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Agentic Orchestration Architecture
Treating AI coding agents as a staffed team rather than a chat window: work contracts
in flat files, one reviewing agent, and a hands-off loop from settled strategy to
committed work.

JOSEPH STEVENSON joseph-stevenson-portfolio.netlify.app

A B S T R A C T

This report describes orchestration infrastructure that lets one person run several software projects in
parallel by treating AI coding agents as a staffed team rather than a chat window. The first generation is a
local web command center: a browser dashboard that spawns Claude Code CLI agents into terminal
panes, coordinates a seven-role roster through flat markdown files, and closes a hands-off strategy-to-
commit loop: once direction is settled in conversation with the COO agent, an autonomous mode carries
decomposition, dispatch, execution, review, commit, and bookkeeping without further operator input,
the dashboard's confirmation prompts serving as an observability layer for following the work rather
than a control dependency. There is no database: all state is human-readable text, and because every
agent is an interactive session on a flat subscription, six parallel agents cost the same as one. This paper
generalizes the design into ten principles, estimates the workflow's gains over the conventional single-
window process using the five-month project that preceded the system as a measured baseline, and
develops the system's two later generations in depth: an Overseer workflow that moves orchestration
onto the platform's native capabilities, and a domain-stack architecture that turns review into a measured
feedback loop. The estimated gains, stated as estimates: a re-briefing tax of 15 to 25 percent of all baseline
turns drops to near zero, parallelizable work compresses 3 to 5x in wall-clock time at zero marginal cost,
and the system delivered itself through its own loop in four weeks of part-time operation where the
baseline project consumed five months of full attention. It closes with an unusual external signal: a dated
ledger of convergences between the system's design and the agent platforms' own subsequent releases,
maintained with the misses recorded alongside the hits.

1 Introduction
By early 2026 the constraint on my output was no longer model capability. It was coordination.
In the five months before this system existed I built Athena, a personal health and development
platform, through a single AI chat window: an estimated 600 hours of hand-driven sessions,
about 18,000 conversational turns and 7.4 billion tokens by my own accounting, the equivalent
of roughly $60,000 of engineering time at $100 per hour. Every one of those hours ran through
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one window. Context died when sessions ended. Prompts moved between windows by copy and
paste. The record of what happened lived nowhere. The working title of the retrospective I later
wrote about that period was "context loss broke me," which was accurate.

The obvious fix, multi-agent frameworks, did not fit. LangGraph, CrewAI, and their peers
orchestrate API calls inside a program: they assume per-token billing, which punishes
parallelism; they discard the interactive session, which is what makes an agentic CLI effective;
and they are libraries for building agentic products, not a management layer for a person.
Anthropic's 2026 Agentic Coding Trends Report later quantified the gap I was living in: AI is used
in about 60 percent of engineering work but fully delegated in only 0 to 20 percent. The missing
piece between those two numbers is not a smarter model. It is delegation infrastructure: work
contracts, review gates, memory policy, and bookkeeping.

The system this paper describes is that infrastructure, and the paper makes four contributions:
(1) a built and shipped architecture for solo-operator agent orchestration, turning a chat-window
workflow into a staffed team that runs hands off from settled strategy, with work contracts, an
agent review gate, and automatic bookkeeping (Section 3); (2) a quantitative before-and-after,
using the five-month single-window project as a measured baseline and estimating the
workflow's gains against it dimension by dimension (Sections 2 and 4); (3) ten implementation-
agnostic principles that survived two full redesigns of the machinery that enforced them
(Section 5); and (4) the two later generations developed in depth, showing how the pattern
migrates onto platform-native orchestration and where it is pointed next (Sections 6 and 7). One
fact anchors everything that follows: the system built itself. Every unit of work that produced it
was dispatched, executed, reviewed, and logged through the system's own loop.

2 The Baseline: One Person, One Window
Before estimating what orchestration changes, it is worth being precise about the process it
replaces, because nearly every working developer still runs it.

