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From one model to teams of humans and agents

GENERATIVE Al

a question, an answer

Wave |

one human, one model, one

answer

AGENTIC Al

orchestrator

one agent runs the plan

Wave Il

an orchestrator, many models, many tools

HUMAN-AGENT SYMPHONY

many humans, many agents,
shared work

N
I” \\\
:I \A A/ ‘
'I one job -
Q "™ O
O —_—
every override recorded
\ 4

p B
Wave Il - the
symphony
many humans + many agents,
one problem
\ /

In regulated work this becomes a regulatory problem that gets re-engineered on every single project.
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— THE SCALE THAT IS COMING

One agent today. Thousands torun.

TODAY THIS YEAR AND,. ON,, 'ANDI  ON| 1" (3.2 o

A ' A3
WA ¢ . at v
b d SO T A 1
Pes Pon o ; , ; e e p ool ofi ‘affle ey Bos R o) o lh o o
R 2l o0 ol R A T ....@t%,.‘..}.' -l A.’..:._.?.fr.l..':‘ 4 e e
'!' '!' ',' ',' '!' "' g b oty ofe ot o B U5 L “‘w""‘-3..!":""-?‘:?"7" '*"ll"l‘t““, ""._7_' 3
: -8 My e

e s ol o8 SR Mt ML ..;,:;..!,....!.:..__I.'.f._..*-‘.?.'._,.'..‘&.:T{...‘..g;'l.‘ ?.'..‘"';:u.--‘. 5 »
_ g | cilecis o~ 4 ......._.... ..-_ ‘:'.-"’."".‘."E * _:'." 2es) ; '
—p g G G B BB °—> ?1,?‘,1.. R T ST
sk o b o R R S

one agent dozens per team hundreds, then thousands

one owner, one workflow each with its own gates and log one est'été':""i'dén}:ilty,_gate_s, Tecords;«cost: v

WHAT HAS TO SCALE

the governance

identity, gates, records and cost per agent
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— THE ENGINEERING SHIFT

One piece of work, many hands on it

NOW -"Al COILLABORATIVE SYSTEM

[QHEIN delegates corrects

team lead \ reviewer
@ ' l the work

) draft v3 - in review hands off

one person, one model, one chat e drafts -

.
. raii .
drafting agent @ follow-up agent

policy database

who did what? in whatorder ? on whose authority ?
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— THE OPERATIONAL COST

30 seconds to query,
reconstruct

TODAY - THE DIG

the runbook - the theory helpdesk thread

the Slack thumbs-up apProva ticket comments
webhook tail - timestamps only

~45 minutes

of careful digging : 4 tools - half the shards missing

=

45 minutes to

WITH ONE SHARED RECORD - THE DISPLAY CASE

task.create artefact decide.override

the ask ] the draft] the decision

chained by fingerprints - tamper-evident

~30 seconds

one query - verifiable years later

45 minutes of archaeology for a ten-second decision. CHAP turns the dig into a query.
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Human judgement remains the highest-value

signal
Evidence Training data Accountability
proof that human oversight actually the exact correction that would fix who decided, under which policy, and
happened the agent why
Today it vanishes into 't thre tribal memory

Approval. Correction. Override. Abstention. Escalation. Every one of
them is worth capturing.
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Only what is written can be replayed, verified

The oldest lesson in collaboration Computing keeps re-learning it

TCP/IP machines got a shared language

J J J J J HTTP documents got one

0IDC identity got one

MCP agent-to-tool got one

For a thousand years, music died with its players. Then
agent-to-agent got one

notation.

human-agent work gets its
written form

CHAP is musical notation for the human-agent symphony.
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Shared work needs a shared language

WHAT A RECORD HAS TO SURVIVE

2 explicit
a chat thread i
WL Ta observable
&
®
1§ ]
B portable
one form that outlives all of them
teams, tools and agents change - the record stays a. shared

CHAP ANSWERS ONE QUESTION

written down as it happens

visible to whoever is accountable

travels across tools and teams

one vocabulary for everyone

What are the smallest building blocks needed to describe how people and agents work

together?
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— THE CONCEPTUAL MODEL

