
The Transformation
Move from one-off chatbot requests to a connected business workflow built around goals, memory, specialist roles,

tools, experiments, and feedback. Revenue examples are planning math, not guarantees.

Architecture Map
YOU / OWNER

↓

JARVIS / CENTRAL OPERATOR

↓

CONTEXT + MEMORY + PERMISSIONS

↓

7 SPECIALIST ROLES

↓

TOOLS + CONTENT + PRODUCTS + DATA → RESULTS → LEARNING



1. Stop Using AI Like a Search Box
Move from isolated prompts to a repeatable system. Define the business, customer, products, measurable goal, and

bottleneck. Your AI becomes more useful when it knows what outcome matters and what constraints are real.

Implementation

• Write a one-paragraph business context.

• Choose one 90-day measurable goal.

• List the three tasks you repeat most often.

Operator Question: What is the highest-value legitimate action supported by the evidence available right now?

2. Design the JARVIS Core
Use one central operator as the front door. It answers directly when possible, retrieves relevant memory, delegates to

specialists, and calls real tools only when needed. Keep goals, permissions, pending actions, and business state

centralized.

Implementation

• Define the operator mission.

• Create approval rules.

• Map the first three tools it actually needs.

Operator Question: What is the highest-value legitimate action supported by the evidence available right now?

3. Build Useful Memory
Use working memory for recent turns, session memory for the active work period, and long-term memory for durable

business facts, decisions, products, experiments, and preferences. Retrieve only what is relevant.

Implementation

• Create memory categories.

• Define what must never be stored automatically.

• Add timestamps/source context to important memories.

Operator Question: What is the highest-value legitimate action supported by the evidence available right now?

4. Make It Conversational
Natural interaction requires follow-up resolution, concise responses, turn-taking, interruption handling for voice, and a

clear state machine. Visual 'thinking' effects should reflect real processing state, not decorative loops.

Implementation

• Define LISTENING/THINKING/SPEAKING states.


