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BEFORE YOU START

Who this is for
You run a business, or you are thinking about starting one. You keep
hearing that AI agents can answer customers, follow up on leads, write the
posts, chase the invoices and keep the books straight while you sleep.
Some of that is true. Most people who try it on their own end up with a pile
of half-working tools and the same old workload.

This guide is the short version of what actually separates a system that works from one that
quietly falls apart. You do not need to write code to follow it. Where we use an industry word,
we explain it in the same breath, because you will hear these words from vendors and you
should know what they mean.

It takes about fifteen minutes to read. At the end you will find a checklist, a short list of tools
worth getting to know, and an invitation to sit down with me one on one.

THE ONE IDEA TO KEEP
An AI system is not something you install. It is something you design, test and keep
improving, with clear rules written down before it ever touches a customer. The tools
change every month. The design is what lasts.

I have spent more than 45 years adopting new technology early, from the first MIDI studios to the early internet.
What follows is how we build at Quantum Loop Learning today, and how we would build for you.
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What changed
For a hundred years, running a business meant paying people to pass
information to other people. That is the part AI is changing first.

Think about how much of a normal week is spent moving information around: checking the
inbox, copying an order into another system, reminding someone to follow up, putting
together the weekly numbers, asking who approved what. None of that is the real work of
your business. It is the coordination around it.

Today's AI agents can do a surprising amount of that coordination on their own. An agent is
simply AI software that can take steps for you instead of only answering questions: read an
email, look something up, update a record, draft a reply, and ask you before sending it.

That means a small business can now run with the reach of a much bigger one. But there is
a catch. Bolting an AI tool onto a messy process gives you a faster mess. The businesses
that win redesign the work around the AI, and they put people in a new position:

BEFORE AFTER

People do every step Agents handle the routine steps; people handle the judgment calls

People approve
everything

People set the rules and review the exceptions

Knowledge lives in
people's heads

Knowledge is written down, so the system can use it and nothing is
lost when someone leaves

Start from scratch
every time

Every task makes the system a little smarter for the next one

That last row is where our name comes from. A well-built system remembers. You never
start from zero again.
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What an autonomous system
actually is
Strip away the jargon and every working AI system is the same loop,
running over and over.

Picture the best new hire you ever had. They knew what the business stood for, they noticed
what was going on, they looked things up before acting, they made sensible decisions within
their authority, they got the work done, and they learned from every mistake. A
well-designed AI system is built the same way, in six parts:

PART WHAT IT DOES NEW-HIRE VERSION

1. Purpose Holds the goals and the rules the system
must follow.

Knows what we stand for and what is
off limits

2. Notice Watches for what is happening: new
emails, orders, messages, alerts.

Keeps an eye on the inbox and the
floor

3.
Understand

Pulls together the context: history,
records, related details.

Checks the file before answering

4. Decide Chooses what to do, but only within the
limits you set.

Makes the call, or asks the manager

5. Act Does the work inside your real tools:
email, calendar, CRM, accounting.

Actually gets it done

6. Learn Looks at results and corrections and
improves next time.

Gets better every week

Wrapped around all six is a set of guardrails that never switches off: a record of
every decision, checks that catch it drifting off course, the ability to undo a change, and a
human who reviews anything important. Vendors may call this "governance" or a "control
plane." It is the difference between an assistant you can trust and one you have to babysit.

WHY THIS MATTERS TO YOU
When someone sells you an "AI agent," ask which of these six parts it covers and what the
guardrails are. Most tools are only good at one or two. A system is all of them, working
together.
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Start with a constitution
Before any of our systems does a single task, it gets a written constitution.
Yours should too.

Every computer we run at QLL has its own constitution: a plain-language document that tells
the agent who it works for, what it is for, and where the lines are. It is the first thing we write
and the last thing we would ever skip. Without it, an agent is guessing. With it, it can make
the same call you would make, even when you are not there.

A good constitution has three layers:
— The hard lines. Things the system must never do, no matter what. Never send money

without approval. Never share a customer's private data. Never promise a refund policy
we do not have.

— The priorities. How to break a tie. Accuracy over speed. The customer's trust over a
quick sale. When in doubt, ask.

— The identity. Who we are and how we sound: the voice we write in, who we serve, and
just as important, who we do not serve.

Then add the permissions: what the agent may do on its own, what needs a person to sign
off, and who that person is.

A SAMPLE, FOR A SMALL ONLINE PARTS STORE
Purpose: Answer customer questions and keep orders moving, so the owner spends time
on suppliers and big accounts.
Never: issue a refund, change a price, or delete an order.
On its own: answer order-status and fitment questions using our catalog; tag and file
every message.
Ask first: any refund, any complaint, any order over $1,000. These go to the owner by
text.
Voice: friendly, short, honest. If we do not know, we say so and find out.

