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PROLOGUE

The Kitchen Table

CHARLESTON - A TUESDAY IN OCTOBER - 7:15 P.M.

A girl of nine sits at the kitchen table with a worksheet on fractions.
She reads the first problem out loud to the speaker on the counter, it
answers, and she writes the answer down. Her mother, drying a pot,
watches the whole page get finished in four minutes and does not
know whether to be proud or afraid.

I have watched some version of that scene many times this year.
Sometimes it is a worksheet. Sometimes it is an essay, a science report, a
slide deck for a group project. The child is not cheating, exactly. The
child is doing what every person with a capable helper does. She is
handing the work down.

The parent’s fear is easy to name. If the machine does the fractions, what
is she learning? The parent’s second fear is quieter and worse. If the
machine can do the fractions, why should she learn them at all? And if
not fractions, then what? What do you teach a child when anything you
can write on a worksheet can be done by something on the counter?

That second question is the subject of this book. I think it has an answer,
and the answer is old. It is about two and a half thousand years old. We
had it once, lost it for good reasons, and are about to find it again.

Here is the short version. For most of history there were two kinds of
education. One taught people to do the work. The other taught people
what to do with the work once someone else was doing it. The first was
called the servile arts. The second was called the liberal arts, from the
Latin word for free. The liberal arts were the education of people who did
not have to do their own small matters, because someone else did them.
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That was always a narrow group, and its freedom was paid for by people
who were not free. That is the shameful part of the history, and I will not
skip it. But the education itself was not shameful. It was the best thinking
humans ever did about how to prepare a person for a life in which the
small matters are handled below them.

A child born this year will live, with ordinary luck, to see the year 2100.
She will live her whole life with delegates, Al that does the small matters
below her, under her authority, on her instruction. She will be, from the
start, in the position the free person used to be in. Nobody had to be
owned to put her there.

So the question at the kitchen table is not really “what can she do that the
machine cannot?” That question has a shrinking answer, and a child who
builds her life on it will spend her life retreating. The real question is the
one the ancients asked about their own children: what should a person
learn who will never have to do the servile work, and must therefore
become very good at everything above it?

They had an answer. They called it the seven liberal arts. I am going to
take those seven seriously, one at a time, and ask what each one becomes
when every child has delegates. I am also going to add an eighth, because
the ancients assumed it and we cannot.

Before that, I need to show you something about the word on the door of
every school you ever attended.

CARRY THIS

The question is not what a child can do that a machine cannot. The
question is what a person should learn who will never have to do the
servile work.
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PART ONE

School Meant Leisure

How the oldest education was built for people whose small
matters were done for them



CHAPTER 1

The Word on the Door

The English word school comes from the Latin schola, which comes
from the Greek scholé. And scholé did not mean school. It meant leisure.
Free time. The hours that belong to you because your necessary work is
done.

I find that fact more useful than almost anything else I know about
education. We have spent two centuries treating school as the place
where children are prepared for work. The word on the door says the
opposite. School was the place for people who already had their work
handled. It was what you did with the time.

Aristotle said it plainly. We are busy, he wrote, in order to have leisure,
the way we make war in order to have peace. Work was the means.
Leisure was the end. And the purpose of education was to make a person
good at the end, not just the means. A person trained only to work, he
thought, would be lost the moment the work was done. He would not
know what to do with himself. He would fill the time with noise.

This was not laziness. Greek leisure was not lying on a couch. It was the
time in which you thought, argued, governed, made music, studied the
sky, raised children, judged disputes, and decided what your city should
do. Leisure was where the important matters happened. The necessary
matters happened somewhere else, done by someone else.

Josef Pieper, a German philosopher writing just after the Second World
War, put the idea in a single phrase that became the title of his book:
leisure is the basis of culture. He meant that everything we call
civilization, philosophy, art, law, science, comes out of time that is not
spent on survival. A society that cannot produce that time cannot produce
those things.
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The question school was built to answer

If school means leisure, then school was built to answer a specific
question. Not “how do I make a living?” but “how do I live well once the
living is made?”

That question has a strange property. It cannot be answered by a skill.
You cannot become good at leisure the way you become good at
bricklaying. There is no output to measure. The answer has to be a kind
of person: someone who can think clearly, speak well, judge truly, notice
what matters, and spend attention on it.

That is why the old education looks so odd to modern eyes. It does not
train for a job. It trains grammar, logic and rhetoric, which are about
language and judgment. It trains arithmetic, geometry, music and
astronomy, which are about number, space, time and the order of the
world. None of these is a trade. All of them are tools for a person who has
to direct things rather than do them.

School was never meant to prepare you for work. The
word on the door says it was meant for what comes
dfter.

Why this matters now

For most of history, very few people had leisure in the Greek sense. Most
people worked from childhood to death, and their children did the same.
An education built for leisure made no sense for them. They needed to
learn the work.

That is changing. Not because work is ending, but because a new kind of
help has arrived. A delegate can now do a large and growing share of the
small matters in a person’s day: drafting, summarizing, calculating,
scheduling, searching, comparing, filling in, following up. Every year the
share grows.
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The mother at the kitchen table is watching scholé arrive in her house.
Her daughter’s necessary work, at least the worksheet kind, is being done
below her. The question is whether anyone will teach the girl what the
free time is for.

CARRY THIS
School comes from the Greek word for leisure. It was built to
prepare people for what comes after the work, not for the work itself.

AT THE TABLE

Ask your child what school means. Then tell them the word’s real origin, and
ask what they would do with an hour if all their homework were already
done. Listen to the answer. It tells you what they have been taught leisure is
for.
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CHAPTER 2

Two Kinds of Art

The Romans made the split explicit. There were the artes liberales, the
arts fit for a free person, and the artes serviles or mechanical arts, the arts
of people who worked with their hands for pay or under command.

Seneca, writing to his friend Lucilius in the first century, has a whole
letter on the subject. Liberal studies are called that, he says, because they
are worthy of a free-born person. Then he does something more
interesting. He complains that most of what passed for liberal education
in his day was trivia: where exactly Ulysses wandered, whether the Iliad
or the Odyssey was written first. Only one study is truly liberal, Seneca
says: the one that makes a person free. Everything else is decoration.

Hold on to that. The liberal arts were never just a list of subjects. They
were defined by what they did to the person. A liberal art is one that
makes you more able to direct your own life and the lives of others. A
servile art is one that makes you more useful to someone who directs
you.

The seven

By late antiquity the list had settled at seven. A writer named Martianus
Capella, in the fifth century, wrote an allegory in which the seven arts
appear as bridesmaids at a wedding, each carrying her tools. Boethius
named the second group of four. The medieval universities organized
themselves around the whole set.

The first three were called the trivium, the three roads:

* Grammar, the art of language: how to say a thing correctly and
exactly.

» Logic, the art of reasoning: how to tell a sound argument from a
broken one.
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* Rbhetoric, the art of persuasion: how to move another person with
words.

The next four were called the quadrivium, the four roads:

e Arithmetic, number in itself.
* Geometry, number in space.
e Music, number in time.

» Astronomy, number in space and time together, the order of the
heavens.

Notice what is missing. There is no accounting, no farming, no weaving,
no building, no medicine as a trade. Those were the servile arts. They
were real, difficult and necessary, and they were done by other people.

