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Preface

This volume establishes the constitutional and operating principles under which VADR’s
human Creative Workforce is governed — the separation of Capital Governance from
Creative Governance, the standing and responsibilities of the Conceptual Stewardship
Council, how a person enters the Creative Workforce and is placed, how authority and
compensation are earned through demonstrated merit rather than tenure, how
advancement claims are verified through non-conflicted peer review, and how disputes are
resolved.

It extends, rather than restates, VADR Blueprint Chapter 4 (The VADR Operating Model),
which establishes these bodies and principles briefly, as organizational context. Where
this volume and the Blueprint address the same subject, the Blueprint remains
authoritative on what a body or principle is; this volume governs how it operates in practice
for the Creative Workforce specifically.
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EXECUTIVE SUMMARY

This volume establishes the constitutional and operating principles under which VADR’s
human Creative Workforce is governed. It is provisional: it extends VADR Blueprint Chapter
4, which establishes Capital Governance, Creative Governance, the Conceptual
Stewardship Council, and Constitutional Reserve Authority briefly, as organizational
context, into the full operating principles those bodies require to function in practice.

Itis organized in six parts. Part | establishes this volume’s scope and its relationship to the
Blueprint and to Ascent. Part Il formalizes the governance separation between ownership
and organizational stewardship — Capital Governance, Creative Governance, and the
Conceptual Stewardship Council through which Creative Governance is exercised. Part ll|
governs self-organization — how work is chosen, how leadership is earned through
followership, and how workforce utilization is monitored. Part IV governs how a person
enters the Creative Workforce and how standing and reward are earned — placement by
assessment rather than credentials, advancement through demonstrated merit rather
than tenure, and the compensation mechanisms that follow from both. Part V governs
verification and resolution — the non-conflicted peer review that confirms an
advancement claim was genuinely earned, and the escalation path when a dispute arises.
Part VI operationalizes Capital Governance’s narrowly bounded Constitutional Reserve
Authority and establishes how this volume itself may be amended.

A single principle runs through every part: authority, standing, and compensation are
earned through demonstrated merit, verified through non-conflicted review, and decided
by the body this volume names for that decision — never by an automatic formula
operating outside anyone’s real, accountable judgment.

Ascent, once formally published, defines the discipline of Conceptual Synthesis itself and
the earned-responsibility levels through which the Creative Workforce advances. This
volume states, provisionally, the constitutional and operating principles that govern the
Creative Workforce around that discipline — governance, compensation, review, and
resolution — without prescribing Ascent’s own content. Where this volume anticipates a
mechanism Ascent has not yet formally defined, it says so directly rather than inventing a
placeholder.
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PART | — FOUNDATIONS

Chapter 1 — Introduction

This chapter states why this volume exists, what it governs, and how it relates to the
Blueprint and to Ascent.

Purpose

This volume exists to give real operating substance to a governance structure the Blueprint
establishes only briefly. Chapter 4 of the Blueprint states that Capital Governance
represents the interests of VADR’s owners, that Creative Governance stewards the
discipline of Conceptual Synthesis and the Creative Workforce, and that the Conceptual
Stewardship Council exercises Creative Governance collectively — but it does not state
how these bodies reach a decision, who is entitled to bring a matter before them, how
compensation is earned, or how a disagreement is resolved. This volume answers those
questions.

Principles

e This volume extends the Blueprint; it does not restate or supersede it. Where the
Blueprint defines what a body or principle is, this volume governs how it operates
for the Creative Workforce specifically.

e Thisvolume is provisional pending Ascent. Ascent is the Conceptual System that
will formally define the discipline of Conceptual Synthesis and the earned-
responsibility levels through which the Creative Workforce advances. Where this
volume states a mechanism Ascent has not yet formally published, that
mechanism is a real, binding interim principle — not a placeholder — subject to
reconciliation once Ascent exists, per the Amendment chapter (Amendment).

¢ No mechanism in this volume commits Capital Governance’s own resources or
decisions automatically. Every real financial or standing-altering consequence in
this volume names, explicitly, the body that decides it.

¢ Compensation, advancement, and standing are earned through demonstrated
merit, never through tenure or organizational position alone — the same principle
the Blueprint states for the Creative Workforce generally.

Mechanisms

This volume is organized in six parts, each grouping chapters that govern a related
concern: Foundations (this Part); Governance (Capital Governance, Creative Governance,
and the Conceptual Stewardship Council); Self-Organization (how work is chosen and
leadership is earned); Earned Responsibility and Reward (entry and placement,
advancement, and compensation); Verification and Resolution (peer review and conflict
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resolution); and Reserve Authority and Change (Constitutional Reserve Authority and
amendment). Each chapter follows the same internal structure: Purpose, Principles,
Mechanisms, Roles and Decision Rights, and its Relationship to Other Volumes.

Roles and Decision Rights

This chapter creates no decision rights of its own. the Capital Governance chapter and
onward name, for every real decision this volume governs, exactly one body responsible
for making it.

Relationship to Other Volumes

o VADR Blueprint, Chapter 4 (The VADR Operating Model) — this volume extends
Chapter 4’s treatment of Capital Governance, Creative Governance, the
Conceptual Stewardship Council, and Constitutional Reserve Authority.

e Ascent—this volume’s provisional treatment of earned-responsibility levels (the
Earned Responsibility and Advancement chapter) and of the entry assessment (the
Entry and Placement chapter) is superseded by Ascent’s own formal definition once
published, per the Amendment chapter.

e Volume 001 — The Autonomous Company — governs the Autonomous Workforce
under a structurally parallel but distinct logic (Delegated Authority rather than
earned human responsibility). The two are deliberately not merged; the Blueprint’s
own the Conceptual Stewardship Council chapter treats them as parallel, not
identical, systems.
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PART Il — GOVERNANCE

Chapter 2 — Capital Governance

This chapter states what Capital Governance decides for the Creative Workforce, and
states plainly what it does not decide.

Purpose

Capital Governance represents the interests of VADR’s owners. For the Creative Workforce
specifically, its purpose is to hold the real, ownership-level decisions that compensation
and standing ultimately depend on — capital allocation, pay-band structure, and equity —
without directing the practice of Conceptual Synthesis itself.

Principles

Capital Governance does not supervise the practice of Conceptual Synthesis,
direct the Creative Workforce, or participate in operational execution — stated
directly in the Blueprint and restated here because every decision right in this
chapter depends on the boundary holding.

Every decision named in this chapter is a real, deliberate act by Capital Governance
— never a standing formula that commits capital automatically, triggered by an
operational event with no ownership-level decision point.

Capital Governance decides amounts, thresholds, and structures. It does not
decide whether any individual Conceptual Synthesist’s work was genuinely
excellent — that determination belongs to Creative Governance and the non-
conflicted peer review process (the Non-Conflicted Peer Review chapter), informing
Capital Governance’s own decision rather than substituting for it.

Mechanisms

Capital Governance exercises the following real, recurring decisions for the Creative
Workforce:

Sets the pay-band structure once, with bands tied to Ascent’s own earned-
responsibility levels once those are formally published (the Earned Responsibility
and Advancement chapter).

Sets the equity pool size and the vesting-milestone schedule for earned ownership
(the Compensation chapter).

Approves individual equity grants and their valuation.
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e Sets, annually, the percentage of net profit attributable to commercialized
Conceptual Systems allocated to the company-wide profit-sharing pool (the
Compensation chapter).

e« Approves that a Conceptual System has been “successfully commercialized” for
purposes of triggering profit-share and equity consequences — informed by
Creative Governance’s own certification that it reached the Commercialize stage of
its lifecycle with real, realized revenue.

o Sets base salary bands and benefits policy, and publishes the amount of every band
and step (the Entry and Placement chapter).

e Sets the payment made to candidates for entry-assessment time (the Entry and
Placement chapter).

¢ Reviews hiring authority previously delegated under this chapter, on confirmed,
sustained underutilization evidence — informed by, not automatically triggered by,
Auditor’s escalation, per the Self-Organization and Workforce Utilization chapter. A
confirmed, sustained pattern of underutilization is evidence the hiring authority
granted was not exercised well, and Capital Governance may narrow, suspend, or
decline to renew it accordingly.

o Establishes and may amend foundational operating-model policy binding on the
Creative Workforce. The policies themselves are stated in this volume’s own
appendix of Organizational Policy. The authoritative definition, request, and
approval mechanism for each is Ascent, per the Earned Responsibility and
Advancement chapter; this volume states that Capital Governance holds the
authority to establish them, not their own operative text.

Roles and Decision Rights

Capital Governance is the sole decision-maker for every item listed above. It decides
informed by Creative Governance’s own certification and by the Participation Record (the
Compensation chapter, 87); it does not decide unilaterally against a genuine, documented
Creative Governance certification without exercising Constitutional Reserve Authority
through the process the Constitutional Reserve Authority chapter defines.

Capital Governance’s authority under this section is establishment and amendment of the
policy itself. Each policy states its own exception treatment, decided when the policy is
established and amendable only as the policy is amended. A policy may delegate
exceptions to the mechanism the Conceptual Stewardship Council chapter and Ascent
define, in which case they are decided there without Capital Governance’s own
participation in any single instance; a policy may reserve exceptions to Capital
Governance; or a policy may admit no exceptions at all. Nothing in this section establishes
a default: a policy that does not state its exception treatment is not fully established.
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Hiring-authority review is Capital Governance’s own act, grounded in real evidence the
Self-Organization and Workforce Utilization chapter’s own monitoring produces — never
exercised on suspicion alone.

Relationship to Other Volumes

The VADR Blueprint’s own chapter on the Operating Model establishes Capital
Governance’s purpose and its boundary against directing the Creative Workforce. This
chapter operationalizes that boundary into the specific, named decisions above.
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Chapter 3 — Creative Governance

This chapter states what Creative Governance stewards, and how its stewardship differs
from managerial supervision.

Purpose

Creative Governance stewards the discipline of Conceptual Synthesis, the Creative
Workforce, the VADR Operating Model, and VADR’s portfolio of Conceptual Systems. It
provides organizational stewardship, not managerial supervision — the distinction the
Blueprint draws and this volume preserves throughout.

Principles

o Creative Governance is exercised collectively, through the Conceptual Stewardship
Council, per the Conceptual Stewardship Council chapter, never by a single
individual acting alone on Creative Governance’s behalf.

o Stewardship is earned through demonstrated merit, never assigned by
organizational position or tenure.

o Creative Governance informs Capital Governance’s own decisions through real,
documented certification — it does not itself allocate capital, set compensation
amounts, or approve equity grants.

Mechanisms

Creative Governance is exercised through the Conceptual Stewardship Council’s own real
responsibilities, defined in full in the Conceptual Stewardship Council chapter. This
chapter states Creative Governance’s scope; the Conceptual Stewardship Council
chapter states how the Council that exercises itis composed and how it acts.

Roles and Decision Rights

Creative Governance certifies; it does not allocate capital. Where this volume requires a
certification — that a Conceptual System reached the Commercialize stage with real
revenue, that a Participation Record accurately reflects who contributed what — Creative
Governance, through the Council, provides it. Capital Governance decides what follows
from it.

Relationship to Other Volumes

The VADR Blueprint establishes Creative Governance’s purpose and its exercise through
the Council. Ascent, once published, will define the discipline of Conceptual Synthesis
that Creative Governance stewards; this volume governs Creative Governance’s operating
role around that discipline, not the discipline itself.
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Chapter 4 — The Conceptual Stewardship Council

This chapter states how the Council is composed, how membership is earned, and what it
is responsible for deciding and certifying.

Purpose

The Conceptual Stewardship Council is the body through which Creative Governance is
exercised collectively. It exists so that stewardship of the Creative Workforce and VADR’s
portfolio rests with senior Conceptual Synthesists who have earned that responsibility
through demonstrated merit, rather than with any single individual or with organizational
position.

Principles

Membership is earned through demonstrated merit, verified through the same non-
conflicted review this volume applies to advancement generally (the Non-
Conflicted Peer Review chapter) — never assigned by tenure or organizational
position.

Terms are intentionally limited so that stewardship remains continually earned
rather than permanently held. This volume does not fix a specific term length; that is
areal, open parameter for the Council’s and Capital Governance’s own first
exercise of this chapter, named here rather than invented.

The Council provides stewardship, not managerial supervision — it evaluates,
certifies, and prioritizes; it does not direct day-to-day work.

