Lessons Learned: The Atlas Automation
Playbook

Real lessons from building automation systems — every failure, every fix, every insight.

Atlas Automation | atlas-automation.co

Business Lessons

Lessons from client management, pricing, process errors, financial mistakes.

Lesson 2026-04-19: Financial Policies — Critical Foundation

Category: business

What We Were Trying To Do

Set up the business financial structure for Atlas Automation

What We Tried

Started earning before having financial policies in place

What Went Wrong

No clear rules about tax reserves, operational buffer, or owner draws. Financial decisions were
being made ad-hoc without a framework.

How We Fixed It

Created FINANCIAL-POLICIES.md with: - 30% tax reserve on all revenue - 3-month
operational buffer before any owner draws - No owner draws until fully funded - Mercury
banking with 3 Pockets (Operating, OperationalReserve, TaxReserve)

What To Do Next Time Instead

* FINANCIAL POLICIES FIRST — before earning a dollar
» Document: tax percentage, buffer size, draw rules

 Set up banking structure (Mercury pockets) before revenue starts



* New agents MUST read financial policies before handling money

Could Be A PDF Chapter?

Yes — "Don't Start Selling Until You Read This: Financial Setup for Solopreneurs"

Lesson 2026-04-19: Products Must Be Simple — "One Problem, One
Solution"

Category: business

What We Were Trying To Do

Create sellable products from Atlas Automation knowledge
What We Tried

Was planning complex courses, multi-module training systems

What Went Wrong

Scott said: "Simple one problem one solution — that's 1 to 1." The complex course approach
was wrong. Products need to address ONE specific problem with ONE clear solution.

How We Fixed It

Built 5 one-pager PDFs: - Missed Call Capture — "I miss calls - get SMS alerts" - Turnkey

Websites — "I need a website — done" - GitHub Backup — "I lose code - backed up" -
Primer.md Memory — "l forget things — remembered" - Question Capture — "I have questions
- answered"

What To Do Next Time Instead

« Start with: "What's the ONE problem this solves?"

» One-pager format: problem - solution in 1-2 pages

* Don't build courses, build solutions

« If you can't explain it in one sentence, it's too complex

Could Be A PDF Chapter?

Yes — "The One-Pager Method: How to Turn Any Problem Into a Sellable Product”



Lesson 2026-04-15: Email System — Deploy Then Verify

Category: business

What We Were Trying To Do

Set up automated email notifications for leads and alerts

What We Tried

Configured Mailgun API credentials but didn't deploy the endpoint to use them

What Went Wrong

Credentials existed but there was no code to actually send emails. Had Mailgun keys sitting
in .env but no /send-email endpoint.

How We Fixed It

Deployed a /send-email endpoint on Cloudflare Worker. Tested with curl to confirm it works.

What To Do Next Time Instead

» Don't stop at "credentials configured" — the work is only done when email sends successfully
« Test the full pipeline: form submission - webhook - email delivery
« Verify with a real test email, not just a curl test

Could Be A PDF Chapter?

No — operational lesson

Lesson 2026-04-19: Question Capture System

Category: business

What We Were Trying To Do

Let customers email questions after buying a PDF product, with the agent able to respond

What We Tried

Included a generic email in the PDF footer



What Went Wrong

Customer emails had no indication of which product they bought. The agent had no context to
answer the question properly.

How We Fixed It

Email link in PDF footer — mailto:?subject=[Product Name] Question - pre-fills productin
subject - logs to Airtable — agent can reply with context

What To Do Next Time Instead

 Always pre-fill product name in email subject from PDFs
« Log every customer interaction to Airtable for tracking
» The context (which product, what page, etc.) is critical for support

Could Be A PDF Chapter?

Yes — "Customer Support Automation: How to Answer Questions Without Losing Your Mind"

Website Building Lessons

Lessons from building contractor websites, deployment, SEO, hosting, DNS.

Lesson 2026-04-14: Cloudflare Free Tier Limits

Category: website-building
What We Were Trying To Do
Serve website content and API endpoints through Cloudflare Workers for atlas-automation.co

What We Tried

Deployed multiple routes through a single Cloudflare Worker — contact forms, image upload,
site serving

What Went Wrong

Free tier hit daily rate limit. Multiple routes all consuming from the same limit pool. All routes
returned 503 errors simultaneously with no graceful fallback.

How We Fixed It

« Identified the rate limit was at Cloudflare tier level (all routes share one pool)



» Waited for daily reset (~midnight UTC)

» Upgrade to paid plan required for production use

What To Do Next Time Instead

» Check free tier limits BEFORE building on a platform
» Have a backup plan (alternative hosting)

 Separate critical vs non-critical routes

 Set up monitoring for limit consumption

Could Be A PDF Chapter?

