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Four ways to use AI for ongoing projects
A trip. A health question that lasts a year. A side project. The people you owe replies to.

One question, one chat
New conversation, paste in the 
context, ask, get an answer.

Next time: explain it again.

Read AI search 
summaries
Read the AI summary at the 
top of search results.

60% of U.S. adults read these 
summaries; 49% use chatbots.

Overlapping groups — Pew, June 
2026

Let the app remember
Use the app’s memory or 
project features to keep 
context.

The context is somewhere. In 
their app.

Paste or attach context
41% of surveyed U.S. AI users 
have uploaded a file, image, or 
document for analysis.

That measures ever-use, not 
use every session.

Epoch AI/Ipsos, 2026

My test for any approach, three months later: where does this stand, what did I decide, and why?



Where it breaks, once a project outlives a conversation
The same four failures, in every tool I tried

You re-explain. Every session starts from the model's memory of you, not the project's 
record.

You can't update, only append. Things change; the folder just gets one more 
conversation.

The record isn't yours. It's in a vendor's app, in a vendor's format, on a vendor's 
timeline.

The "why" is gone. You can find that you kept the hotel and changed the bus. Not why.

And whatever fixes this can't become a job. Keeping the system running has to stay small.



How I got here
Three steps, each ended by something that broke

STEP 1

Projects in the chat apps
A folder of related conversations, some 
memory across them.

Useful. A place to hold chats.

Broke: I couldn't update the project as things 
evolved. I just kept adding conversations.

STEP 2

A skill per area of life
Put the context in a skill file. Call it 
whenever the topic comes up. Let the 
assistant update it.

Broke: a skill is a standard operating 
procedure. It was never built to hold a 
record over months.

STEP 3 — NOW

The record in a folder; the skill, a 
pointer
One folder of plain files per project: 
purpose, status, decisions with reasons, 
next actions, sources, rules for the 
assistant.

The skill shrinks to a few lines: go here, 
read these first.

What it costs: a few minutes a session. 

Each step was fine until the project outlived it.



Orchestrating your life: the view from 30,000 feet
Not one assistant. One person, one folder of workspaces, any agentic harness, any device.

ONE FOLDER ON YOUR MACHINE · SYNCED TO A PRIVATE BACKUP

You
ask · decide · approve
a few minutes a day

/trip Trip
bookings, deadlines, the 
day-of playbook

/health Health
labs, a decision due in 
October, the protocol

/money Money
a quarterly audit, the plan, 
what to fix first

/home Home & car
maintenance, supplies, the 
lease, service history

/loops Open loops
every open email loop, 
who's waiting on whom

/research Research
every report, indexed, with 
sources

/mod Side project
a game mod, a robot, a talk

/income Income
the experiments, the 
pipeline, the evidence

The review: every week, one workspace reads all of these and ranks what needs me.

Every box is the same thing: a folder of plain files with a purpose, a status, 
decisions with reasons, and next actions. Same rules, same shape, so any 
harness knows its way around any of them.

Getting in takes one command, from any harness, on any device: /trip at 
the desk, the same thing from the phone in the car. Assistants and models 
get swapped; the folders stay.



Who does the work, where the record lives, what can be replaced
owned — keep for years replaceable — pick per task, per year you — the only constant

YOU

make the calls
ask · decide · approve

AGENTIC HARNESS

Claude Code, Codex, whatever is next

a model (whichever is best this month)

tools it needs for the task (email, web…)

POINTER SKILL (≈10 lines)
go to this folder; read AGENTS.md first

/trip or $trip — one command, no navigating

THE WORKSPACE — THE PROJECT'S HOME

one folder of plain-text files per project

AGENTS.md how the assistant should work here

STATUS.md where things stand

DECISIONS.md what was decided, and why, dated

NEXT-ACTIONS.md what needs doing

RESEARCH.md findings, with sources and dates

references/ the actual source documents

Assistants come and go. The purpose, the state,
the decisions and the reasons stay here.

The files are the memory. The record is yours.

talk reads

updates

PRIVATE BACKUP
a private git remote, synced
at the end of every session



One real workspace, one month: the loop
The trip workspace, Aug 18 – Sept 30. Every arrow below actually happened. Names and numbers stripped. redacted copy of a live record · shown live next

1  ·  THINGS ARRIVE

Email, calendar, phone, a clock

Aug 18 re-shop job files its result

Sept 1 the couple: “use the website”

Sept 7 me, from the car: “which eSIM?”

Sept 9 group thread: dress code answer

Sept 11 rental tracker mails the itinerary

Sept 13 me: “what’s left to order?”

Sept 30 calendar: post-trip debrief

nobody types these into the system

2  ·  STAGED,  NOT  YET  TRUE

inbox/ — one file per item
A read-only observer reads Gmail
and Calendar five times a day and
files each fact with its source and
a one-tap action: “approve to record.”

29 items staged since Aug 18.
Inbox back to zero every session.

Staged ≠ believed: the itinerary
email was a re-confirmation, not a
deal → no action, and that is noted.

yes

3  ·  THE RECORD

STATE.md
booked, with the cancel terms

open items, in deadline order

19 decisions, each with a reason

automations running

recent changes, dated

One file, read first every session.
Backed up privately after each one.

reads

writes

4  ·  THE WORK —  ANY  HARNESS

Read the record. Then the tools.

Gmail eSIM receipt verified → item closed

wedding site three schedule changes

booking sites town 99% sold out

parks site trail good; re-check Sept 21

Amazon $62 cart staged, NOT ordered

Produced: an order list, a 23-page trip
packet, dated decision entries.

proposes
recorded, with the reason

5  ·  I  DECIDE —  FROM THE PHONE

A yes, a no, or a reason. Minutes.

Sept 4 “Cancel the shuttle scramble.”
→ scheduled task deleted, verified gone

Sept 7 “Drive sober, no cab.”
→ item closed, the rest renumbered

Sept 7 “Checked bag, not a carry-on.”
→ decision and reason recorded

Aug 25 “Retire the hotel re-shop?”
→ recommended; still waiting on me

Nothing is booked, bought, or sent
without a yes from me.

closes

6  ·  THE LEDGER —  CLOSED,  OPEN ,  WATCHING

Closing a loop is recorded. Leaving one open is recorded too.

CLOSED THIS MONTH

Aug 19 · Friday dinner moved

Sept 2 · bachelor party confirmed

Sept 4 · shuttle scramble cancelled

Sept 7 · the Saturday cab question

Sept 7 · eSIM bought, receipt verified

OPEN TODAY,  SEPT  15

Wed 16 · order the missing gear

now · the $62 cart: my yes or no

~17 · install the eSIM at home

~20 · add the flight to the rental (retry)

~21 · re-check the trail report

~30 · post-trip debrief

open · retire the re-shop? my call

STILL WATCHING

rate tracker: emails only on a win

hotel re-shop: Mondays 9am

observer: Gmail + Calendar, 5×/day

calendar: Sept 30 reminder

weekly review: reads every workspace

backup: end of every session

Three months from now: where it stands, what I decided, why, and what’s still open — in the file, not in a chat.
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What it costs: a few minutes a day. What broke anyway: a search missed an email that had arrived; a scheduled job died and couldn’t report its own death.



Try it: one workspace for one real project

https://github.com/rdmayo21/agentic-workspaces

Templates + pointer-skill setup for Claude Code, Codex, Gemini CLI. MIT.

Use it for a month. Then tell me what I'm missing.


