
AGENTS OF CHANGE

AI AS YOUR CHIEF OF STAFF

Building a Personal Operating System in Claude Cowork



T H E  S H I F T  Y O U ' R E  F E E L I N G

YOUR WORK CAN HAPPEN INSIDE OF AI TOOLS NOW.



YOUR FILES
ARE THE SYSTEM.

A folder of plain markdown turns Claude from a chatbot into a 
coworker that knows your work. The folder you set up today becomes 

the system you live in tomorrow.



WHAT IS MARKDOWN?

Markdown is just plain text with a bit of 
structure. A # means 'this is a heading,' 
a dash means 'this is a list.’ 

The file extension is .md



WHAT YOU NEED

The Claude desktop app
Download it from claude.ai. The app — not the website — is what opens your folder.

Claude Pro or Max
Any paid plan works. The free tier is the demo, not the product.

One empty folder
Name it Personal_OS. That's your whole system, to start.



IT ALL STARTS
WITH A FOLDER.

One folder on your laptop. A handful of subfolders inside. That's the 
foundation everything else runs on.



THE STRUCTURE: PARA

Personal_OS/

├── 00_Inbox/        captures, agendas, unsorted

├── 10_Projects/     active work with deadlines

├── 20_Areas/        ongoing — Calls, People, Companies

├── 30_Resources/    reference material

├── 40_Archives/     finished work

├── 50_Personal/     your life, kept separate

├── 99_System/       configuration, the brain

└── CLAUDE.md        who you are + the rules



WHERE THINGS GO
00_Inbox   everything lands here before it's sorted — drop now, decide later

10_Projects   active work with a defined outcome and an end date

20_Areas   ongoing responsibilities — Calls, People, Companies, Keynotes

30_Resources   reference you'll look up later

40_Archives   done — out of the way, still searchable

99_System   context, profiles, prompts — the brain



PROJECTS HAVE ENDINGS.
AREAS DON'T.

That's the only filing rule you need. Everything else follows from it.



ONE FILE TELLS CLAUDE
WHO YOU ARE.

CLAUDE.md sits at the root of your folder. Claude reads it before 
every conversation, so you never re-explain yourself.



WHAT GOES IN CLAUDE.md

Role   what you want Claude to act as — your chief of staff

Who I Am   name, title, organization, the context that never changes

Core Behavior   how it should work — edit directly, stay concise, ask before deleting

Architecture   your folder layout, so it knows where things live

Task Schema   the YAML shape of a task — status, due date, priority



WHAT GOES IN CLAUDE.md



T H E  H I E R A R C H Y

PROJECT-LEVEL CLAUDE.md FILES ROUTE CONTEXT.

Personal_OS/CLAUDE.md

   who you are, vault structure, hard rules

└── 10_Projects/Brand_USA_FY27_Business_Plan/CLAUDE.md

      project goals, stakeholders, deadlines

└── 20_Areas/Keynotes/CLAUDE.md

      speaking voice, format conventions

└── 99_System/CLAUDE.md

      system files, profiles, prompts

W O R K  I N  A  F O L D E R .  C L A U D E  K N O W S  T H E  R U L E S .



CLAUDE.md FOR AN INDIVIDUAL PROJECT



OPEN COWORK.
POINT IT AT YOUR FOLDER.

The desktop app works directly inside that folder — reading, editing, 
and filing as you go. Set the model to Opus 4.8 and point it at your 

Personal_OS.



CONNECT THE TOOLS
YOU ALREADY USE.

Settings → Connectors. Toggle on Outlook, Google Drive, Slack —
the same integrations you'd wire up by hand, set up in a click.

Outlook Google Drive Slack Chrome



SET IT UP IN ONE SITTING
1   Download the Claude desktop app

2   Create one empty Personal_OS folder

3   Point Cowork at it — model: Opus 4.8

4   Settings → Connectors: turn on your tools

5   Ask Claude to interview you and build the structure

 (Paste in https://janetteroush.com/personal-os for a shortcut)

6   Test it — "Build my agenda for today"

https://janetteroush.com/personal-os
https://janetteroush.com/personal-os
https://janetteroush.com/personal-os


JUST ASK.
You write what you want in plain English — "build my agenda," 

"prep me for this call," "run my shutdown." Cowork turns the 
sentence into the work.



MORNING

ONE LINE. YOUR WHOLE DAY.

You type:  "Build my agenda for today"



END OF DAY

CLOSE THE DAY. TEE UP TOMORROW.

You type:  "Run my shutdown"



WHEN IT ANNOYS YOU,
TELL IT.

Tell Cowork what landed and what to change, then ask it to update 
your CLAUDE.md. It rewrites its own rules — the system gets more 

like you every week.



DO THIS TODAY
→ Let Claude file things automatically

→ Use the inbox liberally for anything unsorted

→ Write a rule whenever something annoys you

→ Archive finished projects so context stays clean

→ Use it tomorrow — the system compounds only if you do



READY TO GO DEEPER?
Claude Code adds typed slash commands, automatic memory, and 
live data connections. Same files, more power. Full walkthrough at 

janetteroush.com/personal-os-3.



WHAT'S YOUR FIRST WORKFLOW?

Let's talk.
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