The test: hand your constitution to a stranger. Could they make a decision you would agree
with, using only what is on the page? If not, neither can your agent. Keep writing until the
answer is yes.
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People stay in charge
The goal is not to take people out of the business. It is to take them out of
the wrong places.

There are three ways to put a person and an AI together. Only one of them works at scale:

SETUP WHAT IT LOOKS LIKE RESULT

In the loop A person approves every single step. Safe, but no faster than before

Out of the
loop

Nobody watches. The AI does whatever it
decides.

Fast, until something goes badly
wrong

Above the
loop

The AI runs the routine work. People set
the rules, review exceptions and own the
outcome.

Fast and accountable. This is what
we build

Being above the loop comes down to a few simple habits:
— Every agent has a named human owner. "The AI decided" is never the final answer.

A real person is responsible for what each agent does.
— Money, legal and customer commitments always go to a person. The agent

prepares everything, then a human makes the call.
— There is an off switch. You can pause any agent instantly and fall back to doing it by

hand.
— Everything is on the record. You can look back and see what the system saw, what it

decided and why.
What people keep is the work that was always the most valuable: judgment, relationships,
taste, ethics, and deciding where the business goes next.
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Start with one workflow
Do not try to automate your whole business. Pick one job, prove it, then
move to the next.

The fastest way to fail is to build everything at once. The fastest way to succeed is to pick
one repeatable job and do it properly. A good first candidate is:

— Repetitive. It happens often, the same way, every week.
— Rule-based. You could explain how to do it to a new hire in an afternoon.
— Measurable. You can tell whether it got faster, cheaper or more accurate.
— Reversible. If something goes wrong, you can undo it and nobody gets hurt.
Think customer questions, appointment reminders, invoice follow-ups or sorting the inbox.
Not hiring decisions or anything that moves large amounts of money.

Then break the job into tasks and score each one:
SCORE MEANING WHAT WE DO

5 or 4 An agent can do this reliably today. Hand it to the agent

3 An agent can probably do it, but we need
proof.

Test it side by side first

2 or 1 It needs real human judgment. Keep it with a person

Run it side by side before you switch. Let the agent do the job in parallel with the way
you do it now, on the same real work, for a few weeks. Compare speed, accuracy and cost.
Only when the numbers prove it do you switch over, and then you switch cleanly rather than
running two systems forever.

Each workflow you finish makes the next one easier, because the rules, the records and the
lessons carry over. That is how the system compounds.
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We test everything
Every file, every app, every setting and every connection is tested hard
before it goes live. No exceptions.

This is the part most do-it-yourself setups skip, and it is where most of them break. An AI
system is made of many small pieces: instructions, connections to your apps, settings files
(the small configuration files techies call .json files), scheduled jobs, and the agents
themselves. Any one of them can quietly fail. So at QLL, nothing reaches a real customer
until it has been tested.

What "tested" means in practice:
— Practice runs first. Every agent is checked against a set of real examples where we

already know the right answer, before it goes live and again after every change.
— A safe place to try things. We build in a staging area, not on the live system. You see

it working there, then it goes live.
— A way back. Any change can be rolled back to the version that worked, without taking

the rest of the system down.
— A record of every decision. If something looks wrong, we can trace exactly what

happened and fix the cause, not just the symptom.
— A human review line. Anything that touches money, legal wording or a customer

commitment waits for a named person.

OUR RULE OF THUMB
If we have not tested it, it is not done. A system that works in a demo and fails on a busy
Monday is worse than no system at all, because it costs you the customer's trust.
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It keeps evolving
An AI system is not a one-time install. It is closer to a garden than a
machine.

The AI models underneath these systems improve every few weeks. The tools they connect
to change. Your business changes. A system that is never touched slowly drifts out of date,
and when you finally update it, the jump is so big that things break.

We learned this the hard way. Today every one of our agent computers gets updated every
week, in small steps, so no single update is ever a big leap. Small and often beats big and
rare.

A healthy system improves in three ways:
— It learns from corrections. Every time a person overrides the agent, that is a lesson.

Over time, the number of corrections should go down. If it does not, something needs
fixing.

— It gets updated on a rhythm. Weekly maintenance, tested in the staging area first,
like everything else.

— Its constitution grows. As new situations come up, the rules get sharper and the
system needs you less.

OWN YOUR SYSTEM
Your constitution, your records and your business knowledge should belong to you, stored
where you control them. The AI model underneath can then be swapped for a better or
cheaper one at any time without starting over. Never let a vendor own the part that makes
your system yours.
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Your checklist
Everything in this guide, on one page. Use it before you build, or before
you hire someone to build for you.