Inside a workspace: five nouns

- >

@ draft draft

— o agent :bot#v3 i
human:alice service:coordinator

override

Wsp_support

membexrs: 3

rules: core + review o .
tsk_48219 tsk_48244

/

O
O join ®—— 0 create —@&—— ) update —@— (O complete —&— O override append-only - J

1 Workspace - the room, rules on the door 2 Participants - typed badges 3 Tasks : the tickets 4 Artefacts - what's made

5 Evidence log - the memory
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— THE MANDATORY CORE

Seven verbs, all mandatory

4 =
workspace.describe participant. join participant.leave task.create
Read the placard on Sign the visitor book Sign out Hand over the job
the door ticket

A v D

= Core
task.update task.complete audit.read
. . everything mandator
The progress call The delivery note Replay the flight JEEHS 4
recorder
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Five sentences every team needs on

‘Please look at this before it ships.’ B review.request

‘I fixed it, and here's why.' S decide.override + the diff

‘This isn't my call to make. B8l abstain.declare

‘This new bot isn't trusted yet.' =4l modes: shadow - trial - production

‘Prove what happened, two years on.’ EM audit.read - verified chain

R the reviewer T the botitself O opslead A the auditor

Seven verbs are the Core. The optional profiles let you say the rest.



— ELEVEN OPTIONAL PROFILES

A small core. Everything else orbits It.

identity-vc . .
@ security-signed-

deliberation.
. modes
whisper
identity-oidc 8
P - g
', CORE ‘._ . handoff
- Cyreview *
. routing audit-scitt

control

® workflow
® identity & trust
® operations

Versioned, optional, advertised on the door. Add a planet when you feel its pull.
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Everything anyone says is one

P~

"jsonrpc": "2.Q",

madt: SO THZOYND =

"method": "task.create",

"params": {
"workspace": "wsp_support",
"from": "human:alice@acme.io" ,
Lot . "agent:triage-bot#v3" ,
i of - "2026-05-17T09:14:22Z" ,

"kind": "draft_response",
"input": { "ticket_id": "INC-48219" }

Boring is what interoperability feels like.

BRIGHT
B=AM

typed names

4 required
fields

boring on
purpose

human: - agent: - service: - and agents
carry versions

room - speaker - addressee - time.
Everything else is optional.

If you've written an MCP client, you
already know this wire.



— THE SHAPE OF A SESSION

A task, tracked like a parce

® O © O © ©

workspace.describe participant.join task.create task.update task.complete audit.read
describe the room people join delegate the work progress + cited tools deliver, request review query the history
AND THE STATES, LIKE PARCEL TRACKING tsk_01HZ9YX7 ® in_progress
;]a with a profile in play
[ reviewed - overridden
created in_progress completed abstained - escalated
order placed out for delivery, with pings delivered, signed for
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— WHERE THE VALUE COMPOUNDS

Human judgement compounds into digital intelligent

live work
A o
,/ N Every human decision becomes structured evidence.
/ \
CONTINUoOus [. d " The evidence shows where agents perform, fail, and
mprovement uagemen .
P INTELLIGENCE \JY99 still need people.
OPERATIONS
\ »
N\ g [ Captured at source, as it happens.
~ ks 4

evidence
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules:core +review ® — LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. A human delegates the task

{ "method": "task.create",
"params": { "from": "human:alice@acme.io",
"assignee": "agent:triage-bot#v3.2",
"kind": "draft_response",

"input": { "ticket_id": "INC-48219" } } }

&. Delegate) Cited tool Draft Review Human decides Recorded

A human delegates. The ticket carries structured input and a named assignee, and the room checks that assignee is actually a
member before it accepts the task.

