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“Nearly eight in ten 
companies report using gen 
AI—yet just as many report 
no significant bottom-line 
impact.”



Most knowledge work is invisible

thinking 
reasoning 
staring out the window 
looking at birds

emails 
documents 

meeting transcripts 
chats



Something happened in November 2025 (4 months ago)
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Something happened in November 2025
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“AI helps me code”

Brian Madden

“There has been a 
phase change”

Andrej Karpathy

“100% of my 
contributions were 
written by Claude 
Code”

Boris Cherny

“I spent an entire 
session of therapy 
talking about it”

Paul Ford

“It’s all changed 
since November”

Simon Willison

OCT 2025 NOV 2025 DEC 2025
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The new skill is describing what you 
want precisely enough that AI can 
build it, and then writing tests that 
capture what you actually need, and 
reviewing AI-generated code for 
subtle conceptual errors rather than 
simple syntax mistakes.

Most engineers have spent years 
developing their intuitions around 
implementation and those are now 
not super useful.

Nate B. Jones 
Writing on how software engineers need to changeknowledge workers

writing work docs

goals & objectives

ideas & docs

formatting



November 2025

Minutes of focus → Hours of sustained work 

Loses track after several tasks → Maintains its own todo lists 

Hilarious spirals on errors → Diagnoses and recovers 

Tool use mostly works → Dependable agentic work 

“Technically” works → Seriously works





The human
Worker

memory, judgement, reasoning, context
Cognition (Their brain)

Tacit knowledge, learned over years, 
locked in their head, leaves when they leave

Skills

The human does it

Agency

Apps, email, docs, spreadsheets, meetings
Interfaces

Before AI

Thinking

Doing

“80%” Invisible

“20%” Visible

The human
Worker

persistent, compounding, superhuman context

Cognitive Extension (“Second Brain”)

Text files in plain English, shareable, subscribable, 
appreciate with every model generation
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How AI acts in the world
AI agents, agentic sub-processes

APIs, MCP, CUA, RPA, A2A, files, legacy apps, etc.
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The cognitive stack of knowledge work
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AI as my cognitive extension



READ ME FIRST
This is Brian Madden's personal AI operating system. Everything 
Claude needs to work with Brian is contained in this folder 
structure. 

For Claude: How This Works 

On every session start: 
1. Read this file first 
2. Read [[index]] to understand what's where 
3. Read [[me/thinking]] to know where Brian's head is right now 
4. Read [[me/preferences]] for behavior rules 
5. Read [[skills/index]] to know available skills and triggers 
6. Read [[skills/lessons]] for mistake patterns to avoid 
7. Load other files as relevant to the current task 

Core principle: This system is self-contained. Do not rely on 
external memory or past conversations. Everything you need is in 
these files. 

File index: 

AI as my cognitive extension



AI as my cognitive extension

# Where my thinking is right now 

This is the frontier map. [[me/synthesis]] captures what I've 
published. This captures where my head is *today*—the 
arguments forming, the connections emerging, the questions I'm 
chewing on. Updated frequently. Read this to know where I'm 
heading, not just where I've been. 

**Last updated:** March 17, 2026 

--- 

## The big arguments I'm developing 

### Second brains as infrastructure, not productivity hack 
The published anchor article and Citrix blog established the 
concept. What's forming now is the *infrastructure* argument: 
second brains aren't a personal productivity trick, they're 
the individual-scale version of a new enterprise layer. 
Context graphs (Foundation Capital thesis) are the enterprise 
version. Subscribable brains are the distribution model. The 
80/20 framework holds across all three levels—individual, 

THINKING



AI as my cognitive extension

READ ME FIRST
This is Brian Madden's personal AI operating system. Everything 
Claude needs to work with Brian is contained in this folder 
structure. 

