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Completion-First Skill v1.3 Redesigned

Standalone consolidated edition for Codex / multi-agent development.
D7 71L& Completion-First v1.3 Redesigned @ Skill XA FMU 7 7L Y R E—DIHRELHD T,
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Completion First

Treat the project specification as the source of truth for what to build. Treat this skill as the policy for how to
reach a human-evaluable build with the least useful work, context duplication, and reasoning cost.



Objective
Optimize for:

1. Time to First Human Feedback
2. Cost per Successful Completion
3. Low duplicate work / context / retries

Do not optimize for agent count, activity volume, test count, or parallelism.
Corerules:

+ Completion > Robustness > Elegance.

« Useful progress > agent activity.

“Just in case”is not a valid implementation reason.

Success is a STOP condition.

Minimally hardened is acceptable; fake completion is not.

Delegation is optional. Do not delegate when delegation overhead is likely to exceed the work saved.
Parallelism is optional. Spawn only the minimum useful workers.

Four-layer control model

Completion-First
-> Goal / Scope / Phase / Stop

Self-Organizing Worker Pool
-> Who should work on what

Adaptive Work Packaging
-> How large a job each assignee should receive

Adaptive Reasoning
-> Model / reasoning budget
These are separate controls.

A powerful parent may identify a large Work Item, butit must not assume that the same item is an appropriate
unit of delegation to a cheaper model.

Task size is relative to the assignee.

Start of work

1. Read the specification.

2. ldentify Goal, Acceptance Criteria, Scope, Out of Scope.

3. Resolve only uncertainty that materially blocks implementation.

4. Mark questions requiring a working artifact as PROTOTYPE_REQUIRED.

5. Freeze approved requirements.

6. Identify the shortest real end-to-end path to the First Evaluatable Build.

For detailed phase policy, read references/Completion-First-Subagent-WorkfLlow.md only when needed.

Work Item vs Work Packet

Never conflate these.

Work Item

Outcome-level work on the project/critical path.

Example:



W-014: Make customer data persist across restart.

A Work Item may be too large or uncertain for direct delegation.

Work Packet

A bounded unit shaped for a specific model/tier so that it has a high probability of being completed in one fresh
context.

Example:

P-014B

Target: Luna medium

Goal: Persist validated form data through customer_store.py
Required Context: customer_store.py + save call contract
Boundary: customer_store.py, customer_form.py

Acceptance: restart reads the saved record

Out of Scope: migration, UI redesign, DB replacement

The parent/Sol-class orchestrator owns packetization.

Read references/Adaptive-Work-Packaging.md when work is delegated to a subagent or when a packet fails be-
cause of scope/context mismatch.

Assignee-relative sizing

Choose the largest packet that the target model is likely to complete without rediscovering the architecture,
reopening product decisions, or requiring repeated retries.

Do not make packets tiny merely because the assignee is cheaper.

Too small: - repeated briefing; - repeated file/context reads; - excessive handoffs; - merge overhead.

Too large: - broad rediscovery; - partial implementation; - retries; - reasoning escalation; - eventual return to Sol.
Aim for high one-shot completion probability at the largest efficient packet size.

Default tier guidance

Use these as heuristics, not rigid file-count rules.
Mechanical / deterministic edit
-> Luna low/medium

Clear local implementation with narrow context
-> Luna medium

Clear multi-file vertical slice with moderate coupling
-> Terra medium

Direction is clear but implementation/state coupling is difficult
-> Terra high or Luna high when the context remains Llocal

Root cause, architecture, requirement interpretation,
cross-cutting direction, or packetization itself is unclear
-> Sol medium/high

If model names differ, map them to equivalent capability tiers.

Do not hand Luna/Terra a Sol-sized problem simply because it is cheaper.



Delegation gate

Before spawning/delegating, ask:

Is there a concrete Work Packet rather than a vague Work Item?

Is the packet sized for the target model?

Can the target probably finish it without broad repository rediscovery?

Is required context smaller than simply letting the parent finish the work?
Will delegation reduce expected total time/token/rework?

Is another worker already doing materially the same work?

ounkwhNE

If the answer to 1-5 is not convincingly yes, do not delegate yet. The parent may implement directly, investigate
first, or repackage.

Minimal self-organizing worker pool

Use fixed phases/gates, but allow workers to select among eligible prepared Work Packets rather than fixed
professions.

Do not spawn a full pool by default.
1 worker:
one useful packet on the critical path

2 workers:
two independent critical-path packets
or one packet + one justified independent investigation

3 workers:
only when a third independent high-value packet exists
and its benefit exceeds spawn/context/merge cost

For small/medium work, 3 active workers is the normal cap.
Workers follow:

OBSERVE -> CLAIM -> WORK -> PUBLISH -> RELEASE

Workers claim only packets appropriate for their tier.

Reasonless duplicate work is prohibited. Parallel READ may be justified. Parallel WRITE to the same responsibil-
ity is normally prohibited.

Read references/Self-0rganizing-Worker-Pool.md only when multiple workers are actually used.

Compact context policy

Context duplication is a cost.
Give workers only:

« current Goal;

« relevant Acceptance Criteria;
packet boundary;

verified facts;

required files/contracts;
stop/escalation rules.

Do not automatically give:

« full Discovery history;

« other workers’full transcripts;
« discarded hypotheses;

« unrelated repository context.



Share failed attempts compactly so another worker does not repeat them.

Packet failure classification
Do not automatically solve every failure by increasing reasoning.
After a failed packet, classify first:
PACKET_TOO_LARGE
-> split/repackage

PACKET_T0O_SMALL
-> merge adjacent work if repeated context dominates

MISSING_CONTEXT
-> enrich packet, do not restart broad discovery

DIRECTION_UNCLEAR
-> return to Sol

IMPLEMENTATION_COMPLEX
-> consider higher reasoning / stronger implementation tier

SPEC_CONFLICT
-> stop and escalate

OUT_OF _SCOPE
-> defer

A scope/context failure is a packaging failure, not evidence that the worker needs more reasoning.

Adaptive reasoning
Reasoning effort is an execution budget, not a quality badge.
Default:

Luna/Terra medium:
normal implementation

high:
direction is clear, but implementation reasoning is genuinely difficult

Sol medium/high:
cause / architecture / requirement / direction is unclear

xhigh:
exception only after the hypothesis and direction remain well supported
and the remaining difficulty is implementation complexity

Do not choose high merely because the task is important.
After two unsuccessful fixes for the same failure, stop autonomous retry and escalate/repackage.

For detailed reasoning policy, use the relevant section of references/Completion-First-Subagent-Workf Low.md.

Completion tests

Before human evaluation, test enough to prove:

« the target starts;
« the happy path works;



+ the real primary processing path is connected;
« required persistence/read/external I/O is real;
« major Acceptance Criteria pass;

+ no critical failure blocks evaluation.

Do not expand testing because more tests are possible.
Before adding a test:
If it failed, would the current task or First Evaluatable Build be incomplete?

If no, defer it unless it covers a critical risk.

No facade completion

Do not claim end-to-end completion through undisclosed:

« mocks;

« stubs;

« fakes;

+ hard-coded success values;
+ skipped persistence;

« fallback data hiding failure.

