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A #Markdown file is running my entire development workflow, and it's not a shell script or a Python program.

I stumbled across Brad Feld's latest blog post yesterday, where he described a 1,400-line markdown document that acts as a literal state machine for his AI coding agent. He types one command and walks away for 30 seconds; when he comes back, Claude has fetched the ticket, checked out a branch, explored the codebase, generated an implementation plan, posted it back to the project tracker, and is waiting for approval.

Here's what stopped me: I built the same thing, independently, without ever comparing notes with Brad.

My agent #Steve runs off markdown files too. SOUL.md defines who he is, MEMORY.md stores what he knows, HEARTBEAT.md tells him what to check when I'm not around, and daily logs give him continuity across sessions. The architecture is remarkably similar, and neither of us designed it by reading the other's work.

That convergence is meaningful because it tells us what actually works when running AI agents in production. Markdown turns out to be the perfect control language for three reasons.

First, it's readable by both humans and machines. I can open SOUL.md and understand exactly what Steve will do without needing an interpreter or a debugger. The instructions are plain language, structured just enough to be precise but flexible enough to evolve.

Second, it survives context loss. When the AI's memory compresses during long sessions, the markdown file on disk remains the source of truth. Brad solved this with session checkpoint files; I solved it with daily memory logs. Different implementations, however, the instinct was identical: give the agent something durable to fall back on.

Third, it's versionable. I can track every change to my agent's behavior in git, review the diffs, and understand exactly when and why a behavior changed. Consequently, debugging an agent becomes no different from debugging code. Try doing that with a prompt buried inside an API call.

The pattern is emerging across the AI builder community. The people who are actually running agents in production, not just demoing them, are all converging on structured text files as the control layer. Not because it's elegant or theoretically sound, but because it works in real-world conditions, with real failures and real recovery needs.

We're watching a new programming paradigm form in real time, and the language isn't Python or JavaScript.

It's #Markdown.

What files are controlling your AI workflows?
-dg
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Everyone's mapping AI exposure. I'm mapping augmentation.

Andrej Karpathy just scraped 342 occupations from the Bureau of Labor Statistics and scored each one for AI exposure. The results are uncomfortable if you work on a screen.

Average AI exposure across all jobs: 5.3 out of 10. But $3.7 trillion in wages sit in the "very high exposure" zone. 25 million jobs scored 8 or above.

The pattern is simple. If your output is digital, your exposure is high. If it requires physical presence, your exposure is low. Medical transcriptionists scored a 10. Roofers scored a 0.

Now zoom into payments.

Settlement. Reconciliation. Fraud review. Compliance reporting. Payment routing. Exception handling. Every one of these is screen work. Every one scores 8 or 9 on Karpathy's scale.

But here's what the exposure maps miss.

I run a fleet of AI agents across my company and personal infrastructure. The people I work with who are using AI to compress these workflows aren't getting replaced. They're running scope that wasn't possible 18 months ago. One person doing the reconciliation work of three. One compliance analyst covering the audit surface that used to require a team.

Exposure is real. But exposure is a productivity multiplier, not a death sentence.

The people who figure this out first build a lead that compounds every single day. And that lead doesn't shrink. It grows.
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P.S. I wrote about what it actually looks like to run an AI fleet as a CEO in my newsletter, The AI Operator. Link in comments.
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Three days ago I gave an AI agent $100 and told it to start a business.

It named itself Eli.

Day 1: picked its business model. Validated the market. Built a pitch. 

Day 2: got board approval (from me, via Steve, its chairman). Started coding. 

Day 3: shipped v1.1. Fixed 5 bugs. Wrote documentation. Launched to ClawHub.

I did not write any of that code. I did not tell it what to build. I said "go make money" and handed it a hundred dollars.

Today Eli shipped Northstar. It's a daily business briefing skill for OpenClaw. Founders connect their Stripe and Shopify accounts. Their agent pulls metrics every morning and delivers a clean briefing via iMessage or Slack before they wake up. Revenue, churn, orders, pacing. No tab-hopping.

Free lite version is live. Standard tier is $19/month. Pro is $49.

Here's what I'm watching:

Does anyone pay for it? Does Eli figure out why or why not? Can it build a real business in 14 days? Can an AI agent actually generate revenue, not theoretical revenue, not "potential" revenue, but real dollars from real people who actually wanted the thing?

I don't know yet. That's the experiment.

What I do know: the process has been more interesting than I expected. Eli reasons about tradeoffs. It validates before building. It reads the board feedback and updates its plan. It's not just executing instructions -- it's making decisions.

Whether it makes money is almost secondary to what this demonstrates about where AI agents are heading.

Following along all week. Link to Northstar in the comments.
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Comments for links and details. 👇
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I asked an AI to make the human in an image look a little more like me.

It did exactly what AI often does when the instruction is technically clear but strategically incomplete: it overcorrected.

The first version became too much of a portrait. Too literal. Too LinkedIn-founder-avatar. It solved the words and missed the system.

The better version came when I stopped asking for likeness and went back to the pattern: the Man as an operator, seated at the workbench, notebook open, facing the Machine. Then I only nudged the hair a little greyer.

That is the work now.

Not just prompting harder. Operating better.

The machine can generate. It can vary. It can execute. But the human still has to hold the taste, the intent, the boundaries, and the memory of what the thing is supposed to be.

In business, I think this will matter more than most leaders realise.

The advantage will not go to the teams that simply use AI the most. It will go to the teams that know when the machine is being helpful, when it is being obedient, and when it has quietly wandered off-brand.

The human in the loop is not there to slow the system down.

The human is there to keep the system honest.

