
VOLUME II · PORTFOLIO CONSTITUTION

The law of admission, stewardship, disposition, and strategic concentration
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PORTFOLIO MANDATE

The Reserve is a governed 
portfolio of evidence-backed 

strategic assets.Preserve compounding optionality without allowing unverified output 
to become institutional memory.

The durable unit is not a prompt, report, prediction, token, or 
transcript. It is a scoped asset whose proof, rights, risk, 

transfer, and value state can be inspected.

Admit selectively

The Reserve should remain 
small enough that every asset 
can be reviewed, refreshed, 
challenged, and revoked.

Diversify intelligently

Preserve multiple methods, 
models, operators, domains, 
and stepping stones. Avoid 
monoculture and correlated 
failure.

Compound deliberately

Prefer assets that improve 
future verified invention, safety, 
cost, or capacity - not merely 
one task score.
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ARTICLE I

Portfolio Asset Taxonomy
Six asset classes. One admission constitution.

Validated Invention

Method, system, mechanism, design, scientific 
result, or product whose claimed advantage 
survived evidence and review.

Validated Capability

Reusable skill, workflow, toolchain, or agent 
organization admitted for a defined use envelope.

Proof Asset

Evidence Docket, benchmark, replay 
environment, validator route, metrology standard, 
or reality-gap test.

Institutional Mechanism

Routing rule, market mechanism, governance 
policy, settlement method, rights template, or 
safety control.

Rights & Strategic Option

Licence, exclusive option, joint-invention right, 
publication right, build-own-operate right, or 
capacity access.

Capacity Instrument

Compute, nodes, laboratory access, robotics, data, 
energy, infrastructure, or security capacity tied to 
future missions.
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ARTICLE II

Asset Lifecycle
Every asset has an origin, gate history, current authority state, and 

exit path.

Nominate Diligence Prove Review Admit / Repair Steward Re-test / Exit

Candidate

May be promising. Has no 
Reserve authority. Generates a 
proof plan and rights questions.

Admitted

Has exact scope, evidence, 
rights, risk, freshness, owner, 
graph state, and permitted 
disposition.

Exited

May be repaired, quarantined, 
superseded, revoked, retired, 
licensed away, open-sourced, or 
transferred under recorded 
authority.

An asset may never be silently promoted, broadened, or kept 
alive after freshness or rights expire.
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ARTICLE III

Nomination Standard
Important enough to matter. Bounded enough to test.

Pivotal

A real decision, capability gap, strategic 
bottleneck, or invention thesis exists.

Observable

Primary evidence, relevant environments, 
systems, people, or datasets can be accessed.

Comparable

An incumbent, neighboring, null, or strong 
alternative baseline can be defined.

Reviewable

A competent and sufficiently independent 
reviewer route can challenge the result.

Reversible

The first deployment or test has an explicit stop, 
rollback, and state-recovery path.

Rights-feasible

The institution can plausibly secure the rights 
needed to use, retain, license, or develop the 
result.
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ARTICLE IV

Evidence Gate
No advantage without comparators. No confidence inflation without 

execution.

E0 · Idea

Internal narrative. No authority.

E1 · Public signal

Synthetic analysis or public information. Search 
only.

E2 · Primary contact

Primary data or source contact. Proof planning.

E3 · Executed probe

Bounded test. Mission evidence.

E4 · Reviewed proof

Independent replay or reviewed Docket. 
Admission candidate.

E5 · Delayed transfer

Delayed outcome and fresh transfer. 
Compounding evidence.

Simulation may create a hypothesis. Only execution, replay, 
and delayed outcomes may increase empirical authority.
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ARTICLE V

Rights Gate
Rights are an admission requirement, not an afterthought.

Background IP

What existed before the mission; owner; licence 
into the work.

Foreground IP

What is newly created; inventorship; ownership; 
filing and assignment.

Reuse

Whether generic methods, models, skill nodes, 
transformations, or tools may be reused.

Commercialization

Service, licence, JV, build-own-operate, internal 
use, open source, or none.

Confidentiality

Disclosure tier, key custody, permitted reviewers, 
publication, retention, deletion.

Encumbrance

Customer restrictions, employment duties, third-
party licences, open-source, export, sector 
constraints.
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ARTICLE VI

Safety and Deployability Gate
The stronger the authority, the stronger the evidence and reversibility.

Sandbox Internal Pilot Controlled Handoff Production Canary Broad Deployment

Risk envelope

Domain, jurisdiction, data class, 
tool permissions, model family, 
operator, failure modes, 
excluded uses, affected parties.

Release controls

Canary percentage, monitoring, 
stop thresholds, challenge 
window, incident owner, 
recovery test, reactivation 
standard.

Authority ceiling

Only the minimum authority 
required for the next test. A 
positive score never implies 
unrestricted deployment.

High novelty increases skepticism. High consequence increases 
the required proof level.
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ARTICLE VII

Mission 2 and Transfer Gate
A successful first mission does not establish reusable capability.

Controlled comparison

Fresh baseline, raw-memory condition, 
validated-skill condition, same model, tools, 
budget, evaluators, stopping rules, and risk 
treatment.