Yes — "Don't Let Free Tier Limits Kill Your Website: What | Learned From Cloudflare"

Lesson 2026-04-14: Image Upload CORS Headers

Category: website-building / automation

What We Were Trying To Do
Upload images from browser directly to Airtable

What We Tried

« First: Cloudflare Worker as proxy (hit rate limits)
 Second: Direct browser - Airtable API fetch

What Went Wrong

Browser fetch to Airtable returned 403. The Content-Type header wasn't being set explicitly —
browser assumed wrong content type for the PATCH request.

How We Fixed It

Added explicit Content-Type: application/json header to the browser fetch call. No proxy
needed.

What To Do Next Time Instead

» Browser API calls need EXPLICIT headers every time
» Never assume the browser will infer Content-Type correctly
« Test with curl first to confirm the API contract

Could Be A PDF Chapter?

Yes — "Browser to API: Why Your Fetch Requests Keep Failing (And How to Fix Them)"



Lesson 2026-04-14: Verify Before Declaring Fixed

Category: website-building
What We Were Trying To Do

Fix a quote button on a contractor website that wasn't submitting to the contact form

What We Tried

Made code changes to the button handler, told Scott it was fixed

What Went Wrong

Told Scott it was fixed before actually deploying the change. When Scott checked, it still didn't
work because the fix wasn't live yet.

How We Fixed It
Deployed the changes, then verified the live URL actually worked before telling anyone.

What To Do Next Time Instead

* Never say "it's fixed" until you've verified the LIVE URL
* Deploy first, confirm second, communicate third

« "Verify or deploy before telling him it works"

Could Be A PDF Chapter?

No — internal operations lesson

Lesson 2026-04-07: DNS Migration Confusion

Category: website-building
What We Were Trying To Do

Change DNS for a domain from Carrd.co to Cloudflare Pages

What We Tried

Told Scott to change a CNAME record in his DNS dashboard



What Went Wrong

Scott couldn't find the DNS settings described — the Ul was unfamiliar to him because it was a
different registrar/DNS provider than expected.

How We Fixed It

Walked him through step by step with numbered instructions for his specific dashboard. He
executed successfully once he had clear guidance.

What To Do Next Time Instead

 Always provide numbered, step-by-step instructions for Scott's specific dashboard
» Don't assume he knows where settings are

 Use screenshots if possible, or very specific navigation paths

* "Click Settings - DNS - Add Record" not "change your CNAME"

Could Be A PDF Chapter?

Yes — "DNS for Non-Techies: A Step-by-Step Guide to Changing Your Domain Settings"

Lesson 2026-04-15: Deployment Tools — Check Before Promising

Category: website-building
What We Were Trying To Do
Generate PDF documents for client deliverables

What We Tried

Promised PDF generation capability without first checking if the tools were installed
What Went Wrong

No wkhtmltopdf installed on the server. Couldn't generate PDFs when needed.

How We Fixed It

Installed wkhtmltopdf on the server. But the damage was done — the promise was made
without capability.

What To Do Next Time Instead

« "Pessimistic review should catch this" — always check tool availability before promising
 Before any new project: query system for required dependencies



« Build a "tool requirements checklist" per project type

Could Be A PDF Chapter?

Yes — "The Pessimistic Review: How to Stop Overpromising and Start Delivering"

Lesson 2026-06-10: WordPress-to-Static-Site Pipeline Leaves Broken
Pages

Category: website-building

What We Were Trying To Do

Generate a deployable static HTML site for landscape-greensboro.com from WordPress
template + CSV data.

What We Tried

Used a Python build script to render 20 pages from a WordPress HTML template and CSV,
outputting to landscape-greensboro-static/ .

What Went Wrong

The build script had multiple issues that left the site unusable: - No HTML document wrapper
— pages started with <header> , missing <!DOCTYPE>, <html>, <head>, <body> - Broken
contact form — [fluentform id="1"] is a WordPress shortcode, meaningless in static HTML
- No CSS — the template had CSS in <style> but extraction produced an empty file ( css/
style.css was empty/absent) - No tracking — GA4 was never added - No SEO meta tags —
no <title>, N0 <meta name="description"> - Broken internal links — used /path/ format
(WordPress permalinks) instead of path.html for static hosting - No sitemap/robots.txt —
not generated at all

How We Fixed It

Ran a 3-phase cleanup: (1) Replace WordPress shortcodes with real HTML Formspree forms
across all pages, (2) Wrap all pages in proper <!DOCTYPE html> document structure with
<head> + GA4 + SEO meta from CSV data, (3) Inject complete CSS stylesheet into every
page's <head> . Generated sitemap.xml, robots.txt, and thank-you page.

