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In short

Intent-driven development is a way of working in which a team runs direction,
discovery, and delivery as connected loops on one shared record of its intent,
decisions, and knowledge, so agents build what the team agreed and each person can
run several workstreams at once at the highest level of abstraction.

e In Hamster, direction lives in Goals and Initiatives, discovery in Briefs, research, and
alignment votes, and delivery in Plans, agents, and pull requests, with the Context Graph,
Blueprints, and Skills and Methods underneath, and each loop’s output feeds the next.

e Teams connect Claude Code, Cursor, or Codex by installing the Hamster plugin, running its
setup skill once per repository, and signing in to the MCP server at
https://tryhamster.com/mcp.

e Each person whose work a Brief changes votes Ready or Not yet, and because Hamster's
pre-delivery checks do not include votes, the team sets its own rule for waiting on
agreement.

e Generate Plan builds parent Tasks with subtasks and acceptance criteria from the Brief, its
Spec, the team'’s Blueprints and Methods, and the connected code.

e One Brief runs one delivery at a time, so parallel work comes from running several Briefs at
once in Hamster Cloud, Cursor Cloud, or the team’s own tools.

Intent-driven development is a way of working for teams whose agents do the
building. It runs three loops: direction decides what matters, discovery agrees on what
to build, and delivery turns that agreement into merged work. Under all three sits one
shared record of the team's intent, decisions, and knowledge, so agents build from
what the team agreed and each person can direct several workstreams at once, at the
highest level of abstraction.

It is a loop of loops. Each loop’s output feeds the next, and every turn writes back to the record,
so the next turn starts from more of what the team already knows. Hamster is built around it.
"Before the agents start” explains why the practice matters; this guide sets it up in Hamster as a
short sequence of steps, from an empty workspace to agreed workstreams running in parallel.
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Every step has something to click or run and a result you can check on screen, and each one
leaves the team a decision that Hamster keeps on record.
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What is intent-driven development?

Intent-driven development is a way of working in which a team runs direction, discovery, and
delivery as connected loops on one shared record of its intent, decisions, and knowledge, so
agents build what the team agreed and each person can run several workstreams at once at the
highest level of abstraction. Every agent session reads that record and writes its decisions back,
so the next piece of work starts from everything the team already decided.

» Direction decides what matters. Goals hold what the team wants to move, and Initiatives hold
the commitments that move it. In Hamster this is Goals and the Initiatives under them.

» Discovery works out what to build. Research, prototypes, and the Brief's own conversation
turn an Initiative into a Brief, and alignment votes record who agreed. In Hamster this is
Briefs, research agents, and Ready or Not yet votes.

* Delivery turns an agreed Brief into merged work. Hamster generates the Plan and its Tasks,
agents build them in Hamster Cloud or in your own tools, and the team reviews the pull
request against the Brief. In Hamster this is Plans and Cloud Agents.

¢ Knowledge is the context under all three. Briefs, decisions, votes, conversations, and merged
changes land in the Context Graph, beside the Blueprints that describe the product and the
Skills and Methods that describe how the team works. In Hamster this is the Context Graph,
Blueprints, and Skills and Methods.

Each loop feeds the next. An Initiative becomes the Briefs that deliver it, an agreed Brief
becomes a Plan, and the merged work flows back into the record with the decisions made along
the way. The next Initiative and the next Brief start from that record, so the team stops re-
arguing settled decisions and each turn of the loop goes further than the last.

Hamster names each part of the work.

¢ Brief. The team'’s shared statement of what to build and why. Several people shape it, vote on
it, and argue in it, and agents execute from it. A Brief is a multiplayer conduit for intent, not a
PRD.

¢ Alignment vote. A teammate’s Ready or Not yet on a Brief. A Not yet vote needs a written
explanation. The latest vote from each person counts, and the Brief's Activity tab keeps the
full history.

e Technical Spec. The engineering companion to a Brief, on its own Spec tab, where open
technical questions get answered and decisions are kept.

Intent-driven development on Hamster 4


https://tryhamster.com/product/studio/goals
https://tryhamster.com/product/studio/briefs
https://tryhamster.com/product/studio/research-agents
https://tryhamster.com/product/studio/collaboration
https://tryhamster.com/product/studio/plans
https://tryhamster.com/product/studio/agents
https://tryhamster.com/product/studio/context-graph
https://tryhamster.com/product/studio/blueprints
https://tryhamster.com/product/studio/skills-methods

HAMSTER GUIDES

e Plan. The breakdown Hamster generates from the Brief and its Spec. Parent Tasks carry
subtasks with descriptions, scope boundaries, and acceptance criteria.

o Delivery. A run that works through the Plan in Hamster Cloud or in your own coding tool, and
ends in a pull request or a pushed branch.

e Context Graph. The live, connected record behind every answer Hamster gives, linking
Briefs, Tasks, conversations, decisions, votes, documents, and code.

The walkthrough below follows the loops. Setting up the workspace and connecting your agents
builds the Knowledge layer. Writing a Brief and collecting votes is Discovery. Planning,
delivering, and reviewing is Delivery, and writing decisions back feeds Knowledge again.
Routines keep the loops turning on their own. Goals and Initiatives are Direction, and they come
last here because a team can start delivering before it sets them up.

How do you set up the workspace
and connect your repositories?

Sign up, walk through the onboarding wizard, then connect the repositories your team ships
from under Knowledge > Connections. Hamster indexes each repository’s tracked branch, so
every Brief and Plan can read your real code.