- <« Back Reset step1/ 6
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules:core +review e — 0 — LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. The agent uses a cited tool

{ "method": "task.update", "params": { "state": "in_progress",
"citations" : [{ "kind": "mcp_tool_invocation",
"server": "order-lookup",

"input_hash": "sha256:41ab..",
"output_hash": "sha256:c88e.." }] } }

&. Delegate) k. Cited tool) Draft Review Human decides Recorded

The agent uses a tool, and the call is cited inside the record: which server, which call, and fingerprints of what went in and what
came back. The tool call is evidence in its own right.

- <« Back Reset step 2 / 6
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules: core + review [ ] ® ® ® LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. The agent produces a draft

DRAFT - confidence 0.91
"We sineerely-apolegise forthe-extreme-delay... your order is in transit and will arrive within three business days. We deeplyregret

n

(. Delegate) (. Cited tool) Review Human decides Recorded

The draft arrives with a confidence score. Read it: two apologies for a parcel that is simply on its way.

- <« Back Reset step 3/ 6
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules: core + review [ ] ® ® ® ® LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. The agent requests review

{ "method": "review.request",
"params": { "from": "agent:triage-bot#v3.2",
S gy "human:alice@acme.io",
"artefact": "draft_response",

"depth": "full_review" } }

Q. Delegate) L. Citedtool) { . Draft | ( . Review | Human decides Recorded

The agent hands it over for review. It reaches the customer only after a human has answered.

- <« Back Reset step 4 / 6
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules:core +review [ ] ® ® ® ® LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. The human changes the answer

THE HUMAN'S VERSION

"Thanks for following up. Your order is in transit and should arrive within three business days.”

reason: “Too apologetic for a routine tracking question.”

(. Delegate> (. Cited tool> { . Draft | (. Human decides> Recorded

The human rewrites it in the tool they already use, and types one line of reason as they save. Ten seconds of work.

- <« Back Reset step 5/ 6
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— DEMO - IN NORMAL WORK

A support ticket, from draft to decision

chap - wsp_support_triage rules: core + review [ ] ® ® ® ® ® ® LIVE

SCENARIO acustomer asks “where is myorder?” - alice supervises ' triage-bot drafts - six envelopes, one chain

. CHAP records the decision and its reasoning

{ "method": "decide.override", "params": {
"from": "human:alice@acme.io", "intent_preserved": true ,
tdifft": [{ "op': "zeplace”., "path™: !/body"., "value®: "Thanls for following up.* }I].
"rationale": "Too apologetic for a routine tracking question."”,
"tags": ["tone-softened"], "policy_refs": ["support-tone-v2"] },
"evidence": { "prev_hash": "sha256:9f3c.." } }

( . Delegate/‘ \. Citedtool/ . Draft | ( . Review ) \\. HumandecidES/ \. Recorded/'

And the save is the record: the change, the reason, the tag, the policy, chained to the draft it corrects. The work produced the
evidence as it went.

- <« Back Reset step 6 / 6



— THE FIVE REVIEW ACTIONS

Each decision says something dif

v

Approve

the reviewer accepts
the artefact

decide.approve

BRIGHT
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x 0 <

Reject Override Abstain

returned without a a replacement and the lacks authority,
replacement reason evidence or confidence
\_

Five buttons for the human. Five different signals.

T

Escalate

sent to the right
authority

escalate.raise
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— INSIDE AN OVERRIDE

An override records the correcti

"method": "decide.override",

"params": {
rasldt el 0 IHZGYX T
"from": "human:alice@acme.io",
"intent_preserved": true,
Sehlimr™ e [ Yeets Mregeilaeat, YosndaE PAloaeky™

"value": "Thanks for following up.." }1,
"rationale": "Too apologetic for a
routine tracking question.",

"tags": ["tone-softened"] ,

"policy_refs": ["support-tone-v2"]
o
"evidence": { "prev_hash": "sha256:9f3c.." }

A corrected document shows the result.

