
Factory Run Flow
One approved scope. Reviewed stages. Proof before delivery.

01 / UNDERSTAND

0 Intake / 0b Isolate / 1 Diagnose

Record source evidence, acceptance criteria, an
isolated worktree, and the baseline.

02 / DECIDE

2 Human plan / 2b Grill

Close blocking questions. Name each stage's demo,
preview target, verification, and rollback.

03 / BUILD

3 Agent plan / 4 Milestones

Seal the approved plans. Test, review, and commit
one stage at a time. Verify its release checkpoint.

04 / PROVE

5 Proof / 6 Stop

Review the whole change and acceptance matrix. The
terminal gate decides the claim.

WHEN A NEW IDEA APPEARS

Optional: record it outside the active plan; link actionable follow-ups to GitHub Issues at the attended handoff.

Required for an existing criterion: return to human review, close new questions, rerun plan equivalence, and reseal
scope.

RELEASE BOUNDARY

A preview checkpoint has a target, verification receipt, and rollback. Unattended runs stop before publishing. A milestone
preview is progress, not delivery.

TERMINAL STATES

delivered delivered-with-gaps blocked intentionally-unchanged

One phase per fresh session. Compact state and run artifacts preserve the decisions.