Constitutional stewardship carries exceptional weight for Council eligibility
specifically — demonstrated adherence to VADR’s constitutional principles,
particularly where violating them would have been easier or advantageous. Council
membership requires real strength here at a level no other category reaches:
someone may be extraordinarily productive and still be a poor candidate for
stewarding the Operating Model and its constitutional principles, and this chapter
treats that as disqualifying for Council membership specifically, whatever else that
person has earned.

Mechanisms

The Council’s real, recurring responsibilities:

Stewards the discipline of Conceptual Synthesis.
Evaluates opportunities and approves Conceptual Syntheses.

Prioritizes and stewards VADR’s portfolio of Conceptual Systems.
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e Certifies, for Capital Governance, that a Conceptual System has reached the
Commercialize stage of its lifecycle with real, realized revenue — the trigger
condition for the Compensation chapter’s compensation consequences.

e Maintains and certifies the accuracy of each Conceptual System’s Participation
Record (the Compensation chapter, 87).

e Receives non-conflicted peer review findings on advancement claims (the Non-
Conflicted Peer Review chapter) and resolves any finding that a claim was gamed
rather than genuinely earned.

e Decides entry placement, informed by Ascent’s recommendation and Auditor’s
review; decides whether to offer a candidate the second stage of assessment; and
decides any finding that assessment content was disclosed or obtained in advance
(the Entry and Placement chapter).

o Serves as the first real escalation point for disputes under the Conflict Resolution
and Escalation chapter, short of Constitutional Reserve Authority.

¢ Grants exceptions to foundational operating-model policy established under the
Capital Governance chapter — for example, a declared emergency in which the
Autonomous Workforce is genuinely unavailable — through Ascent’s own request
and approval mechanism, on the Council’s own authority, without Capital
Governance’s participation in any single grant.

« Maintains areal, continuous exception log, recording every exception granted,
the real basis for it, and which specific Council member or members approved it —
not merely that the Council as a body approved it. Per-approver attribution is
required because the escalation ladder in the Constitutional Reserve Authority
chapter may need to act on specific responsible members, not the Council
undifferentiated.

Roles and Decision Rights

The Council decides, by its own collective process, every item listed above under
Mechanisms. It does not decide Capital Governance’s own reserved decisions (the Capital
Governance chapter), and its own decisions remain subject to Capital Governance’s
narrowly bounded Constitutional Reserve Authority under the real, exceptional conditions
the Constitutional Reserve Authority chapter states.

The Council’s authority to grant exceptions is a standing grant, not renewed or reviewed
per instance by Capital Governance. It remains standing unless and until Capital
Governance narrows or suspends it under the Constitutional Reserve Authority chapter’s
escalation ladder, on confirmed evidence that the exception mechanism has become
routine practice rather than genuine exception.
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Relationship to Other Volumes

The VADR Blueprint establishes the Council’s composition and general responsibilities.
This chapter operationalizes those responsibilities into the specific certifications and
decisions this volume depends on.

PART Ill — SELF-ORGANIZATION
Chapter 5 — Self-Organization and Workforce Utilization

This chapter states how the Creative Workforce organizes itself without positional authority
— how work finds people and people find work — and how Ascent monitors whether that
self-organization is genuinely working.

Purpose

The Creative Workforce has no bosses, no supervisors, and no one who assigns work by
directive. Stated as an absence, that principle describes nothing. This chapter statesitas a
real mechanism: work is chosen, not assigned, and self-organization is a designed system
with its own real structure, visible to everyone in it, monitored for whether it is actually
functioning.

Principles

e No positional authority exists anywhere in the Creative Workforce. Work is never
assigned by directive; it is chosen, by the person doing it, or offered and voluntarily
accepted.

e Leadershipis earned through voluntary followership, gated by demonstrated Ascent
standing — never by organizational position, tenure, or unilateral declaration. A
person becomes a Leader because others, capable of judging standing for
themselves, choose to follow them; not because anyone appointed them.

o All ongoing work, at every stage, is visible to the whole Creative Workforce. Thisis a
structural precondition for self-organization to function at all, not a transparency
preference — people cannot choose work they cannot see.

e Hiring authority is a real, delegated grant from Capital Governance, per the Capital
Governance chapter — never an inherent right of any individual. Hiring commits real
compensation, which is already Capital Governance’s own decision right.

¢ Team membership and leadership are never permanent appointments. People may
leave; teams may dissolve; leadership persists only as long as it continues to be
followed.
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Mechanisms
Two channels.

o Directed: Capital Governance sets a strategic objective and allocates Fid to it, per
the Capital Governance chapter. A team self-assembles around it; who leads is
whoever draws real, voluntary followership, not whoever proposed pursuing it.

e Undirected: anindividual’s own Fid allocation for self-directed exploration, per the
Compensation chapter. Here the dynamic is cleanest: nothing was assigned, so a
person becomes a Leader purely because others choose to join their pursuit of an
idea. Standing accrues entirely from the idea and the person’s own credibility.

Onboarding and mentorship.

¢ Anewly established Worker is onboarded through Ascent, with access to real
training on how the organization actually works, and becomes a visible, available
resource able to see all ongoing work at every stage.

¢ A mentor may be assighed for a defined onboarding period. Mentorship is a real,
creditable contribution, recorded through the same Participation Record
mechanism the Compensation chapter defines — not a parallel reward system.

¢ Where a mentor relationship exists, the mentor may bring the person they are
mentoring onto their own team to shadow for the mentoring period — the preferred
path when it applies, giving a new resource a real team and a real person rather
than a cold placement.

Visibility and its one real exception.

o Visibility is full by default. The one real exception is work that is classified or
otherwise subject to a genuine external legal or contractual restriction —
government classification, a security clearance requirement, a counterparty
confidentiality obligation of comparable force — where disclosure to the general
Creative Workforce would be unlawful or a genuine breach. This exception is
bounded by real, external law, not by anyone inside VADR’s own judgment of
ordinary strategic sensitivity, competitive concern, or reputational preference —
none of which qualify.

¢ Work genuinely requiring this exception is organized as a separate track, with real,
hard eligibility requirements — a genuine clearance or briefing-in process — distinct
from ordinary Ascent standing. Participation requires meeting those requirements;
ordinary earned responsibility under the Earned Responsibility and Advancement
chapter does not, by itself, grant access.

Workforce Utilization
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Self-organization can fail quietly — a capable resource nobody invites, a resource
overloaded because no one can see their real capacity, a resource who understates
capacity to avoid work. Ascent monitors for all three, as a real, standing responsibility, and
each carries areal, distinct consequence.

Underutilization.

¢ Where aresource goes without real team engagement for a sustained period,
Ascent escalates to the Conceptual Stewardship Council — never auto-assigns.
Placement remains a real, human, accountable decision, not an algorithmic
dispatch.

e Sustained underutilization is a real, negative performance signal on every Leader
who had real, active capacity needs during the underutilized resource’s real dry
spell, where that resource’s real, visible availability and qualifications matched
what those Leaders were genuinely seeking — a comparative, evidentiary standard,
not a hindsight judgment that a Leader theoretically could have engaged someone.
This is a diffuse signal by design where the comparison finds no genuine match, and
areal, attributable one where it does.

e« Aconfirmed, sustained pattern of underutilization is evidence bearing directly on
whether hiring authority under the Capital Governance chapter was exercised well,
and may trigger Capital Governance’s own review of that authority — informed by,
not automatically triggered by, Auditor’s escalation.

Overutilization.

e Ascentgives both a Leader and a resource real, clear visibility into that resource’s
existing workload. A Leader should not invite an already fully burdened resource
onto new work; a resource carries a real responsibility to actively manage and
disclose their own capacity.

e Sustained overutilization is a negative performance signal on both the resource and
the Leader or Leaders of every team that resource is engaged on — not one party
alone, since both had real visibility and both had a real role in preventing it.

Workload understatement.

e Aresource may not manufacture underutilization by deliberately understating real
capacity to avoid work. Ascent detects this comparatively, against the real,
observable productivity of the whole workforce — a claimed light load alongside
genuinely low output, measured against comparable roles carrying real work, is a
distinguishable pattern, the same comparative logic the Earned Responsibility and
Advancement chapter already applies to advancement gaming generally.

Roles and Decision Rights
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No one assigns work under ordinary conditions; work is chosen. The Conceptual
Stewardship Council decides real placement only on Ascent’s escalation, when self-
organization has genuinely failed to place someone. Capital Governance reviews hiring
authority on confirmed, sustained underutilization evidence — a real decision right added
to the Capital Governance chapter, exercised on this chapter’s own evidence.

Relationship to Other Volumes

The VADR Blueprint’s own treatment of Organizational Principles and of the Creative
Workforce states the absence of managerial hierarchy this chapter gives real mechanism
to. Ascent, once formally published, is the authoritative implementation of everything this
chapter states as principle — team formation, onboarding, mentor matching, and
utilization monitoring are real Ascent mechanics, not specified here.
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PART IV — EARNED RESPONSIBILITY AND REWARD
Chapter 6 — Entry and Placement

This chapter states how a person enters the Creative Workforce and how their first band
and step are determined — provisionally, pending Ascent’s own formal definition of the
assessmentinstrument.

Purpose

Every other chapterin this volume governs someone already inside the organization,
whose standing rests on real, observed evidence. A candidate has none. This chapter
states how their first standing is determined anyway: by what they actually doin a
substantial, multi-day, scenario-based assessment conducted by Ascent inside a working
version of the Ascent workspace, together with an hour working alongside other
candidates, reviewed by Auditor, and decided by the Conceptual Stewardship Council —
and states plainly what such an assessment can and cannot observe.

Principles

e Placementis by assessment alone. Years of experience, degrees, prior titles, and
prior compensation are not placement criteria, and are not asked. Each imports
another organization’s judgment — including its errors — into a decision this
volume requires be made on evidence VADR itself observes. Someone under-
placed elsewhere would stay under-placed; someone over-placed would arrive
above people who outperform them.

o Offers are non-negotiable. An offer states a band and a step. There is no
negotiation, no signing bonus, and no individually agreed exception. Negotiation is
where band structures fail: one exception becomes precedent, and the best
negotiator ends up the best paid rather than the person who assessed highest.

o Payis published. The amount of every band and step is published —to the
Creative Workforce, to candidates, and to the public. A candidate knows before the
assessment begins what every possible outcome pays. Published pay is what
makes a non-negotiable offer credible, and what makes a substantial assessment
worth a candidate’s time.

o The assessment s interactive, not declarative. A candidate does not assert
qualifications and have them accepted. The evidence is what the candidate does in
the assessment itself —the principle the Performance Signals appendix states as
no self-authored performance evidence, applied to candidates as fully as to anyone
else.
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e One structure, every discipline. The Creative Workforce practices Conceptual
Synthesis across many disciplines — among them marketing, sales, finance and
accounting, and operations, as well as the synthesis of new Conceptual Systems.
Every discipline is placed against the same bands and the same six performance
categories. What differs is the world a candidate works in, the work asked of them,
and the rubrics that describe what each band’s evidence looks like in that
discipline.

o Two capabilities, both required. A Conceptual Synthesist must be able to do their
discipline’s work well, and must be able to design the autonomous workforce that
does it —its Roles, what each may do unaided, what is verified, and what escalates
to a human. A marketer who cannot build a campaigh cannot judge whether an
autonomous marketing Worker built a good one; a marketer who can build a
campaign but cannot design its workforce is practicing the discipline without the
synthesis. The assessment observes both.

e Candidates work where the Creative Workforce works. The assessment takes
place in Ascent Lite, a reduced working version of the Ascent workspace, so thata
candidate meets the mechanisms the Self-Organization and Workforce Utilization
chapter describes — work that is visible and chosen rather than assigned, help
available on request, a team reached through the workspace, and an allocation of
Fid for self-directed work. What is observed is how a candidate works in the system
they would join, not how they perform in a test built apart from it.

¢ What a candidate chooses is evidence, and they are told so. Candidates are told
plainly, before they begin, that what they choose and how they work are part of the
assessment. A choice is judged against what the candidate then delivers, never as a
preference: a candidate who takes a routine fix and delivers it cleanly and one who
takes the hardest item and delivers it well have both judged their own capability
soundly; one who takes on more than they can finish, and does not see it, has not.
Choosing ambitious work earns nothing on its own, and choosing routine work
costs nothing on its own.