Notice also the shape. The trivium is about dealing with minds: your own
and other people’s. The quadrivium is about dealing with the world’s
order: quantity, shape, rhythm, cycle. A free person needed both. He had
to direct people and he had to understand the world well enough to direct
them sensibly.

Who paid for it

I said I would not skip this. In Athens and Rome, the free person’s leisure
was paid for by the labor of slaves, servants, women and the poor. The
liberal arts were the education of a class that sat on top of other people.
The word liberal itself carries that history: it named the person who was
not owned, in a society where many were.

That is a real stain, and it is the reason the old split rightly became
suspect. When the modern world decided that every person has equal
dignity, it also decided, quietly, that every person would have to work.
Nobody would sit on top of anybody. Education would become the
training of everyone for work, because everyone would work.

That was a moral advance. It also threw away the best thinking anyone
had ever done about how to direct work rather than do it.
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The free arts were never wrong. Only their distribution
was.

Here is the turn this book rests on. A delegate is not a person. It is not
owned in the way a human being was owned, and it is not denied
anything by doing the small matters. For the first time in history, the
condition the free arts were built for can be universal. Every child can
have the servile work done below them, and no human being has to pay
for it with their life.

CARRY THIS

The liberal arts were the education of people whose servile work was
done by others. Delegates make that condition universal, and nobody
has to be owned to make it so.

AT THE TABLE

Write two lists with your child: things you do that someone could do for you,
and things nobody could do for you. Keep the second list on the refrigerator.
Add to it when you find something new.
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CHAPTER 3

The Factory Turned the School
Around

If school means leisure, how did it come to mean the opposite?

The short answer is the factory and the office. In the eighteenth and
nineteenth centuries, the countries that were industrializing needed
something no society had needed before: a whole population that could
read instructions, do arithmetic, keep time, follow orders and sit still.
Farms did not need that. Factories, railways, armies and bureaucracies
did.

Prussia got there first. Its kings made schooling compulsory in the
eighteenth century and built a system that was, by the standards of the
time, astonishingly effective. Children were sorted by age, taught in
rooms by trained teachers, moved through a fixed curriculum, and ruled
by bells. In the 1840s an American reformer named Horace Mann
traveled to Prussia, came home impressed, and wrote a famous report
urging Massachusetts to copy much of it. Within a decade Massachusetts
had compulsory attendance. The rest of the country followed.

I do not want to sneer at this. Mass schooling gave literacy to people
whose grandparents could not read. It gave arithmetic to people who had
been cheated at every market for a thousand years. It made the modern
world possible. It was a gift.

But look at what it taught. Reading, so you could follow written
instructions. Writing, so you could fill in forms and keep records.
Arithmetic, so you could calculate wages, prices and inventories.
Punctuality, so you would be at the machine when the whistle blew.
Obedience, so you would do what the foreman said. The industrial school
took the word for leisure and used it to name a building that trained
workers.
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The servile arts, for everyone

Here is the cleanest way I know to describe what happened. The
industrial school taught the servile arts to everyone, because everyone
was going to do servile work. It taught them extremely well. It measured
them carefully. It sorted children by how good they were at them.

And it kept a little of the liberal arts on the side, for the children who
would become managers, lawyers, clergy and officials. Latin for some.
Rhetoric for a few. Philosophy for the very few. The old split survived,
but it was now a split inside the school, between the tracks, instead of
between the free and the unfree.

This is the school most of us attended. The worksheet on fractions is its
child. So is the spelling test, the five-paragraph essay, the long division,
the timed multiplication drill, the book report. All of them train a skill
that a nineteenth-century employer needed in a clerk.

Every one of them is now something a delegate can do.

Why the fear at the table is the wrong fear

When the mother watches the delegate finish the fractions, she feels that
something is being taken from her daughter. She is right that something is
changing. But what is being taken away is not the girl’s education. It is a
nineteenth-century employer’s specification for a clerk.

That specification served us well for two hundred years. It is ending, not
because the children are lazy, but because the clerk’s work has moved
below them. The question is what replaces it. And the answer is not more
servile arts, taught faster. It is not “learn to code,” which is just a new
servile art with a shorter shelf life. It is the arts the industrial school
pushed to the side: the arts of directing.

I have a PhD. I was never in love with the dissertation or the academic
process, only with the idea itself. I mention it because I think that is how
most children feel about school. They are not in love with the process.
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Nobody is in love with the worksheet. Some of them would fall in love
with the ideas, if the process ever got out of the way. Delegates are about
to move the process out of the way. What we put in its place is the most
important educational decision of this century.

CARRY THIS

The industrial school took the word for leisure and used it to train
clerks. The clerk’s work is moving below the child. The arts of
directing have to come back.

AT THE TABLE

Look at your child’s homework this week and sort each assignment into two
piles: practice a nineteenth-century clerk needed, and practice a person who
directs things needs. Do not throw the first pile away. Just notice how tall it
is.
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PART TWO

Every Child Is Born a
Manager

What changes when the small matters are done below you
from the first day



CHAPTER 4

Delegation Runs Down

I teach a lot of people how to work with Al. At our facility in Charleston,
at workshops, with students in their twenties. The first thing I correct is
almost always a word.

People say they use Al I tell them they do not. You use a hammer. A
hammer has no judgment, no initiative and no way of misunderstanding
you. Al has all three. It is not a tool. It is an entity that does work on your
behalf, and the right relationship to an entity that does work on your
behalf is not use. It is delegation.

The word matters because delegation has a direction. It runs down. You
delegate to someone below you in the order of a piece of work. You do
not delegate up. When you hand your Al a task, you are placing it below
you and keeping something above it: the authority to decide what the task
is, whether it was done well, and what happens next. That makes you
something different from a user. It makes you a manager.

I prefer the word delegate to agent, for the same reason. An agent sounds
like something with its own mission. A delegate, from the Latin delegare,
is someone sent on your behalf, carrying your intention. The intention
stays yours. That is the whole point.

What it means to be born above the work

Now apply that to a child.
For all of history, a child started at the bottom of every order. She was
taught to do the small matters, by hand, under someone else’s direction.

She swept, carried, copied, added, memorized. Some children grew up to
direct others. Most did not. Either way, everyone started at the bottom.

A child born this year starts somewhere new. From the moment she can
speak a clear sentence, there will be something below her that can do a
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large share of the small matters she used to be taught to do. She will be,
in a narrow but real sense, a manager at age six.

That sounds wonderful, and in many ways it is. It also sounds dangerous,
and it is that too. A manager who has never done any of the work she
directs is a bad manager. She cannot tell good work from bad. She cannot
tell when she is being flattered, misled or quietly ignored. She gives
vague instructions and accepts whatever comes back. The history of
every institution is full of managers like that, and they were always a
disaster.

Every child born this year starts above the work. The
danger is not that she will have a delegate. The danger
is that nobody will teach her to manage one.

The free person’s problem, returned

This is exactly the problem the ancient free person had. He was born
above the work. Everything servile was done for him. If he was taught
nothing, he became idle, gullible and cruel, the spoiled heir every culture
has a story about. The liberal arts were the cure. They were the training
that made a person born above the work worthy of the position.

So the first principle of educating a child in the age of delegates is this.
Your child will be a manager whether you prepare her or not. The only
choice is whether she will be a good one.