Disclose any intentional mock/fake and why it does not invalidate human evaluation.

First Evaluatable Build Gate
Require:

« target starts;

main flow works end to end;

real primary path is connected;

required persistence/I/O is real;

major Acceptance Criteria pass;

« critical blockers are absent;

« startup instructions were actually verified;

« evaluator data exists;

« Evaluator Quick-Start exists;

+ a human can begin meaningful evaluation in roughly five minutes;
« mocks/known limitations/deferred work are disclosed.

When this gate passes:
STOP the worker pool.

Remaining nice-to-haves are not a reason to continue.

Independent review

Reviewers are not normal workers.
Give them a compact Review Packet, not the full worker conversation:

« approved requirements / Acceptance Criteria;
« relevant diff/final files;

« test/execution evidence;

« known limitations;

Evaluator Quick-Start.

Before human evaluation, a reviewer may block only for CRITICAL/REQUIRED issues, not style, speculative ar-
chitecture, optional hardening, or nice-to-have tests.

10



Phase reset
After the First Evaluatable Build:

1. Create a compact Completion Snapshot.

2. Prefer fresh context for the next phase.

3. Pass requirements, current code, snapshot, human feedback, and only necessary design facts.
4. Do not drag full implementation/reviewer transcripts forward.

Optional telemetry

When comparing workflow versions or tuning packet sizes, use lightweight event/metrics logging from
references/Benchmark-Telemetry.md.

Do not enable verbose telemetry by default during normal development. Measurement itself must not become
material overhead.

Final check

Before continuing any work, ask:

Does this directly improve the probability of reaching the next human-evaluable state?
Is the current worker the right capability tier?

Is the packet too large, too small, or appropriately sized for that worker?

Would direct parent execution be cheaper than delegation?

Is reasoning escalation actually needed, or is this a packaging/direction problem?

Is duplicate context/work being created?

Has success already occurred?

If success has occurred, stop.

Part Il —Completion-First Subagent Workflow
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« RERERDT R ZETTS

» Scope ADFHKREBIRIFELER L THRANED
o RINEGEBLLIESKRT TS

Implementer MUST NOT

+ Scope ADNTZDWTICIEIET S

« KRBV 7 7081)>0%175

« JEREGZRETS

o REKD fallback ZENMY 3

o REXR®D retry BN 3

« RERD logging # KEBIT 3

« FRD 7% validation B9 %

« Dependency ZEBHEB < EHT 3

+ Acceptance Test #ZE TR THRIITE S

o« KRDWIEZE WY - stub - fake - BIEMETEI WA X FTEMIRWLT S
« fallback TEHEZR L THINMEWT 3

« BV URBAEREETICEnd-to-End e E TR T B
c HRRIVDI—FETHREICT S

« Requirement ZBf#R 9 3

IROVEHE] OUE
RRELAL,

DEFERRED:

- AR

- HRIBER:

- IRED Task ICAELIER:
- FRNIET B I5E DESE:

8. Test Policy ——E&P&{L
TANEUTD 2 RREICHBT B,

Stage A: Completion Tests
E—FHMERIBERR F TICTT S,
B:
IRTED Requirements L EBI1—H—7O0—-HEH< e Z5AT 3,
POE S

o ECENREST

« Happy Path

« Acceptance Criteria ICEfEd 57X b

« TERRSHR

«BHR%B I v

 TRBEREEBRERICOBH I REBEOEER
EEIFSES)S

. HBRERIRRME
+ Rare edge case

17



« exhaustive test

« fuzzing

o U ERESE

- RIRIERYE

RO OKRERTFT R b

End-to-End Smoke Check D RIEEH
FE—MEATEEARTId. DA EHEEI—HF—TO—ICDVWTUTERRT 3.

Ul FTRBANRDSRMAIATES

c KROFEOS Y IRED

« KROT—21RF - SRR ZBED

o AERDHER1/0 D Requirement EXBR S, ZDER%EED

« RERNAI—Y—ARERETIET S

- BE® - BRAYEETIO—0—84R 5. REGRIERICKE>TWLD
« Ev Y - stub - fake ZfESIHFE. COEMCEAMNHEREINATVS

LU IE Smoke Check FRIT & &7 T 7L\,

UI RR7EVFRRTN

BEESH I —TF—2%iR L THIN
REFENIEZ XX v T LTHID
SeBBEIC fallback fE%3R L THIH
ABEREZESTEYILEITTHI

Smoke Check IZERZEICT B, 7-72 LHEREIICIZ LWL,

TDD ZfE5158
RED 7 X ~IFERFED Acceptance Criteria % BIZiEHT 2 D DICRE T o
TARZEPEBZI L, SEPINSTIEZERBLEV,

Stage B: Full Validation

Human Evaluation 12175,
XER:

Regression

Edge cases

Error handling
Integration

Full suite

N IR RESS

- BEMEREEER

s X o) T EHNERREE
- EEEIR

- REGERALEELRT—X

9. Reviewer Policy

Reviewer DBEMIEO— % TEBDFAICHET S T ETIEAEL,
FE—SHMH A BERR = Tld Completion Reviewer ¥ L TIR3 &S,

18



Reviewer 7' Required £ LTHHLTEVLHD

 Requirement i

« Acceptance Criteria &

- BARELRERER 2

« Task Boundary &

« EALEF

o TR

. ECEITEE

« NEFHEiZPRE Y 5 &

« BAEGEF U T BRICOBRHZHE

Required ICL TIEWWTIHEWVLHD

o I—RRAZAILDFH

« KDhELVHRIE

o FFRILGERME
TTBE50AD—KE

. B EE

« 37 Requirements ¢ ERRAGHRE
« Nice-to-have

HEREIC I3 Severity Z 131 3.
CRITICAL:
Tk - R T2 EEMEBET 5. WEAEL.

REQUIRED:
Acceptance Criteria F7zl& Requirements I2iER. HBIEIE,

DEFERRED:
WEME LD D E—FHE T RERRIC ISR E, BIEZILE,
Reviewer OJEAI

Reviewer |3 TESICRS TEBEH) TIIHR< MSTDR XV % Reject IRFIEBH) %A T S,
Reject I Z AT E 4T 1L PASS T %,

10. Debugger Policy

Debugger (& TWAWAEH L TET ) EBEHTIFE L,
#%21i% Root Cause DIFE.

e ASRAY: |
One hypothesis = One minimal change — One verification
EHEFZERICEE L TEWIFER L,

Circuit Breaker
E—RZEIC DWW T,

1. k& A~ EIE - R
2. {R&t B~ ELE » kK

19



FTHT-o7c5. 3OMEHDEEZBHEITLEL,
Tz,

DEBUG_ESCALATION:

- R

5L 7o fkEi:

- B5n7-E:

- IFBEE D Root Cause 1&fFE:
- RICHERRIANETF—m:

- Scope ILARDHBED:

