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EXECUTIVE SUMMARY  

 

There is real demand for agentic systems that can perform substantial work. Most of these 

systems require a person to stay present: issuing the next prompt, preserving context, 

watching progress, noticing a stall, initiating a retry, inspecting intermediate output, and 

approving continuation. The system generates quickly while its operator absorbs a 

continuous attention burden. At scale, that burden produces burnout rather than capacity. 

This burden is a design outcome rather than an incidental cost of immature technology. 

These systems return results on an unpredictable schedule, which is the pattern that holds 

attention most reliably, and the prevailing measures of success reward holding it. A product 

that gave attention back would score poorly against them. 

Tapestry removes that burden. The customer provides a mission. Tapestry executes it 

within the scope, authority, priorities, systems, and governing policy defined for the 

engagement, and returns completed work. 

Removing supervision is the goal. Trustworthy operation is what makes it possible. 

Supervision is the mechanism organizations use to catch a system that overstates a result, 

takes an action it should not, stalls without saying so, or delivers work that has not been 
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checked. A system that asks to operate without supervision performs those functions itself, 

visibly enough that the customer can confirm it. 

Tapestry does this through architecture rather than by assurance. Authority over what the 

system may do is explicit, limited, and auditable. The judgment that releases work is 

separate from the work that produced it. Claims arrive with the evidence that supports 

them. The system states what it does not know, and when it reaches the edge of its authority 

it returns a bounded decision rather than the work. 

Nothing leaves Tapestry without crossing a boundary that evaluates it, and no part of the 

system holds a path around that boundary. Tapestry draws on the ideas of Zero Trust: 

access is never implied by origin, ownership, or position. It extends the same refusal to its 

own internal results. A claim, a recalled conclusion, a tool result, or a proposed release does 

not become acceptable because it came from inside the system, matched a familiar pattern, 

or succeeded before. 

1. SUPERVISION IS THE COST OF AGENTIC AI  

 

Generative AI has made intelligent output cheap to buy. It has not made that output cheap 

to produce, and it has not made work autonomous. 

Current inference prices reflect a contest for position rather than the cost of service, as 

consumer Internet access did in the 1990s. Efficiency will pull the real cost down, but not on 

the schedule the subsidy is withdrawn on. A workflow that consumes many exchanges to 

reach one acceptable result is affordable while someone else is paying for the attempts that 

failed. 

The useful comparison is delegation to a person. A colleague given a bounded task returns 

when it is done, reports what was achieved and what was not, and says so when they are 

blocked. The result may be late, partial, or wrong, and the account of it is still dependable. 

That dependability is what makes delegation work, because it lets the person who assigned 

the task stop thinking about it until it comes back. 

An agentic system inverts the arithmetic. It answers in minutes rather than days and costs 

more attention rather than less. The response arrives with the same composure whether the 

task was finished, half finished, or misunderstood, because the system is arranged to be 

helpful rather than to be done. A correct result, a plausible result, and a partial result are 

hard to tell apart on arrival, so the work gets checked. Because it has to be checked every 

time, the attention never comes back. 
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Difficulty is not the problem. A hard problem handed to a competent person still yields a 

reliable account of where it stands, which is why hard work can be delegated at all. The 

uncertainty in agentic work sits somewhere else. It is not only in the result, but in whether 

the report of the result can be trusted. Supervision is the cost of that second uncertainty. 

The problem is neither obscure nor unattended. Considerable work is going into it, most of 

it resting on a single assumption: that the answer is a better generator. Larger models, 

longer context, more tools, and better prompting all treat checking as a temporary tax that 

shrinks as capability grows. 

That assumption does not hold. The quality of an output and the trustworthiness of the 

report about it are different properties, and improving the first does not produce the 

second. A more capable system that still reports the same way whether it succeeded or 

failed has not become easier to delegate to. It has become more expensive to check. 

The checking is an attention tax, and it is not measured in the minutes spent typing. It 

includes context switching, repeated review, waiting, reconstructing task state, deciding 

when to retry, and returning to a problem after interruption. Even subsidized inference is 

the cheaper input. The scarce resource is the human attention required to keep work 

moving. 