And being a good manager has very little to do with knowing the tool. It
has almost everything to do with the old arts: saying exactly what you
want, knowing whether what came back is right, moving people when
people are what the matter needs, having a feel for size and shape and
time, and knowing what is worthy of your own attention and what is not.
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CARRY THIS

You do not use Al. You delegate to it, and delegation runs down. A
child with a delegate is a manager, and the only question is whether
she will be a good one.

AT THE TABLE

Next time your child asks a delegate for something, ask them afterward:
“Was that what you wanted? How do you know?” Do not judge the answer.
Just make the question a habit.
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CHAPTER 5

What Became Servile This Year

There is a line in every person’s day. Above it are the matters you handle
yourself. Below it are the matters someone or something else handles for
you. The line has always existed. The free arts are about what sits above
it.

What is new is how fast the line is moving.

For most of history it barely moved. A Roman free person’s servants did
roughly the same things a medieval lord’s servants did. Then machines
started taking the physical work: the plow, the loom, the engine, the
washing machine. The line moved down through the body. People
stopped carrying, spinning, scrubbing and hauling, and the arts of the
hand became, for most people, optional.

Now the line is moving through the mind. And it is moving every year.

The list keeps growing

Think about what has crossed the line within living memory. Arithmetic
first: the pocket calculator turned long division from a daily necessity
into a classroom exercise. Then spelling: the red underline. Then
directions: the map in your pocket. Then remembering facts: the search
box. Then handwriting, mostly. Then, very recently and very fast,
drafting, summarizing, translating, writing code, formatting a document,
building a slide, answering an email, planning a trip, comparing options,
filling in a form.

Every item on that list used to be taught in school as a skill a person
needed. Every item is now something that can be done below the person.
The list is not finished. It will keep growing for the rest of your child’s
life. By the time she is grown, things you consider deeply human, maybe
some of the things you do at work, will be on it.
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That is why I tell parents to stop trying to find the subjects the machine
cannot do. Any list you make will be wrong in five years. Build on that
list and you build on sand.

The old panic, and what actually happened

This is not the first time people have watched an art cross the line and
panicked.

In Plato’s Phaedrus, Socrates tells a story about the Egyptian god who
invented writing and presented it proudly to the king. The king was not
impressed. Writing, he said, will make people forgetful. They will stop
exercising their memory because they can rely on marks outside
themselves. They will appear wise without being wise.

He was partly right. People did stop memorizing long poems. But writing
did not make people stupid. It moved the art up a level. Instead of
memorizing, people learned to read, compare, argue with texts, build on
other people’s thinking across centuries. Memory crossed the line.
Something larger grew above it.

The calculator was the same story, told faster. In the 1970s teachers
worried that children who used calculators would never understand
numbers. Some of those fears were justified. But the children who
learned well with calculators learned something the long-division drills
never taught: to set up a problem, to know which operation it needed, to
notice when an answer was absurd. Computation crossed the line.
Judgment about number stayed above it, and grew.

Every time an art crosses the line, the useful question is
not what was lost. It is what grows above it now.
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The pattern

Here is the pattern, stated as a principle. When a servile art crosses the
line, the free art that directs it becomes more valuable, not less. When
computation crossed, number sense rose in value. When retrieval crossed,
judgment about sources rose. When drafting crosses, the ability to say
exactly what you mean, and to know whether the draft says it, rises.

Each servile art had a free art sitting on top of it all along. We just did not
need to teach the free art separately, because it came bundled with the
practice. A child who did a thousand long divisions by hand picked up
some number sense on the way. A child who wrote a hundred essays by
hand picked up some sense of what a good sentence is.

That is the hidden problem. When the servile art crosses the line, the
bundled free art does not automatically come with the child. It used to
come free with the practice. Now it has to be taught on purpose.

CARRY THIS

The line between what you do and what is done for you is moving
through the mind every year. Each servile art that crosses it leaves
behind a free art that must now be taught on purpose.

AT THE TABLE

Pick one thing your delegate did for your family this week. Ask together:
what did a person used to learn by doing this by hand? Then find one small
way to keep learning that part.
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CHAPTER 6

You Cannot Judge What You Have
Never Done

There is a paradox at the center of this book, and I would rather face it
now than pretend it away.

The free arts are about directing work rather than doing it. But you
cannot direct work you do not understand, and you cannot understand
work you have never done. A manager who has never written a sentence
cannot tell a good draft from a bad one. A manager who has never added
a column cannot tell when the total is absurd. Judgment is built out of
doing.

So if the delegate does all the doing, where does the judgment come
from?

The philosopher Michael Polanyi wrote that we know more than we can
tell. A carpenter knows when a joint is right before she can explain why.
A cook knows when the onions are ready by the smell. That knowledge
lives in the hands and the senses, and it is put there by repetition. You
cannot download it. You cannot read your way to it. You have to do the
thing, many times, badly and then less badly.

The gym

Here is the answer, and it comes from the body.

For most of history, people did not exercise. They did not need to. Their
work was exercise. They walked miles, carried water, dug, lifted and
hauled. Strength came bundled with the work, the way number sense
came bundled with long division.

Then machines took the body’s labor. Within a few generations, a large
share of people sat for most of their working day. Strength and stamina,
which used to come free with the work, stopped coming at all. And so we
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invented something odd. We invented the gym: a room full of heavy
objects that you lift for no reason except to lift them. Nobody needs the
weight moved. The person needs to move it.

That is exactly what is about to happen to the mind. The servile arts of
the mind are crossing the line. The judgment that came bundled with
them will stop coming. And so we will have to do some of the servile
work on purpose, not because the output is needed, but because the
person is.

Nobody needs the weight moved. The person needs to
move it.

Reps, not output

This changes how a parent should think about homework. The question
used to be: did the child produce the output? The worksheet done, the
essay written, the problems solved. In a world of delegates, that question
means almost nothing. Output is cheap.

The new question is: did the child get the reps? Did she do enough of this
by hand to build the judgment that will let her direct it later? A child who
writes ten short paragraphs by hand, slowly, with someone pointing at the
weak sentence, has gotten reps. A child who prompts a delegate for a
perfect essay has gotten output. Only one of those builds a manager.

This means the servile arts do not disappear from childhood. They
change their purpose. They become practice for the person, the way
lifting is practice for the body. A child should still do long division, still
write by hand, still find her way across town without the map in her
pocket, still add a column of numbers. Not as a job skill. As the gym.
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How much is enough

There is a limit, and it matters. The gym does not ask you to dig ditches
all day. It asks for a focused dose, enough to keep the capacity alive. The
same is true here. The child does not need to do all the servile work by
hand. She needs to do enough of each kind to be able to judge it.

I give my students a working rule. Do a thing by hand until you can tell
good from bad at a glance. Then delegate it, and keep checking. If you
ever stop being able to tell, go back to the gym for a while.

I have written about the cost of skipping this, the slow loss of the small
surprises that keep a person’s model of the world honest. I call it
calibration debt. A child who never does the reps is born in debt, and it is
called in at the worst possible moment: when the delegate is wrong and
she cannot tell.

CARRY THIS

Judgment is built by doing. The servile arts stay in childhood, not as
job skills but as the gym: reps for the person, not output for the
world.

AT THE TABLE

Choose one servile art this month to do by hand together, for no reason but
the reps: a column of numbers, a handwritten letter, a walk across town
without a map. Do it until your child can spot a mistake at a glance.
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PART THREE

The Seven Free Arts,
Again

The old curriculum, read for a child who will manage
delegates all her life



CHAPTER 7

Grammar: Saying Exactly What
You Mean

For a thousand years, grammar was the first of the arts. Not because
commas matter, but because every other art depends on it. You cannot
reason, persuade, calculate or command if you cannot say exactly what
you mean.