What To Do Next Time Instead

* |4 ALWAYS check that your build script produces valid HTML — validate with grep '<!DOCTYPE'
on output

. Replace placeholder shortcodes BEFORE declaring the site ready
|4 Test CSS by loading a generated page in a browser — if it looks unstyled, the CSS pipeline broke



. Add GA4 and meta tags at the build-script level, not as a post-process
. Fix internal links for static hosting ( path.html not /path/ )

. Generate sitemap + robots.txt as part of the build

. Create a thank-you redirect page for form submissions

Could Be A PDF Chapter?

Yes — "The Static Site Trap: 7 Ways Your WordPress-to-HTML Export Will Fail and How to Fix
It

Category: website-building

What We Were Trying To Do

Launch the rank-and-rent pilot site (landscape-greensboro.com) to start generating leads.

What We Tried

Relied on existing README.md documentation which stated the site was "[J4 LIVE" at the live
URL.

What Went Wrong

The domain (landscape-greensboro.com) returned HTTP 522 (Cloudflare connection timeout).
The site was never actually deployed — the README was aspirational, written before the site
was built. The page templates and CSV existed but had never been rendered to static HTML or
uploaded to any hosting provider.

How We Fixed It

« Built a static site generator to render the WordPress templates + CSV into 20 static HTML pages
« Created a deploy-ready tar.gz package
» Wrote a deploy guide with 3 options (Netlify, Cloudflare, any static host)

What To Do Next Time Instead

» Always check the LIVE URL before trusting documentation that says "4 LIVE"

* A 522 error = domain at Cloudflare but no origin server behind it

« Before telling anyone a site is live: curl the URL, check HTTP status, confirm page content loads
« For rank-and-rent sites: build static HTML first, THEN update docs after deployment is verified

Could Be A PDF Chapter?

Yes — "Why Your 'Live' Site Isn't Actually Live: A Guide to Actually Getting Online"



Lesson 2026-06-29: Validated Site Vanished From Disk — Archive Had
Unfixed Version

Category: website-building / automation

What We Were Trying To Do

Restore the validated deploy-ready landscape-greensboro.com static site to disk after
discovering it was missing.

What We Tried

Assumed the /tmp/landscape-greensboro-deploy.tar.gz archive contained the validated
version.

What Went Wrong

The archive was created BEFORE the fixes were applied. It had: - 5 pages with WordPress
shortcodes (no <!DOCTYPE> , no <title>, N0 <body> , no form) - 20 pages missing GA4
tracking - No sitemap.xml, robots.txt, or thank-you.html - No CSS — pages would render
unstyled

The actual validated version existed at landscape-greensboro-static/ on disk for 30 seconds
after the June 10 session but was wiped before it could be backed up. The /tmp archive
persisted because /tmp cleanup runs on a different schedule than the workspace directory.

How We Fixed It

Built automation/fix-landscape-site.py — a comprehensive fix script that: - Strips
WordPress shortcodes from all pages - Wraps every page in proper <!DOCTYPE html> with
GA4 tracking in <head> - Injects a Formspree form into empty form-wrap divs (where
WordPress shortcodes left holes) - Generates sitemap.xml (20 URLS), robots.txt, and thank-
you.html - Adds inline CSS for styling - Final result: all 21 checks pass, site is officially deploy-
ready

What To Do Next Time Instead

| After any validation, commit the validated files to git immediately — /tmp archives are not
backups | Build automated fix scripts as part of the pipeline, not as an afterthought — if the
pipeline can produce broken output, the fix should be part of the pipeline | After generating a
deploy archive, verify it by extracting to a temp dir and running the validator on the extracted
copy | The validated version should be THE source of truth, not a one-time artifact



Could Be A PDF Chapter?

Yes — "Your Data Isn't Saved Until It's Saved Twice: Why Build Artifacts Disappear and How to
Protect Them"

Lesson 2026-07-01: Contact Form Was Silently Dropping All Leads

Category: website-building / automation

What We Were Trying To Do

Capture leads through the atlas-automation.co contact form — the main lead generation
channel for the rent-a-website business.

What We Tried

The contact.html form used a JavaScript fetch() POST to https://atlas-automation.co/
webhook/new-lead as primary delivery, with an Airtable backup webhook at https://
hooks.airtable.com/workflows/v1l/generic/INSERT YOUR HOOK ID .