¢ Collaboration with people is observed with people. Every teammate in the first
stage is autonomous, which holds conditions constant for every candidate but
cannot show how a candidate works with other people. The team exercise places
the candidate with other candidates for one hour — the one part of the assessment
that observes collaboration among real peers.

¢ No offsetting at entry. Aband is met only when every assessed category meets
that band’s threshold, exactly as the Earned Responsibility and Advancement
chapter requires for advancement. Strength in one category never substitutes at
entry for a deficiency in another.
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e What cannot be assessed is not guessed at. Organizational Value measures
effects that exist only once someone has done real work here, and several signals in
other categories — peer demand, contribution diversity, team outcome
contribution — depend on a working history inside the organization. None is
estimated from a candidate’s account of prior work. Each is inherited at the band
placed, as a stated assumption recorded as one, and replaced by observed
evidence from the first day of real work.

e What needs a working history is observed in simulated form. Some thresholds
rest on conduct that ordinarily needs a working history — holding real authority over
others, reliability after greater responsibility is granted, developing the people one
works with. The assessment observes these through their simulated form: the
candidate is granted authority over simulated teammates and Workers, and their
responsibility is expanded partway through. The evidence counts toward
placement, and is confirmed or corrected by observed evidence after entry.

« The method is public; the content is not. This chapter and its appendices
describe how the assessment works. That disclosure does not weaken it: the
assessmentis built so that knowing its method teaches a candidate nothing usable
— every world is new, and every consequential event is paired against its opposite.
What remains confidential is the assessment’s content — its library of events and
its rubrics — and each candidate’s results.

¢ Results are sealed. A candidate learns their band and step, and nothing else — not
their evidence, not their category results, not which events were probes. Disclosing
results would disclose the instrument.

o Candidates are paid for assessment time. A multi-day assessment, and an hour
with other candidates, ask real work of a candidate. Unpaid, it silently excludes
anyone who cannot donate that time, narrowing the pipeline this model depends
on.

e There is no provisional period. Ascent’s monitoring is continuous and applies to
every Conceptual Synthesist regardless of tenure. A placement that proves wrong is
corrected by the mechanisms this volume already has, on the same terms as for
anyone else — not by a separate confirmation track that would mark new hires as
differently governed, a distinction nothing else in this volume makes. Band 0’s
expected progression to Band 1, stated below, is a property of that band, not a
confirmation of the placement.

Mechanisms

The instruments.
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e The entry assessment has three instruments. The first stage is a multi-day
assessment that places at Band 0 through Band 3. The team exercise is one hour
with other candidates, taken by every candidate who completes the first stage. The
second stage is a separate assessment for Bands 4 and 5, offered by the
Conceptual Stewardship Council to a candidate who reaches the ceiling of Band 3.
The first stage and the team exercise together produce the recommendation for
Band 0 through Band 3.

The first stage.

e Ascent conducts the first stage: three sessions of roughly two hours each, over
seven to ten days, taken remotely within set windows. Between sessions, Ascent
issues intermediate challenges — small events that take minutes, not hours, to
answer — and whether and how the candidate responds is evidence.

¢ Thefirst stage takes place in Ascent Lite. The candidate begins by creating an avatar
— the only identity anyone sees in the workspace or the team exercise, carrying no
name, photograph, or other personal detail — and enters the workspace. A short
explainer video opens the first session, the same for every candidate: how the
workspace is laid out, how work is found and accepted, how the team is reached,
and how to ask for help, from Ascent or a teammate, at any point. Asking for help is
never counted against a candidate; asking well, at the right moment, is evidence of
Judgment Quality.

¢ Each candidate works inside a fictional organization generated for them alone, with
everything they need contained in it; no outside or insider knowledge is required or
advantaged. The organization is described in a dossier of documents — some
contradictory, some irrelevant, and some carrying a quietly wrong assumption.

e« Ascent plays every other party in the first stage: a Leader, several autonomous
teammates with distinct working styles, a stakeholder, and Workers the candidate
may direct. The candidate is told plainly that the team is autonomous. Work also
surfaces in the team as it would in real work — a teammate’s request, an item that
appears in the queue partway through a session, a problem visible in the shared
work — and whether the candidate notices and takes it up is evidence; it is never
pointed out.

e Thethree sessions have the same shape in every discipline. Session 1: do the work
— the work the candidate accepted from the queue, the discipline’s own craft, by
hand, with the autonomous team. Session 2: design the workforce — turn that work
into an autonomous function in Telo. Session 3: run it — the candidate’s own design
operates in a Telo sandbox while Ascent introduces events into it.
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Designing a workforce in Telo is a governance act — Roles, Conduct, authority,
verification, and escalation — not the writing of code or the configuration of
infrastructure, consistent with the Organizational Policy appendix. A short
orientation to Telo precedes session 2 and is given to every candidate alike; prior
familiarity with Telo is neither expected nor advantaged.

Illustrative scenarios for several disciplines are stated in the Entry Assessment
Scenarios appendix.

The work queue.

Session 1 opens on a queue of work in the candidate’s discipline, generated with
their world. It ranges from straightforward to complex, and from routine —
correcting a flawed report, repairing a broken process — to ambitious. The
candidate may read any item in full, may take on more than one, and accepts what
they choose; nothing is assigned.

The candidate is also given an allocation of Fid for self-directed work. They may
spend it on something no queue item asks for, stating in a line what they intend and
why — the Individual Exploration the Compensation chapter describes, in
miniature.

Every queue item carries its own rubric, so that work of any kind and any difficulty is
judged against the band thresholds rather than against the other items.

What is assessed in choosing: whether the candidate’s choices match what they
then deliver; whether they took on what they could finish, and said so when they
could not; whether they saw and took up work no item named; and how they used
the allocation of Fid, judged by the outcome and the reasoning stated, never by the
amount spent.

Adaptive difficulty.

Every event exists at difficulty tiers corresponding to Band 0 through Band 3. Ascent
moves a candidate up a tier when the evidence supports it, so thata Band 0
candidate produces readable evidence rather than simply failing, and a Band 3
candidate is genuinely stretched.

Queue items span the same tiers. The items a candidate chooses are one input to
the tier Ascent begins from; the evidence, not the choice, moves the tier from there.

Each session begins from a defined state of the simulated world, so that a weak
answer in one session does not distort the evidence in the next. What carries
forward is deliberate: the candidate’s own commitments, their own workforce
design, and their own earlier conclusions — because reliability, stewardship of
one’s own design, and recovery quality can only be observed against the
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candidate’s own real work. Session 3 in particular confronts the candidate with a
conclusion they reached earlier that new evidence shows was wrong.

Paired probes.

e Consequential events are paired. A consensus the candidate might challenge is
flawed in some worlds and sound in others; pressure to set aside evidence rests on
credible new facts in some and on nothing in others; a shortcut breaks a principle in
some and is entirely legitimate in others; a decision lies beyond the candidate’s
authority in some and plainly within it in others.

e Pairing is what makes the assessment resistant to coaching. Any rule of thumb —
always challenge, always escalate, always refuse the shortcut — is wrong about
half the time. What is observed is whether the candidate reads the situation, not
whether they chose an approved answer.

¢ Which probes appear, in what order, and on which side of each pair varies from
candidate to candidate.

The team exercise.

o After the first stage’s three sessions, and within the assessment window, the
candidate takes partin a one-hour team exercise with other candidates. It is the
assessment’s only observation of the candidate working with other people.

e The exercise takes place in a text-only room. Each participant appears as their
avatar and speaks only in writing; there is no voice or video. Beside the conversation
are a shared work pane and the session’s transcript. Text alone is deliberate: it
keeps accent, appearance, and speaking speed out of what is observed, and the
transcriptis the record the evidence is drawn from.

e Agroup of three to five candidates, who may come from different disciplines, is
given a shared problem in a fictional organization generated for that group alone —
one no single discipline’s craft decides — and one deliverable to produce together
within the hour. Partway through, a new constraint changes the problem.

o« Autonomous teammates take part alongside the candidates. Candidates are told
beforehand that some participants are autonomous, and that they will not be told
which. The autonomous teammates hold designed roles that make the room’s
conditions the same for every group — among them one who dominates the
conversation, one who is confidently wrong, and one who holds information the
group needs and offers it only when asked — and each is a paired probe like any
other: the confident teammate is right in some groups and wrong in others.

e Candidates are not ranked against one another, and no group’s deliverable is
compared with another’s. Each candidate’s evidence is what that candidate did —
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whether they drew in a quiet participant, tested a confident claim before relying on
it, held the group to the new constraint, contributed to the deliverable, and how they
disagreed — judged against the rubrics for Collaboration and Organizational Health,
Judgment Quality, and Stewardship.

What other candidates do is outside a candidate’s control and varies from group to
group. The autonomous teammates hold the room’s conditions constant; Auditor
checks that each group’s evidence is judged consistently with every other group’s;
and a group that did not function as desighed — a candidate who left, a participant
who disrupted it — is rescheduled for those affected rather than scored.

The team exercise contributes evidence to the recommendation; it does not place a
candidate on its own. Where no group can be convened within the window, the
candidate’s recommendation waits for the next group rather than being made
without it.

Evidence and the recommendation.

Every event, every choice made from the queue, and the team exercise produce
evidence items, each tagged to the specific signals in the Performance Signals
appendix it bears on, recording what the candidate did and why it counts.

Each signal is evaluated against its discipline’s rubric describing Band 0 through
Band 3 evidence, stated against the thresholds in the Band Thresholds appendix —
never against a general impression.

Discipline craft is evidence within the categories it bears on — most directly
Synthesis Contribution and Judgment Quality — not a seventh category. Each
discipline also states a craft floor: a candidate whose craft falls below it is not hired
into that discipline, whatever their category results.

The recommended band is the highest band at which every assessed category
meets its threshold, across the first stage and the team exercise together. The
recommended step reflects where within that band the evidence sits.

At Band 0, improvement across the sessions is weighed explicitly as evidence
within the Band 0 thresholds, and bears most on the step. A candidate who begins
weak and demonstrably takes in what each session teaches is a sounder Band 0
placement than one who is steady but flat.

Where a category rests on too little evidence to judge with confidence, Ascent says
so rather than guessing.

Outcomes.
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« No hire, where any assessed category falls below Band 0, or discipline craft falls
below the discipline’s floor.

e Band 0, for a candidate who meets every Band 0 threshold but not yet every Band 1
threshold — a person expected to reach Band 1 given the chance to demonstrate it.
Band 0 is placed by the same assessment as every other band; itis not a separate
route of entry, and it is open to any candidate regardless of education or career
stage.

¢ Band1, 2, or 3, at a stated step.

e Asecond-stage recommendation, where a candidate reaches the ceiling of Band
3 — meeting every Band 3 threshold at the top of the band — most importantly in
Judgment Quality and Stewardship.

The second stage — Bands 4 and 5.

e Asecond-stage recommendation goes to the Conceptual Stewardship Council,
which decides whether to offer it.

¢ Where the Council offers it, the candidate chooses: accept the Band 3 offer, or
continue. The Band 3 offer, at its stated step, stands either way. The second stage
can place only at Band 3, 4, or 5, and never below the band and step already
offered.

e The second stage is a separate, multi-part instrument centered on stewardship
across functions — how several autonomous functions interact, share resources,
and hand work to one another. Its design is stated separately and is an open
dependency of this chapter.

Review and decision.

e Ascent’s recommendation, with its full evidence record, goes to Auditor — the
same autonomous Role that reviews Deliverables under Telo. Auditor reviews
whether the evidence supports each category result; whether every probe in the
candidate’s world, and every autonomous teammate in their team exercise,
functioned as designed; whether the record shows signs of prior access to
assessment content; and whether the result is consistent with how comparable
evidence was treated for other candidates. Auditor surfaces findings and
discrepancies; it does not decide.

e The Conceptual Stewardship Council decides the placement, informed by Ascent’s
recommendation and Auditor’s findings. Where the Council departs from the
recommendation, the basis is documented against the evidence. A Council
member with any relationship to the candidate — including having referred them or
worked with them previously — takes no part.
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Whether an offer is extended at all remains a matter of the hiring authority Capital
Governance delegates, as the Self-Organization and Workforce Utilization chapter
states. The Council decides placement; it does not create a position.

Assessment integrity.