Medieval grammar was much larger than the subject we remember from
school. It meant the whole art of language: words and what they name,
how sentences are built, how meaning survives from one person to
another. A grammarian was someone who could make a thought arrive
intact.

In an age of delegates, that is the first art of management.

Every instruction is a sentence

Everything a child will ever ask of a delegate begins as language. A
vague request gets a vague result. An ambiguous request gets a confident
answer to the wrong question. A precise request, one that says what is
wanted, for whom, by when, to what standard and with what limits, gets
something you can actually use.

People call this prompting, as if it were a trick of the tool. It is not. It is
grammar. It is the same art a good general used to write orders, a good
architect used to write specifications, a good parent uses to tell a teenager
what “clean your room” actually means. The delegates will keep getting
better at guessing what we meant. But the person who can say what she
means will always get more out of them than the person who cannot, and
she will notice sooner when they guessed wrong.
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Grammar is also how you listen

The second half of grammar is reading. Not reading in the sense of
decoding letters, which is a servile art and mostly settled by age eight, but
reading in the sense of noticing exactly what a sentence says, and what it
does not.

A delegate’s answer often sounds right and says something slightly
different from what you asked. A summary drops the one qualifier that
mattered. A confident paragraph answers the easy version of the
question. The child who reads like a grammarian catches it. The child
who reads for the gist does not.

Dorothy Sayers, the English writer, gave a lecture in 1947 called “The
Lost Tools of Learning.” She argued that modern schools taught children
subjects but not the tools for learning any subject, and that the old
trivium, grammar first, was exactly those tools. She was early. Her
complaint is about to become everyone’s.

Grammar was the first art because every other art
depends on it. It is now the first art of management for
the same reason.

What to teach

Teach a child to say a thing in one sentence, then in fewer words. Teach
her to give an instruction that a stranger could follow. Teach her to read a
paragraph and say what it claims and what it leaves out. Teach her that a
word has edges, and that choosing the word with the right edges is a kind
of power.

None of this requires a delegate. All of it makes the delegate more useful.
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CARRY THIS
Every instruction to a delegate is a sentence. Grammar, the art of
making a thought arrive intact, is the first art of management.

AT THE TABLE

At dinner, play “one sentence”: each person explains their day in one
sentence, then in ten words, then in five. The point is not brevity. The point is
choosing what matters.

The Free Arts - 29



CHAPTER 8

Logic: Knowing When It Is Wrong

The second art of the trivium was logic, the art of telling a sound
argument from a broken one. Medieval students spent years on it. They
learned the forms of valid reasoning, the common fallacies, the difference
between what follows and what merely sounds like it follows.

It is the art your child will need most, because it is the art of checking.

Fluent is not true

The defining feature of a delegate is fluency. It answers in clean
sentences, with confidence, at once. That fluency is useful and dangerous
in equal measure, because humans are built to trust fluent speech. For
most of history, a person who spoke clearly and confidently about a
subject usually knew something about it. That rule no longer holds.
Fluency is now free.

A child who grows up with delegates will hear fluent, confident answers
thousands of times a year. Most will be right. Some will be wrong in
ways that sound exactly like right. Logic is the art that tells them apart. It
asks: does this follow? What would have to be true for this to be true? Is
that true? What is the simplest check?

The manager’s real job

When I explain management to students, I say the manager’s real job is
not giving the instruction. It is receiving the work. Anyone can ask. The
skill is in knowing whether what came back is good: whether it does what
was asked, whether the reasoning holds, whether anything important was
quietly skipped.

That is logic, applied. And it is a teachable art. It is taught by asking a
child, over and over, “How do you know?” Not as a challenge. As a
habit. How do you know the answer is right? What did you check? What
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would make it wrong?

A child who asks that question of her delegate by reflex is protected from
most of what can go wrong. A child who never learned to ask it is at the
mercy of whatever sounds good.

Fluency is free now. The art that tells fluent from true is
the one your child will need most.

Logic is not cynicism

There is a failure on the other side, and I see it in adults. Some people,
burned once by a wrong answer, decide that nothing a delegate says can
be trusted. They check everything, or they refuse to delegate at all. That
is not logic. It is fear. A good manager does not distrust every report. She
knows which reports to check, how hard, and when the cost of checking
is higher than the cost of a small error.

So teach both halves. Teach the child to find the flaw. Then teach her to
decide whether the flaw matters. That second step is where logic turns
into judgment.

CARRY THIS
The manager’s job is not giving the instruction. It is receiving the
work. Logic is the art of knowing whether what came back is right.

AT THE TABLE

Once a week, ask a delegate a question you already know the answer to, with
your child watching. Then ask: “How would we know if it was wrong?”
Make checking a game, not a fear.
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CHAPTER 9

Rhetoric: Moving a Person

The third road of the trivium was rhetoric, the art of persuasion. The
Romans thought it was the crown of education. Quintilian, who taught
rhetoric in Rome, defined the ideal orator with a phrase he borrowed
from Cato: a good person, skilled at speaking. Both halves mattered. Skill
without goodness was dangerous. Goodness without skill was useless in
public life.

Rhetoric fell out of most schools in the twentieth century. It came to
sound like manipulation, or like a dusty subject for debate clubs. I think it
is about to become the most practical art there is.

Some things must be moved, not handled

Here is why. Delegates handle matters. They do not move people, or
more precisely, they should not be the ones moving the people who
matter to you.

I tell my students something I believe very strongly. Never have your Al
deal with a person who is worthy of your own attention. A customer you
value, a friend, a family member, a partner. Delegating that person down
to a machine dishonors them. It tells them they have been placed below
your attention. People forgive a great deal, but not that.

That means the matters that stay above the line are, more and more,
matters with people in them. Persuading a client. Comforting a friend.
Asking for a second chance. Negotiating with a neighbor. Raising
money. Leading a team through a bad month. These are the great matters
of a life, and every one of them is rhetoric.
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The face

There is a second reason. As Al fills every screen and phone line, the
channels we used to trust will stop being trustworthy. An email can be
written by anyone’s delegate. A voice on the phone can be synthesized. A
video call can be generated. The one channel that cannot be faked is a

person in the room.

I tell my students: be the face your customers trust. Trust is the
foundation of every customer relationship, and in a world of perfect
copies, the face is where trust lives. Every digital product and service will
need a human face that carries the trust, the liability and the
responsibility. That face will have to be able to speak.

The matters that stay above the line are matters with
people in them. Every one of them is rhetoric.

What to teach

Teach a child to stand up and say what she thinks, briefly, to a room.
Teach her to ask for something from an adult who is not her parent.
Teach her to tell a story that makes someone feel what she felt. Teach her
to listen to an objection and answer the objection, not the person. Teach
her to apologize well, which is rhetoric at its most honest.

And keep Cato’s first half. The good person comes first. Rhetoric without
character is exactly what the delegates will flood the world with. Rhetoric
with character is what will be scarce.