i b

99 rationale

© tags

intent_preserved

¢2 prev_hash

astandard JSON Patch - a machine can re-
apply the fix

the reason, in the human's own words

the team’s own vocabulary — the axis you
aggregate on

true = same decision, better words - false =
a different decision

chained to the draft it corrects: a record
rather than a memory



—— FROM ONE DECISION TO THE WHOLE RECORD

The evidence log becomes an intelligence datase

model or agent version

task type

one evidence log
Q decide.override Q approve
O abstain.declare O escalate ¢

every decision, in a consistent form

policy

reviewer role

query decision type

/I

override tag

Cut it any way you like. The log already holds the answer.
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— READING THE TREND LINES

Different patterns point to different fix

/‘ Refining overrides clim retrieval templates phrasing

/\/\/ Substituting overrides climb —p missing context ambiguous policy

_,_,_l_® Abstentions climb —Pp authority boundary review routing

The backlog stops being a guess. The evidence names the lever.
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— FROM EVIDENCE TO AUTONOMY

Evidence is what allows autonomy

O

n |

Who can act

who may do this work at
all

CHAP makes this map of authority visible through the work itself.

BRIGHT
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Who must review

and how deeply, for work
of this risk

a

Who is
responsible

a named person rather
than a team inbox

-

i

What evidence
earns autonomy

what results earn
independence

®

Howit is
withdrawn

paused or removed at
any moment



— TWO FORMS OF HUMAN INVOLVEMENT

Small questions get a timer. Big decisions get a
vote.

whisper @ /‘C deliberation 2 2 2
‘the tap on the shoulder’ ‘- ‘the jury room’
'Form says the 17th, photos say the 19th. Which date?’ TULET MSIghtad VOER .= 20
other rules: all_approve - quorum:N - with veto
v answered ini2s + handler 1.0 + senior 1.5
© Ifitlapses, the safe default fires X veto? stays in the log, with its reasoning
0 bar: 2.0 votes: 2.5 - passed
The outcome is computed rather than remembered. T he minority
view stays in the log.
whisper.ask - whisper.answer - safe default deliberate.open - comment - vote - close
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—— WORK THAT MOVES BETWEEN PEOPLE AND AGENTS

Hand-off without losing context

handoff

‘the shift handover’

tsk_88 + tsk_91

context: 88 waits on the lab,
o1 needs supplier sign-off

end of shift context rides inside the envelope Picks up next

accept - atomic decline - suggest someone

The chart travels with the patient.

handoff.propose - handoff.accept / handoff.decline

BRIGHT
B=AM

routing
‘the triage desk’

4 '

low risk 5% spot-check
/ ) ’
i e N

medium of flaoe standard review

rules \ ,
( ™
high risk l full review + senior
\ S

Risk decides who reviews, and how deeply. The policy
gets audited as well as the people.

task.route - review.depth - escalate.auto



— SHADOW, TRIAL, PRODUCTION

A new agent earns trustin

shadow works beside the old flow - its drafts stay internal
trial output ships - a human reviews every single piece

production trusted - reviews drop to risk-based sampling -
demotion is one call away

the brake pause - snapshot - roll back - clamp - one audited call
each

Promotion is argued from the log.
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—— DEMO - THE ASSURANCE QUESTIONS

A claim that can answer the assurance questions

Chap @ wsp_claims_review rules: core + review + whisper + routing + deliberation + signed + scitt LIVE
FOUR Who sent this? - |s that really the reviewer? - s the signer qualified? - identity, credentials, signatures and the evidence
QUESTIONS Was the log rewritten? - chain answer all four

000-001 002 003 004-005 006

participant.joi task.create task.route + whisper.ask / task.complete

n x2 CLM-20441 - hint: review.depth answer €4,120 draft - cites

human:claims- —=— Criticality high —(=— ->Claims-bot - review: _~_ ‘whichdateofloss?’ _~_ its MCP tool call

handler - O sealed full - photodate-12s QO tool call cited

agent:claims- O decision logged O answered in time

bot#v4i

QO chain start

The delivery note: a €4,120 settlement draft with 0.83 confidence. The bot's MCP tool call to the policy database is cited
inside the record: the server, the call, and fingerprints of its inputs and outputs.

