What Is an Al Personal Operating System?

An Al Personal Operating System (Al POS) is a structured layer between you and Al tools that
turns a generic assistant into a thinking partner who actually knows you.

Without it, every conversation starts cold. The Al is capable but generic — it knows nothing
about who you are, how you think, or what you're building. With an Al POS, that context is

pre-loaded and persistent. The Al stops behaving like a search engine and starts behaving
like a well-briefed senior colleague.

The mental model that works best: treat it like onboarding a new employee. You wouldn't
hand someone a task on day one without explaining who you are, what the organisation does,
and how things work here. An Al POS is that onboarding — and unlike a real employee, it
never forgets it.

The system lives in a single folder on your computer. That folder IS the operating system.
Everything inside it is plain text markdown files — simple, portable, and compatible with any Al
tool. The folder structure is a first-class design decision, not an afterthought.

The Four Layers

Layer 1 — Identity & Context (The Foundation)

This is the permanent briefing. It answers the questions any new colleague would need
answered on day one: who are you, what do you value, what are you working towards, and
how do you operate?

Without this layer, everything else produces generic output. It must be built first.
Key files in this layer:

Identity file — your role, goals, values, responsibilities, and the context behind what you're
working on. This is the document that stops you from re-explaining yourself in every session.

Voice reference file — a unified file built from analysis of your actual writing. It captures
observed patterns (sentence rhythm, structural habits, vocabulary, how you open and close),
the communicators you admire and why, and your anti-style (banned words, rejected tones,
formats you hate). Positive and negative space in one place. This is what stops the Al from
sounding like everyone else's Al — and it's grounded in how you actually write, not just how
you think you write.

Rules file — how you want the Al to behave with you specifically: when to push back, when to
just execute, how to handle uncertainty, what "good" looks like in a response.



Layer 2 — Skills & Rhythms (The Engine)

This is where recurring work gets encoded so you never explain it twice. There are two types
of files here: those that are always on in the background, and those you invoke actively when
needed.

Key components in this layer:

Reference files — standards and criteria the Al holds in the background whenever it
produces a relevant output. Examples: presentation deck standards, document standards,
research standards, meeting prep standards. You don't invoke these; the Al consults them
automatically any time it creates a relevant deliverable. Think of them as the quality bar the Al
checks against without being asked.

Skills I playbooks — reusable instruction files for any task you do more than once. A skill
encodes a repeatable process — how to prepare for a board interview, how to write a decision
memo, how to review a hire, how to structure a presentation. Once written, you invoke it with a
single word or phrase and the Al follows the process without you having to describe it. Skills
compound over time: each one you build reduces friction on every future instance of that task.

The Layer 2 Skills folder is the portable, tool-agnostic reference copy of all skills. When a skill
is created or modified in a desktop Al session, the Al saves a copy here automatically. Skills
created or installed outside of that session require a manual copy — there is no cross-session
awareness. Keeping this folder current is a conscious habit, not an automated process. The
payoff is portability: if you move to a different Al tool, your skill library moves with you.

Prompt templates — structured intake prompts for recurring high-stakes tasks. Where a skill
encodes the process, a prompt template handles the briefing — it asks the right clarifying
questions before the Al begins work. Example: a meeting prep template that walks through
purpose, people, objectives, and content before building a prep pack.

Scheduled tasks — prompts that run automatically on a timer via your Al tool's built-in
scheduler. The prompt template lives in this folder; the scheduler calls it. Examples: a Monday
morning calendar summary, a weekly planning prompt, a Friday reflection. Kept separate from
manual prompt templates because the trigger mechanism is different — automated rather
than invoked.

A note on tool connections: connectors (Gmail, Calendar, Drive, and others) are set up and
used as needed — no separate file is required. The Al already understands what each
connector does. Any specific rules about how connectors should be used are captured in the
rules file. As connectors are added over time, ho maintenance of this system is required.



Active Context (The Live Layer)

This is what's happening right now — current projects, open decisions, priorities, and key
people in play.

In many frameworks, this is a formal Layer 3: a set of markdown files maintained manually
and updated frequently. The risk is they become stale quickly, and stale active context gives
the Al false context, which is worse than none.

In this system, active context is handled by the Projects folder at the root of your Al Access
folder — not a dedicated layer inside the Al POS. Each active project has its own folder
containing context, priorities, and decisions relevant to that work. The Al checks this folder
when a project is referenced. Live data from connectors (Calendar, Gmail, Drive) handles the
rest. The identity file covers personal goals and is reviewed periodically rather than daily.

This is a conscious design choice: the Projects folder is the work the system operates on, kept
separate from the Al POS itself. That separation makes the Al POS portable and shareable
without carrying your personal project files with it.

Navigation — The System Index (and Optional Control Centre)
A record of what's in the system and how to use it.

The Quick Reference Card is the baseline — a single markdown file listing every skill,
template, scheduled task, and project in the system, with the exact phrases that invoke each
one. It is a document to read, not navigate: you open it when you can't remember what's
available or how to trigger something. It is not optional. Once the system has more than a few
components, you will need it.

