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PROCESS MATURITY
in the Age of Al

Sam Bourque




You've lived this.

It starts with the promise — “Al is great, it solves everything.” And honestly? Nearly.

Wow. —  One small mistake. —> Fix it. — Something else breaks.

P
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again. and again — and every lap bills you tokens.

The usual exits:

Give up Settle Grind
Take the first attempt — first impressions Ship something below the standard you'd Power through on willpower — a cost
win. hold a person to. nobody budgets.

None of these is a process. You can’t solve this — you can manage it.
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There’s a precedent. It’s called management.

Industry met this worker long ago: talented, capable, variable. The answer was never better hires alone — it was how the
work is run.

WITH PEOPLE WITH AGENTS
g . . . . A 1 i ifi i ,
Accountability Work is reviewed and signed off before it ships. tr::tge?jnt S Ve A nes 6 S EIeE e (e
. Scoped tasks, defined handoffs, human
Structure K, BT B, CEElEileln [FEUnE: checkpoints where stakes are high.
Poli Standards written down once, inherited by Locked references and rules the next attempt
2 everyone. cannot silently drift from.

Not perfection — defect handling: every caught defect triggers a re-take, and the loop closes.
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So we proved it in the hardest room we could find.

Film.

The most visibly stochastic medium there is. Continuity is
unforgiving, and every defect plays on screen where everyone
can see it.

And we're not in the video business — no film background, no
house taste to lean on. Which is the point:

If process alone can carry a domain we don’t know, it
can carry the one you do.
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Night Shift — the film on the title slide: 27 seconds, 10 shots,
directed end-to-end by an Al agent under the managed process.
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Borrowed from Hollywood.

A century of production process, adapted for generative work in 3echo Studio.

Reference Bible — the canon — who and what everything is, locked REEERENCE BIBLE Shot 1
in images
the common pool
Shot plan — the film, broken into scoped units of work [ ﬂE fe
e ;; Shot 2
\ - 4 ‘f ,’}":7 —>
o \X’ Ve
Shot — one unit — a few seconds, one intent S
= A ;
Shot 3
Target Frame — the still that defines a shot before motion is bought
Take — one attempt — a caught defect triggers a re-take of that shot ... Shot 10
_

only every shot draws from it
Cut — the assembly — approved takes only

Every generation draws from the same locked pool — nothing gets re-imagined.

() 3ECHO 05/11



Who's directing?

The same model you've used in a chat box — in a purpose-built harness.

CLAUDE 3ECHO AGENTC STUDIO
the agent director — the heavy lifting MCP the production floor - agentc.3echo.ai

every action a tool call,
every step on the record

specifies shots & shot plans
* renders the takes and stills

v

organizes the Bible references

directs the work holds references, shots, takes, cuts

holds continuity shot-to-shot
. . the dashboard & viewer — every artifact the agent
orders, rejects, locks takes -

~ produces, visible and reviewable

reads the takes & stills —
checks them for defects

! |

THE DIRECTOR’S CHAIR — a human reviews every cut on the dashboard and flags defects; the notes go back to the agent.

° assembles the cuts

You've all used this model. The difference isn’t the talent — it’s the workplace we built around it.
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Resolve the risk up front — in pictures.

The standard is formed in cheap stills — and every later generation is detected, audited, and looped against it.

THE MEASURES — FORM A STANDARD, WORK AGAINST IT

1 - Lock the canon — Bible images fix who and what everything is — the
standard’s foundation.

2 - Define every shot — a Target Frame, approved before motion is bought.

3 - Verify against the standard — every take is checked against the Bible and
its Target Frame — that’s detection.

4 - Audit the cut — junctions reviewed shot-to-shot across the assembly.

5 < Loop on a catch — a caught defect triggers a re-take of that shot only.

WHAT ONE ATTEMPT COSTS
a still $0.05

one managed take — one shot, ~3s $0.35

one one-shot re-render — a whole ~15s segment $2-3

One botched re-render buys ~8 surgical re-takes — or 60
still checks.

Night Shift’s premium: 8 Bible images + 36 Target Frames = $2.20 — the insurance on the whole film.
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One fix, start to finish.

defect detected — new Target Frame - $0.05 — verified against the Bible — re-take - $0.35 — re-cut
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Watch it converge.

The same ~27 seconds of content, round by round. A filled block means everything in it re-rendered that round.

ONE-SHOT - projected MANAGED (STUDIO) - measured

every fix re-renders the whole segment every fix touches one shot

R1 R2 R3 R4 R5 R6 R7 R8 R1 R2 R3 R4 R5 R6 R7 R8
SEG A
~15s

SEG B
~12s

Ryerything re-rolls, every round. The block never narrows. 10 » 7 = 5 — and otherwise one at a time. Nothjng,
locked ever reopened.
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What that looks like in production.

ONE-SHOT - projected

A single generation caps out near 15 seconds — a 27-second
film must be built as two spliced segments.

Every fix re-renders an entire segment — $3.00 a take for
segment A, $2.00 for segment B. At our audited defect rate: ~8
rounds for A, ~4 for B.

=12 full re-renders - =$32

...and the seam between segments never converges — the
two halves don’t share a canon.

The same 27-second, 10-shot film, two ways. Our managed run is the audited record; the unmanaged run is modeled from it.

MANAGED (STUDIO) - measured

Shots fixed one at a time; everything already approved stays
locked. A take costs $0.35 — a fix re-renders one shot, not the
film.

The funnel you just saw — broad coverage first, then one-
shot-at-a-time surgical fixes.

54 takes + 44 stills - =$21

9 cuts, zero reopened defects. Late fixes touched one shot —
the other nine never moved.

Don'’t let your token costs run away from you — a managed loop converges. An unmanaged one just bills.
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The process built the process.

Agents cooperating

The approach you watched today wasn’t designed by film et iingg el Ul 3 teEEEns:
people.
It was proposed, validated, and built by managed Al agents — Agents competing

cooperating on the build, competing head-to-head in adversarial bake-

. . . adversarial bake-offs, judged on output
offs, with every step reviewed, audited, and recorded. JHee

Everything we showed you was made under the standard it
demonstrates. Every step audited

decisions and data on the record
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