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The Agent Orchestration Systems

How Folders Are Becoming Departments

1. Introduction

2. Technology

3. Set Up
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1) Introduction

Terminal

Window to control your 

computer by typing commands

CLI

Commands type in terminal

mkdir folder

GUI

Visual interface

Your Computer is Just Files + Commands

Files → store information
Commands → manipulate files
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The File System
A tree-like structure of folders and files.

Key Folders

/  (root) –very top of the tree

~/  (home) – personal space

~/Documents  – your files

~/Desktop  – see on screen

~/Downloads  – saved from the web

A path is like a street 

address:  

~/Sites/personal/TASKS.md
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The Evolution of Programming

1980s  C++

#include <iostream>

int main() {
  std::cout << "Hi!";

  return 0;

}

5 lines of ceremony

2010s  Python

print("Hi!")

Just 1 line

2025  AI / Natural Language

"Say hi"

Just speak

Each generation removed a layer of complexity.



Agent = Chatbot + Tools

2022 — Chatbot

A Smart LLM 

It talks

2025 — Agent

Capable of Using ”Tools”

It talks + completes tasks
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Chatbot



Agent: Brain and Hands
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Tools
(The Hands)

File System
(The Body)

Model
(The Brain)

Claude Code is the “Harness”

Chatbot

Agent



Agent Orchestrators
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Chatbot Agent

Cowork = Claude Code 
Under the Hood

Chat
Chatbot

Same as claude.ai

• Chat in the browser.

• No file or system access

• Best for one-off questions

Cowork
Beginner Agent

Code's engine in a sandbox

• Sandboxed: safer, can't 

reach files

• Slightly fewer tools than 

Code

• No GitHub or terminal needed

Code
Power Agent

Terminal agent with full 

machine access.

• Reads/edits files 

• Full tool set + custom 

commands

• Requires GitHub



End Product = Well-Organized Folder
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project/

  ├── Claude.md       ← The Glue

  ├── Agents.md       ← Agent Defs

  ├── skills/         ← The Workflows

  │   ├── competitive_analysis.md

  │   └── ...

  ├── mcps/           ← The Hands

  │   └── (tool configs)

  └── agents/         ← Delegation

      └── (sub-agents)

 └── context /         ← Your own docs

      └── customer_accounts

Just Files In A Folder — Endlessly Extensible

Configuration

Claude.md - Master File

Capabilities

skills/ teach how to think. 

mcps/ give tools to act.

Context

Templates, examples,
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The File System
A Tree-Like Structure of Folders and Files
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Intelligence Is No Longer the Bottleneck

Lack of intelligence is rarely the reason you’re not getting the desired output.

It’s lack of Documentation and Instructions

2022 2023 2024 2025 2026

PhD

College

High School

Middle School
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Part 2: Technology

1. Tool Calls

2. Markdown Files

3. MCPs

4. Skills

5. Subagents

6. CLAUDE.md
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Tool - A Programmatic Command

File Operations

• cd Documents
• move file.txt /archive
• delete temp.log

Shell/Bash Commands

• npm install
• python script.py

Web Search

• search("OpenAI news")
• search("weather NYC")
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1 Typo = Doesn’t Work
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Agent — How It Actually Works
A simple example: "What files are in my folder?"

1

Human Asks
"What files are

in my folder?"

2

Model Thinks
I need the Bash 
tool to run “ls”

3

Tool Call
Sends 

programmatic 
script to tool

4

Tool Executes
Terminal runs 
command and 

returns output
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Model Responds
"I see two files:

• utils.js”

• main.py

{

  "type": "tool_use",
  "name": "Bash",
  "input": { "command": "ls" }

}

What the model sends →

{

  "type": "tool_result",
  "content": "main.py
utils.js"

}

← What comes back

The brain decides WHICH tool to use (aka “Tool Calling”)



Agent — How It Actually Works
A simple example: "What files are in my folder?"

1. 2.

Agents run the SAME commands 

that you would type



New Folder = Empty
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project/

└── context /        ← Your own docs, files

      └── vision.md

      └── product.md
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Markdown (.md) Word Doc (.docx) PDF (.pdf)

What it is
Plain text with simple symbols

for formatting:
# = heading

A ZIP file containing
complex XML, styles

A page-rendering format
storing exact visual layout

What a computer

sees
Clean, structured text

Nested XML that must
be unzipped and parsed

Character coordinates
on a canvas

Machine-

readable?
Easy Possible, but messy Very hard

Why Markdown- Machine Readability
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MCPs: Expanding the Agent's Toolbox

MCP

Model Context Protocol

Connects agents to APIs

The software world runs on APIs

Stripe API

→ Charge a credit card

Google Maps API

→ Get directions
SharePoint API

→ Download File

Default Tools

• Shell commands

• Read files

• Write files

Expanded Toolbox

  Default Tools

  + Any API via MCP
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Default Tools = Usually Enough

Start with what's built in. Add MCPs only when you hit a real gap.

Built-in
No setup needed

Ships with Cowork and Code out of the box.

• Web search & web fetch

• File read / write / edit

• Bash & code execution

Optional MCPs
Add when needed

Plug-ins that connect Claude to specific tools.

