Al Deliberation
& Vibe Coding

model: "quorum-standard"

The onelineinthe app you generated that decides how hard its hardest
question gets argued. Point baseURL at Quorum; the rest of your SDK code
isunchanged.

A WORKFLOW GUIDE
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QUORUM FOR VIBE CODING

A WORKFLOW GUIDE

§ 03 WHAT QUORUM IS

03

What Quorum is,

1n one

Page.

Quorumiis a deliberation platform. One

question goes to several frontier models from

different labs

independently, critique each other, and are
judged — and what comes backincludes where

atonce. They answer

they disagreed.

One thing separates this guide from the rest of the

series. Inan editor, you call a panel while you work
andyou are the one reading the answer. In

something you built, the panel usually goesinto the

product — and you are not its user. Your users are.
That changes the door, the limits and the interface,
and the next twelve pages are mostly about that.

A SEAT

One frontiermodel on the
panel. Three seatsis the
standard panel: three
independent lines of
reasoning. Quorum
represents them as shape
rather than naming
vendors.

A MODE

The configuration of a
deliberation — which
model families sitin which
seats, how hard they argue,
what a callmay cost. Itis
the stringyou pass as
model. §06.

S

A RECEIPT

The record of acompleted
deliberation: which model
satineach seat, judge
scores, difficulty, cost,
latency. §13.

WHERE IT RUNS

An OpenAl-compatible
REST API, and a hosted
MCP server. Fora thing you
are shipping, the APlis the
door. §07.

THE CLAIM, STATED NARROWLY

Quorum does not claim a single modelis bad. It claims that a
single model, however capable, cannot be its own second

opinion — it has one way of being wrong, and it applies that way

consistently. Panels exist for the questions where that matters,

and a generated app usually has one or two of them and several

hundred of everything else.

THE REST OF THE SERIES -

IN THE EDITOR

AND WHERE IT DOES

NOT APPLY

Anything mechanical, anythingin a tight loop,
anything where one right answer exists. A fast single
modelis better at those and always will be.
Quorum’sown estimate callreturns likely_hurtson
exactly that class, free, before you spend anything

(814).

You Your editor’'s agent Youread the split
> 9 L > AR O the panel — .
ask convenes a panel you are the panel’s user
THIS GUIDE - IN THE THING YOU BUILT
Your user Thea ou built Your user reads it
. — PPy —> A . . the panel —> - .
clicks model: a Mode you chose you are not in this row

Exhibit @1 — The panel moves out of your hands and into the product. Your only appearance in the second row is

the Mode you chose.

QUORUM.DOG
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model: "quorum-standard"

Building the interface got
cheap. Building the
judgement did not.

You cannow describe an app and have it exist by
lunchtime. Auth, a database, a deploy, a passable
interface. The parts that used to take a fortnight take an
afternoon, and the constraint moved somewhere else.

What did not get cheap is anything the app has to be
right about. Wiring a model callis three lines. Knowing
whether the answer coming back canbe trustedis the
actual product, and no amount of scaffolding generates

Thatis the gap. Most vibecoded apps that stall
stallthere — not because the builder could not
ship, but because they shipped something

confident and could not tellwhen it was wrong.

The file opposite runs. Thereisno buginit. Itis
also an entire product compressed into one
field name — verdict — that nothing else in the
repository has any way to check.

it foryou.

APP/API/REVIEW/ROUTE.TS GENERATED, ABRIDGED

“Build me a tool that reads a OpenAl

client =

"openai';

contract clause and tells the user OpenAI();

S
whether it is risky. N
{ clause } = req.json();

= client.chat.completions.create({
"<fast-model>",

messages: [

model:

{ role: "system", content: "You are a contract reviewer." },

{ role: "user", content: clause },

Which model. What the app should do U

when the answer is wrong. Whether one )5
opinionis enough for something a user
willact on. None of those have a sensible
default, and all three were settled

anyway.

Response.json({ verdict: r.choices[0].message.content });

Exhibit @2 — A prompt, and the file that came back.
specific session.

Illustrative generated code, abridged; not a transcript of a

Every line in that file is wiring except one. Nothing around
verdict cantellyou whenitis wrong, and nothing you
prompt for next will add that.

Not on every request. Onthe one screen
auserwillacton — behind a deliberate
action, with an honest wait. §11.

04
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§ 05 FIVE MOMENTS

05

01

02

03
04

05

The five moments it

escalates On.

Three of these are yours, while you are building. Two
belongto the app, afteryou have stopped. Both kinds
recurin anything assembled by prompt, whatever it

does.

