F—'I;P the Switch - Build log - Novewmber 2026

Bu‘ilo(‘ing an even‘t-o(a(/
agent on Switch

St.agel.eaff is a run-of-show tool for event teams. | connected it to the team's Mattermost room
leth Switch. When something changes on the day, the agent checks the plan, proposes a fix
in a thread, collects approvals from the people affected and publishes the new version. This

post c0\./ers what | built, how | set up Switch on a server and what | would tell someone
connecting their first agent.

Pavan Kalyan - github.com/tpavankalyan/stageleaf

Switch

Thread fieldwork-forum-ops Follewing 1D A“

- 1NAnKs, @RoDIn Fark, 1nis cnange aoesn Lneeaq your aecision, because LUoOrs & reglsl.laucm slays dat JuisuU- | IU,
people who need to decide are @Maya Ellis and @Jamie Chen, and they still haven't replied.

events down,
Opera'tiov\s up

Jamie Chen 1 minute ago
@ Approved. | checked with the panelists and all four are already here and can do 11215,

Stageleaf BoT 1minute ago

|'ve recorded your approval, @jamie Chen. Ita
need @Maya Ellis. Please reply "approve" or "decline” with a reason in this thread.

lso settles the panelists question, since all four can do 11:15, Now we just

Maya Ellis 1minute ago
© Approve, thank you! 14:30 works for me.
[D Reported by Maya Eliis (@
Stageleaf BOT now ¥ Maya Ellis (@maya) in #fieldwork-forum-ops - proposed by the Sta
I've recorded your approval, @Maya Ellis. @Sam Rivera and @] Oy the Stageleaf agent via Switch
decision it needs.

@Alex Margan, should | publish this as the new version?

amie Chen have also approved, so this change has every

Opening keynote — Maya Ellis

« Opening keynote — Maya Ellis: 11:15-12:00 — 14:30-15:15 The builders’ panel
« The builders’ panel: 14:30-15:15 11:15-12:00

DECISIONS NEEDED

o Alex Morgan now
© Looks good. Publish it Maya Bl ' @maya
1 ME A
= Approved @maya in #fisldwork ~forum-ops
Approve, thank you! 30 works for T opa
@ Stageleaf eor now s for me
I've published version 2 and posted a summary in the room. Please check your changes below and reply "ack", or tell me

what's wrong:

« @Maya Ellis: Opening keynote — Maya Ellis . 14:30-15:15
« @Jamie Chen: The builders’ panel - 11:15-12:00
« @Sam Rivera: The builders’ panel - 11:15-12:00, Opening keynote — Maya Ellis - 14:30-15:15

@Maya Ellis, the keynote note still says your slides go on the stage laptop by 10:45, butyou'll arrive at 11:45. What new I L\ e P , an

time works for €
e
S eac CISIO Wi I

The team's room

Mattermost, bridged into a Switch room

The short version

Switch runs on a server from one Do i
cker Compose file @ Register i
- : a cust i i
The collab profile adds Mattermost and the gateway ; e e

profile adds the operator dashboard.

new agent answers only its owner, so open its
addressing policy before the team can talk to it.

The agent protocol i
@ p is one event stream down and @ Take the sender's identity from the Switch event, in

HTTP operations up. Send the connection' i
1 ction's generation i
il et :ca)i:c')l'he model chooses actions, and Stageleaf checks
ne.



01 what I built

A change on event day, handled in one thread

Stageleaf holds an event's run of show, the people and vendors involved, and every published
version of the plan. With Switch, the team can change that plan from their chat room.

In the recorded demo, Maya, the keynote speaker, posts in the
room: "l won't get to the venue until about 11:45, so | can't do
the 11:15 keynote slot." The agent updates Maya's arrival in
Stageleaf and tries two fixes. Moving the keynote to 13:00 would
push the breakdown past 17:00, when Sam's AV crew leaves.
Swapping the keynote with the builders' panel keeps every fixed
session in place, so the agent proposes the swap and asks the
three people whose sessions move.

Maya Ellis now

@

keynote slot.
1 reply

Stageleaf BoT now

sessions don't move.

« Opening keynote — Maya Ellis: 11:15-12:00 - 14:30-15:15
¢ The builders’ panel: 14:30-15:15 - 11:15-12:00

| also checked keeping the keynote right after lunch at 13:00. That pushes Breakdown to 17:30, but Sam's crew leaves at

17:00.
@Jamie Chen, can the four panelists do 11:15? Stageleaf doesn't have their times.

@Maya Ellis @Sam Rivera @Jamie Chen please reply "approve" or "decline" with a reason in this thread.

Sam Rivera 1 minute ago
Approve. AV is fine with the swap, the mic setup is the same for both sessions.

