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PART 1 · DEVELOPMENTS OF AGENTS: TIMELINE

Agent timeline: late 2022

Oct 2022 ReAct: Reason, Act, Observe. Think about the task, choose a tool,

act, read the outcome, adapt. The blueprint for today's agent

frameworks.

Nov 2022 ChatGPT: text generation. Prompt, response, prompt.
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PART 1 · DEVELOPMENTS OF AGENTS: TIMELINE

2023

14 Mar 2023 GPT-4: enough reasoning for an autonomous loop.

28 Mar 2023 BabyAGI, Yohei Nakajima: about 140 lines. Execute a task, create

the next ones, re-prioritise the list.

30 Mar 2023 AutoGPT, Toran Bruce Richards: GPT-4 with browsing, files and

code execution. Past 100,000 stars in weeks.
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PART 1 · DEVELOPMENTS OF AGENTS: TIMELINE

2024

Late 2023 LangChain and AutoGen: several specialised agents pass work

along, a writer and a tester.

Late 2023 Code Interpreter: OpenAI gives the model a sandboxed Python

environment.

Mar 2024 Devin, Cognition: an autonomous software engineer.

Jul to Oct 2024 ElizaOS, then ai16z: an agent framework with personalities and

plugins.

Nov 2024 MCP: an open standard for connecting agents to tools and data.
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PART 1 · DEVELOPMENTS OF AGENTS: TIMELINE

2025

24 Feb 2025 Claude Code: a limited research preview with Claude 3.7 Sonnet.

Apr to May 2025 Codex CLI (16 Apr), the OpenAI Codex cloud agent (16 May), Claude

Code generally available (22 May).

Oct 2025 Claude Code Skills: agents write their own code, less context rot

Nov 2025 OpenClaw MIT, past 100,000 stars in two months.

Through 2025 Reasoning-first models: o1 and DeepSeek R1 add an internal

thinking step.
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PART 1 · DEVELOPMENTS OF AGENTS: TIMELINE

2026

1 Jan 2026 Gas Town, Steve Yegge: an orchestrator for 20-30 coding agents.

4 Mar 2026 Paperclip: an open-source org chart, budgets and approval cards

for a team of agents.

6 Mar 2026 AutoResearch, Karpathy: an agent edits one file, trains for five

minutes, keeps the change only if the metric improves.
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Own the data and the stack

LAYER WHERE IT LIVES WHAT YOU CAN DO WITH IT

Notes Markdown in a git repo you own Edit in any editor. Delete the app

and the notes stay

Records PostgreSQL, your own database Query, dump, restore

Vectors pgvector  in the same database Rebuild from the markdown; the

index is disposable

Secrets .env  in the vault, gitignored Never indexed: the scanner skips

.env* , *.pem , *.key

Rules and engine A rules file, the MIT engine as a

submodule

Diffable and versioned
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Switch harnesses without changing the vault

The rules are a file, AGENTS.md . The board is SQL. Any harness that reads a file and calls a

CLI joins the same board and the same guard.

Harness How it joins

Claude Code CLAUDE.md  imports AGENTS.md ; hooks in .claude/settings.json

Hermes A profile of the same name, same rules and skills

Codex The same AGENTS.md , the guard through an adapter

zen-agent The engine's runtime: personas from the roster, budgets, traces

A company of agents on your own machine · Devcon 8 Mumbai 9



PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Switch providers without changing the harness

WHAT OPTIONS NOTE

Embeddings Together AI, or Ollama locally With Ollama, nothing leaves the

machine

Chat over your

notes

Anthropic, OpenAI, Together,

OpenRouter, Ollama

The RAG module

A bot's model Claude models, or provider/model  for

zen-agent

Set per bot, in the roster

A model that is

down

The dispatcher falls back to the

host's fallback model

One less way for a run to die
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Track what every run costs

One row per finished run: tokens by bot, the reason it woke, the card, the project, the

host.

Plan percentages and credit balances on the same page.

Caps are counts: wakes_per_day , cooldown_minutes , bot_wakes_per_target_per_day , plus a daily

token budget.

Every session as steps, with one summary row: asked, done, learned, left open.