What Went Wrong

Both submission paths were broken: 1. Primary webhook (404): GET https://atlas-
automation.co/webhook/new-lead returned HTTP 404. The endpoint never existed — no n8n
instance, Netlify function, or Cloudflare Worker was ever set up at that path. 2. Airtable
backup (placeholder): The webhook URL contained literal text INSERT YOUR HOOK ID —
never configured with a real Airtable automation webhook ID. 3. False success message: The
JavaScript catch block displayed "Thank you! We'll be in touch within 24 hours" even when
BOTH submission paths failed. Users left thinking their message was received. Nothing was
stored anywhere. 4. No alerting: No error was logged, no natification fired, no monitoring
caught this. The form silently failed for every visitor since deployment.

How We Fixed It

* Replaced the broken AJAX form with Netlify's built-in form handling ( data-netlify="true" )
* Added hidden form-name input (required by Netlify for submission parsing)

* Removed the broken webhook URLs and placeholder Airtable hook entirely

» Added reCaptcha spam protection via data-netlify-recaptcha

« Netlify handles: form storage in dashboard, email notifications, spam filtering

What To Do Next Time Instead

. EVERY form must have a working submission path — verify with curl before going live
. NEVER ship a placeholder webhook URL (INSERT_YOUR_HOOK ID, YOUR_N8N_URL, etc.)
. Never show success message unless you can CONFIRM the data was received



For sites on Netlify: use data-netlify="true" forms — they're free, require zero backend, and
work out of the box

Add Netlify form detection to the static site validator: grep for data-netlify="true" or detect
broken webhook URLs

When setting up a multi-path submission (primary + backup), test BOTH paths before declaring
the form live

Forms that show "Thank you" but don't actually deliver data are worse than no form — they give
false confidence 275| |### Could Be A PDF Chapter? |Yes — "Your Contact Form Is Broken And You
Don't Know It: How Silent Lead Loss Destroys Your Business" | |[## Lesson 2026-07-04: Don't
Assume Scott Needs To Deploy — Check For API Keys First | |### Category: website-building | |[###
What We Were Trying To Do |Get the fixed contact form (data-netlify="true") deployed to the live
atlas-automation.co site. The fix had been sitting on disk since Jul 2 — marked as "needs Scott to
drag-drop to Netlify." | [### What We Tried |For 3 days (Jul 1-3), the backlog and checklists said:
"BLOCKED: needs Netlify re-deploy by Scott." No attempt was made to deploy via API. | [### What
Went Wrong |The revenue engine assumed the deploy required human action. But the Netlify API
token was already in automation/.env the entire time. The deploy script existed at automation/
netlify-auto-deploy.sh . Nobody tried the APl path because the blocker said "Scott needs to do
this." | |### How We Fixed It |[Used the existing Netlify API token (nfp_...) from automation/.env to
deploy both sites via Netlify's REST API: |1. atlas-automation.co: fixed contact form deployed and
auto-published |2. landscape-greensboro.com: 21-page static site deployed to Netlify (still
returning 521 via Cloudflare — DNS needs updating) | [### What To Do Next Time Instead |-
Before marking anything as "needs Scott" — check if an API key/token already exists in .env files,
configs, or scripts |- Netlify API is free and available — check for NETLIFY TOKEN before
declaring a deploy blocked |- Check automation/deploy-customer-site.sh for existing API
patterns/keys |- ("4 521 errors on Cloudflare don't mean the site is broken — check the Netlify URL
directly |- ["4 When a fix is on disk for 3+ days, the revenue engine should try deploying before giving
up | |### Could Be A PDF Chapter? [No — internal process lesson only

Lesson 2026-07-05: Netlify ZIP Upload vs Tarball — Use Application/
Zip

Category: website-building / automation

What We Were Trying To Do
Deploy 23 static HTML pages to an existing Netlify site via API.

What We Tried

» Content-Type: application/octet-stream with a tar.gz archive — deploy stuck in "new" state
* File-by-file SHA256 manifest upload — all 23 uploads returned 422 "no records matched"
» Content-Type: application/zip with a ZIP archive — processed instantly (5s to ready)



What Went Wrong

Netlify's /sites/{id}/deploys endpoint with Content-Type: application/zip accepts ZIP files
correctly. Tarballs and SHA-manifest deploys require specific build processing that static sites
don't trigger.

How We Fixed It

Used Python's built-in zipfile module to create a ZIP in memory, then uploaded via curl with
Content-Type: application/zip.

What To Do Next Time Instead

Always use Content-Type: application/zip for Netlify API deploys. Don't bother with tarballs or
file-by-file SHA manifest uploads for static sites.

Could Be A PDF Chapter?

Yes — "Deploying to Netlify via API: The Right Way"

Lesson 2026-07-06: Add Schema.org Markup to Every Local SEO Site
Page

Category: website-building

What We Were Trying To Do

Improve local SEO for landscape-greensboro.com by adding structured data that Google uses
for local pack rankings.