Stageleaf BoT 1minute ago

Robin Park 1minute ago
Approve from me too, registration is all set g

Stageleaf BoT now

90

Alex Morgan now
Looks good. Publish it.

>

aw | TR
New Messages

Stageleaf BoT now

what's wrong:

* @Maya Ellis: Opening keynote — Maya Ellis - 14:30-15:15
* @Jamie Chen: The builders’ panel - 11:15-12:00

e @Sam Rivera: The builders’ panel —. 11:15-12:00, Opening keynote — Maya Ellis . 14:30-15:15

Thanks, @Robin Park. This change doesn't need your decision, because Doors & registration stays at 10:30-11:00. The
people who need to decide are @Maya Ellis and @Jamie Chen, and they still haven't replied.

They answer in the thread. Robin approves too, and the agent
explains that Robin's answer isn't needed, because nothing
Robin owns moves. Once Maya, Sam and Jamie have approved,
Alex, the lead planner, says to publish. Stageleaf publishes
version 2, the agent posts the new run of show to the room, and
each person affected acknowledges it in the thread.

@Stageleaf Heads up: my flight into SFO is running late. | won't get to the venue until about 11:45, so | can't do the 11:15 ?—@ Ma(fﬂ re[aorts the o(ela«l/

I've updated your arrival to 11:45. My proposal is to swap your keynote with the builders' panel. Lunch and the other fixed

the agent tried two fixes
and proposes the one that

works

<@

I've recorded your approval, @Sam Rivera. Two decisions are still needed: @Maya Ellis and @Jamie Chen.

é‘® it asks Jamie what Stagelea{:
doesn't know

?-@ Sam runs 4V, so Sam's
answer counts

é—-—-.@ Robin owns notlﬂing that
moves

.é——.@ onltf Alex, the lead planner,

can Publisl«

I've published version 2 and posted a summary in the room. Please check your changes below and reply "ack", or tell me

e'_‘® :E:l‘- person gets their own

V\S(QS

@Maya Ellis, the keynote note still says your slides go on the stage laptop by 10:45, but you'll arrive at 11:45. What new

time works for that?

s M
Stageleaf Bor 216AM & © & 0 &«

» created room document “run-of-show". LS
Version 2 of the Fieldwark Forum run of show is published. The keynote and the builders' panel have swapped:

» The builders’ panel: 11:15-12:00 (Main hall)
« Opening keynote — Maya Ellis: 14:30-15:15 (Main hall)

Everything else stays the same.

the Summary goes to the whole room, and the new

run of show becomes a room document

7

Sam Rivera 1minute ago
@ ack mic plan updated

Stageleaf BOT row

I've recorded your acknowledgment of
version 2, @Sam Rivera. @amie Chen and
@Maya Ellis still need to acknowledge.

Jamie Chen now
© Gotit

Stageleaf Bot now

I've recorded your acknowledgment of
version 2, @Jamie Chen. @Maya Ellis is the
only person who still needs to acknowledge.

Maya Ellis now

@ ack

Stageleaf BoT now

Thanks, @Maya Ellis. I've recorded your
acknowledgment, so @Sam Rivera,

ocks are recorded ascodnst
version 2

—®

@Jamie Chen and you have all acknowledged
version 2 and nobody is left to reply.
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02 The pieces

The agen‘t talks to Swi‘tcln, and
Switch talks to Mattermost

Everything runs on one cloud VM. Mattermost and the Switch server run in Docker. The agent and

Stageleaf are two Node processes.

/
docker compose

p

#fieldwork-foru m-opS

~
Mattermost

Switch
;2000

switch-core

Where the team talks. It
comes with the Switch
stack.

4 . -
Maya, Som, Jamie ... bridge Mattermost l:riolge J

J N

e — -

A'ex, the P'anner rooms + agent APL

\_ / .

~ 2 ~
threads, @-mentions Postgres

\ » ool
s ~

Brio(ges the channel into
a room. Agents join the
room ‘tl-\rous;ln the agent

pro‘tocoL

a )

@st age.le.a{:

the agent, in Node

Pr‘otoco' clent

Claude tool |ooP

ru'es w\oole

N\ J

Reads each message,
asks Claude which teools
to call and replies in the
thread.

agent APL

—

Gl’\d ‘token

- )

Stage,le.a{:
web app + APL 4317
r' N
run of show
\_ J

=
checks
=
versions
\ y
~
decisions + acks

)

Keeps the run of show,
the checks and every
pubhslneo( version,



03 Setup: the server

Switch runs from one Docker Compose £ile

Switch's quickstart uses Switch Console, a desktop app that runs The Compose file has no default version, so set

a server for you. | was working on a cloud VM without a desktop, SWITCH_VERSION in .env. Read the version from the container
so | ran the server from the standalone Compose file in the registry. The GitHub releases page lists Switch Console versions,
Switch repository. which run ahead of the server. | used 0.31.0.