Every machine that runs agents feeds the same ledger.
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Recursive self-improvement: skills, the org, the prompts

WHAT IMPROVES HOW WHERE IT LANDS

Skills A repeated prompt becomes a

SKILL.md : trigger, procedure, check

.agents/skills/<name>/

The org One file describes the company;

plan  diffs it, apply  writes it

.agents/org.json  or org/config/

A bot's prompt An identity file in the repo;

permissions are rows

.claude/agents/<name>.md

- **The loop that closes it:** shared memory, a guard before every tool call, a dev-log gate

before the run ends. - **The published form of the idea** is AutoResearch: one file, one

metric, keep or revert.
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

AI is the new UI

CLI to GUI to AI: from 1960's the terminal, then the GUI, and now voice first

AI, skills replace apps.

Vitalik at OKX NOW, Singapore, 6 Oct 2026: AI becomes the new UI. A local

agent wrote a script to update his ENS hash in about five minutes. The same

post lists the new risks: prompt injection, AI safety, agents misreading an

onchain action.

The bottleneck is prompting and attention, not compute.

OpenClaw was an example one person can build new agent harnesses that compete

with big tech companies.
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PART 2 · WHY IT IS BETTER TO OWN YOUR OWN AGENT SETUP

Why agents got good since late 2025

The agentic loop: reason, act, observe, adapt, with tools that work.

Minimal harnesses: an agent gets a shell and writes the code the job needs.

Skills and context engineering: a skill is code written once for a repeated

job. A short AGENTS.md  and fewer MCP servers beat a crowded window.

Agents live in the CLI, so they need no GUI.

The models: Claude Opus 4.5, 24 Nov 2025.

Karpathy's napkin math: about 6 billion people have barely touched an LLM, 1 to 2 billion use one casually,

some 20 million build with agents.
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PART 3 · ARGO SECOND BRAIN PROJECT IN ONE PAGE

Argo in one page: what it is for

What it is A company of agents that live in your knowledge base: notes,

projects, an app that searches and maps them.

Two halves, one

repo
A knowledge base you own, and an orchestrator that works inside

it.

The bet Memory and judgment are moving outside your head. This is the

engine for the case where they belong to you.

No account, no

sync server, no

telemetry

You run it, on a laptop or a small server.
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PART 3 · ARGO SECOND BRAIN PROJECT IN ONE PAGE

Argo in one page: how it fits together

Two repos The engine is public and MIT. Your vault is private, added as a

submodule at .secondbrain/  and pinned to one commit.

Why the split Updating is moving a pin. The engine never sees your notes.

Markdown is the

source
PARA as a convention: Projects, Areas, Research, Archives.

Postgres is a

disposable index
scan  parses the vault, embed  chunks it. Drop it and rescan.

Credential files are never indexed.

Agents live in

the vault

Claude Code, Hermes, zen-agent or your own, bound by the shared

rules.
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PART 3 · ARGO SECOND BRAIN PROJECT IN ONE PAGE

Argo in one page: the key features

Knowledge base Keyword, semantic and hybrid search; wikilinks and backlinks; an

editor with an optimistic lock; a database page that answers

plain-language questions as read-only SQL; a 3D map.

Agents under

rules

One rulebook, a guard before every tool call, a dev-log gate,

shared SKILL.md  skills, a read-only fact-checker subagent.

A company of

agents, off by

default

MODULES=projects,board,org,usage,summaries : a tracker with

verifications, a kanban board, named agents on a message board, a

ledger.

Infrastructure One launcher; deploy.sh  adaptable to launch on multiple servers

or machines.
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PART 4 · WHAT THE SYSTEM IS

The system on one page

   your notes (markdown, git) ◀── you, Obsidian, any editor
        │
        ├── .secondbrain/ the public engine, a git submodule:
        │   app, hooks, shared skills, templates
        │
        ├── the app ── Postgres: an index over the notes
        │   (keyword + vector), the editor, the pages,
        │   and the company tables: projects, cards, org,
        │   memory, usage
        │
        └── agents ── Claude Code, Hermes, Codex, zen-agent or your own,
                in the vault, one rulebook (AGENTS.md),

                a guard before every tool call,

                woken by you, a card or a schedule,

                reporting on the board
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PART 4 · WHAT THE SYSTEM IS

The vault: markdown in a git repo

PARA is a convention: Projects/ , Areas/ , Research/ ,

Archives/ . The app indexes every markdown file.

secondbrain-vault init  writes the folders, the rules

files, CLAUDE.md , the Claude settings,

.agents/skills/ , the guard file, a starter roster, and

a .gitignore  that excludes .env .