The Control Centre is the optional upgrade — a visual dashboard or clickable HTML file that
routes you directly to any part of the system. Worth building only when the system grows large
enough that even the Quick Reference Card becomes hard to scan. Note that clickable file
navigation only works when the Al POS is set up as a connected local folder (e.g. on your C
drive) — it does not translate to web-based Al tools or enterprise setups where files are
uploaded to a Projects folder rather than connected from a drive.

Build the Quick Reference Card early. Build the Control Centre only if you eventually need it.



The Right Build Sequence

The order matters — the foundation has to exist before anything built on it can work.

1. Identity & Context first — establish who you are before anything else

2. Voice reference file — build this from analysis of your actual writing, not just self-reported
style. Covers observed patterns, influences, and anti-style in one place

3. Reference files — set the standards the Al checks against when producing deliverables

4. Skills and prompt templates — encode your recurring work one process at a time; add
only when you've done a task twice and wished you didn't have to re-explain it

5. Active context — keep the live layer current as your work evolves

6. Navigation — build the Quick Reference Card once the system has more than a few
components (you will need it); the Control Centre dashboard is an optional upgrade, worth
building only if the system outgrows the card

How to Start: Build It in Conversation

The foundation is built through conversation, not form-filling. For each file, open a session with
your Al, say what you're building, and let it interview you — answer the questions, push back,
refine, then have it write the finished file. Done properly this takes many hours across a few
sessions.

The interview is the value, not the files themselves. The act of being asked the right questions
forces you to articulate things you've never written down: how you actually think, what you
genuinely can't stand, what "good" looks like to you. The files are just the output.

A Note on Information Overload

A common question: can you put in too much? Yes — but the real risk is misunderstood.

Conflicting information causes confusion. Volume isn't the problem; contradiction is. If one
file says you prefer directness and another says always be thorough and detailed, the Al has
to guess which to prioritise. Clarity beats comprehensiveness every time.

Vague content creates noise, not signal. Every file you add gets loaded at the start of a
session. If those files are full of aspirational or redundant content, the Al spends its attention
on noise rather than useful context. Ten tight, specific files outperform thirty bloated ones.

The speed and cost impact is real but overstated for personal use. Token processing
increases with file volume, but for one person doing thinking and writing tasks, this is



negligible. It only becomes a genuine concern at scale — automated tasks running hundreds
of loops.



The practical rule: start small and add deliberately. Build your identity, voice reference, and
rules files first. Add a reference file when you have a clear standard you want applied
consistently. Add a skill or prompt template only when you've done a task twice and wished
you didn't have to re-explain it. Connect a tool only when you have a clear use case for it. The
risk isn't too much information — it's too much vague information added too fast, before you
know what's actually useful.

How the System Boots

The files alone don't activate the system — you need a boot mechanism that tells the Al to
read them at the start of every session. There are two components:

Boot file — a file placed in the root of your connected folder that your Al desktop tool reads
automatically at the start of every session. Claude and Cowork read a file named CLAUDE.md ;
some other agent tools — OpenAl's Codex, GitHub Copilot's coding agent, the Gemini CLI —
instead look for one named AGENTS.md . That's why Mo's system includes both: a full
CLAUDE.md , and a short AGENTS.md beside it that simply points any tool reading it back to
CLAUDE.md , so there's only ever one set of instructions to maintain. Between them these two
filenames cover most current desktop Al tools — but not all. If yours reads neither, check its
documentation for the equivalent “instructions” or "context” file, or just ask it which file it reads
on startup. Whichever file it is, the job is the same: it instructs the Al to read the Layer 1 files
before responding to anything, and points to the Layer 2 reference files that should be
consulted automatically for relevant outputs. This is the ignition key for the whole system.

Personal instructions — a short prompt stored in your Al tool's settings that loads into every
conversation. (The exact menu location for Claude, ChatGPT, and Gemini is in the Personal
Instructions Guide in 2 - Build Guides — menus move, so the guide is kept current rather
than hard-coding paths here.) It has two parts: a boot prompt (one or two sentences telling the
Al to find and read your boot file if the folder is connected) and a condensed fallback (a ~400—
500 word summary of your identity, values, rules, and voice for use when the folder is not
connected — such as in a web chat session). Both live in the same settings field, keeping the
setup simple and portable across any Al tool.

The load order in a connected desktop Al session: personal instructions — boot file — Layer 1
files — first message arrives — Al identifies mode and scans session context — responds.



What This Is Not

An Al POS is not a chatbot with a fancy interface. It is not a productivity app. It is not
something you configure once and forget.

It is a living system — one that gets sharper the more you use it and update it. Skills improve
with feedback. Active context needs refreshing. Voice files get refined as you notice what's
missing. The maintenance overhead is low, but the system only compounds if you treat it as a
living thing rather than a one-time setup.

Done well, it is the closest thing available to having a senior colleague who knows your work,
your voice, your values, and your priorities — and is available any time you need to think
something through.
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