For one person, the trade still pays. For an organization trying to delegate work, it is a 

structural limit. A system that needs continuous supervision has added a productivity tool, 

not capacity. Ten such systems need ten supervisors. 

2. REMOVING SUPERVISION REQUIRES TRUST  

 

Supervision is a trust substitute. It exists because the alternative has not been available. 

Consider what a supervising human does. They check whether a claimed result is real. They 

notice when the system has stopped making progress and has not said so. They gate actions 

whose consequences reach outside the workspace. They decide when a partial answer is 

enough. They catch the case where the system is confidently wrong. 

A system asking to work without supervision performs those functions itself. It cannot do 

that by being a better generator, because none of those functions is a generation problem. 

Output quality and release judgment are different questions, and a system that answers 

both with the same mechanism has no way to catch itself. 
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There is a shortcut, and most agentic tools now offer it. Turn off the approval step and let 

the system act on its own authority. The interruptions stop, and the output often improves, 

because the work is no longer chopped into confirmations. 

The person does not leave. They stay and watch the scroll. The approval prompt was never 

what held them there. What held them there was the unreliable account of the work, and 

switching off the gate does nothing to that. It removes the brake and leaves the doubt. 

That is a worse position than supervision. Supervision is expensive and it buys something 

real: a person placed where they can stop a bad action before it lands. Deferred authority 

costs the same attention and buys nothing, because the watching continues while the 

control is gone. The quality of the results stays stochastic in either case. What changed is 

who is accountable for them. 

Trustworthiness is a property of Tapestry operating as a complete system, and it rests on 

behavior the customer observes. Authority over what the system may reach is explicit, 

limited, current, and auditable, and it is granted at the narrowest scope the work requires. 

Isolation holds that boundary in place, keeping one engagement and its accumulated 

knowledge out of every other. 

What leaves the system is judged separately from what produced it. Claims carry the 

provenance that supports them instead of arriving as assertions, and work the evidence 

does not support is withheld rather than released. Recovery and rollback return the system 

to a known state after a failure. A problem that exceeds the authority Tapestry holds reaches 

the customer as a bounded question with the evidence attached rather than as returned 

workload. 

No single component supplies this. Adding a checking step does not make a system 

trustworthy, any more than owning a vault door makes a bank trustworthy. 

The customer is not asked to replace supervision with confidence in AI. The claim is 

narrower and testable: authority, evidence, independent release judgment, isolation, audit, 

and recovery make the trust warranted, and each of them produces observable results. 
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3. THE OPERATING MODEL  

 

Tapestry accepts a mission rather than a sequence of prompts. It maintains an ongoing 

working period and a queue of eligible work, uses the tools and systems the role requires, 

manages dependencies and interruptions, continues between customer interactions, and 

returns completed work. This operating model is independent of subject matter. 

Work can be given to a Tapestry instance when it has a definable process, a boundary on the 

authority it requires, the tools and sources to carry it, and a standard for what counts as 

finished. Software development meets that test, and so do supervising a physical process 

and producing recurring forecasts from instrument data. The persona is that role made 

specific: what the instance does, what it may reach, and what finished means. The system 

underneath is the same in every case. 

The role and the persona that fills it are defined before an engagement begins, together with 

the procedures, obligations, evidence standard, and evaluations that come with them. The 

customer engages that persona and supplies the work: the desired outcome, functional and 

operational constraints, priorities and dependencies, the systems it is authorized to reach, 

acceptance criteria, and the organizational context required to interpret the work. That is 

the information any capable practitioner needs before starting. 

Tapestry owns everything between that direction and the delivered result: the queue, the 

method, continuity, execution, verification, recovery, and delivery. Every task belongs to 

Tapestry as a system and remains traceable to the customer mission or to an authorized 

improvement basis. No individual element owns a task or creates independent purpose. 

An active engagement is always working. When one task is blocked on requirements, an 

answer, an external dependency, or a pending review, Tapestry records and monitors the 

dependency and advances other authorized work. When no project work advances, it turns 

to work that improves its own capability: improving its tooling, consolidating what it has 

learned, and resolving the contradictions and gaps in what it knows. 