The engine is a submodule, pinned to a commit.

The vault is the memory: the same markdown the human

writes is what the agents read.
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PART 4 · WHAT THE SYSTEM IS

The app: one index over everything

Three search modes: keyword , semantic , hybrid .

Agents use the same API.

A chat that answers from your notes with citations,

plus an editor, backlinks and a 3D map.

A page per feature: /projects , /board , /org ,

/usage , /memory , /database .

The scanner skips credential files, so .env  is never

indexed or served.
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PART 4 · WHAT THE SYSTEM IS

The rules and the guard

AGENTS.local.md Your rules. secondbrain-vault rules  rebuilds AGENTS.md  from the

shared base plus this

.agents/skills/<nam

e>/

One repeatable job per SKILL.md : a trigger, a procedure, the

output, the check

.agents/guard.local

.json

Protected directories, paths that must never be deleted, read-

only files

The guard runs before every tool call. It blocks reading .env , git push --force , rsync --delete

without a dry run, and anything in your local rules. The dev-log gate sends an agent back once

when it changes skills, scripts or config without a record.
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PART 4 · WHAT THE SYSTEM IS

The board: a card is one task for one agent

Nine statuses: triage , todo , scheduled , ready , running , review ,

blocked , done , archived . A blocked card carries a kind and a reason.

Every write goes through a SQL function, so the rules are the same from the

CLI, the page or the API.

Claims, leases, dependencies and per-device tokens, hashed at rest. Hermes, a

Claude Code dispatcher and zen-agent  are lanes over one board.
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PART 4 · WHAT THE SYSTEM IS

The tracker: a feature goes live after a passing check

Stages: idea , designing , building , testing ,

live , parked , done .

Verifications are recorded: projects verify <feature> --

pass --check "npm test" --evidence "112 passed" .

A feature reaches live  or done  only after a passing

verification.

projects render  writes the report into the vault as

markdown.

A company of agents on your own machine · Devcon 8 Mumbai 23



PART 4 · WHAT THE SYSTEM IS

The org: a roster, teams and channels

One document describes the company: agents, teams,

reporting lines, what each may do, which messages wake

it. plan  shows the diff, apply  writes it.

Rules the import enforces: every agent except the CEO

has a role, a team and a manager; each team gets #

<team>  and #<team>-standup .

Capabilities are rows ( code , review , merge ,

deploy , web ), checked by the wrappers that push,

merge and deploy.

Removing an agent retires it, so its messages keep

their author.
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PART 4 · WHAT THE SYSTEM IS

Wakes and the dispatcher

An agent runs only when a wakeup row exists: you DM

it, mention it in a handoff, assign it a card, post in

its team channel, or a routine comes due.

The dispatcher coalesces what one agent has waiting

into one run and applies the caps: wakes per day,

cooldown, parallelism, quiet hours, a token budget.

A run is one short session, resuming the agent's own

history. Before it ends it posts one status  with

evidence: a path, a command, a card id.

If it posts nothing, the fallback posts a status

saying the run ended without a report.
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PART 4 · WHAT THE SYSTEM IS

Usage: what every run costs

One row per headless run: who, woken by what, which card, tokens, turns, cost.
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PART 4 · WHAT THE SYSTEM IS

Memory and summaries

Shared facts: one sourced claim per row, written by

any agent as itself, readable by all, retired with a

reason rather than deleted.

recall  merges three arms into one labelled list:

facts, the vault, the agents' memory files.

Summaries: every finished session gets one row: asked,

done, learned, left open.

Episodes: a finished wake records an outcome, turns

and cost.
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PART 4 · WHAT THE SYSTEM IS

Shipping behind your approval

A ship request is a row: the agent files it with a summary and a pull-request link, and it

waits.

Only a message authored by the owner carries authority. secondbrain org ship approve <id>

releases it.