The conventional process for AI-assisted building is a single chat window with a human in the
middle. The human is the message bus: every instruction, every file excerpt, every piece of
context moves through the operator's clipboard. The human is the memory: when a session ends
or its context fills, the accumulated understanding of the project ends with it, and the next
session starts from whatever the operator can re-explain. The human is the scheduler: one
conversation runs at a time, so work that could proceed in parallel queues behind whatever
currently holds the window. And the human is the historian, which in practice means there is no
history: notes get written when there is time, and there is never time.
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F I G .  1

The single-window baseline. The operator is the message bus, the memory, the scheduler, and the
historian; when a session ends, its context dies, and the next session is re-briefed by hand.

Athena gave me a measured instance of this process at scale: five months, roughly 600 hours,
18,000 turns, 7.4 billion tokens, one window. Reviewing that period, four taxes stand out. The
estimates are my own accounting, and I present them as estimates.

The re-briefing tax. Every new session began by reconstructing context a previous session
already had: what the project is, what was just tried, what failed and why. I estimate roughly one
turn in five served only to rebuild prior state. On a 600-hour baseline, that is on the order of 90 to
150 hours of pure re-explanation, producing nothing.

The serialization tax. Independent workstreams (schema, interface, integrations, research)
could have proceeded in parallel. With one window they queued. Whatever held the window
blocked everything else, including work that needed no decision from me.

The transport tax. Moving text between windows and tools by hand is slow and quietly error-
prone: prompts vanish, stale versions get pasted, and the operator's attention is spent on clerical
transfer rather than judgment.

The bookkeeping deficit. Beyond the commit history, no durable record of those five months
exists: no work orders, no session log, no decision trail. Every retrospective question about the
period is answered from memory, which is to say, poorly.

excerpts

copy and paste

typed context

output

Files and tools
project state on disk

Operator

MESSAGE BUS

MEMORY

SCHEDULER

HISTORIAN

Single chat window
one session at a time

session ends: accumulated understanding is lost
NEXT SESSION RE-BRIEFS BY HAND · EST. ONE TURN IN FIVE
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These four taxes are the design brief. Everything in the next section exists to remove one of
them.

3 Architecture
The first generation is two processes and a filesystem: a browser dashboard, a small local server
that spawns and supervises agents, and a vault of flat files carrying all state.

The command center. One local web app renders the entire portfolio on one screen: a kanban of
work orders across projects, live terminal panes for every running agent, usage rollups, content
drafts, and an ops strip that answers the standing questions at a glance (how many projects, how
much work open, what is blocked, how fresh is the state). The design target was eliminating alt-
tabbing and copy-paste between chat windows. The UI is a management layer above the agents,
not an IDE.

The execution substrate. Every agent is an interactive Claude Code CLI session running in a
pseudo-terminal pane, spawned by the server with its role playbook and project briefing
injected silently into its system prompt, so a pane's scrollback starts clean. Agents are sessions,
not API calls. The choice is load-bearing: it sets the cost model (Principle 5), and it keeps every
agent inspectable and interruptible, since any pane can be taken over by hand at any moment.
Each spawn is confined under an allowed filesystem root as a defense-in-depth boundary.

The roster. Seven roles in two classes. Three persistent strategy agents: a COO for direction, a
Middle Manager for tickets, review, and commits, and a Content Director for outward-facing
drafts. Four ephemeral workers: frontend, backend, QA, and research. Persistence here is
memory policy, not job title. Strategy roles resume their prior conversations when their panes
reopen, so strategic context compounds across weeks. Workers spawn with zero memory, so no
ticket can inherit a stale assumption from the last one. The manager also carries the review
toolkit: read-only browser checks and live library documentation, connected over MCP, the open
standard for linking a model to external tools and data.

The state layer. All coordination state is flat markdown and CSV under plain-text conventions:
tickets with a status field, a backlog, a completed log, a per-project brief as the single source of
truth, an append-only decision log, and a session log with one row per unit of work. There is no
database to install, migrate, or back up, and the whole system can be understood, and audited,
by grepping it.