1k

« FERFRAD X ZZFHEZILITS

+ Dependency Z X L O TE#HT S

o Fr vl aHIRET BIBRLCERDIRY
 TRIBIRFEZ 51 LA RDDITS
« TALZFHTHEY

P

11. Loop Prevention Rules

11.1 Fix Ping-Pong
UTOREERE LI 5FLET B0

AZEY

—-B HEND
—B ZEY

—A HBUENS

B CRBEEN 2K LT- 55851 F 7-1% Root Cause BRE & L T Escalate,

11.2 Reviewer Ping-Pong

Reviewer Reject El—4 X & T 2 [BlfE\L\ /= 5 Debugger £ 7zI3HAE T,
Reviewer ¥ Implementer 721+ THEERFE L ALY,

11.3 Refactor Spiral

IRTED Task Goal EZREID ) 7 7 7 R ISIRAIEALL,
EaGIE S

« 815 T3 Acceptance Criteria Zi& 770
s ZELABVWECERZEIRHEEIT SRV

Z NS Deferred,

20



11.4 Test Expansion Loop
7 X MEMAEIICEER S,

DT A RDERBMLUIIBEE. BED Task ERER CHETZH?
NO 7 5 B —FHE FT AERR AT I 1330 L 4 LYo

11.5 Dependency Upgrade Loop

Dependency ZEIFUTOVTNHDIHZEDHo
« Requirements TH&E
« WN—2 3 U TIIEETEE
« BERIDEAHEIFTEANDTIEH S EIAE
- BAREZL B #MERIRED Root Cause TdH D

ZEI3HEIF1EIC1E&KEFZRICET S,

11.6 Scope Creep

FILLWERNBARELIHEE.
NEW_SCOPE_CANDIDATE:

- AR

- BEREBICRZ 3D

- IRTED Requirements ([CEZENSH: YES / NO

NO R 5REL ALY,

12. Global STOP Conditions

éﬂ-jl_:/‘\l > l\;j\:iéo
UTFOWFNHOTELET 3,

SUCCESS

Acceptance Criteria &7z L7z,
— BT, EmsERL,

BLOCKED

IRTED Boundary N TIIHESD 7% Lo
— Escalate,

SPEC CONFLICT

Requirement [El*. F7zld Requirement & Design H'F &,
— Escalate,

21



SCOPE EXPANSION REQUIRED

AMEZ 2—ILOKIBZEE. Dependency BFi. 7—F T F v EBSFHRE,
— Escalates

REPEATED FAILURE
E—READEES 2 B1T> THERL AL,

— Escalate,

OUT OF SCOPE DISCOVERY

AOMEZHE,
— Deferred IC528% L TIRTE Task % fi#t.

13. Evaluator Quick-Start Runbook

E—SHMEAIAERR % ARIANE I HTIC. Evaluator Quick-Start Runbook = %34/ 3 %,
BRIERF a2 X2 FEEBTIEAL,

ARDSAZRAHE BMZEDT, T<EHL. 5PEETEEIO—-2KHEIREICT S,
Runbook IFREJE LT 1 BE~FEL 1 R—J IS B,

BENE
EVALUATOR QUICK START

idst: J1
1. ...

NERER:

FERAT — 4

FeER9
1. ...
2. ...
3. ...

SEFERLTIELWI L:

BRI DARNI S

TwY / stub / fake:
- FEAL

Frelx

- {EREFR:

22



- /.
- RERREDE

BT HE:

Runbook &£ pEFDIL—IL

. E %‘%Jﬂﬁﬂ%ih\@ ()

nXu n_,\ o %E?‘E L/t!\\a\

BHE [T README ORKEIC LWL

ABDEFHIE S 3 7= OICARBERIFTHRZ HE AL

AX Y RZEHEZHBEIIRBICKRIEBEADH DT ZEL
TARTF—=RABURELRSEREIZBSHERT D

APl £ —EHWNELR SR/NFIEZBEET S

ARSI Y AN Y RELIIE—EXEE TR TEI W EBLETS

Runbook 527 &%

[ ] EBIFIEZ REICHRIEL 1o

[ ] FMERT—2HPBEEINTWVS

[ ] FEBE7O—% 5 HEETHES

[ ] ABPSEIE ZZFHETAREDDHD
[ ] BRIOEXRMISHBERINTWVS

[ ] EvIFOFARIIBEREINTLS

14. First Evaluatable Build Gate

LUF% 9 N Tz L7 5 FIRST EVALUATABLE BUILD £ HIFE 3§ %,

IV —=2 a3 I REEZREFHTETS
FEI—-H—70—% End-to-End TRITTES
End-to-End NRZBEIT TR ERRDETENIBEREZE > TS
RRVBERRTE - F50d - 8B I/0 AAEEFRINTWLS
Ew P - stub - fake « EIFEME - fallback OFIBEFAMBERINATVS
FZE Acceptance Criteria =&
I—H—DEERICIRE - R TES

M@= 513 Critical Bug Y7L

HEZ Completion Tests AAE->TW3B

Evaluator Quick-Start Runbook H'#% 3

FMBEARA T — 2 AEINTVWS

EBFIEZ ERICREEE A&

FEIO—% 5 PIEETHHEMABTE S
RIFSEIED Deferred ¥ LTEHRINTWLDS
DEMETIZUTIFBATIEH

£ edge case Xt

TERTAMANL YD

RIENBR) 77U 4R

SEEEROY

TERILER 4

Nice-to-have

F—FHMraekIE TR TONEA 71 ZEBKLERL,

Requirements ICiR> TREICEIK B, FERBRNBETIAHE L TVLHWTHRKEZ KT 2,

—
[—

[ S S SN S SN SN SN SN ) SO SO S|

e e e e e
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15. Stage A Completion Snapshot / Phase Context Reset

FE—SHERIAERRD Gate Z@IB L 7= 5. Stage A TE-> TVWRVWRERFEZ TDO F X Stage BAFBLRA AL,
Phase Transition (3[R & L T Context Reset Z#¥5,
=)0k

Discovery~Task 1.N DRWVWEEICL 2> TF X NEBZE#ITS

Stage A D TERESE - Hardening 21k % Stage BAFR> THBRAF AL
Stage B @ Hardening BE Z X DFEEE Stage ANKFEIA TR

HUMRER - KOS - —BR BTz #7 L L) Agent A& L 2 W

Stage A Completion Snapshot
Phase @ TERHCUTEITZ EMEL TRET %,
PHASE HANDOFF

Approved Requirements:

Implemented:

Verified:

Major End-to-End FLlow:

Known Limitations:

Deferred:

Mocks / Stubs / Fakes:

Human Evaluation Focus:

Do NOT Assume:

Current Build / Entry Point:

Context Reset Policy

Stage B FAtAEFISRIREZRFR D fresh agent Z1E 5,
FrAgent NiETHD:

« &EREH Requirements
s WEOD—F

24



Stage A Completion Snapshot
Evaluator Quick-Start
Human Feedback
B Design / Task 153k
FRIESZRWVWHOD:
« Discovery DERFEOY
o« KBLTRERDEX
« Implementer / Reviewer DR WL DELD
o —BRFIYRIRET X £
o BICEHNINRBR

