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1. EMERGENCY OVERVIEW
This guide enables you to rebuild the entire Carrera Crest Holdings autonomous agent automation system on a new macOS machine in case of hardware failure, theft, or complete system loss.
System Details:
	System Type
	Autonomous agent automation pipeline on macOS

	Owner
	Philip Devin, COO, Carrera Crest Holdings / Yacht Club Salon

	Primary Hardware
	MacBook (current production machine)

	NAS Backup
	Synology NAS at 10.0.0.150 (smb://10.0.0.150/web)

	Remote Access
	https://pdevin.synology.me (QuickConnect)


Estimated recovery time: 2–3 hours (including software installation, configuration, and testing)
2. WHAT YOU NEED ON THE NEW MAC
Operating System & Core Requirements:
macOS 13+ (Ventura or later)
At least 256 GB free storage (for agent data, dashboards, and backups)
Stable internet connection
Email Accounts:
Apple Mail: philip@luganoridge.com, reachpartnersllc
Microsoft Outlook: contact@yachtclubsalon.com
Development Tools:
Node.js v18+:
	brew install node


Python 3.10+ (comes with macOS or: brew install python)
Claude Code CLI:
	npm install -g @anthropic-ai/claude-code
claude login


System Settings: Terminal with Full Disk Access (System Settings > Privacy & Security > Full Disk Access)
3. RESTORE THE AGENT RUNNER FOLDER
The entire system is in two folders:
~/Claude Working Files/_Agent_Runner/ (agent pipeline)
~/Claude Working Files/YCS COO Files/ (salon data)
Restoration options:
Time Machine Backup
Choose "Restore from Time Machine backup" during macOS setup
Entire ~/Claude Working Files/ folder transfers automatically
Synology NAS
Mount: open smb://10.0.0.150/web
Copy backed-up _Agent_Runner to ~/Claude Working Files/
Copy YCS COO Files/ as well
iCloud Drive
Sign in to iCloud (System Settings > iCloud)
Enable iCloud Drive
Wait for sync, verify _Agent_Runner folder exists
4. CONFIGURE config.env
Update: ~/Claude Working Files/_Agent_Runner/config.env
Key settings:
BASE_DIR — update to new Mac path
Export paths — verify directories exist
SLACK_TOKEN — verify xoxb-9287951885458-... is valid
MAIL_SCAN_ACCOUNTS — philip@luganoridge.com, reachpartnersllc
NAS_IP — 10.0.0.150 (no change)
TIMEZONE — verify matches new Mac timezone
5. GRANT macOS PERMISSIONS
Terminal Full Disk Access
System Settings > Privacy & Security > Full Disk Access
Add Terminal (/Applications/Utilities/Terminal.app)
Mail Automation
First run of apple_mail_export.sh triggers a permission popup. Click "Allow".
Outlook Automation
First run of outlook_export.sh: click "Allow" when prompted.
Notes Automation
First run of apple_notes_sync.sh: click "Allow" when prompted.
6. INSTALL PYTHON DEPENDENCIES
	pip install reportlab openpyxl --break-system-packages


Alternative (virtual environment):
	python3 -m venv ~/Claude\ Working\ Files/_Agent_Runner/venv
source ~/Claude\ Working\ Files/_Agent_Runner/venv/bin/activate
pip install reportlab openpyxl


7. SET UP POWER MANAGEMENT
Never sleep:
	sudo pmset -c sleep 0


Wake at 5:50 AM daily:
	sudo pmset repeat wakeorpoweron MTWRFSU 05:50:00


Verify:
	pmset -g


8. INSTALL CRON JOBS
	cd ~/Claude\ Working\ Files/_Agent_Runner
bash scripts/install_cron.sh


Verify:
	crontab -l


9. TEST THE PIPELINE
Test individual components:
	bash scripts/apple_notes_sync.sh


Apple Notes sync
	bash scripts/apple_mail_export.sh


Apple Mail export
	bash scripts/imessage_export.sh


iMessage export
	bash scripts/outlook_export.sh


Outlook export
	bash agents/coo_agent.sh daily


COO Agent (daily)
	bash agents/briefing_compiler.sh


Briefing Compiler
Full morning pipeline:
	bash runner.sh morning


10. VERIFY DELIVERY
Email: Look for "CEO Briefing" from philip@luganoridge.com
Dashboard: Open Safari → http://10.0.0.150/
NAS: Mount open smb://10.0.0.150/web, verify new files
11. COWORK SCHEDULED TASKS
These must be recreated manually in the Cowork desktop app:
	Task
	Time
	Frequency