The loop. I set direction in conversation with the COO, and that conversation is the only input
the system requires from me. A structured handoff turns the settled strategy into a machine-
readable summary, which is validated and handed to the Middle Manager as its briefing. The
manager scaffolds tickets, assigns them, and dispatches the sprint, up to six workers at once
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with the remainder queued, advancing as commits land. Workers flip their ticket's status as they
progress; a file watcher turns each flip into a review badge on the manager's rail; the manager
reviews and commits. Workers cannot commit at all: commit authority is reserved to the
reviewing agent by written contract, a machine-enforced gate that holds whether or not anyone
is watching. A post-commit hook then appends the session log row, the completed-work line,
and the project brief's current-state entry, so the paper trail writes itself. The dashboard
refreshes, strategy sees consequences, and the loop closes. Two confirmation prompts surface
along this circuit, one at the strategy handoff and one at sprint dispatch, and they are an
observability feature, not a control point: I ran with them on so I could follow the work as it
moved, and autonomous mode proceeds straight through both, running the full loop from the
settled COO strategy to committed, logged work without an operator present.

F I G .  2

The first generation's loop. Strategy settled with the COO runs hands off through decomposition,
dispatch, execution, review, commit, and bookkeeping; the manager holds sole commit authority.

The memory policy deserves its own picture, because it is the part of the roster that does the
most work.

structured
handoff

sprint
dispatch

ticket status flips

review
badge

commit ·
hook appends

state refresh

COO agent
strategy rail · direction

Middle Manager
tickets and dispatch

Worker panes
up to six in parallel

Flat-file vault
tickets · backlog · logs

briefs · decision log

Review gate
manager reviews every diff

workers cannot commit

File watcher
status flips become

review badges

hands off from settled strategy;
confirmation prompts observe, not gate
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F I G .  3

Memory allocated by role. Strategy agents resume prior conversations and compound judgment;
workers spawn with zero memory so no ticket inherits another's assumptions.

4 What the Workflow Changes
The honest comparison available to me is the one I lived: the same operator, before and after, on
projects of comparable ambition. Athena is the measured baseline; the system's own
construction is the first orchestrated data point. The comparison is directional rather than
controlled, and the estimates below are labeled as what they are. But the direction is not subtle.

STRATEGY RAIL · PERSISTENT

COO · MANAGER · CONTENT DIRECTOR

week 1

week 2

week 3 session
prior context intact

context accumulates across weeks

WORKER RAIL · EPHEMERAL

FRONTEND · BACKEND · QA · RESEARCH

ROLE PLAYBOOK + BRIEFING INJECTED AT SPAWN

ticket 1
fresh spawn

ticket 2
fresh spawn

ticket 3
fresh spawn

nothing crosses between tickets

Continuity where judgment lives; a clean slate where drift would live.
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DIMENSION
ONE WINDOW
(BASELINE)

ORCHESTRATED ESTIMATED EFFECT

Context
continuity

Rebuilt by hand every
session

Strategy roles resume;
workers briefed at spawn

Re-briefing tax, est. 15 to 25 percent
of baseline turns, drops to near zero

Parallelism One conversation at a
time

Up to six worker lanes plus
strategy rails

Est. 3 to 5x wall-clock compression on
parallelizable sprints

Transport Operator clipboard
between windows

Files as the message bus Lost-prompt and stale-paste errors
eliminated as a class

Record
keeping

Nothing survives the
session

Every unit of work logged
by hook

Complete audit trail at zero marginal
operator effort

Review Ad hoc, skipped under
pressure

Agent review gate before
every commit

Review coverage moves from
occasional to total

Marginal cost One session on
subscription

Six agents on the same
subscription

Parallelism at zero additional spend

Operator role Human as message bus Human as strategist and
exception handler

Attention moves from transport to
judgment

Three of these deserve elaboration.

Parallelism compounds less than its lane count. Six lanes never deliver 6x, because review
serializes at the manager and some work is inherently sequential. My estimate for sprints with
genuinely independent tickets is 3 to 5x wall-clock compression; for serial work, parity with the
baseline. The dashboard's own construction is consistent with the low end of that band: a system
of this scope was specified, built, reviewed, and shipped in four weeks of part-time operation
alongside a live portfolio, where the baseline project consumed five months of full attention.
Different projects, so I state it as direction, not measurement.

The re-briefing tax is the quiet giant. Parallelism is what orchestration demos show, but the
estimate above says the larger cost of the conventional process is re-explanation: 90 to 150
baseline hours spent restoring state that persistent roles and injected briefings now restore
mechanically in seconds. This gain applies to every session, including the many where nothing
runs in parallel at all.