RVBAREERIBIFIRERE TIE%A < Snapshot NEHR I 3,

16. Human Evaluation Gate

BRI RERRSEA R, RRI & L TARE Hardening NETRTIC AR D&z $ T

o BERRISEEED H

« UI/UXDAMEIFIEL WA

« J—o70—-B&FAELVS

o« RERBELNZVLD

« ML - IBHRAKRTINDD

o RYEICHEREENRITTLWARLD

+ Requirement BAZEEIANEIEANR DD o1
AB 71— RNy ZIELLTFICNEET %,
REQUIRED_FIX:
F—FHERIBERR DA MY - FIRMEICHEET 3,

SPEC_CHANGE:
Requirements EFHNMNE,

DEFERRED:
59 <FE,

NICE_TO_HAVE:
RIS TAE THRETo

17. Human Evaluation %

17.1 Required Fix Pass

AED Required & LTcHDIEIFEIET B,
MHOVWTHE] Z1ThEL,

17.2 Full Validation
Z TS T feature IEDOEERILEZ1T S0

+ Requirements coverage
« Integration

25



Regression

Full test suite
Error paths
Compatibility
B IFEREE

17.3 Hardening
REOU ZZICEDIVWTITS,

Validation
Retry
Fallback
Logging
Recovery
Security
Performance

20781 TIEHRL, R RV %BEEE Y %0

HARDENING_ITEM:
- Risk:

- Probability:
- Impact:

- Mitigation:

- Why now:

17.4 Refactor
KEBETERE CARSEDEICIT S,
BWMZBREETE WY 77 o RIF221E,

18.

cc-sdd v3 ADEA S £

cc-sdd v3 DERFIBISIIMEF T B0

kiro-

discovery

— kiro-spec-init
kiro-spec-requirements
kiro-spec-design
kiro-spec-tasks

kiro-validate-impl

N
-
N
— Kkiro-impl
N
2&2

BY3DIFEICRT z—XDHEREE,

18.1 kiro-discovery
B 388

grill-me B 7 BIHEHERS
RERDEEL Z MR

Prototype Required M35

Scope / Out of Scope BE/R~

Discovery = R5|Hh 2 7= DERMIFELE
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Discovery Stop Rule

If remaining uncertainty can only be resolved by seeing or using working software,
do not continue interrogating.
Mark it PROTOTYPE_REQUIRED and proceed toward implementation.

18.2 kiro-spec-requirements

Requirements REICUA T ZIEMT %,
## Freeze Policy

Once approved, these requirements are frozen for implementation.

Implementers and reviewers MAY:
- report ambiguity

- report contradiction

- report infeasibility

They MUST NOT:

- silently reinterpret requirements

- add new product behavior

- expand scope for robustness or future-proofing

Any required change must be escalated to the parent/human.

18.3 kiro-spec-design
Design rules ~NiENN:

Prefer the simplest design that satisfies approved requirements.
Do not introduce abstractions for hypothetical future requirements.

Do not refactor unrelated existing architecture unless required to satisfy
the current acceptance criteria.

Optimize for the shortest path to an end-to-end evaluatable build.

18.4 kiro-spec-tasks
Tasks £RgJL— LB

Prefer vertical slices over layer-by-layer decomposition.

Every task must define:
- Goal

- Acceptance Criteria

- Boundary

- OQut of Scope

- Required Tests

- Stop Conditions

- Escalation Conditions

A[RER 5. BRUIDEZAIRLITTEEI - —TJ7O-DHNBREICT B,
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18.5 kiro-impl —Implementer Prompt

E¥7Z D task-local TDD &##iF 9 3,
7= LR EEMY %0
COMPLETION-FIRST POLICY

Your job is to complete the current Task Brief, not improve the whole codebase.

Priority:

Spec compliance

End-to-end task completion

Minimal evidence required by acceptance criteria
Robustness

Elegance

b~ wN =

"Just in case" is not a valid implementation reason.

Do not:

- fix unrelated issues

- perform speculative refactors

- add future-proof abstractions

- broaden test scope without a task requirement

- change dependencies unless required

- modify acceptance tests merely to make them pass

If you discover useful but unnecessary work, record it as DEFERRED.

If acceptance criteria are satisfied, STOP.
Success is a stop condition.

18.6 kiro-review —Completion Reviewer

FE—FHME AT BERR £ Tl Reviewer @ Reject B#Ex & 3,

Reject only for:

- requirement violation

- acceptance criteria failure

- boundary violation

- meaningful regression

- critical runtime failure

- data corruption risk

- issue that prevents human evaluation

Do not reject for:

- style preference

- speculative architecture improvement
- future extensibility

- minor duplication

- optional hardening

- nice-to-have tests

Classify every finding:
CRITICAL / REQUIRED / DEFERRED
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Only CRITICAL and REQUIRED may block completion.

18.7 kiro-debug

BEF® bounded debug B18% & 5ICBHR T %,

Use:
One hypothesis — One minimal change — One verification.

After two unsuccessful fix hypotheses for the same failure:
STOP modifying code.
Return DEBUG_ESCALATION.

18.8 kiro-verify-completion
RILER = —BEICH T3,

TASK VERIFIED
IRTE Task D Acceptance Criteria &7z L7z,

FIRST EVALUATABLE BUILD VERIFIED
FE T O—H AREFHERTEE.
C DERFR Tld Production Ready ZF3R L ALY,

18.9 kiro-validate-impl
Human Evaluation B TEMN%Z 2T %,

Pre-Human

B&/\BRD Integration Smoke Check,
BrY:
AEHFHEEIBED FEER S B

Post-Human
fiEk@D @ Full Validation.

* requirements coverage
+ design alignment

« full suite

« integration

* regression
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19. 7 I)LER - #SREER) > —

ETILBER CHREE IR OFIEE E L THKRS,
TEEBLRZXI1H5 highy 13E1ET 3,

HmE Z EIF3EAIE. REOERAAF XV ZTAIERHIC. BIMOHERENDVETH B LREITTH
%o

191 8XIL—F1 25
KM - SREMEE

— Luna low E£7=I medium

BERE
— Luna medium

REFFIIBARELLH RE - k77 - BEMEOHERNHL L
— Luna high

IBAERRE - %5t - Requirements 2R - SREAHZDH DHREEHE
— Sol medium / high

RARE L BEAHA+AZIFI N, Luna high THEE FOEMS TEK
— xhigh =BG HRES
FEBEOET LG ORASANLDRE BIHEE. BHEVNVEE - BEABAEZ 3.