The wizard shows only the steps that apply to you. In a new workspace, Set your direction takes
your company website and any strategy decks, and Hamster drafts your first Blueprints from
them while you finish. Choose the methods Hamster will use keeps the core Direction,
Discovery, and Delivery methods on. Invite people at How big is your team? Reviewer seats are
free and can vote on alignment. Invite everyone whose work your Briefs will change, including
people who never open a coding tool.

Connect code next. Hamster supports three code hosts side by side, each as its own connection
with its own repository list.

1. GitHub. Click the GitHub Repos tile and choose Install GitHub App. On GitHub, pick the
organization and the repositories. Back in Hamster, choose the branch to track for each one.

2. Cursor Origin. Click the Cursor Origin tile and choose Install Origin App. Pick repositories
on Cursor's install page, and Hamster brings you back to its repository picker.

3. GitLab. Click the GitLab Repos tile and connect a gitlab.com project.
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Today at 9:23 PM

—  Product & Vision B

® HAMSTER
© Platform Positioning

Q  Creating blueprint + sub-pages

o] Tessera is an Al-native product intelligence platform built for product and engineering
/ Creating Product & Vision blueprint teams. It replaces fragmented analytics stacks with a unified surface that connects
P The user wants me to create a new blueprint titled. event ingestion, session replay, cohort analysis, and Al-generated insight cards.
Iy .
- SDKs & Event Ingestion
P Blueprint Created " [
e m View

e B S OSIED « Mobile SDK (v3.3+) supports iOS and Android with automatic session capture and

© Blueprint Created crash feporting.
m m . ! ol o “ ;3 R View * Web SDK instruments page views, clicks, and custom events with minimal
reating blueprint: Dashboar S
initialization.
@

= * Ingest pipeline handles multi-region fanout (US-East, US-West, EU-Frankfurt) with
m Blueprint Created

View :
Creating blueprint: Al-Driven Insig.. idempotency under retry storms.
* Event schema is versioned; drift between declared taxonomy and actual payloads is
Blueprint Created audited per customer.
m View

Creating blueprint: Product Evoluti. .
Dashboard & Analytics Surfaces

The Product & Vision blueprint and its four sub-

pages have been created. You can view the main « Session replay reconstructs user journeys with DOM snapshots and mobile view
blueprint here: Product & Vision hierarchies.
* Cohort builder supports natural-language queries (MVP) and visual segment
definition.
m Let's ship « Insight cards surface metric anomalies and retention trends directly on the
dashboard.
+ ° * Design System v2.0 drives all surfaces with semantic color, spacing, and chart

® talane in linht and Aarl madac

a Connections

Q Search 3% Display
(w) o 9] N A
= tesseralabs i Linear .
marcus-rodriguez tessera PostHog Jira
fin Trepository THessio ——— Tessera (2026-02-10) Teir o Ll 2026 tessera (2026-10-03)
@© Indexed
m © Indexed @ Indexed 2-way sync
Manage on GitHub (' 2aliavievpe
(]
- 1 é
0 b4
@ Noti Google D
SHack otion oogle Drive ! ) )
Tessera HQ on Notion marcus@tessera.dev on GitHub Repos GitLab Repos Cursor Origin
tesseralabs (2026-10-03) (2026-10-02) Google Drive (2026-10-03)
Code Code Code
( | Y
‘9
Gmail GitHub Google Calendar Notion Google Sheets Slack
Gmailis Google's email GitHub is a code hosting Google Calendar is a time Notion centralizes notes, Google Sheets is a cloud- Slack is a channel-based
service, featuring spam. platform for version contr. management tool providin docs, wikis, and tasks in a. based spreadsheet tool. messaging platform. With

Each card shows its progress as Indexing, then Embedding, then Indexed. The free plan
indexes one repository across all three hosts, and paid plans index up to 100. Track the branch
you develop on, usually main, because Hamster refreshes the index after each push to that
branch. The GitHub and Cursor Origin setup pages list the permissions each app requests.

Decide which repository goes in first. Start with the one your first workstream touches. Add
Slack and your issue tracker once people want to vote from Slack or keep Linear or Jira in step
with Hamster.
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Hamster works alongside Linear or Jira rather than replacing them. With two-way sync on, the
Linear connection keeps Briefs in step with Linear projects and Tasks with Linear issues, in both
directions, within seconds. The team can keep running standups in Linear while it plans in
Hamster. A new Linear connection starts with sync off, so connect it for context first and turn
sync on once the team trusts the mapping. The Jira connection offers the same optional two-
way sync between Briefs, Tasks, and Jira issues and epics.

How do you connect Claude Code,
Cursor, and Codex to Hamster?

Install the Hamster plugin in each coding tool your team uses, run its setup skill once per
repository, and sign in to the MCP server. Product managers and tech leads plan the work in
Hamster as a Brief and a Plan, and Claude Code, Cursor, and Codex pick up the Plan’s Tasks
through the plugin and write their decisions back.

The plugin connects your tool to Hamster's hosted MCP server at https://tryhamster.com/mcp
and adds eight skills. Its setup skill installs the hamster CLI if it is missing and signs it in. It then
runs hamster init to link the repository to your team, followed by the first sync. From then on
the CLI keeps Briefs, Plans, Blueprints and Methods as Markdown in the repository’s .hamster/
folder, where the plugin’s Ship skill reads them.
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TEMPLATE Install the Hamster plugin

Claude Code (slash commands inside a session)

/plugin marketplace add gethamster/plugin

/plugin install hamster@hamster-plugins

[reload-plugins

[hamster:setup

Then open /mcp, select plugin:hamster:hamster, and sign in.