Every candidate’s world is generated for them alone and verified automatically,
before the candidate sees it, to contain every intended probe in a solvable form. A
world with a broken probe produces false evidence.

Each team exercise’s problem is generated for its group alone. Candidates referred
by the same person, or known to one another, are not placed in the same group,
and nothing in the room identifies one candidate to another beyond their avatar.

Disclosure of assessment content by a member of the Creative Workforce —to a
candidate or to anyone else — is a gaming finding, decided by the Conceptual
Stewardship Council under the Earned Responsibility and Advancement chapter.

Evidence that a candidate had prior access to assessment content voids the
assessment. The Council decides the finding.

Ascent watches for consistency failures that suggest coaching: polished handling of
obvious events alongside collapse on novel follow-ups, or reasoning that closely
matches another candidate’s — particularly among candidates referred by the
same person.

A candidate may be reassessed only after a defined interval, so that repeated
attempts cannot be used to learn the instrument.

The candidate.

Before the assessment, a candidate is told its format and the time it requires,
including the team exercise; that the organization is fictional and the first stage’s
team autonomous; that what they choose and how they work are assessed; that the
team exercise is with other candidates and that some participantsinitare
autonomous, without being told which; that experience, degrees, prior titles, and
prior pay are not placement criteria; and what every band and step pays.

A candidate is not told what any event probes or how any part of their performance
was evaluated, and is not told afterwards which participants in their team exercise
were autonomous.

Everything recorded in the assessment — choices, timings, requests for help,
messages in the team exercise —is used only to assess that candidate, and is kept
only as long as their placement and any finding on it require.
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Accommodations — additional time, alternative formats, including for the text-only
room and its one-hour length — are available on request and do not change the
evidence standard.

After entry.

Organizational Value and every inherited signal accrue from real organizational
events from the first day of work, and overwrite the inherited assumption as they do.
Where observed evidence diverges materially from the entry profile, that divergence
is itself a signal, per the signal-divergence principle in the Performance Signals
appendix.

A placement that proves too high is addressed through the Earned Responsibility
and Advancement chapter’s own deficiency and improvement process. A
placement that proves too low is corrected by ordinary advancement, which
continuous monitoring makes available from the first day.

Band 0 is a developmental band: a Band 0 Conceptual Synthesistis expected to
reach Band 1 within a defined period. Not reaching it within that period is a
sustained deficiency under the Earned Responsibility and Advancement chapter,
addressed by the same coaching and improvement process that applies to anyone.

Ascent compares entry placements against subsequently observed profiles across
the workforce. A systematic divergence — within a discipline, a portion of the
assessment, or a group of candidates — is evidence about the instrument, reported
to the Council. In particular, where capable candidates consistently struggle to
design their workforce in Telo, that is evidence Telo is not hiding its technology well
enough before itis evidence about the candidates.

Roles and Decision Rights

Ascent conducts the assessment and recommends a band, a step, and, where warranted,
a second stage. Auditor reviews the recommendation and its evidence and surfaces
findings; it does not decide. The Conceptual Stewardship Council decides every
placement, whether to offer a second stage, and any finding of disclosure or prior access.
The candidate alone decides whether to accept a Band 3 offer or continue to the second
stage. Capital Governance sets and publishes the band and step amounts, sets the
payment for assessment time, and delegates the hiring authority within which any offer is

made.

No one holds authority to negotiate an individual exception to a placement or an offer. That

is not an omission.

Open Dependencies
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Named here rather than silently assumed, consistent with this volume’s own standing
discipline:

+ Discipline rubrics and craft floors. Ascent can generate worlds; what Band 3
evidence looks like in marketing or in accounting first requires the judgment of
someone expert in that discipline. Until VADR has its own Conceptual Synthesists
in a discipline, its rubrics require review by an outside expert, and placementsinit
carry a stated, lower confidence.

o The second-stage instrument, including how it treats Band 4 and Band 5
thresholds that rest on evidence no assessment can observe — sustained
followership, recovery from a real material miss, and capacity creation. Whether
those are observed through an analogue or inherited, as Organizational Value is at
entry, is a decision for the Council before the second stage is first used.

o Ascent Lite. The first stage and the team exercise as described here runinit, and it
depends on the Ascent workspace itself. Until it exists, the assessment cannot be
conducted as this chapter states.

o The team exercise’s parameters: group size within the range stated, how groups
are scheduled across assessment windows, and the candidate volume below
which a group cannot reliably be convened.

o Defined periods: the period within which a Band 0 Conceptual Synthesist is
expected to reach Band 1, and the interval before a candidate may be reassessed.

o The first stage’s allocation of Fid for self-directed work, and the retention period
for assessment records.

o The payment for assessment time. A Capital Governance decision.

¢ Automated decision-making in hiring. Some jurisdictions regulate it specifically.
The Council’s decisionis a real human decision on stated evidence; whether that
satisfies a given jurisdiction is a question for qualified counsel, not assumed here.

This chapter does not set the band and step amounts, the discipline rubrics, or the second-
stage instrument. The amounts are Capital Governance’s decision under the Capital
Governance and Compensation chapters; the rubrics and the instrument are Ascent’s,
reconciled under the Amendment chapter.

Relationship to Other Volumes

This chapter is explicitly provisional. Ascent, once formally published, defines the
assessment instrument itself — its worlds, events, rubrics, and how evidence maps to a
band — and is reconciled against the required properties this chapter states, per the
Amendment chapter, rather than silently assumed to already comply. The first stage and
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the team exercise take place in Ascent Lite, built from the Ascent workspace. The first
stage’s second and third sessions use Telo, governed by Volume 001 — The Autonomous
Company; each candidate’s sandbox is a Telo Company isolated from VADR’s own.
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Chapter 7 — Earned Responsibility and Advancement

This chapter states the properties any real advancement mechanism for the Creative
Workforce must have, provisionally, pending Ascent’s own formal definition of its earned-
responsibility levels.

Purpose

The Creative Workforce is organized around earned responsibility rather than managerial
hierarchy. This chapter states what that means in practice: advancement must be real,
demonstrated, and verifiable — never a function of time served.

Principles

e Authority and standing are earned progressively, through demonstrated practice of
Conceptual Synthesis, never accrued by tenure alone.

e Advancementis verifiable. A claim that a Conceptual Synthesist has reached a new
level of earned responsibility must be checkable against real, documented
evidence — not asserted on reputation alone.

¢ Vigilance against gaming is continuous, not confined to a scheduled review period.
A system that only checks for gaming at a fixed checkpoint invites exactly the
behavior it exists to prevent.

Mechanisms

Ascent will formally define how progression within each of the six real performance
categories is tracked and represented. Pending that publication, this volume states the
required properties any such mechanism must satisfy, and the real consequences that
already attach to it:

o Advancement reflects real, ordered progress within Ascent’s own six performance
categories, on the basis of real, demonstrated performance in the practice of
Conceptual Synthesis. How that progress is represented — points, tiers, a
continuous measure, or another real mechanism —is Ascent’s own
implementation choice; this volume states only the required property: progression
must be real, ordered, and verifiable, never asserted or self-reported.

e Reaching a new level makes a Conceptual Synthesist eligible for the corresponding
pay band and the standing associated with it. Eligibility is not automatic
advancement — it is confirmed through the non-conflicted peer review the Non-
Conflicted Peer Review chapter defines before it takes effect.

e Ascent monitors for gaming signals as an ongoing, standing responsibility — not
something checked only when a Conceptual Synthesist presents a claim for review.
If gaming behavior is detected at any point, including short of any graduation event,
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it is escalated for human review immediately, on the same terms as a graduation-
triggered finding.

¢ Agaming finding, however detected, is decided by the Conceptual Stewardship
Council, per the Conceptual Stewardship Council chapter, never resolved silently,
and never resolved by the peer reviewers themselves.

¢ Ascent maintains areal, multidimensional evidence profile, never a single
collapsed score. The full catalog of signals, organized into six real categories, is
stated in the Performance Signals appendix.

e Everyreal advancement decision this volume names — pay-band graduation,
Council eligibility, expanded Earned Authority — has its own stated profile
requirement: a real minimum level in some or all of the six categories, never a
blended or weighted average. There is no cross-category offsetting — real strength
in one category never substitutes for a genuine deficiency in another, deliberately,
so that someone cannot advance by specializing in their own strengths while
declining to address a real weakness.

o Deliberate non-development is itself a real, distinguishable signal, separate
from simply scoring low in a category. Ascent surfaces a sustained refusal to grow
in a required category as its own finding.

o Aconfirmed, sustained deficiency triggers a real, complete improvement
process, not a bare negative score. Ascent assigns a coach —required to hold
real, demonstrated strength in the specific deficient category, never general
standing alone — and, together with the coach, crafts a tailored, actionable,
trackable improvement plan with automatically scheduled check-ins. Coach and
Ascent jointly evaluate the real outcome at the end.

¢ Ascent may recommend; it may not decide. A poor outcome is escalated to the
Conceptual Stewardship Council with a termination recommendation, which the
Council alone adjudicates — the same separation already governing this volume
throughout: Ascent and Auditor detect and recommend, a real, accountable body
decides.

¢ Coachingis areal, creditable contribution, weighted above ordinary
mentorship given the genuine stakes involved, recorded through the same
Participation Record mechanism the Compensation chapter defines. Aresource
who successfully clears a confirmed deficiency earns its own distinct positive
signal for the turnaround, not merely the resolution of the negative finding.

Roles and Decision Rights
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Ascent’s own mechanism determines level advancement in the firstinstance. Non-
conflicted peer review (the Non-Conflicted Peer Review chapter) confirms a band-
graduation claim before it takes effect. The Conceptual Stewardship Council decides any
gaming finding. Capital Governance sets the pay-band structure those levels map to (the
Capital Governance chapter).

Relationship to Other Volumes

This chapter is explicitly provisional. Ascent, once formally published, defines the actual
mechanism for tracking and representing progression; this chapter’s required properties
and the vigilance mechanism remain binding, and Ascent’s own content is reconciled

against them per the Amendment chapter (Amendment) rather than silently assumed to
already comply.
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Chapter 8 — Compensation

This chapter states how the Creative Workforce is compensated: salary, benefits, profit
share, earned ownership, and individual exploration — and, for each, which body decides.

Purpose

Compensation for the Creative Workforce follows the same principle as standing itself:
earned through demonstrated merit, decided by a real, accountable body, never running
on an automatic formula outside anyone’s judgment.

Principles

No compensation mechanism in this chapter commits Capital Governance’s own
resources automatically. Every real financial consequence names the body that
decides it, per the Capital Governance chapter.

Compensation increases are earned, not scheduled. There is no calendar-based
salary review or automatic raise.

Ownership tracks earned responsibility, not tenure — the same principle the Earned
Responsibility and Advancement chapter applies to standing generally.

Mechanisms

Base Salary.

No scheduled review and no calendar-based raise. Compensation increases only
through earned merit, assessed within Ascent (the Earned Responsibility and
Advancement chapter).

Capital Governance sets, once, a real pay-band structure tied to Ascent’s own
earned-responsibility levels, with defined steps within each band.

The amount of every band and step is published — to the Creative Workforce, to
candidates, and to the public — so that a person’s pay is explained by their band
and step alone.

A new Conceptual Synthesist’s first band and step are set by entry placement (the
Entry and Placement chapter), never by negotiation.

Reaching a new level makes a Conceptual Synthesist eligible for the corresponding
pay band; eligibility opens the door, it does not itself advance pay.

Step increases within a band are administered directly once eligibility and level are
confirmed — no independent peer review of each step, since a step increase re-
affirms standing a peer review already confirmed, without a new claim being made.
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Band graduation is subject to non-conflicted peer review before it takes effect (the
Non-Conflicted Peer Review chapter) — a real elevation in standing, not merely in
pay, and the event gaming would actually target.

A peer-review finding that a climb was gamed rather than earned is escalated to the
Conceptual Stewardship Council for resolution (the Earned Responsibility and
Advancement chapter).

Benefits.

Standard package (health, retirement contribution, and equivalent), set once by
Capital Governance, administered operationally thereafter.

Commercialization Profit Share.

A company-wide profit-sharing pool, not an individual contractual entitlement —
distinct from Individual Exploration below, which is a specific self-directed path
with its own reward mechanism.