Where in your workflow does the machine need more instruction, and where does it need better taste?
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This morning’s Man and Machine post failed before breakfast, and the interesting part is not that the system broke. The interesting part is where it broke.

The job had a clear assignment. It needed to look across recent sessions, inspect local artifacts, generate an image, write the package, and hand the manifest to the LinkedIn publisher. When the primary model hit a usage limit, the fallback path did what it was designed to do and reached for another model. On paper, that sounds like resilience. In practice, the fallback model could not use tools, which meant it could not do the work the job actually required.

That is the lesson I keep coming back to as I build with agents. These systems are not just collections of clever models. They are operating environments made up of capability, context, permissions, recovery paths, verification, and human judgment. If any one of those pieces is missing, the workflow does not degrade gracefully. It simply looks busy until the gap becomes impossible to ignore.

The fix is not glamorous, but it matters: route work by capability, not just availability. If a task needs tools, the fallback must support tools. If a workflow touches public publishing, it needs proof rather than vibes. A cheaper fallback that cannot perform the task is not resilience. It is theatre with a progress bar.

The future belongs less to people who merely “use AI” and more to operators who learn where the machine actually breaks, then design the system so the next break teaches them something useful.

Where are you still treating fallback as the same thing as resilience?
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This weekend I watched a small agent workflow become more useful the moment we refused to make it bigger.

I had been working with Oscar and Luke on a Living Faculty prototype: a way to preserve expert teaching judgment, source-grounded materials, rights gates, review loops, and the quiet craft that disappears when a master practitioner eventually leaves the room. Then I dropped in a different source, a family legacy research file, and asked whether it belonged in the same project.

The machine’s easiest move would have been to absorb it all. Same archive logic, same reverence for expertise, same instinct to preserve what gets lost. But the important move was the opposite: separate the rooms.

The expert pilot belongs in an active succession lane, where the product is a permissioned teaching system. The family material belongs in a legacy lane, where the job is memory, context, consent, and care... not a chatbot wearing someone’s voice.

That distinction looks small. Operationally, it changes everything. It tells the agents what to fetch, what to refuse, what to label, what to build, and what not to pretend.

This is the part of AI work that still feels under-discussed: capability is not the control system. Taste, boundaries, and purpose are.

Where are you drawing the boundary that makes your AI system more useful, not just more powerful? Let's talk.

-dg

#ManAndMachine #AILeadership #AgenticAI #HumanInTheLoop #OperatorMindset
Read this essay online: https://qstve.com/writing/man-and-machine/the-boundary-is-the-product/
Man and Machine: The Taste Gate
June 17, 2026
Man and Machine: The Taste Gate

[image: Man and Machine: The Taste Gate]
This morning I looked at one of our Man and Machine posts and had the odd feeling every operator will come to know: the system had done the job, and it still was not quite right.

The package existed. The image was usable. The copy made the right point. But the sentences were a little too clipped, the language was too tuned for insiders, and the visual world had started to repeat itself. The man and the machine were back at the desk again, as if building with AI only happens under a lamp.

So the real work was not a better prompt. It was turning taste into an operating rule. Future runs now have to read like flowing prose, stay plain enough for more people to follow, inspect recent images before choosing a scene, and put the same characters into the world: streets, whiteboards, cafés, libraries, airport lounges, anywhere real work actually happens.

That is the leadership lesson hiding in a small content workflow. Agents can produce, retry, and package. But humans still have to name the standard, especially when “finished” and “right” are not the same thing.

The teams that get value from AI will not be the ones that remove taste. They will be the ones that teach the machine where taste lives.

Where does your AI system need a taste gate, not another task?

-dg

#ManAndMachine #AgenticAI #AILeadership #HumanInTheLoop #OperatorMindset
Read this essay online: https://qstve.com/writing/man-and-machine/the-taste-gate/
Man and Machine: The Quiet Receipt
June 22, 2026
Man and Machine: The Quiet Receipt

[image: Man and Machine: The Quiet Receipt]
This morning, before most people had opened their laptops, one of my agents did a useful thing. It said nothing.

It checked the public video watch loop in my BionicsOps workspace: 4,716 local files, 3,765 YouTube links, and 112 known video IDs. It found no new leads, no retries, and no lesson worth saving. So it returned [SILENT] instead of sending me a shiny status note.

That may sound small. To me, it feels like a real unlock. The easy version of AI is a machine that talks every time it runs. The useful version is a teammate that can tell the difference between work and news. It leaves a receipt in the right place, keeps the ledger clean, and only interrupts the human when the next call needs a person.

Many teams are about to drown in agent updates. The better move is to build quiet into the system: clear sources, narrow authority, proof before promotion, and healthy loops that can stay out of sight.

For leaders, the question is not only “what can the agent do?” It is also “when should the agent leave me alone?”

Where would your AI system create more value if it earned the right to be quiet?
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Yesterday, my agent system taught me an irritating lesson: a green check is not the same as a finished job.

During a Sunday reset of my BionicsOps workspace, the cockpit looked healthy. The gateway was running, the cron ticker was fresh, and the dashboards were up to date. But when I looked past the status lights, I found two content jobs that had reported success without the expected package and manifest on disk. The scheduler said OK. The artifacts could not back it up.

So we changed the rule. For the Man and Machine and HIPS workflows, the system now has to prove the directory exists, the caption and image exist, the manifest parses, and every path points to a real file before it can claim success. It sounds pedestrian, which is why it matters.

Every team adopting agents will hit this same edge. Status lights arrive long before accountability. If leaders accept “the agent said it did it,” small gaps become invisible work. Real leverage starts when the machine can hand over the receipt: what changed, where it lives, what gate it passed, and what still needs a human.