Codex (first two lines in your terminal)

codex plugin marketplace add gethamster/plugin
codex plugin add hamster@hamster-plugins
$hamster:setup

codex mcp login hamster

Cursor

Customize > Add Marketplace > Import from GitHub

Paste https://github.com/gethamster/plugin at User scope and select Import.
Open the Personal tab and select Add next to Hamster.

[setup

Follow Cursor's sign-in prompt for Hamster.

Any tool, one prompt
Install Hamster in this repository. Fetch and follow https://tryhamster.com/plugin/install

Check the result in your terminal
hamster status

hamster status should report that the CLI is signed in and synced, and the repository should
now have a .hamster/ folder. Skills start as /hamster:<skill> in Claude Code, /<skill>in
Cursor, and $hamster:<skill> in Codex. The plugin page has the steps for Antigravity, Copilot
CLI, Grok Build and Pi.

A tool that does not load plugins can connect the MCP server alone. It gets the MCP tools,
including ask_hamster, without the plugin skills or the synced .hamster/ folder. During a long
session, run hamster sync —-watch in a side terminal, and the .hamster/ folder stays current as
teammates edit.

The Claude Code page shows the same flow from an engineer'’s seat. The decision here is who
installs the plugin. Install it for every engineer, including those who never ship from their own
machine, because the plugin also lets a session ask Hamster which decisions apply to its
branch.
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Claude Code v2.1.281
Opus 5.5 (1M context) - Claude Max

~/tessera-app

Get to finished work sooner with Opus 5.5. Switch anytime with /model.
1 more notice hidden

/plugin
| v Installed Hamster. Plugin is now active.

/plugin

© medium - /effort

»» auto mode on (shift+tab to cycle) - « for agents

Try it with your Al

Your coding agent can run this guide with you. Paste one line into Claude Code, Cursor, or Codex,
in the repo your team works in.

Read https://tryhamster.com/guides/intent-driven—-development/skill.md and run it
with me.

1. It connects Hamster and the plugin in your coding tool. You sign in once in the browser.

2. It checks the repository connection and adds the session instructions to AGENTS.md or
CLAUDE.md.

3. It drafts the first Brief from your repo, creates it with a decision log, and tells you who needs to
vote.

4. It writes decisions back as it works, and plans or delivers only when you ask.

04

How does a team write its first Brief together?

Open Hamster Chat and answer its first question, “What are you trying to achieve?”, in your own

words. Hamster captures the Goal, shapes an Initiative for it, and drafts the first Brief in a thread
of its own, which the team then edits together.
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You can also click New Brief in the Briefs list and start from a title and a one-line description.
Either way, the editor opens with the Brief's chat docked beside it. The chat can read everything
in the Brief, and every change saves as you type.

A Brief that Hamster drafts uses the five sections from the first guide’s template: Context, Goals,
Phases [ Approach, Scope, and Next Steps. Keep the Brief about what and why. Architecture,
data choices, and stack decisions go on the Spec tab, which keeps the Brief readable by
everyone whose work it changes.

Hamster's own sizing guidance is a Brief of half a day to a day of work, enough to generate a
Plan and ship one pull request. When a draft implies many deliverables or more than a few days,
the chat proposes an Initiative with smaller child Briefs.

Bring people in while the Brief is still rough. Real-time editing shows each person’s cursor and
changes live, and an @mention pulls a teammate into a section. Hamster's own edits arrive as
suggestions you accept or reject. Paste in the customer call, the Figma file, and the Slack thread
before you ask for a draft, because Hamster grounds the draft in what is attached.

% 76 - 053+ : -
i : oy Insight alert routing to Slack

JAS
= lan from this brief to get concrete tasks for the channel o 5 "
I3 X g a Route Al-generated insight cards to Slack channels with customer-side
routing, structured payload, and inline
acknowiedgementvor © Refining & Marcus Rodriguez P Allnsights GA  +
O ) ) At 2am the pager stays quiet — anomaly detection v1 fires only into the in-
Can you make that a bit shorter so it At
() resonates? product notification bell, and nobody refreshes the dashboard then. The demand
is real: three Enterprise customers asked for first-class Slack routing in the last
P 30 days, and two Pro customers lost events through a Zapier middleman.
HAMSTER
I\ .
Worked for 14 seconds Proposed solution
o Tightened it to 44 words — down from 88. The 2am
moment leads, the demand signal follows, and the * Channel routing: map each insight type to one customer-owned Slack
< solution-preview tail is gone since it just repeated the channel through Tessera Connect.
o Proposed solution section. e Structured payload: include the title, sparkline, top contributing cohorts,
severity, and dashboard link. Threaded follow-ups retain the same anchor.
€ i -
Actions taken: « Inline acknowledgements: provide Ack, Snooze 1hr, and Open in Tessera. Ack
R e AT e closes the in-product alert; Snooze suppresses re-fires for that anomaly key.
Proposed the tightened edit — review and accept in
- g i Scope boundary
the editor
In scope: one-to-one workspace-to-channel routing, the structured payload,
Once it reads right, the next step is generating a plan threaded follow-ups, and the three inline actions. Out of scope: PagerDuty
tsom thizbuetio break old e channelroutino) routing, multi-channel fan-out, and custom-payload templating.
structured payload, and inline acknowledgement work
into concrete tasks. Success metric
Mean time to acknowledge anomaly insights drops from 4.2 hours to under 20
m minutes within 60 days of rollout, measured across the~50 customers most active
® +  Message others, or ask @hamster to work on s m in the Slack integration)

9 +
Two decisions belong to this step. Name one owner, the person who answers for the outcome

after agents deliver. Then name the people who must vote, which means everyone whose work
the Brief changes.
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05
How do alignment votes work?

