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OVERVIEW

STEWARD
Purpose, Design & Current Status
What Steward is, why it exists, how it differs from other AI decision systems, where it 
fits now, and what has happened since testing began.
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What Am I Actually Building?
Steward is a system I am designing to help people make better decisions with AI.

THE PROBLEM IN ONE SENTENCE

AI is very good at helping you develop an idea. That does not necessarily mean the idea 
is good.

If I tell ChatGPT, “I think X is happening because of Y,” it can often give me a very convincing explanation of 
why I might be right. Then I add details. It responds with more reasoning. I respond to that reasoning. 
Before long, the two of us may have built a polished argument around something that was never true in the 
first place.

What Steward is supposed to do

SLOW DOWN THE STORY

Notice when a neat explanation is getting ahead of the 
facts.

SEPARATE FACT FROM GUESS

Keep “we know this” separate from “we think this 
probably means…”

LOOK OUTSIDE THE FIRST ANSWER

Find other explanations, simpler options, tests, or 
reasons to wait.

KNOW WHEN AI IS DONE

Recognize when the next useful step is data, a real 
person, a professional, or an actual experiment.

THE MISSION

Make it harder for a human and an AI to become confidently wrong together.
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A Simple Example
Imagine I own an online store. I redesign the homepage. The next week, sales drop 18%.

WHAT I TELL THE AI

“Customers obviously hate the new homepage. Should I change it back?”

WHAT I ACTUALLY KNOW

The homepage changed. Sales fell 18% the 
following week.

WHAT I THINK IT MEANS

Customers disliked the redesign and the redesign 
caused the sales drop.

Those are not the same thing.

Maybe fewer people visited the website. Maybe an ad campaign ended. Maybe checkout broke. Maybe a 
popular product sold out. Maybe the redesign really is the problem. The point is that one week of timing 
does not prove which explanation is true.

What Steward should do instead

CHECK

Look at traffic, conversion rate, inventory, checkout 
performance, promotions, and other obvious changes.

CHALLENGE

Ask what other explanations fit the same facts.

TEST

Temporarily roll back or run an A/B test if that is 
practical.

THEN DECIDE

If the old homepage repeatedly performs better under 
comparable conditions, the causal case gets much 
stronger.

THE POINT

Steward is not supposed to stop action. It is supposed to stop an unproven explanation from quietly 
turning into a fact.
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What Happens Under the Hood?
Steward does not treat its six functions as independent experts. One AI system performs several distinct 
reasoning jobs. Think of them as checkpoints.

EVIDENCE

What do we actually know? What are we guessing? 
What is still unknown?

COMPASS

Are we solving the right problem, or did we start with 
the wrong question?

CHALLENGER

What could make this idea wrong? Is there another 
explanation that fits?

EXPLORER

Are we ignoring a better, cheaper, simpler, staged, or 
completely different option?

OPERATOR

Will this survive real life, including maintenance, 
mistakes, busy days, and people actually using it?

HUMAN

Who is affected? What do they know that the AI and 
the decision-maker do not?

IMPORTANT

These checkpoints do not vote. Five repeated versions of the same weak assumption do not 
become five pieces of evidence.

Steward then combines the useful findings and ends with an action: decide now, test something, wait, hold 
because something important is missing, or stop.
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Isn't This Already a Thing?
Pieces of it are. Steward is not being built on the claim that nobody has ever made AI critique itself, debate, 
use multiple perspectives, or check a decision. The difference we are exploring is how those ideas are 
combined and governed.

SYSTEM TYPE WHAT IT DOES WELL WHERE IT CAN MISLEAD STEWARD'S DIFFERENCE

Normal ChatGPT Fast, flexible, extremely helpful. It usually follows the direction 
you point it. A bad starting 
assumption can get developed 
very well.

It is allowed to question the 
frame before helping optimize it.

AI councils / personas Different viewpoints can expose 
blind spots.

Five AI characters can feel like 
five experts even when one 
model produced all five.

Functions do jobs, not characters. 
Repetition is not treated as 
corroboration.

AI debate Competing arguments can 
improve scrutiny.

More arguing can still happen 
inside the same wrong frame or 
missing facts.

It asks what kind of check is 
missing, not how many rounds of 
debate are possible.

Self-critique / reflection The AI can inspect and improve 
its first answer.

Another internal pass is still not 
new outside evidence.

Steward is supposed to know 
when further thinking cannot 
answer the question.

THE SHORT VERSION

Steward is less about how many AI voices are talking and more about whether the right kind of 
reality check happened.
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Why Could This Actually Matter?
Because AI is making thinking unbelievably fast and cheap.

That is mostly wonderful. It can help a person research, plan, calculate, write, compare options, organize 
ideas, and turn a rough thought into something usable in minutes.

THE CATCH

Making good reasoning cheap also makes bad reasoning cheap.

Before AI, a questionable idea often had to survive friction. You had to research it, write it down, explain it 
to someone, find the information, do the math, or build a rough plan. Some bad ideas died somewhere 
along that road.