The record is a gain even when throughput is not. The baseline period cannot answer basic
retrospective questions: what was tried, when, why. The orchestrated period answers them from
files. Sections 5 through 8 of this paper exist because the system logged itself; the equivalent
paper about the baseline period could not be written.
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What these estimates deliberately exclude: quality effects. The review gate catches defects
before commit, but the first generation did not instrument its catch rate, so I make no
quantitative claim there. The follow-up systems described in the companion reports carry that
instrumentation burden explicitly.

5 Ten Principles
These are the principles I would carry into any rebuild, each stated with its mechanism. They
are deliberately implementation-agnostic: the first generation enforced them with a web
dashboard and a file watcher, the later generations enforce them with the platform's own
machinery, and the principles survive the migration unchanged.

1. Files are the message bus. Agents never call each other. Every unit of coordination is a file
with a defined shape: a ticket is the work order, its status field is the state machine, a status
change observed by the watcher is the signal, and the logs are the audit trail. A small, closed
vocabulary of signals (the first generation's watcher emitted exactly three kinds) is what keeps
an agent system debuggable. The same choice buys portability and integration for free: any
other tool that can read text can read the system's entire state, and one of mine does (Section 8).

2. Persistent strategy, ephemeral execution. Memory is allocated by role. Strategy agents
accumulate context because judgment improves with history. Workers get none, so a new ticket
can never inherit a stale conversation, a half-remembered constraint, or another ticket's
assumptions. Drift is prevented structurally, not by prompting an agent to please ignore its
history.

3. One screen, one operator. The entire portfolio renders in one place with signals that route
attention: review badges, toasts, and a stuck-agent indicator that fires after two minutes of pane
silence. The operator's scarcest resource is attention, and the interface's job is to spend it only
where a decision is actually needed.

4. Close the loop, then automate the bookkeeping. Every handoff in the strategy-to-commit
circuit has a mechanical trigger, and the record-keeping humans reliably skip is done by
machine: the post-commit hook appends the log row, the completed line, and the brief update on
every commit. The paper trail cannot fall behind the work, because the work writes it.

5. Subscription arbitrage over API billing. Every agent is an interactive CLI session, never an
API call, so six parallel agents cost what one costs: the flat subscription. The dashboard still
computes what the workload would have cost at API rates, as a metric rather than a bill. The bet
held: when programmatic usage moved into fixed monthly credit pools in mid-2026, interactive
sessions stayed exempt. The cost model also settles model policy: with no per-token cost, there is
no reason to run a weaker model anywhere, so every role defaults to the strongest available.
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6. Context engineering as infrastructure. Token context is managed like disk or memory:
briefings inject silently into system prompts, per-spawn temporary files are swept on exit,
closed-ticket logs compact to one line at commit, old session transcripts archive into summary
manifests, and role playbooks are trimmed to token budgets. None of this is prompt cleverness.
It is plumbing, and each practice later matched the vocabulary of the platform's published
context-engineering guidance.

7. Roles are prompts, not code. An agent is a markdown playbook loaded at spawn. Reorganizing
the team is a documentation edit, not a refactor: over the course of the build, roles were deleted,
merged into checklists inside other roles, and renamed, all without touching a line of server
code. Every later generation keeps this exactly: role prompts are files handed to agents.

8. Isolation by lane and worktree. Parallel agents are kept from colliding by filesystem
boundaries, not by hoping they coordinate. The first generation confined every agent under an
allowed root and scoped each ticket's file list explicitly. The second generation hardens this into
git worktrees: each agent works in its own lane, and only the reviewer merges to main, so
integration conflict concentrates at one point instead of arising pairwise between workers.

9. The system builds itself. The system is a project inside its own registry. All 162 work orders
that produced it were dispatched, executed, reviewed, and logged by its own loop, and the pre-
launch hardening was run on the tool by the tool. This is the strongest single piece of evidence
that the loop works, and it became a standing instruction in the later generations: the workflow
is always its own first customer, and inefficiencies found in operation are worked back into the
design.