Capital Governance sets, annually, a fixed percentage of net profit attributable to
commercialized Conceptual Systems to allocate to the pool — a real, deliberate
decision each year, not a standing formula.

The poolis distributed across contributors to commercialized systems according to
the documented Participation Record (87 below), not discretionary judgment.

Earned Ownership.

Primary instrument: real equity or profits interests, vesting against earned-
responsibility milestones — never tenure alone.

If VADR incorporates as an LLC: profits interests, the standard instrument for
exactly this — an interest in future appreciation only, no tax at grant, vesting tied to
Ascent’s own earned-responsibility levels once formally published.

If VADR incorporates as a C-corporation: restricted stock units or options, the same
milestone-vesting logic, the standard instrument for that entity type.

Warrants are retained as a narrow, supplemental grant recognizing a specific
individual or team contribution to a specific commercialized system — a bonus-
shaped instrument, not the vehicle for ongoing earned ownership.

Capital Governance approves the equity pool size and the vesting-milestone
schedule once; individual grants and their valuation are its own recurring decision.

Individual Exploration.
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e Anannual Fid allocation per Conceptual Synthesist to pursue self-directed
opportunities, individually or pooled with others, assessed through the same
Discover>Synthesize~>Validate>Evolve>Commercialize lifecycle any Conceptual
System goes through.

« No standing revenue-share contract. A successful outcome does not carry a fixed,
automatic split of the resulting Conceptual System’s profit — that would be a
capital-allocation decision embedded permanently in a compensation contract,
outside Capital Governance’s own real, recurring decision, and it would fractionally
alienate ownership of the compounding portfolio value VADR’s own thesis depends
on.

¢ Instead, a successful outcome routes through the mechanisms already stated
above: accelerated equity or profits-interest vesting sized to the contribution; that
system’s commercial success flowing into the same company-wide profit pool,
with the Participation Record correctly crediting the originator; a cash bonus sized
to the realized commercial value; and renewed or expanded Fid for the next round
of exploration.

Roles and Decision Rights

Capital Governance decides: the annual profit-pool percentage; the equity pool size and
vesting-milestone schedule; individual equity grants and their valuation; base salary bands
and benefits policy; and whether a Conceptual System is “successfully commercialized”
for purposes of triggering these consequences, informed by Creative Governance’s own
certification.

Creative Governance, through the Conceptual Stewardship Council, certifies: that a
Conceptual System reached the Commercialize stage with real, realized revenue; and the
content of each Participation Record.

Non-conflicted peer review confirms band-graduation claims before they take effect (the
Non-Conflicted Peer Review chapter).

The Participation Record

Areal, documented mechanism this chapter depends on for the profit-share distribution
formula and for crediting individual exploration correctly. Its minimum real content, per
Conceptual System: who worked on it, at what stage or stages of its lifecycle, and Creative
Governance’s own account of the relative weight of each contribution. It is maintained
continuously as work happens, not assembled retroactively at the moment of payout.

Open Dependencies

Named here rather than silently assumed, consistent with this volume’s own standing
discipline:
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e Incorporation and entity type. Profits interests require an LLC; this chapter’s
earned-ownership instrument is conditional on that decision, which has not yet
been made.

e Ascent’s own earned-responsibility levels, which this chapter’s vesting and pay-
band milestones reference but do not themselves define.

e Arealvaluation mechanism for equity grants prior to any external financing round —
needed before any grant is issued, not assumed.

e Whether the annual profit-pool percentage and the equity pool draw from the same
or separate capital allocations — a real Capital Governance decision, first
exercised when this chapter is actually applied.

This chapter does not set the actual numbers — profit-pool percentage, equity pool size,
vesting schedule length, pay-band boundaries. Those are deliberately left to Capital
Governance’s own first real exercise of the decision rights above, not pre-decided here.

Relationship to Other Volumes

The VADR Blueprint’s own statements of Capital Governance’s boundary and of earned,
progressive responsibility ground this chapter directly. the Earned Responsibility and
Advancement chapter of this volume states the advancement mechanism this chapter’s
eligibility and vesting depend on. This chapter is not legal, tax, or securities advice; equity,
profits-interest, and warrant instruments carry real tax and securities-law consequences
and require review by qualified counsel and a qualified accountant before any instrument
isissued.
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PART V — VERIFICATION AND RESOLUTION

Chapter 9 — Non-Conflicted Peer Review

This chapter defines who qualifies as non-conflicted, what non-conflicted peer review
actually reviews, and what happens when it finds a problem.

Purpose

Non-conflicted peer review exists to verify that a band-graduation claim reflects genuinely
earned advancement, not a climb achieved by gaming Ascent’s own progression
mechanism. Itis a check on the claim, not a second decision-making body — it confirms or
contests; it does not itself grant standing.

Principles

A reviewer is hon-conflicted only if all of the following hold: the reviewer does not
currently hold, and did not hold within a real, defined recent period, a standing-
dependency relationship with the Conceptual Synthesist under review — including
having been that person's mentor, coach, or the Leader of a Team they followed; the
reviewer's own compensation, standing, or advancement does not depend on the
outcome of this determination; the reviewer was not a direct, credited contributor
to the same Conceptual System whose Participation Record is under review for this
claim; and the reviewer's real, comparative collaboration frequency with the
reviewed party, weighted toward recent activity over a real rolling window, does not
exceed what Ascent's own workforce-wide baseline treats as a normal working
relationship.

Where no reviewer within the Creative Workforce satisfies these conditions for a
given claim, the review is escalated directly to the Conceptual Stewardship Council
rather than conducted by a conflicted reviewer under a weaker standard.

Reviewer independence holds over time, not only per instance. A reviewer who
repeatedly reviews the same Conceptual Synthesist, or whose own Ascent
outcomes materially depend on people they review, is not genuinely non-conflicted
even where no single-instance conflict exists — Ascent tracks real reviewer-
reviewee pairing over time and surfaces this pattern the same way it surfaces any
other.

Review is scoped to band graduation specifically — the real elevation in standing
the Earned Responsibility and Advancement chapter and the Compensation
chapter both key their consequences to — not to routine work product, which
Creative Governance’s own ordinary certification processes already cover.

Mechanisms
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e Aband-graduation claim is reviewed against the Conceptual Synthesist’s own
Participation Record (the Compensation chapter, 87) and Ascent’s own recorded
basis for the level advancement — real, documented evidence, not the reviewer’s
own impression.

¢ Review concludes in one of two findings: the claim is confirmed, and the graduation
takes effect; or the claim is contested, in which case it is escalated to the
Conceptual Stewardship Council for resolution, per the Earned Responsibility and
Advancement chapter, rather than resolved by the reviewer alone.

¢ Acontested finding names the specific, real basis for the contest — never a general
or unsubstantiated objection.

Roles and Decision Rights

Non-conflicted peer review confirms or contests a band-graduation claim. It does not
decide a contested claim — that decision belongs to the Conceptual Stewardship Council,
per the Conceptual Stewardship Council chapter. Ascent’s own continuous vigilance
mechanism (the Earned Responsibility and Advancement chapter) operates independently
of scheduled peer review and may itself trigger a Council-level finding without waiting for a
graduation event.

Relationship to Other Volumes

This chapter operationalizes the Earned Responsibility and Advancement chapter’s and
the Compensation chapter’s own requirement that band graduation be verified before it
takes effect. Ascent, once published, may define additional review criteria specific to the
practice of Conceptual Synthesis; this chapter’s definition of non-conflicted status and its
review scope remain binding regardless.
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Chapter 10 — Conflict Resolution and Escalation

This chapter defines the real path a dispute follows, and states plainly where that path

ends.

Purpose

Disputes will arise — over a contested advancement claim, over credit recorded in a
Participation Record, over a Council decision, or between members of the Creative
Workforce directly. This chapter gives every such dispute a real, named path to resolution.

Principles

No dispute is resolved by a conflicted party — the same non-conflicted standard
the Non-Conflicted Peer Review chapter defines applies wherever this chapter
requires a real decision.

Escalation is tiered. Most disputes resolve at the Council; Constitutional Reserve
Authority is not a general appeals court, and is not exercised simply because a party
disagrees with a Council decision made within its own delegated authority.

Every real escalation and its resolution is documented — an undocumented
resolution is not a real resolution under this volume.

Mechanisms

First tier: direct resolution between the parties, where genuinely possible.

Second tier: escalation to the Conceptual Stewardship Council, which hears the
matter and decides — the same body the Conceptual Stewardship Council chapter
and the Earned Responsibility and Advancement chapter already name for gaming
findings and contested advancement claims.

Third tier, reserved for the narrow, exceptional circumstances the Constitutional
Reserve Authority chapter defines: escalation to Capital Governance’s own
Constitutional Reserve Authority — available only where the Council itself has
exceeded its delegated authority, violated VADR’s constitutional principles, or
created material legal or regulatory exposure, never merely because a party
disagrees with a decision the Council was entitled to make.

Roles and Decision Rights

The Conceptual Stewardship Council decides most disputes under this chapter. Capital
Governance decides only the narrow class of dispute the Constitutional Reserve Authority
chapter defines, and only through the documented process that chapter states.

Relationship to Other Volumes
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This chapter depends directly on the Conceptual Stewardship Council chapter (the
Council’s standing as first escalation point) and the Constitutional Reserve Authority

chapter (the real, narrow conditions under which Constitutional Reserve Authority may be
exercised).
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PART VI — RESERVE AUTHORITY AND CHANGE
Chapter 11 — Constitutional Reserve Authority

This chapter operationalizes Capital Governance’s narrowly bounded reserve power for
matters concerning the Creative Workforce.

Purpose

Capital Governance retains a narrowly bounded Constitutional Reserve Authority to
protect VADR’s constitutional integrity. This chapter states, for the Creative Workforce
specifically, when that authority may actually be exercised and what happens when it is.

Principles

e Constitutional Reserve Authority is not an operational veto. It may not be exercised
simply because Capital Governance disagrees with a Council decision made within
the Council’s own delegated authority.

¢ |texiststo address exceptional circumstances: the Council exceeding its delegated
authority; a violation of VADR’s constitutional principles; material legal or regulatory
exposure; or a confirmed pattern, surfaced by Auditor and confirmed by Capital
Governance, in which a standing exception authority granted under this volume —
most directly, the Conceptual Stewardship Council chapter’s policy-exception
authority — has become routine practice rather than genuine exception. These are
the real, exhaustive trigger conditions for the Creative Workforce specifically.

Mechanisms

o When exercised, the constitutional basis for the intervention is documented in
writing, stating specifically which of the four trigger conditions above applies and
why.

e The documented basis is disclosed to the Conceptual Stewardship Council.

o The matteris returned to Creative Governance for reconsideration consistent with
the principles this documented basis states — Constitutional Reserve Authority
intervenes and returns the matter; it does not itself substitute a final decision for
the Council’s own.

¢ The pattern-based trigger follows a distinct, two-tier path. Auditor — the same
autonomous Role that reviews Deliverables under Telo, not a separate human-
governance-specific function — monitors exception-granting activity as one part of
its standing review responsibility and escalates a suspected pattern to Capital
Governance. Capital Governance alone determines whether the escalation reflects
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real abuse; Auditor’s escalation is evidence for that determination, never itself the
determination.

e Firsttier, on confirmation: probationary reset. Capital Governance narrows or
suspends the Council’s standing exception-granting authority under the
Conceptual Stewardship Council chapter for a real, stated reset period, after which
the authority returns to its full, standing grant. This tier acts on the authority itself,
not on specific Council members.

e Second tier, on a persisting or recurring pattern: forced rotation. Where the
pattern persists through or recurs after a probationary reset, Capital Governance
may force the early rotation of the specific Council member or members the
exception log identifies as responsible, ahead of their own term’s normal expiration
under the Conceptual Stewardship Council chapter. This tier depends directly on
the exception log’s per-approver attribution, and targets those members
specifically rather than the Council undifferentiated.

« How many confirmed instances constitute a pattern, and how long a
probationary reset period runs, are real, open parameters — named here as a
genuine open dependency for Capital Governance’s own first exercise of this
escalation ladder, not invented or assumed.

Roles and Decision Rights

Capital Governance alone may exercise Constitutional Reserve Authority, and only through
the documented process above. No other body in this volume may invoke it on Capital
Governance’s behalf.

