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CONSTITUTIONAL POSITION

Mandate, Authority, and 
Boundary

The governed intelligence and memory layer

Data becomes institutional knowledge only through rights, 
provenance, quality, evidence, scope, freshness, and revocation.

Purpose

Govern data acquisition, 
rights, provenance, quality, 
privacy, retention, 
transformation, evidence, 
encrypted capsules, 
Chronicle, VSG, selective 
disclosure, and deletion.

Authority

Defines data classes, allowed 
sources, purpose limitation, 
lineage, access, encryption, 
evidence linkage, knowledge 
admission, graph 
commitment, freshness, and 
revocation.

Boundary

Storage, embedding, 
retrieval, model training, 
tokenization, hashing, or 
inclusion in a graph does not 
automatically create 
ownership, consent, 
accuracy, or reusable 
authority.

Memory is not a transcript. Only rights-resolved, evidence-backed, 
scope-compatible, fresh knowledge may influence future missions.
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OPERATING CONSTITUTION

Six Non-Negotiable Laws

The framework remains legible under speed, scale, novelty, and pressure.

Purpose before collection

Every source has a mission purpose, lawful or 
contractual basis, owner, retention, and access 
path.

Provenance survives transformation

Ingestion, cleaning, annotation, derivation, 
model use, and output retain lineage.

Quality is measurable

Completeness, accuracy, timeliness, bias, 
uncertainty, and failure are explicit.

Private intelligence remains private

Sensitive methods, prompts, traces, customer 
data, and reviewer notes remain encrypted or 
off-chain.

Knowledge is gated

Evidence Dockets and Chronicle separate 
candidate content from validated, reusable 
capability.

Deletion and revocation propagate

Expired, withdrawn, incorrect, or unlawfully 
held data loses future influence and triggers 
downstream action.
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INSTITUTIONAL MACHINERY

Objects, Lifecycle, and Decision 
Gates

The operating surface converts policy into attributable state transitions.

Source Rights / Consent Ingest Transform Evidence Chronicle / VSG Refresh / Revoke

Data Register

Source, owner, purpose, 
rights, class, location, access, 
retention, deletion, and 
incidents.

Evidence Lineage

Claim-to-source-to-
transformation-to-output 
mapping with versions and 
hashes.

Knowledge Node

Scoped method or fact with 
evidence, tests, validators, 
freshness, policy, utility, and 
rollback.

Can the institution prove where the information came from, what 
rights apply, how it changed, why it is trusted, and how its 

influence can be withdrawn?
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BOARD CONTROL

Metrics, Failure Modes, and the 
First 90 Days

Measure the institution by evidence, attributable value, and reversible 
authority.

BOARD METRICS PRINCIPAL FAILURE MODES

01

Sources with complete rights and provenance

02

Knowledge nodes passing freshness checks

03

Unauthorized or stale influence events

04

Selective-disclosure and deletion completion

01

Data rights assumed from access

02

Model outputs laundering provenance gaps

03

Sensitive evidence exposed in public commitments

04

Stale or revoked knowledge remaining active

FIRST 90 DAYS

Create data register  •  Define classification tiers  •  Implement lineage fields  •  Run revocation 
propagation test

BOARD RESOLUTION: Adopt the Data & Knowledge Governance framework 
and prohibit ungated transcript memory from driving future missions.
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