Garry Tan: Own Your Intelligence
Y Combinator

42 minutes 08 seconds. Play the full video before the presentation begins.


https://youtu.be/eRrc1pUY5oU?si=Xb6O9dCRIE983HrU
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Want your work to keep moving?
Give Codex one real mission.

Today: connect the project, map the work, speak the task and approve the first batch.

You keep judgment and approval.
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THE IRON MAN OPERATING MODEL

You are the mission owner.

Codex Is the suit.

You provide the mission, judgment, creativity, responsibility and approvals.

®

Codex researches, plans, creates, checks, documents and continues approved work.

Kairali Al Method - 13 August 2026



WHAT IS IN IT FOR YOU

You leave with your suit working.

Your project opens Your work becomes One mission starts
visible
Company account, correct project and Approved folders, Drive files and Codex recommends one real task and
startup test passed. delegation rows become one a bounded first batch.
inventory.

Ambuj runs the group. The Setup Helper handles the machinery.
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YOUR OWN WORK BECOMES THE MISSION

Codex can help close your own assigned list.

357 318 269 263

Sunaj Anupam Astha Deepu

194 124 42 15

Satyam Vikash Shadab Rohan

Locked rollout snapshot. Trusha: 2. Shadab also has 51 Shopify tasks on the specialist sheet.

Choose the task. Codex works. Proof closes it.

No invented exercises. Start from work already assigned to you.
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PROOF - RESULTS ALREADY ACHIEVED

Two Shopify stores. Four days. One person.

82 200+ il 2

verified line items discrete actions days stores

Zero money spent without approval. Every change has

proof.

Abilash ran this himself. The rollout exists so each employee can apply the pattern to their own work.
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PROOF - THE SAME BRIEF, =56x LIGHTER

The operating files ended repeated cold starts.

109,771 1,967 =~56X% 5

tokens before tokens after reduction common files

Measured with the 0200k base tokenizer after the

restructure.

The files remember operating state, so a new session does not start from zero.
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WHERE WE ARE NOW

Three things keep wasting our time.

Work is scattered Drive, local folders and delegation rows are not yet one map.
& . . The answer sits in memory or an old chat, so the same
Decisions repeat .
question returns.

Done has no proof A change is called complete before the result is checked.

First make the work visible. Then let Codex act inside approved boundaries.
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PROOF - THE D-130 LOOP

One recorded fact ended the repeated question.

The question returned Four references to one campus kept reappearing in new chats.
One authoritative answer moved from memory into shared
JAS) The fact was locked /
context.
Contradictions now stop New evidence can reopen the decision; repetition cannot.

Write the decision once. Future sessions spend time on the next real task.
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OWNER AMBITION - NOT A RESULT

From 1x toward 800x
capability.

Not 800x more typing. More approved work completed through repeatable workers.

AMBITION ONLY - NOT ACHIEVED OR GUARANTEED

We will measure completed work, time, proof and errors—not slogans.
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60-SECOND DEMONSTRATION

Do you want a system like
this?

Watch one minute. Then see how Kairali makes it controlled and repeatable.

LET ME SHOW YOU HOW - PLAY 00:40-01:40
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https://www.youtube.com/watch?v=yc8qbcIMZVg&t=40s

CONTROLLED AUTONOMOUS LOOP

Mission - work - proof -
next ruling.

Codex continues only inside the task, sources, tools and permissions you approved.

THE HUMAN RULES - THE SUIT EXECUTES

Stop for access, publishing, deletion, security, Gate 0 or any new authority.
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THE SUIT'S CONTROL SYSTEM

Five files hold the work. Three rules hold the line.

CURSOR REGISTER
one mission live every open row
EVIDENCE ONE

proof attached task at a time

Separate state per worker. Shared facts stay read-only.

TODAY

current batch

<25

per batch

These files make autonomy resumable.

One worker, one live task. A supervisor reports drift; it does not silently rewrite.

LEDGER

closed result

PROOF

or not done
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THE SUIT HAS HARD STOPS

Evidence, locked facts and Gate 0 prevent drift.

Evidence proves done Before, after and undo. A saved setting is not proof.
One owned source. New evidence may reopen it; repetition
Locked facts stop loops Il >
may not.
Medical, dosage, certification, legal and spend are flagged—
VA Gate 0 stops . . < P 2
never fixed.

Autonomy ends wherever human judgment or new authority begins.
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SETUP - THE HELPER RUNS FIRST

Do not troubleshoot the machinery yourself.

Open ChatGPT or chatgpt.com.

Start a blank chat with the approved company account.

Use the complete Setup Helper card.

Paste the full message exactly. Do not shorten it.

Follow one visible action at a time.

The helper checks, acts and verifies. You do only the login, account choice or permission it cannot.

I am stuck setting up my Kairali AI workspace.

Be my Setup Helper.

Done when the helper checks what is already installed and names only the next visible action.
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UPDATES - CHECK THEN APPROVE

A new release does not overwrite your work.

Check the latest approved release.
CHECK FOR KAIRALI UPDATE is read-only. The Setup Helper reports versions, changes and preserved files.

Approve only at a safe checkpoint.

A live task defers. Otherwise say UPDATE NOW. The helper backs up, verifies hashes, updates managed files and validates.

@ Done when version + receipt + preserved state agree. A live task shows DEFERRED.

Fetch/Pull syncs one repository only. Core, reference kit and approved skills update separately. Monitor
proves the batch.
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SETUP - COMPANY APPS

Connect approved Gmail and Google Drive Apps.

e Open Settings —» Apps.