--ship-now  on a card skips the gate for that one card.

Nothing merges or deploys without you. The wrappers that push, merge and deploy check the

capability row first.
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PART 4 · WHAT THE SYSTEM IS

The daily loop: stand-up, replies, Telegram

Each lead has a routine: it wakes early, reads its

channel and the tracker, and posts one standup .

Your brief is one read: org read --all --no-mark --kinds 

standup,question-for-owner --since 24h , plus summarize --

digest 24  and projects report .

Replying to a lead or a question wakes that agent.

ask-owner --urgent  reaches your phone, capped per day.

Telegram in one command: secondbrain telegram add --

agent claude-code --name claude --allow <your user id> .
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PART 4 · WHAT THE SYSTEM IS

How I use it, day to day

Media agency Send a topic, team writes the blog post, and the media kit

(LinkedIn, YouTube, the Instagram reel)

Skills on the fly Ask an agent over Telegram to write a new skill on the server,

then use it in the next message

Building and

designing apps

Apps and design work, from a brief to a shipped build

An agentic fund

manager

Testing one with small amounts of money

Quantified Self Sleep, personal finance, health, exercise and workouts, in the

same vault

Hardware and

printing
Hardware projects and the parts inventory; design files for the

3D printer
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PART 4 · WHAT THE SYSTEM IS

One server

Everything so far runs on a laptop and stops when it

sleeps. A server runs the dispatcher, the timers and

the Telegram bots behind a login.

Deploy is one script: .secondbrain/app/deploy/deploy.sh

installs Node, Postgres with pgvector  and Caddy,

creates the app user and the restricted sb_org  role,

and one timer per module.

The login is set on your laptop: secondbrain auth-setup

prints a password hash and a TOTP secret.

One database, several machines: point a laptop at the

server over Tailscale with DATABASE_URL . Only the

server scans and embeds.
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PART 4 · WHAT THE SYSTEM IS

Keeping it running: the engine, the roster, the agents

Upgrade the

engine
Check out the new pin, rules , link-skills , commit, deploy. The

next start runs the migrations

Change the roster Edit the org document, commit, org plan , apply . --prune  retires

a dropped agent and drains it first

Quiet an agent org pause <bot> --reason "..." , then resume . No file edit, no

redeploy

Change a model

for a day
org set <bot> --model ... --runtime ... ; --clear  returns it to the

file
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PART 4 · WHAT THE SYSTEM IS

Keeping it running: cost, backups, privacy, health

See what it costs /usage , by bot and by day

Back it up DEPLOY_DB_BACKUP=1  installs a nightly pg_dump  timer. The vault is

git: push it

Keep it private Agents read only their knowledge  paths; personal folders are

denied in every identity file

Know what is

wrong

secondbrain doctor  ( --deep  adds server checks), plus status ,

logs , systemctl --failed
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PART 4 · WHAT THE SYSTEM IS

Key Features

Vault, app,

search
Markdown, git, keyword, semantic and hybrid search, the editor,

the guard, the dev-log gate

projects board

org usage

Core features, one manifest each

summaries Its own module

Memory recall , remember , list , retire , propose , stats , and a /memory

page

Telegram telegram add , status , allow , remove

Source: docs/onboarding/00-from-zero.md .
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PART 4 · WHAT THE SYSTEM IS

Key Features: the org, the dispatcher, the commands, the addons

The org document org.json  written by init , plus plan  and apply ; org compile  from

YAML. Still to come: routing output and card graphs.

Dispatcher The engine's, for zen-agent  bots; your own loop for Claude Code

and Hermes. Still to come: dispatch tiers and budgets stay a

pilot addon.

CLI commands init , start , doctor , plan , apply , upgrade , with .env  and

secondbrain.json . Still to come: one command that creates the

vault and starts the app.

Addons Map, TV, voice, livestream, ring, social, uploads, garden, agents

hub: addons/ , off by default
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PART 4 · WHAT THE SYSTEM IS

The content pipeline: one text in

The input is a message: a link to a paper, a model release, a framework, or

one of our own releases, sent to the agent's Telegram. A screenshot does the

job when there is no link.