For Claude: How This Works 

On every session start: 
1. Read this file first 
2. Read [[index]] to understand what's where 
3. Read [[me/thinking]] to know where Brian's head is right now 
4. Read [[me/preferences]] for behavior rules 
5. Read [[skills/index]] to know available skills and triggers 
6. Read [[skills/lessons]] for mistake patterns to avoid 
7. Load other files as relevant to the current task 

Core principle: This system is self-contained. Do not rely on 
external memory or past conversations. Everything you need is in 
these files. 

File index: 



AI as my cognitive extension

# Skills Index 

Skills are procedures Claude can follow. When Brian asks to do something, check here first. 

## How Skills Work 

1. Brian asks to do something 
2. Claude checks this index for matching skill 
3. If found, Claude loads that skill file and follows procedure 
4. If not found, Claude figures it out and offers to create a new skill 

## Available Skills 

| Skill | Trigger Phrases | File | 
|-------|-----------------|------| 
| Process Inbox | "process inbox", "what's in inbox" | [[skills/process-inbox]] | 
| Write Blog Post | "write a blog post", "draft post about" | [[skills/write-blog-post]] | 
| Create LinkedIn Post | "linkedin post", "post on linkedin" | [[skills/create-linkedin-post]] | 
| Write Abstract | "write abstract", "conference abstract" | [[skills/write-abstract]] | 
| Process Meeting | "process this transcript", "meeting notes from" | [[skills/process-meeting]] | 
| Add to Website | "add to website", "update my website", "I got quoted in", "add this to bmad.com" | 
[[skills/add-to-website]] |

SKILLS INDEX
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How does the AI know what to do? Skills!

“Skills” are text files that tell the AI how to do something 

They connect the “brain” to the “claws” (thinking to doing) 

NOT engineering. If you can write instructions for a colleague, 
that’s a skill! 

(Really the AI mostly writes its own skills) 

Better AI models = better execution of existing skills!



# Skills Index 

Skills are procedures Claude can follow. When Brian asks to do something, check here first. 

## How Skills Work 

1. Brian asks to do something 
2. Claude checks this index for matching skill 
3. If found, Claude loads that skill file and follows procedure 
4. If not found, Claude figures it out and offers to create a new skill 

## Available Skills 

| Skill | Trigger Phrases | File | 
|-------|-----------------|------| 
| Process Inbox | "process inbox", "what's in inbox" | [[skills/process-inbox]] | 
| Write Blog Post | "write a blog post", "draft post about" | [[skills/write-blog-post]] | 
| Create LinkedIn Post | "linkedin post", "post on linkedin" | [[skills/create-linkedin-post]] | 
| Write Abstract | "write abstract", "conference abstract" | [[skills/write-abstract]] | 
| Process Meeting | "process this transcript", "meeting notes from" | [[skills/process-meeting]] | 
| Add to Website | "add to website", "update my website", "I got quoted in", "add this to bmad.com" | [[skills/add-to-website]] | 
| Journalist Commentary | "journalist questions", "press inquiry", "PR request", "commentary for" | [[skills/journalist-commentary]] | 
| Update Synthesis | "new blog post added", "update synthesis", "I published a new post" | [[skills/update-synthesis]] | 
| Daily Briefing | "daily briefing", "what should I read today", "process feeds" | [[skills/daily-briefing]] | 
| Process Briefing | "process briefing", "review briefing", "catch me up", "what did I miss" | [[skills/process-briefing]] | 
| Weekly Review | "weekly review", "time to dream", "consolidate the brain", "what's working", "idea status review" | [[skills/weekly-review]] | 
| Exec Briefing | "write an exec note", "Nancy should know", "drop a note to the team", "draft a briefing" | [[skills/exec-briefing]] | 
| Process YouTube | "process youtube", "youtube transcript", YouTube URL in conversation | [[skills/process-youtube]] | 
| Process Podcast Screenshot | podcast screenshot in inbox, "process podcast screenshot" | [[skills/process-podcast-screenshot]] | 
| Integrate Knowledge | "integrate this", "wire this in", "don't just file it", auto after filing to research/reference | [[skills/integrate-knowledge]] | 



Deep knowledge synthesis across the entire BMAD system. This skill 
reads everything, finds missing connections, hunts for gaps, searches 
the web for adjacent ideas and counterarguments, and proposes new 
intellectual territory. The system audit keeps the house clean. This 
skill pushes the walls out. 