'Y X ) switch/up.sh does this for you WL\at Starts.
# server versions are listed in the container registr .
- ; . rrswrzl.tch : 8000 )
$ oras repo tags ghcr.io/sandbox-quantum/standalone-compose
switch-core: rooms, agent API, Mattermost bridge
- J
$ curl -fsSL —o docker—compose.switch.yml \ f ~
https://raw.githubusercontent.com/sandbox—quantum/switch/\ postgres :5u432
switch-v@.31.0/deploy/local/standalone-docker—-compose.yml storage
\ P,
$ docker compose —f docker-compose.switch.yml --env—file .env \ a8 W\
--profile collab --profile gateway up -d mattermost :8065
the team chat )
$ curl http://127.0.0.1:8000/health -~ ~
setup
seeds Mattermost with a team and a first user

o

[gateway :3000

operator dashboard
,

.

no Pro{:?[e: alwod/s. on

SWITCH_VERSION has no default. Take it FEATURE. FLAGS EVARLED
from the registry: the releases page lists follow_the_conversation
Console versions.

lets a reply in the agent's thread reach the
agent without an @-mention.

The .env file holds the version, the database passwords, the agent registration token, the secret keys and the
admin sign-ins. The collab profile adds Mattermost and a setup container that creates a team and a first user.
The gateway profile adds the operator dashboard on port 3000. In the repo, npm run switch:up writes .env
with random secrets and starts the stack.



04 Setup: the agent

Register the agent, open it
to the team, create the room

Register a custom agent with the registration token from .env. A new agent answers only its owner and the owner's other
The response has the agent's id and its API key. The key isn't agents. The agent can't change its own settings, but its owner or
shown again, so store it. a server admin can, through the Gateway API. Clearing the

addressing policy lets anyone in the room address it.

@ Register @ Open it @ Create the room

POST /agents PUT /gateway/agents/{id}/ op create_room
{ name: "stageleaf", addressing-policy { name, instructions,
connector_type: "custom" } { policy: null } agent_names: ["stageleaf"],
user_names: ["alex", "sam", ...] }
returns { id, api_key } <
a new agent answers On[l./ its <
< owner [:aeo[a[e are added B({ their
the key is only shown once Mattermost usernames
Then create the room. On a Mattermost bridge, create_room In the repo, npm run demo:setup does all of this. It also creates
makes the channel, adds people by their Mattermost usernames the demo team's Mattermost accounts and links the room to a
and sets the room's instructions in one call. Every agent that joins sample event in Stageleaf.

the room gets those instructions from connect_to_room.



05 The agent Protoco[

One event stream o(own, HTTP opera‘tions up

Switch Console can connect coding agents such as Claude Code, The agent opens one server-sent event stream and keeps it
Codex and OpenCode to a room. | wanted an agent with its own open. The first event, connection_state, carries the heartbeat
tools and rules, so | wrote a client for the agent protocol in Node. interval and a generation number. Message events follow, each
It is 262 lines, in agent/switch-client.mjs. with the sender's username, the text, the message id and the

thread id. Everything the agent does goes the other way as an
HTTP operation, such as connect_to_room, read_context,
post_message and update_room_document.

@st age_le_a‘F agent Switch

agent/switch-client.mjs switch-core :8000

GET /agents/{id}/events?connection_id=... &protocol=6

>

one stream, kept open

connection_state

_generation:

1, heartbeat_interval_seconds: 2 }

send it back

generationJ]

-
-

the First event
without it:

409 unfenced,

,,_______._/5:/ then evicted

I
|
|
|
|
|
1
I
I
I
I
|
|
|

POST /agents/{id}/connection/beat { connection_id

every 2 seconds I after 6 <
|
|
message { sender_name: "maya", body, message_id, thread_id } I
< |
someone wrote in the room :
|
POST /agents/{id}/ops/connect_to_room :
=
returns instructions, participants |
I
I
POST /agents/{id}/ops/post_message { body, thread_id } |
>
the reply, in the thread :
|
events from Switch (server-sent events) operations from the agent (HTTP)
When the client declares protocol 6, each heartbeat has to carry post_message posts into the room your connection is in, so call
that generation number. Without it, Switch answers 409 connect_to_room first. If one agent serves several rooms, handle
unfenced, the heartbeats stop counting and the server evicts the one message at a time, or a reply can land in the wrong room. On
connection after 6 seconds. My client reconnected, was evicted reconnect the client sends Last-Event-ID, and it saves the ids of
again and kept looping until | added the field. the messages it has answered, so a restart catches up without

answering twice.