CARRY THIS

Never delegate a person worthy of your attention. The matters that
remain yours are matters with people in them, and the art for those is
rhetoric.
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AT THE TABLE

Once a month, have your child ask an adult outside the family for something
real: a question for a shop owner, a request to a librarian, a thank-you to a
coach in person. Talk afterward about how it went.
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CHAPTER 10

Number: Feeling the Size of
Things

The quadrivium began with arithmetic, number in itself. For the ancients
this was not bookkeeping. It was the study of what numbers are and how
they relate: odd and even, ratio and proportion, the way quantities grow
and shrink.

The bookkeeping half of arithmetic has crossed the line. Your child will
rarely need to compute anything by hand that matters. The other half, the
feel for quantity, has never been more important.

The answer is absurd

Here is the single most useful number skill in an age of delegates:
knowing, before you check, roughly what the answer should be.
Knowing that a trip across town cannot take four hours. Knowing that a
budget line is ten times too large. Knowing that a claim about how many
people did something cannot be right because there are not that many
people.

The physicist Enrico Fermi was famous for this. He would ask his
students questions like how many piano tuners work in Chicago, and
expect them to reason their way to a sensible answer with nothing but
rough guesses multiplied together. The point was never the exact number.
The point was being in the right neighborhood, and knowing it.

A delegate will occasionally hand your child an answer that is off by a
factor of ten, or a thousand, in perfect formatting. The child with a feel
for size catches it in a second. The child without it copies it into the
report.
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Proportion is judgment

The old arithmetic was obsessed with ratio, and for good reason. Most
real decisions are about proportion. Is this worth what it costs? Is this risk
large compared to that one? Is this good result typical or lucky? A person
who thinks in proportions makes better decisions than a person who
thinks in absolute numbers, at every level of education.

None of this is advanced mathematics. It is closer to a sense, like balance.
And like balance, it is built by practice: estimating before measuring,
guessing before calculating, comparing before deciding.

The bookkeeping half of arithmetic has crossed the line.
The feel for size has never mattered more.

What to teach

Before anyone looks anything up, guess. How long will this take? How
much will this cost? How many are there? Then check, and talk about
how close you were. Do it in the car, in the grocery store, at dinner. Make
estimation a family reflex.

Keep a little hand computation as gym work, because the feel for
numbers grows from handling them. But spend the real effort on size,
ratio and the instinct that says “that cannot be right.”

CARRY THIS

The child who knows roughly what the answer should be will catch
the delegate’s worst mistakes. Teach the feel for size, not the
bookkeeping.
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AT THE TABLE

Play “guess first” for a month. Before any lookup, every person at the table
guesses. Keep a running score of who lands closest. The winner picks
dessert.
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CHAPTER 11

Geometry: The Body in Space

Geometry, for the ancients, was number in space. A legend, probably told
centuries after the fact, says the door of Plato’s Academy carried the
words: let no one ignorant of geometry enter. Whether or not the sign
was real, the idea was. Understanding shape, distance, angle and
proportion was considered a precondition for understanding anything.

I want to read geometry broadly here, as the art of the body in space. It is
the art of the hands, the eye, and the physical world. And it is the art that
delegates reach last.

What stays in the body

A delegate can design a bookshelf. It cannot feel whether the joint is
tight. It can give you a recipe. It cannot tell you the onions are ready by
the smell. It can explain how to swim. It cannot keep you afloat. A
growing share of the world’s thinking can be done below us, but the body
remains ours, and the body lives in space.

There is a kind of knowledge that only comes from moving through the
world: the sense of where you are, how far things are, how much force a
task needs, how materials behave. Polanyi’s tacit knowledge lives here
more than anywhere. It is built by hands touching things, feet covering
ground, eyes judging distance.

A child who grows up entirely on screens, with delegates doing her
thinking and machines doing her moving, will be oddly helpless in her
own body. She will know about the world without knowing it.

The hand trades come back

For a century, schools quietly pushed the arts of the hand down the ladder
of prestige. Shop class closed. Home economics shrank. Bright children
were steered away from making things toward manipulating symbols,
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because symbol work paid better.

That ranking is about to flip. Symbol work is crossing the line fast. Work
with hands in physical space is crossing slowly, and some of it may never
cross. More importantly, the hands are where a person’s sense of
competence lives. Nothing builds a child’s confidence like making a
thing that works and holding it.

A delegate can design the bookshelf. It cannot feel
whether the joint is tight.

What to teach

Teach a child to cook a real meal. To swim. To find her way across a city
on foot. To build something with wood or fabric or wire. To fix a small
broken thing. To draw what she sees, which is geometry in its purest
form, the eye measuring the world.

These are not hobbies. In the age of delegates, they are the curriculum of
the body, and the body is the one place your child will always be.

CARRY THIS
Geometry is the art of the body in space. It is the art delegates reach
last, and the place a child’s sense of competence lives.

AT THE TABLE
Give your child one real physical job in the house that nobody else does: the
bread, the bike repairs, the garden bed. Let it be theirs, mistakes included.
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CHAPTER 12

Music: Time You Cannot Skip

The third art of the quadrivium was music. To the ancients, music was
number in time: the ratios of string lengths that make harmonies, the
patterns of beats that make rhythm. Pythagoras, the story goes,
discovered that pleasing intervals come from simple ratios. Music was
mathematics you could hear.

Aristotle thought music was the purest leisure activity there is. It is useful
for nothing. It is done for its own sake. That is exactly why he thought
children should learn it.

The art that cannot be compressed

Here is what makes music unlike every other art in this book. You cannot
skip to the end.

A delegate can summarize a book. It can give you the gist of a lecture in a
paragraph. It can compress almost any piece of information into less
time. It cannot compress a song. A three-minute song takes three
minutes. To hear it, you have to be there for all of it. To play it, you have
to practice for months, and the practice cannot be delegated, summarized
or sped up.

That makes music the clearest teacher of a truth every child in an age of
delegates will need: some things only happen in time, and the time is the
point.

Practice as its own reward

In Chapter 6 I described the gym, practice done not for the output but for
the person. Music is the oldest and best version of that. Nobody needs
another child to play a scale. The child needs to play it. The scale is not a
product. It is a person being built.
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Children who learn an instrument learn things that cannot be taught any
other way. That improvement is slow and invisible until suddenly it is
not. That attention can be held on one thing for a long time. That a
mistake in front of others is survivable. That doing something with other
people in time, an ensemble, a choir, a band, is a kind of joy that no
screen delivers.

A delegate can summarize anything. It cannot compress
a song.

Attention

There is one more reason, and it is the deepest. Music trains attention. To
play or even really listen, you must hold your attention on a sequence of
moments, each one depending on the last. It is the opposite of skimming.

In a world where delegates will compress everything that can be
compressed, the person who can still give sustained attention to
something will be rare. Attention is what a person has to give. Music
teaches a child how to give it.

CARRY THIS

Music is number in time, and time cannot be skipped. It teaches the
one lesson delegates cannot: some things only happen in time, and
the time is the point.

AT THE TABLE

Have your child learn one instrument, any instrument, for a full year before
deciding whether they like it. Listen to one whole album together without
phones, start to finish.
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CHAPTER 13

Astronomy: The Long View

The last of the seven was astronomy, the study of the heavens. For the
ancients this was not stargazing. It was the study of the most reliable
patterns in the world: the cycles of the sun, moon, planets and stars,
which governed calendars, seasons, harvests and navigation.