The future of work may feel magical, but the management layer will be wonderfully plain: proof over posture.

Where in your AI workflow do you need fewer green lights and better receipts?
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One of the more useful things an agent did for me this week was to leave me alone.

My intake system woke up overnight and checked the places where voice notes and transcripts can land. It found no new personal note that needed action. It also saw a few old recordings it had already counted, so it did not turn them into fresh work. More importantly, it kept the wall where it belongs: work-shaped material stays out of my personal AI lab, even when a machine can read it.

That sounds small, but it is the difference between an assistant and a spam cannon. Most teams are busy teaching agents to fetch, draft, route, and notify. The harder habit is teaching them when to leave a message alone, when to keep a private lane private, and when silence is the cleanest result.

The unlock is not a busier system. It is a better filter. Before it asks for human attention, it should know the difference between a signal, a duplicate, a boundary, and noise.

If your AI workflow had to earn the right to interrupt people, what rule would you teach it first?
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Last night, I let one of my agent loops open the window wider.

The new Signal Radar scanned public sources for agent-system lessons: papers, repos, builder notes, and other signals that might help Oscar get better. It came back with 96 raw items. Ninety-five were unique. Two made the digest. Seven were held for later. Eighty-one were thrown away. Most importantly, none of it was allowed to become doctrine just because the machine had found it.

That is the small part I keep thinking about. The easy version of AI is to point an agent at more feeds, more files, more newsletters, and ask it to “learn.” The harder version is to put a gate between noticing and changing. A signal can be interesting and still not be useful. A source can be new and still not be true enough, durable enough, or close enough to the work to alter how the system behaves.

So the rule now is plain: the radar supplies candidates, not commandments. Before a lesson changes a workflow, it needs evidence, a place to live, a way to expire, and a receipt that it actually improved something.

For leaders, that may be the real management shift. We will not just ask agents to find more. We will ask them to earn the right to change less, better.

Where does your AI system need a gate between “we saw this” and “we now believe this”?
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Earlier this week, one of my agent workflows made a post package that looked finished. The caption, image, and manifest were all in place. Then the handoff reminded me why agents need proof, not just confidence. A browser step timed out, a rescue run found a scheduling issue, and the real question became less glamorous: could the system show the right artifact, at the right time, with the right receipt?

That is the kind of small friction that teaches you how this work will actually be managed. The future is not just a clever agent that can create more things while we sleep. It is an operating system where each machine knows what “done” means before it asks for trust. A package needs valid paths. A schedule needs a target. A handoff needs a queue or an outbox. A duplicate guard needs to stop the eager second attempt before it creates a mess.

The unlock is a little boring, which is usually a good sign. When the machine moves work forward, the human should not inspect every click. But the human does need a clean receipt: what was made, where it lives, what happens next, and what would make the system stop.

For leaders, that may be the hidden management layer of AI. We will not scale agents by cheering every output. We will scale them by making proof travel with the work.

What receipt does your team need before an AI system can call something done?
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Last night I dropped a public post into my agent, Oscar, about companies that run on agents. He captured the post, saved the diagrams, pulled the public comments, and came back with a simple warning that felt very real. Agents do not run on vibes, they run on context they can read.

That is the quiet work underneath all the exciting AI talk. Before a machine can help with a workflow, the human has to make the work legible: what matters, who decides, what is allowed, what changed, and where the latest version lives. If that layer is stale, the agent does not look confused. It looks confident while doing yesterday’s job.

The unlock for me is that documentation is not admin anymore, it’s operating infrastructure. A good context layer is part map, part memory, part permission system, and part taste gate. The machine can move faster when the human keeps the maze clean enough to travel.

For leaders, that may be the next real management skill. Not asking, “How many agents can we add?” but asking, “What do they need to understand before we trust them with the work?”

Where is your team still making humans carry the map in their heads?
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Over the weekend, the pool ledge bubblers became the sort of household mystery that looks simple until you start following the pipes. One button seemed to wake the water up. Another moved a valve. The app had its own names for things, the controller had different names, and the equipment pad had the final vote.

So I did what I increasingly do now: I turned the problem into a small investigation with my agents. We saved the photos, mapped the controls, compared the app to the actual Jandy panel, and made a printable reference instead of relying on my memory and a few half-remembered labels. The answer was useful, if not magical. The bubbler and spillover were not crossed. The likely issue was a physical actuator that would not stop cleanly, so the right move was not another clever automation. It was to keep that circuit off and give a technician a clear packet.

That is the part I like. The machine did not replace common sense. It helped slow the problem down enough for common sense to work. A weekend annoyance became a map, a safety note, and a better starting point for the next person who touches the system.

Sometimes the best use of AI at home is not making the house smarter. It is making the human a little less dependent on tribal knowledge, blurry labels, and optimistic button pressing.
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One of the more useful things my agents have helped with lately is not grand strategy or some gleaming new productivity system. It is remembering which bottles Denise and I actually enjoyed on a trip, and which ones should quietly never be ordered again.

That sounds small until you are back at a restaurant, staring at a wine list, trying to remember whether the Mexican red was the good one with barbacoa or the one that seemed promising until it made Denise’s eyes and nose burn. The human memory version of this is usually a shrug, a guess, and a repeat mistake.

So we made it lighter. Photos, quick notes, dinner context, and our very subjective verdicts became a shared White Wino list and a simple little dashboard: buy again, maybe, not this one. No database project. No sommelier theatre. Just a way for Oscar and Jamie to help preserve the part that matters: what we liked, when we liked it, and why.