Each person whose work the Brief changes opens it and votes Ready or Not yet from the
Ready? control in the header. A Not yet vote needs a short explanation, and the Brief's Activity
tab lists every vote, concern, and status change. Each person’s latest vote counts. A vote is not
tied to a version, so editing the Brief does not reset anyone's vote.

e Brief Plan  Context  Activity o O Version 4 O Ready Refining @

First-event onboarding redesign (time-to-first-event under 60s)

onboarding X frontend X + P Add initiative

o) Problem Statement

Our first-event onboarding flow has a 40% drop-off rate between SDK install and the first event landing in the dashboard. New
] customers are abandoning at the source-token paste step, particularly solo founders who haven't wired up their app yet.
n F
= Goal

* Reduce time-to-first-event from 8 minutes to under 60 seconds.
el * Cut onboarding drop-off from 40% to under 15%.
[ai) * Increase Day-7 dashboard return rate by 25%.
2 Proposed Approach *

Phase 1: Simplified Flow

* Reduce initial form from 6 fields to 3 (name, workspace name, framework).

* Auto-detect solo founders and streamline to a 2-step flow.
Phase 2: Snippet Gallery

« Offer 6 featured SDK snippets on first project setup (React, Next.js, iOS, Android, Node, Python).
* Copy-paste from scratch option for power users.
m * Al-powered framework detection from the user agent on the docs page.

Phase 3: Post-Onboarding Nudges @ Vote submitted successfully!

A lead reads alignment on the Activity tab. The current version sits at the top with a circular
indicator, green when everyone is aligned and yellow while concerns are outstanding. The
Concerns section lists who flagged what, in their own words. Older versions stay collapsed
below with the votes and concerns recorded while each was current, so you can check whether
a concern raised during version 3 was settled by the edit that made version 4.

People do not have to open Hamster to vote. With the Slack connection, Brief cards in Slack let
teammates mark a Brief Ready or Not yet, and each vote lands on the same Activity timeline.

Hamster's pre-delivery checks cover the Plan, the repository, the Spec, and any delivery already
running. Votes are not among them, so the team sets its own rule for waiting on agreement and
keeps it. Write the rule down once and pin it where the team works.

Intent-driven development on Hamster 1
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TEMPLATE Alignment rules

Who votes: everyone whose work this Brief changes, plus the owner.
Reviewers vote too. Reviewer seats are free.

A Not yet vote always says what would change it.

The owner answers each concern in the Brief chat or with an edit.

After an edit to Goals or Scope, the owner asks every voter to vote again.
Nobody generates the Plan until every named voter is Ready.

If the owner overrules a concern, the Spec records who decided and why.

06

How do you turn an agreed Brief into a Plan and Tasks?

Settle the Spec, then click Generate Plan on the Brief's Plan tab. Hamster reads the Brief, its
Spec, your Blueprints and Methods, and the connected code, then builds parent Tasks and
elaborates each one into subtasks with acceptance criteria.

Start on the Spec tab. Hamster lists the open technical questions it found and the decisions that
need direction before the work can be planned. Answer them there, because the Spec carries its
settled direction into the Plan. The Spec can also reuse decisions settled in related work instead
of asking the same questions again. Brief owners get a notification when a Spec review needs
answers.

Then generate the Plan. A progress card shows each phase as it runs: Analyzing Brief,
Generating Tasks, Processing Tasks, and Generating subtasks. Parent Tasks appear first, and
subtasks fill in as Hamster elaborates each parent in parallel. A complex Plan can take a few
minutes, and you can leave the page while it builds.

Read the Plan before anyone delivers it. The Brief's chat stays docked beside the Plan tab. Ask it
to split a Task, add a missing subtask, or rewrite an acceptance criterion, and Hamster edits the
Plan in place. Drag Tasks to change their order, and delivery follows the new order. Regenerate
clears every Task and builds a fresh Plan from the current Brief, so save it for a real change of
intent.

The decision at this step is whether the Plan says what the team agreed. If a Task appears that

nobody voted for, fix the Brief and regenerate, and leave the Plan’'s scope to follow the Brief's.
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B+d Brief Plan  Context Activity O Ready Shipping @

Unify global event ingest = oispay
® L
infrastructure X backend X+ P Add initiative v
O
Your plan is ready
]
i @ Your plan is ready
P
0% complete - 0 of 4 tasks completed
<
ug] Todo 4
() p
HAN-1884 v Audit per-region ClickHouse shard schemas N TES-117 Tes28m Q02 §
HAM-1885 Dump current EU-Frankfurt shard schema N TES-18 [ TES-2842 &
HAM-1886 Diff US-East vs US-West schemas + column types N TES-119 TES-2843 &
HAM-1887 ~  Design unified ingest fanout API N TES-120 € TES-2844 Qeoe/2 1
HAM-1888 Define IngestFanoutWriter interface N TES-121 E) TES-2845 z
HAM-1889 Spec il key shape (${regi N TES-122 ) TES-2846 2
m HAM-1890 v Migrate EU-Frankfurt + US-West producers onto the fanout layer N TES-123 € TES-2847 Qo2 z
HAM-1891 Replace direct shard writes in eu-frankfurt/producer.ts N TES-124 TES-2848 2
€]

How do agents deliver the Plan,
in the cloud or in your own tools?

Click Deliver on the Brief, or open the chevron beside it to choose a method: the Hamster plugin
in your own checkout, Hamster Cloud, or Cursor Cloud. Every method works from the same
Brief, Spec and Plan.

