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CONSTITUTIONAL POSITION

Mandate, Authority, and 
Boundary

How the institution improves without becoming ungoverned

A candidate improvement is not an upgrade. It is a hypothesis that 
must earn a proof-backed right to propagate.

Purpose

Govern amendments to 
charters, policies, schemas, 
models, agents, routing, 
evaluators, contracts, 
economic parameters, graph 
rules, and capacity-allocation 
mechanisms.

Authority

Defines proposals, bonds, 
incumbents, benchmarks, 
constitutional invariants, 
review, canaries, monitoring, 
challenge, delayed outcome, 
rollback, and versioned 
adoption.

Boundary

Novelty, executive 
sponsorship, token vote, 
benchmark gain, code merge, 
or model confidence cannot 
bypass proof, rights, safety, 
transfer, and rollback 
requirements.

No proof, no evolution. No evaluation, no propagation. No rollback, 
no release.
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OPERATING CONSTITUTION

Six Non-Negotiable Laws

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

Freeze the incumbent

Every proposal identifies the exact current state, 
dependencies, costs, risks, and restoration 
target.

Test under equal constraints

Candidate and incumbent receive comparable 
data, tools, budgets, environments, evaluators, 
and stopping rules.

Preserve constitutional invariants

Private intelligence, role separation, evidence 
gates, challenge, safety, rights, and rollback 
cannot be silently weakened.

Canary progressively

Probe, 1%, 5%, 25%, controlled, and broad stages 
require distinct evidence and stop conditions.

Observe delayed outcomes

Immediate scores cannot substitute for 
persistence, transfer, downstream effects, and 
real operating cost.

Version every authority state

Proposal, review, decision, rollout, incident, 
rollback, supersession, and current version 
remain auditable.
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INSTITUTIONAL MACHINERY

Objects, Lifecycle, and Decision 
Gates

The operating surface converts policy into attributable state transitions.

Propose Bond / Scope Benchmark Review Canary Monitor
Promote / 
Rollback

Upgrade Proposal

Target, incumbent, 
candidate, thesis, scope, tests, 
risks, rights, budget, and 
rollback.

Selection Certificate

Evidence, baselines, 
evaluators, results, dissent, 
conditions, and permitted 
rollout.

Evolution Ledger Entry

Version, roots, approval, 
rollout, monitoring, 
incidents, delayed outcome, 
rollback, and supersession.

Does the candidate improve future verified capability under equal 
constraints without weakening constitutional protections or 

creating unrecoverable dependence?
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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

Upgrades passing equal-budget benchmarks

02

Canaries stopped or promoted by mechanical 
thresholds

03

Rollback rehearsal and success

04

Metaproductivity and Mission 2 improvement

01

Benchmark gain masking safety loss

02

Self-modification of its own evaluator

03

Canary scope silently expanded

04

No reliable incumbent or restoration path

FIRST 90 DAYS

Adopt proposal schema  •  Freeze constitutional invariants  •  Run one upgrade benchmark  •  
Rehearse rollback

BOARD RESOLUTION: Adopt the Amendment & Evolution Process and 
prohibit direct production modification outside proof-backed upgrade rights.
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