## Triggers 
- "connect the dots" 
- "what am I missing" 
- "find the gaps" 
- "push the thinking" 
- "what should I be reading" 
- "challenge my positions" 
- "where are the blind spots" 
- Recommended cadence: weekly, or whenever Brian feels intellectually 
stuck 

## Purpose 

A second brain that only stores and organizes is just a filing cabinet. 
This skill makes it *think*. It reads across every level of the 
knowledge hierarchy, finds connections that haven't been made, 
identifies arguments that need strengthening, discovers external voices 
worth engaging with, and surfaces the questions Brian should be asking 
but isn't. 

This is the skill that compounds the system's intellectual value over 
time. 

## Model Recommendation 



Generates a personalized daily briefing from RSS feeds, personalized to 
Brian's context. Runs automatically via GitHub Actions at 6 AM CET, 
Monday through Friday. Can also be triggered manually. 

## Automated flow (GitHub Actions) 

The workflow in `.github/workflows/daily-briefing.yml`: 

1. Runs at 05:00 UTC (06:00 CET) weekdays 
2. **Fetches emails** from iCloud IMAP "For AI Processing" folder via 
`scripts/fetch-emails.py` (optional—continues if no credentials or no 
emails) 
3. **Skips if today's briefing already exists**—won't overwrite 
4. Fetches all RSS feeds from `feeds/sources.yaml` 
5. For high-priority articles, extracts full content using reader mode 
6. Loads any emails from `briefings/email-intake/` (placed by step 2) 
7. Loads BMAD context: 
   - `me/thinking.md`—Brian's current thinking 
   - `work/arcs/`—Active narrative threads 
   - `work/citrix/strategy.md`—Current job context 
   - `work/intel/index.md`—Key company tracking 
8. Calls Claude API with articles + emails + context 
9. Writes output to `briefings/YYYY-MM-DD.md` 
10. Cleans up email intake folder 
11. Commits and pushes 

## Standalone briefings 

Each day's briefing is independent. Prior briefings are left in 
`briefings/` for Brian to read and delete at his own pace. No carry-



Filing is organized forgetting. This skill ensures new material doesn't just get stored—it gets wired 
into active thinking. Every new source should update the files where Brian's thinking actually lives. 

## Inputs 

- One or more source files (research outputs, transcripts, strategy docs, deep research, articles) 
- Already placed in their storage location (or being placed now) 

## Procedure 

### 1. Read the source material 

Understand what's in it. Identify the 3-10 most important insights, facts, frameworks, or data points. 

### 2. Map connections to active thinking 

For each significant insight, check which active files it connects to: 

| Active file | What to look for | 
|-------------|-----------------| 
| `me/synthesis.md` | Does it reinforce, extend, or challenge a published framework? | 
| `me/thinking.md` | Does it inform an evolving position? Add new evidence? Shift thinking? | 
| `work/arcs/*` | Does it feed a narrative arc? Add supporting evidence? | 
| `work/citrix/strategy.md` | Does it change competitive positioning or add market intelligence? | 
| `work/intel/*` | Does it update what we know about a company or market? | 
| `ideas/*` | Does it connect to or strengthen a seed idea? | 
| `tasks/tasks.md` | Does it create new action items or change priorities? | 

### 3. Propose updates 



## Inputs 
- A screenshot (PNG/JPG) from a phone showing a podcast playing 
- The screenshot contains: podcast name, episode title/number, playback position (elapsed time, remaining 
time, or progress bar) 

## Procedure 

### 1. Read the screenshot 

Extract from the image: 
- **Podcast name** (e.g., "The Artificial Intelligence Show") 
- **Episode number and/or title** (e.g., "#196: SaaSpocalypse") 
- **Playback timestamp**—elapsed time, remaining time, or estimate from progress bar position 
- Calculate total episode duration if both elapsed and remaining are visible 

### 2. Identify the podcast in the system 

Check `feeds/sources.yaml` under `podcasts_with_transcripts`, `podcasts_via_snipd`, and any other podcast 
sections. If the podcast is known, note: 
- Any transcript source URL pattern 
- Priority level 
- Whether transcripts are published on the podcast's website 

If the podcast is not in the system, note that and proceed—but offer to add it to `feeds/sources.yaml` 
afterward. 