Required record

Cost, time, quality, risk, failures, human 
intervention, transfer delta, stress 
persistence, freshness, and delayed outcome.

Mission 1 Chronicle Admission Fresh Mission 2 Transfer Delta Promote / Repair / 
Fail

No fresh transfer, no compounding claim.
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ARTICLE VIII

Value and Capacity Gate
An asset is strategic when it changes decisions, rights, economics, or 

productive capacity.

Commercial

Revenue, renewal, licence, margin, joint venture, 
product, customer adoption.

Strategic

Option value, market access, exclusivity, 
standards influence, mission leverage.

Scientific

New evidence, method, experimental throughput, 
falsification, reproducibility.

Risk

Avoided loss, blocked unsafe action, lower 
uncertainty, improved resilience.

Capability

Reduced future proof cost, higher transfer quality, 
faster evaluation, lower human burden.

Capacity

More secure compute, validators, laboratories, 
robotics, instruments, energy, infrastructure.
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ARTICLE IX

Portfolio Dispositions
Admission and commercialization are separate decisions.

Sovereign Reserve

Retain core asset for internal compounding; disclose 
selectively.

Licence

Retain ownership or core capability; grant bounded 
external use rights.

Joint Venture

Share rights, assets, domain access, capital, or 
operating responsibility.

Build-Own-Operate

Own and operate the system or infrastructure 
delivering the capability.

Service

Deliver a customer-specific outcome without 
transferring the strategic core.

Strategic Open Source

Release selected layers when standard adoption 
creates more value than exclusivity.

Sandbox

Keep testing; no production or external reuse 
authority.

Quarantine / Retire

Suspend or remove due to risk, stale evidence, rights 
conflict, poor transfer, or negative value.
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ARTICLE X

Concentration, Correlation, 
and Dependency Limits

The Reserve must not become a monoculture.

Operator concentration

No material authority silently depends on one 
person, wallet, signer, or provider.

Model correlation

Track model family, shared provider 
dependencies, failure patterns, and ablation 
sensitivity.

Infrastructure concentration

Cloud, hardware, node, energy, region, data, and 
key-custody dependencies.

Domain concentration

Avoid one-sector capture unless explicitly 
approved as a strategic thesis.

Rights concentration

Avoid ambiguous or revocable rights that can 
invalidate multiple assets at once.

Validator concentration

Measure independence across operator, wallet, 
model, cloud, region, method, and economic 
interest.
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ARTICLE XI

Freshness, Revocation, and 
Supersession

History may be immutable. Authority must remain revocable.

Freshness

Review date, expiry logic, model 
and dependency versions, 
evidence age, drift, and retest 
requirement.

Revocation

Historical commitment may 
remain, but future-mission 
authority is removed and 
downstream users are notified.

Supersession

Replacement requires explicit 
lineage, comparative evidence, 
migration, and rollback 
compatibility.

Permitted lifecycle states

Candidate  •  Probe  •  Repair  •  Admitted  •  Admitted with scope  •  Canary  •  
Promoted  •  Quarantined  •  Revoked  •  Superseded  •  Retired

History may be immutable. Authority must remain revocable.
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ARTICLE XII

Valuation, Reporting, and 
Board Dossier

Report state and evidence - not speculative certainty.

Asset record

Identity, class, origin, mission 
lineage, Chronicle state, graph 
root, owner, rights, disclosure 
tier, freshness, risk, disposition.

Value record

Realized revenue, licence or JV 
value, cost reduction, risk 
avoided, scientific contribution, 
option value, maintenance and 
legal cost.

Capacity record

Source of value, allocation, 
target capacity, baseline, 
expected effect, stage gate, 
actual effect, Mission 2 
contribution, exit route.

Monthly board dossier

New nominations  •  gate failures  •  admissions  •  rights exceptions  •  incidents  •  
concentration  •  freshness  •  value realized  •  capacity allocated  •  transfer results 

 •  proposed decisions

Option value may inform stewardship. It must never be 
presented as realized value.
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ARTICLE XIII

Portfolio Committee Procedure
Every decision leaves an inspectable record and a future review date.

1 · Nomination packet

Complete identity, origin, thesis, and proof plan.

2 · Conflict check

Independence and concentration disclosure.

3 · Proof and rights

Evidence, authority, rights, and exclusions.

4 · Safety and transfer

Canary, rollback, Mission 2, freshness.

5 · Value assessment

Attributable value, capacity, and counterfactuals.

6 · Recorded disposition

Scope, owner, dissent, next gate.

7 · State update

Graph, registry, rights, and disclosure state.

8 · Scheduled review

Expiry, monitoring, challenge, and refresh.
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PORTFOLIO RESOLUTION

Adopt the Constitution. 
Populate slowly. Review 

relentlessly.The first portfolio is a controlled experiment in governed strategic 
memory.

The Reserve should become more valuable because its assets 
survive proof - not because its inventory grows.

Adoption

Adopt this Constitution as the standard for 
nomination, admission, stewardship, 
disposition, refresh, revocation, and 
reporting.

Initial ceiling

Authorize no more than three initial assets, 
each from a real mission, with one external 
reviewer route and one fresh Mission 2 
requirement.

Portfolio Committee Chair Date / Constitution ID
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