10. Human involvement shrinks each generation. The first generation requires the operator in
exactly one place: the strategy conversation. Everything downstream, decomposition, dispatch,
execution, review, commit, and bookkeeping, runs without human input in autonomous mode;
the dashboard's confirmation prompts are a follow-along surface, kept on by preference rather
than necessity. The second generation moves the strategy conversation to the Overseer and
drops the console entirely: direction in at plan time, escalations only afterward. The third
narrows involvement again, to direction and auditing the evaluator. The constant across all three
is the machine gate that never moves: an agent reviews every change before anything reaches
main, whether or not a human is anywhere near the system.

6 Generation Two: The Overseer Workflow
The dashboard was built because, in the spring of 2026, this orchestration layer did not exist
anywhere else: if I wanted panes, spawning, signaling, and bookkeeping, I had to build them.
Within weeks of the first generation shipping, the platform itself began absorbing exactly that
layer, culminating in native orchestration: million-token coordinator contexts and dynamic
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multi-agent workflows as a first-class capability. The correct response to your own infrastructure
being commoditized is to delete it, not maintain it. Generation two keeps every rule of the first
generation and sheds nearly all of its code. It is the workflow I operate today.

6.1 Topology

One Overseer agent replaces the web command center. It runs as a desktop Claude Code session
on the strongest available model with a million-token context, and it holds what the dashboard
used to fragment across briefing files: the whole portfolio's state, every lane's progress, and the
full history of the working session. Reporting to it are four to eight worker agents, each an
independent terminal CLI session at maximum reasoning effort, and each able to fan out into
subagents of its own for parallelizable subtasks. The team is therefore multiplicative rather than
additive: a roster of six workers with modest fan-out puts a few dozen concurrent working
contexts under one coordinator, a scale the first generation's fixed pane grid could not have
supervised.

6.2 Lanes

Isolation, advisory in the first generation, becomes physical. Each worker owns a lane: a git
worktree of the project, checked out to its own branch, with an inbox directory for incoming
tickets and a completion signal convention for outgoing work. The Overseer writes a ticket into a
lane's inbox; the worker executes entirely inside its worktree; a .done.md  file at the lane root,
carrying a summary and a self-assessment against the ticket's acceptance criteria, signals
completion. Workers commit freely inside their own lanes, which the first generation forbade,
because the lane makes worker commits safe: nothing reaches main except through the
Overseer, which reviews the lane's diff, merges, pushes, and logs. Integration conflict, the classic
failure of parallel agents, concentrates at a single reviewing agent instead of arising pairwise
between workers.

6.3 The message protocol

Traffic between workers and the Overseer uses five message types, each a file dropped in the
lane, extending the first generation's three watcher signals into a closed conversational
vocabulary:

Question: the worker lacks information the ticket did not carry. Blocks that lane only; the
Overseer answers from portfolio context, or escalates to me if the answer is genuinely mine.

Answer: the Overseer's response to a Question, written into the lane so the exchange is part of
the record.

Clarification: the Overseer tightens a ticket after seeing partial work, the downward
equivalent of a Question.

• 

• 

• 
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Issue: the worker found something wrong beyond its ticket's scope: a broken main, a
defective spec, a dependency conflict. An Issue can pause sibling lanes; it is the one message
type with cross-lane consequences.

Done: the terminal signal described above.

The constraint that matters is closure: five types, and nothing else carries coordination. When
every inter-agent exchange is one of five file shapes, the day's entire coordination history can be
read from the lanes afterward, and a misbehaving exchange is identifiable by its shape alone.

F I G .  4

The lane protocol. One work order in, five message types between Overseer and lane, and nothing else
carries coordination.

6.4 An operating day

The day opens with the system's one human input: a planning session between me and the
Overseer, direction in, decomposition out. The Overseer proposes the ticket set and lane
assignments against the settled strategy, and from that point the loop is hands off. Tickets drop
into inboxes. Workers pull, work, and raise Questions and Issues, which the Overseer answers

• 

• 

Overseer
coordinator · reviews diffs

Lane
worktree · inbox · worker

work order dropped into the lane inbox

missing information; blocks this lane only

answered from portfolio context, or escalated to the operator

the ticket tightened after seeing partial work

beyond ticket scope; can pause sibling lanes

.done.md with a self-assessment against acceptance criteria

TICKET

QUESTION

ANSWER

CLARIFICATION

ISSUE

DONE

the Overseer reviews the lane diff against acceptance criteria

reject: work bounces back to a live agent with full context

CLARIFICATION

MERGE · PUSH · LOG

accept: the only path to main
lane left clean for the next ticket
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from context. As .done.md  signals land, the Overseer reviews each lane's diff against the ticket's
acceptance criteria and either merges or bounces the work back with a Clarification. A bounce is
cheap in this generation, and that is a structural improvement worth naming: the worker that
produced the work is still alive in its lane with full context, where the first generation's
ephemeral workers were gone by review time, leaving the manager to fix rejected work itself. At
day's end the Overseer pushes, writes the session log, and leaves the lanes clean for the next
morning.