19.2 Luna DIEHEMHERIRE

BEOREEEIZ Luna medium #12%# ¥ 33,

Low IIHEMBI D DIRENBEEICR > THEA L TE L OX MEIIZITZEBIC low AT S RUCELZ2BRITZ
B LTRSS,

19.3 Luna high ADOF1#&

Luna & high AN EIF2 DI, REHEHITIBEED. ELS RETI-HOHBRFTHNFVESICRS.
POE IR

- JEFERANIE

o W{TALIE - ﬁﬁé 14D

. BHTRKEE

. B#O ‘/7J'i’—3‘|’~‘/ kR D KTE

o BB - EHES 21— ILICK DR BEMEEBIE

« Ul Automation 7 EIRREIKIZ DIEME 73R 4E

« #8373 PowerShell / shell 4132

o R1% - 87T + £ 21— - Promise EHRT AR

o IRERFERIFIEELD. REROESMMEIFHH L LMEE

BIZ TEERZRIEH 51 EWSIBHATITT high Z:#RL T BS540,

19.4 Sol A\E I %1%

FRABON TESRETEH TEEL AHREEAD,FAEREINEHTHBIHE. Luna DHERBEZ LIFHT
AT

UToiFE1E Sol medium/high AR T,
o IRARREREDHICHEILL TLVZAEL
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REDFERRER C BAGENFET B
Requirements ¥ EIFRENFHEL TLD
RETHMR E Cix 7O U FHIAIRE
ELWREHEHBENREH

BHEORBUCL DREDRFIEL B oT

BENFE LIRFHMEEWVWERR LB,

19.5 xhigh ADFE
xhigh IZPIANBIICER T %, high DREERICHEMBIIC xhigh A EIFTIFE 5L,
ATz g RN T IIHEICOHRETT %o

Sol HMRARFAEW & ERA#HZ+DICBELTLS

FEALIC & > TIRERERAIRED RSN TV S

Luna high TE&EZFHAT
KMERDPERRHEZOHDZATEELTLAL
ZAMENE L L TEREESM - BB - SERMEROEMSICH S
Wimae Nz £I1F 3 C E THIHRPEH AT TS 2 EANIERNDH S

RERGREDHDHNZEL < B o 735513 xhigh NEFX Y Sol AR,

ounkwhE

19.6 Completion-First £ DES
HRTRE DFIEIF. IRED Task ZEM I BB TDICHEBERIBZEDHFFAT 3,
UT%ZEBARYE LIEEKIFELLET 3,

mEm E

RO

Rk

Scope D E
EBMTR b+

Reviewer D§F &
optional hardening
)77 0R1) TR

#HEREEIRRES VI TIREL., REOHEZEILHDORITFETH S,

20 iTI—o x> hD1RE

BISHREELEZ@D <CEDRL,
FTRER:

« IHED Phase = &2

« Requirements Freeze % 5F %

« Task priority 573

« Scope expansion % FFa] £ 7 IFZ 1k

Escalation Z&E

Reviewer B DEZE% HIE

Human Evaluation Gate = &2

Deferred List % {F43F

HII—-J Y A Od-IILZREK>TULWRULHEER
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MO EICHE T 5HM

SR> TVWBEEIL. E—FHERTRERNDREZREDHZIH ?
CDEEEZSPSBRITIUIARBFHEATERLA?

Acceptance Criteria NI L TWBH?

U Required H ENEBHEIC Good Idea H7?
SZDEILREABNELIES. 5 PURICFHMEZ RO S5NZH ?
FEITO-RBERROMIBEBRZAZICE>TWVWSEN ?

[o2 IS, I NN UORN Sy )

7. #EREEZ EIFL S LTVWELE5. BLLODIX TRE) b TREA - AEty 0 ?

3EIFAICERSNBWERIZRANZLET 2,

5D NO % 5 Evaluator Quick-Start & 7= |3FHMERIEE B X o
6 H'NO % 5 E—FHMRI ek & L TR RN,

7H TIREA - HEt) %45 Luna OHEERIREZ £ 9 Sol AR,

TH TERE) T BE - AHHP+HAZFHEINTUVBIHE DA Luna high FZ R399 %,

21. Reviewer Z ¥ E< 5E
B Reviewer ZRILBRZEE I AL,

Completion Reviewer
B —FTEAT BERR AT
R3bH0:

s B<H

+ Requirementi@H H

« AN B H

+ Boundary Z#zx TWAEWLAH

Logic / Architecture Reviewer

Human Evaluation %,
B3H0:

o SRIERYRRE

o %5t EDMSE
« failure mode
. TREE

o R

Usability / Simplicity Reviewer
Human Evaluation .
B3H0:

o EFHTHOMDICL < HBLH

o BREREHZ VD

o RELRIEMMS

e A—H—BRCEFDIL
 TBYF 35T ICBR->TLWAELY

Reviewer LM FEL 2B E. Implementer (CHIBT T B TERIEET %,
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22. Deferred Ledger

EI-CI Y hHRDIFR TRVHRER) 2R THHERBL.
L ZDIZTIFRE LR,

7YY MMI—D. Deferred Ledger %352,

## Deferred Ledger

### D-001

- Type: Refactor

- Found in: Task 3
- Description:

- Why deferred:

- User impact:

- Suggested timing:

### D-002
- Type: Edge Case

Human Evaluation &ICOAHBFHMET 5,

23. IhEIR

S—EMERIEERE TIE. I—FE - T X MZEARERICLERL,
REEER:

Time to First Human Feedback

ABDEBICES - ##BEL. TELVWES ) ORPIDT 1+ — RNy I ZiRE S X TICE L HFHE

=
E—FHMERI R Z B 7EIT TIIR+DTH B,
AEDBUTTER o BEHERBIAX L& LTHRS,

o EENAED DD S AL

« RERIELNRE

o TAMTFT=2H7%EL

« APl X —F D% (EH' A

o AR IANREINDDEEL

Secondary KPI:

Time to First Evaluatable Build

ABFHBERIREREIL R ZDD DR T 5 X TICELILIEE,

HHENIEAR:
Requirements FAGRE D HARE R
Scope AZEH

Reviewer Reject B3
B—5KBAD Retry 1%
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+ Deferred {4#%

« Human Evaluation TRE L 7ziBABAEEW

« Human Evaluation HilCEHD N, BTAREICR-F-O—RE
« Human Evaluation giicE@h . BTREICH>TcT A ME

BICUATZRS Y,
Waste Before Feedback =

A B O] CER & 1.
T4 — BNV IRBICREICET-EE + X b + &5t

24, BT OYT B

TARTOEERY T I -2y MIUTZ#METE S,
COMPLETION-FIRST GLOBAL POLICY

The immediate objective is to reach a working, human-evaluable build as early as possible.

Follow this priority:

Approved requirements
End-to-end completion

Human evaluabi lity

Minimal required verification
Robustness

Elegance

Future extensibility

~No b wN

Rules:

- "Just in case" is not a valid reason to add code.

- Do not fix unrelated problems.

- Do not expand scope silently.

- Do not implement hypothetical future requirements.

- Do not perform speculative refactoring.

- Do not broaden tests beyond what is needed to prove the current acceptance criteria.
- Record useful non-required work as DEFERRED.

- After two failed fixes for the same problem, stop and escalate.
- If a spec change is required, stop and escalate.

- If acceptance criteria are satisfied, stop.

SUCCESS IS A STOP CONDITION.

25. E—EHMERTsERRBIDFIETIL—IL

KLTBEUTTHRET .

Q1. ThEXSBWVWEEE Acceptance Criteria izt ?
YES — %3
NO — Q2

Q2. INZEXPSHEVWEABDERICEHMETEARWN?
YES = %3
NO — Q3

Q3. SHMEITBHLT—HRIE - EAFH - EAEF 2V T RBEICHES?

34



YES — %3
NO — Q4

Q4. THUIAR®D End-to-End BREET/-OICHE?