The first time anyone on the team clicks Deliver, Hamster asks how the team delivers. Owners
and admins can change the method, the model, and the automation later in Settings > Delivery.
Two automation switches matter most. Auto Approve the Technical Spec answers open Spec
questions with the recommended options, and Auto Deliver the Plan starts delivery without a
pause to review the Plan. Turn both off while the team is learning, so each pause becomes a
decision someone makes on purpose.

Hamster Cloud runs in a saved environment called a Cloud Agent. Open Cloud Agents in your
team settings, click New, attach repositories, and click Set up environment. Hamster works out
the Install, Build, Test, and Run commands and checks them in a fresh sandbox. If it needs a
credential, it pauses and asks. When the Cloud Agent shows Active, anyone who can manage
documents can deliver into it. Cloud Agents come with the Team and Enterprise plans, and the
Cloud Agents docs cover environment variables and resets. A Hamster Cloud delivery opens a
draft pull request on GitHub or Cursor Origin, or a merge request on GitLab, and links it to the
Brief.

Intent-driven development on Hamster 13
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~

Delivery
A
o Method
Install Hamster to run delivery on your machine. Hamster Cloud runs it in Hamster's managed environment. Cursor Cloud runs it with
@ Cursor Cloud Agents using your key or the team's.
&
Hamster Cloud
B8
o
=
Model
& Which agent and model run a cloud delivery for this team. Members no longer pick one per delivery.
& Opus 5 (Anthropic Claude)
o
&
Automation
Choose which steps Hamster takes on its own. Anything left off pauses for your review.
Auto Approve the Technical Spec N ()
Hamster will auto resolve the technical spec based on knowledge and start plan generation.
Auto Deliver the Plan ()
Once the plan is generated, Hamster will start delivery based on tasks created.
m
€]

Your own agents run the plugin’s Ship skill. Type /hamster:ship <brief>in Claude Code, /ship
<brief>in Cursor, or $hamster:ship <brief>in Codex. Ship groups parent Tasks that do not
overlap into waves that run in parallel. Each parent Task gets its own commits, and a reviewer
pass checks each wave's combined changes. Ship asks before every push and before it opens a
pull request.

Cursor Cloud hands the delivery to Cursor Cloud Agents through a connected Cursor API key,
for repositories on GitHub. For a repository hosted on Cursor Origin, use Hamster Cloud.

Before a hosted delivery starts, Hamster checks that the Plan has Tasks and that a repository is
connected. It also checks that the Spec meets your approval settings and that no other delivery
of this Brief is running. One Brief runs one delivery at a time, so parallel work comes from

running several Briefs at once. Two Briefs aimed at different Cloud Agents run side by side, and

two Briefs aimed at the same Cloud Agent each get their own sandbox.

While a delivery runs, its thread streams every step as it completes, from environment setup to
files read, code written, and checks run. Send a message in that thread to steer the work.
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HAMSTER GUIDES

Hamster holds the message until the current turn finishes, then passes it into the coding session
at a safe boundary, and the delivery continues without restarting. Stop ends the run, and a new
message resumes it. If the Plan includes a Person or Tool Task, delivery pauses there and
resumes once that Task is done.

The team still has to choose which work goes to the cloud. Hamster's guidance keeps engineer-
driven work in the IDE with the plugin, where an engineer wants to follow the agent’s choices as
they happen. Work a product manager starts, work a Routine starts, and parallel work across the
team go to Hamster Cloud.

Webhook delivery attempt histor

® HAMSTER
oskec forieseccnds Separate immutable webhook intent from execution ati
Brief loaded. Three tasks: the immutable intent and 5 s )
O ) ) derive status and DLQ behavior from attempt history.
&) attempt split, recovering concurrent callers to the
canonical job, then deriving status and draining the DLQ.
3 . @© shipping 8 Marcus Rodriguez  webhooks  reliability ~ 0of 3
Starting on the split.
P
In
as] Finish the concurrent caller recovery test
before you touch the DLQ work.
o Todo 2
(8] HAMSTER HAM-1937 > Recover concurrent callers to the canonical job

® Worked for 3 seconds

HAM-1940 > i i
delivery_attempts is in, unique on delivery_job_id plus Berivestatus andidrain the DLQ

attempt_number, and the intent row is frozen once

written.
In Progress 1

>_ Bash "bun run db:migrate® HAM-1934 > Store immutable delivery intent and append-only atten

1) + Steer the agent... m

08

How do sessions write decisions back as they work?

Tell every session to read the current Brief before each step and to record each decision in
Hamster through the MCP tools. Hamster captures its own actions automatically, and session
instructions capture the decisions a coding agent would otherwise lose when its session ends.

Much of the record fills itself. The Context Graph links each Brief to its Initiative, its Tasks, its
votes, and the conversations that produced its decisions. It updates within seconds of an edit,
and every note, Brief edit, and Task change a session writes flows into it. A delivery’s transcript
stays readable after the run, as a record of what was built and why. Hosted deliveries update
Task statuses and link their own pull requests, and Hamster Cloud pull requests show where the
work departed from the Plan.
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Sessions in your own tools need instructions, because a coding agent keeps no memory of its

decisions after the session ends. The MCP server gives it the tools.

e get_brief reads the current version of a Brief.

e update_task_status moves a Task to todo, in_progress, or done.

e create_note and update_note keep a decision log as a note.

e update_brief changes a Brief's content, status, or owner.

e link_pull_request ties a pull request opened from a laptop to its Brief.

e ask_hamster asks Hamster a question with the branch as context, for example “Which

decisions apply to this branch?”

i,
s

(<]

O XG4~
Here is the chain:

1. The regression was introduced in the v3.2
release PR (tessera-mobile #4128 [blocked]),
which consolidated the Android producer
chain and reordered init so AsyncStorage
could race on cold start.