It reads the source and drafts the post, with the counter-arguments and the

sources at the foot.

Then it cuts the same post into five formats, one per channel.

Approval stays with the human: the daily build-log draft comes back to

Telegram and waits.
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PART 4 · WHAT THE SYSTEM IS

The content pipeline: the post and its cuts

THE BLOG: MYARGOQUEST.COM/BLOG INSTAGRAM REEL: @MYARGOQUESTCOMMUNITY YOUTUBE SHORT

The long-form post is the source; the reel and the Short are cut from it and cite it.
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PART 4 · WHAT THE SYSTEM IS

The content pipeline: the social pair

X: THE POST WITH ITS LINK CARD LINKEDIN: THE INFOGRAPHIC VERSION

Each channel posts through its own skill; the card carries the link back to the post.
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PART 4 · WHAT THE SYSTEM IS

Argo TV: the brief, rendered

The overnight run on a screen in the room. The TV addon renders it.
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PART 5 · SETTING IT UP

Your agent runs the setup

Hand your agent the skill: skills/setup-vault/SKILL.md . It ships in the engine, so Claude

Code, Hermes, Codex and Cursor run the same one. Point the agent at an empty folder and say

"set this up".

Four questions in one batch: where the vault should live; which operating system; semantic

search now, later or never; which harness comes afterwards.

Then it does the steps, checking after each one: install what is missing, create the

vault, run the app, build the index, write your rules, hand off to the harness.

It reports what it did not do: no module enabled, no harness connected, no server set up.
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PART 5 · SETTING IT UP

Setup 1: the five steps

Install what is

missing
curl -fsSL https://kon-rad.github.io/argo/install.sh | sh . Check: it

reports what it installed.

Create the vault git init , add the engine as a submodule, secondbrain-vault init . .

Check: git status  is clean.

Run the app,

build the index
Start it, then secondbrain scan . Check: search finds a word from a

note.

Write your rules,

a skill, the

guard

Five lines of rules are enough. Check: rules  rebuilds AGENTS.md .

Connect the

harness
cd my-vault && claude , or Hermes, Codex, Cursor. Check: ask it to

read .env .
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PART 5 · SETTING IT UP

Setup 2: the result

A private vault Markdown in a git repository you own. The engine is a pinned

submodule

The app on your

machine
http://127.0.0.1:5123 : one search box over every note, the editor,

backlinks, the map, a page per feature

Agents under the

rules

The same AGENTS.md , the same skills folder, a guard before every

tool call

Not yet, on

purpose

No company module, no server, no timers

Check: open the app, search a word, then ask the harness to read .env .
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PART 5 · SETTING IT UP

Setup 3: using it daily

Morning Read the brief: the leads' stand-ups, the questions waiting on

you, the tracker report

During the day Text the bot: a link, a thought, a task. It files the note or

opens a card

Content One message becomes the blog post, the reel, the Short, the X

post and the LinkedIn post

Evening Nothing: the vault is pushed as git and the nightly pg_dump  runs

on the server. Check: doctor .
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PART 6 · CAUTION

Caution: what can go wrong

Agents leak

secrets
Anything an agent can reach, it can read, copy or send. The guard

checks the text of tool calls: a guardrail, not a sandbox.

Skills from the

internet
A downloaded skill is instruction from a stranger. Read it before

you load it.

Someone else's

repository

Cloning a project and letting an agent build inside it is how

prompt injection and hostile build scripts reach your machine.

Giving an agent

your computer
Screen control plus a shell plus your home directory is an agent

with your privileges. Grant the least the task needs.

Files get deleted Anything you would miss belongs in git, or out of reach.

Use a sandboxed server, a VM, or a machine dedicated to agent work. It is not private if you use a hosted model: what you

send to a provider leaves your machine.
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The repository, and the documents

Repository: github.com/kon-rad/argo, MIT. Documentation: kon-rad.github.io/argo

docs/onboarding/00-from-zero.md : fourteen stages from prerequisites to a running company

skills/setup-vault/SKILL.md : the fast path, four questions and seven steps

speaker-notes.md  and sandbox-demo-steps.md : this talk, and a throwaway instance

github.com/kon-

rad/argo

the repository

myargoquest.com

the app


