only one harness runs ties you to it.

3. Pick a sandbox with snapshots and a persistent
volume, and treat its disk as the agent's working
memory.

PROMPT

List every place this project integrates with a
specific agent harness (config files, plugins,
hooks, SDK calls). For each, say whether the
same capability could live behind an MCP server
or a CLI that any harness can call, and what

moving it would take. Do not change anything.

SKILLS

harness-engineering-playbook
skills/governance/harness-engineering-playbook,

evaluate harness boundaries

REFERENCES

Agent Client Protocol: transports
Model Context Protocol
Vercel Sandbox

E2B

Entity: research/entities/concept/agent-harness-

three-layer-split.md


https://agentclientprotocol.com/protocol/v2/transports.md
https://modelcontextprotocol.io/introduction
https://vercel.com/docs/sandbox
https://docs.e2b.dev/
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Medallion layers live In
the filesystem

Each workspace keeps its own bronze, silver and gold as plain
folders. A shared ledger records what was decided.

One workspace ? Many workspaces

bronze/ Inputs as received. Append-only, hashed, never edited.
silver/ Typed and validated. Every value cites its bronze source.

gold/ Decisions and definitions the organization trusts.

Files are the agent's working memory. The ledger is the
organization's.

workspace 1

bronze/f

 —

silver/

==

gold/

H

LEDGER - s?stum of record

‘.

workspace 2 workspace 3

L i

bronze/ bronze/
FIEiT

W

i
activities - approvals -!éuld definitions

L

0-0-0-0-0-0-0-0-0-0-0-0-0-0-0-0-00-00 08
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Medallion layers In the filesystem

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Agents are best at files: grep, diff, read, write.
So the data layers live as folders inside each
workspace's filesystem, and only the record
leaves.

WHAT TO SAY

The agent works in files because files are what agents
are best at: grep, diff, read, write. So the medallion
layers live inside the workspace's own filesystem, in
its sandbox, next to its own ontology.

What leaves the sandbox is the record: activities,
approvals and gold definitions go to one shared
ledger. Toggle to many workspaces: each is sovereign
over its files, and all of them write to the same system
of record.

WHAT YOU'RE SEEING

Medé[lion layers live in
the filesystem.

Meda”.lon [ayers I'lve In AMMERCE Ount eeRan Each workspace keeps its own bronze, silver and gold as plain - i .
the fl lesystem - folders, A shared ledger records what was decided ‘:| | _| |:|
Each workspace keeps its own bronze, silver a_nd gold as plain . : I
folders. A shared ledger records what was decided. B | Unew“mce— A — D D D
- it - - i
Ry == i LT L e i . -
gold/ Decisions and definitions th b
gold/ Decisions and definitions the org D.—g;;;:;;:-a:m's s T TR 1
BEAT 2 OF 2
BEAT 1 OF 2 Many workspaces. Each sandbox keeps its own
One workspace. Inputs land in bronze/ untouched. medallion folders and ontology. All of them write to
The agent produces typed, cited records in silver/. one shared ledger, the system of record.

Decisions and definitions land in gold/, and each one
SET IT UP
appends a block to the ledger.

1. Make bronze/ append-only and hash every input on
arrival.

2. Require every silver/ value to cite its bronze source
(file, page, span).

3. Write to the ledger from code, not from the model:
activities, approvals, gold definitions.



PROMPT KILL .
0 S S e research/entities/concept/agent-harness-three-

e checkit skills/r‘esear‘ch/checkit, preserve source layer—sp'Lit .md, the runtime boundary

Design a medallion layout for this workspace's . ) .
? v . evidence during intake

data as folders: bronze/ (inputs as received,

. e Cross-review skills/governance/cross-review, review
append-only, sha256 recorded), silver/ (typed /9 /

. |
records, each with a citation back to bronze), U2 (R ERIY @RElEln e SpE e Ll

gold/ (decisions and definitions). Specify the REFERENCES

ledger table that records activities, approvals .
e docs/references/workspace-context.md, privacy and

and gold definitions, and which component .
storage boundaries

writes each row. Output a tree and a table

schema.
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A review system,

puilt on the pattern.

v N
Sandbox Readers Judges Ledger

® BEAT B4 - LEDGER

The ledger is the system of record

Activities, approvals and gold definitions go to one
shared Postgres ledger outside every sandbox. Files
are the working memory; the ledger is what the
organization trusts.

SANDBOX - one per case

LEDGER -

reader subagents

£p

(>

//

Postgres : system of record

code verifies + judges

V4
o
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Worked example: a review system on the pattern

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

An architecture pattern from a real review
system, with the domain removed: one sandbox
per case, readers that only extract, code that
decides, a ledger that remembers.

WHAT TO SAY

Architecture only, no domain specifics. One sandbox
per case with the medallion layers as folders. The
harness agent runs the review skill: the skill is the
workflow. One reader subagent per document turns
untrusted text into typed claims with quotes. Code
verifies every quote and judges; a claim that can't be
verified stays claimed and can only push the outcome
toward manual review.

The shared Postgres ledger, outside the sandbox,
records activities, approvals and gold definitions for
every workspace. Step through the four beats.

WHAT YOU'RE SEEING

Areview system,
built on the pattern. e
- &
One saﬁa.bm‘;vx per case [ [ [
A RIS & TR =TT
— &

BEAT 1 OF 4
Sandbox. One microVM per case with a persistent
volume. The medallion folders live inside it. The agent
may write only scratch, notes and proposals.

A review system,

- OF
2 C.
—
o
=
: i
=y
D
i O
Q
=
@®
=
)
{.‘

Sandbox | Readers | Judges  Ledger

Subagents read; the skillis the
workflow ~ 8-

BEAT 2 OF 4
Readers. The harness agent runs the review skill (the

skill is the workflow) and launches one reader
subagent per document. Each returns typed claims

with verbatim quotes and locations.



A review system,
built on the pattern.

Judges Ledger

Sandbox Reader

Code verifies, code judges
Every quote Is checked against the source. A claim that
im and can only push the

BEAT 3 OF 4

raw document text.

A review system,
built on the pattern.

Sendbox  Readers  Judges | Ledger

The ledger is the system of record
Activities, approvals and gold definitions go to one
shared Postgres ledger outside every sandbox. Files
are the working memaory; the ledger is what the
organization trusts.

LEDSER : Pastgres - system of recar

BEAT 4 OF 4

@

5
4

o v gt
@
/

=

Judges. Code checks every quote against its source.
An unverifiable claim stays a claim and can only push
the outcome toward manual review. No decider sees

)

Ledger. Activities, approvals and gold definitions go to
one shared Postgres ledger outside every sandbox.

WHY IT HOLDS

Untrusted text never reaches the component that
decides. The model's job is reading; the code's job is
judging; the ledger's job is remembering. Each boundary
can be tested on its own.

SET IT UP
1. Give each case an isolated working directory and

read-only input mount.

2. Make extraction output typed claims with source
locations.

3. Verify claims with deterministic code before rules or
approval use them.

4. Append activities and approvals outside the case
workspace.

PROMPT

Write a review skill for documents in bronze/.
For each document, launch one reader subagent
with read-only tools. It returns claims as
JSON: {field, value, quote, page, bbox}. Then
run a deterministic verifier that checks each
quote occurs verbatim in the source; unverified
claims keep status "claimed". Only verified
claims reach the rules. Record every step in
the ledger. Show the skill file and the

verifier's tests.

SKILLS

o skillify skills/tooling/skillify, turn a proven
procedure into a tested skill

e Cross-review skills/governance/cross-review, a
different model reviews the verifier

REFERENCES

e research/entities/concept/agent-harness-three-

layer-split.md, the architecture boundary

e docs/references/workspace-context.md, privacy and
workspace limits
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Act || - Context

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Act Il explains what reaches the model window,
how to make recall automatic, and when to use
files, graph links, vectors or live tools.

WHAT TO SAY

A black hole drawn in text: everything the model
knows is what falls into the window this turn.

Act Il covers context composition, hooks that make
recall automatic and a retrieval ladder from files to live
systems. Read next: How an agent's context is built.

ACT SCENES
1. How an agent's context is built
2. Hooks turn recall into a reflex

3. Files first. Vectors when words diverge.

READ NEXT

Continue to How an agent's context is built to identify
the always-on layers before adding more context.



— II - CONTEXT

HOW an agent's context
S built

Everything the model knows this turn is what reached the
window. The workspace decides what reaches it.

. /’r r—
Bare session | Workspace session

~ Hover any layer of the window. Each one has a source on disk, a
moment it loads, and a budget.

Less guessing is the product of more grounded layers, not of a
bigger model.

Harness system prom pt
built into the harness

Primer
CLAUDE.md = AGENTS.md

Memory index

MEMORY.md - one file per fact

SessionStart hooks
board facts - freshness -

Skill descriptions

metrics

one line per installed skill

Your message
what you typed

Intake hook
lens - graph constraints -

Tool results
files read + bash output

Conversation
prior turns

entities

CONTEXT WINDOW

guessing |-

'l |

every turn

session start

session start

session start

session start

each turn

gach prompt

while working

grows each turn

more grounded layers, less guessing

proportions illustrative, not measured
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How an agent's context Is built

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

The model knows only what reached its context
window this turn. A workspace decides what
reaches it, from where, and when.

WHAT TO SAY

Bare: the harness system prompt and your message.
Everything else the model needs, it fills in. That
hatched block is guessing.

Workspace: the primer loads at boot, the memory
index, hook injections at session start and on every
prompt, skill descriptions, then whatever the agent
reads and runs. The unknown shrinks. Hover the
layers: each names where it comes from.

WHAT YOU'RE SEEING

How an agent's context s
is built.

Everything the model knows this turn is what reached the
window. The workspace decides what reaches it.

Haover any layer of the window. Each ane has a source on disk, a
mament [t leads, and a budget Your messa ge

Less guessing is the product of more grounded |ayers, not of a \
bigger model. Intake hook

BEAT 1 OF 2

Bare session. The harness system prompt and your
message. Everything else is filled in by the model: the
hatched block.

How an agent's context  sremnsm
is built. e

Everything the model knows this turn is what reached the
window. The workspace decides what reaches it.

Bare session Workspace sassion Sessions_tarl haoks

3 [ -
Hover any layer of the window. Each one has a source on disk, a -
= A

moment It loads, andabudget. ~ Yourmessa g

Less guessing is the product of more grounded layers, not of a
bigger model. Intake hook

BEAT 2 OF 2

Workspace session. Layers arrive from disk: the
primer at boot, the memory index, SessionStart hook
output, one line per installed skill, the intake hook on
every prompt, then tool results as the agent reads files
and runs commands. The proportions are illustrative.

THE LAYERS AND THEIR SOURCES

e Primer: CLAUDE.md / AGENTS.md, loaded at session start.

e Memory index: one line per fact file (in Claude Code,

~/.claude/projects/<project>/memory/MEMORY.md),
facts loaded on demand.

» Hook output: text a hook prints is added to context

(SessionStart, UserPromptSubmit).