2. TESSERA-3041 captured the three failure
modes and set the priority/ship date, but it
only referenced the fix tasks — it didn't design
the mechanism.

3. The actual resolution — bounded 4-entry
RingBuffer + persisted-state recovery — was
worked out in the Slack thread. That's where
they traced the root cause to the init reorder
and decided pre-init events would land in the
RingBuffer until storage mounts.

So if you only read the ticket, you would see
"AsyncStorage race - bounded queue fix" as a
task line, but you would miss the path to the 4-
entry bound and the RingBuffer mechanism. The
post-mortem and this brief both treat the Slack
thread as the source of truth for the fix design.

Let's ship..

+  ONi[ Add connections °

%Ef Plan  Context Activity © C O Version 2 O Ready? Refining &

Mobile SDK v3.3 — Android crash recovery
mobile X reliability X sdk X + P Mobile SDK Crash Recovery

Cut the Android crash rate from 1.8% back under 0.5% after the v3.2 regression. 12% of Pro
mobile customers are affected across three known failure modes. This work ships v3.3.0 by
June 5 with a v3.1.4 pin path for customers who need an immediate rollback, and gates the

release on the testing the v3.2 ship skipped.

Context

Android crash rate jumped 4x the week v3.2 shipped and never recovered. The cohort
export confirms the regression is version-bound, not device-bound: every cohort on v3.2
sits between 1.6% and 2.1% while v3.1.4 holds at 0.5%. The Q1 reliability research (312
customers across 18 Pro tier mobile apps) had already flagged Android crash rate lagging
iOS by 1.4 points before v3.2 shipped:; this regression doubled the gap.

Dana's fintech app crashed twice in May during a marketing push. She walked us through it
on a 42-minute call, and her stack traces came back unreadable; the stripped trace is on
this brief. Her follow-up from the 26th added a second ask alongside framework auto-
detect: a longer dashboard-timeout default.

Key decisions already on record, indexed from the team's connections (Linear, Jira, Slack,
the Product Wiki):

TESSERA-3041 (P1, Linear): three failure modes mapped to fix tasks. AsyncStorage race
on cold start (38%), ProGuard stripping the symbol table (24%), ANR on metric flush over
LTE (18%). Decision on the ticket: ship v3.3.0 by June 5 with the v3.1.4 pin path.
TESSERA-1854 (Jira): the ProGuard failure mode. The v3.2 release build stripped the

Put the block below in the repository’s AGENTS.md or CLAUDE.md, and every session in Claude

Code, Cursor, and Codex starts with it.

The decision log note uses the columns from the first guide: date, decision, alternatives

rejected, decided by, reversible, and workstreams affected. Keep one note per Brief, titled

Decision log: <Brief title>, so every session can find it by name.

Intent-driven development on Hamster
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TEMPLATE Session instructions for AGENTS.md or CLAUDE.md

Working from Hamster

This repository is delivered from Hamster Briefs. Hamster is connected through MCP.

» Before each step, read the Brief again with get_brief. Build from the current version.
« Before you start a Task, move it to in_progress with update_task_status.
¢ When a Task is finished, move it to done.

* When you or the user make a decision, add a row to the Brief's decision log note with
update_note.

« Each row names the alternatives you rejected and the person who confirmed the decision.

* If you made a decision alone, ask the user to confirm it before you log it.

« If a decision changes the purpose or scope, tell the user. Do not edit Goals or Scope yourself.
» Put technical decisions on the Brief's Spec, not in the Brief body.

*« When you open a pull request, link it to the Brief with link_pull_request.

» If you are unsure which earlier decisions apply, ask with ask_hamster before you build.

The lead decides how much a session may change on its own. These instructions let a session
log decisions and move Tasks, and they stop it before it changes Goals or Scope. Loosen them
only after the team trusts what its sessions write.

09

How do you review the PR and close the loop?

Open the pull request from the Brief's header, review it on the Brief's Review tab, and vote again.
On the Review tab, Ready approves the pull request on GitHub and Not yet requests changes,
so the review decision and the alignment vote are one act.

The pull request control in the Brief header shows the linked pull request’s state: Draft, Open,
Merged, or Closed. Hamster Cloud links its pull requests automatically and opens them as
drafts, so mark one ready when you want reviewers on it. For work shipped from a laptop, link
the pull request yourself. Click + in the Brief header, choose Pull Request, and paste the URL. A
session can do the same with link_pull_request, and the CLI with hamster brief link-pr.

The Review tab opens on a Tour, a walkthrough Hamster writes for the pull request. It groups the
changed files into named sections, each with a short summary and the real diff. Select code to
comment, and tick Send to Hamster on any comment you want Hamster to act on in a delivery.
Sign in with GitHub or GitLab first, so your comments and decisions reach the code host under
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your name. On Cursor Origin, comments post through the Hamster Origin App, and your vote
stays in Hamster.

The Brief's status follows the work. It moves to Shipping while a delivery runs, and to Delivered
when a Hamster Cloud delivery succeeds or its linked pull request merges. Move it to Done
yourself once someone has checked the outcome against the Goals the team agreed.

The decision at this step is whether the shipped work matches the Brief. Read the Goals first and
the diff second. If they disagree, vote Not yet and say what should change, and the next delivery
can actonit.

