Staff BQG

A PERSONALIZED DIGITAL OPERATOR

One operating relationship across
everything you are responsible for.

Capabilities
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Staff holds your situation as it actually is — current, sourced and continuous. It prepares
before you ask, keeps approved work moving while your attention is elsewhere, and
brings back only what genuinely needs your judgement.

It is not an assistant you open. It is an operator that runs.

Continuous Governed Durable

Runs whether or not you are What it may know, decide and do is Models, tools and interfaces change
present. Background work survives explicit, enforced at the point of underneath without resetting what it
restarts, devices and days. action. knows about you.
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THE SHIFT

BdG

Computing moved capability closer to you.

It never took back the work of holding it together.

Every era delivered something real. The personal
computer put capability on a desk. Networks made
information reachable. Cloud made services
composable. Phones made all of it continuous. And
each era arrived with machinery you were expected to
operate: files to organise, applications to choose
between, accounts to reconcile, context to carry from
one tool to the next.

That machinery never went away. It was redistributed
— onto you. Being the integration layer is now a real
part of senior work: knowing which system holds
which fact, restating the same background to a
different tool, noticing that something changed and
working out what it broke.

Capable models did not remove that work. In most
settings they added to it. Now there is also a model to
choose, a context window to fill, an output to check
and a conversation that forgets everything the moment
it ends.

The bottleneck is no longer intelligence. It
is continuity, and who is accountable for it.
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WHAT BREAKS

Decisions made on stale facts.
Something changed; the consequences
were computable; nobody was holding
enough context.

Preparation that never happens. The
meeting arrives before the position does.

Commitments that quietly expire. The
tool call succeeded. The outcome never
came.

Reconstruction tax. Every session
begins by re-establishing what was
already known.

Judgement spent on triage. The
scarcest thing in the business is used to
sort inputs.

WHAT STAFF REPLACES IT WITH
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A current, sourced view of what is true
now.

Preparation that is already done when
you arrive.

Follow-through that outlives the request.

One relationship that resumes instead of
restarting.

Interruption only where your judgement
changes the outcome.
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WHAT STAFF IS

An operator with state, judgement and bounded authority.

Four things separate Staff from an assistant. Each is architectural, not a feature toggle.

It holds state

Goals, decisions, commitments, risks and open

questions are maintained as current fact, with the
reason each one changed. The conversation is an
interface to that state, not the record of it. Close the

window and nothing is lost.

It has judgement about attention

Urgent and deserving-you are different properties. Staff
scores materiality, timing, your leverage over the
outcome and its own certainty — then holds, prepares
or interrupts accordingly. Restraint is the default.

It acts, and knows its limits

Approved intent becomes real action through tools,

agents and integrations — and stays watched
afterwards. Capability and permission are separate
systems. More of the first never becomes more of the

second by accident.

The operating loop

Staff runs the same cycle continuously, whether or not

anyone is watching it.

Observe — signals arrive from mail, calendar,
documents, systems, research and conversation.

Reconcile — what changed is compared against what
was held true, and state moves with its cause
recorded.

Prepare — consequences are worked out, positions
drafted, options assembled.

Decide or defer — act within authority, or bring it
back with the question made small.

Follow through — watch the commitment until the
outcome, not until the request succeeds.
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It survives its own components

Models, hosts, devices and interfaces are replaceable
underneath. What persists is the relationship: what it
knows, how it works with you, and the authority you
have and have not delegated.

What you never have to do

B Choose which model should handle a
question.

m Re-explain context you have already
given.

Remember which assistant knows what.
Move work between tools by hand.

Start again because you switched
device.
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ONE CONTINUOUS DAY

Seven moments. One operating context.

Luke leads the commercial business for a European display manufacturer expanding into the
United States. He owns revenue, product direction and the P&L. Every moment below is the
same Staff, holding the same state.

07:15
The day is already reconciled

Calendar, open commitments, overnight work and a confirmed 16:40 flight arrival are one view. Two
items carried from yesterday are still carried. Luke adjusts one timing assumption and moves on.

09:00
The meeting is prepared, not summarised

Latest numbers, prior decisions, stakeholder context and the unresolved pricing question are
assembled around the two decisions the review actually needs. Luke reviews decision points instead
of building a position from scratch.

10:30
A social signal becomes a commercial one

Yesterday’s post keeps running. Among the comments is a managing director at a company already
in the pipeline. Staff connects the two, prepares a reply and an internal note for the account owner,
and asks Luke to approve, adjust or hold.

11:20
Research is already current

Asked whether the proposal research holds, Staff answers from maintained knowledge that has
already been tested against new financial evidence — and names the next useful comparison rather
than producing a summary.

13:45
It disagrees with the room

A two-day Marketing and Product thread is arguing about scope. Read against the resourcing plan
and budget, the release is at risk for a different reason: staff allocation. Luke directs Finance to test a
reallocation.

15:35
It follows him out of the building

Ten minutes before the airport run the brief moves to voice. Same context, same open questions, no
restart. The pickup stays protected because it was held as a commitment, not a calendar entry.