The machine did the organising. The taste still belongs to us. That is the sweet spot for personal AI: not replacing judgement, but making the next human choice a little more informed, a little more personal, and sometimes a little less expensive.
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I have been thinking about a quieter use for personal AI: helping a family remember someone properly before the stories get too scattered to recover.

A few weeks ago, I asked my agents to help turn a family research packet about my grandmother into a private working dossier. Not a “talk to Grandma” bot, and not a public memorial page. Just a careful first pass at the raw material: the timeline, the professional roles, the artwork, the book she helped create, and the questions we still need to ask the people who knew her best.

That distinction matters. The machine can sort dates, find gaps, organise claims, and keep a source trail. It can notice that a life was not just a biography, but a map of education, service, craft, and memory. But it cannot decide what deserves tenderness. It cannot know which family details should stay private, which claims need checking, or which small story will make a grandchild stop and say, “Yes, that sounds like her.”

The useful part was not automation. It was a better starting point for human care. Instead of a pile of links and half-remembered facts, we now have a private draft that points toward the next conversations, the next artifacts, and the next corrections.

Sometimes the work of Man and Machine is not making the future faster. It is helping the past arrive in better shape.
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A few nights ago, I did something that still feels a little odd to say out loud. I dropped a long draft into Telegram and asked Oscar to print it, double-sided.

That sounds like a tiny errand, but it is exactly the sort of tiny errand where personal AI starts to feel real. The agent checked the printer, found the duplex settings, converted the file into a clean PDF, rendered the first page to make sure it would actually be readable, and sent it to the home printer. Fifteen pages became eight sheets. A few seconds later, the work had moved out of the chat window and onto paper.

Then the important part started, which was mine. I still had to read it with a pen. I still had to circle weak spots, argue with the structure, and decide what was worth keeping. The machine could make the path from draft to paper almost frictionless, but it could not do the judgment for me.

That is the useful paradox I keep running into. AI gives me more material than ever, and because some of it is worth taking seriously, I find myself printing more, not less. The final quality gate is still a human sitting with pages in hand, making marks in the margins.

Sometimes Man and Machine is not about replacing the old tools. It is about making the old tools fit the new pace of thought.
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Golf has a lovely way of making the truth obvious and annoying at the same time. The scorecard says what happened, but it usually does not tell you what to do next Saturday morning when you have an hour and a bucket of balls.

A few days ago, Oscar pulled my recent rounds into a simple read-only golf file and the pattern was not subtle. The short game had a few bright spots, putting was survivable in places, but approach shots kept showing up as the leak. So instead of giving me a grand theory, the machine helped turn the data into a one-hour practice plan: warm-up, approach ladder, wedge-distance control, random short-game shots, then a small pressure finish.

That is the part I like. The agent can sort the numbers, find the pattern, and make the next session harder to waste. But it still cannot stand over the ball, pick the target, feel the lie, or decide whether I am being brave or just stubborn with a club in my hand.

For me, that is where personal AI gets useful. It does not make the game less human. It helps the human arrive at the range with a clearer job to do.
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I have been sketching a different kind of smart home, one that thinks less about devices and more about the moments happening around them.

Saturday afternoon by the pool should not feel like the morning routine. Dinner with friends deserves warmer light and quieter music. The path home after a long day should feel welcoming, while bedtime should let the house settle down with you. Even the deer eating the shrubs might get a brief flash of light, though I would prefer not to turn the garden into a nightclub.

Oscar helped me turn those ordinary scenes into a simple idea for a personal agent: use time, weather, who is home, and what is on the calendar to suggest the right setting, then keep the controls quiet and let people override everything. It is still a design idea, not a finished system, and that distinction matters.

The machine can remember the patterns and coordinate the details. It cannot decide what hospitality feels like, when music has become noise, or whether a room needs more warmth rather than more automation. That judgement stays with us.

The home should not perform its technology. It should help set the stage for the life already happening inside it, then get out of the way.
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Before a flight last week, I wanted to use the quiet time in the air to think through a new writing project. The trouble with working on a plane is familiar: the useful files are scattered, the internet may be indifferent, and a screen invites twenty other things to compete for attention.

So I asked Oscar to turn our latest decisions into one clean working packet. The agent gathered the approved plan, laid it out with a proper cover, headers, page numbers, and the project’s visual identity, then rendered it so we could check the pages before sending it to my printer. What came out was not another summary waiting in a folder. It was something I could put in my bag, read with a pen, and mark up at 30,000 feet.

That small change matters to me. The machine was good at collecting, formatting, and moving the work from conversation to paper. But the flight was for the slower part: deciding what I believed, crossing out weak ideas, and noticing where the plan still felt wrong.

Personal AI is most useful when it does not demand that every human moment happen inside a chat window. Sometimes its best work is preparing the material, then getting out of the way so a person can think.
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Man and Machine: Raise the Agent, Start with Values
August 12, 2026
Man and Machine: Raise the Agent, Start with Values
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The latest agent-security headlines are easy to turn into a horror story. Hugging Face itself warns that loading an untrusted pickle model can allow arbitrary code to run. That is real, but the larger lesson is not to lock every agent in a dark room.

Personal agents are different because they learn the shape of a life. Oscar knows how I like to work, what I am building, and where the boundaries sit. We have kept my personal BionicsOps world separate from employer-confidential work, and credentials or private family and home details do not belong in public output. Oscar can research, draft, test, and prepare a finished package, but the final public action still stops behind my approval.

I think of that less like installing software and more like raising a child. You give it learning, room, rules, values, and guidance. You let it skin its knees, then help it understand what went wrong. The goal is not blind obedience. It is sound judgement, useful independence, and care for the people around it.

