A FIELD REPORT - SPRING 2026

I'he Agent
rcosystem.

A tour of the shape of the field — the metaphors we bring to it, the risks inside it, and the
decisions everyone building is actually arguing about.




The questions everyone building agents
18 actually arguing about.

Two metaphors Performance vs quality
The lethal trifecta Managing complexity
Where agents live Metaphors matter

Model vs harness — end of report —




CHAPTER ONE - TWO AUDIENCES, WO METAPHORS

Who is the agent for’?

Hobby

A=)

Two audiences. Two metaphors. Same models underneath — wildly different products.
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The

Three capabilities that are each useful on their own. Combine all three in one agent and an attacker can drain your data with a
sentence of text.

Private Untrusted
data content

MAIL - FILES SECRETS WEB - EMAIL - PDFS

External
commumication

HTTP WEBHOOKS SHELL




CHAPTER THREE - TOPOLOGY

Where agents live.

Three zip codes. Each one gets you different trust, different latency, different blast radius.

A - ON METAL

Local hardware.

YOUR MACHINE

MODEL TOOLS

Yours end-to-end. Private by construction,
limited by what fits in RAM.

B - CLOUD API

Cloud APLI.

NETWORK

s PROVIDER

Best capability, strongest guardrails — trust
boundary at the TLS handshake.

C - SHIPPED

Binaries & software.

CLI APP IDE

DISTRIBUTION

Agents as programs. Installable, sandboxed,
carrying your creds.




CHAPTER FOUR - DIVISION OF LABOR

Model 1s Harness.

A - THE MODEL

What it
knows.

— Reasoning, planning, judgment under ambiguity.
— Deciding which tool, when, why.

— Long-context coherence — staying on the thread.

B - THE HARNESS

What it
can do.

— Loop control, retries, budgets, interruption.
— Tool catalog, sandboxes, permissions, memory.

— Everything around the model that makes it act.

A smart model in a dumb harness acts stupid. A dumb model in a thoughtful harness gets real work done.




CHAPTER FIVE - COST & QUALITY

Performance us Quality.

Not every step needs the biggest brain. Four principles for keeping agents fast, cheap, and correct.

Match conlext lengih to the task. Use deterministic code for §0-90% of the work.
Bundle repeatable steps into skills. Not every task requires max inielligence.

The goal isn't the smartest agent. It's the agent that gets this specific job done, reliably, for a price that makes sense.
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CHAPTER SIX - TAMING THE STACK

Managing complexity.
Every layer you add is a layer that can fail. Every layer you remove is a layer you have to think
about yourself.
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Model Harness Tools / MCP Skills Orchestration Product

The substrate — one weights file. Runtime loop, state, sandboxing. The verbs the agent can use. Repeatable, callable procedures. Plans, handoffs, checkpoints. What the user is trying to do.

-~ FEWER MOVING PARTS MORE LEVERAGE, MORE FAILURE MODES -




CHAPTER SEVEN - THE PUNCH LINE

Metaphors maiter.

The metaphor you choose for the work — not the codebase, not the Ul — shows up in every decision downstream.

The work is a house. The work is a ship.
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Same model, same team — different metaphor. You'll get different architectures, different review culture, different pagers at 3am.




Pick the metaphor.
Watch the irifecta.
Spend nielligence like money.
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