F I G .  5

Generation two's topology. One coordinator, isolated worktree lanes with subagent fan-out, and a
single merge point onto main.

Operator
plan time + escalations

direction

escalations

Overseer
million-token coordinator context

portfolio state · session history

REVIEW

MERGE

PUSH

LOG

tickets Question · Issue · Done

LANE A LANE B LANE C LANE D

TICKET INBOX

WORKTREE · BRANCH

WORKER CLI

TICKET INBOX

WORKTREE · BRANCH

WORKER CLI

TICKET INBOX

WORKTREE · BRANCH

WORKER CLI

TICKET INBOX

WORKTREE · BRANCH

WORKER CLI

SUBAGENT FAN-OUT SUBAGENT FAN-OUT SUBAGENT FAN-OUT SUBAGENT FAN-OUT

MAIN

workers never touch main; the Overseer is the single merge point
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6.5 What the second generation improved

Measured against the first generation, five improvements and one loss.

The machinery went away. No server, no watcher, no terminal bridge, no UI to maintain. The
platform's own session management replaced the entire application layer, leaving only the
protocol: tickets, lanes, five message types, one reviewer. What remains is packaged as an
Agent Workflow Kit: coordination rules, a workflow diagram, role prompts, agent and ticket
templates, and the inbox convention. The kit is the system; everything else was scaffolding.

Isolation hardened. Advisory file scoping became physical worktree separation. A worker
cannot collide with a sibling even by accident, and the reviewer sees each lane as a clean,
complete diff.

Review got a better failure mode. Rejected work bounces to a live agent with full context
instead of dying with an ephemeral worker.

Memory consolidated. The coordinator's million-token context holds portfolio state the first
generation split across briefing files, resume mechanics, and the operator's own head. Cross-
project judgment, which projects can wait, which conflict, where attention should go, now
happens inside one context instead of across several.

The follow-along surface went away. Principle 10, executed: the first generation's console,
confirmation prompts and live panes, existed so the operator could watch the loop run; the
second generation drops it entirely, and the observability moves into the record itself.
Direction goes in at plan time, escalations come out when the Overseer needs me, and
everything between is read from lanes, messages, and logs after the fact instead of watched
live.

The loss: telemetry. The dashboard's usage rollups, cost-at-API-rates metric, and stuck-agent
indicator have no equivalent yet in the Overseer workflow, and the operating notes flag their
absence. A generation that sheds its instruments must eventually rebuild them, which is part of
what generation three is for.

7 Generation Three: Domain-Specific Stacks
The first two generations organize agents by function: frontend, backend, QA, research. That is
an org chart borrowed from human teams, and it carries a human assumption that does not
survive contact with the technology: that a worker is a general intelligence you brief from
scratch. What actually distinguishes a good agent on a given job is everything wrapped around
the model: the grounding, the tools, the procedures. Generation three reorganizes the roster
around that observation. It is the designed next system, specified in my working notes, and this
section develops the design to the depth the first two generations have earned.

1. 

2. 

3. 

4. 

5. 
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7.1 The stack

Each agent becomes a domain stack, defined by six typed elements:

Model: chosen per domain rather than fleet-wide. Architecture and review demand the
strongest reasoning; mechanical transforms tolerate faster models; the coordinator gets the
largest context.

System prompt: the role, now shaped by domain (payments, data layer, deployment, a
specific product) rather than by function.

Tools: the execution surface the domain actually needs, and nothing more: least privilege as a
design habit, inherited from the first generation's boxed spawns.

Skills: procedural playbooks, the domain's how-to knowledge, versioned as files exactly as
Principle 7 dictates.