- <« Back Reset beat 5 / 10
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— DEMO

A claim that can answer the assurance questions

chap - wsp_claims_review

FOUR
QUESTIONS

plete

ft - cites
Jl call e
1 cited

007
review.request

full review - the
handler

O sealed

THE ASSURANCE QUESTIONS

e B
008
decide.override
€4,120 - €4,950 -
policy VUL-3
QO THE killer entrxy

" S

Who sent this? - Is that really the reviewer? - |s the signer qualified? -
Was the log rewritten? -

rules: core + review + whisper + routing + deliberation + signed + scitt

chain answer all four

009-011
deliberate.open
/vote/close

rule: weighted 2.0 - 1.0
+15 v

O outcome computed

—O—

012-013
task.create /
complete

credit memo CLM-
20441-C

O sealed

—O—

LIVE

identity, credentials, sighatures and the evidence

Six months later, the regulator asks. One replay returns all fifteen messages; the fingerprint chain re-verifies end to end; public-

log receipts prove nothing was rewritten. The 45-minute scavenger hunt is now a 30-second answer.

Reset

~
014
audit.read +
verify
15 messages - chain
intact - receipts v
QOO VERIFIED
4
beat 10 / 10



The same seven verbs, from a laptop to a factory floor

£ ) PY
h h ./

One developer A support team A regulated line
a code-review bot that learns from forty drafts a day, risk-routed a 3am release, signed and
its overrides A replayed
core + review + credentials + signed + public log
EU Al Act - Art14 & 12 NIST Al RMF GMP Annex 11 DORA SOX-404 HIPAA

CHAP produces the evidence these regimes ask for. The compliance case stays yours to make.
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—— BEYOND ONE COMPANY

A protocol only becomes infrastructure when
others build on it

<[> ©

Open specification Working reference code Compatibility checks
every method and profile, in public runnable implementations you can 21 ready-made checks: does your
T T e start today build speak CHAP?
Apache 2.0 ready to run

Independent implementations will close the gap.

e v0.2 public draft > 1.0 T hat requires engineers beyond Brightbeam to test and challenge
CHAP.
2 * 2 =
-‘-
® 2 2 @ = i
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FOR THE BUILDERS

Five minutes to a runr

$ git clone https://github.com/BrightbeamAI/chap
Clone $ cd chap/reference/core && npm install
the public repository $ npm run start:demo

CHAP Core - http://localhost:8080/chap

Install
a single package

curl -s -X POST http://localhost:808@/chap \
-H 'Content-Type: application/json' \
-d '{"jsonrpc":"2.0","id":"1",
"method" : "participant. join",
Send the first envelope "params": {"workspace": "wsp_demo",
plain curl is all you need "from" : "human:alice@acme.io",

Run
the reference server, locally

"role":"reviewer"}}'

Join the agent, create a task, read the audit. The whole loop.
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— PRACTICAL COMPOSITION

It works with whatis th

O Running MCP? ** Running A2A?

ships as an MCP server: every verb a tool ships as an A2A agent: every verb a sKill

tools: chap.task_create - chap.decide_override - AgentCard.skills: ["task.create", "review.request", ..]

chap.audit_read ..

Using an agent framework?

Bridges wrap the human-input boundary in about three lines.

LangGraph Llamalndex Pydantic Al AG2 Google ADK

BUILT ON EXISTING STANDARDS JSON-RPC 2.0 - JSON Patch - OIDC - W3C VC - IETF SCITT
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— THREE ASKS .

01 02 03

Tryit Share it Build on it

2

‘The Human-Agent Symphony will not emerge simply because models improve. It emerges
when the collaboration layer becomes explicit, observable, portable and shared. CHAP is a
proposal for that layer.’

BRIGHT

B_AM Thank you. arsalan.shahid@brightbeam.com chap.brightbeam.works github.com/BrightbeamAl/chap

Cite: Shahid, A., Suttie, G. & Black, P. (2026). Collaborative Human-Agent Protocol (CHAP): an open protocol for auditable,
structured multi-human and multi-agent collaboration. Brightbeam AI - arXiv:2606.@9751 - CC-BY 4.@ (spec) - Apache 2.0 (code)