The helper searches for the approved company App. If Apps is disabled, it records the workspace blocker.

Connect approved Gmail.

You choose the company Google account and read the requested access before approving.

Connect approved Google Drive.

Start a new Codex task after both Apps are connected.

Confirm Gmail and Google Drive are connected. Name one approved company item from each. Change

nothing.

Done when Codex names one approved company item from each App.
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SETUP - EYES AND HANDS

Give access only where the work lives.

ON A MAC ON WINDOWS

The helper opens System Settings. You approve one requested The helper keeps the company folder and target app visible. You

COMPANY PROJECT + ASK FOR APPROVAL COMPANY PROJECT + VISIBLE TARGET APP

Below the prompt, keep permissions on Ask for approval.

Approve only the company folder, app or website you understand.

@ Done when Codex reads the project and asks before leaving the approved scope.

Never treat tool availability as permission.
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SETUP - IN-ROOM VOICE

Let the helper prepare Wispr Flow.

ON A MAC ON WINDOWS

The helper checks Applications first. If missing, it opens the official The helper checks Start first. If missing, it opens the official download.

CHECK - ONE ACTION - VERIFY CHECK - ONE ACTION - VERIFY

You use the company-approved sign-in choice shown by Ambui;j.

Approve Microphone and Accessibility only when the selected feature requests them.

@ Done when one short spoken sentence appears correctly in a safe text box.

Never dictate passwords, one-time codes, private HR, banking or Gate 0 content.
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SETUP - SPEAK TO THE SUIT

Speak. Review. Then send.

Click inside the Codex message box.

Make sure the cursor is blinking where the words should appear.

Use the Wispr shortcut shown in its tutorial.

Say the mission slowly. Stop speaking when finished.

Read the transcript before sending.

Fix names, numbers and task IDs. Then press Return.

Read AGENTS.md and MASTER_CURSOR.md. Tell me the one live task, or say NOT SET. Change nothing.

You speak the mission. Codex executes only after you send and inside the approved task.
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SETUP - IN-ROOM REMOTE

Put ChatGPT on your phone. Pair Remote.

Let the helper confirm the official mobile app.

Use the App Store or Google Play. Install ChatGPT by OpenAl and sign in to the same company workspace.

Pair the computer.

The helper opens Settings — Connections - Control this Mac or PC. You approve and scan the QR code with the phone.
@ Done when Remote on the phone shows this computer and opens a safe task.

Keep the computer awake and online, with ChatGPT/Codex running. Availability may depend on company
settings.
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OPTIONAL - CHROME REMOTE DESKTOP

Reach your work computer from home.

Ask Ambuj/IT. Open Chrome -
VAN 1 - Set up on the work computer remotedesktop.google.com/access — Download — install -
create a private PIN.

. . Keep the work computer powered on, awake and online. Lock
JAN) 2 - Leaveit ready before going home _
the screen; never share the PIN.
Open the same address in Chrome - sign in to the approved
VAN 3 - Connect from the home computer company Google account — choose the computer — enter the
PIN.

OPTIONAL - Full remote control. Use only with company approval. Disconnect when finished. A

dimmed computer is offline or unavailable.

Kairali Al Method - 13 August 2026 22



INVENTORY - BEFORE THE SCAN

Approve work areas. Exclude personal data.

Include approved company sources Exact local work folders; connected company Drive account.
Exclude sensitive areas Personal folders, passwords, HR, banking and private records.
Medical, dosage, certification, legal and spend material is
VA Gate 0 stops here . : Lhee >
flagged—not inventoried or fixed.

Read-only means: no rename, move, delete, edit, upload or sharing changes.
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INVENTORY - AFTER SCOPE IS APPROVED

One index. Three local files. Durable cursor.

CSvV SUMMARY CURSOR 25
future-searchable coverage + query safe resume point items per batch
index guide

PROMPT - TEST 25 = SETUP - FULL DRIVE =

HOMEWORK

Metadata only. Use stable item IDs, batch <25 and checkpoint every batch. FULL DRIVE continues until each supported scope has no next page. TEST 25
proves setup only. Save CSV + summary + final cursor. Change nothing in Drive.

Kairali Al Method - 13 August 2026 24



FIRST SUCCESS - IN THE ROOM

The scan starts. Then Codex recommends one
real mission.

Employee Codex Ambuj

Approves locations, reviews Codex’s Reads the inventory and delegation. Sorts: Runs the group, troubleshoots access and
recommendation and approves the ruled autonomous, needs review, or blocked. keeps everyone on the same step.

task.

PROMPT: Read my delegation rows and My Work Inventory. Recommend one task ID and a first batch of no more than 25.

Change nothing yet.

Setup Helper handles machinery. Abilash rules owner and Gate 0 decisions.
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THREE-WORKER GO-LIVE CHECK

Two required. One optional. Show the proof.

EMAIL LIVE: approved Gmail + time zone + pilot + mode + automation + validator.

LIVE: FULL DRIVE INDEX ends every supported scope in <25 batches - CSV + final cursor +

DRIVE validator. TEST 25 = setup only.

OPTIONAL LIVE: schedule + local @Computer proof + YOUR TURN ON LINKEDIN + manual <25

OPTIONAL :
pilot + queue. Human sends.

AVAILABLE IN KIT # LIVE FOR YOU

EMAIL DRIVE LINKEDIN

Required - schedule proven Required - full index proven Optional - live or declined
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