17:20
It keeps working when he stops

Bounded research continues, checked for contradictions, prepared as the next useful question rather
than a long report. It surfaces when Luke is ready, not when it finishes.
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CAPABILITY 01

Executive State

Staff keeps a current view of what is true now — not a longer history of what was said.

Goals, priorities, decisions, commitments, actions,
risks and open questions change throughout the day. Held as first-class state
Staff reconciles those changes into Executive State,

. . . , Objectives and current priorities
so the next interaction begins from current reality

rather than a reconstruction from old messages. m Decisions taken, and what they
Memory preserves history; Executive State records superseded

what now governs the situation. m Commitments made, in both directions
State changes are reconciled, never silently B Risks, with what would change them
overwritten. When a signal implies a commitment has m Open questions waiting on someone

moved, a risk has materialised or a decision has been

superseded, that becomes a proposed transition

carrying its cause. What was true before stays

recoverable, and the reason for the change is part of Every transition carries

the record.
The signal that caused it

This is what makes a relationship resumable rather
than repetitive. A conversation picked up three days
later on a different device does not begin by asking
you to re-establish the situation. The situation is held,
and what changed in the interval is the first thing Staff
can tell you.

Who or what proposed it
What it replaced

When it took effect

A commitment that quietly expired is not a missing message. It is a state that nobody
was keeping.
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CAPABILITY 02

Context, Knowledge and Memory

BdG

Staff reasons from maintained knowledge, with its sources attached — not from a longer prompt.

Context Knowledge

What matters to the question in
front of you. Assembled per
situation from what is relevant and
permitted, then released.

The three are separated deliberately, because they
change at different rates and serve different purposes.
Collapsing them — which is what a transcript does —
is why long conversations degrade: contradictory
statements sit side by side, and the model averages
between them.

Separation is what allows a correction to propagate.
When a fact is superseded — a number restated, a
relationship changed, an assumption disproved — the
knowledge layer records the supersession. The old
claim does not resurface three weeks later because it
was still in the history.

Research, evidence, relationships and prior decisions
all remain available with their provenance intact, so
new information can strengthen a position, expose a
contradiction or replace an assumption — visibly.

Capabilities

What has been established, carrying
its source and history. Outlives the
conversation that produced it.

Memory

The durable record of what
happened, including the corrections
and what they replaced.

What this makes possible

m Grounded answers. A claim can be

traced to what supported it.

Live research positions. Maintained
rather than re-run.

Contradiction detection. New evidence
tested against held belief.

Correction that sticks. Told once,
applied thereafter.

Institutional continuity. Knowledge that
survives the people who gathered it.
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Attention, and Cognitive Orchestration

Attention

Staff compares new signals against your priorities,
commitments, risks and available time. It suppresses
noise, keeps suitable work moving, and interrupts
when a changed recommendation, blocked
commitment or emerging risk genuinely needs you.

Attention is scored before it is displayed: how material
is this, how soon does it bind, how much does your
involvement change the outcome, and how certain is
the read. Something can be urgent and still not
deserve you, because the decision is already
determined. Something can be quiet and deserve you
immediately, because the window is closing.

The default is restraint. A system that interrupts too
often is trained out of, and an ignored system protects
nothing.

Routing Challenge

Work is matched to eligible
capability on sensitivity,
difficulty, latency and cost —
local, private cloud or frontier.

Capabilities

Positions are tested before
they reach you: what would
have to be true, and what
would make this wrong.

Cognitive Orchestration

A consequential question needs more than one
good answer. Staff organises analysis,
alternatives, contradiction checks, scenarios,
critique and synthesis across eligible models
and methods — while the objective, the
evidence and the quality criteria stay outside
any single model.

Different steps want different capability. Broad
retrieval, careful reasoning, adversarial critique
and concise synthesis are not the same task,
and the strongest option for each is not always
the same model, nor the same one it was six
months ago. Holding the standard outside the
model is what makes substitution safe.

Disagreement is treated as information. When
two lines of reasoning diverge, Staff surfaces
the contradiction and what turns on it rather
than returning the more fluent answer.

Synthesis

You receive a considered
recommendation with its
reasoning available — not a
transcript to read.



Staff

Authority and Governance. Controlled Execution.

Staff prepares broadly and acts narrowly. The gap between those two is deliberate, and it is where trust is

built.

Authority is resolved at the point of action

Not asserted in a policy document. Every
consequential operation asks the same question — is
this allowed, does it require approval, or is it refused
— and a question the policy cannot answer is treated
as unanswerable rather than quietly permitted. The
failure that matters is the one that silently grants.

Identity, source, policy, risk and decision rights
determine what Staff may use and when it must stop.
Those boundaries do not widen because a model
sounds confident, a new integration appeared, or the
last hundred actions went well.

Autonomy is earned domain by domain, on
demonstrated reliability in that domain, and can be
narrowed the same way.