01 ☐ Pick one workflow. Repetitive, rule-based, measurable and reversible.

02 ☐ Write the constitution. Hard lines, priorities, identity, and who approves what.

03 ☐ Name the human owner. One real person responsible for each agent.

04 ☐ Break the job into tasks. Score each task 1 to 5. Hand off only the 4s and 5s at first.

05 ☐ Connect only what it needs. Give each agent access to the minimum apps and data
required, nothing more.

06 ☐ Build in a staging area. Never build or change things directly on the live system.

07 ☐ Test against real examples. Check the answers before it goes live and after every
change.

08 ☐ Run side by side. Compare the agent with the current way for a few weeks before
switching.

09 ☐ Keep the off switch and the records. Be able to pause any agent and see every
decision it made.

10 ☐ Update on a rhythm. Small weekly updates, tested first. Watch the corrections go
down.
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Tools worth knowing
You do not need all of these. Get familiar with what they do, so you can
follow the conversation.

TOOL WHAT IT IS FOR WHERE

Claude An AI assistant for thinking, writing,
research and building documents and apps.

claude.ai

Claude Code Builds and edits software from
plain-language instructions.

claude.com/product/claude-code

Your own
personal brain
center

A private library of everything you learn and
collect, that you can ask questions of and
build on. QLL shows you how to set one up.

Ask us how

Hermes Agent An open-source agent that runs around the
clock, remembers your work and gets better
over time. We run it every day.

hermes-agent.nousresearch.com

Orgo Cloud computers built for AI agents, so your
agents have their own desktop to work on.

orgo.ai

OpenRouter One account that gives you access to
hundreds of AI models from different
companies.

openrouter.ai

n8n Visual workflow automation, with human
approval steps built in.

n8n.io

Model Context
Protocol (MCP)

The open standard that lets AI plug into your
apps, like a USB port for AI.

modelcontextprotocol.io

Google
Workspace

Email, calendar and files. For most small
businesses, this is where the data already
lives.

workspace.google.com

GitHub Keeps a full history of everything you build,
so any change can be rolled back.

github.com

QLL Spark Our free diagnostic for individuals: find
where AI fits in your work.

qllspark.app

QLL Garage Our free diagnostic for businesses: find the
bottleneck before you build.

qllgarage.app

Tools change fast. Links were checked when this guide was published (October 2026). Some of the ideas in this
guide build on the ExO 3.0 work of Salim Ismail and OpenExO (openexo.com), retold here in our own words.

https://claude.ai
https://claude.com/product/claude-code
https://hermes-agent.nousresearch.com
https://orgo.ai
https://openrouter.ai
https://n8n.io
https://modelcontextprotocol.io
https://workspace.google.com
https://github.com
https://qllspark.app
https://qllgarage.app
https://openexo.com
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Build it with Tommy Mac
If you are ready to sit down and look specifically at your business, book a
private one-on-one QLL consultation.

We can help you identify where AI can save you the most time, uncover the workflows that are
slowing you down, determine what should be automated and what should remain
human-controlled, and show you how to begin building a system that gets smarter and more
useful over time.

But QLL is not only for business.
If your goal is personal, QLL can also show you how to use AI to learn faster, organize what you
discover, and build real expertise around a hobby, profession, creative pursuit, research topic,
or any unique area of interest that matters to you.

With Quantum Loop Learning, you learn how to learn — while never
starting from zero again.
Instead of repeatedly searching for the same answers, losing what you learned, and beginning
over, you build a growing knowledge system that remembers, connects, and compounds.

QLL shows you how to collapse traditional learning time frames, connect new information to
what you already know, and steadily become more informed, more capable, and more expert
in the subjects that matter most to you.

Whether your goal is to improve your business, master a new field, deepen a lifelong interest,
or simply learn how to use AI more effectively, the principle is the same:

Learn faster. Keep what you learn. Build on it. Never start
from zero again.

PRIVATE CONSULTATION

One on one with Tommy Mac
$300 per consultation · in person in Las Vegas or over video call

Book your time at quantumlooplearning.com/book
For business or personal learning. Pick a date and time, pay securely, and you will get
your video-call link right away.

Not ready to book? Start with our free diagnostics at qllspark.app (for individuals) or
qllgarage.app (for businesses), or write to us at info@qllgo.pro.

Quantum Loop Learning is a division of Mashene Music, LLC, Las Vegas, Nevada. This guide is free to share in full.

https://quantumlooplearning.com/book
https://qllspark.app
https://qllgarage.app
mailto:info@qllgo.pro