SKILLS

o Skill descriptions: each skill's front matter only fires on a matching prompt.
description is present up to a listing budget (past t, 3. Measure: count tokens in the always-on layers and > elomd ehallls/erehisstnaiiomn/ete=, [0kl e
skills show as bare names): bodies load when keep a ceiling. specific context on intake
triggered. » kg skills/knowledge/kg, load graph evidence on
e Tool results: what the agent reads and runs. Usually PROTIET demand
the largest layer, and the one you shape with good . . .
i Inventory what loads 1nto your context 1n this REFERENCES
iles. . :
workspace before I type anything: the primer « Effective context engineering for Al agents
files, memory index, hook output, skill
SET IT UP Y P o Claude Code memory

. . descriptions. For each, give the path, an
1. Budget the always-on layers. Primer, memory index . ! >
. — . approximate token count, and whether it must be
and skill descriptions are paid on every turn.
always-on. Propose cuts that move conditional

2. Move anything conditional into something that loads
on demand: a routed doc, a skill body, a hook that

material into on-demand files. Change nothing

yet.


https://www.anthropic.com/research/effective-context-engineering-for-ai-agents
https://code.claude.com/docs/en/memory

—— II - CONTEXT

Hooks turn recall into a reflex

A

® HOOK B85 OF B5

Stop

BRI

DGE - PROVENANCE

When the session stops, the bridge writes it to
docs/conversations and provenance is stamped, so the next

session can search what this one did.

docs/conversations/session-2026-10-26-...md

PRIMER
Asks for it

b

SKILL
Knows how

b

HOOK
Runs every time

Primer
CLAUDE.md

Primer

s5es5s5ion

agent context

Memory Graph Policy Bridge

MEMORY . md researchf/entities/ .contrel/policy.yaml docs/conversations/

| 7

-

I )

>
|
'_‘n‘ '
SessionStart UserPromptSubmit PreToolUse Stop

injected before the model decides anything
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Hooks turn recall into a reflex

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Three levers put knowledge in front of the
agent, in increasing order of force. The primer
asks. A skill knows how. A hook runs every
time, without the model deciding.

WHAT TO SAY

Three levers, increasing in force. CLAUDE.md and
AGENTS.md ask the agent to load the graph: that is

how. Hooks execute every time, without the model
deciding.

Walk the session left to right. Real output from this
workspace: the intake hook injects the matched lens,

entities into every prompt. The Stop hook writes the
session to the bridge so the next one can find it.

reasoning-enforced, so it gets skipped. Skills package

the knowledge-graph constraints and the auto-loaded

THE STATIONS

Hboks turn recall into a reflex.

Primer

RINER L oK
Asks for it Knows hew Runs every time

BEAT 1 OF 5
Primer. CLAUDE.md routes: "What do we know? - kg
skill > /kg load <topic> --terms <synonyms>". It is
reasoning-enforced: the model may skip it.

Hboks turn recall into a reflex.

Primer Memory Graph Policy Bridge

SessionStart

Asks for it Knows hew Runs every time

BEAT 2 OF 5

SessionStart. Five workspace hooks run before the
first prompt: skill freshness, git identity, auth preflight,
lens coverage and skill sync. Plugin and user-level
hooks add more; the bstack plugin's hook injects the
board facts and the self-improvement metric.




PreToolUse. Before Bash, Write and Edit, a control PROTPT

gate checks .control/policy.yaml, a regression gate

Hooks turn recall into a reflex. Add a UserPromptSubmit hook to

R (i poiey " (s and a file-write safety check run. In Claude Code, a _ _ _
e -t o “ i i ) . ) .claude/settings.json that runs scripts/kg-
- ot | | PreToolUse hook that exits with code 2 blocks the call. . .
B e s i o it sy . intake.sh. The script reads the prompt from
e - s stdin JSON, extracts 3 to 6 key terms, scores
. P _ docs/knowledge-index.md rows by matches in
¢ Hooks turn recall into a reflex. _ _
: ; = = Ht slug, tags and core_claim, and prints the top 5
o I i as "- claim - [path]" under a heading "Task-
L e relevant knowledge". It must finish under 300
BEAT 3 OF 5 s el ms and print nothing when nothing matches. Add
UserPromptSubmit. The intake hook routes every a test with two sample prompts.
prompt to a lens and injects its quality bar, the graph's
constraints and the most relevant entities. This is e | GEe | GRE SKILLS
FREll wINEE EEng, e role-Xx skills/orchestration/role-x, the lens router

BEAT 5 OF 5

Stop. The bridge hook writes the session to SN U e el

B < 1 reeallinto 3 reflex docs/conversations/ and stamps provenance, so the * kg skills/knowledge/kg, the loader the hook and the
T (TR (TERT (TR (T next session can search it. primer point to
e N « harness-engineering-playbook
e | SET IT UP . : :
skills/governance/harness-engineering-playbook,
.0 o -® o . o 1. Register hooks in .claude/settings.json under hooks: design executable boundaries
& event, optional tool matcher, command.
_ _ P 2. Keep hook output short and specific: a handful of REFERENCES
e entity claims with paths, not whole files.  Claude Code hooks reference
BEAT 4 OF § 3. Make a gate's failure message say what to do o Registered hooks: .claude/settings. json; gate:
instead. scripts/control-gate-hook.sh; bridge:

scripts/conversation-bridge-hook.sh


https://code.claude.com/docs/en/hooks

—— II - CONTEXT

Files first. Vectors when
words diverge.

All Local Semantic Live
Exact names, paths, claims you can grep RG + INDEX
What this relates to, one hop out GRAPH LINKS

Same idea, different words; corpora past the
window

EMBEDDINGS

Fresh or external state MCP - APIS

At 1,430 entities the compiled catalog is about 260K tokens: it fits a TM-token
window, so the catalog routes and the model reads. Add vectors when
vocabulary diverges or the catalog outgrows the window.

MCP servers

tracker -

cloud

mail

web + APls

fresh external data

gquery
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Files first, vectors when words diverge

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Retrieval is a toolbox the agent composes
through bash and tools, not one database you
bolt on.

WHAT TO SAY

A query fans out to every retriever the agent can call
through bash or tools, and the answers come back
cited. Local first: ripgrep and the compiled front-
matter index are exact and free, and graph hops add
structure flat search can't. Embeddings earn their
place when words diverge or the catalog outgrows the
window. Live systems come through MCP or APIs.

The point: retrieval is a toolbox the agent composes,
not one database you bolt on.

WHAT YOU'RE SEEING

F-i-levs' 'ﬁrst. Vectors when
words diverge.

web + APIs ) (=] 19/ grep
MCP servers (7 {7 front-matter index

Exaet names, paths, elaims you can grep

RG 4 INDEX .
A
What this relates to, one hop out BRAPH LINKS — 4

- wuery ”
Same |dea, different words; corpora past the X doc stores ~© graph hops
window 2 i : G

embeddings |'_] L (,“ full text )

en

BEAT 1 OF 4

A query fans out to eight retrievers and the results
come back merged into a cited answer.

F-i-leys. 'ﬂrst. Vectors when
words diverge.

[+] 9/ grep

*) front-matter index

Exact names, paths, claims you can grep

BG + INDEX r =
" 2
What this relates to, one hopout ~ GRAPH LINKS 3 .

auery x "
Same Idea, different words; corpora past the 1 . ‘.LJ graph hops
window % &

EMEEDDINGS

l’"‘ full text

BEAT 2 OF 4

Local. ripgrep for exact text, the compiled front-matter
index for routing, graph hops along related: links, and
body search when catalog hits are weak.

F-i-Levs 'ﬂ rst. Vectors when
words diverge.

Exact names, paths, claims you can grep

RE + INDEX
What this relatesto, onehopout ~ GRAPH LINKS - w
quary

Sama Idea, differant wards; eorpora past the doc stores (=7
window 2 e

EHBEDOINGS

BEAT 3 OF 4

Semantic. Embeddings in a vector store find the same
idea in different words, and reach corpora larger than
the window. They return similar, not true: cite the
source passage.




F-i-Les. .ﬂ rst. Vectors when
words diverge.

wieh + APIs (7

MCP servers )

Exact names, paths, claims you can grep #G + INDEX pa /
What this relates to, one hop out GRAPH LINKS @
nuery

Same Idea, different words; corpora past the
vvvvv daw

EMBEDDINGS

Fresh or external state HCP - APIS

BEAT 4 OF 4

Live. MCP servers and APIs for state that changes:
trackers, cloud resources, mail, the web.

WHEN TO ADD VECTORS

At our size (1,430 entities) the compiled catalog is about
260K tokens and fits a TM-token window: the catalog
routes, the model reads the entities it picked, and an
embedding index would be one more thing to keep
fresh. The entity bodies themselves (about 2.3M tokens)
do not fit; that is what routing is for. Add vectors when

vocabulary diverges (users and documents use different
words), when the catalog outgrows the window, or for
external document sets you do not curate.

SET IT UP

1. Keep canonical material in files with stable paths.

2. Build a compact index for routing, then load source
bodies only after a hit.

3. Add a semantic retriever only when exact terms and
graph links miss known relevant material.

PROMPT

Answer my question using every retrieval path
available here, in this order: rg over the
repo, the knowledge index (docs/knowledge-
index.md), one hop of related: links from the
top hits, then any MCP or web source if the
answer depends on current state. For each
claim, cite the path or URL you actually
opened, and list the paths you tried that

returned nothing.

SKILLS

kg skills/knowledge/kg, load graph context and
related entities

checkit skills/research/checkit, verify source
material before it counts

bookkeeping skills/knowledge/bookkeeping, capture
supported findings durably

REFERENCES

e Entity: research/entities/pattern/1lm-as-index-

architecture.md

e ripgrep

e Model Context Protocol


https://github.com/BurntSushi/ripgrep
https://modelcontextprotocol.io/introduction
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Act Il - Second braln

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this

package. See resources.md for public tools and setup.

Act lll makes knowledge useful: measure
whether it is read, keep claims and receipts in
markdown, route with an index, and promote
repetition carefully.

WHAT TO SAY

A wave front of dashes advances across a field: most
of the graph sits in the dark until something reads it.

Act lll covers recall rates, front matter, evidence-
bearing entities, the knowledge loop and the
promotion of repeated insight into mechanisms. Read
next: Most second brains are write-only.

ACT SCENES

1. Most second brains are write-only
2. Front matter is the API

3. An entity is a claim with receipts
4. The knowledge loop

5. Insight hardens into mechanism

READ NEXT

Continue to Most second brains are write-only to start
with the recall measure instead of the entry count.
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Most second brains are
write-only.

4
Today Wired at intake

® THE FIX IS5 ROUTING, NOT VOLUME

Put recall on the startup path.

The primer routes to it. An intake hook surfaces matching entities.
/kg load runs before planning. And when reads lag, prune
production. Don't add more writers.

session

session

session

session

session

session

session

session

session

session

session

session

session

WRITES

.- .y -

READS

KNOWLEDGE GRAPH

simulated -

reads per write 8.4%
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Most second brains are write-only

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

It is easy to build a second brain that only gets
written. The measure that matters is how often
agents read it at the moment they need it.

WHAT TO SAY

This number is from our own telemetry this week.
Sessions write constantly: bookkeeping, ingestion,
hooks. Almost none read. A graph nobody loads is a
cost centre.

Toggle: the fix is putting recall where the agent
already looks, at intake. The counter-intuitive part is
the corrective action. When reads lag, you slow writes
down.

WHAT YOU'RE SEEING

Most second brains are
write-only.