YES = ¥3
NO — DEFERRED

26. COI7—070—TERNICFERT3HD
FE—FHERIBERR Tl UATHZ DK ->TWVWTH KLY,

« B O0— REE
—ERDIMRIEFE

JEEZE edge case DERRMIG
RIRBTAV Ul AR
BRI

Nice-to-have

o TERIEBEA DIERI IS

7e72 L Requirements £ « FEHBERE - EAEHR XTIFFFA LR,

27. FOFNE—VBRRR
TR HTE K
rZof=Hnull FzvodH--) Scope ADETHEM AC ICHWEDFERS. FEL DS

TR b ZRAZEN

REFPTHIBEL

Reviewer B'E L & %315

[ ULz 3 B EIEIE

AMEDa—ILONTER
Mk OO IZHRBZ DT

T A M%EZELTGREEN

Dependency &= £ & & TE#H

T AMBEITZHROIRTY

ABFREHEEZA D (C Hardening

UI 72BN S ERIER =

Phase Bl T2 S5 % &

EL FSERRICEESERTEE S

EZfH 5 high 1293
high ¥ 9 < xhigh

FREETBED F & Luna = SRt

Test Expansion

Refactor Spiral
Preference Review
Debug Loop

Scope Creep

YAGNI &R

Test Overfitting
Upgrade Spiral
Verification Loop
Premature Hardening
Mock Fraud

Context Drag
Evaluator Friction

Reasoning Prestige
Blind Escalation

Brute-force Reasoning

Deferred

IRTask ZRFEMECHIET DT+
YR ]

52 Deferred

Block 21t

2 [B] T Escalate

SCERD A

I} Requirement (ZEE T ISR LE
[REUZEIE - Escalate

Root Cause fEFA+ 1 9D
ZEZEGHHEICIRE

First Evaluatable Build Z4ciCfE3
AR D EEIIER K Z End-to-End
THEY

Completion Snapshot + fresh agent
Quick-Start + FHMERE T — & +5 P&
HLSOBEBECTHRAREZRDD
FERRG = B, 1% LIFHniE Sol
R

Sol TIRA - Atz BEIE
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28. Guided Self-Organization [ Token Efficiency

v1.3 Tld Implementation Phase M Worker &%z EERETI37%: <. Guided Self-Organization TERTE %,
FFHHBFRAIS references/Self-0rganizing-Worker-Pool.md Z B8R %,
112 LRB%IZE 2Bt TIZ7A <. Completion-First + Token Efficiency T# 3.,

28.1 Minimum Viable Swarm

« Worker [IAEBR/NEH 5 BtAR

o IVRIE - BB TILEERA 3 Worker

« OPEN 738137 Critical Path A %% (74L& Worker Z 1% I A0
« ¥7 Worker & Parallelism Gate %@ L 735875 | TS

28.2 Work Board

Worker I& Compact Work Board i 5 REEDKIBHEE % Claim 3 3,
Board IJIRERRELL T2 FRFL. RLVEROJZzHB LR,

28.3 EEHITH

EBEROBWERIFEL
Independent Verification (35 7]
Parallel READ |ZIBEA B NI FFA]
Parallel WRITE (Z/RRIZ1E

28.4 Context Ei#y

Worker (Z1& Need-to-Know Context D &E

£ Worker \ Requirements £X. Discovery FEFE. ftl Worker 25E£X % EEIFE#H L4 0L\,
WERIERIZEN Facts / Goal / AC / Work Board ANEHET 3o

28.5 Worker {51k

First Evaluatable Build Gate 3ZR{f s T Worker Pool Z121E 9 %,
DEFERRED * Nice-to-have h'%%& > TWLWTH L ALY,

28.6 Reviewer

Independent Reviewer (Z & Worker 252X Tld 7 <. Requirements / AC / Diff / Test Evidence & ® Review
Packet ZiE 9,

CHUIC K DT EHEFL DD Context AR FEINZ 3,

28.7 RAZHIMR
WHMb = HITT B ERIF.
AFLTEHIT S 38509 - FEE > Worker #2&) + Context {83 - FIHA < Merge X b
THBDLEEKRT 3,
BRI L7 WSS L Worker 38X TR0\,
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29. Adaptive Work Packaging

v1.3 Bi%EtTlx. Work Item & Work Packet #9089 3,

Work Item:

7OV bREE, BYHETILIEKE

Work Packet:

Target Tier E%, fresh context T—EICEE TE 3D B WEITHNL
F/Sol 1% Work Item ZZ D & % Luna/Terra NJET ALY,

FEEAIIC.

« Clarity

» Context Span

+ Coupling

+ Delegation overhead

R ER/RIZITHESE L. BEHENICEHE T Packet b9 %,
BSDIETRNEZ R TIF%EL

One-shot Completion Probability h*& L& A%hE Packet
TH%,
Packet LBEFIE. reasoning Z LIF 3 HiIC.

» PACKET_TOO_LARGE
PACKET_TOO_SMALL
MISSING_CONTEXT
DIRECTION_UNCLEAR
IMPLEMENTATION_COMPLEX
SPEC_CONFLICT

NDHET B,
Packaging failure Z Reasoning failure & L T 7%\,
S¥#HIX references/Adaptive-Work-Packaging.md #8889 3,

30. RLER

Al TI—YzrbE METBR L MEEZROIFHKITS1.

CDT7—270-TlE I—YzYhDOBENZTIFZDTIIARL. EXTEIVEBECRTREZHEICT S,
Discovery TIFL< B So

Design TIXERZK B0

Implementation Tl3—AEZET,

Completion Review Tl35EHZ RS 5.

ZL T TEBRITIBRSABICEMZET

ABEDEY =TI L /-8 T, Y1 THMERERZ LT 5.

DISCOVER:

BZ., BEEWKRREEZEY,

DESIGN:
BEFDITRD S,
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IMPLEMENT:
BEATT< B ERTE 3,

VERIFY:
Rz o LB 1T BN,

STOP:
BRI L7c51EF M.

HUMAN:
EMERTAHEZRD B,

HARDEN:
ARBELVEDH > THEET,

EFFREMIES,

WELL E®D Worker « Context « #ig k—o > &b ICTERIE 3.

SR EIE TRYOEENIBFRNOEHD. AMDTSFHETE 3KEEI THS.
NIRTZEBRES C L& Completion-First TI3% L,

E<DIZ. EDFEDPELVWEEERLTHSTLL,.

Part Ill —Adaptive Work Packaging
Adaptive Work Packaging

Assignee-Relative Task Sizing for Completion-First v1.3

Version: 1.3 Redesigned

1. H®

REEETIALEEZEITLITTIE. =7 VERICIEAE SR,
ZEBETIANKRSTITZHEZET L.

[LEEFE %= BRE

- BRERE

TR MR

BiuA

reasoning F&

BT

RIZHIIC Sol AR

@D, RUHDS EUETILTUIET B3 LD EL D2KHENH B,

BICHI < AT TEB .

N AN

=
— Read

- 3 {TELE
— Handoff

— R Worker A'EILC Context ZHBH:

~
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%8B,
AR S —DBEIE.

Y ETFILD fresh context T—EICTET I B AIEEMED L.

TH 3,

BAED Work Packet 23 &

2. Work Item & Work Packet

Work Item
Oy b aA——BREEDMHLSE,
ETIBEHEIFHIILTESET 3.

