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The opportunity

Tasks quietly consume time

• Essential work is never really 
done

• Small tasks compound across 
teams

What we wanted

• Reusable

• Shareable

• Supported by best practice & 
standards

What this is not

• Replacing human input

• Replacing accountability

Design principle   make the routine work easier to run, review and improve.



What we built

01

SCOPING

Frame the task, its 
boundaries and success 
criteria.

02

EXECUTION

Do the task, adhering to 
agreed standards.

03

DOCUMENTATION

Document, review, and 
keep everything up to date.

PRO DUCES

Proposal Tickets

PRO DUCES

Code Tests Review

PRO DUCES

Summaries Review



Stage 1 — Scoping

1

User passes proposal to 
scoping agent

2

Scoping agent gathers 
context

3

Scoping agent drafts 
design proposal

4

User reviews design 
proposal

5

Scoping agent creates 
tickets of workContext sources

web

files

user
Revise



Stage 2 — Execution

Conductor
plans · dispatches · routes work

Code writer
Writes code

Test writer
Writes unit tests

Code reviewer
Reviews code and tests

Code formatter
Checks formatting of code



Stage 3 — Documentation

Orchestrator agent
Delegates and coordinates tasks

Project summariser
Updates project summaries

Technical summariser
Updates technical summaries

Document reviewer
Checks everything stays accurate and current



Reflections

The common thread   automation still needs explicit standards, roles and review points.

How do we ensure 
high standards across 

AI content?

STANDARDS

When do we write 
swarms and when do 

we prompt?

SWARM

How do we decide 
when a human needs 

to be involved?

Who is accountable 
when AI content is 

wrong?

ACCOUNTABILITYHITL



Case study

Updating legacy 
Airflow

New system
✓ fully migrated

New system
✓ fully migrated

Scope

Read legacy repos
Research Airflow gaps

Execute

Translates to new syntax
Verifies critical paths

Adds tests

Document

Updates the project summary 
Links, deps, how-tos

Outcomes

Saves time
Routine migration that took days 
now runs in hours.

Easier to coordinate
Progress is easy to track and share 
across the whole team.

Speed with control
A human stays in the loop, balancing 
speed and accuracy.
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