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The Sealed Loop
Closed-loop AI media buying with a human seal on every dollar
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0 1 In Brief

The Sealed Loop is the media-buying system inside the Cross and Covenant Ad Command Center. It

reads live advertising performance from the ad platform, reasons about it like a senior media buyer,

proposes specific moves, and executes them. Between the proposal and the execution sits one

immovable thing: a human seal. No money moves, no budget changes, no campaign launches until the

owner approves the order.

This paper explains why that one constraint is the entire design, how the loop is built, what each stage

does, and why the pattern matters for any brand that wants AI running its ad account without handing the

AI its wallet.

The machine does the analysis. The owner does the authorizing. Neither can do the
other one’s job.

02 The Problem: Automation You Cannot Trust

Paid advertising has three broken staffing models. An agency manages the account for fifteen to twenty

percent of spend, with incentives that reward spending more, not spending better. A freelance buyer is

cheaper but is one person, asleep sixteen hours a day, working from screenshots and weekly check-ins.

And the platforms’ own automation will happily optimize, but it optimizes toward the platform’s revenue as

much as yours, and it explains nothing.

The newest option, an autonomous AI agent with account access, fixes the speed problem and creates a

worse one. An agent that can spend without supervision will eventually spend wrong: scaling a campaign

on a polluted signal, reviving a creative the brand retired, or burning a week of budget on a confident

misread. The failure is not hypothetical. It is what unsupervised optimization does, by definition, the day

its data lies to it.

So the real requirement is precise. The analysis should be done by software, because software reads

every number every day and never gets bored. The authority should stay with the owner, because

judgment about money is the one thing a brand should never outsource. Most systems pick one. The

Sealed Loop is built on the refusal to pick.



03 The Loop, Stage by Stage

The system is a circle with five stations. Performance data flows in one side, sealed orders flow out the

other, and the results of every order become next run’s input.

One. Observe

The desk connects to the ad platform through its official reporting interface and pulls the live account:

every campaign, its status, its budget, and its results. Spend, revenue, return on ad spend, orders, cost per

order, click-through rate, and frequency, over a seven, fourteen, or thirty day window. The numbers on the

scoreboard are the account’s real numbers, not estimates.

Two. Reason

A frontier language model is given three things: the live performance data, the brand’s economics, and a

written media-buying doctrine. It returns a plain-language brief, what is working, what is bleeding, what

changed, and a short list of proposed actions, each with its reasoning, its projected impact, its daily

spend delta, and its risk level.

Three. Propose

Every proposed action lands in the approval queue as a written order: pause this campaign, raise this

budget, launch this reel. Manual moves take the same road. Pausing a campaign from the table or

promoting a video from the creative vault does not execute anything. It drafts an order into the same

queue.

Four. Seal

The owner reads the order and either declines it or approves it. Approval stamps the order with the

brand’s gold seal, and the seal is not theater. The server refuses any instruction that does not carry an

approval, and it re-checks the order against the spending guardrails at execution time, after approval,

independently of what the interface claimed.

Five. Execute and Learn

Sealed orders run against the ad platform for real: statuses change, budgets move, campaigns are created.

The outcome is written to a permanent ledger, success or failure, with the platform’s response. The next



strategist run reads that ledger, so the system does not re-propose what was just declined and it knows

what it changed yesterday.

Read everything. Propose anything. Execute only what is sealed.

04 The Doctrine the Strategist Follows

A model with no doctrine produces vibes. The strategist is bound to written rules, the same rules a

disciplined human buyer would follow, and its proposals can be audited against them.

Because every proposal carries its reasoning in writing, the owner is never approving a black box. The

order says what it noticed, what it wants to do, and what it expects to happen. Disagreeing takes one tap.

05 Guardrails: Defense in Depth

The seal governs intent. The guardrails govern magnitude. They are three numbers the owner sets, and

they bind everyone, the strategist, the interface, and the owner’s own quick clicks.

Kill what bleeds. Sustained spend at a return below break-even, with enough volume to mean it, is a

pause proposal, not a hope.

—

Scale what works, slowly. A winner earns a twenty to thirty percent budget raise, never more in one

step, because larger jumps reset the platform’s learning.

—

Read frequency as fatigue. When the same people have seen an ad three times or more, the proposal

is new creative, never more budget.

—

Read click-through as the hook. A weak rate means the first second of the ad fails. That is a creative

brief, not a targeting change.

—

Respect the pace. If the current run rate would blow through the monthly cap, the next proposals are

cuts.