• Chrome DevTools — drive a live browser

• GitHub, Slack, Notion, Linear

• Databases, internal APIs, custom servers

Rule of Thumb:  Default tools cover ~80% of work — reach for an MCP only when they don't.



Popular MCPs - New MCPs created daily.

Chrome MCP

Web Search

Firecrawl

Scrape websites

Slack

Read/post messages

Google Workspace

Docs, Sheets, Gmail
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AWS

Troubleshoot issues

Reddit

Read posts



Added MCPs
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project/

└── context /        ← Your own docs, files

      └── vision.md

      └── product.md

└── mcp /        ← Additional Tools

      └── google_drive

      └── sharepoint



Recap: Brain and Hands

24

Tools
(The Hands)

File System
(The Body)

Model
(The Brain)

Claude Code is the “Harness”

How do we use these powerful loops to 
automate actual workflows?

SKILL.md



Example 
Skill
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Skills — Giving Instructions
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1. Create a PPTX in my company format

2. Conduct research with consistent methodology

3. Orchestrate multi-step process:

• Download transcript from GDrive using MCP

• Enrich context using Data.gouv MCP

• Create Excel Sheet using your template

• Populate Notion instance using MCP
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Prebuilt Skills
Anthropic Ships Official Skills

Skill library in Claude Desktop Official skills on GitHub

Install skills directly from Claude Community-driven skill repository

https://github.com/anthropics/skills

NOT RECOMMENDED! 

Prompt Injection Risk

https://github.com/anthropics/skills


Skills People Have Built

SEO Audit

Website optimization

Lead Generation

Find prospects

Humanizer

Natural-sounding text

Competitive Analysis

Battlecards

Video Creation

Programmatic video

Last 30 Days

Recent event research

250,000+ community skills.
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Added Skills
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project/

└── context /         ← Your own docs, files

      └── vision.md

      └── product.md

└── mcp /        ← Additional Tools

      └── google_drive

      └── sharepoint

├── skills/        ← The Workflows

  │   ├── competitive_analysis.md

  │   └── ...



Recap 

Tools
(The Hands)

LLM
(The Brain)

Claude Code/Codex/Gemini = “Harness”

Project_A/

├── account-management/

│   ├── 1-cold-prospects/

│   ├── 1-cold-outreach.csv

│   └── ...

├── company-context/

│   ├── overview.md  

├── skills/

├── AGENT.md/

└── CLAUDE.md

personal_folder/

├── wybe/

│   ├── friends/

│   ├── business

│   └── ...

├── hobbies/

│   ├── f1.md  

/Users/wybeharms/Sites/
perspective-analytics

/Users/wybeharms/Sites/
personal_folder

Project_B/

├── sales/

│   └── ...

├── finance/

/Users/wybeharms/Sites/e.g.

• MCPs – Additional tools 

• Skills – glue orchestrating workflows



Sub-Agents — Delegation

Main Agent

Orchestrates, stays lightweight

Sub-Agent A

Find Files

Sub-Agent B

Research X

Sub-Agent A

Research Y

Context window = working memory.
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Summary 
↑

Summary 
↑

Summary 
↑



Sub-Agents in Action
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"Context Rot"
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Compact Conversation



Claude.md – Overarching Commands

37* Codex uses AGENTS.md as its standard configuration file

Tips:
• Keep short - Across all chat

• Every time Claude makes mistake, 
add correct to Claude.md

• Give context

• Use GitHub saving versions

• Add universal rules

• Formatting
• Communication

https://www.google.com/search?q=AGENTS.md&oq=Does+codex+use+the+Claude.md+file%2C+or+does+it+use+a+codex.md+file%3F&gs_lcrp=EgZjaHJvbWUyBggAEEUYOTIHCAEQIRiPAjIHCAIQIRiPAjIHCAMQIRiPAtIBBzQ1M2owajeoAgCwAgA&sourceid=chrome&ie=UTF-8&mstk=AUtExfBPis0QRHH5dPF88MsY-ooec0GKkcpqXn8ABWjgq0bdIXq_S1acSI59CN4U0SOepRP0-OfuHWgMApHqbejImP9-MlumqYMaDPo7hlpJ0xIZUtlrd8ZGfP3cGoalsXG5iL63QfKH6Wr-TI7iJh3quQCut1exKduaAadQ9dKX0e2h3i6QDMIdcHvZkk1hcVuC3GoO&csui=3&ved=2ahUKEwj96MPvyJaTAxXOvokEHR95F5sQgK4QegQIARAC


Added Claude.md
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project/

├── Claude.md         ← The Glue

└── context /         ← Your own docs, files

      └── vision.md

      └── product.md

└── mcp /        ← Additional Tools

      └── google_drive

      └── sharepoint

├── skills/        ← The Workflows

  │   ├── competitive_analysis.md

  │   └── ...



Recap: Everything is a File
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project/

  ├── Claude.md       ← The Glue

  ├── Agents.md       ← Agent Defs

  ├── skills/         ← The Workflows

  │   ├── competitive_analysis.md

  │   └── ...