When progress requires new authority, unavailable information, or human judgment, 

Tapestry presents a decision-ready exception: a bounded question, the evidence behind it, 

and what it would need in order to proceed. An exception is not supervision. The system 

continues on its own until it reaches a defined boundary, and it hands back a decision 

rather than the work. 

The operating contract stays simple. The customer sets the objective and the boundaries, 

and Tapestry determines how the work is performed inside them. 
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4. ARCHITECTURE: FIVE CORE ELEMENTS  

 

Tapestry executes the mission as one system built from five core elements with separate 

responsibilities and separate failure surfaces. 

The Actor performs the work. It uses tools, produces evidence, constructs proofs, 

preserves durable handoffs, and submits proposed releases through the Regulator. The 

Simulation Space, where computation and exploration happen in isolation, is part of the 

Actor. The Actor does not hold the role it serves; it receives tasks rather than a job 

description. Tapestry is Actor-agnostic: another substrate can serve in the position without 

moving truth authority to Engram, bypassing the Regulator, or weakening the evidence 

standard. 

The Regulator gates what comes in and judges what goes out, applying different criteria 

to each. Admission asks whether a candidate is within current authority, scope, and policy. 

Release asks whether finished work is supported by evidence and fit to leave. The Will, the 

policy document the system is held to, is part of the Regulator. It requires justification when 

an item cannot be evaluated adequately, and it does not enter open-ended debate with the 

component it is evaluating. 

The Knowledge Engine grounds claims, evidence, and proofs through its Knowledge 

Graph, which the Graph Database inside it hosts. It reconciles identity, records 

contradiction and invalidation, refreshes stale claims, and admits validated new evidence. It 

remains authoritative for current grounded knowledge. 

Engram holds persistent, relatively static memory for fast recall. It proposes a previously 

accepted response or a settled conclusion. It is never a source of truth, and the Regulator 

decides whether recalled material fits the present request and policy. 

The Motivator organizes eligible work. It maintains deterministic queue invariants, 

dispatches approved tasks, and requests work when idle without inventing mission or 

purpose. 

Channels sit at the edge rather than among the five. Each is a connection to an approved 

external interface, and nothing reaches a Channel without passing the Regulator first. A 

Channel carries work across the boundary. It does not decide what may cross. 
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5. AUTHORITY AND THE REGULATOR BOUNDARY  

 

Tapestry separates capability from external authority. The Actor becomes more capable as 

models and internal systems improve. The security model does not depend on keeping the 

Actor weak or on expecting it to police its own reach. 

Authority attaches to effects rather than to components. No element holds a standing 

permission that travels with it. A request to reach a network, use a credential, write to a 

repository, or commit code is evaluated when it is made, against the authority current at 

that moment and scoped to what the work requires. Authority is granted explicitly, 

recorded, and withdrawable, and nothing acquires more of it by having held it before. 

All external input and output passes through the Regulator, and internal components 

receive no alternate path around that boundary. The Channels and both Regulators are 

Tapestry's own; the only thing outside is the system on the other end. The normal topology 

is: 

 

Each Channel is an explicit, authorized connection rather than an ambient capability. 

NIST SP 800-207 rejects implicit access trust based on network location or ownership and 

focuses policy on protected resources. Tapestry takes that principle rather than the 

reference architecture. No requester, service, device, component, or network position 

receives implicit access, and each request is evaluated against current identity, authority, 

policy, context, and least privilege. 

Tapestry carries the same idea further, into a rule for its own operation. A model output, 

recalled conclusion, tool result, candidate action, or proposed release is not acceptable 

because it is internal, familiar, confident, or previously correct. This is a Tapestry design 

decision rather than a property of the standard, and it does not put a judgment step in front 

of every internal computation. Computation proceeds inside isolated boundaries. 

Consequential effects require typed authority, deterministic controls, and auditable 

outcomes. 

https://www.nist.gov/publications/zero-trust-architecture
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Refusal is an ordinary outcome rather than a failure. When the Regulator declines a 

request, the work does not stall silently. The system either finds another authorized path to 

the objective or raises a decision-ready exception. A blocked action produces a decision 

rather than a dead queue. 