	daily-slack-scan
	5:45 AM
	Daily

	slack-archive-refresh
	6:00 AM
	Daily

	slack-dashboard-rebuild
	6:15 AM
	Daily

	webstation-index-refresh
	6:30 AM
	Daily

	monday-slack-pulse
	7:00 AM
	Monday

	monday-inventory-pulse
	7:15 AM
	Monday

	monday-associate-pulse
	7:20 AM
	Monday

	monday-education-pulse
	7:25 AM
	Monday


In Cowork: Scheduled Tasks > "+ New Task" > Set schedule > Paste prompt
12. SYNOLOGY NAS HOSTING OPTION
Optional hybrid architecture: Mac handles exports, NAS processes & hosts.
Must run on Mac
Apple Mail export (requires AppleScript)
Apple Notes sync (requires macOS Notes app)
iMessage export (needs ~/Library/Messages)
Microsoft Outlook export (requires Outlook on Mac)
Can run on NAS
Python-based agents
Web dashboard hosting
Slack integrations
Workflow: Mac exports (5:45 AM) → NAS processes & hosts (6:00 AM+)
13. CRITICAL FILES INVENTORY
	File/Folder
	Purpose

	runner.sh
	Master orchestrator

	config.env
	All paths, tokens, settings

	scripts/
	39 automation scripts

	prompts/
	Agent prompt templates

	agents/
	Agent shell wrappers

	data/
	Data warehouse (154K+ rows)

	outputs/
	Reports, PDFs, dashboards

	webstation/
	Web dashboard (on NAS)


14. KNOWN GOTCHAS
Claude Code OAuth Expires
Run: claude login
Mail Permission Popup
Only on first run. Click "Allow".
NAS SMB Not Persistent
Add to Login Items or: open smb://10.0.0.150/web
Phorest: noreply@lookermail.com
Not phorest.com. System handles correctly.
Sender: philip@luganoridge.com
Hardcoded for SPF/DKIM/DMARC. Do not change.
runner.sh from Regular Terminal
Not from Claude Code session. Avoids conflicts.
Non-Critical Failures OK
Pipeline continues if one script fails (no set -e).
15. MAC MINI DEDICATED SERVER SETUP
The recommended production deployment is a dedicated Mac Mini connected directly to the Synology NAS via Ethernet. This eliminates laptop dependency, ensures 24/7 uptime, and provides the fastest possible NAS sync.
WHY MAC MINI (NOT DOCKER ON NAS)
• The agent pipeline depends on Apple-native APIs (AppleScript for Mail, Notes, iMessage, Outlook) that cannot run in Docker containers or on Linux. A Mac Mini is the only always-on solution that supports the full pipeline.
• Mac Mini M2/M4 idles at approximately 6 watts — roughly $4/month in electricity. It runs silently with no fan noise at idle workloads.
• Direct Ethernet to NAS means sync_to_nas.sh copies are instant (no WiFi latency or dropouts).
• Headless operation via Screen Sharing — manage it from your laptop, iPad, or iPhone.
RECOMMENDED HARDWARE
• Mac Mini M2 ($499 new / ~$350 refurbished) or Mac Mini M4 ($599 new)
• 8 GB RAM is sufficient — agents use Claude Code CLI (cloud API), not local LLM inference
• 256 GB storage minimum — agent data, logs, and dashboards total ~2-5 GB
• Cat6 Ethernet cable (direct to NAS or via switch)
• No monitor, keyboard, or mouse needed after initial setup
PHYSICAL SETUP
1. Place Mac Mini next to (or on top of) the Synology NAS.
2. Connect Ethernet cable between Mac Mini and NAS (or both to your router/switch).
3. Connect Mac Mini to power. It will auto-power-on.
4. For initial setup only: connect a monitor, keyboard, and mouse (or use Target Display Mode from your laptop via Thunderbolt cable).
5. Complete macOS setup. Sign in with your Apple ID for iCloud (Notes sync).
6. After initial setup, disconnect monitor/keyboard/mouse — all future management via Screen Sharing.
ENABLE REMOTE MANAGEMENT
On the Mac Mini, enable Screen Sharing for headless access:
System Settings > General > Sharing > Screen Sharing > ON
System Settings > General > Sharing > Remote Login > ON (for SSH)
Note the Mac Mini's IP address: System Settings > Network > Ethernet
From your laptop, connect via: Finder > Go > Connect to Server > vnc://[mac-mini-ip]
Or use the built-in Screen Sharing app: open /System/Library/CoreServices/Applications/Screen Sharing.app
Assign a static IP to the Mac Mini on your router (e.g., 10.0.0.151) so the address never changes.
CONFIGURE APPLE SERVICES
• Apple Mail — Add both accounts: LuganoRidge (philip@luganoridge.com) and Reach. Ensure Mail.app stays running (add to Login Items).
• Apple Notes — Sign into iCloud. Verify "COO Corrections" and "Agent Ideas" notes sync down.
• Microsoft Outlook — Install from App Store. Add contact@yachtclubsalon.com account. Ensure Outlook stays running.
• Apple Messages — Sign in with Apple ID. iMessage history will sync if iCloud Messages is enabled.
CONFIGURE AUTO-START (LOGIN ITEMS)
These apps must be running at all times for the pipeline to work:
System Settings > General > Login Items > Add: Mail.app
System Settings > General > Login Items > Add: Microsoft Outlook
System Settings > General > Login Items > Add: Finder (for NAS auto-mount)
AUTO-MOUNT NAS ON BOOT
To ensure the NAS is always mounted after reboot, add an automount:
# Option A: Add to Login Items
# System Settings > General > Login Items > Add the NAS share