Astronomy was, above all, the art of prediction. Herodotus tells the story
that Thales of Miletus foretold an eclipse, and that when the sky darkened
in the middle of a battle, both armies were so shaken they made peace.
Whatever the details, the point stuck: the person who understands the
patterns can see what is coming.

The art of expectation

I read astronomy, in this book, as the art of the long view: seeing patterns
across time, forming expectations about the future, and adjusting them
honestly when the world surprises you.

Much of my own work is about expectation. Every person carries a
model of what will happen next, and lives by comparing what actually
happens to what they expected. Surprise is the gap between the two. A
wise person is not someone who is never surprised. It is someone whose
expectations are honest, and who learns from each surprise instead of
explaining it away.

That is astronomy for an ordinary life. Notice the cycles. Form
expectations. Write them down. Check them. Learn.

Why a child needs it

Delegates live in the immediate. They answer the question in front of
them, now. They are extremely good at the next step. They are much less
good at holding a person’s whole life in view: where she is going, what
she wants it to amount to, which small decisions today are actually large
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ones.

That long view has to come from the person. And it is a learned art.
Children are not born with it. They learn it from adults who talk about the
future out loud, who keep promises over years, who plant trees they will
not sit under, who make predictions and later admit when they were

wrong.

A child born this year will probably see 2100. That is a long view built
into her life whether she likes it or not. The question is whether she will
be taught to look along it.

The person who understands the patterns can see what
is coming. The long view has to come from the person,
not the delegate.

What to teach

Look at the actual sky with your child, often enough that she knows
where the moon will rise. Keep a family book of predictions: what will
happen this year, at school, in the world. Open it on New Year’s Day and
see who was right. Plant something slow. Talk about what you hope she
will be doing in thirty years, and ask what she hopes.

In this book I end with my own predictions, with a ledger of where I
might be wrong. That is not decoration. It is astronomy, practiced in
public.

CARRY THIS

Astronomy is the art of the long view: noticing patterns, forming
honest expectations, and learning from surprise. Delegates live in the
next step. The long view belongs to the person.
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AT THE TABLE
Start a family prediction book. Each person writes three predictions for the
coming year and signs them. Read them aloud next New Year’s Day.
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CHAPTER 14

The Eighth Art: Rank

The seven liberal arts never had an eighth. They did not need one. The
ancients assumed something we cannot.

They assumed the free person already knew which matters were great and
which were small. Social order told him. Custom told him. His position
told him: these matters are beneath you, those are yours, and these few
are sacred. The free arts trained him to handle his matters well. They did
not have to teach him which matters were his.

Your child will not inherit that order. Her delegates can handle almost
anything she asks, and nobody will hand her a list of what she should
keep for herself. She will have to decide, every day, which matters to
delegate and which deserve her own attention. That decision is an art. I
call it rank.

The order of matters

Here is the principle as plainly as I can state it. Every matter in a life has
a rank. Some are small: they need doing, and it does not matter much
who does them. Some are great: they shape a life, or touch a person
worthy of respect, or carry a responsibility that cannot be shared. A good
life puts attention on the great matters and delegates the small ones.

That sounds obvious. It is not, because the two kinds of matter do not
announce themselves. The small matters are loud and urgent. The great
matters are often quiet and can wait, until suddenly they cannot. A person
without the art of rank spends her days on what shouts and never gets to
what matters.

I run my own work this way now. I tell my AlI: I trust you. Only bring
matters to me that are worthy of my attention. Decide and handle the rest.
That instruction is the whole art of rank in two sentences. It requires me
to know what is worthy of my attention, and to be honest when I have
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been spending it on things that are not.

What rank protects

Rank protects three things.

It protects people. As I said in Chapter 9, a person worthy of your
attention must never be delegated down. Rank is how you know who
those people are, and keep them above the line.

It protects attention. Attention is the one thing a person truly has to give.
A life is, in the end, what you gave your attention to. Rank is the art of
spending it on purpose.

It protects the person herself. A child who delegates everything becomes
a spectator of her own life. A child who delegates nothing becomes a
clerk again, buried in small matters. Rank is the art of standing in the
right place: above the small, inside the great.

The ancients never needed an eighth art. They were told
which matters were theirs. Your child will have to
decide.

Teaching rank

Rank is taught mainly by example. A child learns what matters from
watching where her parents put their attention. If the phone gets your
attention at dinner and she does not, she has learned a rank. If you hand a
hard conversation to a delegate, she has learned a rank. If you put down
everything when a friend calls in trouble, she has learned a rank.

It is also taught by asking. When your child faces a task, ask: is this small
or great? Who should do it? What would happen if nobody did? Over
years, the questions become instinct.
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The seven arts make a person capable. The eighth makes her free in the
sense Seneca meant: able to direct her own life toward what is worth it.

CARRY THIS

Rank is the eighth art: knowing which matters are great and which
are small, keeping the great ones and delegating the rest. The
ancients were handed it. Your child must learn it.

AT THE TABLE
Each Sunday, ask everyone at the table: what was the greatest matter of your
week, and did it get your attention? No judgment. Just the habit of asking.
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PART FOUR

The House

What a family can do starting tonight, and what schools
will become



CHAPTER 15

The First Delegate

Every family will face the same question sooner than they expect: when
does a child get her own delegate?

I do not think there is a right age. I think there is a right rule. And the rule
follows directly from Chapter 6.

Earned delegation

A child may delegate a kind of work once she can do it well enough
by hand to tell whether it was done right.

That is the whole rule. It is how apprenticeship always worked. An
apprentice did not get assistants until he had done the assistants’ work
himself. A young doctor does not supervise residents until she has been
one. A pilot learns to fly by hand before she is trusted with the autopilot,
and she keeps flying by hand regularly so she never loses the ability.

Applied to a child, it looks like this. She writes paragraphs by hand until
she can tell a good paragraph from a weak one. Then she may ask a
delegate to draft, and her job becomes judging and improving the draft.
She does arithmetic by hand until she can estimate an answer before
computing it. Then she may hand the computation down, and her job
becomes setting up the problem and catching absurd answers. She plans a
day trip with a paper map until she can tell a sensible plan from a foolish
one. Then the delegate may plan, and she judges.

Delegation is earned, art by art, not granted all at once by age. And it can
be lost: if she stops being able to judge, she goes back to the gym.

The early years

Before a child can do anything by hand well enough to judge it, I would
keep delegates out of her direct use almost entirely. Not out of the house.
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Out of her hands.

The first years of life are for the body, for language with people, for the
slow building of the senses. A small child needs faces, voices, hands, dirt,
water, blocks, books read aloud by someone who loves her. The
delegates will be there when she is ready. Nothing she needs at three
comes from them.

She can watch you delegate, and she will. Let her watch you do it well:
say what you want clearly, check what comes back, thank nobody for
flattering you, and put the phone down when a person walks in.

The rules of the house

Beyond earned delegation, I would set three rules, and they come straight
from the arts.

* Never delegate a person. No delegate writes a birthday message to a
grandparent, an apology to a friend, a thank-you to a teacher. People
worthy of your attention get your attention.

« Always check. Every piece of work that comes back from a delegate
gets one honest question before it is used: is this right, and how do I
know?

* Do the reps. Each child keeps at least one servile art by hand, on
purpose, as gym work, even after she has earned the right to delegate
it.