Engram shows what the internal rule looks like in working code. Retrieval runs as a two-

phase interface: Engram proposes a candidate, and a separate resolution step records the 

verdict. Engram selection is never implicitly converted into acceptance. An accepted 

response is stored and returned exactly, and normalization, aliases, phrasing, fusion, and 

adapters cannot rewrite it. Current Knowledge Engine support and Regulator acceptance 

remain the release boundary. 

A component that refuses to treat its own best match as an answer is the smallest honest 

version of the whole architecture. 

6. EVIDENCE AND EPISTEMIC HONESTY  

 

Evidence directs the work and gates the release. It determines which claims are settled, 

which gaps require inquiry, which failures require remediation, and which results are 

deliverable. 

Source information is not presumed correct. It arrives incomplete, stale, contradictory, 

mislabeled, or wrong. Tapestry improves the data it works with by preserving provenance 

and lineage, reconciling identity, checking freshness, recording contradiction, validating 

corrections, and filling gaps. Corrections retain provenance: the source record and 

Tapestry's current conclusion stay distinguishable, and admission to the Knowledge Graph 

does not make a claim true. 

When support is insufficient, Tapestry says that it does not know. That is an active system 

state rather than a failure to answer, and the next action follows it: research, experiment, 

source reconciliation, clarification, remediation, or a request for missing authority or 

information. Tapestry does not guess in order to produce an answer, and it does not use 

uncertainty as a reason to stop work it is authorized and equipped to continue. 

The standard is the best work product the available evidence and verification methods 

support. Dependent conclusions are revised when their support changes. 
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7. UNDERSTANDING BEFORE WORK: THE KNOWLEDGE 

ENGINE 

 

Work that has not been understood cannot be reliably performed. Tapestry separates 

understanding from execution. 

The Knowledge Engine establishes a durable, grounded representation of the problem 

before work is assigned. It holds the relevant source material, project history, constraints, 

dependencies, prior decisions, evidence, and the relationships among them. 

This removes a structural weakness of conversational workflows, where the same context is 

reconstructed inside a temporary session and lost again when it ends. Knowledge persists 

across tasks, so work performed for one requirement improves later work. A dependency 

discovered during one change, a constraint established during another, or an existing 

component already available to the engagement remains in reach rather than being 

rediscovered. 

The objective is to give the Actor an understanding appropriate to the task before it 

executes. 

8. CONTINUITY WITHOUT A HUMAN SCHEDULER: THE 

MOTIVATOR  

 

In most interactive AI systems, the person manages the work queue. They decide what 

happens next, remember unresolved dependencies, retry failed work, and restore context 

after interruption. 

The Motivator moves the mechanical part of that into the system. It holds durable queue 

state and maintains deterministic scheduling invariants: order, dependency, priority, 

readiness, and resource requirements. Work decomposes into smaller tasks without losing 

the origin or priority of the mission that created them. 

The Motivator's objective is saturation. It knows what each task requires to run and what 

capacity is available, matches the two, holds back what is not yet runnable, and signals for 

more work before capacity would sit idle. When eligible work runs short, a bounded 

stochastic selector chooses among eligible sources, including mission, maintenance, 

research, verification, and improvement. Its weights, configuration revision, random state, 
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and draw are persisted, so the choice is explained and replayed on demand. Choosing a 

source asks for work. It does not invent a goal. 

The Motivator does not author work, gate it, or respond to failure. Tasks reach it already 

created and already approved. The Actor, the Regulator, and the Knowledge Engine can 

each raise a candidate, the Knowledge Engine when it finds a fault in what it holds, and 

defined human avenues introduce work from outside. Every candidate passes the Regulator 

before the Motivator receives it. 

Most agentic harnesses are built as loops. The system produces output, examines it, and 

runs again, continuing until it judges the work finished. Each pass takes the previous pass 

as input, so deviation compounds instead of surfacing, and the original objective persists 

only as long as it stays in context. The loop ends when the model decides it is done, which is 

the same self-assessment that cannot be relied on anywhere else. 

A queue behaves differently. Each task is a discrete unit with a recorded origin and durable 

state that does not depend on anything remaining in context. Work that fails produces a 

new task rather than another lap, and that task is gated like any other. Nothing continues by 

default. 