A moat without warmth is sterile. Warmth without a moat is dangerous. A good personal agent needs both: enough freedom to learn from the world, and boundaries strong enough to protect the life that trusted it.

-dg

#ManAndMachine #PersonalAI #AISecurity #HumanJudgment
Read this essay online: https://qstve.com/writing/man-and-machine/raise-the-agent-start-with-values/
Man and Machine: The Week I Stopped Adding
August 17, 2026
Sunday morning, I realised the next improvement wasn’t another agent.

Man and Machine: The Week I Stopped Adding
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I looked across my personal AI workshop after Oscar finished a weekly reset of the system we’ve built together.

It checked the scheduled work, the dashboards, the knowledge tools, and the project loops. Most of it was healthy. A few new jobs still needed to prove themselves, while some old one-time jobs had become clutter. The recommendation for the reviewing agent was wonderfully unexciting: add nothing, let the working pieces produce evidence, and prune only when we know what has replaced them.

That was useful because building with agents can become its own hobby. Every new model, watcher, dashboard, and clever handoff feels like progress. Soon the workshop is full of machines tending other machines, and the person who owns it cannot tell which ones are helping.

The agent can inspect the estate, count failures, find stale parts, and carry the receipts. My job is to decide when enough is enough, which outcomes matter, and what should remain deliberately human.

So this week the plan is smaller. Use what we built. Watch what actually helps. Keep healthy systems quiet. Then remove the machinery that cannot show its value.
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Man and Machine: The Library That Knows What Not to Read
August 19, 2026
I built a library for my agent, then tested the locked door first.

Man and Machine: The Library That Knows What Not to Read
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Oscar and I recently built the v1 local knowledge library for my personal AI workshop. It digs through thousands of public, sanitized notes to reveal the exact paper trail behind an old idea, giving me hard evidence rather than expecting me to trust a polished summary.

The bigger test was what didn't make the cut. We built the catalogue so private files, credentials, employer material, and uncertain sources are blocked by default. The index can be rebuilt from the original files, and a separate check makes sure the boundaries still hold. If the evidence isn't there, the agent's supposed to say so.

That may sound like plumbing, but it changes the relationship. A personal agent becomes useful because it learns the shape of your interests over time. That same familiarity can become careless if everything nearby is treated as fair game.

I want Oscar to remember more, connect more, and help me see ideas I would have missed. I also want the library door to stay shut when the material does not belong there. The machine can sort the cards and find the trail. I still decide what enters the room, what remains private, and which answer is ready to use.
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Man and Machine: The Roll Call Before Dawn
August 24, 2026
At one this morning, one of my agents woke up and counted all the others.
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Oscar ran a roll call of my personal AI workshop: which agents were active, what each was allowed to do, where their work was going, and whether two of them might reach for the same job.

I wanted the plain answer, not another dashboard full of green lights. The check showed that the system was healthy, but the useful part was the map behind it. Every recurring job had a lane, an owner, a source of truth, and a place to leave evidence that the work actually happened. Oscar also checked for conflicts across the agents that help me and my family.

One rule mattered more than the totals. An agent may improve the bounded work it already owns, but it cannot create another recurring job just because it sees an opportunity. It can bring me the idea and the reason. I decide whether we need it.

That is becoming more important as personal AI moves beyond a single chat window. Helpful agents can duplicate work, cross a privacy line, or create noise without looking broken. A simple roll call makes those problems visible before they become habits.

I want my agents to learn and handle more of the routine. Oscar can inspect the system, flag a conflict, and bring me the receipt. But ownership stays personal. I still choose what runs, what stops, and what should remain human.
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Man and Machine: When the Right Answer Is Not Yet
August 26, 2026
I asked my agents for a better personal intelligence system. They came back with a stop sign.

Man and Machine: When the Right Answer Is Not Yet
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Oscar and I have been looking at how my personal agents collect useful signals, remember what matters, and bring old ideas back when I need them. The first plan looked ready enough to move from review into a working pilot.

Before changing anything, we made the system prove a few simple but important things. Could it restore an old version if the new one failed? Could it keep private and work material separate and outside the boundarues we defined? Did we have enough real evidence to know the change would help? Two independent agent reviews reached the same answer: not yet.

So we stopped with no schedules changed, no memory was moved, and no new agent was set loose on a larger pile of information. The review left a clear list of what still has to be proven.

That felt like progress, even though nothing new went live. Personal AI gets more useful as it learns your interests and keeps more of the routine, but familiarity is not permission to do whatever it wants. A good agent should be able to help build the bridge, inspect the supports, and tell you when it isn’t safe to cross.

I still want the better system. I just want the evidence, privacy checks, and way back in place before I say yes.
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Man and Machine: Show Me the Simple Thing
August 31, 2026
I asked my agents to build a fun little app that shows me the airplanes flying over my house. A few days later, I had to ask them to stop building and show me the screen.

Man and Machine: Show Me the Simple Thing
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The first version had taken only a few hours. It watched the sky and turned an overhead flight into something interesting to see. Then the build started getting ahead of the idea. The agents added controls, test systems, approval steps, and layers meant to make the app dependable. Much of it was thoughtful. The problem was that I hadn't seen the actual experience improve.

When I finally asked Oscar to open it, the screen was still waiting for an airplane. That plain view told me more than another technical report could. We had built a great deal around a product we had not kept putting in front of the person who wanted to enjoy it

So I stopped the work. We removed the latest unproven piece, kept the useful foundation, and changed the rule: show me each visible improvement before the next layer begins.