A stack decision made at prompt
one

The one screenauseractson

A change you cannot cleanly undo

Your own output, checked

The build that runs and nobody can
explain

Adatabase, anauth model, a data shape — chosenin the first thirty
seconds by something that was optimising for a working preview, not for
the next six months. It never asked you. §10 works this one end to end.

Most of your app does not need a panel. The review step, the
recommendation, the thing somebody will do something about — that
one might. This is the only moment where the panelisin the product rather
thaninyourhands. §11.

A migration, a deletion, an auth swap, a first deploy with real users behind
it. Your agent proposes it confidently and it runs in under three seconds.
Argue about it while arguing is still free. §12.

Generate with a fast model, then pass the result to a panel and ask what is
wrong withiit. You are buying disagreement, not a rewrite — and the two
are easy to confuse when you are moving quickly.

You have working software and no intuition for which parts are load-
bearing, because you did not write them. A panel argues about it from
several directions at once, whichis the closest thing available to the
review it never got.

THE COMMON SHAPE

Every oneis amoment where the code exists and
the judgementis what remains. Speed did not
remove that step; it removed the pause in which you
used to noticeit. Thatis the line your standing
instruction draws in §09.

QUORUM.DOG
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AND WHAT IT SHOULD NEVER ESCALATE

Syntax, imports, types, formatting, renames, anything
mechanical, anythingin a tight loop. Quorum’s own classifier
agrees:itreturns likely_hurts whenthe answeris a verbatim
artifact a synthesis pass would only rewrite — which describes
most of what a code generator produces.
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06
A Mode is the decision

you keep.

When wiring a model callis trivial, choosing what sits behind it is
where the judgement lives. Two apps can make the identical API
calland be completely different products, because one of them
thought about who should be inthe room.

Ina Quorum call, model does not name an engine. It This is the part that matters most if you built
names a Mode — a saved configuration of which model fast. You canregenerate every fileinthe
families sitin which seats, how hard they argue, and what repository. You cannot regenerate the
acallmay cost. judgement about how your app’s hardest

question should be argued — andina
codebase you did not write line by line, aMode
is very often the only decision that is written
down anywhere at all.

Engines get deprecated and replaced constantly. A

Mode is a statement about how a question should be

argued, and that outlives whichever specific model was

bestlast quarter. Picking one, or building one, is a

product decision that survives the churnunderneathiit. You can browse the Modes that exist or build
your own. Asigned-in accountis the whole
requirement.

A MODE, WRITTEN DOWN TESTING IT BEFORE YOUR USERS DO

Two of the six tools on the hosted MCP server,

mode key contract-review run_test and certify_mode, drive Quorum’s Mode
seats AW ® different labs testing and certification. They were added to the
argument independent, then critique hosted serveron2026-08-22; guides that still
judging scored, split reported describe them as local-only are out of date.
budget what a call may cost

Which gives the two doors a clean division of labour:
eelliled ae medlElle TeemiraetorevianT build and test the Mode from your editor over MCP,
then ship it as one string over the API. §07.

ILLUSTRATIVE - THE SHAPE OF A MODE

Exhibit @3 — A Mode, written down. Seats are shapes, not vendors; the values are illustrative of the shape of a
Mode.

ONE CONSEQUENCE

AModeis arepeatable decision setup. Thatis exactly the

thing a codebase assembled by prompt does not CEmEIng Mt ELr 22D FEEEes SO fRE
th . tai being a code change. Itis a string, and
otherwise contain. the argument behind itis somewhere you
canpoint at.
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Two doors, and the
one line that changes.

The rest of this seriesis about calling a panel
while you work — an agent convenes one mid-
task, inyour editor. That is not this. If you are vibe
coding, Quorum goes into the thing you built,
not the editoryou builtitin.

THE WHOLE CHANGE EXISTING SDK CODE RUNS UNCHANGED

client = OpenAI({
baseURL: "https://www.quorum.dog/vl",
apiKey: process.env.QUORUM_API_KEY,

3

client.chat.completions.create({

r =
model: // a Mode, not an engine
messages: [{ role: "user", content: q }],

1)

"quorum-standard",

Which means the dooryou ship onis the API. Itis
OpenAl-compatible: point baseURL at Quorum and
change the model string. Existing SDK code runs
unchanged, and the second line of the callis the part
that matters.

estimate Free Classifies and prices a question without runningit, in about 0.9 s. The gate. §14.
list_modes Free Which Modes yourkey is allowed to convene.

deliberate Paid Convenes the panel. The one that costs, and the one you wait for.
get_receipt Free Per-seat model and judge score, difficulty, cost, latency. §13.

run_test — Drives Quorum’s Mode testing.

certify_mode — Drives Quorum’s Mode certification.