Continuity is a property of the system rather than of any one element. A failed verification 

causes a new task to be created elsewhere, and it arrives in the queue like any other. A 

recorded dependency holds a task until the blocking work completes. Research enters the 

queue without a person present to issue the next instruction. 

9. WHAT THE CUSTOMER SEES 

 

The customer interacts with Tapestry through Channels and nothing else. Work goes in, 

results come back, and questions arrive when the system reaches a boundary it cannot pass 

on its own. That is the entire surface. It is the relationship an organization has with a 

remote worker rather than with a process it is running. 

Authority stays with the customer. They can redirect the work, change what the system is 

permitted to reach, ask for the status of anything in flight, and answer the exceptions that 

need their judgment. None of that requires being present, and ordinary authorized work 

continues while they are elsewhere. 

What the customer does not get is the inside. Raw reasoning, component state, internal 

queues, diagnostic logs, and model telemetry stay where they are. Handing those over 
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would rebuild the supervision burden in a new form and ask the customer to audit a system 

instead of receiving its work. The work does leave a trace, held on the provider side, where 

controlled, purpose-bound, attributable access supports health, diagnosis, governance, 

audit, recovery, and improvement. 

The point is to relocate human attention to where human judgment is worth the most. An 

architect specifies a change without spending the following hours steering a model through 

implementation. A project manager assigns bounded work without becoming the scheduler. 

An executive commissions an outcome without translating it into step-level instructions. 

10. EXECUTION AND VERIFICATION  

 

Tapestry supplies the machinery that turns direction into observable work. The Actor treats 

the work product as persistent structure rather than as a fresh generation problem for every 

task. Existing components are found and reused, missing capabilities are created, and 

changes are composed into the engagement's accumulated structure. As the system learns a 

customer's environment, more work begins from established structure instead of repeated 

reconstruction. 

Output is not accepted because it looks plausible. Work is projected into the Simulation 

Space, where it is built, tested, analyzed, and evaluated without executing inside the 

Tapestry core. What returns is evidence about the actual artifact rather than confidence 

about what the artifact should do. 

When verification identifies a defect, that result creates follow-on work and the cycle 

continues. Verification is part of the internal process rather than a handoff that returns the 

problem to a person. Human review remains important at the release boundary, and it does 

not substitute for routine machine verification and repair. 

Computation and exploration proceed inside the Simulation Space without external effect. 

Network, credential, repository, financial, and other consequential effects cross the 

Regulator boundary under typed authority, with deterministic controls and auditable 

outcomes. 
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11. HOW TAPESTRY DIFFERS FROM A SUPERVISED 

AGENTIC SYSTEM  

 

The distinction is structural. 

A supervised agentic system is operated. A person drives it, supplies a prompt or a request, 

works interactively while it responds, and steers and corrects as it goes. Tapestry is 

commissioned. Work arrives as a mission with persistent state, the customer holds 

authority over that mission and over what counts as acceptable, and the exchange is 

direction at the start, questions at the boundaries, and results at the end. 

Underneath, the two run on different machinery. A supervised system iterates. It produces, 

examines what it produced, and goes again until it judges itself finished, carrying its 

objective in session context that thins as the run lengthens. Tapestry advances a durable 

queue of discrete tasks, each gated before admission and each traceable to the mission that 

created it, against knowledge that outlives any single run. 

The governance differs at every boundary. In a supervised system the judgment that 

releases work usually comes from the mechanism that produced it, external authority is 

often attached to the session itself, uncertainty reaches the operator as confident output 

regardless of what supports it, and delivery means a suggestion the operator is expected to 

use. Tapestry judges release independently of production, routes every external effect 

through Regulator-mediated Channels with no alternate path, withholds what the evidence 

does not support, and delivers verified work across an authorized Channel. 

What remains is the premise each one rests on. A supervised system asks the customer to 

trust model quality and their own vigilance. Tapestry asks them to trust bounded authority, 

evidence, isolation, audit, and recovery. One counts the attention it holds as a sign that it is 

working. The other counts the attention it gives back. 