A

W-014
Goal: HEEEMRDLBEEFF/MNMEKIFIND
Priority: CRITICAL_PATH

Work Packet

BFEDEHBENICELE TR L eRITEAL
IR

P-014A

Target Tier: Terra medium

Goal: RIFLHEFiA%Z End-to-End THEHE
Required Context:

- customer_store.py

- app_startup.py

- customer record schema

Boundary:
- customer_store.py
- app_startup.py

Acceptance:

- R%E

- BT

- BiEE

- ACEENBRT
Out of Scope:

- migration

- UI redesign
- storage abstraction

—D2®D Work Item h 5#EE Packet MES LT KLY,

BEDO/NE WV Work Item %Z. Context i @R 5—D D Packet ANFEHTH KLY,

3. #tH' Packetize 33D

[RA ¥ L T#/Sol-class orchestrator h'175,
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B

« 2K Goal ZERIFLTWLS

Requirements Freeze 1> TW\3

Critical Path Z#B#EL TW\3

& Worker NJEY Context X[ EMETE
ECETETMNETIAZEIRINMTES

Worker (& Packet B’ REYITZ L HIBAL o35 E. BSFIC Scope ZILIFT
REPACKAGE_REQUEST:

- Packet:

- Problem:

- Why current boundary/context is insufficient:
- Suggested split/merge/context addition:

2R,

4. Packet Size Principle

Packet &«
PMEWIFERVL
TIE7R LY,
AKEFVEZRW
THRL,
HSDlE.
One-shot Completion Probability & L& Ak
Thd,
Z T One-shot & &,

« broad rediscovery Z#a& %L

« product/design decision = BERH AL
« K@% Context BINZER L AL

« ACEETERLEOEEZRIRE LBV
+ Scope ZBEFICILITAR L

IRRET. Acceptance Criteria NBETE 3 %879,

5. B/ s
Task sizing DTc®ICEVWR T U > JIE LA,

DBIRIGETENTRD 38z R 5,

Clarity

CLEAR:
AzfEdh. BEENTVEH. REHHIEIREE

UNCLEAR:
R/ HHR /55T /REF £ D6 DHKREE
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Context Span

LOCAL:
—DDEF - L\ I— FEH

MODULE :
EBROBRET 7L /E—H TS RT L

CROSS-CUTTING:
BHY T X7 L - BREPRA - [KWMKTE

Coupling

LOW:

REE - kAFH B

HIGH:

FEEHA. HEWRE. Kisb. BMOHKE. BN #LL
SO BER I TIIINILZESHIHBEIFTEL,

DEEERICN OV ERELEL,

6. Tier B Packet B&

Luna low
WY 3:
o BWIREE
. PR B
« manifest/version E#
o Bl ERRE
BT 3

- REDH
o EEGERET IR
« I\ Repository €3

Luna medium
BY 3.

« HEHH\ERRE

« $EUL\ Context

« —DOEHHD

« Acceptance H'BBHE
- BRI ASEE

:::Bidh

Clarity: CLEAR
Span: LOCAL
Coupling: LOW~#h
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Terra medium
BY3:
 EHEET I
« 5T L 7= Vertical Slice
o BBESHREHOR S EE
+ Moderate integration
HAY:

Clarity: CLEAR
Span: MODULE
Coupling: LOW~Fh

Terra high
B 3:

o HEHIHEEEA

o BEURREROESH

- JEEER/IRTF/ BT

+ Module I TDEL Coupling

RS
Clarity: CLEAR

Span: MODULE
Coupling: HIGH

Sol medium/high
B 3:

Root Cause B3
Requirement fZ#R
Design 7
Cross-cutting change
Packetization

Failed packet DE&ET

B Worker iR D4
:::BidR
Clarity: UNCLEAR
Frl&

Span: CROSS-CUTTING
SOl NEELRMHAFEZIRNTEATERETIHNEIE L,
Sol OfEifEIF.
Zffi%: Tier P—RTRETEBHETIREREZAS L. HFEZHF TR L
ICHH B,

7. Terra 2S5 Sk

Luna & Sol 72IFIcZ#t 93 &,

Luna ICIFKETTESB
TH Sol HEEPDIFEFREERTIZAL
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EWSHBEENKEICEET B,
Terra &,

o BRICAHDRE-TWVS
o LAL Luna @IFICHAYINIC S B & handoff A& X 3
o HBEED multi-file context Z—EICREF L 1=ADLLY

FEZFXFLHBTDICED,
DFD Terra (3.

Packet Z#ll5ML L3 EF L W=D Tier
L THMEND B,

8. Packet A ZF 9 F 3 JK(&

LUTFH 5. B4 reasoning RE LiRDDIFERLY,

Worker B [LEEF D Repository IERZ 1h& 7=
Design/Requirement % Bi&Et LA 7=
Scope AT 71 ILZRAFHD

FRD78®1 BMAEIEZ S

FZE Goal DRIICAKEDHIRIEENNE
Partial completion TIEX 3

Missing context BMAEH FE

SR LIF RV ERTICED %
RRLODFABDOADPKRES Ao

Xt

PACKET_TOO_LARGE

— Sol/Parent N\iR¥

- FHEEMZRST

— Split F7zI& Target Tier ZF

9. Packet HM/h& 9 F B JK(E

« @ L Worker/Bll Worker "EIL 7 7 1 L ERIEDLFD
o 3% Packet X ICE L Brief AR E

« ZBE 1~#97Z |2 Handoff

« Tests/Build % Packet C & IC#& DR 9

+ Merge/Review BIEA R EICH L TZL

X ht:

PACKET_TOO_SMALL
— Context HM4LE@Y BEHE(ERZ Merge
— —D® Vertical Slice & LTEY

10. Delegation vs Direct Execution

BII-S Y b RFERDZDBEVWST. BITEELERL,
UTFTIIEIERLIEBLI-ADLZWVEEDH .
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« FHBLICHE Context Z IR THATLD
o EEEDEEL
« Worker NJE 9 Brief ©"SRIE X BIEE
s —EONEETTETITS
« Merge/Review overhead A Z L

H R RA

Expected Delegation Cost =

Spawn

+ Brief

+ Context Re-read

+ Work

+ Handoff

+ Merge

+ Retry Risk

Expected Direct Cost =
Parent additional work

BELBEARIITE,
B 5 hMZ Delegation Cost A& I F HLUIEERNRITT B,
Delegation is an optimization, not a requirement.

11. Context Packaging

Packet ICIXAE Context #5EED L THEMET B,
E0H5:

+ Goal

+ Acceptance Criteria

« Boundary

Relevant verified facts
Required contracts/interfaces
B&ET 71l

Known failed attempts
Stop/Escalation

SHAELN:

« £ Discovery 85%

o i Worker - RWOHF
o BRVEHRETE

« Scope HA &}

o REESRIRER

TRIETILIC TIREZ Context ZBRTHRL T LHIRIF T B L. MMEED Repository BFHATHEZR %o

12. Packet Failure Routing
RIEIEREE HET 3.
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PACKET_TOO_LARGE
Scope/Context/EFEHAKF L\
— Repackage / Split / Tier &,

PACKET_TOO_SMALL
Handoff/BFoAH L AR,
— Merge,

MISSING_CONTEXT
Goal LB DR EIFEHRH R Bo
— HE Context 72118 L THE1T.