Relationship to Other Volumes

The VADR Blueprint establishes Constitutional Reserve Authority’s real scope and its non-
veto character. This chapter states the documentation and disclosure process for its
exercise specifically where it concerns the Creative Workforce.
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Chapter 12— Amendment

This chapter states how this volume itself changes — including how its own provisional
status resolves once Ascent is formally published.

Purpose

This volume is provisional by design in several places — the Earned Responsibility and
Advancement chapter’s advancement mechanism and the Entry and Placement chapter’s
assessment instrument most directly. This chapter states how those provisional
statements resolve, and how this volume changes more generally over time.

Principles

e Aprovisional statement in this volume remains binding until the authoritative
source it anticipates is formally published — it is never treated as merely
aspirational in the interim.

¢ Reconciliation against a newly published authoritative source (most directly,
Ascent) is areal, documented act, not a silent, automatic supersession.

¢ Amendment of this volume’s own binding principles — as distinct from
reconciliation against Ascent — follows Capital Governance’s and Creative
Governance’s own real, joint process, consistent with the separation the Capital
Governance chapter and the Creative Governance chapter establish.

Mechanisms

¢ When Ascentis formally published, every provisional statement in this volume —
named explicitly in each chapter’s own Relationship to Other Volumes section —is
reconciled against Ascent’s own text. Where they agree, the provisional statement
is confirmed and its provisional marking removed. Where they differ, the difference
is documented and resolved by the Conceptual Stewardship Council and Capital
Governance jointly, consistent with the decision rights each holds under this
volume.

e Anyother amendment to this volume’s own principles requires agreement between
Capital Governance and Creative Governance, documented, with the specific
provision changed and the reasoning stated — the same discipline of naming and
correcting a change explicitly rather than silently that VADR’s other governing
documents already practice.

Roles and Decision Rights

Capital Governance and Creative Governance jointly decide any amendment to this
volume’s own binding principles. Reconciliation against Ascent follows the process above
rather than requiring a separate amendment for each provisional statement it resolves.
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Relationship to Other Volumes

This chapter governs this volume’s own relationship to every other volume it references —
the Blueprint, Ascent, and Volume 001 — as those relationships evolve.
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APPENDICES

Glossary

Ascent Lite — A reduced working version of the Ascent workspace in which the first
stage of the entry assessment and the team exercise take place.

Band Graduation — Advancement from one pay band to the next, triggered by
reaching a new Ascent earned-responsibility level, confirmed by non-conflicted
peer review before it takes effect.

Band 0 — The developmental band for a candidate who meets every Band 0
threshold in the entry assessment but not yet every Band 1 threshold. Placed by the
same assessment as every other band; open to any candidate regardless of
education or career stage.

Capital Governance — The body representing VADR’s owners; holds capital
allocation and ownership-level decisions for the Creative Workforce. Does not
direct the Creative Workforce or the practice of Conceptual Synthesis.

Conceptual Stewardship Council — The body through which Creative Governance
is exercised collectively; composed of senior Conceptual Synthesists who have
earned membership through demonstrated merit.

Constitutional Reserve Authority — Capital Governance’s narrowly bounded
authority to intervene in exceptional circumstances — exceeded delegated
authority, a violation of constitutional principles, or material legal or regulatory
exposure. Not an operational veto.

Creative Governance — Stewardship of the discipline of Conceptual Synthesis, the
Creative Workforce, and VADR’s portfolio of Conceptual Systems, exercised
through the Conceptual Stewardship Council.

Discipline — The field in which a Conceptual Synthesist practices — for example
marketing, sales, finance and accounting, operations, or the synthesis of new
Conceptual Systems. Every discipline shares the same bands and performance
categories; the entry assessment’s world, work, and rubrics are specific to it.

Entry Assessment — The scenario-based assessment, conducted by Ascent,
through which a candidate’s first band and step are recommended — the multi-day
first stage, the team exercise, and, where offered, the second stage; reviewed by
Auditor and decided by the Conceptual Stewardship Council, per the Entry and
Placement chapter.
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¢ Individual Exploration — An annual Fid allocation per Conceptual Synthesist for
self-directed opportunities; a successful outcome routes through earned
ownership, profit share, and bonus, never a standing revenue-share contract.

¢ Non-Conflicted Peer Review — Verification of a band-graduation claim by a
reviewer holding no reporting, compensation, or direct-contribution relationship to
the matter under review.

 Paired Probe — An entry-assessment event that appears, across candidates, in
two forms calling for opposite responses, so that no coached rule of thumb reliably
succeeds.

e Participation Record — The documented record, maintained continuously per
Conceptual System, of who contributed what, at what stage, and Creative
Governance’s own account of relative weight — the basis for profit-share
distribution and individual-exploration crediting.

e Second Stage — The separate assessment for Bands 4 and 5, offered by the
Conceptual Stewardship Council on Ascent’s recommendation to a candidate who
reaches the ceiling of Band 3. It can place at Band 3, 4, or 5, and never below the
band and step already offered; that offer stands whether or not the candidate
continues.

o Team Exercise — The one-hour part of the entry assessment in which candidates
work together, with autonomous teammates whose presence they are told of but
not their identity, in a text-only room; the assessment’s only observation of a
candidate working with other people.

¢ Successfully Commercialized — A Conceptual System that has reached the
Commercialize stage of its lifecycle with real, realized revenue, certified by Creative
Governance and approved by Capital Governance as the trigger for compensation
consequences under the Compensation chapter.

e Exception Log— The Conceptual Stewardship Council’s continuous record of
every exception it grants against foundational operating-model policy, including the
real basis for each and which specific Council member or members approved it.

e Foundational Operating-Model Policy — Policy established by Capital
Governance and binding on the Creative Workforce, defined and administered
through Ascent — for example, that Conceptual Synthesists do not directly write
code or configure infrastructure.

¢ Work Queue — The work from which a candidate chooses, at the start of the entry
assessment’s first stage, ranging from routine to ambitious; what is chosen, and
whether itis delivered, are evidence.
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Decision Rights — Consolidated

Every real decision this volume names, and the body responsible for making it,
consolidated from each chapter’s own Roles and Decision Rights section:

Pay-band structure — Capital Governance

Equity pool size, vesting milestones — Capital Governance
Individual equity grants, valuation — Capital Governance
Annual profit-pool percentage — Capital Governance

"Successfully commercialized" approval — Capital Governance, informed by
Creative Governance certification

Base salary bands, benefits policy — Capital Governance
Band-graduation level advancement — Ascent's own mechanism
Band-graduation confirmation — Non-Conflicted Peer Review
Contested advancement claim — Conceptual Stewardship Council
Gaming finding, however detected — Conceptual Stewardship Council

Participation Record content — Creative Governance / Conceptual Stewardship
Council

First-tier dispute escalation — Conceptual Stewardship Council
Constitutional Reserve Authority exercise — Capital Governance, sole authority

Reconciliation against Ascent on publication — Conceptual Stewardship Council
and Capital Governance jointly

Amendment of this volume’s own principles — Capital Governance and Creative
Governance jointly

Foundational operating-model policy establishment/amendment — Capital
Governance

Exception grant against foundational policy — Conceptual Stewardship Council

Pattern-of-abuse confirmation (foundational policy exceptions) — Capital
Governance, informed by Auditor

Probationary reset of Council exception authority — Capital Governance

Forced early rotation of specific Council members — Capital Governance
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e Entry assessment and placement recommendation — Ascent

¢ Review of a placement recommendation — Auditor, informing only

 Entry placement, band and step — Conceptual Stewardship Council

o Offer of the second stage of assessment — Conceptual Stewardship Council
e Accepting a Band 3 offer or continuing to the second stage — The candidate

« Disclosure of, or prior access to, assessment content — Conceptual
Stewardship Council

« Band and step amounts, and their publication — Capital Governance
o Payment for assessment time — Capital Governance

o Whether an offer is extended at all — Within hiring authority delegated by Capital
Governance

This volume does not resolve: the actual numeric values Capital Governance sets under
the Capital Governance chapter and the Compensation chapter; Ascent’s own earned-
responsibility level definitions; the discipline rubrics and second-stage instrument the
Entry and Placement chapter leaves open; and whether this volume, once Ascent exists, is
absorbed into Ascent’s own governing text or remains a standing, separate volume — all
deliberately left to real, future exercise of the decision rights this volume establishes, not
pre-decided here.
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Performance Signhals — Provisional

The real signal catalog underlying the Earned Responsibility and Advancement chapter’s
profile-requirement principle. Six independent categories, each with a real, stated gaming
risk and counter for every signal, plus a cross-category integrity layer. This is a provisional
first publication, at full depth — not deferred, and not a placeholder — with the actual
threshold values for each profile requirement left to Capital Governance’s and the
Conceptual Stewardship Council’s own first exercise, per the Earned Responsibility and
Advancement chapter.

Ascent computes real category-level measures from this catalog. It never collapses them
into one blended score, and no real strength in one category ever offsets a real deficiency
in another.

A. Synthesis Contribution

e Concept origination — Originating an opportunity or conceptual insight that
materially becomes part of a Conceptual System — real creative contribution,
credited before lifecycle progression. Gaming risk: Claiming origination credit for
an idea substantially developed by someone else. Counter: Weighted by the
Participation Record’s own required attribution, per the Compensation chapter, not
by self-declaration.

o Synthesis quality — Whether a contribution genuinely integrates disparate ideas
into a coherent operational capability, rather than producing analysis alone.
Gaming risk: Producing high-volume analysis without real integration, to appear
productive. Counter: Judged by the Conceptual Stewardship Council’s own
certification of genuine stage progression, not activity volume.

o Validation contribution — Meaningful contribution to real validation, including
rigorously demonstrating that something does not work. A real, rigorous negative
result that prevents VADR from pursuing a flawed path is genuine demonstrated
merit, not a failure. Gaming risk: Manufacturing trivial validation activity, or avoiding
validation work that might produce an unwelcome result. Counter: Weighted by
realrigor and real consequence, evaluated by Ascent or Auditor in the first instance,
not by whether the result was positive — escalated to the Council only where the
evaluation is genuinely contested.

e Evolution contribution — Real improvement to an existing Conceptual System
resulting from evidence or operational experience — preventing this category from
rewarding only originators while undervaluing people who make systems better.
Gaming risk: Claiming evolution credit for cosmetic or trivial changes. Counter:
Weighted by real, demonstrated operational impact, not change volume.
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B. Judgment Quality

¢ Decision quality — The real outcome of consequential decisions made within
someone’s Earned Authority, judged by whether the reasoning was sound given
what was genuinely knowable at the time — never judged by hindsight alone.
Gaming risk: Only ever making trivially safe, low-consequence decisions to
guarantee a clean record. Counter: Weighted by the real, comparative
consequence of the decision — a pattern of only ever deciding safe matters is itself
a distinguishable, visible pattern.

e Escalation judgment — Escalating when genuinely warranted, and deciding
independently when holding sufficient authority and information — in both
directions, since excessive escalation can masquerade as prudence. Judged
against what was knowable at the time, the same standard applied to decision
quality. Gaming risk: Escalating routinely to avoid ever being wrong, or never
escalating to appear maximally decisive. Counter: Ascent tracks the real,
comparative escalation rate against comparable authority and comparable stakes;
either extreme is a visible pattern.

e Uncertainty recognition — Identifying material unknowns, weak assumptions,
missing evidence, or unresolved questions before they become real problems.
Gaming risk: Manufacturing minor, low-stakes uncertainties to appear thorough.
Counter: Weighted by real materiality, evaluated by Ascent or Auditor in the first
instance — trivial flags do not count, and only a contested evaluation reaches the
Council.

¢ Evidence responsiveness — Whether a stated position changes appropriately
when credible contrary evidence appears. Gaming risk: Never updating a position
regardless of evidence, to appear consistent; or reversing positions performatively
without real cause. Counter: Ascent tracks the real correspondence between new
evidence and position change over time — both non-responsiveness and
performative reversal are distinguishable patterns.