09% . ==\

of 565 agent sessions in the seven days to 2026-
10-26 loaded the knowledge graph (5 sessions).
Capture is easy. Recall is the product.

BEAT 1 OF 2
Today. Many write paths (bookkeeping, ingestion,
hooks) and one thin read path. In the week measured
(2026-10-26), 0.9% of 565 sessions loaded the graph.

Most second brains are
write-only.

aaaaaaaaaaaaa ke o sesston

sessien

Put recall on the startup path.
The primer routes to It. An Intake hook surfaces matehing entities. e

seccien

[ ad runs before planning. And when reads lag, prune E i
tion. Don't add more writers =

sessten

BEAT 2 OF 2

Wired at intake. Every session gets a read path: the
primer routes to it, the intake hook surfaces entities,
and /kg load runs before planning.

SET IT UP

1. Instrument reads, not just writes: log each /kg load
and each hook injection.

2. Put recall on the startup path (“Hooks turn recall into
a reflex").

3. When reads lag, slow writers down. More entries
nobody reads add cost and noise.



PROMPT SKILLS

e kg skills/knowledge/kg, load relevant graph context
Measure how this workspace's knowledge base is

. » bookkeeping skills/knowledge/bookkeeping, score
actually used. From the harness transcripts £l ehetibts)Tameniledge Beeldeep:i),

"o Fleude Dude and maintain entities

~/.claude/projects/<project>/*.jsonl), count SRR

sessions in the last 7 days that loaded the ) .
e docs/knowledge-index.md, compiled graph catalog

graph (/kg load, reads under

. ) e docs/conversations/Conversations.md, session record
research/entities/) versus sessions that wrote 4 4 !

to it. Report the ratio, the five most-read and Index
five never-read entities, and one change that

would raise reads.
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Front matter is the AP

Y N
Files Index Edges Synonyms

research/entities/pattern/
1lm-as-index-architecture.md
type: pattern status: entity
core_claim: "At sub-10k-entity scale the
substrate fits in a 1M-context
model, so the LLM IS the query.."
tags: [architecture-decision, knowledge-graph, ..]
aliases: [kg routing, no embeddings retrieval]
related: [[knowledge-graphl]l, [[bstack-enginell] ..
sources: [2026-05-21-..-synthesis, BR0-1223]

“,uﬂﬁﬁalknfwlidge-?ﬁrmai____ —a

- —

—~ | _—  kepano-opsidian-skills
> \ _— i
‘q A L il

) y.
A e
i -

‘,-‘r: -~ II Fi ,

F
\ Hnnw?@dgb-ﬁ?}ph

entity%Pnge

N \ / ®
\ ; | e T N f auto-comphct-catalog
| / | f e f
¥ 1 A |
fi o <3 |
K ;] |
cognee ;
| 11m~ﬁ§;indﬂx-archiifctdgﬂ_ ~— haystack-benchmark-pattern
|II .-f-'-}" .'.
) e \
/ Qm embeddings r*&trie*.rm_)
) - Y
| ” \ .
o %
NN
knuwledge-gr&ph—eTglne&ring—playbnnk M A
y

1 e

| b%;ﬂﬁk—enginn

docs/knowledge-index.md

13 entities - 23 edges

_'- grounded-vs-ungrouvnded- .
'- multi-tier-dreaming

& recursive-controlled-sy.

@ auto-compact-catalog

@ bstack-engine

@ entity-page

@ haystack-benchmark-patt.
@ knowledge-graph-enginee.

® llm-as-index-architectu.

"® cognee
" @ kepano-obsidian-skills
'| knowledge-graph

| » open-knowledge-format

v (pr*imitive pr‘nmntiun)

\ f;
¥kx?& e Qﬁ{)
grounded-vs-ungrounde -'up_gg_'n.l_'e_munt __i .

T—multi-tier-dreaming_____ P

recursive-controlled-system
L]

G’I-{g load "knowledge graph" --terms "no embeddings retrieval" --expand 1)
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Front matter is the A

SECOND BRAIN

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Plain markdown stays canonical. Front matter
turns each file into a record that tools and
agents can query without a database.

WHAT TO SAY

The folder is the first index: entities live under their
type. Front matter turns each file into a record the
tools can read without a database. A compiler builds
one catalog an agent can load cheaply. related: links
become graph edges, and aliases become synonyms
that /kg load --terms matches.

Plain markdown stays canonical; everything else is
compiled from it and can be thrown away and rebuilt.

S|

WHAT YOU'RE SEEING

Front matter is the AP!

Files, Index. Edges. Synonyms research/entities/

------

R

BEAT 1 OF 4
Files. The folder is the first index:
research/entities/<type>/<slug>.md. Each card is one
entity, filed under its type.

Ffrrohtr matter Is the AP

Files Index. Edges Synonyms s /imoact Al A

1lm-as-index-architecture.nd

type: pattern status: eatity
L lalm: "At sub-10k-eatity scale the

.....

BEAT 2 OF 4

Index. A compiler reads every front matter block, and
each file becomes one row of docs/knowledge-
index.md: type, slug, claim. The catalog is cheap
enough to load at the start of a task.




Synonyms. aliases: hang off their entity. /kg load SELEE I L
F:r-l();-ﬁhi;r;’Yl;atter is the API. "knowledge graph" --terms "no embeddings retrieval" 1. Make the markdown file and its front matter the
e --expand 1 scores its words against aliases as well as canonical source.
. g slugs, ranks this entity first and, with —-expand 1, pulls 2. Validate required fields and links in Cl or before
one hop of neighbours with it. publishing.

i S n MININAL SCHEMA 3. Regenerate the catalog from files instead of hand-

. editing it.

. . . PROMPT
id: pattern/1llm-as-index-architecture

BEAT 3 OF 4 type: pattern # concept | pattern | Write scripts/build_index.py: walk
Edges. Each row buds a node, and related: wikilinks tool | question | research/entities/x*/%.md, parse the YAML front
grow into the edges between them. The catalog stays: status: entity # candidate until matter, and write docs/catalog.md (in a repo
the graph is compiled from the same files, not kept in scored that has no catalog yet) with a header (entity
a separate store. This is a real 13-entity slice of the core_claim: "One falsifiable sentence." count, edge count, dangling links) and one row
graph around 1lm-as-index-architecture, with its 23 tags: [architecture-decision, knowledge-graph] per entity: type, slug, core_claim, tags, path.
real links. aliases: [kg routing, no embeddings retrieval] Fail on missing core_claim or type. Add tests
related: ["[[knowledge-graph]l]", "[[bstack- with a valid file, a missing field and a
e engine]]"] dangling related: link.
Front matter is the API. sources:

ge Synanym:

- url: https://..

. SKILLS
note: "Read verbatim YYYY-MM-DD: the

» bookkeeping skills/knowledge/bookkeeping, score,

passage that supports the claim"

created: YYYY-MM-DD promote, index and lint
updated: YYYY-MM-DD e kg skills/knowledge/kg, load by topic with synonyms
. o REFERENCES

e docs/knowledge-index.md, generated catalog
BEAT 4 OF 4

* research/entities/, canonical entity markdown
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An entity Is a claim with receipts

# research/entities/concept/agent-harness-three-layer-split.md
type: concept status: entity

core_claim: "Agent harnesses split into sandbox, —— One falsifiable sentence
orchestrator and UI wire: the sandbox
is buyable, the wire has no stable
remote transport."

sources:

- url: agentclientprotocol.com/../transports

note: "Read verbatim 2026-09-26 .." Read verbatim, dated

scoring: {novelty: 2, specificity: 3, relevance: 3} Scored before promotion

related: [[buzz-acp-harness]], [[display-server-for-agents]}—— Typed links become edges

1,430 entities 6,076 edges .Md canonical - index of 2026-18-25

@ concept

® pattern

@ tool
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An entity Is a claim with receipts

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

An entity is a single falsifiable claim with the
evidence that supports it, scored before it is
promoted and linked to what it depends on.

WHAT TO SAY

One entity, real. The core claim is a single falsifiable
sentence, not a summary. Sources were read
verbatim and dated, because a citation you didn't read
is worth half. It was scored before promotion, and its
links are typed edges.

The graph on the right is a real neighbourhood of this
entity, found through related-neighbour traversal.
Hover anything. Markdown is the source of truth; the
index is compiled from it.

WHAT YOU'RE SEEING

An entity is a claim with receipts.

sp
rchestrator and U wire: the sandbox L] .
is huyable, the wire has no stable = S i T

1.430 entities 6,076 edges . .Md canonical - index of 2826-10-25

BEAT 1 OF 5
The entity file. The card is canonical markdown with a
compact front matter record, not a row trapped in a
database.

An entity is a claim with receipts.

nto sandbox, —— One Falsifiable sentence

BEAT 2 OF 5

One falsifiable sentence. core_claim is a claim, not a
summary. It can be wrong, which is what makes it
useful.

An entity is a claim with receipts

1.430 entities 5,076 edges . Md canonical - index of 2|

BEAT 3 OF 5



Read verbatim, dated. Each source carries the
passage actually read and the date. A citation you did
not open is worth half.

An entity is a claim with receipts.

. .
nte sandbox, —— One falsifishle sentence . 2 ok - E

BEAT 4 OF 5

Scored before promotion. Novelty, specificity and
relevance. Below the bar, it stays a candidate.

An entity is a claim with receipts.

s split into sandbox, —— One falsifiable sentence
wire: the sandbox

BEAT 5 OF 5
Typed links become edges. The graph on the right is

a real neighbourhood of this entity, found through
related-neighbour traversal. Hover a node to read its

slug.

SET IT UP

1. Write one claim that an informed reader could
dispute.

2. Record the source passage actually read and its date.

3. Score it before promoting it, then add only existing
related links.

PROMPT

Turn this finding into a knowledge entity:
write one falsifiable core_claim, 1list each
source with the exact passage you read and
today's date, score novelty, specificity and
relevance from 0 to 3 with one 1line of
reasoning each, and link 2 to 4 related
entities that already exist (check with rg). If

the total is under 5, keep status: candidate.

SKILLS

» bookkeeping skills/knowledge/bookkeeping, score,
link and lint the entity

e kg skills/knowledge/kg, discover existing related
entities

REFERENCES

e The entity shown: research/entities/concept/agent-

harness-three-layer-split.md

e Catalog: docs/knowledge-index.md (1,430 entities,
6,076 edges)
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The loop that makes
knowledge readable. :

06 _ ¥ . 82

® STATION 86 OF 06 Act Score

Act

cite - decide - capture

Outputs cite entities. New findings re-enter the loop.

-

85 O THE GRAPH O 03
Load \ . Link

-
%
L

Memory holds facts about the owner. The graph holds claims about the world. The —_— O

ledger holds what is in flight. -

Index
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The knowledge loop

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

The knowledge loop has six stations. Skipping
any one of them is how a graph goes stale or
goes unread.

WHAT TO SAY

Walk the loop with . Capture verifies sources at the
door. Scoring keeps low-signal material as
candidates. Links are explicit and linted. The index is
one compiled catalog an agent can load cheaply. Load
happens at intake with synonyms, and it reports what
it missed. Then outputs cite entities, and new findings
come back in.

The footnote matters: three stores, three jobs. Don't
put owner preferences in the graph or world claims in
memory.