Execution is stateful

Approved intent becomes real work: send, schedule,
update, retrieve, coordinate. What was done, on
whose authority and what was expected back are
retained together, so the distance between the request
succeeded and the outcome happened stays visible.

Most real failures live in that gap — the message
delivered and ignored, the booking confirmed and later
cancelled, the task accepted and never returned. Staff
brings those back.

Capabilities

Three answers, always explicit

m Allow — inside delegated authority;
proceed and record.

m Require approval — prepare fully, then
bring back a small question rather than a
large one.

B Deny — outside authority; say so, and
say why.

Value before approval

The majority of the work — research,
synthesis, drafting, sequencing, coordination,
preparation — happens before anything
consequential is proposed. Approval is a
small, late, well-informed act, not a
bottleneck in front of everything.

Reviewable afterwards

You can ask what was done in your name,
see what authorised it, and correct the
standing instruction rather than only the
instance.
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CAPABILITIES 07 & 08

Identity, Trust and Source. Provenance and Audit.

One Staff is not one pool of data

Company, personal, research and other domains retain
their own identity, permissions and trust rules. Staff
can use a personal commitment to protect the timing

of a company decision without making company
information personal, and use company context
without making it shareable elsewhere.

Segmentation is enforced where information is used,
not described on a page. Context carries its origin and

the rules that arrived with it.

This is what makes a single operator viable at all.

Without it, one assistant across work and life is either
useless — kept ignorant of half your situation — or
unacceptable, because everything it learns anywhere

becomes usable everywhere.

Practical consequences

B Work and private life on one operator, without
leakage.

B Regulated material usable under its own
rules.

m Client and internal context kept properly
apart.

B A defensible answer to “why did it do that?”

Capabilities

Evidence, inference and decision stay
distinct

A recommendation resting on something you
said last week, something Staff read this
morning and something it concluded itself is
three different kinds of claim. When the
recommendation is consequential, the weakest
of the three is the one you can see.

Provenance retains what informed the work.
Audit retains what changed, when, and on
whose authority. Together they make it possible
to explain a decision months later, find where
reasoning went wrong, and correct the input
rather than argue with the output.

The transcript is never the system of record.

Designed for the awkward questions

What did it know when it recommended this?
What has it done on my behalf this month?

Which source is this number from?

What changed its mind?
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Runtime Foundation. Executive Experience.

Persistent, observable, recoverable

Persistence is the property that most separates an
operator from a chat interface. Background work
survives a restart. Scheduled preparation happens
whether or not you are present. An interrupted
process resumes rather than starting again. That is an
infrastructure characteristic, not a prompt.

Where computation happens is a placement decision,
not an identity. Local, private-cloud and frontier
capability are each eligible for different work on
grounds of sensitivity, latency and cost — and that
placement can change without your context,
knowledge or authority moving with it.

As inference moves onto edge infrastructure and onto
the device itself, more of what Staff does stays close

to you. Nothing about the relationship changes when it

The more capable it becomes, the
simpler it should feel

You meet Staff through briefings,
recommendations, questions and decisions —
by voice, by text, on a screen. The architecture
carries the complexity underneath, which is
what lets the surface stay narrow: what
changed, what deserves you, what is

recommended, what needs a decision.

Channel is incidental. The same operating
relationship is reachable by voice on the way to
a meeting, by text between them, and on a
screen when something needs examining
properly — without any of them behaving like a
separate assistant with its own memory.

You should never have to know how

does.
oes it was done. Only that it was, and on
what authority.
Voice Text and mobile Screen

Full context in the car, on the walk,
between meetings. Not a reduced
version.

Capabilities

The same state, the same open
questions, wherever you pick it up.

Now, attention, work and evidence
when something deserves proper
examination.
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THE FOUNDATION

The Personal Operator Architecture

Ten domains, held as Staff assets and independent of any single model, tool or interface. We
call the discipline Cognitive Governance: more capability, without less accountability.

EXECUTIVE EXPERIENCE

ATTENTION

EXECUTIVE STATE

PROVENANCE
+ TRUST
+AUDIT
+ SOURCE COGNITIVE ORCHESTRATION
AUTHORITY + GOVERNANCE
CONTROLLED EXECUTION
RUNTIME FOUNDATION
Why it is built this way Five commitments
Because the components with the shortest half-life — m Guard — protects identity, boundaries and
models, tools, interfaces — must not own the things authority.

with the longest: your context, your knowledge and m Understand — maintains context and current

your authority. Everything above is arranged around state.

that one constraint.
m Integrate — brings together relevant

It is also what makes the next decade additive: better knowledge and capability.

reasoning, inference on the device, ambient interfaces m Decide — prepares judgement without taking
and machines that act in physical space each arrive as it away.

more capability underneath an unchanged

m Evolve — adds capability without resetting the

relationship. relationship.

As technology expands capability, the machinery should increasingly disappear. What
remains unique is you.

What you need, when you need it.

Day-in-the-life scenario is illustrative.
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