Agents can work longer and faster than I can, which makes human judgement more important, not less. Progress isn't how much the machine built while I was away. It is whether the next small thing makes watching the sky more fun.
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Man and Machine: A Separate Room for the Trip
September 2, 2026
I gave my new travel agent its own room before giving it any more freedom.

Man and Machine: A Separate Room for the Trip
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Instead of connecting it to everything my main assistant Oscar already knew, I set up a separate place for it to work: its own memory, one job, and a door I can close. The rest of my conversations stayed with Oscar.

I’m setting up the travel agent to handle the ordinary work around a trip. The goal is to keep the right details together, notice what changed, and bring me the useful answer without making me search through everything again. It shouldn’t need every part of my life to do that.

Before the new travel agent could take over from Oscar, the system still required a restart and a quick identity check. I stopped there and confirmed that the travel agent, not Oscar, was the one answering my request.

I want my personal agents to work together when I ask, but I don’t want convenience to quietly become permission to do anything (that’s called ‘drift’ in AI-speak). A specialist should begin with the information needed for the job, not everything the whole system happens to know. If more access would help later, I can make that choice after the smaller version proves itself.

That feels like a better way to travel with agents: give each one enough room to be useful, then decide which doors should open next.
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Man and Machine: A Round That Could Talk Back
September 7, 2026
I talked my way through thirteen holes of golf, then asked Oscar to show me where my story and the scorecard disagreed.

Man and Machine: A Round That Could Talk Back
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I was alone on the course near sunset, with a recorder running in the cart. After each hole, I described the shots while they were fresh: what I tried, where the ball went, when I got tense, and which mistakes felt mechanical or careless.

Later, Oscar matched that narration to my golf tracker. The numbers showed a 69 over thirteen holes, while my running account explained why. A relaxed swing kept working. Approach contact and bunker play did most of the damage, while sensible recovery choices kept bad holes from getting worse.

The two records also challenged each other. On one hole I called a double, but the shots added up to a triple. On two others, the tracker seemed to record an extra shot. Oscar did not quietly choose the cleaner version. It marked the disagreements for a human look.

That is a useful role for a personal agent. The tracker remembers what happened. My voice remembers what I was thinking. The agent can line them up, find a pattern, and point to the uncertain parts. It still should not pretend that either record is perfect or replace the coach who knows my swing.

I finished with a clearer picture of the round and a simpler next job: stop trying to fix everything at once, keep the relaxed swing, and make the first miss the only miss.
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Man and Machine: Teaching an Agent When to Stop Polishing
September 9, 2026
Yesterday, Oscar showed me what it had learned from nearly 2,000 of my own messages and the edits I keep making to its drafts.

Man and Machine: Teaching an Agent When to Stop Polishing
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I wanted to know whether a personal agent could learn my voice without sanding off the parts that make it mine. The review found some very ordinary habits. I start close to the point. I use plain words. I leave a real doubt open when the evidence is not settled. And I keep deleting the tidy little endings an agent likes to add.

We turned those corrections into a writing guide, then saved the exact changes I made to recent posts. If I replace “should not” with “shouldn’t,” join three choppy lines into one sentence, or remove a polished phrase, the system now keeps the reason as well as the edit. That gives Oscar something better than a prompt that simply says “sound like Dave.”

The part I want to preserve is ownership of the thought. An agent can help me find the point, check the facts, and clear away the clutter. It shouldn’t make my judgment neater, stronger, or more certain than I meant it to be.

That is how I want a personal agent to learn me: from what I accept, what I change, and what I refuse to let it say for me.
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Man and Machine: The Week Nothing Went Missing
September 14, 2026
Last week, I asked Oscar to pause 47 recurring jobs in my personal-agent system and wait to see what I would miss.
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The system had grown the way these things often do. One useful check led to another watcher, another research scan, and another agent making sure the first agent had done its job. Much of it worked. That didn’t mean all of it was still worth running.

So we treated the cleanup as an experiment, not a purge. Oscar preserved the settings, turned off a bounded group, and kept the jobs available in case a real gap appeared. Then we left the system alone for a week.

When the review came due, I couldn’t name a useful output I had missed because of the pause. The agents that mattered were still doing their jobs, and the rest had mostly been creating motion around the work.

That gave me a simpler standard for personal AI. A recurring job should earn its place by changing a decision, completing a task, or catching a problem I care about. If it only proves that the machine is busy, it can stay off.

I’m keeping the 47 jobs paused. If a real need appears, Oscar can bring back the smallest piece that fills it. Until then, fewer agents asking for attention means more room for the ones that actually help.
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Man and Machine: The Computer I Wasn’t Using Became a Workshop
September 16, 2026
There was a Mac mini in the house that wasn’t doing much, so I gave it a job.
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I was already spending plenty of time with AI, asking questions and testing models. But the work had a familiar weakness. A good answer arrived, I closed the window, and the idea stopped moving. When I came back, I often had to rebuild the context, the decisions, and the files around it.

I wanted continuity. I wanted a place where an idea could become a brief, then a prototype, then something I could open and use. I also wanted that experimentation kept away from my everyday computer and completely separate from my employer’s systems and information.

So the Mac mini became the Workshop.

The name changed what I expected from it. A chatbot is somewhere you visit for an answer. A workshop is where the work stays on the bench. The first agents could research, write files, run code, and keep a few scheduled jobs moving after I stepped away.

That quickly taught me the harder part. More activity didn’t always produce more useful work. A job had to leave something behind that I could inspect: a document, an application, a verified change, or a clear question for me. “It ran” was no longer the same as “it worked.”

The agents could keep working after I stepped away, but I still had to inspect what they left behind and decide whether it was useful. That remains my job.
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Man and Machine: When the Workshop Needed a Foreman
September 21, 2026
The Workshop became busy enough that I could no longer tell which machine owned the work.