—

Plan launches from the vault. With no live campaigns, the strategist drafts first campaigns from the

brand’s saved creative, starred winners first.

—



Monthly cap The ceiling for total spend. The desk shows the live pace against it.

Max daily budget per campaign No single campaign may exceed this, approved or not.

ROAS floor Below this return, the strategist hunts for cuts, never raises.

Hard server ceiling A built-in limit no setting can override.

The decisive detail is where the checks live. They run on the server, inside the only code path that can

touch the ad account. A bug in the interface, a manipulated request, or an overeager future automation all

hit the same wall: no approval, no execution; over the cap, no execution. The system is built so that the

safe path is the only path.

There is also a hand on the brake. One control drafts pause orders for every active campaign at once.

Even the kill switch produces orders rather than actions, because consistency is the point: in this system,

nothing at all happens to money without a seal.

06 From Creative to Commerce in Two Clicks

The Command Center already generates the brand’s advertising: video reels and image carousels,

rendered in the brand voice with a consistent cast. The Sealed Loop closes the distance between making

an ad and running it.

Every reel and carousel in the vault carries a Promote control. It opens a short composer, the campaign

name, the text, the budget, the destination link, and drafts a complete launch order into the approval

queue. When the owner seals it, the desk uploads the video to the ad platform, waits for processing, then

builds the campaign, the ad set, the creative, and the ad, configured for purchase optimization when the

brand’s pixel is present.

The full distance from idea to live ad: generate the reel, star it, promote it, seal it. The system that wrote

the ad is the system that ships it, so nothing is lost in translation between a creative tool and an ads

manager.



07 Channel Doctrine

A closed loop on the wrong channel optimizes the wrong thing, so the desk carries an explicit, written

position on where this brand’s next dollar goes. The doctrine is visible on the desk itself and the strategist

operates inside it.

Meta, Instagram and Facebook The primary engine. Visual, editorial, native to the audience.

Pinterest An organic flywheel first. Paid only behind proven pins.

Google Shopping and PMax High-intent capture, once the product feed is live.

Microsoft Ads A later, nearly free import of what Google proves.

TikTok Off, by deliberate brand choice. The desk will not propose it.

The last row matters as much as the first. A channel the brand has ruled out is encoded as a refusal, so no

amount of optimization enthusiasm re-opens a door the owner closed.

08 The Economics

Media buying is traditionally priced as a percentage of the money being moved, which means the cost of

management grows with success. The Sealed Loop’s cost is the price of the analysis itself.

Agency ad management Typically 15 to 20 percent of monthly spend

Freelance media buyer $1,500 to $5,000 per month, plus percentage

A strategist run on the desk A few cents

Executing a sealed order Effectively zero

Who holds spend authority The owner, alone, always



At a thousand dollars of monthly ad spend, traditional management can cost more than the media. The

desk’s management overhead at the same spend is under a dollar a month, and it does not grow when the

budget does. Every saved point of overhead goes back into the ads themselves.

09 The Security Model

The system holds real credentials, an AI key, a media key, and an ad-account token with the power to

spend. None of them ever reach the browser. Every secret lives in server functions, and the browser only

ever talks to those functions.

Access to the studio itself uses no login screen. The single operator carries a private bookmark whose key

the browser remembers invisibly; every server call must present it. Anyone who merely discovers the

address gets a locked door, and the operator never types a password. For a single-owner tool, this is both

more secure and more humane than accounts: there is no credential to forget, reuse, or phish.

And beneath everything sits the structural protection: even a caller holding a valid key cannot make

money move without a sealed approval, and cannot exceed the guardrails with one. The most valuable

thing in the system is not protected by secrecy. It is protected by architecture.

1 0 Why This Pattern Wins

Every brand will soon have AI in its ad account. The question being settled now is the shape of that

arrangement. Full autopilot will win benchmarks and lose trust the first time it spends a week of budget on

a misread. Pure dashboards will stay trustworthy and stay slow. The durable shape is the one in this paper:

machine-speed analysis, written proposals, human-held authority, and execution that is structurally

impossible without consent.

Nothing in the architecture is specific to one brand or one platform. The loop generalizes to any system

where an AI should act on something that matters: ad spend today, inventory orders, pricing changes, or

outreach tomorrow. Wherever the action is expensive and the analysis is tedious, the same five stations

apply, and the seal goes wherever the money is.

Autonomy is not the absence of a human. It is the right human, holding the only
pen that signs.



Modern Mustard Seed builds owned, sealed AI operations systems like this one. If there is a process in

your business that deserves machine-speed analysis without machine-held authority, start a

conversation.
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