THE STATIONS

T-hemb('ﬁp that makes
knowledge readable.

Capture

Capture

Jcheckit cartifacts

BEAT 1 OF 6

Capture. /checkit <artifact> ingests a link, paper or

repo and verifies every source before it counts.

T-hemb-cjp that makes
knowledge readable,

Score
[
Movelty, specificity, relevance. Below the bar it stays a i y

s O

BEAT 2 OF 6

Score. bookkeeping run scores and promotes. Below
the bar, a finding stays a candidate.

T-hembblp that makes
knowledge readable.

BEAT 3 OF 6

Link. Edges are explicit [[relations]]; bookkeeping
lint catches dangling links before publishing.



T-héit-obp that makes
knowledge readable.

Load. /kg load <topic> --terms
reporting what it missed.

<synonyms> at intake,

2. Score and lint before an entry becomes durable

graph knowledge.

e 3. Load the compact catalog at intake and cite the full
N, . entity when using it.
N P % The loop that makes
knowledge readable.
One r,nrr‘\n:le‘d-\,u;n—.lo.aﬂab\e catalog. Entities stay N | ."‘ : i:d[\:t;f S
e \\_// P g e
e T N . b Trace one finding through this repository's
o et Th g s st e s B il ;", : knowledge loop: identify the source capture,
Inelax Outputs cite entities. New findings re-enter the laop. ,\/ ) .
‘ score or candidate state, related 1links,
o O ch L;..

BEAT 4 OF 6 -y & catalog row, and one session where it was
Index. One compiled catalog, docs/knowledge- S T T loaded. Report missing stations and propose the
index.md. Entities stay canonical markdown. smallest repair. Do not edit files.

BEAT 6 OF 6
Act. Outputs cite entities; new findings re-enter at
s s t SKILLS
The loop that makes G|l ,
knowledge readable. e o checkit skills/research/checkit
ey, THREE STORES, THREE JOBS . : :
N » bookkeeping skills/knowledge/bookkeeping
= SR Memory holds facts about the owner. The graph holds )
Load ' . o e kg skills/knowledge/kg
 _‘ . claims about the world. The ledger holds what is in
P o’ flight. Mixing them is how private preferences end up in REFERENCES
L—_— o shared knowledge, or stale status ends up in memory. e docs/knowledge-index.md, compiled catalog

SET IT UP e docs/references/workspace-context.md, knowledge-

BEAT 5 OF 6 layer boundaries

1. Capture only source-backed material.
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Insight hardens
INto mechanism.

® LEVEL 85 OF B5 - ENFODRCED

Hook - policy - test

A rule that must never be broken stops depending on anyone
remembering it. It executes.

Prose persuades. Executables enforce.

Promote on the third instance, with a concrete mechanism, an invariant
and a failure mode. Name what the new rule retires.

Vi

Skill

SKILL.md -

Entity

scored - sourced

Memory fact,
MEMORY.md - one, file

L

Observation -

in a session

Hook : policy

runs every time

+ Llinked

seript -

evals

- test

enforced

followed

cited

remembered

noticed

enforces

persuades
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Crystallize: iInsight hardens into mechanism

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

This is how the agent gives back. Insights climb
a ladder from observation to mechanism, and
each step up trades flexibility for force.

WHAT TO SAY

This is how the agent gives back to the graph. Most
observations stay observations. When something
recurs it becomes a memory fact or a scored entity.
When a procedure recurs it becomes a skill with evals.
When a rule must never be broken it becomes a hook,
a policy gate or a test.

Each step up trades flexibility for force: prose
persuades, executables enforce. The ratchet only
turns on evidence, and every promotion names what it
retires so the system doesn't just grow.

THE LEVELS

Insight hardens
into mechanism.

Hook - policy - test

Observation
Maost things an agent notices stay in the session. That Is fine:
i CE i Eaarchabli

Skill
Prose persuades. Executables enforce Entity
Memory fact

Observatioh

BEAT 1 OF 5

Observation. Most things noticed in a session stay
there. The session record keeps them searchable.

Insight hardens
into mechanism.

Hook - policy - test

Memory fact <Ll
A fact about the owner or the work, one file per fact, indexed,

Prose persuades. Executables enforce
Memory fact”
ENORT. 30 on

Observatidn *

BEAT 2 OF 5

Memory fact. One file per fact about the owner or the
work, indexed, checked against current state before
reuse.

Insight hardens
into mechanism.

Hook - policy - test
o LEVEL ‘@5 OF 05
Entity 2
A claim about the world with sources r
before promotion, linked into the graph

Prose persuades. Executables enforce. Entity

Memory fact

Observation”

BEAT 3 OF 5

Entity. A claim about the world with sources, scored
and linked.



Insight hardens
into meChanism h.?c_)!«”;_):c_)llcy test

e
Skill .

A procedure that recurred: a description that routes, a
deterministic core and evals that prove It triggers.

Prose persuades. Executables enforce. Entity
Mernory fact *

Observation «

BEAT 4 OF 5
Skill. A procedure that recurred: a description that
routes, a deterministic core, evals that prove it
triggers.

Insight hardens
into mechanism, Hook potcy-text

S NG e
Hook - policy « test st
A rule that must never be broken stops depending on anyone

remembering it. [t executes.

Prose persuades. Executables enforce. Entity .
Mermafy fact,

Observation -

BEAT 5 OF 5

Enfarnns

Hook, policy or test. A rule that must never be broken

stops depending on memory. It executes.

THE PROMOTION RULE

Promote on the third instance, with a concrete
mechanism, an invariant and a named failure mode.
Every promotion names what it retires, so the system
does not only grow.

SET IT UP
1. Keep a dated record of the separate instances.

2. State the mechanism, invariant and failure mode
before creating a permanent rule.

3. Give the new mechanism an executable check where
possible.

PROMPT

Look back over the last two weeks of session
records in docs/conversations/. Find
corrections or rules that came up three or more
times. For each, propose the lowest level that
would make it stick (memory fact, entity,
skill, hook, policy or test), the mechanisnm,
the invariant it enforces, how it could fail,

and what existing rule or note it replaces.

SKILLS

* skillify skills/tooling/skillify, turn a working
session into a tested skill

» bookkeeping skills/knowledge/bookkeeping, promote
supported findings into entities

REFERENCES

e docs/references/agent-operating-protocols.md,
Crystallize (P16)

e research/entities/, durable, cited findings
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How is this kind of work done here?
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Act IV - SKills

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Act IV packages repeatable work as
procedures, keeps deterministic work testable,

and keeps the skill roster small enough to route.

WHAT TO SAY

Glyph-mosaic fish swim behind the glass: procedures
you can see moving, loaded only when they are
called.

Act IV covers skill anatomy, the boundary between
skills, CLIs and MCP, and why the skill roster is a
budget. Read next: A skill is a procedure.

ACT SCENES

1. A skill is a procedure
2. Skill, CLI, MCP

3. Author once, fan out, ration

READ NEXT

Continue to A skill is a procedure to see how
progressive disclosure keeps procedures available
without loading them all.



= AN = SHILLS

A skill is a procedure,
Not a prompt

skills/knowledge/kg/

|- SKILL.md description is the router
F— scripts/ deterministic core

L evals/ routing + behavior tests
name: Kg

description: Load graph context for a topic..
USE WHEN .. NOT FOR ..

CONTEXT WIMNDOW

ALWAYS LOADED - every skill's description

i|*|i

("what do we knoéw about 5andhnxes?") C; kg)

ON TRIGGER - SHI#L.md body

SKILL.md - kg

ON DEMAND - scripts/ - references/

a body loads only when its description matches
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A skill Is a procedure

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

A skill is a folder: a SKILL.md whose front matter
description routes, a deterministic script core,
references loaded on demand, and evals.

WHAT TO SAY

A skill is a folder: a SKILL.md, a deterministic script
core, references, and evals. The description in the
frontmatter is the only part that is always in context,
so it is the router. Write it like a trigger spec: use
when, not for.

The animation is progressive disclosure: a request
scans the descriptions, one matches, its body loads,
and references load only if needed.

WHAT YOU'RE SEEING

Installed skills' descriptions sit in context, up to a
listing budget (the thin bars). A request is matched
against them; the winner's body loads, and its scripts

| and references load only if needed.

WRITE THE DESCRIPTION LIKE A TRIGGER SPEC

name: kg
description: >

Load knowledge-graph entities relevant to a
topic from research/entities.

USE WHEN: "what do we know about X", planning
that needs prior findings,

before /checkit. NOT FOR: owner preferences
(memory), live project status

(initiative ledger).

SET IT UP

1. Put deterministic work in scripts/ with tests; keep
judgment in the body.

2. Add evals in both polarities: prompts that must trigger
it and prompts that must not.

3. Keep the body under a few hundred lines; move detail

to references/.

PROMPT

Create a skill at skills/<category>/<name>/ for
the procedure we just did. SKILL.md with name
and a description that says USE WHEN and NOT
FOR; the deterministic steps as
scripts/<name>.py with tests; an evals file
with 5 prompts that should trigger it and 5
that should not. Run the tests and show the

results.

SKILLS

 skillify skills/tooling/skillify, distill a session into
a tested skKill

e role-x skills/orchestration/role-x, test whether the
description routes correctly

REFERENCES

e Claude Code skills
e Agent Skills overview

e anthropics/skills examples


https://code.claude.com/docs/en/skills
https://platform.claude.com/docs/en/agents-and-tools/agent-skills/overview
https://github.com/anthropics/skills

=N = SKILLS

Skill, CLI, MCP.

One knows. One does. One reaches.

All Skill CLl | MCP

Repeatable judgment and steps

Deterministic, local, testable work

Remote system, auth, shared across harnesses

A one-off

A skill that drives a small CLI beats a wide MCP surface: fewer tools in context,

and a core you can test.

SKILL

CLI

MCP SERVER

JUST ASK

SII

knows when and how

SKILL.md
N /
”ﬁ# reaches: remote, authed, ﬁhared
P \
y " HARNESS Y

$ kg load .. C'—I
does: local, deterministic, testable
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Skill, CLI, MCP

Local paths and workspace measurements are dated Skill: knows. Repeatable judgment and steps, loaded

author-workspace examples, not files shipped in this Skill, CLI, MCP. - when the description matches.
. One knows. One does. One reaches. sss aner ane
package. See resources.md for public tools and setup.
Three Ways tO give an agent a Capability. They Repeatable judgment and steps SHILL : . 3 MCP "m/ Skll.l. CLl MCP‘
ini cLr -. |/;1ip\|‘.“_ ctoud ) ne knows. One does. One reaches h SMLL
compose; they do not compete. @ Sz =2 o (o
- : : : — /_- =) Al kil eu McP d - ."”
WHAT TO SAY Rl N v of T
A ekl that Ariuse 3 EmalFCLI Baste SANE MEPIEl Hfaie’ fauiar toole In. tarext il ettt : & \7/ \
The most common design mistake is reaching for . y (=
MCP by default. MCP earns its place for remote STAT 6 fE e
harnesses. Local deterministic work belongs in a CLI extra mechanism for a one-off, then add only the
you can test. The skill is the knowledge of when and smallest durable capability the work requires. BEAT 3 OF 4
how to call either. CLI: does. Deterministic, local, testable work. Pipes
into other tools. Lives in the skill's scripts/ or on
Skill, CLI, MCP. PATH.
Skill
One knows. One does. One reaches. 5 mhen an

_ MCP
Repeatable judgment and steps SHILL t

& { trackar
/ \ / ; %
Deterministic, local, testable work CLI . P %, .\.(p/.... e ctoue )
s HCP SERVER
\

Remate system, auth, shared across harnesse

cul

BEAT 2 OF 4



SET IT UP SKILLS

S!L‘(i[l“hCLl MCP 1. Write the deterministic local operation as a command  skillify skills/tooling/skillify, package a repeated
One knows. One does. One reaches. iy Sk‘“ 2 With te Sts . p roced u re
il “ 2. Wrap judgment about when and how to use it in a » harness-engineering-playbook

;Ci skill. skills/governance/harness-engineering-playbook,

Deterministic, local, testable work Ll . -\*f'/-- - I ol \ . . .