C. Stewardship

The category most directly tied to Leadership as the Blueprint defines it — stewardship, not
supervision. Ascent needs real evidence someone becomes a good steward before
granting them more stewardship.

e Authority judgment — The real quality of Earned Authority decisions: appropriate
scope, appropriate recipient, appropriate timing. Gaming risk: Granting only
narrow, low-risk authority to avoid ever being blamed for a bad grant. Counter:
Weighted against real, comparable authority-granting patterns — excessive caution
is itself a visible, comparable pattern.
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« Resource stewardship — Real outcomes achieved relative to resources consumed
or committed — using resources intelligently, not merely spending less. Gaming
risk: Underspending to appear efficient while starving real necessary work.
Counter: Judged against real outcomes achieved, not spend alone; starved
necessary work is independently visible through other signals.

o Portfolio judgment — The real quality of prioritization decisions across competing
opportunities. Gaming risk: Prioritizing only safe, already-likely-to-succeed
opportunities. Counter: Weighted by the real difficulty and consequence of the
prioritization call, evaluated by Ascent or Auditor in the first instance, with the
Council reserved for contested or high-consequence cases.

¢ Talent development — Whether people working with a Leader demonstrably
increase their real capability and subsequently earn greater responsibility. Gaming
risk: Cherry-picking people already likely to succeed and claiming credit for their
trajectory, rather than genuinely developing anyone. Counter: Weighted by real,
demonstrated capability growth attributable to the relationship, not by the raw
success rate of people a Leader has worked with.

¢ Responsibility handoff — Successful delegation of meaningful responsibility,
rather than accumulating it personally. Gaming risk: Delegating only trivial
responsibility while retaining everything consequential. Counter: Weighted by the
real significance of what was actually handed off, evaluated by Ascent or Auditor in
the first instance, with the Council reserved for contested or high-consequence
cases.

o Constitutional stewardship — Demonstrated adherence to VADR’s constitutional
principles, particularly where violating them would have been easier or
advantageous. Carries exceptional weight for Council eligibility specifically, per the
Conceptual Stewardship Council chapter. Gaming risk: No meaningful way to fake
this affirmatively; the real risk is a false negative — someone genuinely principled
being penalized for a single, defensible judgment call. Counter: The Council
distinguishes a real constitutional violation from a genuine, defensible judgment
call, per the same standard the Compensation chapter already applies to
distinguishing error from judgment.

D. Collaboration and Organizational Health

« Peer-demand signal — Repeated, voluntary selection by different qualified people
to work together again — anchored to real, verified outcome, not raw popularity:
people who worked with someone and had a real, good result choosing to work with
them again. Gaming risk: Cultivating personal popularity disconnected from real
outcomes. Counter: Anchored specifically to verified outcome, not bare repeat
selection — popularity without real outcome does not qualify.
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¢ Contribution diversity — Real, useful contribution across different Teams,
Conceptual Systems, stages, or roles — establishing breadth, not asserting that
more is inherently better. Gaming risk: Superficial "drive-by" involvement across
many systems to inflate breadth. Counter: Weighted by the Participation Record’s
own real contribution weighting — a trivial contribution does not carry trivial weight,
it carries none.

e Team outcome contribution — Contribution to successful Team outcomes
independently of formal leadership — crediting real contribution regardless of who
led. Gaming risk: Free-riding on a successful team’s outcome without real
contribution. Counter: Weighted by the Participation Record’s real, attributed
weighting per person, not by team membership alone.

« Knowledge contribution — Reusable knowledge that measurably improves other
people’s synthesis or judgment. Gaming risk: Producing high-volume, low-value
documentation to appear knowledge-rich. Counter: Weighted by real,
demonstrated reuse and impact, not volume produced.

e Constructive challenge — Materially useful dissent that genuinely improves a
decision, Conceptual System, or validation effort. Gaming risk: Manufacturing
routine, low-cost objections to appear engaged. Counter: Weighted by real,
demonstrated impact on the outcome, evaluated by Ascent or Auditor in the first
instance — objection alone earns nothing, and only a contested evaluation reaches
the Council.

¢ Independent judgment — Demonstrated willingness and ability to reach a
reasoned position independently of prevailing organizational consensus, including
where that position is ultimately not adopted. This does not require being right —
the meritis in bringing a genuinely reasoned independent perspective into the
synthesis, distinct from Constructive Challenge’s own measure of dissent’s effect:
this measures the demonstrated exercise of independent thought itself. Gaming
risk: Manufacturing performative disagreement — dissenting only when confident
of winning, or as a routine posture, rather than reasoning to a genuinely
independent position. Counter: Weighted by the real, demonstrated reasoning
behind the position, not by whether it was adopted or by disagreement alone,
evaluated by Ascent or Auditor in the firstinstance — escalated to the Council only
where genuinely contested.

¢ Collaboration drag — Areal, negative signal for recurring behavior that imposes a
measurable cost on Teams despite acceptable individual output — catching the
brilliant-but-destructive performer output metrics alone routinely reward. Gaming
risk: None meaningful — this signal exists specifically because output-based
measures are otherwise gameable by this exact behavior. Counter: Corroborated
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across multiple, independent Team relationships before counting, per the cross-
signal corroboration principle below — a single complaint does not establish a
pattern.

E. Reliability and Responsibility

e Commitment reliability — Completing what was actually committed to, weighted
by the real difficulty of the commitment — not raw completion count. Gaming risk:
Only ever committing to trivially safe work to guarantee a perfect completion record.
Counter: Weighted against real, comparable commitment difficulty — a pattern of
only safe commitments is itself visible.

« Responsibility reliability — Real, observed performance after greater
responsibility has actually been granted — the direct feedback loop closing
demonstrated merit back into the next real decision, so a single past contribution
never permanently over-credits someone. Gaming risk: Coasting on a strong initial
reputation without genuine performance under the new, greater responsibility.
Counter: Measured specifically post-grant, against the real scope of the new
responsibility — prior reputation does not substitute for observed performance
under it.

« Recovery quality — What someone does after a real miss: disclose it, contain the
real consequences, correct it, demonstrably learn from it. Gaming risk:
Performative disclosure with no real correction or contained consequence.
Counter: Weighted by real, verified containment and correction, not disclosure
alone.

¢ Predictability — Whether others can genuinely rely on stated commitments,
estimates, availability, and decisions. Gaming risk: Deliberately understating
estimates to reliably "beat" them. Counter: Ascent compares real, historical
estimate accuracy against actual outcome — systematic sandbagging is itself a
distinguishable pattern.

e Ownership behavior — Remaining genuinely engaged through resolution, rather
than treating one’s own contribution as the endpoint. Gaming risk: Disengaging
immediately after one’s own narrow contribution, leaving real resolution to others.
Counter: Weighted by real, verified engagement through the actual resolution, not
the initial contribution alone.

F. Organizational Value

¢ Economic contribution — Realized revenue, cost reduction, avoided expenditure,
or other real, objectively measurable economic value attributable to a contribution.
Gaming risk: Claiming outsized attribution for a shared economic result. Counter:
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Weighted by the Participation Record’s own real attribution, per the Compensation
chapter, not self-declared.

Capacity creation — Real contribution that makes VADR genuinely capable of
something it previously could not do. Gaming risk: Overstating the real novelty of
an incremental improvement. Counter: Evaluated by Ascent or Auditor against the
real, prior state of VADR’s own capability, not asserted novelty — escalated to the
Council only where genuinely contested.

Reusable leverage — Creation of knowledge, methods, Conceptual Systems, or
other assets that materially improve subsequent, real work — the direct measure of
whether a contribution strengthens future synthesis, consistent with the Blueprint’s
own stated intent that each Conceptual System strengthen the next. Gaming risk:
Producing generically-labeled "reusable" assets never actually reused. Counter:
Weighted by real, demonstrated subsequent reuse, not by the asset’s existence
alone.

Risk prevention — Identifying or resolving a real, material problem before it
produces organizational harm. Gaming risk: Manufacturing minor risks to
"discover" and resolve them for credit. Counter: Weighted by the real,
independently-assessed materiality of the prevented harm, evaluated by Ascent or
Auditor in the first instance — not self-assessed, and escalated to the Council only
where genuinely contested.

Integrity and Gaming Detection — Cross-Category

These run horizontally across all six categories. The governing principle: signals are made
expensive to fake because most require corroborating evidence from independent
organizational events, rather than relying primarily on detecting suspicious behavior after
the fact.

No self-authored performance evidence. Ascent derives every signal from real,
independent organizational events — lifecycle events, Participation Records, real
commitments, Team formation, governance decisions, validation results,
economic outcomes, escalations, authority grants. A person may provide context;
they do not create the underlying evidence.

Cross-signal corroboration. No important conclusion depends on one signal
alone. Extraordinary progression in one category alongside weak, contradictory
signals elsewhere is itself a pattern worth real examination, not an average to be
smoothed over.

Outcome lag. Signals for judgment, stewardship, commercialization, and
mentorship remain genuinely provisional until enough real time has passed to
observe the actual outcome.
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e Counterfactual comparison. Where feasible, Ascent asks not only what
happened, but what genuinely changed because of a specific contribution —
distinguishing participation from real contribution. Stated plainly as aspirational
and Ascent-implementation-dependent: genuine counterfactual attribution is a
real, hard problem, and this volume does not claim itis solved, only that Ascent
should pursue it.

o Contribution graph analysis. Participation Records form a real network Ascent can
analyze for reciprocal-credit rings, closed groups repeatedly inflating one another,
or anomalously uniform weighting — the same fraud-detection logic applicable to
detecting coordinated reputation gaming among Autonomous Participants in the
Economy of Trust.

e Reviewerindependence over time. Per the Non-Conflicted Peer Review chapter’s
own amended definition — not merely per-instance.

o Negative evidence persists. A volume of trivial positive signals never
mathematically erases one real, material governance failure. Different classes of
evidence stay visible in the profile rather than collapsing into an averaged score.

e Confirmed gaming is itself evidence about judgment. A confirmed attempt to
manipulate any Ascent signal is not merely a deduction against the gamed signal —
itis real, direct evidence relevant to whether that person should be entrusted with
greater responsibility, authority, or stewardship at all, weighed under Stewardship
specifically.

e Signal divergence. Material divergence between someone’s apparent Ascent
trajectory and independently observable organizational outcomes — broader than
an optimization anomaly, since it does not presume misconduct. The measurement
itself may simply be wrong, and Ascent should treat that possibility as seriously as
the possibility of gaming.

This appendix does not resolve: the actual threshold values for any profile requirement; the
specific comparative statistics Ascent computes for workforce-wide baselines; and the
real weighting, where any exists, within a category between its own signals. All deliberately
left to Capital Governance’s and the Conceptual Stewardship Council’s own first exercise,
consistent with how this volume treats every other undecided parameter.
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Band Thresholds — Provisional

The threshold every band sets in each of the six performance categories, underlying the
Earned Responsibility and Advancement chapter’s profile-requirement principle and the
Entry and Placement chapter’s placement rule. A band is met only when all six are met —
at entry, with Organizational Value and the sighals that exist only inside the organization
inherited at the band placed, per the Entry and Placement chapter. What changes from
one band to the next is the level required in each category — never which categories count.

This appendix states what each threshold requires. The measured values Ascent uses to
decide whether a threshold is met are left to Capital Governance’s and the Conceptual
Stewardship Council’s own first exercise, as the Performance Signals appendix states.

Structure

¢ Six bands. Band 0 through Band 5. Band 0 is placed only at entry. The first stage of
the entry assessment places at Band 0 through Band 3; the second stage at Band 3
through Band 5.

¢ Four steps per band. Growth is continuous; band graduation is discrete and hard.
Steps recognize real progress at a band’s level — deeper, more consistent, at
greater scale — before every threshold of the next band is cleared. Fewer than three
would push that pressure back onto graduation; more than five would let the top of
one band blur into the bottom of the next. Whether Band 5 has steps is open.

¢ No overlap. Every step of a band pays less than the first step of the band above, so
that a band is always the answer to why a person earns what they earn.

¢ Hard graduations. Band 2 to Band 3 is the largest: Stewardship first requires
holding real authority over others, and Reliability first requires performance after
greater responsibility is granted rather than before. Band 4 to Band 5 is the second:
recovery quality cannot be shown without a real material miss, which no one can
pursue deliberately. Some strong Conceptual Synthesists will remain at Band 4 for
a long time on that alone, and that is correct.

Band 0

¢ A. Synthesis Contribution — Contributes useful pieces to well-scoped work with
guidance; reasoning is visible and sensible, if not yet reliable.

¢ B.Judgment Quality — Knows when they do not know; asks rather than guesses,
even where their own decisions still need checking.

¢ C. Stewardship — Takes care of assigned work, stays within the authority given,
and causes no harm through carelessness.

