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OPERATOR RULE

Momentum Over Permission
For non-consequential decisions, decide and document. Reserve permission-
asking for architecture, brand, money, or irreversible actions. The default
trains the system.
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The agent has been thinking for 3 minutes. Not because it's working. Because it
pinged you with a clarifying question 90 seconds ago and is waiting for your answer.
You're in another tab. The question is "should I use a numbered list or bullets in this
draft." Now you have to context-switch back, decide on something that doesn't
matter, and watch the work resume.

That's the third time today.

The agent isn't slow. The handshake is slow.

The rule

For non-consequential decisions, decide and document. Reserve permission-asking for
genuinely consequential forks: architecture, brand, money, irreversible actions.
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Most agent stacks ask too many questions because asking feels safer than deciding. It
isn't. Asking costs wall-clock time, it costs your decision energy, and it trains the agent
to keep asking. A wrong default costs exactly one redirect. The math doesn't work in
favor of asking.

The decision taxonomy

Three buckets. Match the response to the bucket, not to your anxiety.

Trivial. Three versus four versus five of something. Formatting choices. File paths
inside an established folder. The order of two equally-good options. The exact title of
an internal document. Decide. Document briefly. Proceed.

Important but reversible. Naming conventions. Default settings. Integration choices
where rework is hours, not days. Tool selection inside an existing category. Decide with
a one-line rationale. Note it in the relevant file or commit message. Proceed.

Consequential. Architecture changes. Brand positioning. Money. Irreversible deletes.
Security boundary changes. New customer-facing surfaces. Escalate. Ask. Wait for the
call.

The first two buckets are roughly 90% of decisions in a working day. The third is
roughly 10%. Most operators ask the percentages in reverse.

Three places the wrong instinct kicks in

The pattern shows up in three predictable spots. If you recognize any of these in your
own setup, you're paying the asking tax.



1. The over-cautious agent. "Should I use bullet points or numbered?" is not a
question. It's a decision. If the agent is asking, the prompt was over-permissive.
Tighten the prompt. Tell it: "Decide formatting based on content. Never ask about
formatting."

2. The over-cautious VA. "Just checking if you wanted X or Y?" If you can recover from
either choice in under an hour, the right answer is "I trust you to pick." The wrong
answer is to engage with the specific X-versus-Y question. The wrong answer trains
the next question.

3. The over-cautious founder. Self-asking permission of yourself. Postponing trivial
decisions until you have "more clarity." You won't. Clarity is the byproduct of moving,
not the prerequisite. The decision IS how you create more clarity.

The cost of getting it wrong

Asking is not a free hedge. It's a real cost paid every time.

Wall-clock. The agent waits, you context-switch, you respond, the work resumes.
Three minutes per ping. Eight pings a day. Twenty-four minutes. Every day.

Decision energy. Yours, finite, depleting throughout the day. By 4pm you're worse at
the actual important decisions because you spent the budget on bullet-versus-
numbered.

Reinforcement. Each time you answer a trivial ping, you tell the system "asking is the
right move." The next ping is more likely, not less. You're training the behavior you
don't want.

A wrong default costs one redirect. "No, the other way." That's it. The asymmetry is
severe. Decide-then-redirect is roughly 5x cheaper than ask-then-decide-then-
confirm-then-proceed.



The shortcut

Before asking anything, run two gates.

Gate 1, reversibility. Can the choice be undone in under one hour if it turns out
wrong? If yes, decide.

Gate 2, stakes. Does the choice touch architecture, brand, money, or security? If no,
decide.

If gate 1 passes AND gate 2 passes: decide, document the choice in one line, proceed.
If either gate fails: escalate.

That's the full rule. Two gates, applied consistently, eliminate roughly 90% of
permission-asking.

The kicker

Operators who run on "ask first" build delegates who run on "ask first." Operators who
run on "decide and document" build delegates who do the same. The default trains
the system.

This applies whether the delegate is an AI agent, a virtual assistant, a contractor, or
your future self reviewing today's work tomorrow. The rule is identical in all four cases.
Trust is built by good defaults plus good documentation, never by permission-asking.

The Sales Blueprint's 9 agents are tuned to this rule by design. They decide. They
document. They surface decisions for human approval at exactly one point: outbound
sends. That's the one place a wrong choice has a real cost (a poorly drafted email
reaches a real prospect). Everything else, the agents handle on their own and log the
rationale.



If you run agent stacks and you find yourself answering more than a handful of
clarifying questions per day, the prompts are wrong. Fix the defaults, not the
responsiveness.

Stop training your agents to wait for you.

9 prewired agents · decide-and-document defaults · approval gate only on outbound sends · 20-
min setup · Yours permanently

$97 once. Saturday install. Monday morning the queue is in your inbox.

Get the Sales Blueprint →

Daily prospect research runs without waiting. The agents fan out, decide, document
the rationale, and queue results.

✓

Email drafts written and queued before you sit down. Approval at send, never at
draft.

✓

Reply triage with drafted responses ready. The judgment call is yours; the work is
done.

✓
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One in your inbox every week?

One free essay every Wednesday. Tactical packs Saturday for paid subscribers.

Subscribe on Substack →

More in the Free Library

Prompts, rules, ebooks, templates. All ungated.
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