2 Brief Plan  Review Activity Ready? @

feat: fail closed on missing regional consumers < dpprove © Reauestchanges

Open’ & Marcus Rodriguez tesseralabs/tessera-app O
Activity & Checks Changes +59 -6

ic} Diff  Tour 3 Files Viewed [0 ]

2 JordanKkim seps, 15
sre/ingest/fan s
@marcus | think this is the right

cutover story, US-East should keep
the old path warm while the hold is

& Marcus Rodriguez sep 5, 207pm

a region has no re Yeah | think that's the right bar. I'll
keep the old path warm through

st, or US-East ¢ Friday, can you glance at the hold

8

window tomarrow?

10

What should run on its own?

Give recurring checks to Routines, and ask Hamster in chat to tell you when something you care
about changes. A Routine is an instruction written in plain English, plus the events or schedule
that start it.

Open Methods, go to Routines, and select New routine. Write the Instructions, then add
Triggers. Event triggers cover Briefs, Plans, Tasks, Initiatives, deliveries, and the connected
repositories. A Routine can start when an alignment vote is submitted, when a Brief's status
changes, when a delivery completes or fails, or when a pull request merges. Scheduled triggers
run hourly, daily, on weekdays, weekly, or on a custom interval. Use Test run before you switch a
Routine on, and read its Run History to see exactly what each run did.

The Library under Methods holds Routines that Hamster maintains, and each one switches on
with a toggle. Fork one when you want to change it.
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For a lighter watch, ask in any chat, for example “Tell me when this Brief is Delivered” or "Every
weekday at nine, list the Briefs waiting on votes.” Hamster sets up a Routine that belongs to that

conversation and posts each result back into it. A run with nothing new to report stays quiet.

Choose the first recurring check carefully. Start with one that reports and changes nothing.
Creating a Routine needs the Manage Routines permission, and Hamster switches off any
Routine that fails five times in a row, so a broken one cannot keep firing.

In flight — 8 Delivering: anomaly detection model rollout (5% - 100%), Stripe Billing migration
(Pro tier), Stripe Billing migration (Enterprise tier), API v2 OTLP ingest endpoint'rollout, multi-
region ingest fanout cutover, insight alert routing to Slack, natural-language cohort builder
MVP, and weekly retention recap email. 3 Refining: ClickHouse query timeout fallback during
shard rebalance, Design System v2.0, and EU customer dashboard localization (DE + FR). 1
Aligned: webhook delivery hardening Phase 2 splitting delivery_jobs from execution attempts.

Waiting on the team — 4 Drafts: GDPR data-residency audit for EU customers, insight card
caching + invalidation strategy, HMAC webhook signature verification rollout, and per-

dashboard query cost limiter (Free tier abuse guard).

Most worth unblocking today —

B Webhook delivery hardening Phase 2
Open this brief to continue working

is Aligned, owned by Jordan, and ready to move to Delivering so the retry queue + DLQ work
that just shipped can go fully operational.

Let's ship...

+ O Ni:L Add connections °

TEMPLATE Three starter Routines

Trigger: alignment vote submitted
When the vote is Not yet, post in the Brief chat. Quote the concern, name the owner, and ask the
owner to answer it there.

Trigger: pull request merged

Find the Brief linked to this pull request. Compare the merged change with the Brief's Goals and
Scope. Post in the Brief chat which Goals the change meets, which it misses, and anything it
changed outside Scope.

Trigger: schedule, weekly on Monday morning
List every Brief in Refining or Shipping, grouped by Initiative. Show its owner, its Ready votes, and
its pull request state. Name each Brief that has waited more than a week on a vote or a review.
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11

Where do Goals and Initiatives fit above Briefs?

Goals hold what the team wants to move, Initiatives hold the commitments that move it, and
Briefs are the deliverable pieces inside each Initiative. The chain runs from Goal to Initiative to
Brief to Plan to Task to pull request, so a lead can trace a merged change up to the outcome it
serves.

Set Goals up in the framework the team already uses. Hamster ships with OKR, OGSM, V2MOM,
AARRR, HEART, and North Star. The chat can set one up from a sentence such as "Set up our
Q3 OKRs. We're focused on activation and revenue."” A measurable Goal takes a metric, a
baseline, and a target, and each period records a target and an actual.

An Initiative names the outcome, an owner, the Goals it serves, and the Briefs that deliver it. It
carries a state, from Draft through Shipping to Done, and a separate health, from Not Started
through On Track and At Risk to Off Track. A Shipping Initiative can still be At Risk, so read the
two together. Hamster'’s sizing guidance is an Initiative of a week or two, made of Briefs of half a
day to a day, which keeps every level closable.

At this level the team decides what it will not do this quarter. An Initiative with no Goal behind it,
or a Goal with no Initiative under it, is worth a conversation before agents start on anything
there.
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i P 3
* © Xi3~
Qo 6:29PM

MARCUS RODRIGUEZ
Looks clean. We would want to see
O

v
5]

3 any long-tail drift before we go.

i
=3 7:29 PM
<
o Dana asked again Friday when

wave 2 ships. @sarah ready to call
©

@ it? 1 would pace the wave gates.
819 PM

@priya-sharma Yes, agreed. @hamster
fold this into the brief!

1Reply 38

B
4
2
?
z
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Brief  Plan Context Activity © Versiona O Ready  Shipping &

Anomaly detection model rollout (5% - 100%)
Problem Statement

Our first-event onboarding flow has a 42% drop-off rate between SDK install and first
event reaching the dashboard. Customers are abandoning at the workspace setup step,
particularly solo founders who hit the dashboard before any event arrives and assume the.
integration is broken.

