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Day one, a 
stale README.
New hires wait. Seniors repeat themselves. Every hire, from scratch.

Slow Expensive Inconsistent



The problem, measured

This isn't a hunch.

58%
of a developer's time goes to understanding 
existing code, not writing it

Xia et al., IEEE TSE 2018 · 79 devs, 3,244 hrs

82%
say the hardest part is knowing why the code is 
the way it is

LaToza et al., ICSE 2006, Microsoft



And the fixes don't scale

Docs go stale. Mentors get interrupted.

New hire, day one

Wiki

Goes stale within weeks

Senior dev

Interrupted, every hire

Trial & error

Slow, inconsistent

AI-only tours don't fix it either — 57% comprehension vs 83% with a human curator.

LACY — industry deployment, Beko (arXiv 2603.25391)



The solution

One command inside Bob IDE.

Personalized

By role, experience, and start date

Grounded in code

Every claim cites a real file and line

Never self-graded

Deterministic checks, then a human

/onboard @instances/northwind-labs/instance.yaml



The pipeline

Six stages. One human gate.

Intake

GENERATE ×4

Company & Role

Tech Stack

Architecture

Issue Scan

Verify
Approve

human gate
Render Send

Nothing renders or sends until a person approves.



Live — Stage 1 Intake

Point it at a codebase.



Live — Stage 2–3 Generate + Verify

Four subagents. Real issues.

10 issues found



Live — Stage 4 Human approval

A person has to say yes.



Live — Stage 5 Render

PDF, video, context — rendered.



Live — Stage 6 Send · Email MCP

Delivered — with proof.



Application of technology

Built with Bob, end to end.

A Bob skill, not a script

/onboard runs the pipeline; /build-pipeline rebuilds the workspace 
itself

Agent mode, end to end

Four subagents generate in parallel under one Bob task

Bob built its own tool

It wrote the email MCP server, and ran its own fix loop on failures

Every run, logged

Task summaries screenshotted in bob_sessions/ for this exact run



Impact

~20 min
machine time, this run

vs. 20–40 
hrs
expert time per hire, industry baseline
LACY — Beko pre-study survey (arXiv 2603.25391)

Plus about one minute of human approval. The narrated video is the slowest stage — and it's optional.



A generic core. 
A folder per client. 
A human in control.
One proof-of-concept hire so far. The pipeline itself is generic — a new client is a 
folder, and Bob rebuilds the workspace from its own spec.

/build-pipeline · instances/<client> · Team Onboard