### 3. Find the episode and transcript 

**If the podcast publishes transcripts on their website** (noted in `feeds/sources.yaml` or 
discoverable): 



## What Buckets Are 

Lightweight collector files in `work/buckets/`. Each bucket is a markdown file that accumulates wiki-
links to relevant materials with brief context on *why* each item matters for that bucket. Items can 
appear in multiple buckets. 

Buckets are ephemeral—created when something is on the horizon, materials accumulate over days/weeks, 
then when it's time to prep, everything gets processed. After the event, archive or delete the bucket. 

## Procedure 

### Adding to a bucket 

1.  If bucket file doesn't exist, create it in `work/buckets/` with slug name (e.g., `2026-03-06-war-g 
2.  Add the wiki-link with a brief context annotation (why this item matters for this bucket) 
3. Items can go in multiple buckets—just add the link to each 

### Prepping from a bucket 

When Brian says "prep for [X]": 
1. Load the bucket file 
2. Load all linked documents 
3. Synthesize into talking points, prep notes, or whatever format the event needs 
4. Output to the appropriate location (could be the bucket's Notes section, a new file,  

### Bucket lifecycle 

- **Create** when an event, meeting, initiative, or deadline is on the horizon 
- **Accumulate** materials as they come in over days/weeks 
- **Prep** when it's time to actually prepare 
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This is STILL not about automations
automations
automations
automations
automations
automations

automations
automations
automations
automations
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Computer Using Agents (CUAs)

OSWorld
Open source benchmark for CUA capabilities

April 2024

70 %
72 %

Aug 2025

May 2025

Jan 2025

Sept 2024

July 2024

Oct 2025

75 %
Mar 2026
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Wow, I’m using AI a lot!



Beep boop bopping...

Can you do an analysis of my token consumption 
before & after the second brain? Make me a cool 
dashboard I can show on stage.



4 minutes 27 seconds later...





















There won’t be enough tokens for everyone 
to get 5-10M per day

2025 
100,000

2026 
5,000,000- 
10,000,000

All datacenter capacity, GPUs, HBM, & power 
for the next ~4 years has been pre-sold

tokens/day
2027 
   😵💫



Not all tokens are created equal

(Nor are they priced equal)

🥇🥈🥉🪨

More tokens = More intelligence

Higher quality tokens = Higher quality intelligence



Based on complexity 
Does this require the most expensive model, or would a cheaper one suffice?  

Based on sensitivity (and endpoint posture) 
Can this run on the client NPU, an on-prem GPU, or does it require cloud-based 
per-token pricing?  

Based on the nature of the request 
Should the company even pay for this? (Route personal queries through the 
worker’s own AI subscription.)

🥇🥈🥉🪨 We need to evaluate every request!



🥇🥈🥉🪨 We need to evaluate every request!

Desktop Excel 
CUA 

200K 🥇

Web Excel 
Browser Control 

100K 🥇

Direct File 
Access 

10K 🥈

Write an 
app/script 

5K 🥉

Reason it in 
AI context 

2K 🥇

Just tell the worker to use Excel : 0 tokens



This is a CEO/COO conversation, not IT/CIO



Who decides where work is routed?

Not the worker. They don't care about cost. 

Not Microsoft. They sell the tokens. 

Not the AI labs. They consume the tokens. 

It has to be a neutral party that sits in the workspace 
and has context about what's actually happening.
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brianmadden.ai



Connect my public knowledge context to your AI

brianmadden.ai/mcp

brianmadden.ai/start

Get guidance to build your own cognitive extension

MCP:

MCP:
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