CARRY THIS

A child may delegate a kind of work once she can do it well enough
by hand to judge it. Delegation is earned art by art, and lost if
judgment fades.
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AT THE TABLE
Write your house rules for delegates on one card and post it where the family
eats. Start with three: never delegate a person, always check, do the reps.
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CHAPTER 16

The Table Is the Classroom

Most of the education in this book does not need a school. It needs a
table, and a few adults willing to talk.

That is not sentiment. It is the history of the free arts. For most of their
existence, the liberal arts were taught at home, by tutors, in conversation,
over meals. The Greek symposium was a dinner. Socrates taught in the
street and the marketplace. The arts of directing were always taught by
people talking to people about things that mattered.

A week at the table

If I had to design the minimum, it would look something like this. It fits

inside ordinary dinners.

* Grammar night. One sentence: everyone tells their day in one
sentence, then ten words, then five.

» Logic night. Somebody brings a claim they heard this week. The
family asks how we would know whether it is true.

* Rbhetoric night. Each person argues for something they want, a
weekend plan, a purchase, a rule change, and the others push back.
The best case wins.

* Number night. Guess first. Every question gets an estimate before
anyone looks anything up.

» The long view. Once a month, open the prediction book.

None of this takes more than twenty minutes. All of it builds the arts.
And none of it involves a screen.
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Reading aloud

There is one practice I would keep above all others, and it is old enough
to be Lindy: reading aloud. Long books, read a chapter a night, by a
parent, then by the child as she grows.

Reading aloud trains every art in this book at once. Grammar, because
the child hears language built well. Logic, because stories are arguments
about how people behave. Rhetoric, because a good reader moves the
listener. Music, because a long book cannot be skipped and its pleasure
only comes in time. The long view, because the story builds across
weeks.

It also trains attention, the scarce thing. A child who can sit through a
long story at seven can sit through a hard problem at seventeen.

Choose old books

A word on which books. Al learned what it knows from the written
record, and the record keeps what survives. I have argued that this gives
the machine old taste. Your child should have old taste too, for a different
reason.

Things that have lasted a long time tend to keep lasting. This rule has a
name, Lindy’s law, after a New York deli where comedians used to
gather and talk about which acts would last. The mathematician Benoit
Mandelbrot later gave it its modern form: for things that do not age the
way bodies do, every year survived adds to the years expected. Books
that have been read for centuries have proven they speak to something
durable in people. A child born this year needs that durable thing more
than anyone, because nearly everything new around her will be changing.

The arts of directing were always taught by people
talking to people about things that mattered.
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CARRY THIS

Most of the free arts need a table, not a school: a few adults willing
to talk, read aloud, guess first, argue well and keep a book of
predictions.

AT THE TABLE
Pick one old book, at least a century old, and read it aloud as a family, a
chapter a night, until it is done.
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CHAPTER 17

What Schools Will Become

Schools will change. Not quickly, and not because anyone plans it, but
because the old design will stop making sense.

The industrial school was built around output. Assignments produced
artifacts, the artifacts were graded, and the grades sorted children. That
design breaks the moment output is free. Teachers already know it. A
take-home essay now measures whether a child has a delegate, not
whether she can write. A worksheet measures nothing.

So the school will be pushed, slowly, back toward its own word. Toward
schole.

Four rooms

I expect the school of the 2040s to look less like a factory and more like
four kinds of room.

» The seminar. A small group and a teacher, talking. Grammar, logic
and rhetoric happen here: reading closely, arguing, defending a claim
out loud. This is the oldest classroom there is.

» The studio. Making things: writing by hand, drawing, building,
cooking, composing. Geometry and music happen here, and the gym
work of the servile arts.

» The field. Going out into the world: the sky, the city, the river, the
workplace. Astronomy and the long view happen here.

* The gym. Literal and figurative. The body, and the deliberate reps of
the mind.

And alongside all four, every child will have delegates, used under
earned rules, for the output the old school used to grade.
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The examination returns

When output is free, the only thing worth examining is the person. I
expect the oral examination to come back. A child will be asked to
explain her work out loud, answer questions about it, defend it against
objections. That is how universities examined students for centuries, and
how doctoral candidates are still examined. It is the one test a delegate
cannot take for you.

Hiring will follow the same path, faster. Employers will stop asking for
work samples, which anyone’s delegate can produce, and start asking
candidates to judge work: here is a piece of output, find what is wrong
with it, explain how you would direct it better.

The teacher becomes a master

The teacher’s role changes most of all. In the industrial school, the
teacher delivered content and graded output. Delegates can now deliver
content better than most lectures, tirelessly, at any level, in any language.
Grading output means nothing.

What remains is the oldest form of teaching: the master and the student.
Someone who has the arts, watching someone who is learning them,
correcting, encouraging, asking “how do you know?” A great teacher was
always this. Now it is all a teacher is.

I tell my students in their twenties: let your first employer be your first
customer. The same logic applies at every age. The child’s education is
not something delivered to her. It is something she builds with people
who know more than she does, face to face.

CARRY THIS

When output is free, schools will be pushed back toward their own
word: the seminar, the studio, the field and the gym, with the oral
examination and the master teacher at the center.
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AT THE TABLE

Ask your child’s teacher one question this year: “What do you do in class that
a delegate cannot do for my child?” Listen carefully to the answer. It is the
most important thing happening in that room.
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PART FIVE

2100

A morning at the end of the century, and what to be held to



CHAPTER 18

A Morning in 2100

CHARLESTON - A SATURDAY IN MARCH - 2100

A woman of seventy-four sits at a kitchen table with her
granddaughter, who is nine. On the counter, a delegate older than
either of them handles the week: groceries, bills, the boat’s repairs,
a thousand small matters nobody in the house will ever see.

She was the girl with the fractions. She does not remember the
worksheet. She remembers her mother making her write paragraphs by
hand at this same table, and complaining about it, and later being the only
person in her office who could tell when a report was wrong.

Let me imagine her life, because it is a life your child might actually live.

She delegated almost all of the small matters of her working years. Her
delegates drafted, calculated, searched, scheduled, negotiated small
things, ran errands across a dozen services. She never once did her own
taxes. She never filled in a form after the age of twenty. In that sense her
life was more like an ancient free person’s than like her grandmother’s.

But she was not idle, and she was not a spectator. She spent her attention
on what her delegates could not hold: the people she worked with, the
clients who trusted her face, the arguments she had to win in rooms, the
hard calls nobody else could make. She raised children. She served on the
board of the town’s school, which by her middle age looked more like a
seminar and a workshop than a factory. She learned the cello at forty and
was mediocre at it for the rest of her life, happily.

She was good at something her grandmother’s generation never had to
name. She knew which matters were hers. She kept the great ones. She
handed down the small ones without guilt. She checked what came back.
She never let a delegate speak to someone she loved.
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Now her granddaughter is nine, and the questions are the same ones her
mother asked. The delegate on the counter can do far more than the one
in 2026. The worksheet is long gone. The girl is learning grammar by
arguing at dinner, number by guessing first, geometry by building a boat
with her grandmother in the garage, music on a hand-me-down cello, and
rank by watching where the grown-ups in her life put their attention.

The free arts outlast every tool, because they are not
about the tool. They are about the person directing it.

The servile arts of 2026 are all gone from the curriculum now, except as
gym work. The free arts are exactly where they were in Athens. That is
what Lindy’s law would predict. Things that have lasted two and a half
thousand years tend to last another century.