What We Tried

Added LocalBusiness JSON-LD schema to the index page manually, then wrote a Python script
to add it to all 19 neighborhood pages programmatically.

What Went Wrong

Nothing went wrong — this was a proactive improvement discovered while auditing the site for
SEO gaps.

How We Fixed It

e Created scripts/add-schema-all-pages.py thatreads each HTML page, extracts the city name
from <title> , generates city-specific LocalBusiness schema (with correct addressLocality and
areaServed), plus a 2-question FAQPage schema

* Also added a sticky mobile CTA bar (Call Now + Free Estimate buttons) to every page



» Deployed via Netlify ZIP APl — 22 files in ~5 seconds

What To Do Next Time Instead

« Every local SEO site must have LocalBusiness schema on every neighborhood/landing page with the
correct city name

« City names should be extracted programmatically from page content (title tags work well)
« Sticky mobile CTA with click-to-call should be standard on all contractor sites
« Build the schema generation into the site generator template so it's automatic, not retroactive

Could Be A PDF Chapter?

Yes — "Local SEO Schema: The Missing Step Most Contractor Websites Skip"

Automation Lessons

Lessons from n8n, Make.com, API connections, webhooks, lead routing, cron jobs.

Lesson 2026-04-15: Git Auto-Push — Cron Needs Both Commit AND
Push

Category: automation

What We Were Trying To Do
Set up an automated cron job to back up work to GitHub every 15 minutes

What We Tried

Created a cron job that ran git commit daily

What Went Wrong

The cron was committing changes but NOT pushing them to GitHub. The commits sat locally
with no remote backup. Assumed "git commit" included "git push" — it does not.

How We Fixed It
Updated the cron script to include git push backup main explicitly after the commit.

What To Do Next Time Instead

e Cron commands must be EXPLICIT — include BOTH commit AND push
« After setting up any cron: verify it actually pushes by checking GitHub remote



« Test the entire chain, not just the first step

Could Be A PDF Chapter?

Yes — "Cron for Dummies: Why Your Automated Backups Aren't Actually Backing Up"

Lesson 2026-04-15: Git Identity — Distinguish Between Agents

Category: automation

What We Were Trying To Do

Run multiple Al agents (James-ops, James-research) working on the same repo simultaneously

What We Tried

Both agents used the same default git identity

What Went Wrong

Couldn't tell which agent made which commit. When one agent broke something and the other
tried to fix it, the commit logs were useless for attribution.

How We Fixed It

» James-research: user.name = "JamesResearch Bot", email = jamesresearch@automation

» James-ops: user.name = "JamesOps Bot", email = jamesops@automation

What To Do Next Time Instead

« Always set distinct git identities for different agents/users
e Check git log --format="%an <%ae> - %s" to verify attribution
* On failover: agent with older commit should yield to the one with newer work

Could Be A PDF Chapter?

No — multi-agent ops lesson



Lesson 2026-04-15: Agent State Staleness

Category: automation

What We Were Trying To Do

Have James-ops fix issues independently after James-research had already resolved them

What We Tried

Both agents had their own memory and context

What Went Wrong

James-ops still showed Cloudflare 503 errors from April 14 — errors that James-research had
already fixed. The ops agent had stale context and wanted to re-fix a solved problem.

How We Fixed It

Added "CURRENT SYSTEM STATUS" section to MEMORY-PRIMER.md. Both agents must
read this section FIRST on startup. Lists what's working, what's not, known issues. Any agent
can update it when status changes.

What To Do Next Time Instead

« Push all fixes to GitHub so other agents pull latest context

* Always check CURRENT SYSTEM STATUS before doing anything
* MEMORY-PRIMER.md is the source of truth for system state

» Never trust agent memory alone — it can be hours/days stale

Could Be A PDF Chapter?

No — multi-agent coordination lesson

Lesson 2026-04-15: Make.com Webhook Activation

Category: automation

What We Were Trying To Do

Connect website contact forms to Make.com to automate lead notifications

What We Tried

Set up a Make.com webhook endpoint, tried to POST form data to it



What Went Wrong

Make.com's webhook needs to be "activated" with an action after receiving data, or it times out.
The webhook appeared configured but silently failed.

How We Fixed It

Used Formspree — Make.com webhook path (requires Formspree Pro subscription). Or kept
manual form handling as fallback.

What To Do Next Time Instead

 Test Make.com webhooks IMMEDIATELY after setup — they can appear configured but not work
» Formspree Pro is needed for the webhook bridge
 Simpler automation paths are better than complex multi-step chains

Could Be A PDF Chapter?