Tapestry performs a bounded role inside an organization's existing governance. 
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12. WHAT CHANGES FOR THE ORGANIZATION  

 

The recovered resource is senior human attention. Bounded work proceeds without a 

person staying synchronized with execution, which removes the hours spent supervising 

generation, restoring context, prompting the next action, and recovering from routine 

failures. That matters most when the person commissioning the work is an architect, 

technical lead, project manager, or executive whose highest-value contribution is defining 

the work and exercising judgment at decision points. 

Organizational context accumulates instead of restarting. Project knowledge, prior work, 

dependencies, decisions, reusable components, and operational history remain associated 

with the customer instance, so later work builds on what has been established rather than 

reconstructing the same understanding. 

That persistence is paired with model independence. Tapestry's responsibilities are defined 

at the system level rather than around a single foundation model, so underlying models 

change as capability, price, and deployment options evolve. Improvements in the broader 

model market reach the product without redefining the customer's operating model. 

Tapestry fits inside existing governance. Work terminates at a reviewable boundary, so 

approval processes, review practices, and release controls stay where they are. Because 

Tapestry operates as a customer-specific system rather than a shared assistant, 

accumulated knowledge, learned work patterns, and operational history remain inside that 

customer's environment, and multiple engagements run without mixing data, authority, or 

state. 
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13. MEASURING TRUSTWORTHY OPERATION  

 

The useful measures are operational rather than conversational. 

Delivery quality. How often assigned work reaches a reviewable result, how often those 

results are accepted, how completely the work covers the mission, where defects are 

detected, and whether existing work is reused rather than recreated. These measure 

completed work, not how persuasive an intermediate response appears. 

Attention independence. The synchronous human intervention required per completed 

mission, the number of times a person must interrupt other work before a result is 

produced, the proportion of recoverable failures the system resolves on its own, and the 

effort required to review and disposition the result. This measurement runs against the 

interest of any product paid by engagement, since every improvement against it reduces the 

time a customer spends in the system. 

Warranted trust. Release correctness, including work withheld that should have been 

withheld and work released that should not have been. The rate at which exceptions arrive 

as decision-ready questions rather than returned workload. Whether claims carry 

provenance that survives audit. Whether recovery and rollback restore a known state. 

Whether isolation holds between engagements. A system that never withholds anything is 

not demonstrating judgment. 

Economic efficiency. Cost per accepted result and elapsed time from accepted mission to 

reviewable result. Cost per accepted result is worth evaluating against unsubsidized 

inference pricing, because a workflow that depends on cheap retries has no defense when 

the price corrects. Over time the more important question is whether those costs improve as 

customer-specific knowledge and reusable work accumulate. A mature instance derives 

increasing leverage from what it has already learned about the customer's environment. 

Together these separate software that produces impressive intermediate output from a 

system that completes useful work with less organizational attention. 
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CONCLUSION  

 

Current AI systems produce useful work and consume the attention of the people operating 

them. Supervision is how an organization compensates for a system that cannot be trusted 

to judge its own output, and it is why adding more such systems adds more supervisors 

rather than more capacity. 

Tapestry replaces that compensation with structure. Authority is bounded and explicit, and 

it is evaluated when an effect is requested rather than held as a standing permission. The 

judgment that releases work is separate from the work that produced it. Claims travel with 

the evidence behind them, uncertainty is stated rather than smoothed over, and a system 

that reaches the edge of its authority returns a bounded question instead of returning the 

work. 

This is a trade rather than a free gain. A system that withholds what it cannot support will 

sometimes withhold work a person would have shipped. A system that routes every external 

effect through one boundary is slower at that boundary than a system that does not. The 

argument is that both costs are smaller than the attention they replace, and that both are 

countable: cost per accepted result, the proportion of exceptions that arrive as decisions 

rather than as returned workload, and work correctly withheld. A claim about 

trustworthiness that cannot be counted is a claim about faith. 

The role varies. One deployment develops software, another supervises a physical process, 

another produces forecasts, and each needs the same four things: a definable process, a 

boundary on the authority it requires, the tools and sources to carry it, and a standard for 

what counts as finished. What does not vary is the system underneath. That is the reason 

for building it this way rather than building a better assistant. 

Supervision is what an organization uses when it cannot verify a system's judgment. 

Tapestry is built to be verified. 