CARRY THIS
The tools of 2100 will be unrecognizable. The arts of directing them
will be the same seven, plus the eighth.
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CHAPTER 19

What to Do Now

If you have a child, or teach children, or will be a child’s first adult, here
is everything in this book reduced to a page.

The principle

School meant leisure. The free arts were built for people whose small
matters were done by others. Delegates make that condition universal.
Every child born now is a manager from the start. The only question is
whether she will be a good one.

The eight arts

* Grammar: say exactly what you mean, and read exactly what was
said.

* Logic: know when it is wrong, and decide whether it matters.
* Rhetoric: move a person, as a good person, face to face.
* Number: feel the size of things before you check.

* Geometry: keep the body competent in space: cook, swim, build,
draw, find the way.

» Music: practice something that cannot be skipped, and learn to give
attention.

« Astronomy: take the long view, make predictions, learn from
surprise.

* Rank: keep the great matters, delegate the small, never delegate a
person.
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The house rules

» Earned delegation: a child may delegate a kind of work once she can
judge it.

» Never delegate a person.

» Always check.

» Do the reps.

The table

Talk at dinner. Read aloud, old books. Guess first. Argue well. Keep a
prediction book. Ask every week what the greatest matter was, and
whether it got your attention.

That is the whole curriculum. It fits in a kitchen. It is older than every
school on earth. And it is about to become the most important thing a
child can learn.

CARRY THIS
The free arts fit in a kitchen. Teach the eight, set the house rules,
keep the table, and let the delegates handle the rest.
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THE LEDGER

The Predictions

Seven claims I am willing to be held to. Each comes with what is already
true, what has to happen, and where I am probably wrong. A prediction

without a failure condition is not a prediction. It is a mood.

PREDICTION 1

The oral defense returns

By 2032, most American high schools assess major written work through

in-class writing or a spoken defense, not take-home essays graded on the

page.

ALREADY TRUE

Teachers already know a
take-home essay now
measures access to a
delegate. Many have
moved writing back into

the classroom on their own.

WHAT HAS TO HAPPEN

Schools must change
grading policy at scale, and
teachers need time and
smaller groups to hear
students explain their work.
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WHERE | AM PROBABLY
WRONG

Detection tools or
locked-down software
might let schools keep the
take-home essay. If
take-home essays are still
the main graded form of
writing in 2032, I was
wrong about how quickly
the institution adapts.



PREDICTION 1

The gym for the mind

By 2033, every large American city has businesses whose product is

deliberate practice of servile arts by hand: mental arithmetic,

handwriting, navigation without maps, drafting without help, sold the

way gyms sell exercise.

ALREADY TRUE

Gyms exist because
machines took the body’s
work. Tutoring,
handwriting programs and
memory training are
already sold to parents who
sense something is missing.

PREDICTION 1

WHAT HAS TO HAPPEN

Enough adults and parents
must feel the loss of
judgment that came
bundled with the old work,
and be willing to pay to
rebuild it on purpose.

The learner’s permit for Al

WHERE | AM PROBABLY
WRONG

People may simply let
those skills go, the way
most let go of memorizing
long poems after writing
arrived. If no recognizable
category of mind gyms
exists by 2033, the need I
describe was weaker than I
think.

By 2034, a major school system or a widely used education product

formally ties a student’s access to Al help in a subject to showing she can

do that work unaided first.

ALREADY TRUE

Schools are already writing
Al policies, and pilots
already require hand work
before AI use is allowed.
Driver’s licenses, pilot
ratings and apprenticeships
work this way.

WHAT HAS TO HAPPEN

Someone must turn the
policy into a clear,
enforceable ladder of
permissions, art by art, and
parents must accept it.
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WHERE | AM PROBABLY
WRONG

Blanket rules by age or
grade may win because
they are simpler. If earned,
skill-by-skill delegation
never appears in any major
system by 2034, the rule
stays a household rule.



PREDICTION 1

Hiring tests judgment, not output

By 2031, a common step in entry-level hiring for office work is a

judgment exercise: candidates are handed AI-produced work and asked

to find what is wrong and how they would direct it better.

ALREADY TRUE

Work samples are already
unreliable because anyone
can produce them with a
delegate. Employers are
searching for something a
candidate cannot outsource.

PREDICTION 1

WHAT HAS TO HAPPEN

Hiring teams must design
and trust these exercises,
and they must predict
performance better than
interviews alone.

Shop class comes back

WHERE | AM PROBABLY
WRONG

Employers may lean on
credentials, references and
live interviews instead. If
judgment exercises remain
rare in entry-level hiring by
2031, I misjudged what
employers would reach for.

By 2035, hands-on making, cooking, building and repair are taught again

as a regular part of the school day in most American public schools, not

as a fringe elective.

ALREADY TRUE

The prestige of symbol
work rested on its scarcity
and pay, and both are under
pressure. Parents already
seek out maker programs
and camps.

WHAT HAS TO HAPPEN

Schools must find room,
money and teachers for
physical work, and the
prestige of hand work must
rise in parents’ eyes.
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WHERE | AM PROBABLY
WRONG

Budgets and testing may
keep schools focused on
what is easy to measure. If
hands-on work is still a
fringe elective in most
schools in 2035, the old
ranking held.



PREDICTION 1

Rhetoric becomes a requirement

By 2035, at least ten American states require a course or demonstrated

competence in public speaking, debate or oral argument to graduate from

high school.

ALREADY TRUE

Face-to-face trust is
becoming the scarce
channel as screens fill with
generated content.
Employers already say they
cannot find young people
who can present and
persuade in a room.

PREDICTION 1

WHAT HAS TO HAPPEN

Legislators and boards
must treat speaking as a
core skill like writing, and
schools must staff it.

The seminar is the selling point

WHERE | AM PROBABLY
WRONG

Speaking may be folded
quietly into English classes
without a formal
requirement. If fewer than
ten states have such a
requirement in 2035, I am
wrong about how formally
the shift will be recognized.

By 2036, schools that compete for families market themselves on small

seminar classes, oral examination and time with master teachers, more

than on curriculum, technology or test scores.

ALREADY TRUE

When content and output
are free, what remains
scarce is a skilled adult’s
attention on one child.
Families already pay a
premium for small classes.

WHAT HAS TO HAPPEN

Families must come to see
delegates as the commodity
and human attention as the
luxury, and choose schools
on that basis.
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WHERE | AM PROBABLY
WRONG

Families may keep
choosing on test scores and
college admissions above
all. If school marketing in
2036 still leads with
technology and scores
rather than human time, the
value of attention rose
more slowly than I expect.



EPILOGUE

The Kitchen Table, Again

CHARLESTON - A TUESDAY IN OCTOBER - 7:15 P.M.

The girl is at the table with the fractions again. This time her mother
sits down beside her, turns the speaker off for a few minutes, and
asks her to guess the first answer before working it out.

The girl guesses. She is close. She works it out by hand and finds she was
off by a little, and she wants to know why. They talk about it. It takes ten
minutes. Then the mother turns the speaker back on and says: now ask it,
and tell me if it is right.

That is the whole book in one evening. Reps, then delegation, then
checking. The servile art done as gym work. The free art taught on
purpose. The child above the work, learning to deserve the position.

The mother does not need a new curriculum or a new school. She needs
to know what the free time is for. School was always supposed to mean
leisure. For the first time, it can mean leisure for everyone.

Teach her what to do with it.
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