VADR Confidential ® Version 1.4 ¢ Copyright © 2026 Greg Bobby hb3|Page



Foundational Series
Volume 005 - The VADR Creative Workforce

e D. Collaboration and Organizational Health — Works cooperatively; takes
feedback and uses it.

o E. Reliability and Responsibility — Keeps small, clear commitments, and says so
when one slips.

e F.Organizational Value — Work produced is fit to be used once reviewed.

Band 1

A. Synthesis Contribution — Real contribution to work someone else scoped;
concepts that hold up.

e B.Judgment Quality — Sound decisions within a defined problem; escalates
genuine uncertainty rather than guessing.

¢ C. Stewardship — Stewards their own work and commitments; does not create
cost others must absorb.

¢« D. Collaboration and Organizational Health — Works with others without
imposing measurable cost on Teams.

o E. Reliability and Responsibility — Follows through on commitments made;
estimates are predictable.

e F.Organizational Value — Work that is genuinely used rather than produced and
set aside.

Band 2

A. Synthesis Contribution — Takes an ambiguous problem and decomposes it
without being told how.

¢ B.Judgment Quality — Judgment holds under conditions the original framing did
not anticipate; stated confidence tracks real outcomes.

e C. Stewardship — Stewards a piece of work others depend on — reliable custody
of something shared.

¢« D. Collaboration and Organizational Health — Peer demand: people who worked
with them, with real outcomes, choose to work with them again.

o E. Reliability and Responsibility — Reliable under conditions that were not
anticipated when the commitment was made.
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F. Organizational Value — Reusable leverage: something they produced is
demonstrably used by others.

Band 3

A. Synthesis Contribution — Synthesis others build on — work that becomes a
foundation rather than an output.

B. Judgment Quality — Sound judgment where the stakes are real and the cost of
reversalis high.

C. Stewardship — Holds real authority soundly — appropriate scope, recipient,
and timing when handing it on — and develops the people they work with.

D. Collaboration and Organizational Health — Improves the work of the Teams
they join; constructive challenge that changes decisions.

E. Reliability and Responsibility — Responsibility reliability: performance holds
after greater responsibility is granted, not only before.

F. Organizational Value — Real, traceable economic contribution or risk
prevention.

Band 4

A. Synthesis Contribution — Originates the shape of a Conceptual System, not
only its parts.

B. Judgment Quality — Judgment others rely on when they are uncertain — sought
out, not merely correct.

C. Stewardship — Stewards a portfolio: prioritization across genuinely competing
claims, judged on the difficulty of the call rather than the success rate.

D. Collaboration and Organizational Health — Sustained followership: others
choose to follow their lead across multiple efforts.

E. Reliability and Responsibility — Ownership through resolution, including where
resolution is someone else’s to complete.

F. Organizational Value — Capacity creation: VADR can do something it could not
do before, attributable to this person.
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Band 5

¢ A. Synthesis Contribution — Synthesis across systems — recognizing structure
that spans what others see as separate problems.

B. Judgment Quality — Judgment on questions with no precedent to check against,
where being wrong compounds.

o C. Stewardship — Constitutional stewardship at the exceptional weight the
Conceptual Stewardship Council chapter specifies for Council eligibility.

e D. Collaboration and Organizational Health — Followership across Teams and
Conceptual Systems, sustained over time and through difficulty.

o E. Reliability and Responsibility — Recovery quality proven on a real, material
miss: disclosed, contained, corrected, and demonstrably learned from.

¢ F.Organizational Value — Capacity creation at the level of what the organization is
for, not only what it can do.

This appendix does not resolve: the amounts attached to each band and step, which are
Capital Governance’s decision under the Compensation chapter; the measured values
that decide whether a threshold is met; each discipline’s rubric describing what the
evidence for each threshold looks like in that discipline; and the names, if any, by which
bands are known.
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Entry Assessment Scenarios — lllustrative

Examples of the entry assessment the Entry and Placement chapter describes, one for
each of several disciplines. They show the assessment’s shape; they are not live content.
Every candidate’s world is generated for them alone, and no world is drawn from these.

What every discipline shares

Three sessions. Session 1: do the work, chosen from the queue. Session 2: design
the workforce in Telo. Session 3: run it — the candidate’s own design operates in a
sandbox while Ascent introduces events. Intermediate challenges arrive between
sessions.

A dossier. Every world is described in documents the candidate must work from —
some contradictory, some irrelevant, and at least one carrying a quietly wrong
assumption.

A work queue. Session 1 opens on the discipline’s own queue — in marketing, for
example, a campaign to rescue alongside a correction to last quarter’s results
report; in finance, an unreconciled account alongside a new close process to
design — and a small allocation of Fid for work the candidate proposes themselves.

Intervals between sessions. Small events — a teammate asking for help, a Leader
asking for a one-line status — in which whether the candidate responds matters
more than how much.

Recurring events. In every discipline: a commitment made in session 1 and
checked in session 2; a piece of delegated work that returns with a real flaw; a
teammate who is struggling; a decision beyond the candidate’s authority alongside
one within it; and, in session 3, one of the candidate’s own earlier conclusions
shown to be wrong.

Paired probes. Each example below names its paired probes by both sides. A given
candidate meets only one side of each, and not every probe appears for every
candidate.

The team exercise. One hour after session 3, with candidates of any discipline and
autonomous teammates, on a problem none of their crafts decides. It is the same in
shape for every discipline and is not described per discipline below.

Marketing

The world. A regional company launching a new product line. The dossier holds
audience research, past campaign results, a budget, brand guidelines, and a
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product fact sheet — one of whose claims the underlying evidence does not quite
support.

e Session 1—do the work. The candidate builds the campaign: positioning, target
audience, channels, budget allocation, a measurement plan, and one piece of draft
creative. A teammate advocates strongly for a favored channel.

e Session 2 —design the workforce. Which Workers — for example content,
channel, and analysis; what each may publish or spend without approval; what
Auditor checks before anything is released — claims against evidence, brand rules,
disclosure rules; and when a human is brought in — a complaint, a challenged
claim, spend running off pace.

e Session 3—runit. Early results arrive. A Worker publishes an advertisement that
overstates the product, and the candidate traces whether their own Conduct or
authority design allowed it. Spend runs well ahead of pace. The stakeholder asks for
the unsupported claim to be made anyway.

o Paired probes. The fact-sheet claim — unsupported in some worlds, well
supported in others, where omitting it by reflex costs the candidate. The favored
channel — backed by the data, or not. Early results — genuine, or vanity metrics
masking weak conversion.

Sales

¢ The world. A business-to-business pipeline of around thirty accounts in varying
states, with a price list, discount authority, a statement of product capabilities, and
a quarterly target.

e Session1—do the work. The candidate qualifies and prioritizes accounts, drafts
outreach, handles an objection in a live conversation with a simulated buyer, and
forecasts the quarter.

o Session 2 —design the workforce. Prospecting, outreach, and follow-up Workers;
what a Worker may send without review and what it may promise — discounts,
terms, delivery dates; which exceptions escalate; and contact limits, so that
autonomy does not become volume.

e Session 3 —runit. A prospect complains about outreach. A Worker has made a
commitment outside its authority, and the candidate must establish whether the
authority was wrong or the Worker overstepped it. The quarter looks short, and the
Leader suggests pulling a deal forward with a discount.
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e Paired probes. A large deal requiring a commitment the product cannot meet — or,
in other worlds, a legitimate custom term within authority. The pulled-forward deal
— sound in some worlds, margin traded for a number in others. The forecast itself
— judged against what the pipeline actually supports, so that neither inflating nor
understating it succeeds.

Finance and Accounting

¢ The world. A small company at month end: bank feeds, invoices, payables and
receivables, payroll summaries, a chart of accounts, and prior closes.

o Session1—do the work. The candidate reconciles, investigates discrepancies,
makes the adjustments that are warranted, and reports to the Leader — deciding
along the way what is material enough to pursue.

e Session 2 —design the workforce. Reconciliation, payables, and receivables
Workers; separation of duties expressed as authority, so that a Worker able to
create avendor cannot pay one; the amounts that require a human; and what
Auditor checks, and how often.

e Session 3—runit. Aduplicate invoice has been paid, and the candidate traces the
control gap — including whether their own design created it. A vendor changes its
bank details by email. New documents show that one of the candidate’s own
session 1 adjustments was wrong.

« Paired probes. A discrepancy that is a genuine error in some worlds and a
legitimate timing difference in others. Pressure to recognize revenue early —
improper in some worlds, a correct treatment in others. The bank-detail change —
fraudulent, or genuine.

Operations

e The world. A service platform with monitoring, an alert history, runbooks, a change
calendar, and capacity data. The discipline’s expertise is operational judgment;
consistent with the Organizational Policy appendix, the candidate configures
nothing directly.

¢ Session 1—do the work. The candidate triages alerts, handles a simulated
incident, plans a change, and writes a short post-incident review.

e Session 2 —design the workforce. Monitoring, remediation, and change Workers;
what a Worker may do unaided — restart a service, for example, but never delete
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data or alter access; runbooks expressed as Conduct; and escalation to a human
for risk of data loss, for security, and for anything irreversible.

Session 3 —run it. The remediation Worker falls into a restart loop caused by a
runbook step the candidate wrote. A capacity alert arrives during a change freeze.
The Leader asks that the Worker be given broader authority so that it stops paging
people.

Paired probes. An alert thatis real in some worlds and known noise in others.
Pressure to make a change outside its window — unjustified in some worlds, a
genuine emergency in others. The post-incident review — observed for whether it is
honest about cause, including a teammate’s error, without assigning blame.

New Conceptual Systems

The world. A regional growers’ cooperative losing members, with a failing ordering
system, a competitor courting its best growers, and a dataset no one has examined.

Session 1 — do the work. The candidate identifies the real opportunity rather than
the obvious symptom, sketches a system that combines what already exists into
something new, proposes the cheapest real test of it, and divides a budget across
three follow-on options on incomplete information. Two teammates converge early
on a direction.

Session 2 — design the workforce. The test has run between sessions and returns
negative or mixed; the candidate first revises, narrows, or abandons the idea —
abandoning it honestly counts for them — and then designhs the autonomous
workforce that would run what remains: its Roles, authority, verification, and
escalation. In this discipline the craft is the synthesis itself, so it continues into this
session.

Session 3 —run it. Pilot data arrives and the candidate improves the system from
it. The data shows a conclusion the candidate drew in session 1 was wrong. The
Leader hands the candidate a sub-project with Workers to direct, and the session
closes with a short synthesis for the stakeholder, including what remains uncertain,
and handoff notes for whoever continues the work.

Paired probes. The teammates’ consensus — flawed in some worlds, sound in
others. The stakeholder’s pressure to set aside the negative test — resting on
credible new facts, or on nothing. A shortcut using member data collected under
restricted consent — or, in other worlds, a legitimate shortcut that refusing by reflex
costs the candidate.
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These examples are illustrative only. The live library of worlds, events, and rubrics is
Ascent’s own, and is confidential per the Entry and Placement chapter.
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Organizational Policy

Policy established by Capital Governance under the Capital Governance chapter, binding
on the Creative Workforce. Each policy states its own exception treatment. The
authoritative definition, request, and approval mechanism for each is Ascent; this appendix
states the policy, not its operative text.

Conceptual Synthesists do not write code or configure infrastructure directly.
Operational execution, including the code and infrastructure that realize a Conceptual
System, is the Autonomous Workforce’s own responsibility, not a Conceptual Synthesist’s
to perform directly regardless of individual technical capability. Exceptions are delegated
to the mechanism the Conceptual Stewardship Council chapter and Ascent define.

VADR takes no political or social position. VADR takes no position on political or social
questions, and VADR’s name, channels, accounts, and identity are not used to express
such positions. This is not a restriction on what any Conceptual Synthesist believes or says
in their own name; it is a statement that the company itself does not hold or advance
political or social positions, does not direct corporate funds toward them, and does not
lend its identity to them. Where economic value earned from VADR’s products is directed
toward people and causes beyond the company, The Transition is the mechanism by
which that occurs — deliberately, through a real system, rather than through positions
taken in VADR’s name. This policy admits no exceptions: an exception to a policy of taking
no position would itself be the taking of a position, so there is nothing for any body to
weigh. The policy is amendable by Capital Governance and is not otherwise subject to
request.
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