Remate system, auth, shared across harnesses HEP SERVER ) ‘- 3. EXpose remote’ authentlcated State through the assess the |ntegrat|0n boundary

S "/ e narrowest MCP tool surface.

1 cu REFERENCES
T L PROMPT  Model Context Protocol

e Claude Code skills

BEAT 4 OF 4 I want the agent to be able to <capability>.

MCP: reaches. Remote systems with authentication, Recommend skill, CLI, MCP server or a
shared across every harness. Each tool definition combination, using these criteria: is it local
costs context, so keep the surface small. and deterministic (CLI), does it need judgment

about when and how (skill), does it touch a
RULE OF THUMB

remote authenticated system or need sharing

A skill that drives a small CLI beats a wide MCP surface across harnesses (MCP). Give the smallest

for local work: fewer tools in context and a core you can . . .
design and what each pilece contains.

unit-test. Reach for MCP when the system is remote,

needs auth, or should be shared by several harnesses. A

one-off needs neither: just ask.


https://modelcontextprotocol.io/introduction
https://code.claude.com/docs/en/skills

= AN = SHILLS

Author once. Fan out Rl

@
[ |
Ration hard :
|
o &
Fan out Ration
@
®
@
115570991 : :
AUTHORED CATEGORIES HARNESS FOLDERS % @ @
# ® #
® One canonical source, in its own repo. . .
®
¢ |Install once, symlink into every harness. Never copy. ® ® ®
@
® New skills ship evals: it fires when it should and stays quiet ® ®
when it shouldn't.
® Retire before you add. The roster is a budget. ” X "

the rest were bare names: they could not trigger
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Author once, fan out, ration

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Author skills once, install them once, and
symlink them into every harness. Then ration:
more skKills is not more capability.

WHAT TO SAY

One source of truth, symlinked into every harness's
folder, so Claude, Codex and the rest read the same
file.

Then the measured surprise (=). With 457 skills
installed, the harness kept full descriptions for 26. The
rest were bare names, and a bare name cannot trigger
itself. More skills made each one less likely to fire.
That's why the roster is rationed.

WHAT YOU'RE SEEING

Aufhor once. Fan out.
Ration hard.

nnnnnnnnnnn

* .kilocode

BEAT 1 OF 2

Fan out. One canonical repository is the source. In this
workspace 31 harness folders (.claude, .windsurf,
.kiro and others) point at one .agents/skills install.
Keep that install a link to the canonical repo, not a

copy: copies drift.

Author once. Fan out
Ration hard.

Lo, 2

BEAT 2 OF 2

Ration. Measured on 2026-08-23: with 457 skills
installed, the harness kept full descriptions for 26. The
rest were bare names, and a bare name cannot trigger

itself. More skills made each one less likely to fire.

SET IT UP

1. One source repository for skills, versioned and
reviewed like code.

2. Install to one folder and symlink; never copy, or
versions drift.

3. Keep a roster file of required skills and retire before
you add.



PROMPT SKILLS

o skKillify skills/tooling/skillify, maintain tested

Audit the skills installed for this workspace:
procedures

count them per harness folder, find copies that

. . . . role-x skills/orchestration/role-x, evaluate whether
are not symlinks to the canonical 1install, find : / /

i i : . descriptions route to the right procedure
duplicates with overlapping descriptions, and P gntp

list skills with no eval file. Propose a roster REFERENCES
of at most 30 that covers the work in the last . X
e Required roster: bstack/references/companion-
month of session records, and what to retire. .
skills.yaml



920e00
3060dc
64al69
da5c51
c342h9
49afdé
4b0a25
3d705e
73¢c479
e2l128a
dflde8
b9b666
52ada8
fdh864
487e4a
feddfe
fdce48
c240e3
b5affl
94e055
545467
fd7947
e619de
904005
334d21

fix(bridge): capture session on stop
feat(policy): gate destructive bash

merge: review strata passed

feat(skills): add routing evals
fix(hooks): intake hook stays under 300 ms
merge: review strata passed

fix(hooks): intake hook stays under 300 ms
docs(kg): score and link three entities
fix(hooks): intake hook stays under 300 ms
chore(janitor): sweep merged worktrees
feat(policy): gate destructive bash
refactor(primer): route, don't dump
docs(kg): score and link three entities
feat(index): compile front matter

merge: review strata passed

feat(policy): gate destructive bash
feat(index): compile front matter
docs(handoff): pickup for tomorrow
feat(skills): add routing evals
docs(handoff): pickup for tomorrow
refactor(primer): route, don't dump
chore(janitor): sweep merged worktrees
feat(index): compile front matter
fix(bridge): capture session on stop
refactor(primer): route, don't dump
refactor(primer): route, don't dump

docs(handoff): pickup for tomorrow

ACT V

Structure

Which bytes may the agent touch?
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Act V - Structure

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Act V separates shared governance from
sovereign product repositories and gives every
concurrent writer an isolated tree.

WHAT TO SAY

A git graph scrolls past: every change on its own
branch, merges marked in gold.

Act V covers the governance workspace and the one-
writer-per-worktree discipline. Read next: One place,
many repos.

ACT SCENES
1. One place, many repos

2. One writer per tree

READ NEXT

Continue to One place, many repos to map what
belongs in shared governance and what remains with a
product.



— V¥ + STRUCTURE

One place, many repos.

workspace/
— .control/
— roles/

— skills/

— docs/

apps/ core/

T

.worktrees/

— AGENTS.md = CLAUDE.md

— research/entities/

work/ ..

® SHARED

® SOVEREIGN

@ DISPODSABLE

governance repo
one primer, every harness

policy -+ 1nitiatives - asks
lenses: context per kind of work
canonical skills, own repo

the graph, as markdown

sessions - plans - handoffs - ADRs
product repos, own CI

one per task, disposable

one copy of the operating context, reviewed like code

O

66 product repos under apps/, core/ and work/, each with its own history U

worktrees

created 7 + merged 0 - swept O

Ty P
(apps / parallax) OD

@)

f] C] C] [J Ej

']
L

2 Garsro)
]

) (appsr’maest ro-pa seu)
&

0
O
O
O
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One place, many repos

WHAT YOU'RE SEEING
Local paths and workspace measurements are dated

author-workspace examples, not files shipped in this - One place, many repos.

package. See resources.md for public tools and setup. One place, many repos. s 11 e f

One governance repository is the place. e

Product repositories nest inside it and keep = e @( &

their own CI. Worktrees are created per task 3 e

and thrown away. B e == N

WHAT TO SAY

BEAT 2 OF 3

Governance is shared: one repo holds the primer, BEAT 1 OF 3 Sovereign. 66 product repos orbit it (42 under apps/,
policy, lenses, skills, graph and record. Products are Shared. The governance repo is the core: primer, 13 under core/, 11 under work/). Each has its own
sovereign: 66 product repos under apps/, core/ and policy, lenses, skills, graph and record, one copy that history and release cadence; most carry their own Cli
work/, each with its own history and release cadence. every agent reads and that is reviewed like code. and local AGENTS.md. The pulses are their own checks,
Worktrees are disposable: one per task, created from on their own clocks. Governance reaches them along
main, merged back through review, then swept. the spokes, product code never flows back into the
Hover the tree rows to light up the matching part of core.
the map.




One place, many repos.

(apeninanon

FTTTTTTT#

BEAT 3 OF 3

Disposable. A worktree buds off a repo for one task,
works, comes back through review, merges (gold) and
is swept. The counter keeps running: created, merged,

swept.

THE LAYOUT

workspace/

|~ AGENTS.md = CLAUDE.md

harness

|- .control/

- asks

- roles/

kind of work

- skills/

(own repo)

| research/entities/
markdown

- docs/
handoffs - ADRs

|- apps/ core/ work/ ..

CI
L .worktrees/

disposable

RULES

governance repo

one primer, every

policy - initiatives

lenses: context per

canonical skills

the graph, as

sessions - plans -

product repos, own

one per task,

e Shared: the primer, policy, lenses, skills, graph and
record. One copy, reviewed like code.

e Sovereign: each product repo has its own ClI, release
cadence and local AGENTS.md. Agents read that file

first when working there.

» Disposable: worktrees branch from main, merge

back through review, and are swept after merge.

SET IT UP

1. Keep shared instructions and records in the
governance repository.

2. Give every product repository its own local
instructions and delivery checks.

3. Create worktrees from the correct product base, not
from an assumed workspace root.

PROMPT

Propose the folder layout for a governance
workspace that holds these product repos:
<list>. Show the tree, which directories are
their own git repositories, which files every
agent reads first, and where session records,
plans, handoffs and ADRs live. Flag anything in

the current tree that would conflict.

SKILLS
e role-x skills/orchestration/role-x, choose the local

context for the task

e handoff skills/orchestration/handoff, preserve the
cross-context work record

REFERENCES

e docs/references/workspace-context.md, conventions
and boundaries

e roles/_index.md, lens routing
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One writer per tree

Parallel agents never share a checkout. They share main, through review.

wt/adr-0042

wt/perf-pass

® ©
& & & & L & & & L & i

main

. . . . . . . @ <>

wt/docs-sync

wt/glass-ui

81 02 B3 B4 05

Branch is the first action Reviewers read. They never A live thread's worktree is the Unfinished work becomes a Janitor after merge, dry-run
write thread draft PR first
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One writer per tree

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Parallel agents never share a checkout. Each
works in its own worktree and meets the others
only on main, through review.

WHAT TO SAY

Each lane is an agent in its own worktree. Commits
flow along the lane, hit review, and either merge with a
flash or bounce back. Finished lanes fade: that's the
janitor.

Every rule on the bottom row exists because we broke
it once. Removing a live thread's worktree bricked the
thread. Salvaging someone's uncommitted work
silently lost provenance, which is why it now becomes
a draft PR.

One writer per tree. The lanes represent separate
checkouts, not tabs in one mutable directory. Their
common meeting point is a reviewed change, not a

shared working tree.

RULES, EACH LEARNED THE HARD WAY

1. Branch is the first action. After checking out main,
create the branch before touching a file.

2. Reviewers read; they never write. A reviewer that
"reproduces" by editing the live tree corrupts the
writer's work.

3. Allive thread's worktree is the thread. Removing it
breaks the session bound to it.

4. Unfinished work becomes a draft PR, never a silent
salvage into another branch.

5. Janitor after merge, dry run first. Sweep merged
branches and worktrees; never touch protected or
unrelated work.

SET IT UP

1. Create the branch and worktree before the first edit.

2. Assign one writer to each tree and give reviewers
read-only scope.

3. Check status before every commit and use a dry run

before cleanup.