The same key works against the MCP server and the REST API at A GET to the MCP URL returns 405 — the serveris

quorum.dog/vl. Use MCP in the editor while you are choosing

and testing aMode; use the APl in the app. Do not ship the
editor’s connection — your users never touchiit.

Streamable HTTP, POST only, and that is the correct
response. And the connectionis stateless, so there
is no session to keep warm.

07
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§ 08 FIVE SURFACES

08

Two facts decide the

architecture.

01 0 THERE IS NO STREAMING

stream: truereturnsa400.Notdegraded, notslower —
refused. Almost every generated chat interface streams
by default, so the scaffolding you started from probably
assumesit. You get a clean errorrather than a mystery,
and aninterface to change.

02 0 IT IS NOT FAST

Adeliberation runs several models and has them argue.
Median 28.5s,and 88.2 s at the ninetieth percentile,
measured over 3,845 real deliberations. There is no
version of this that feels like autocomplete.

Togetherthose two mean a panelis a considered interaction, not a
conversational one — and that, not the platform you generated on, is

what dictates where the call lives.

WHERE THE CALL BELONGS, BY SURFACE

MEASURED

P50 28.5 S - P90 88.2 S
N=3,845 - 2026-08-20

SURFACE WHERE THE CALL BELONGS WHAT BREAKS FIRST

Bolt Aserverroute inside the project, nevera The key. If it is readable from the client bundle itis public the
component. What previews in the browser moment you deploy.
alsorunsinyouruser’s browser.

VO Aroute handler or server action, with the key The stream. Generated chat components stream by default;
as an environment variable on the deploy replace the hook with one request and an honest wait.
target.

Replit Server-sideinthe workspace, withthe keyin ~ The timeout. An 88-second p?0 is longer than a lot of default
the secrets storeratherthaninafile. request limits — app server, proxy, and the browser’s own fetch.

Lovable A backend function, with the key wherever The same client-side call as Bolt, because the generated front
therest of the app’s server-side secretslive.  endiswhere the interesting code tends to accumulate.

Base44 Backend functions on Deno; secrets via Calling the panel from the browser. Base44 proxies custom

secrets.get().Note the five-minute function
ceiling — ample, butitis areal ceiling.

integrations precisely so keys neverreachit.

NO CLICK-BY-CLICK, ON PURPOSE

These products ship weekly and a stale set of menu namesis
worse thannone. The outcome is identical on all five: the call
runs on a server you control, the key never reaches the
browser, and the interface expects to wait.

QUORUM.DOG COMPILED 2026-08-28

AND WHERE IT DOES NOT FIT AT ALL

Anything mechanical, anythingin a tight loop,
anything where one right answer exists. A fast single
modelis better at those and always willbe. Most of
yourapp is that.
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Teach it once.

lee the agent that ertes your Code a Stand|ng Putit Whereveryourbuilderkeeps persistent

guidance — the projectrules file, the agent
rule forwhen to convene a panel, and the . .
instructions, the system prompt on your own agent.

decision stops being yours torememberatthe  Thencommitit. Inarepository you did not write line

exact momentsyou are least |ike|y to. by line, thisis one of the few files that is genuinely
yours.

STANDING INSTRUCTION — PASTE AS WRITTEN, THEN EDIT THE LAST LINE

You have a Quorum connector. It convenes a panel of frontier models
and reports where they disagree.

Use it on judgement, not on work you can do yourself.

Convene the panel when:
- you are about to make a choice I will be stuck with: a database,
an auth model, a data shape, a hosting decision;
you have proposed something I cannot cleanly undo -- a migration,
a deletion, anything that touches live user data;
I am choosing between two designs and they are close;
you have generated something confident that I have not read.

When you do:
- put the actual file, schema or diff in the question, not a

description of it;
report where the seats disagreed and do not reconcile it for me;
tell me the strongest argument against the thing you are about

to implement.

Do not convene it for syntax, imports, types, formatting, renaming,
or anything with one right answer. Do those yourself.

Escalate without asking me first. < or "ask me first"

Installit, and let it escalate onits own. The whole value is that it “Put the actual file, schema or diff inthe question.” A

catches the decision you did not notice was a decision — and panel argues about whatitis given. Anagent left to

vibe codingis fast precisely because it removes the pause in summarise will write a schema that may not scale;

which you used to notice. If you have to rememberto invoke it, you want the twelve lines of the table, and the four

you willremember on the afternoon you were already being places the front end parses the JSON column. Same

careful. escalation, an entirely different argument comes
back.

09
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10

STACK

The stack you are
stuck with.