MCP: live grounding in the domain's own systems. The data-layer stack speaks to the real
database; the deployment stack to the real host; the research stack to real documentation.
Grounding stops being something a briefing describes and becomes something the agent
touches.

Message: the typed interface the stack speaks: the five-message vocabulary of generation two,
extended with domain payload schemas so that what crosses a stack boundary is structured,
not prose.

• 

• 

• 

• 

• 

• 
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F I G .  6

A domain stack's six typed elements. The coordinator scores every result into an evaluation ledger
that feeds routing and prompt revisions; every stack queries a shared memory.

7.2 The coordinator and the feedback loop

Above the stacks sits a coordinator whose second job matters more than its first. Its first job is
routing: decomposing direction into typed tickets and assigning each to the stack whose domain
owns it. Its second is evaluation: scoring every returned result against the ticket's acceptance
contract and writing the score to an evaluation ledger. The ledger closes a loop the first two
generations left open. Generation one reviewed work and generation two reviewed diffs, but in
both, review was a pass-or-fail human-shaped judgment that evaporated after the merge. In
generation three the judgment persists as data, and the data feeds back: routing shifts work
toward stacks that score well on a work class, recurring failures turn into revisions of the losing
stack's prompt or skills, and the telemetry generation two lost returns as a by-product of
evaluation rather than a separate dashboard. Principle 10 completes its arc here: the operator's
remaining involvement narrows to setting direction and auditing the evaluator.

typed tickets out

scored results back

Coordinator
routes typed tickets · evaluates results

Evaluation ledger
scores every result per
its acceptance contract

score

routing shifts · prompt revisions

DATA LAYER PRODUCT SURFACE OPERATIONS

Model

System prompt

Tools

Skills

MCP grounding

Message contract

Model

System prompt

Tools

Skills

MCP grounding

Message contract

Model

System prompt

Tools

Skills

MCP grounding

Message contract

query at spawn and during work
SCORES
PERSIST

SHARED VECTOR MEMORY

tickets · decisions · postmortems · evaluation records: an index over the flat-file vault
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7.3 Shared memory

The first generation made memory positional: context lived in whichever persistent session held
it. The third makes it retrievable: a shared vector store holds the portfolio's history, tickets,
decisions, incident postmortems, and evaluation records, and every stack queries it at spawn
and during work. A new stack joining the roster inherits the portfolio's accumulated judgment
on day one, which no amount of session persistence could provide. The flat-file vault remains
the system of record; the vector store is an index over it, not a replacement, so Principle 1
survives intact.

7.4 What the third generation improves, and what it leaves open

Against generation two: specialization replaces general workers, so briefings shrink and
grounding is live rather than described; evaluation becomes measured and cumulative rather
than judgment-shaped and disposable; memory becomes retrievable rather than positional; and
the operator's role narrows again, from plan-and-escalate to direction and audit.

The open problem is the one written in my notes in my own hand: "Need to figure out how the
handoffs work. The process." Within one roster, the five-message vocabulary suffices because
every agent shares the coordinator's frame. Between two domain stacks with different
vocabularies, a handoff is a translation problem: what a data-layer stack asserts about a schema
change and what a product-surface stack needs to know about it are different statements about
the same event. Typed message payloads are the direction of the answer, a contract per stack
boundary rather than a universal format, but the design is unfinished there, and I flag it as the
load-bearing unsolved piece rather than write around it.

8 The Through-Line, and External Signals
Across three generations the machinery turns over completely: a web dashboard, then a
coordinator agent, then a stack roster. What never changes is the substrate: tickets as contracts,
files as signals, prompts as roles, one reviewer merging, and the operator's involvement confined
to strategy. The dashboard was scaffolding. The protocol is the product.
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Three generations of machinery over one constant protocol.

Two external signals bear on whether this direction is sound, and I report both with their limits.

The first is the self-build: the system delivered itself through its own loop, four weeks from
empty repository to public ship, while the same operator's previous single-window project took
five months. That is the strongest internal evidence and the weakest external one, since no third
party has yet run the workflow.