06 who decides

The sender's name comes from the Switch event

An approval should come from the person who owns the decision. If the model could write "Sam approved",

any message could approve anything.

So the agent's code builds the evidence for each message from
the Switch event: the room id, the message id and the sender's
Mattermost username. Every tool that acts for a person, such as
record_decision, record_acknowledgment and publish_revision,
gets that evidence from code. The tools have no field for who is

acting, so the model has nothing to fill in.

A J .

(Switcl« event A (,49&»41: code
sender_name: "robin" evidence = {
body: "Approve from — roomId, messageld,
me too" handle: "robin" }

Stageleaf then checks the action. The room has to be the one
linked to the event, the username has to belong to someone who

owns an affected session, and only the lead planner can publish.
A refusal goes back to the model as a tool error, and the model

explains it in the thread, as it did for Robin. A test covers the

same case: a scripted model tries to record Sam's approval while

Robin is talking, and Stageleaf records nothing.

rMoold

from Switch built in code

Robin Park 1minute ago
© Approve from me too, registration is all set _g

Stageleaf soT now

\_

record_decision
(approve)

N (s B

linked room: yes

—>> | Gaffected owne@ ><

‘tagelea{: checks

4 L ,

Picks the action

Thanks, @Robin Park. This change doesn't need your decision, because Doors & registration stays at 10:30-11:00. The

people who need to decide are @Maya Ellis and @Jamie Chen, and they still haven't replied.

In the room, the agent explaing the refusal.

refuses with a tool error

DECISIONS NEEDED

Maya Hlis @maya
ME  Approved @maya in #fieldwork-forum ops

“Approve, thank you! 4:30 works for me.”

Sam Rivera @sam
SR Approved @sam in #fieldwork-forum-ops

"AVis fine with the swap, the mic setup is the same for both sessions

In Stagdea{:, each decision shows
who made it and in which room.



07 Checks

S‘l:age.lea{:'s checks decide which fixes work

Stageleaf knows the venue hours, which sessions are fixed, When the answer isn't in Stageleaf, such as whether the
which rooms overlap and when each person is available. The panelists can come earlier, the agent asks the person who would
agent runs candidate plans through a preview_change tool know.

before it proposes one. Its message could say "That pushes
Breakdown to 17:30, but Sam's crew leaves at 17:00" because a
check returned that fact.

11:00 12:00 13:00 14:00 15:00 16:00 1#:00
|

| | \
Lunch J[ Workslaop I Panel 1 L Breakdown J

Maya arrives 11:45

Keynote after .
lun‘fcl,\ D [ Lunch I Keynote I Works hop I Panel I l[ Bre_akobEn ><

Everything after 13:00 moves
later. Breakdown ends at 17:30.

Swap kel{note and
POW\Q.I Panel Lunch Works ho P Keynote Breakdoan

Two sessions trade places.

NOthlng else moves. \ //

trade Places

The Plom

Maya can't make 11:15

__Q____-

Som's crew leaves at 17:00




08 Llessons

What I'd tell someone
connecting their first agent

1. Read 20 Cheek bhe deCanlt=" i 3. Use the Io(entity Switch

* connection_state . .
messages go missing. QVES You.

It sends the heartbeat interval and the Each e o

generation. Most of my early bugs came Owner-only addressing and the thread ach message carries the sender's chat

from guessing values that it already follow-up flag explained the times my
agent didn't answer.

username. Build approvals on that, in

code.
sends.

4. Let your system check the model's

ideas. 5. Put the decision where the team

already talks.

out. In the room, the same decisions happen in one
thread, from the people who own the sessions.



09 Try it
Run it yoursel{:

You need Docker and Node 22.13 or later. Rules mode runs the whole workflow without model credentials.

200

git clone https://github.com/tpavankalyan/stageleaf & cd stageleaf
npm ci & npm run build <) Stageleaf

npm run switch:up # Switch, Mattermost and the Gateway in Docker When one thing changes, ¢

veryone stays on the same run of show

npm start # Stageleaf on http://localhost:4317

npm run demo:setup # agent, team accounts, room and a sample event

npm run agent # Claude via Bedrock or the API, or rules mode Bult with s

viteh - Flip the Switch 2026

The demo

2 min 24 s, recorded live on Switch 0.31

Open Mattermost at http:/localhost:8065, sign in as alex (the Stageleaf is MIT licensed. Switch is made by SandboxAQ and
passwords are in switch/credentials,json) and mention licensed under Apache 2.0 with the Commons Clause.
(@stageleaf in #fieldwork-forum-ops.

The code, the video and this canvas live at gi‘tlf\ub.com/‘tpavgnkalyan/stagelea‘F.