The generator made a dozen decisions in the first thirty seconds
and mentioned none of them. Most do not matter. One ortwo
you will be living inside in six months, and they are not the ones it
asked you about.

WHAT IT GENERATED WHAT YOUR AGENT SAYS

“The stack is coherent, everythingis ona current
major version, and the schema is flexible enough to
handle new record types without a migration.”

package.json - dependencies
next 15 react 19 tailwind "4

openai "4 the product is in here
<baas>-js "2 auth + db + storage
Alltrue. None of it is the question. Flexibility is what
db/schema.ts - the only table aschema hasinstead of a shape, and the agent has
app_data no way to know you will stillbe here inayear.
id uuid
user_id uuid
kind text
payload jsonb <« everything

created_at timestamptz

ILLUSTRATIVE GENERATED PROJECT, ABRIDGED

WHAT THE PANEL RETURNS

A Reasonable for now; the couplingis the risk. Auth, database and storage are one vendor, so you cannot move any of the
three without moving all three.

@ Thecouplingis not the problem. The access rules were generated and nobody has read them, so nobody in this
conversation can say what the app currently permits. That is true today, notin a year.

@ Botharearguing about the vendor. The decisionyou cannot undo is the shape: everything is one table witha JSON column.
You will be migrating out of payload, not away from the backend.

ASK IT EARLY

The seats did not vote. Two argued about the vendor and This is the cheapest of the three jobs to
one said the vendor is not the decision — and that third actonand the one people skip, because
position is the one that changes what you do this week. iz peliiyeueansill CrengR iR

is working and nothing hurts yet.

Exhibit @4 — A generated stack, and where three seats split on it. Seat positions are illustrative of the pattern,
not a transcript of a specific call.

QUORUM.DOG 2 COMPILED 2026-08-28 l@
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11

The one screen that

has to be right.

SCREEN

Thisis the only one of the three where the panelisin the product.
Most of your app does not need it. The review step, the
recommendation, the thing a user will act on — that one might.

1 - THE FAST ANSWER 2 - WHILE IT RUNS 3 - WHAT COMES BACK
Clause 7.2 — assessment A . . Where they split
Three models are answering
independently. [ ]
a single model
About 30 seconds. .
|
Getasecond opinion —> no tokens to stream —> the split, not a synthesis
a deliberate action an honest wait state what a single model cannot hand back

Exhibit @5 — What your user sees while a panel is running. Illustrative interface, not a screenshot of a
shipped product.

o1 Behind a button, not in the stream “Getasecond opinion”is a good affordance: it sets the expectation of a
wait and makes the costlegible. The interfaces that fail drop a panelinto a

chat box, where people expect tokens to appearimmediately.

02 Show them something honest Not a fake token stream. Name what is happening — several models
answering independently — and say roughly how long. Half a minute is fine

if the user knows why.

03 Return the split, not a synthesis Atidy consensus is the least useful thing a panel can hand back, anditis
also the one your user cannot tell apart from a single model’s answer. If

they waited, show them what they waited for.

THE PATTERN UNDERNEATH ALL THREE ONE SCREEN, NOT EVERY SCREEN

Generate with a fast model, then pass the result to a panel and ask what is If you cannot name the single screen this

wrong withit. You are buying disagreement, not arewrite — and if what
comes backreads like a better draft, you asked the wrong question.

QUORUM.DOG 2 COMPILED 2026-08-28

belongs on, thatis the finding, and itis
worth more than the integration.
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The change you

cannot undo.

SHIP

Thisis the moment to stop generating and start verifying. It never
announcesitself. It arrives as a command that takes under three
seconds torun, on an afternoon that has been going well.

TERMINAL 0 THE MIGRATION YOUR AGENT JUST WROTE FOR YOU

npm run db:generate

1 file written — migrations/@004_drop_payload.sql

ALTER TABLE app_data DROP COLUMN payload;
CREATE TABLE documents (id uuid primary key, ...);
CREATE TABLE reviews (id uuid primary key, ...);

npm run db:push < not yet

“This normalises the schema we discussed. The SQL is valid and Whether the sentence it just wrote about the front
the new tables match the shapes the front end already uses.” endis true. It generated both sides and has no
independent read on either.

Correct SQL, correct target shape. It is also not reversible, and there is no down migrationin the generated file. Runit and
the previous shape exists only in whatever backup you have not tested.

Agrees it should happen; disagrees about the order. Create the two tables, backfill, ship the read path, and drop the
columnin alaterrelease — three reversible stepsinstead of one that is not.

@ Bothassume the backfill has atarget. Nothingin the repository reads payload against a schema — the front end parsesiitin
fourplaces, in four different shapes. There is no single correct destination to migrate to yet.