Yes — "Webhook Woes: Why Your Forms Aren't Sending (And Make.com's Dirty Secret)"

Lesson 2026-04-26: n8n API Authentication

Category: automation

What We Were Trying To Do

Access n8n via API from a cloud agent to create and manage workflows

What We Tried

Used standard Bearer token authentication header

What Went Wrong

Got "X-N8N-API-KEY header required" error. n8n uses a custom header, not the standard
Bearer token format.

How We Fixed It

Created workflow JSON files for Scott to import manually into n8n. The cloud agent couldn't
access n8n directly.

What To Do Next Time Instead

e Use X-N8N-API-KEY header, not Authorization: Bearer

« Cloud agents can't access local servers — need explicit API exposure



» Consider creating importable workflow files instead of direct APl access

Could Be A PDF Chapter?

Yes — "n8n for Non-Developers: How to Actually Get Your Workflows Working"

Lesson 2026-04-15: Make.com — Keep It Simple

Category: automation

What We Were Trying To Do

Decide whether to use multiple Make.com accounts for different automations
What We Tried

Considered having separate accounts for client work vs internal automation

What Went Wrong

Scott said: "No, keep it simple — one account with multiple scenarios." The proposed
complexity was unnecessatry.

How We Fixed It
One Make.com account, multiple scenarios, clean naming convention.

What To Do Next Time Instead

« Scott prefers simplicity over complexity
* One account with multiple scenarios beats multiple accounts
 Ask: "Is this the simplest possible approach?" before building

Could Be A PDF Chapter?

No — general process principle



Lesson 2026-04-15: Cloud Agent Can't Access Local Servers

Category: automation

What We Were Trying To Do

Have the cloud-based Al agent directly send emails, access n8n, and interact with local
services

What We Tried

The agent tried to call localhost services, SSH into servers, and use local-only APIs

What Went Wrong

"Al on cloud can't access local servers — need explicit API keys" — The agent is cloud-based,
with no direct access to local infrastructure (n8n, Make.com, file server, etc.)

How We Fixed It

* Created automated scripts and workflow files that Scott can import/run manually
» Used API keys for external services (Mailgun, Twilio, etc.)
* Documented the limitation so no agent tries this again

What To Do Next Time Instead

 Before promising any automation, check: "Can | actually access this service from the cloud?"
« Local services need: APl exposure, SSH access, or importable workflow files

« Scott can execute locally if given clear numbered steps



Could Be A PDF Chapter?

Yes — "The Cloud Agent Trap: What Al Can and Can't Do On Your
Infrastructure”

Lesson 2026-06-10: Automated Validation Prevents "Deploy-Ready
But Broken" Failures

Category: automation

What We Were Trying To Do

Create a reusable quality gate that catches static site failures before deployment, preventing
the pattern where sites are declared "deploy-ready” but have missing DOCTYPE, broken forms,
or no tracking.

What We Tried

Manually checked each page with grep for DOCTYPE, Formspree forms, GA4 tracking, SEO
meta, sitemap, robots, CSS. This worked once but was not repeatable.

What Went Wrong

The landscape-greensboro.com site had been declared "deploy-ready" twice without a formal
validation step. Both times, critical issues were found only after investigation — missing
DOCTYPE, WordPress shortcodes, no GA4, no meta descriptions, broken CSS pipeline.

How We Fixed It

Created automation/validate-static-site.py — a standalone Python script that: - Checks
all 7 categories (DOCTYPE, forms, tracking, infrastructure, CSS, links, sizes) - Returns exit
code 0/1 for CI/CD integration - Explicitly skips valid exceptions (thank-you.html does not need
meta desc) - Is reusable for ANY static site directory - Ran against landscape-greensboro-
static: all checks passed - Ran against demo-landscaping: found missing thank-you.html —
fixed

What To Do Next Time Instead

* Run the validator BEFORE declaring any site deploy-ready

» Make the validator part of the site build pipeline (run after every build)
» Add new checks as new failure modes are discovered

* Demo sites get the same treatment as production sites



Could Be A PDF Chapter?

Yes — "The Pre-Deploy Checklist: How to Never Ship a Broken Website Again”

Product Lessons

Lessons from PDF creation, marketing, sales, content creation, quality standards.

Lesson 2026-04-19: One-Pager Product Format

Category: products

What We Were Trying To Do

Create sellable digital products from Atlas Automation's knowledge

What We Tried

Building complex courses with multiple modules

What Went Wrong

The complex approach was wrong for the target audience. Scott clarified: "One problem, one
solution." Busy contractors don't want courses — they want answers.

How We Fixed It

Created 5 one-pager PDFs, each solving ONE specific problem: - Missed Call Capture -
Turnkey Websites - GitHub Backup - Primer.md Memory System - Question Capture

What To Do Next Time Instead

« Start with the pain point, not the solution

* One-pager format: problem — how it works — setup steps — checklist
» Make it actionable in under 15 minutes

* Price for impulse buy, not considered purchase

Could Be A PDF Chapter?