Goals

+ Reduce onboarding drop-off from 42% to under 15%
« Cut time-to-first-event from 8 minutes to under 60 seconds
« Increase Day-7 dashboard retention by 25%

Proposed Solution

Phase 1: Simplified Flow

* Reduce the install form from 6 fields to 3 (workspace name, app name, primary stack)
* Make team invitation optional with a clear "Skip for now" path
ito-detect solo and str line to a 2-step flow that lands on a live event

preview

Phase 2: SDK Snippet Gallery

+ Pre-built snippets for the top 6 stacks (Nextjs, React Native, Swift, Kotlin, Node,
Python)

A week-one and month-one rollout

Run one workstream all the way through in the first week. Add the next workstream only when
the first one runs from agreed intent without help, and use the rest of the month for Cloud

Agents, Routines, and Goals.

Pick a first Brief that several people care about. A day of work with three opinions behind it tests

the votes, the Spec, and the review far better than a quiet refactor. Keep both automation
switches in Settings > Delivery off for the first week, so the team sees every pause and makes

every call.

TEMPLATE Week one and month one

Week one

« Day 1: Create the workspace. Connect the one repository the first workstream touches. Invite the

people it affects as Reviewers.

« Day 1: Install the plugin in every coding tool the team uses. Run setup in the repository. Confirm

with hamster status.

¢ Day 2: Write the first Brief in chat. Name the owner and the voters. Add the session instructions

to AGENTS.md or CLAUDE.md.

» Day 3: Collect Ready or Not yet from every voter. Answer each concern in the Brief chat.

» Day 4: Settle the Spec. Generate the Plan. Read it as a team.

« Day 5: Deliver. Review the pull request on the Review tab. Move the Brief to Done when its Goals

are met.

Intent-driven development on Hamster
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Month one

e Week 2: Set up a Cloud Agent for the main repository. Start a second Brief in a different stage of
work.

e Week 2: Turn on one Routine that reports and changes nothing.

* Week 3: Group the Briefs under an Initiative. Run two deliveries at the same time.

* Week 4: Add the team's Goals. Link each Initiative to the Goal it serves.

* Week 4: Read the signals. Decide whether to add a third workstream.

How can you tell it is working?

It is working when the record answers three questions without a meeting: what the team agreed,
what it decided along the way, and what it shipped because of both. Hamster keeps each answer
somewhere you can open.

TEMPLATE Where to read the signals

What the team agreed: the Activity tab of each Brief. Every voter's latest vote is Ready.

What it decided: the Spec and the Brief's decision log note. Each decision names who made it.
What it shipped: the pull request control in each Brief header. Every merged pull request traces to
a Brief.

Where work waits: the Briefs list grouped by Status. Look for Briefs that sit in Refining with

votes missing.

How Initiatives are tracking: the Initiatives list, with state and health read together.

Whether Routines help: each Routine's Run History. Switch off any Routine whose output

nobody reads.

Read these monthly next to the leader's scorecard from the first guide. Its five measures are
concurrent workstreams per person, the share of agent work traced to agreed intent, rework,
time from agreement to merge, and review time per merged pull request. The plugin’s retro skill
writes an engineering retrospective from git history over a time window, which supplies the
delivery numbers.

Warning signs show up in the same places. Watch for a Brief that ships with Not yet votes still
open, a pull request with no Brief linked, or a decision log that stays empty while deliveries run.
Each one means the record has fallen behind the work.
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Fix that habit before you add the next workstream. Every workstream added on a thin record
runs from a slightly different picture of what the team agreed, and the review queue pays for the
difference.

Common questions

How do | connect Claude Code to Hamster?

In a Claude Code session, run /plugin marketplace add gethamster/plugin and /plugin install
hamster@hamster-plugins, then /reload-plugins and /hamster:setup. Open /mcp, select
plugin:hamster:hamster, and sign in, and hamster status should report that the CLI is signed in
and synced.

Does Hamster replace Linear or Jira?

No. Hamster works alongside Linear or Jira, and optional two-way sync keeps Briefs and Tasks in
step with Linear projects and issues or with Jira issues and epics. A new Linear connection starts
with sync off.

How do alignment votes work in Hamster?

Each person whose work the Brief changes votes Ready or Not yet from the Ready? control in
the Brief header, and a Not yet vote needs a short explanation. The Brief's Activity tab lists every
vote, concern, and status change, and teammates can also vote from Brief cards in Slack.
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Do alignment votes block delivery in Hamster?

No. Hamster's pre-delivery checks cover the Plan, the repository, the Spec, and any delivery
already running, so the team writes down its own rule for waiting on agreement.

How do | run several coding agents in parallel on Hamster?

One Brief runs one delivery at a time, so run several Briefs at once. Two Briefs aimed at the same
Cloud Agent each get their own sandbox, and in your own tools the Ship skill groups non-
overlapping parent Tasks into waves that run in parallel.

How do agent sessions write decisions back to Hamster?

Through the MCP tools: get_brief reads the current Brief, update_task_status moves Tasks,
update_note adds rows to the decision log, and link_pull_request ties a pull request to its Brief.
Put the guide's session instructions in AGENTS.md or CLAUDE.md so every session starts

with them.

What should a team do in its first week on Hamster?

Run one workstream all the way through. Connect one repository and install the plugin on day 1,
write the first Brief on day 2, collect votes on day 3, settle the Spec and generate the Plan on
day 4, and deliver and review on day 5.
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Run this with your team.

Hamster is free for 10 Briefs a month, with unlimited viewers.

tryhamster.com/get-started

This guide on the web: tryhamster.com/guides/intent-driven-development

Intent-driven development on Hamster
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