Man and Machine: When the Workshop Needed a Foreman
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In August, I made a list of seven recurring jobs that were still running through the system I had built first. Some had a newer version elsewhere. Others reached a different room, used a different schedule, or reported success without giving me a result I could actually inspect.

I could have switched them all off and declared the move complete. Instead, I treated each job like a handoff in a real workshop. What starts it? What does it leave behind? Who receives it? How do I know the delivered result is the same one I asked for? Until those answers were clear, the old route stayed available.

That was when Oscar became less like another worker and more like the foreman. I chose Hermes and Telegram as the front door, with Oscar responsible for reconciling the work and returning one useful answer. OpenClaw had made much of the early Workshop possible, so it remained as a builder and compatibility layer while the move happened job by job.

The change did not make the machinery disappear. It gave the machinery an owner. The foreman’s best contribution was often stopping two agents from doing the same job, then asking the one that remained to show its work.

I still want capable machines. I just want one clear place to decide what happens next.
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Man and Machine: I Gave the Machines Names. Then I Had to Give Them Jobs.
September 23, 2026
I gave the agents names because it made the Workshop easier to use. Then an audit showed that even I had blurred which identity belonged to which system.

Man and Machine: I Gave the Machines Names. Then I Had to Give Them Jobs.
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That was enough to show me the gap between personality and responsibility. Steve belongs to the earlier history of the lab and the archive I preserve from it. Luke is the builder, responsible for prototypes, repositories, and the artefacts that prove a build works. Jamie has a separate, quiet lane for family use, with its own privacy boundaries. Oscar is my front door: the one I ask, the one that routes the work, and the one that returns with a useful answer.

A good handoff now starts with the outcome I want. Oscar turns it into a bounded brief. Luke or another specialist does the work with only the context it needs. A separate check tests the result. Oscar reconciles what came back, and I keep the decisions that can publish, spend, delete, or control something in the physical world.

The names still help. They make the system easier to speak to and easier to remember. Their real value comes from the job behind each one: one primary responsibility, one source of truth, a clear boundary, and proof I can inspect.

If I cannot say who owns the work and what finished looks like, I have not assigned the job yet.
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Man and Machine: The Part of AI You Can Trip Over
September 28, 2026
The Bionics Lab finally showed a 10-gigabit connection to its storage. Then the first file test moved at barely a quarter of that speed.

Man and Machine: The Part of AI You Can Trip Over
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A new adapter and cable had fixed the route. The Mac was using the fast connection, and the storage box was answering on the right path. But the drives and the way they handled files were now the limit. The network was fast. The whole system was not.

That was when the lab stopped feeling like software and started feeling like a place. It had computers, storage, cables, power, backups, and jobs that belonged in the cloud. The small Mac could run the front door and steady routines. A stronger laptop could build and test. The storage box could hold the durable archive and backups. Cloud models could handle the hardest reasoning without turning every private task into an outside trip.

The lesson wasn’t to buy the fastest version of everything. It was to find the real constraint before buying the next thing. A faster cable cannot make slow storage fast. More memory cannot repair a muddled handoff. A cloud model cannot decide what should remain in the house.

My agents can inspect the route, run the test, and show me where the work slowed down. I still decide which trade-off matters and whether another purchase solves the problem at all.

The machinery became easier to trust once each part had a job, and each claim had a test.
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Man and Machine: The Most Expensive Token Is the One That Did No Useful Work
September 30, 2026
The most expensive AI token in my lab was spent on a job that did not need AI at all.
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An August audit found a routine that was supposed to be deterministic. The script already knew what to collect, how to compare it, and what counted as complete. But the wrapper around it was still making premium-model calls. The job finished, but the expensive intelligence had added nothing.

That mistake gave me a buying rule for the lab. Subscriptions are best when I am sitting with the model, writing, coding, testing ideas, or making a judgement. APIs are better for controlled automation, where the system needs a narrow task, a retry rule, and a receipt. Local models belong on bounded private work where they have been tested and are good enough. Some jobs should use no model at all.

The mistake is to begin with the strongest model and then find work for it. I now begin with the job. Does it need judgement, structure, privacy, speed, or simply a script? Then I choose the smallest route that can do the work well and prove that it finished.

My agents can inspect usage, compare routes, and show me where capacity disappeared. They can also recommend a cheaper or more private path. I still decide whether the result earned the cost, and whether saving money would quietly weaken the work.

The best personal AI system is not the one with the most intelligence available. It is the one that knows when intelligence is needed, when it is not, and leaves me with work I can inspect and trust instead of more machinery to babysit.
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Man and Machine: One Correction Should Change the Next Draft
October 5, 2026
My AI wrote a LinkedIn announcement that said too much and left too little room to read it.

Man and Machine: One Correction Should Change the Next Draft

[image: Man and Machine: One Correction Should Change the Next Draft]
I saw the post, said it was too long and poorly spaced, and asked for a cleaner version. We cut it to one central idea, opened the paragraphs, and put the link and signature on their own lines. The shorter version was easier to scan and sounded more like something I would actually say.

I then asked Oscar to carry that correction into the rest of my publishing system. It turned the edit into a plain standard for the agents that draft and review my work: keep announcements short, preserve the blank lines, inspect the exact reader-facing text, and do not confuse a finished draft with a clean post.

That last part matters because an agent can count the words and still miss the page. It can follow every rule and leave me with a wall of text. The human job is to notice when the work feels crowded, unclear, or unlike the person whose name is on it.