Three seats, three different objections, and only the first Apanel takes amedian of 28.5 seconds,
oneis about the SQL. Thatis the difference betweena 88.2 at the ninetieth percentile. The

review and a second opinion migration took longer than that to write,
andthereis no figure forundoingiit.

Exhibit @6 — A migration, and what the panel said before it ran. Illustrative: terminal output abridged, seat
positions typical of the pattern rather than a transcript of a specific call.

12
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13

The receipt, and what
you can do with it

Every deliberation leaves arecord. Inan app nobody fully read, that
recordis the only place a decision has areason attached toiit.

AT GET-RECELPT RETURIE The judge scores are the part people underuse.

request_id rq_8f2c41a9 They tellyou whether the seats actually

TR e =R disagreed or converged immediately — which
difficulty 0.78 ishow you learn that a questiondid notneeda
panel, and where the thresholdin §14 comes
seat 1 judge score, model from.
seat 2 judge score, model
seat 3 judge score, model Quorum names seats by shape rather than by
vendor on anything shareable, so areceipt can
cost billed, per call . .
be shown to auser, or leave your organisation,
latency 31.2 s

without carrying somebody else’s trademark.

SHAPE OF THE RESPONSE - ILLUSTRATIVE VALUES

Exhibit @7 — A receipt.

IT EXPORTS IT TRAVELS IT TUNES

From Quorum, a completed deliberation  Whichis the answer to “why does your Receipts that keep showingimmediate

renders as a transcript PDF, a carousel, a
card or ashortvideo — seats, positions
and split, laid out.

app say that?” — a question a generated
codebaseis otherwise badly placed to
answer.

convergence mean your gate is too loose
— you are paying users a wait for
agreement. §14.

READING A RUN OF RECEIPTS

WHAT YOU KEEP SEEING WHAT TO CHANGE

Seats converging immediately, no dissent Your gateis too loose. You are making users wait foragreement — raise it.

Users pushing back on single-model answers Your gateis too tight. Lowerit, and check which screen the complaints
clusteron.

Judge scores splitting hard on one task type Thatis the screen the panel belongs on, found from evidence rather than
guessed at. §11.

WHERE THIS IS GOING, STATED AS DIRECTION AND NOT AS A FEATURE

Areceiptrecords one deliberation. What it does not do is accumulate: question, disagreement, what the user did next, and
eventually whetherit worked. Quorum does not do this today — no store, no outcome linkage, no retrieval — and it is
named here as a direction the receipt makes possible, not something you can switch on.

13
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14
When the app decides

for itself.

Everything so farassumes you are the one choosing.
Oncethe appislive,itis choosing — for every user, on
every request, without youin the room. A button answers

Thatis what estimateis for. It classifies a
question without runningit, inabout 0.9
seconds, anditis free —not as a trial

that for the screenin §11. It does not answer it for the
request that arrives while you are asleep.

allowance, but because it costs almost nothing
to provide.

LEAD ON THE GATE, NOT ON THE PRICE

FIELD WHAT YOU BRANCH ON

deliberation_value The gate. likely_helps/likely_hurts/unknown. |t carriesbasis:"hypothesis" andan

evidence line — a per-task pattern over n=36, not a measured effect.
difficulty_score Oto1—thedial, once the gateis open. Set the threshold from your own measured distribution,
then move it with evidence.

task_type What kind of questionitis, which is how you exempt whole categoriesin oneline.

estimated_price_usd What the real call would cost, so abudget ceiling cansitin front of it.

billed_usd

Returns O on every estimate call, by design.

WHY THE GATE BEATS THE PRICE

likely_hurts fireswhenthe answeris a verbatim artifact a
synthesis pass would only rewrite — which is most of what a
generated app asks amodel to do. On those a panelis not
expensive so much as wrong.

CALL TIME

FAIL OPEN, ALWAYS

If the classification call fails, answer with your single
modelrather than erroring or defaulting to the
expensive path. Arouter that breaks your product
when one endpoint has a bad minute is worse than
no router.

WHAT YOU PAY

POST /vl/estimate ~0.9 s

POST /vl/chat/completions 28.5 s

Nothing, on every call.

Varies by Mode. Thatis the median; 88.2 s at p90.

Start with one screen and one Mode. Inside a week
you willknow whether your app’s hardest questionis
one a panelimproves — worth knowing either way.

QUORUM.DOG COMPILED 2026-08-28

WHERE TO GO NEXT

The escalation router guide at
quorum.dog/docs covers this branchin

full, including how to pick a starting
threshold.
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