The second is a convergence ledger, maintained in Sift, a separate intelligence system I run (and
the subject of a companion report). The ledger logs dated claims of the form "this pattern
shipped here on date A; a platform shipped it on date B," keeps the deltas, and deletes entries
that fail checking. Its headline entry: the first generation shipped publicly on May 5, 2026, and a
major platform announcement the following day described six of the seven agentic patterns it
had just shipped, a one-day delta on the public artifacts. Its strongest entry: the platform's own
dynamic multi-agent orchestration, released as a research preview weeks later, is the platform-
native version of this system's topology, and is what generation two now runs on. Its discipline
matters more than either: when checking showed a competing product had shipped a similar
command center 17 days before mine, that pair was deleted, and inverse cases are tracked as
such. A self-maintained ledger proves direction-finding, not influence: a one-day delta shows I
was pointed where the platforms were going, and nothing more. The deletions are what make
the remaining entries worth reporting.

GENERATION ONE GENERATION TWO GENERATION THREE

Web command center Overseer workflow Domain stacks
server · watcher · panes

kanban dashboard
worktree lanes

five message types
six-element stacks

ledger + shared memory

SHIPPED MAY 2026 · SINCE RETIRED IN DAILY OPERATION TODAY DESIGNED · SPECIFIED IN NOTES

UNCHANGED ACROSS ALL THREE GENERATIONS

tickets as contracts · files as signals · prompts as roles
one reviewer merging · strategy as the only human input
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9 Limitations and Open Problems
The operating posture is sharp for one person and wrong for more than one. Agents run with
wide permissions inside a personal machine's filesystem boundary. That is a deliberate solo-
operator tradeoff; a team deployment would need real sandboxing, per-agent identity, and
audit-grade access control before any of this generalizes.

Flat files trade query power for portability. At the scale actually exercised, hundreds of work
orders across a four-project portfolio, the trade was correct. Nothing here demonstrates it at
ten times that volume, and Principle 1 predicts its own breaking point: when grep stops being
an adequate query language, the vault needs an index (Section 7.3) rather than a rewrite.

Automated bookkeeping does not prevent semantic drift. The hook guarantees the record is
complete, not that prose stays current: at least one descriptive passage in the first
generation's brief outlived the decision it described. Records and meanings age at different
rates.

The later generations are design and daily practice, not yet packaged artifacts. Generation
two runs as my operating workflow, and the Agent Workflow Kit that would make it cloneable
is specified but not published; generation three is a design. I have written both to the depth of
the working notes, and the reader should weight them as designs validated by operation, not
as released systems.

The qualitative estimates in Section 4 are one operator's accounting of one baseline. They are
offered as the honest order of magnitude, not as benchmarks; a controlled comparison across
operators is exactly the experiment this line of work still owes.

The convergence ledger shows direction-finding, not influence, and it is self-maintained. Its
own correction history is the caution.

10 Conclusion
This system started as a dashboard and ended as a doctrine. The dashboard is retired; the
doctrine, files as messages, memory allocated by role, roles as prompts, isolation by lane,
bookkeeping by hook, and human involvement confined to strategy, has survived two redesigns
and now runs on the platform's native orchestration instead of my own machinery. Against the
conventional single-window process, measured on the five-month project that preceded it, the
workflow removes a re-briefing tax estimated at 90 to 150 hours on the baseline's scale,
compresses parallelizable work an estimated 3 to 5x in wall-clock time at zero marginal cost, and
produces a complete audit trail as a side effect of working. For a solo operator the economics
reduce to one sentence: on a flat subscription, orchestration is free, so the binding constraint is

1. 

2. 

3. 

4. 

5. 

6. 
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attention, and every principle in this paper is ultimately an attention allocator. The open
problem is the handoff protocol between domain stacks, and that is where the next generation of
this system is pointed.

A Note on the Record

This paper is written from the system's own record rather than from memory: a session log with one row per
unit of work, 162 ticket files, an append-only decision log, twelve pre-launch audit reports, usage rollups
computed from raw session transcripts, launch-day screenshots, and the operator notebooks that specify
generations two and three. The baseline figures for the single-window period are my own accounting,
recorded at the time in the system's project registry and labeled as estimates wherever they appear. The
convergence ledger cited in Section 8 is maintained in a separate system with its correction history intact.

© 2026 JOSEPH STEVENSON ONE OPERATOR, MANY AGENTS
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