PROMPT

Create a worktree for this task: git worktree
add .worktrees/<slug> -b <type>/<slug>
origin/main. Work only inside it. Before
committing, show git status and confirm every
changed file belongs to this task. When the PR
merges, list what the janitor would remove (dry

run) and wait.

SKILLS

e P9 skills/orchestration/p9, watch Cl instead of
polling

e Cross-review skills/governance/cross-review, keep
writing separate from review

REFERENCES

e docs/references/agent-operating-protocols.md,
Hygiene (P10) and Janitor (P8)

e .control/policy.yaml, delivery gates
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ACT VI

cets

Who else is here, and who checks whom?
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Act V| Fleets

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Act VI assigns durable responsibilities,
preserves continuity across contexts, and puts
review and capacity limits between parallel
work and delivery.

WHAT TO SAY

Glass orbs ride two liquid-metal orbits: many agents,
one governed system.

Act VI covers fleet roles, continuation choices and
governance that responds to capacity. Read next:
Roles, not agents.

ACT SCENES
1. Roles, not agents
2. Spawn, reuse, or hand off

3. Governance that scales with the fleet

READ NEXT

Continue to Roles, not agents to give each participant a
responsibility and an explicit non-responsibility.



=+ A1 .. ELEETS

Roles, not agents

® ROLE B6 OF D&

Sensor

Observes and files: capacity, drift, stalls.

never Acting on what it measures.

=

O
e OWNER

intent - asks

éﬁ" META-ORCHESTRATOR

e e
LN/ fixed tick ‘e
. SENSOR
e S — observe only

%ﬁ '?} ORCHESTRATORS

» one initiative each

g | ™,

own worktree

@ @ @ @ @ @ @ C:] WORKERS

X
o

/

N \# /
O O REVIEWERS

different provider
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Roles, not agents

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this

package. See resources.md for public tools and setup.

Scale with roles, not with more agents. Each

role has a job and, more importantly, something

it must never do.

WHAT TO SAY

Step through the roles. The owner sets intent and
answers asks. A meta-orchestrator ticks on a
schedule and only watches orchestrators and
capacity. Orchestrators each own one initiative.
Workers are bounded and isolated. Reviewers are

never the writer: a different model where possible, at
least a fresh context. Sensors observe and never act.

The "never” line under each role is the important half.

Roles, not agents.

e
e

oiE 81 0F @ &\ META-ORCHESTRATOR
c fixed tick L
Owner SENSOR
" 1 onservE on

Sets intent, answers asks, and holds the human-only gates.

1y

t+ The hottieneck for routine merges on green.

f N r
= = e BT &) () [&) Womnens
el IRl el el W L g vorkaree
i i REVIEWERS
@ @ e

BEAT 1 OF 6

Owner. Sets intent, answers asks, holds human-only
gates. Must not become the bottleneck for routine
merges on green.

RO[eS, nOt agents, /Q\ OWNER

intent - asks

. ROLE 62 1F e

Meta-orchestrator seusos
avserve emy

Watches the orchestrators and capacity on a fixed tick. L o

Breaks deadlocks, at most one intervention per tick,

@ T (5%  ORCHESTRATORS
£r Doing the workers' work, - U one initiative sach
A
FlEdE &) = & - B B
el el o N (500 [ () L L werkeree
B
@ @ [ meviemers
' girrarent provider

BEAT 2 OF 6

(<%  ORCHESTRATORS
5 one imattative sach

Meta-orchestrator. Watches orchestrators and
capacity on a fixed tick, at most one intervention per
tick. Does not do workers' work.

Roles, not ag ents. L owe
@ RILE B3 OF B4 @ :“E‘T':'EIREEHFSTNNTUR |
Orchestrator bai e

Owns one intigtive. Plans, dispatches bounded tasks and
integrates the results.

'
& & S
) 3 B .
£ Merging what it wrote without independent review. o
A
— — — — — — - —
ElE =] ) OO (Bl S S e takneks
— ) — — = e A 5 “—' amn warktree
‘ »
[‘] E] [] REVIEWERS
~~  girfavent provider

BEAT 3 OF 6

Orchestrator. Owns one initiative: plans, dispatches
bounded tasks, integrates results. Never merges its
own work without independent review.
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Roles, not agents Q. ome
; gents. e e
® ROLE 94 OF 86 . META-ORCHESTRATOR
R Ry
SENSOR
Worker ey st e
One bounded task in an isolated warkiree. Returns a PR and
receipts.
(3 S f</%  DRCHESTRATORS
e & »
¢+ Touching ancther worker's tree. i & . Sl
02080 -F -0 1] (-} {-} 4]
L /
[j [j (j REVIEWERS
5 ' ditrecant provider

BEAT 4 OF 6

Worker. One bounded task in an isolated worktree;
returns a PR and receipts.

Roles, not agents. Q. ma

intent - asks

META-ORCHESTRATOR
LE &% B fixed tick 2
Reviewer : s
5 sbserve enly

A different model or provider than the writer. Scores against
a rubric and binds the verdict to a commit.

A o~ e
(e S %1%  ORCHESTRATORS
£+ Reviewing its own output, ‘L) d U one Lnitiative sach
O O ® o & © ) () (&) hommers
e P SR ] s PR el Y ) P | B el s
3 I REVIEWERS
L ] L) I'\j] different provider

BEAT 5 OF 6

Reviewer. A different model or provider than the
writer; scores against a rubric and binds the verdict to
a commit.

Roles, not agents. o

intent - asks

Sensor

Observes and files: capacity, drift, stalls

¢
@ -

i+ Acting on what it measures @ ORCHESTRATORS
one initiative each
BifEl & B E B & e
' / .
N e /
o " REVIEWERS
O ] Sl

BEAT 6 OF 6

Sensor. Observes and files: capacity, drift, stalls.
Never acts on what it measures.

HOW IT RUNS HERE

Orchestrators and workers run as T3 Code threads and
delegated child tasks with their own worktrees. Earlier
Paseo-hosted sessions are history.

SET IT UP

1. Give every task one owner and one bounded output.

2. Separate the writer, reviewer and observer roles.

3. Define the stop condition and the evidence a worker
must return.

PROMPT

For this initiative, define the owner,
orchestrator, worker, reviewer and sensor
roles. For each, state one bounded
responsibility, what it must never do, the
evidence it produces, and the handoff point to

the next role. Do not create tasks yet.

SKILLS

e Ccross-review skills/governance/cross-review, make
review independent of authorship

e handoff skills/orchestration/handoff, preserve
state between bounded tasks

REFERENCES

e bstack/references/delegation.md,

bstack/references/orchestrator-tick.md

e docs/maestro-orchestration-loop.md
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Spawn, reuse, or hand off

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Four questions choose the mechanism for the
next piece of work.

WHAT TO SAY

Four questions decide the mechanism. Independent
work gets a fresh child in its own worktree, which also
avoids anchoring it on your conclusion. Work that
needs your context continues here.

The chart is why you shouldn't stretch one session
forever: in a month of our transcripts, 158 of 838
sessions ran past 400K tokens and carried 87% of the
cost. Long sessions roll over to a successor with a
handoff doc.

WHAT YOU'RE SEEING

Spawn, reuse;ior  EEEEDT oo
hand off e

e ‘ Spawn a child task in its own
i worktree.

BEAT 1 OF 5

Independent of what | know? Spawn. A child task
takes the work to its own worktree with a fresh
context, which also keeps it from anchoring on your

conclusion, and comes back with a receipt.

Spawn, reuse, or
hand off.

Needs my context?

BEAT 2 OF 5

Needs my context? Keep it. The task joins this session
and the context arc grows; a fork copies the same
context into a new thread when you want two lines of
work.




SpaWn. reuse, or
hand off.

acoggess

BEAT 3 OF 5

Outlives this context window? Write a brief: progress,
checks, stop conditions. This session can end; a
successor reads the brief and carries on.

SpaWn. reuse, or
hand off.

File an ask: context, options, a

Oﬂly the owner can decide? recommendation and a safe default

| Handback i Ask
message far 3 decs!

BEAT 4 OF 5
Only the owner can decide? File an ask with its
context: summary, options with trade-offs, a
recommendation, sources. The answer comes back to

the session that asked.

Spawn, reuse, or
hand off.

Outlives this context window?

Lang sessions carry most of the token cost. Roll aver with a handoff.

Only the owner can decide?

Handoff
st for

BEAT 5 OF 5

Why sessions roll over. Each dot is one of 838 main
sessions. The 158 that ran past 400K tokens grow and
turn amber: they carried 87% of the cost.

WHY SESSIONS ROLL OVER

In a 30-day sample (measured 2026-10-10), 158 of 838
main sessions ran past 400K tokens and carried 87% of
the cost. Long sessions hand off to a successor with a
handoff document instead of growing forever.

THE FIVE ARTIFACTS

o Handoff: narrative for the next agent
(docs/handoffs/).

» Handback: a message for the human.

e Brief: machine state for a persistent loop.

e Ask: one decision, with its context.

» Receipt: evidence that it works.

SET IT UP

1. Use a fresh isolated task for independent work.

2. Write a handoff before a task needs more context
than the current session can safely carry.

3. Escalate only decisions that cannot be resolved from
the recorded evidence.

PROMPT

We are near the end of this context. Write a
handoff to docs/handoffs/YYYY-MM-DD—arc>.md: a
three-1line TL;DR, the current state (branch,
PRs with SHAs, what is verified and what is
not), the first action for the next session,

and open asks with your recommendation.

SKILLS

e handoff skills/orchestration/handoff

e persist skills/orchestration/persist

REFERENCES

e docs/conversations/Conversations.md, conversation

index

e .control/asks/, decisions that need owner authority
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Governance that scales
with the fleet

Vi N
Pace Review Policy | Sensors

fix

sensors + observe and file
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fleet - writers

CI P28 threads
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e @ 4 a il
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policy gate
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review -

the writer cannot certify its own work _ '

From measured capacity, not hope

SENSORS
The writer cannot certify its own work

Executable gates. Prose is only advice Observe and file. Agents act
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Governance that scales

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Governance has to scale with the number of
agents, or it becomes the bottleneck.

WHAT TO SAY

Four principles, one pipeline, left to right. Pace: a
governor sets lanes from measured headroom,
several on green, one on amber, none on red, so work
queues instead of failing mid-run. Review: an
independent reviewer for substantive work, three
strata for governance; rejections go back to the writer.

Policy: an executable gate before main. Sensors: they
watch main and file tickets, and agents act on them.
Governance scales because each of these is a
mechanism, not a meeting.

WHAT YOU'RE SEEING

Gb\)érnance that scales
with the fleet.

e
|

ALE
From measured capacity, not hope The writer cannot certify its own work Executable gates. Prose is only advice

BEAT 1 OF 4

Pace. A capacity governor reads measured account
headroom and sets the lanes: several on green (five in
the configured non-Claude green fallback; actual
limits depend on the provider and meta setpoints), one
on amber, none on red. The dial shows the pattern; the
setpoints move. Work queues at the dial instead of

failing mid-run.

