THE BUILDER'S STACK - THE FRONTIER - RUNNING AN Al ORGANIZATION

The Operations Charter

This charter puts the operating layer of your Al product on one signed page: an owner for every part, a gate every
release must clear, rules for knowledge and access, a runbook for incidents, and the review that keeps them honest. Fill
it before launch and reread it at every operating review.

PRODUCT PREPARED BY DATE REVIEW DATE

G The owner map

Every part of the operating layer gets one accountable owner and a sign-off rule that says when that owner's approval is
required. No owner means no launch.

OPERATING LAYER OWNER SIGN-OFF RULE
The behavior spec

The prompts

The eval set and quality bar

The knowledge corpus

The access rules

Incident response

e The release gate

A release ships only when every box is checked, and the gate is the same for a prompt tweak as for a model swap.

[ ] The eval suite passes the bar

E] The behavior review is signed off by the named owner
[ ] A canary slice and its watch metrics are chosen

[ ] The rollback step is named and tested

[ ] Acomms note is drafted if the change is user-visible

THE CANARY SLICE (WHICH USERS SEE THE CHANGE FIRST, AND WHICH METRICS WE WATCH)

THE ROLLBACK STEP (THE EXACT ACTION THAT RESTORES THE LAST GOOD RELEASE)
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e The knowledge rules

Only sources on this table may feed answers, each with an owner, a refresh cadence, and a conflict rank.

SOURCE CLASS OWNER REFRESH CADENCE CONFLICT RANK

CONFLICT RULE (THE ANSWER COMES FROM) REMOVAL RULE (WHAT HAPPENS, HOW FAST)

° The access rules

Who may see what, written as rules the system enforces; a safe refusal is part of the product.
WHO MAY SEE WHAT
Rule 1
Rule 2

Rule 3
THE SAFE REFUSAL PATTERN (WHAT THE PRODUCT SAYS WHEN SOMEONE ASKS FOR DATA THEY MAY NOT SEE)

WHERE THE AUDIT TRAIL LIVES (WHO ASKED, WHAT WAS RETRIEVED, WHAT WAS ANSWERED)

e The incident runbook

Severity decides speed, and the first hour follows the checklist whoever is on call.

SEVERITY - ONE-LINE DEFINITION

S1
S2

S3

FIRST HOUR CHECKLIST

E] Freeze releases

E] Contain via rollback or kill switch
[ ] capture transcripts

[ ] Engage the comms owner

E] Open the postmortem
COMMS OWNER (THE ONE PERSON WHO SPEAKS FOR THE INCIDENT)

STANDING RULE
An incident is not closed until it exists as eval cases.
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e The team

Coverage means no single point of failure: a second person can run every row of the owner map.

A SECOND PERSON CAN RUN

[ ] The behavior spec [ ] The prompts

E] The eval set and quality bar E] The knowledge corpus
E] The access rules E] Incident response
RUBRIC FOCUS TRAINING CADENCE

e The operating review

One standing review on a fixed cadence keeps this charter honest.

REVIEW CADENCE NEXT REVIEW DATE

WHAT THE REVIEW READS
The review reads production signals, the gate log, incidents and their eval cases, and spend against the Inference
Budget.

SIGN-OFF
Accountable for production behavior

NAME DATE
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