Now one paragraph can become a strategy, budget, pitch, marketing plan, risk list, implementation 
roadmap, and a very persuasive explanation of why the original instinct makes sense.

THE HUMAN BRINGS

An assumption, hunch, preference, fear, goal, or 
incomplete story.

THE AI ADDS

Speed, fluency, structure, examples, arguments, and 
confidence.

THE HUMAN SEES

A much stronger-looking version of the original idea.

THE LOOP CONTINUES

The polished story feels increasingly validated even if no 
new evidence entered the room.

THE SCARY PART IS BORING

The near-term danger does not require an evil robot. A perfectly helpful AI and a perfectly 
reasonable human can reinforce each other into a beautifully organized mistake.
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Why Isn't “AI Can Make Mistakes” 
Enough?
A disclaimer is useful, but it mostly hands the problem back to the person using the AI.

AFTER-THE-FACT WARNING

“Here is my confident answer. By the way, I might be wrong.”

WHAT STEWARD IS AIMING FOR

“Hold on. This conclusion depends on something we have not actually established yet.”

The rule that matters most
EXTERNAL REALITY OUTRANKS INTERNAL AGREEMENT

If the question depends on what customers want, ask customers. If it depends on a contract, read the 
contract. If it depends on whether software works, test it. If it depends on a person's experience, ask the 
person. AI cannot think hard enough to manufacture missing reality.

That sounds obvious when written down. The difficult part is building a system that notices when the 
conversation has crossed that line and stops rewarding more internal reasoning.
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Human-First Does Not Mean “Always 
Agree”
Steward is designed to protect human authority without turning the AI into a yes-machine.

THE HUMAN DECIDES

Steward can recommend, challenge, warn, or refuse to 
optimize a clearly harmful method. It does not own the 
decision.

THE AI CAN STILL SAY NO

Human authority does not require the system to pretend 
every request is justified or safe.

VALUES STAY VISIBLE

The AI should not quietly swap in its own definition of 
what “better” means.

PEOPLE OUTSIDE THE CHAT MATTER

Someone bearing the cost of a decision does not 
disappear just because they are not the person typing.

What about ethics?
Steward is not supposed to blindly optimize any goal it is given. Something can be effective and still be a 
terrible way to treat people.

CORE PRINCIPLE

Ethical boundaries sit around the whole system instead of being one little “ethics advisor” whose 
opinion can be outvoted.

The current architecture explicitly blocks or pauses clearly serious problems such as material deception, 
coercion, exploitation of vulnerability, abuse of trust, and intentional or reckless serious harm. Difficult 
real-world tradeoffs can still require judgement.
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Where Steward Is Right Now
The first Steward prototype is frozen. Its first controlled battery was later closed incomplete after nine runs, 
and the prototype was left unchanged rather than tuned around those partial results.

FIRST BATTERY

Nine runs were completed before the battery was closed 
incomplete. They remain developmental evidence, not 
future formal validation.

STEWARD STAYED FROZEN

The prototype was not tuned around those partial results. 
The frozen Steward design remains unchanged.

FAILURES STAY VISIBLE

The incomplete battery and its misses remain in the 
record instead of being cleaned up afterward.

TESTING MOVED TO SEW

Current formal testing is focused on SEW, where Steward 
works alongside Enforcer and Warden.

WHAT I AM NOT CLAIMING

Steward has not been proven reliable on its own, and the closed first battery does not establish 
that it improves real decisions.

The first Steward battery is now part of the development history. Current formal testing has moved to SEW, 
where Steward keeps its judgement role alongside Enforcer and Warden.

The goal is still evidence against the idea as well as evidence for it. If the larger system cannot survive serious 
attempts to break it, it should not be presented as proven.
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Where Steward Fits
Steward focuses on the decision itself. Enforcer focuses on whether important requirements were actually 
followed. Warden focuses on what happens when something goes wrong. They are separate for a reason, 
but they were built to work together.

THE PLAN

Steward is not planned as a standalone public release. If the work earns a public 
release, the plan is to release Steward, Enforcer, and Warden together as SEW.

That lets Steward stay focused on judgement instead of trying to own execution, failure handling, or every 
safeguard around the work.

STEWARD

Focuses on the decision: evidence, assumptions, alternatives, ethics, uncertainty, 
affected people, and when the answer has to come from the real world.

ENFORCER

Focuses on whether important requirements actually 
governed what happened.

WARDEN

Focuses on preserving the truth of a material failure, its 
recovery, and whether it can really be closed.

WHY KEEP THEM SEPARATE

A good result in one part should not silently become 
approval everywhere else.

WHY RELEASE THEM TOGETHER

The three problems are different, but real AI-assisted 
work can move through all three.

Why this could matter
If AI keeps getting more capable, the hardest problem may eventually stop being “Can AI produce a good 
answer?” and become “Can people tell when an extremely good-looking answer deserves to be trusted?”

THE BIGGER IDEA

SEW brings the three together without turning them into one all-purpose supervisor. Steward keeps 
its own job, and the human still makes the decision.
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