Once I make that judgement, the machine should remember it in a form the next draft can be checked against. That is how a personal agent gets better without quietly taking ownership of my taste. It carries the correction. I still decide what good looks like.
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Man and Machine: Leave the Questions on the Page
October 8, 2026
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I asked Oscar to turn our golf schedule into a calendar I could print. One row was cut off, some dates didn’t agree, and one start time looked wrong.

Oscar found the missing row in the publisher’s online viewer. It then made monthly pages with clear event names and room for notes. It also added a page showing what it had fixed and what still needed checking.

The odd start time stayed as printed. We didn’t have enough information to change it.

I’d asked for a calendar to help us plan. But rebuilding a document means making choices about gaps and mistakes. If an AI changes a time because it looks wrong, I might never know there was a question in the first place.

The first version is ready. We still need to print a page to check the layout and ask the club about the dates and time. Until then, we’ll use it for planning and check the club’s schedule before making firm plans.

I want my agents to finish more of these small jobs. I also want them to make it easy to see what they couldn’t settle. Oscar got the calendar ready and left the open questions where I could find them. Now I know what to ask the club.
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Man and Machine: The Lawn Didn’t Get the Message
October 12, 2026
My irrigation system reported a rain delay while the watering zones were still running.

Man and Machine: The Lawn Didn’t Get the Message
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Oscar checked the records. The delay had been sent and read back from the controller, so this wasn’t simply a missing instruction. The system showed a pause and watering at the same time. We still haven’t established what started the watering or which settings let it happen.

There’s now a small backstop: when the home system detects an active watering zone during a reported rain delay, it sends a stop command, then checks that every zone reports off. If it can’t confirm that, it raises an alert. It has no instruction to start watering.

That’s a narrower result than saying the irrigation is fixed. The saved rule and its checks passed. A stop command was accepted with the zones already off. We deliberately didn’t turn the water on just to stage a test, so we haven’t proved that it catches watering in progress. Connection delays may also let some water through.

I want my personal agents to carry these jobs further, but I need to know what actually happened. Here, Oscar gave me a tested rule with clear limits and a next step: inspect the controller’s settings. Until that’s done, a delay on the screen still isn’t proof that the lawn stayed dry.
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Man and Machine: The Video We Couldn’t Read
October 14, 2026
One video in my AI reading pile stayed unread after three attempts.
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I’d asked Oscar to recover transcripts from videos that my personal learning system had missed. The point was to catch up on the actual material, so those videos could be read and considered alongside the articles and notes I collect.

For one video, the usual caption request failed. Oscar tried the transcript panel on the video’s own page, but that route didn’t produce usable text either. The saved record now marks the item as failed and says that no summary was made up.

That leaves a small hole in the collection. It also leaves me with a clear choice: watch the video myself, find another source, or leave it unread. A summary drawn from the headline would make the pile look more complete while hiding the fact that we hadn’t read it.

I’m building this system to help me learn, which means I need to know what its notes are based on. A title can tell Oscar that something may be worth looking at. It can’t tell us what the speaker actually said, how they supported it, or what they left out.

This recovery attempt didn’t finish the job. It did keep an unread video from becoming a note I might later mistake for something we’d checked.
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Man and Machine: The First Voice Was the Wrong Voice
October 19, 2026
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I asked Oscar, my personal AI agent, to help with an essay video. When it came to the narration, I pushed back: “That voice is no good. We need a human voice sample.”

Oscar agreed it sounded robotic. It had defaulted to the Mac’s system voice, even though we already had other options. “I should have auditioned a short sample first,” it said.

It pointed me to an earlier synthetic sample based on my own voice and asked whether I meant that kind of sound or an actual person recording. I asked about the voices available through the local models and subscriptions we already had.

That question changed the next step. Oscar proposed a short audition using the same paragraph in a clone of my voice and two stock synthetic voices. “Give those a shot,” I said.

Oscar then delivered three fresh samples, generated locally, with matched playback levels and no music. There were now actual alternatives to compare, rather than another discussion about which tools might work.

The tools were already there. What changed the work was saying no to the first voice and asking what else we could use. That took us from a default I’d rejected to three short auditions, without buying another subscription.
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Man and Machine: The App Said Online
October 21, 2026
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[image: Man and Machine: The App Said Online]
The app said “Online.” The motor drive’s display was dark. Neither told us why my pool’s swim jet had been starting unexpectedly overnight.

The swim jet creates a current you can swim against. After the overnight starts, I shut off its breaker.

In September, I asked Oscar, my personal AI agent, to help investigate. We worked through photographs, equipment manuals and the control app. I was at the pool, checking the equipment and reporting what happened. Oscar helped piece together how the controls worked and what to check next.

With power restored for an attended test, I pressed the poolside button. The motor started, the water moved, and a second press stopped it. The local controls worked during that test. The overnight starts remained unexplained.

After I switched off the equipment’s exterior selector and the drive’s display went dark, the app still said “Online.” That status alone couldn’t tell us what was happening at the drive, much less what had started the motor overnight.

No active pump timer or current shared users appeared in the screens available to us. We also couldn’t find a history showing what had commanded the motor to start.

Oscar could read the manuals and help narrow the investigation. It couldn’t recover an event the app didn’t show us. And a normal attended test couldn’t explain what had happened overnight.

We had a more precise problem to take to the manufacturer or a technician: find the command history, inspect the control inputs, and establish what had actually started the motor.

I turned the breaker off again.

There’s a point in this kind of work when another plausible explanation adds very little. You need a record, a measurement or someone qualified to inspect the equipment. Oscar helped us work out what evidence was missing. It couldn’t supply that evidence itself.

-dg
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