Gb\)érnance that scales
with the fleet.

{\ - [ @ o

The writer cannot certify its own work Executable gates. Prose is only advice Observe and file, Agents ac

BEAT 2 OF 4

Review. Substantive PRs get an independent review
before merge; governance changes need all three
strata: a different vendor's model, a fresh-context
devil's advocate, and composed review skKills.
Rejections arc back to the fleet as fixes; the writer

never certifies its own work.



Governance that scales
with the fleet, ——

POLICY
Executable gates. Prose is only advice

BEAT 3 OF 4

Policy. An executable gate checks Cl, a review verdict
pinned to the commit, and resolved threads. A PR
missing one waits at the gate (amber). Merged work

runs on the gold line.

Governance that scales
with the fleet, ey

SENSBRS
Observe and file. Agents act

BEAT 4 OF 4

Sensors. Sensors watch main and file tickets back to
the fleet. They observe and record; agents act on
what they file.

PRINCIPLES

e The writer cannot certify its own work.
» Policy is executable; prose is advice.
» Sensors observe and file; agents act.

o Pace from measured capacity, not hope.

SET IT UP

1. Set capacity from a measured limit, not a fixed agent
count.

2. Require review from an independent model or fresh
context.

3. Put the final merge decision behind executable policy
checks.

PROMPT

Review this PR as an adversarial reviewer from
a different model than the author. Score it 0
to 10 on: no over-engineering, no template
paste, correct contracts at boundaries, failure
modes named, tests cover the change. Grade each
finding BLOCKER, MAJOR or MINOR with the input
that reproduces it. Bind your verdict to the
commit SHA.

SKILLS

e Cross-review skills/governance/cross-review

e dogfood skills/governance/dogfood

REFERENCES

e .control/policy.yaml (merge gates), METALAYER.md
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Act VIl - Leadership

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this

package. See resources.md for public tools and setup.

Act VII makes human judgment the scarce
resource: use loops for repeated work, clear
contracts for delegation, narrow asks and
shared standards.

WHAT TO SAY

One liquid-metal loop with spectral light at its
highlights: the unit of work is now a loop.

Act VIl turns the system back to people: loops,

Read next: The unit of work is now a loop.

delegation contracts, attention and visible standards.

ACT SCENES

1. The unit of work is now a loop
2. Everyone leads a fleet
3. Attention is the new ration

4. Bars rise in the open

READ NEXT

Continue to The unit of work is now a loop to distinguish
a one-off task from a learning cycle with evidence.
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The unit of work Is
NOW a Loop.

When an attempt costs minutes, making gets abundant and
deciding gets scarce.

AT,
Task Loop

Every guestion is something you can start today.
Every repeated task is something you can automate or improve.

Every piece of work leaves the system better: a note, a skill, a
check.

The question moves from “can | do this?"” to “should this exist, and
how will | know it's right?”

intent

iteration 3

sharpen the intent agents act in parallel

intent - act - evidence - sharpen

read what came back

naking QD
ez T —— A N N,

decisions taken 2
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The unit of work is now a loop

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

From The New Dynamics of Agentic
Leadership: when an attempt costs minutes, the
unit of work stops being a task and becomes a
loop.

WHAT TO SAY

Last act: what this asks of people. A task waits on
someone deciding it's worth doing, then one attempt.
A loop states intent, lets agents act in parallel, looks at
what came back, sharpens the intent and runs again.

Watch the two gauges: the scarce resource moves
from making to deciding. This is the premise of The
New Dynamics of Agentic Leadership, the essay this
act comes from.

Theumt of work is
now a loop.

When an attempt costs minutes, making gets abundant and
deciding gets scarce.

sestion moves from “can | do this?" to "should this exist, and
how will | know it's right?"

BEAT 1 OF 2

Task. Someone decides it is worth doing, a ticket
waits in a queue, one person attempts it once.

Theumt of work is
now a loop.

‘When an attempt costs minutes, making gets abundant and
deciding gets scarce.

- * iteration 3

uestion moves from “can | do this?” to "should this exist, and
how will | know it's right?"

feciaing

BEAT 2 OF 2

Loop. State an intent, let agents act in parallel, look at
what came back, sharpen the intent, run again.
Making becomes abundant; deciding becomes scarce.

THE NEW BASELINE

e Every question is something you can start today.

e Every repeated task is something you can automate
or improve.

e Every piece of work leaves the system better: a note,
a skill, a check.

e Time agents free up is reinvested on purpose.

SET IT UP
1. State an observable intent for the loop.

2. Run a bounded attempt, capture the evidence and
update the next attempt from it.

3. Stop when the evidence condition is met or a named
escalation is required.



PROMPT

Turn this recurring task into a bounded loop.
Define its intent, one reversible first
iteration, the evidence to collect, the
decision that updates the next iteration, a
cost ceiling, and the condition that stops or

escalates it. Do not start the loop yet.

SKILLS

» agentic-leadership skills/strategy/agentic-
leadership, the source of this act: five-term contract,
attention rationing, ask template (published in
broomva/skills; run git -C skills pull if your
checkout lacks it, then link it into your harness's skills
folder)

e persist skills/orchestration/persist, carry bounded
IOOp state across contexts

e decision-log skills/strategy/decision-1log, preserve
the decision that changes the next run

REFERENCES

e The New Dynamics of Agentic Leadership (X article)

e docs/references/agent-operating-protocols.md,
Persist (P12) and Orchestrate (P19)


https://x.com/broomva_tech/status/2114365767932162486

=T LEADERSHIP

Everyone leads a fleet

® TERM B85 OF B5 ‘

Review
who judges the result before it ships

You do not certify your own work: a separate session or a
different model does.

What each person brings to their fleet is taste and judgment: knowing
what good looks like, and deciding what to accept.

escalation - an ask with option

o, ; :
k}rreucr51hle : needs a vcg)

bounds RN

bvdget - reversible inside intent - thémﬂutcﬂwo

review
a different judge

& L] L] ] L] ]

LEDGER - 829 o 0

merged - the gold line



33 / 37 - VII - LEADERSHIP

—veryone leads a fleet

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Every delegated piece of work, to an agent or a
person, runs under a five-term contract.

WHAT TO SAY

Delegation runs under a five-term contract, for agents
and for people: intent, bounds, evidence, escalation,
review. Step through the terms: each one adds a force
to the same fleet and keeps acting after you move on.
Intent turns wandering agents into a flow toward the
goal. Bounds are a wall they bounce off, and the one
heading for the red zone is stopped. Evidence
streams receipts into your ledger. An escalation stops
one agent until you answer. Review is a judge of a
different colour before work lands on the gold line.

None of this is specific to code. Software got there
first because tests made verification cheap.

EVeryOne leads a fleet.

Intent

|
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BEAT 1 OF 5

Intent: the outcome and why it matters. Keep it stable;

if it is wrong, say so and propose a better one.

Everyone leads a fleet.

uuuuuu
© TEAN B2 0F 0 budget - reversible inside
o ay
Bounds o &
'
what can be decided without asking, the budget, what cannot O

be undone /—1\
Reverslble work proc Costly work stays inside a budget.

BEAT 2 OF 5

Bounds: what may be decided without asking, the
budget, and what cannot be undone.

E\-/e'ry'dne leads a fleet.

Evidence

not evidence.

BEAT 3 OF 5

Evidence: the observable check that means done.
Reasoning is not evidence.



E{/efybne leads a fleet.

Escalation
what goes to someane else, and when
Ewery ask carries context, oplions, a recommendation and a Fan -

safe default. R SRR - oy
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you
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BEAT 4 OF 5
Escalation: when to stop and ask. Every ask carries
context, options, a recommendation and a safe

default.

EVe}'ybne leads a fleet.

Review
who judges the result before It ships O @

You do not certify your own wark: a separate session or a
ditferant model does S
u

BEAT 5 OF 5

Review: who judges the result before it ships. You do
not certify your own work.

SET IT UP

1. Write the intent and boundary before dispatch.

2. Name an observable check that the worker cannot

self-certify.
3. Define the escalation and review owner before work
begins.

PROMPT

Before you start, write the contract for this
work in five lines: Intent (observable outcome
and why), Bounds (what you may do without
asking; what needs a yes; the budget), Evidence
(the check that means done), Escalation (when
you stop and ask), Review (who judges before it
ships). If a term is missing, propose it, then
wait for my confirmation only if it involves

cost or anything irreversible.

SKILLS

e agentic-leadership skills/strategy/agentic-
leadership, the source of this act

» decision-log skills/strategy/decision-1log, record
the decision boundary

e Cross-review skills/governance/cross-review, keep
final judgment independent

REFERENCES
e .control/asks/, decision records with options and
recommendations

e docs/references/agent-operating-protocols.md, Dep-
Chain (P14) and Cross-Review (P20)
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Attention Is the new ration.

48 threads
Every thread pings you " The gate calls you R
e - . e . s {ﬁ - merge to ﬂroductiun{}
. " . ‘ ) s * . (}  three GPU huurs{)
' ) _ {} . publish the post{}
Reversible drafts, research, branches: act and note it.
Costly long compute, many iterations: only inside a budget.
Irreversible or external spend, publish, merge outside policy, s s s s »
contact: a yes first, every time.
] ] ] L] ] -
The measure of an autonomous system isn't how
much it does without you. It's how precisely it calls e ® @®'® e
you, : reaching you: three ordered asks
:
[ . . . »

® reversible - act and note

® costly - inside a budget
[. budget ] @ irreversible - needs a yes
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Attention Is the new ration

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Attention is fixed. The job of an autonomous
system is to spend it only where it is needed.

WHAT TO SAY

Forty threads that each want a look will eat a day.
Classify every action: reversible work proceeds and is
noted, costly work runs only inside a stated budget,
and irreversible or external work waits for an explicit
yes.

Toggle the gate: only a short ordered list reaches the
human, each ask with context, options, a
recommendation and a safe default. That is what the
fleet governance in act six was for.

Aftéhtion isthe new ration.

Every thread pings you The gate calls you

.....

.....
The measure of an autonomous system isn't how

much it does without you. It's how preciselyitcalls . . « &
you.

.....

BEAT 1 OF 2

? f)oi

The gate calls you. Actions are classified. Reversible
work proceeds and is noted. Costly work runs only
inside a budget. Irreversible or external work waits for

a yes. Only a short, ordered list reaches the human.

The measure of an autonomous system isn't
how much it does without you. It's how
precisely it calls you.

SET IT UP

1. Classify planned actions before they begin.

Every thread pings you. Forty threads each wanting a 2. Record a budget for costly work.

look will consume a day.

Attention is the new ration. G

Everythread pings you | The gate calls you

.....

Reversible drafts, researeh, branches: act and note it.

..... .
The measure of an autonomous system isn't how . /
much it does without you. It's how precisely it calls

you,

.....

BEAT 2 OF 2

3. Batch only the decisions that need owner authority,
with options and a reversible default.

7 oﬁ\.
\/‘\/
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PROMPT

Classify every action in your plan as
reversible (act and note), costly (needs a
budget) or irreversible/external (needs my
explicit yes). Do all reversible work now. Then
send me one ordered list of decisions, the one
that unblocks the most first, each with
context, two or three options, your
recommendation and what you will do if I do not

answer.

