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CONSTITUTIONAL POSITION

Mandate, Authority, and 
Boundary

The proof-carrying institutional stack

The system is designed so that capability, authority, and evidence 
remain separable, inspectable, and recoverable.

Purpose

Define the reference 
architecture for identity, 
missions, agents, tools, 
routing, nodes, evidence, 
Chronicle, graph roots, 
security, integrations, 
deployment, and 
observability.

Authority

Sets technical boundaries, 
canonical interfaces, 
schemas, environment pins, 
trust assumptions, key 
policies, conformance levels, 
and release gates.

Boundary

A browser-local simulator, 
reference contract, testnet 
deployment, source 
repository, or schema is not 
automatically a production 
service or external 
validation.

Start with the simplest sufficient topology; specialize only where it 
improves proof quality, cost, safety, or capacity.
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OPERATING CONSTITUTION

Six Non-Negotiable Laws

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

Contracts before agents

Mission, tool, data, reviewer, output, and 
rollback contracts precede execution.

State lives outside context

Persist minimal reconstructable state, manifests, 
logs, contracts, and evidence to durable storage.

Interfaces are typed

Schema-bound artifacts and domain-separated 
hashes prevent silent semantic drift.

Execution is bounded

Tools, credentials, networks, data, time, budget, 
and actuation remain scoped and observable.

Proof syncs the stack

Hashes, signatures, attestations, roots, and 
receipts bind cognition, execution, validation, 
and settlement.

Degrade gracefully

The system fails closed, restores incumbents, 
and preserves useful partial evidence under 
provider failure.
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INSTITUTIONAL MACHINERY

Objects, Lifecycle, and Decision 
Gates

The operating surface converts policy into attributable state transitions.

Identity Mission OS Routing Execution Evidence Chronicle
Registry / 

Settlement

Reference Stack

Client, orchestrator, agents, 
nodes, evaluators, artifact 
store, registries, and 
observability.

Canonical Schemas

Mission, Job, ProofBundle, 
Docket, skill, graph root, 
verdict, receipt, incident, and 
upgrade.

Deployment Manifest

Versions, hashes, 
environment, keys, 
providers, permissions, 
policies, monitors, and 
rollback.

Can the institution reproduce the run, explain every privilege 
boundary, verify every state transition, and restore from minimal 

persistent artifacts?
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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

Schema-valid artifact rate

02

Deterministic replay and root consistency

03

Mean time to detect and restore

04

Tool, key, provider, and model concentration

01

Context-only state and unrecoverable sessions

02

Implicit tool permissions

03

Serialization or schema drift

04

One provider becoming a hidden root of trust

FIRST 90 DAYS

Publish reference architecture  •  Freeze core schemas  •  Run restore drill  •  Establish 
conformance tests

BOARD RESOLUTION: Adopt the Technology Architecture and require typed, 
bounded, replayable, fail-closed system design.
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