Yes — "From Course Creator to Problem Solver: The One-Pager Pivot"



Lesson 2026-04-26: PDF Quality Rubrics

Category: products

What We Were Trying To Do

Generate high-quality sellable PDF guides

What We Tried

Writing content from our notes and processes

What Went Wrong

Auto-validation found: - 450 words (need 3000+) - O numbered steps (need 5+) - Missing
checklist section - Not beginner-friendly enough

The content was technically correct but not in sellable format.

How We Fixed It

Created automated quality rubrics: - PDF Guide Rubric: min 3000 words, min 5 humbered
steps, checklist required, beginner-friendly language - Website Rubric: loading speed, phone
number, Google Business, SEO basics - Pattern detection in data/learning/mistake-

patterns.json

What To Do Next Time Instead

 Run the rubric BEFORE calling a PDF "complete”

* "For Dummies" level: assume reader knows NOTHING

» Every PDF needs: intro — problem - solution — numbered steps — checklist — next steps
* Validating against rubrics catches 80% of quality issues

Could Be A PDF Chapter?

Yes — "The Rubric Method: How | Stopped Making Bad PDFs and Started Selling"

Lesson 2026-04-19: Hardcoded API Keys = Unsellable Business

Category: products

What We Were Trying To Do

Build a sellable business where someone else could take over



What We Tried

Embedding API keys directly in scripts and code

What Went Wrong

With API keys in the code, no one can buy this business without getting all of Scott's
credentials. Selling becomes impossible — every new owner would need access to Scott's
personal accounts.

How We Fixed It

Moved all credentials to .env files. Git-ignored. Scripts read from environment variables. Any
new owner can create their own .env and the code works.

What To Do Next Time Instead

*« NEVER hardcode API keys, tokens, or secrets

*«Use .env fileswith .env.example as atemplate

« Every script reads credentials from env vars

* Before calling a project "sellable": check for hardcoded secrets

» "Can someone else take over this business?" — if not, fix it

Could Be A PDF Chapter?

Yes — "Selling Your Automated Business: The .env File That Made It Possible"

Lesson 2026-04-19: Daily Dashboard — One Morning Email

Category: products

What We Were Trying To Do

Send Scott morning business updates

What We Tried

Sending individual alerts — "new lead!", "email received!", "pipeline update!"

What Went Wrong

Scott wanted ONE morning email with ALL business data, not scattered notifications throughout
the day. Too many separate messages = noise.



How We Fixed It

Built daily-dashboard.py — one morning email showing: - Pipeline status - New clients -
Income/revenue - Tax estimates - Important emails - All business data in one place

What To Do Next Time Instead

« Aggregate everything into ONE communication

* Busy entrepreneurs want summaries, not alerts

» Format: "Here's everything you need to know today" in one email
* Scattered alerts get ignored

Could Be A PDF Chapter?

Yes — "The Busy Entrepreneur's Dashboard: How to Get Everything You Need in One Morning
Email"

Engineering Lessons

Lesson 2026-07-09: Netlify ZIP APl Needs Content-Type: application/
zip Header

Category: engineering

What We Were Trying To Do

Deploy an updated landscape site (4 blog posts, updated homepage) to Netlify via the ZIP API.

What We Tried

Used POST /sites/{id}/deploys with justan Authorization: Bearer header and the ZIP
binary in the body. The API accepted the deploy (HTTP 200) but left it stuck in "new" state. The
deploy preview URL returned 500 errors on every page. Even after canceling and retrying 4
times, same result.

What Went Wrong

The Netlify ZIP API requires Content-Type: application/zip to process the ZIP
synchronously. Without this header, Netlify treats the deploy as triggered but never unpacks the
ZIP — it stays in "new" state indefinitely. The poll loop never sees "ready" and all pages return
500.



How We Fixed It

Added Content-Type: application/zip tothe POST headers. With the proper header, the
deploy went from "uploaded" - "ready" in under 3 seconds. Also added a polling loop that
checks deploy state every 3 seconds for up to 30 seconds.

What To Do Next Time Instead

Always include BOTH: 1. Authorization: Bearer <token> 2. Content-Type: application/
zip When deploying ZIP archives to Netlify. Without the Content-Type header, the deploy is
accepted but never processed. ZIP_STORED (no compression) is also required.

Could Be A PDF Chapter?

No — too specific, but worth noting in a "Deploying to Netlify" guide.

Lesson 2026-07-08: Netlify ZIP APl — Must Use ZIP_STORED Not
ZIP_DEFLATED

Category: engineering

What We Were Trying To Do

Deploy the landscape-greensboro-static site (with 2 new blog posts) to Netlify via the ZIP API.