# Option B: Create a login script
mkdir -p ~/Library/LaunchAgents
# Create a plist that runs: open smb://10.0.0.150/web at login
PREVENT SLEEP & AUTO-RESTART
sudo pmset -c sleep 0                          # Never sleep on AC power
sudo pmset -c displaysleep 10                   # Display off after 10 min (saves energy)
sudo pmset repeat wakeorpoweron MTWRFSU 05:50:00  # Safety wake at 5:50 AM
sudo pmset -c autorestart 1                     # Auto-restart after power failure
The autorestart setting is critical — if your power flickers, the Mac Mini will come back on automatically. Combined with Login Items, Mail and Outlook will relaunch, and the NAS will remount.
MIGRATE FROM LAPTOP TO MAC MINI
1. Follow Sections 1–11 of this guide on the Mac Mini (treat it as a new Mac recovery).
2. The simplest migration path: use Migration Assistant to clone your laptop to the Mac Mini. This brings over all Mail accounts, Notes, Messages, Claude Code auth, cron jobs, and files.
3. If not using Migration Assistant: manually copy ~/Claude Working Files/ to the Mac Mini (via AirDrop, external drive, or network share).
4. Verify all accounts sync: Apple Mail (2 accounts), Outlook (1 account), Apple Notes (2 notes), iMessage.
5. Run: claude login — re-authenticate Claude Code CLI on the new machine.
6. Run: bash scripts/install_cron.sh — install cron schedule.
7. Run: bash runner.sh morning — test the full pipeline.
8. Verify email delivery arrives from philip@luganoridge.com.
9. Verify NAS sync: ls /Volumes/web/ should show updated files.
10. Recreate Cowork scheduled tasks (see Section 11).
11. Once verified: your laptop becomes a backup/consumption device only.
PRODUCTION ARCHITECTURE (MAC MINI + NAS)
  [Mac Mini M2/M4]  ──── Ethernet ────  [Synology NAS]
       │                                      │
       ├── Apple Mail (2 accounts)             ├── /web (Web Station)
       ├── Apple Notes (iCloud sync)           ├── Dashboards (HTML)
       ├── Microsoft Outlook                   ├── CEO Briefings
       ├── iMessage database                   └── Agent Reports
       ├── Claude Code CLI
       ├── Cron (6 AM pipeline)
       ├── runner.sh (18 phases)
       └── sync_to_nas.sh → NAS

  [Your Laptop / iPad / Phone]
       │
       ├── Screen Sharing → Mac Mini (management)
       ├── Safari → http://10.0.0.150 (LAN dashboards)
       ├── Safari → https://pdevin.synology.me (remote dashboards)
       ├── Apple Notes → edit corrections/ideas (syncs to Mini via iCloud)
       └── Email → read briefings (no Mac Mini needed)
Your laptop, iPad, or iPhone becomes purely a consumption and editing device. You read briefings via email, view dashboards via the NAS web station, and add corrections/ideas via Apple Notes — all of which sync to the Mac Mini automatically.
RECOVERY SUMMARY
Quick rebuild steps:
1. Set up new Mac with macOS 13+
2. Configure emails & install software
3. Restore _Agent_Runner from backup
4. Update config.env
5. Install cron jobs
6. Grant macOS permissions
7. Test all scripts
8. Run full pipeline
9. Verify delivery
10. Recreate Cowork tasks
Expected time: 2–3 hours
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