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at Design Time

Rethinking software
craftsmanship and agent
oversight in the age of Al

The Human in
the Loop —



The central conflict:
~ Automation scale vs. Craftsmanship standards.

s

The Industry Question: How do you maintain craftsmanship
standards when agents are doing the work?

'r

The Default Answer: Keep the human in the loop for

every meaningful decision.

The Reality: That model contains a fatal flaw.
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The Standard Model fractures at scale.

— SINGLE SESSION (WORKING STATE)

FULL SCALE (FRACTURED STATE)

8 Parallel
Workstreams __

across
3 Codebases

The ‘Agent Proposes ->
Human Reviews' loop
works in isolation.

At scale, the review step
consumes more time
than the work itself.

You are either blocking
every action or rubber-
stamping output.
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' The illusion of oversight and the degradatibn of review.

“The failure mode is subtle. The loop becomes ceremonial.
The human is present. The craftsmanship is absent.”

Reviewers degrade into superficial pattern-matching, approving things that merely “look reasonable.”
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The pivot: The question is not whether, but when.

Execution-Time Review Design-Time Judgment
The Old Way The New Paradigm

Timing: Happens after the agent acts. \ ‘ Timing: Happens before the agent acts.
| Focus: Evaluates output and code diffs. \ ‘ Fof:zi:sfrna(i:r?gesstfJgPJ:Zﬁ;L_jra]
| Cogr(\ltri:aetlé:aadgEtﬁ;izgi})/. high \ ‘ Cognitive Load: Upfront, high leverage. |
Scaling: Linear and strictly limited. \ Scalinsﬂégzggzrffggggi;ﬁ =4S
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e SRR e e e Judgment
........................ (Human)
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+++++++++++++++++++++++++++++++++++++++++++++++++++++++++

Knowledge.yaml | Synthesis Graph - | Skill Files

» Describes repositories, - | « Maps file relationships, |- - | ¢ Encodes domain-
dependencies, and 8 security posture, and - specific structural
baseline conventions. ¥ temporal changelogs. o knowledge into YAML.

+++++++++++++++++++++++++++++++++++++++++++++++++++++++

Decisions on fragile dependencies and patterns are made once, at design time.
Proof of scale: Knowledge.yaml manifests rolled out successfully across 110 repositories.
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- The Session Start Protocol.

How an agent arrives oriented, constrained by judgment before writing a single line.

Step 1: B Step 2: N Step 3:

Workspace S Routing 3 Domain
Scan j jj Load o

Synthesis » MEMORY . md Skill files inject The agent writes
auto-injects injects active . . domain-specific code, already
recent file decisions and - - YAML constrained by
changes and j j j project context. -~ conventions. architectural

index health. judgment.

+++++++++++++++++++++++++++++++++++++++++++++++++++++++++++

----------------------------------------------------------

Every session begins with an automated context injection. It knows the conventions,
what changed in 24 hours, and what patterns were validated or abandoned.

+++++++++++++++++++++++++++++++++++++++++++++++++++++++++++
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. The static rules:

- the codebase,

.. conventions, and
- current constraints.

+++++++++++++++++++

----------------------------

++++++++++++++++++++++++++++

llllllllllllllllllllllllll

++++++++++++++++++++++++

++++++++++++++++++++++++++++++++

- -3weeksago: -
" . Authentication .
Constraints Discovered

++++++++++++++++++++++++++++++++

++++++++++++++++++

lllllllllllllll

lllllllllllllll

Craftsmanship
Is cumulative—
the residue of

a hundred past
decisions.

| kcp-memory indexes

session transcripts, - -
making past decisions,
rejected patterns,

and discovered i
discovered constraints - -
structurally queryable. =

The human does not
have to re-explain the
past.



The ExoCortex: A practitioner’s architecture

JetBrains Mono

The engine that drives the
agent action.

S Synthesis

Workspace state and live
knowledge graph generator.

KCP & Skill Files

Domain knowledge and
static convention storage.

Cross-session episodic memory
and historical index.

Stress-tested for over three months across consulting
engagements, open-source development, and
production infrastructure.
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The Maintenance Reality: This is not a solved problem.

The bridge is manual

The gap between episodic memory and
semantic memory still requires a human to
connect the dots.

[
3

]
|

The failure mode

Stale skills encoding outdated conventions
are a persistent risk.

[ 1

-

The new leverage: Infrastructure
requires active maintenance—but
—— | this maintenance IS the new form of
ongoing, high-leverage human
judgment.

]
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Craftsmanship scales when judgment
becomes queryable infrastructure.

Stop asking: "How do we keep humans
reviewing agent output fast enough?”

Start asking: “How do we make human
judgment persistent enough that it does not
need to be re-applied at every step?”

P -

Human-in-the-loop does not mean
human-at-every-step. It means
human-at-the-design-step.
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