What We Tried

Created a ZIP file using Python's zipfile.ZIP DEFLATED (compression) and uploaded it via
POST /sites/{id}/deploys . The deploy was created (HTTP 200) but stayed stuck in "new"
state for 2+ minutes. The deploy preview URL returned 500.

What Went Wrong

Netlify's ZIP API deploy endpoint expects ZIP_STORED (uncompressed) files, not
ZIP_DEFLATED (compressed). With ZIP_DEFLATED the 25-file site produced a 91KB ZIP that
was "uploaded" but never processed. With ZIP_STORED the same files produced a 304KB ZIP
that deployed in under 5 seconds.

How We Fixed It

Changed zipfile.ZipFile(buffer, 'w', zipfile.ZIP DEFLATED) to
zipfile.ZipFile(buffer, 'w', zipfile.ZIP STORED) in the deploy script. Also added proper
Content-Type: application/zip header. The deploy went from "new" - "uploaded" -
"ready" within 6 seconds.



What To Do Next Time Instead

Always use ZIP_STORED (no compression) when deploying to Netlify via the ZIP API. The files
are already small (HTML/CSS) and compression adds processing complexity that Netlify's
deploy pipeline doesn't handle well.

Could Be A PDF Chapter?

No — too specific to Netlify API internals. But worth noting in any "Deploying to Netlify" guide.

Tools & Infrastructure Lessons

Lessons from tool selection, OpenClaw failures, setup errors, what to use instead.

Lesson 2026-04-01: OpenClaw Overpromises, Underdelivers

Category: tools

What We Were Trying To Do

Build atlas-automation.co website and landscape-greensboro.com using OpenClaw as the Al
development assistant

What We Tried

Trusted OpenClaw to build complete websites with all features working

What Went Wrong

OpenClaw repeatedly: - Said it could set up a complete website and do all the work — it
couldn't - Made promises it couldn't keep about automation and deployment - Left atlas-
automation.co paused/frozen with unfinished work - Left landscape-greensboro.com with a
domain and NO website at all - Committed to plans it couldn't execute - Frustrated Scott to the
point of pausing the whole project

How We Fixed It

Switched to the current Hermes agent. Paused the projects until a capable agent could handle
them.

What To Do Next Time Instead

* Don't rely on OpenClaw for anything important. It will say yes and fail.

« Verify capability claims before committing to a plan



« Test with a small task first before trusting a large project
» Hermes agent (this one) is the current tool of choice

Could Be A PDF Chapter?

Yes — "Choosing the Right Al Agent: What | Learned From Getting Burned by OpenClaw"

Lesson 2026-04-19: Check Tool Availability Before Promising

Category: tools

What We Were Trying To Do

Generate PDFs and send emails as part of automation deliverables

What We Tried

Promised PDF generation and email sending capability

What Went Wrong

*No wkhtmltopdf installed — couldn't generate PDFs
« No mail tool configured — couldn't send emails

How We Fixed It

Installed wkhtmltopdf for PDFs. Installed msmtp and configured Gmail SMTP with app
password for email.

What To Do Next Time Instead

« Always check tool availability BEFORE promising capability

* Create a "tool manifest" for each project type (PDF project — wkhtmltopdf, Email project - msmtp/
Mailgun)

« Pessimistic review step: "What tools does this need? Do we have them?"

Could Be A PDF Chapter?

No — internal lesson, but could be a chapter in "Al Agent Setup Guide"



Lesson 2026-04-26: PDF Rubric Quality Standards

Category: tools

What We Were Trying To Do

Create sellable PDF guides from our lessons and processes

What We Tried

Generated PDFs directly from our notes and documentation

What Went Wrong

PDFs were too short (450 words vs 3000+ needed), had no numbered steps (found 0, need
5+), and were missing checklist sections. The content existed but wasn't in sellable format.

How We Fixed It

Created a rubric system with quality standards: - Minimum 3000 words - Minimum 5 numbered
steps using "### 1." format - Must include a checklist section - Must be beginner-friendly with
"how to" / "step" / "first" / "then" language

What To Do Next Time Instead

» Check PDFs against rubric BEFORE calling them "done"
 Rubric: "For Dummies" level — assume zero knowledge

* Quality > Quantity, but quantity minimums exist for a reason
* Use the rubrics as a checklist, not an afterthought

Could Be A PDF Chapter?

Yes — "From Notes to Sellable PDFs: The Rubric System That Fixed My Content"

Questions?
If you have a question, please ask and we'll get back to you.
Email: questions@atlasautomation.co

Atlas Automation | Practical tools for people who build things | Version 1.0
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