FACTORY RUN FLOW

ONE TICKET I N/ ONE VERI FI ED DRAFT PR OQUT

Factory Run Flow

One phase per fresh session. Each phase is gated before the next begins. Compact state and run
artifacts carry decisions across sessions.

READ THI' S FI RST

01
Understand
0/ 0Ob/ 1

Evidence, isolation, root cause

02

Decide
2/ 2b

Human plan, questions closed

03

Build

3/ 4

Locked scope, stage
checkpoints

04
Prove

5/ 6

Whole-change proof, terminal
gate

OPERATI NG CONTRACT

01 Fresh context The phase starts in a new session. Chat history is not treated as durable state.

02 Persistent evidence Compact state and run artifacts cross the session boundary.

03 Executable gates A phase closes only when gate.py permits it. A failed predecessor blocks the next phase.
LEGEND

M Autononous phase [ Needs you [ Leaf agents Executabl e gate [l Ternminal state

RUN ONE PHASE

scripts/run.sh <slug>

Pages 2-3: flow / Page 4: roles and stop conditions
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FACTORY RUN FLOW PHASES 0 TO 2B

PART 1 / UNDERSTAND AND DECI DE

(ticket, Sentry URL, or text)

0 Intake

triage at light or full
dept h

gate 0 /
i ntake. nmd

Ob Isolate

worktree + branch +
basel i ne SHA

worktree 10 [ Ask before in-place work
possi bl e? . .
record isol ation.accepted_by
yés stjop
Gate Ob I (decl ine -> bl ocked)
isolation +
full basel i ne

1 Diagnosis
repr oduce + root cause

Leaf reproduction
max 2 tries

gate 1 /
di agnosi s. nd

2 Human plan

changes + ACs + flag key
+ questions

Review the rediff
annotate until clean

gate 2 / Flag

One leaf per round ] [ 2b Grill
facts only one question per round /
max 3

bl ocki ng
questions

yes / cap
rounds exhausted -> bl ocked

answers + cap

(conti nue on page 3)

factory. ol egkoval . com 2/ 4



FACTORY RUN FLOW

PART 2 / BUI LD AND PROVE

Plan-equivalence auditor
SAME- SCOPE or one retry

PHASES 3 TO 6

(gate 2b passed / blocking frontier enpty)

3 Agent plan

m | estones + scope | ock

gate 3 /
approved scope

review + rel ease checkpoi nt

4 Milestones }

E2E tester
wites failing tests

Implementer / fixer Milestone reviewer
max 2 rounds ski pped at |ight depth

Whole-change reviewer
PASS or FI X
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FI X OR MORE M LESTONES

gate 4 / SHA +
checkpoi nt

5 Proof

change scan + callers + AC
matrix

Invariant reviewers
max 4 |eaves / 2 concurrent

gate 5/ scan
+ matrix rows

6 Stop and report

tokens + sessions + draft
PR URL

term nal
state

(del ivered-wth- gaps) (i ntentionally- unchanged>

(bl ocked / report nanes what and Wno)
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FACTORY RUN FLOW

ROLES AND STOP CONDI TI ONS

WHO DCES WHAT, PER PHASE
Phase Runs as Speaks Closes when
0 intake opus triage verdict intake.md written
Ob isolate sonnet where the run writes worktree + baseline SHA, or consent to in-place
1 di agnosi s opus root-cause synthesis diagnosis.md; skipped at light depth
2 human pl an you plan + rediff plan has a Flag key line
2b grill you + | eaf one summary per round no blocking question unanswered
3 agent plan opus gate decision SAME-SCOPE and plan lock

4 mi | estones

opus + | eaves

per-milestone verdict

commit SHA and checkpoint receipt

5 proof opus + | eaves Phase 5 verdict scan + AC matrix + reviewer PASS

6 stop you final report + PR URL terminal state set, gate quoted
WHAT STOPS THE LOOP

Si gnal run.sh does

Next phase is 2, 2b, or 6 Prints NEEDS-YOU, exit 0. Run /factory resume <slug>, then rerun.

Gate on the cl osed phase says BLOCKED Prints reasons, exit 1. Nothing starts on an unpassed predecessor.
state.term nal set Exit 0. The run is over.
sessions_used hits sessi ons_nmax Exit 0 with the cap named.

Two sessions change neither phase nor
m | est one

Reruns the gate for the reasons, exit 1.

| eaves_used > | eaves_max Gate blocks. Only blocked may still close.

Default caps: sessions_max 16 / |eaves_max 40 Override autononous phase nodels w th FACTORY_MODEL_<PHASE>
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