  ├── mcps/           ← The Hands

  │   └── (tool configs)

  └── agents/         ← Delegation

      └── (sub-agents)

 └── context /         ← Your own docs

      └── customer_accounts

Just Files In A Folder — Endlessly Extensible

Configuration

Claude.md - Master File

Capabilities

skills/ teach how to think. 

mcps/ give tools to act.

Context

Templates, examples,
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Sharing Folder

Existing Tools

Quick & familiar

• SharePoint, Dropbox, Google Drive

• Drop folder in, point agent at it

• No new tool to learn

• Best for one-off sharing

GitHub

Most robust

• Industry standard for 15+ years

• Required for Claude Code

• Versioning & rollback built-in

• Best when collaborating long-term

Rule of thumb: Use existing tools when testing. Use GitHub when you’re ready to go all-in. 
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Part 3: Set Up

1. Create Folder

2. Run Agent

3. Add Context

41
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What We'll Do

1 2 3

Create Folder

One folder per topic on 

your computer.

Add Context

Drop in docs, notes, 

anything relevant.

Run Agent

Open in Cowork/Code and 

ask in plain English.

Result: a personal workspace your agent already knows.
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1. Create Folder

1. Create Folder 2. Run Agent     3. Add Context1. Create Folder 2. Run Agent     3. Add Context
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1. Create Folder – In Claude Cowork/Code

1. Create Folder 2. Run Agent     3. Add Context1. Create Folder 2. Run Agent     3. Add Context

/init

Claude will interview you 
and build config files
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2. Run Agent: Claude Cowork or OpenAI Codex

1. Create Folder 2. Run Agent     3. Add Context1. Create Folder 2. Run Agent     3. Add Context

OpenAI Codex

Claude Desktop

Open correct folder, and 

start/continue chat
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2. Run Agent: Terminal

1. Open Terminal

2. Navigate to /Users/YourName/Sites

• ls = list

• cd = change directory

3. Run: claude

Example folders:

• Personal – keep track of my contacts

• Acme Inc – my company

1. Create Folder 2. Run Agent     3. Add Context



3. Add Context: 
Chat with Agent
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project_demo/

  ├──

3. Add Context: Build Folder

48

Agent Harness

1. Create Folder 2. Run Agent     3. Add Context1. Create Folder 2. Run Agent     3. Add Context

project_demo/

  ├── context /   ← Your own docs

 └── customer_accounts

 └── past_work

  └── presentations

  └── research_reports

 └── output
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Part 4: Additional

1. OpenClaw

2. Ideal Structure ?

3. Security
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OpenClaw — A Pre-Built Agent Folder

• 500K+ GitHub stars (agent framework)
• Open source, free
• Can run 24/7 (on Mac Mini or VPS)
• Connects to WhatsApp, Telegram etc…
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~/.openclaw/
    openclaw.json       — Config
    credentials/        — API keys
    sessions/           — Conversation logs
    memory/             — Database + daily
    workspaces/default/
        AGENTS.md       — What to do
        SOUL.md         — How to behave
        USER.md         — User preferences
        MEMORY.md       — Long-term memory
        HEARTBEAT.md    — Proactive checks
        skills/         — Installed skills

It's all just markdown
files in a folder…

We highly RECOMMEND building own folder 
instead of download prebuilt OpenClaw!



How Humans Have Always Organized Work

CEO

Sales Marketing Operations

AE BDR Content Design Support

Roles

Who does what

Context

What each person knows

Processes

How tasks get done

Memory

What the org has learned

Don’t Need To Reinvent The Wheel
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Start Small

Start With Building The Foundation, Add Workflows Over Time
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Add MCPs,
Skills, Agents

Very little moat. Anyone can create markdown files

Day 1

Files Shell Search

Month 3

Files Shell Search Maps

Email Slack Browser

LinkedIn Intel
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Global vs. Local Files

~/.claude/Claude.md

Personal

~/personal/Claude.md

Work

~/work/Claude.md

Side Project

~/side/Claude.md

Many Local Files, One Global File

GLOBAL

Across All Folders

LOCAL

One Per Project

~/.claude/setting.json



Security — What to Watch For

API Keys

Store in .env files.

Never commit.

Never share.

Prompt Injection

Malicious skills can
hide instructions.

Write your own or
audit downloads.

Human Approval

Nothing irreversible
without human
sign-off.

Dangerously accept 
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Thank You!

wybeharms@gmail.com

https://www.linkedin.com/in/wybe-harms/
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Archive
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Claude in Excel / PowerPoint
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Plug-ins: Claude PPTX/Excel



Why Local Files Beat Cloud

Dimension Local Cloud

Context Bloat Minimal tokens 30K+ per service

Reliability No network needed Depends on uptime

Speed Instant Round-trip latency

Flexibility Works with any AI, forever Proprietary lock-in

Portability Copy folder → done Migration pain

Vision: Local as foundation. Cloud as enhancement.
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The Hidden Cost of Cloud Tools

Local file read

~500 tokens

Cloud API call

~30,000 tokens     60x more!

Every MCP adds tokens to the agent's working memory.

More overhead = less accuracy.

Local files = direct relationship between brain and data.
Cloud APIs = layers of noise.

60
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