SKILLS

» agentic-leadership skills/strategy/agentic-
leadership, the source of this act

» decision-log skills/strategy/decision-1log, preserve
decision context and alternatives

e persist skills/orchestration/persist, keep a
bounded work state without repeated asks

REFERENCES

e .control/asks/DECISION-LAYER.md, decision-record
contract

e .control/policy.yaml, executable safety boundaries
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Goalposts teach waiting
Bars rise In the open. o

e o

Goalpost moves | Barrises

gquery beanm

|

People learn to wait when proposals get overridden, the leader

decides anyway, the bar moves silently, or a failed attempt costs 304 : e1 !

more than a passive miss. ross-t : \ the bar

Make everything queryable: decisions, standards and why they
changed live in the same shared graph that people and agents
read.

e v2 - + a dogfood receipt

e vl - tests pass

® people @ agents climbing 7/7
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Bars rise In the open

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

In agentic work the bar is supposed to rise.
What matters is who moves it, and whether
everyone can see it move.

WHAT TO SAY

In agentic work the bar is supposed to move. The
problem is who moves it and whether anyone can see
it. First beat: the goalpost sits behind frosted glass
that only the leader sees, and it moves after the team
arrives, so the team stalls and waits. Second beat: the
bar is written on a shared glass wall that people and
agents query; each rise is logged with its reason, and
the team keeps climbing.

That loops back to the second brain: the same
queryable workspace that grounds agents also makes
standards visible to people.

Goalposts teach waiting, e
Bars rise in the open.,

Goalpostmoves | Barrises

Make everything queryable: decisions, standards and why they
changed live in the same shared graph that people and agents
read.

BEAT 1 OF 2

Goalpost. Success is redefined privately, after the
work. People learn that any attempt may be judged by
a rule that does not exist yet, so they wait.

Goalposts teach waiting.
Bars rise in the open.

nyway, the bar moves silently, or a falled attempt costs Ry - s pevien By a ssesns paser |

e
Make everything queryable: decisions, standards and why they S e e 57
changed live in the same shared graph that people and agents A t
read, - @

BEAT 2 OF 2

Bar. Capability changes, the standard rises, and the
reason is written into shared, queryable context.
People and agents read the same standard, so they

look ahead.

WAITING IS OFTEN LEARNED

People learn to wait when their proposals get
overridden, the leader decides anyway, the bar moves
silently, or a failed attempt costs more than a passive
miss.

MAKE EVERYTHING QUERYABLE

Decisions, standards and why they changed live in the
same graph the agents read (Act Ill). That closes the
loop between grounding agents and leading people.

SET IT UP

1. Record the current standard, source and evidence in
a durable file.

2. State the event that changed the standard.

3. Link the decision from the work and knowledge
records that rely on it.



PROMPT

Write a decision record for this changed
standard: the prior bar, the new bar, the
evidence that required the change, affected
work, exceptions, review date and links to the
source records. Do not treat an unverified

observation as a standard.

SKILLS

» agentic-leadership skills/strategy/agentic-
leadership, the source of this act

» decision-log skills/strategy/decision-1log, record
decisions with context

» bookkeeping skills/knowledge/bookkeeping, link
durable claims to their evidence

REFERENCES

e docs/knowledge-index.md, queryable knowledge
catalog

e docs/references/agent-operating-protocols.md,
Audience (P18) and Bookkeeping (P6)
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Better agents come from +

petter harnesses.

® LAYER B6 OF 086

Workspace

The place that holds all of it and keeps what every
session learns. This is where the harness compounds.

MODEL the same weights in every layer

OUTCOME illustrative, not measured
_— -

evals - 78 passed - 13 failed workspace - 009 deposits kept
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Harness engineering

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Harness engineering is the discipline of
everything around the model. It is where
reliability comes from, and where work
compounds as models change. The model at
the centre never changes in this picture; the
outcome meter beside it is illustrative, not
measured.

WHAT TO SAY

Harness engineering is everything around the model,
built layer by layer around the same orb: the loop,
docked tools, the context shell, the guard rim that
rejects what policy forbids, the scanning evals, and
the gold workspace lattice that keeps what every layer
deposits. Step outward. The meter on the left is
illustrative: the model stays the same, the outcome
rises.

Models will keep changing, and so will harness
products. Harness engineering, everything around the
model, is where work compounds; the workspace is

‘ its outermost ring.

Better agents come from
better harnesses.

Model + loop
The madal propases;

massaga

BEAT 1 OF 6

Model and loop. The model proposes; the loop runs
tools and feeds results back.

Better agents come from
better harnesses.
Tools Cm”\/f’\‘i!i/;> G
( m bt vy

BEAT 2 OF 6

Tools. A filesystem and a shell first; MCP for remote
systems.

Better agents come from =
better harnesses. =

Primer, memary, hooks, skills and the graph decide
what reaches the window, and when.

AODEL

BEAT 3 OF 6



Context. Primer, memory, hooks, skills and the graph
decide what reaches the window.

Better agents come from = =
better harnesses. y,
Gl {/ =)
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BEAT 4 OF 6

Guards. Policy gates, permissions and hooks make
boundaries executable.

Better agents come from G
better harnesses. e N
/ o B\
TEs\:zliL;:i.vaineﬂfduf{erem model judging the work If / “@ / \“\ ; (E'I_F\\‘_’ \\
before it merges. | f A 3
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BEAT 5 OF 6

Evals and review. Tests, receipts and a different model
judging before merge.

Better agents come from
better harnesses.

Workspace
The place that holds all of it and keeps what every
ssion learns. This is where the harness Cumpuunds | |

AODEL

workspace - 885 depesits kept

BEAT 6 OF 6

Workspace. The outermost ring: it holds all of the
above and keeps what every session learns.

SET IT UP

1. Inventory the outer rings before replacing the model
or adding prompts.

2. Make every boundary observable with a path,
command or interaction receipt.

3. Strengthen the smallest weak ring, then run the
check that proves it changed.

PROMPT

Audit this workspace's harness ring by ring:
tools (what the agent can run), context (what
loads and when), guards (what is executable
versus prose-only), evals and review (what
checks run before merge), and the workspace
record (what each session leaves). For each
ring, name the weakest point and the smallest

change that would strengthen it.

SKILLS

» harness-engineering-playbook

skills/governance/harness-engineering-playbook

e audit-harness-usage skills/tooling/audit-harness-
usage, measure what the harness costs in tokens
across traces

REFERENCES

» Effective context engineering for Al agents

e docs/references/agent-operating-protocols.md,
empirical and review requirements


https://www.anthropic.com/research/effective-context-engineering-for-ai-agents

=— EPFILOGUE

wenty primitives. One loop.

The workspace Is the product.

B1 62 B3

Give agents a place before you give Make the graph readable at intake, or Scale with roles, isolation and review.
them more autonomy. stop writing to it. Not with more prompts.
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Twenty primitives, one loop

Local paths and workspace measurements are dated
author-workspace examples, not files shipped in this
package. See resources.md for public tools and setup.

Everything in this deck reduces to twenty
primitives. Each runs when its trigger applies.

WHAT TO SAY

Everything tonight reduces to twenty small primitives
on one loop, read in five phases: orient, bound, act,
verify, learn. Snapshot before planning, gate before
acting, review by a different evaluator, record what
you learned. A light passes each one in turn.

Then (=) the loop folds into the orb: three takeaways,
and the thesis. The workspace is the product.

Twenty primitives, One loop.
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BEAT 1 OF 2

The loop. The operating vocabulary: small disciplines
with explicit triggers, rather than one vague instruction
to be careful. This deck reads them in five phases.
Orient: Snapshot, Bridge, Lens, Freshness, Dep-Chain.
Bound: Gate, Hygiene, Tickets, Orchestrate. Act:
Fanout, Wait, Persist, Audience. Verify: Empirical,
Cross-Review, Pipeline. Learn: Bookkeeping,
Crystallize, Dream, Janitor.

Twenty primitives. One loop.

-
The workspace is the product.

Give agents a place before you give Make the graph readable at intake, or Scale with roles, isolation and review.
them more autonomy. stop writing to it. Not with more prompts.

BEAT 2 OF 2

The thesis. The loop resolves into one orb. The
closing cards reduce the deck to place, recall and
governed collaboration: the workspace is the product.

THREE TAKEAWAYS

1. Give agents a place before you give them more
autonomy.

2. Make the graph readable at intake, or stop writing to
it.

3. Scale with roles, isolation and review, not with more
prompts.



SET IT UP PROMPT SKILLS

1. Choose one repository and one small, reversible e dogfood skills/governance/dogfood, verify changes
. Set up this repository as an agentic workspace
improvement.

in five small PRs: (1) an AGENTS.md routing

primer and a CLAUDE.md copy; (2) a policy file . . .
3. Run the check, record the receipt and use it to plus a PreToolUse gate for destructive independent judgment before delivery

by use

2. Define its evidence check before editing. e Cross-review skills/governance/cross-review, obtain

choose the next improvement. commands; (3) research/entities/ with a front-

matter schema and an index builder; (4) a

REFERENCES

e AGENTS.md (primitives and routes),

UserPromptSubmit hook that injects the top L
bstack/references/primitives.md

matching entities; (5) a Stop hook that writes

) . e docs/references/agent-operating-protocols.md
each session to docs/conversations/. One PR at / /ag P g9-p

workspaces/script.md



sources

FIGURE OR CONTENT

0.9% of 565 sessions loaded the graph
1,430 entities - 6,076 edges
Entity graph (scene 17)

Front-matter fields and /kg load flags
(scenes 16, 13)

Hook stations and their jobs (scene 12)

115 authored skKills - 23 categories - 31
harness folders

66 product repos (scene 25)

Catalog ~260K tokens at 1,430 entities
(scene 13)

Lanes on green (scene 30)

457 installed - 26 descriptions

158 of 838 sessions > 400K carry 87% of

token cost (APl-equivalent)

Worked example (scene 9)

Leadership act (32-35)

SOURCE

Session-start self-improvement telemetry (kg_load_rate 0.0088 over 7 days)
docs/knowledge-index.md header
Related-neighbour traversal [[1ink]] neighbourhood of agent-harness-three-layer-split (concept, pattern and tool types only; slugs only)

skills/knowledge/kg/SKILL.md; entity front matter in research/entities/

.claude/settings.json registrations (SessionStart x5, UserPromptSubmit, PreToolUse on Bash/Write/Edit, Stop); plugin and user-level hooks add
more (the bstack plugin's SessionStart hook injects the board facts and the self-improvement metric)

skills/skills/**/SKILL.md; dot-directories containing skills/

git repositories under apps/ (42 direct children), core/ (13 direct children) and work/ (11, one or two levels down)

docs/knowledge-index.md is 1,026,411 bytes

CONCURRENCY in the capacity governor (five in the configured non-Claude green fallback; actual limits depend on provider and meta setpoints);
setpoints are adjusted from measured usage

Roster measurement in owner memory (skill-biases-a-tool-binds)

30-day transcript cost analysis (BRO-3067, workspace #983)

A trial review system's architecture decisions on medallion-in-filesystem with a Postgres system of record, and on harness-driven review; patterns
only, no client, case or data

The New Dynamics of Agentic Leadership (X article by broomva_tech), plus the workspace decision and continuation protocols
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