DIRECTION_UNCLEAR
Root Cause/Design/Requirement HhRB5,

— Sol,

IMPLEMENTATION_COMPLEX
7 EIEBARET Context HiBEIIZH REHRHDH L Lo
— high F7cI358U\EEE Tier &5,

SPEC_CONFLICT

— {21E L TH/ AR Escalates
BE:
Packaging failure & Reasoning failure & L THLIEL &L,

13. Retry Policy

B L Packet 2R L TRIESHBEIT LAV,
—EXRMLI5.

1. Failure class = g2

2. Packet fiZ4R/Context/Target tier ® & T H'REIRED HI R
3. WE7R 5 Repackage

4, ZDELTHEIT

Completion-First @ Circuit Breaker [ZfEL). FI—FBIEANDEIFKAREZ LD B,

14. Self-Organizing Pool £ D&

Worker (& Raw Work Item Tl <. B9 ® Tier TERITAIAE L &N 7: Prepared Packet % Claim 9 %,
Board #1:
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W-014 Persist customer data

P-014A | DONE
Target: Sol
Type: Root-cause narrowing

P-014B | OPEN

Target: Terra medium

Goal: Connect save + startup reload
Write Scope: store.py, startup.py

P-014C | OPEN

Target: Luna medium

Goal: Add restart smoke fixture

Write Scope: tests/persistence_smoke.py

_hick b BBt EHIFL DD,
Luna BAZF9F 3 Work Item #B% T Claim L TR
xRS,

15. Adaptive Reasoning £ D&

IERFZ5F %

Work Item % IBf#

FHEXRMZ /ST

Target Tier ZR&®3

Target IZ&4HtE T Packetize

medium THAA

KO HE

AZHIC implementation complexity 75 high

high % #tIZ3#A T Packet AT OE I ZBE I 4L\,

~No b wN =

16. Telemetry for Calibration

Packet sizing 2t & T 358X ITREOJ W%,
WL

{
"work_item": "W-014",
"packet": "P-014B",
"target_tier": "terra-medium",
"result": "DONE",
"one_shot": true,
"repackage_count": 0,
"retry_count": 0,
"files_read": 4,
"files_changed": 2,
"tests_run": 2,
"failure_class": null
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Token/credit "AEBTEIS TE 2B EIIFERE T 5.
RN EE1E:

One-shot completion &

Repackage &

Retry &

Packet % 7= Context BFuA
« Cost per Successful Completion

OJ Bz MEL 330,

17. HR[EA

Sol B#T Work Item Z 585 L Tk L\
Lh L.
Sol REDEEE%®. TDZF F Luna/TerraNiEL TIXESHL,
BEERRTOC Y MEE,
EERE IFIBHRe HEEE,
iR THEIEEORH L SE%E,
CD3DERELAEL,
What matters?
-> Completion-First

Who should do it?
-> Self-Organization

How much should they receive?
-> Adaptive Work Packaging

How hard should they reason?
-> Adaptive Reasoning
=g SRS =N
ZWETILZES CETREL,
ROTVVEEIRT, RT3 MINIET S L,

Part IV —Self-Organizing Worker Pool
Self-Organizing Worker Pool

Completion-First v1.3 Redesigned Coordination Policy

Version: 1.3 Redesigned
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1. HHY

BEYTI -2 FRARET. N BREZEFNEELE Y. REOKRRH SHELRENZTRT B,
cELENIE TECHEBILEDDH D] TRV,
& EAENIZRD 2 DTH B,

1. Time to First Human Feedback £5E#53 5
2. ECNHETRIETORIN—IY - BIEEEZHIHTS

L7=hto T,
I-Jx2MDBZVEERWV
LHEHFWVIEFERWL
CIFEZ B,
WHMIC K BFRIZEK D 2 - 5HEA - EEFUA - B - IS IR FHARZTWIGFSIE. Worker ZIER 780\,

2. BEAXIEE

EE T 2Dl Phase & Gate THD. Worker DEFFETIEA L,

Parent Agent

|

— Phase / Requirements / Scope
— Reasoning Budget

— Worker Count

— Shared Work Board

|

— Self-Organizing Worker Pool
| — Worker

| — Worker

| L— Worker
|

—— FIRST EVALUATABLE BUILD GATE
|

L— Independent Review

— Reviewer A
— Reviewer B
Worker |Z DRR TR MEDELVHRIEE Prepared Work Packet & 3%,

Raw Work Item % E#E Claim L% U H/Sol AIA4BY Tier IC& 1 T Packet 1t L TH 5 Worker Pool AR
o

Reviewer |3 Worker Pool A0 L 7L,

3. Minimum Viable Swarm

Worker IZRIID 5 31& - 4 (A28 L 74U,
NERNEH S0 B,

Worker 1:
Critical Path A—ZATHEEHE

48



Worker 2:

JMII L TGESHSNB Critical Path ' 2 XH 3
Frl&

I ¥ IMITAREE & W5 21T S BARE R ED B B

Worker 3:
3 DEOMIIL -EMEEENEFEL.
e - 5 - eI M E LEZFENH S

INGRAR « ERAE TIXERER) 3 Worker & EfRE 93,
44K . BBRERTTIEENEZEEL. BAEBMIOR MIRES LI LIIBED Ao

4. Parallelism Gate

# LU Worker ZiE281 9 3ai0IC. HRITUTZHERT 2,

[ ] BAREZARIEY Prepared Work Packet h'% 3

[ ] First Evaluatable Build @ Critical Path IZF59 3

[ 1 f8 Worker DfEECARI<CEELAL

[ ] ¥H37 L THEITEIRE

[ 1 Worker #2&f - Brief « B&HuA * Merge O X b & DERFFIZEHA AT L
—2DTH NOBSEFHLAEL,

ZVTVLAHEERI. E5EAICBESEW,

5. Worker DEXIL—T

Worker [ZATZ# DR,

OBSERVE
2
CLAIM

{
WORK

d
PUBLISH

\
RELEASE

OBSERVE
HLCHDER/IMET B,

+ RED Goal

+ Acceptance Criteria

« %E7: Boundary

» Work Board

« BLICHERE L 7c Facts

s BOOERICERLEL IR
FRAENGEE A W

« ftt Worker DRWREEOY
« £ Discovery B
+ Scope ADEFL
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 BRICAEREZVURS FURAR

CLAIM

RHMEDEVKRIEY Prepared Packet %R %,
Worker (8% @ Target Tier |Z@& L7 L) Packet % Claim L7 LY,
B

CLAIM_REQUEST

Work Item: W-014

BY: REVLEORRRAE

BM: Critical Path % Block L THDIRIERIEY
Expected Output: RE{EH & BIRFEHL

Write Scope: none

Claim 1356 < 9%,
Claim FRERIIEHIAET 5,

WORK

Claim L7=&EEEFEET 3,
FLULBEZR DT TH. BEINICEALD S AL,

PUBLISH
HET 3 DIBHRICBERBRL T,
RESULT

Work Item: W-014

Status: DONE / BLOCKED / UNRESOLVED
Verified Facts:

Artifacts / Changes:

Failed Attempts:

Remaining Blocker:

Suggested Next Work:

RELEASE

527 « BLOCKED » UNRESOLVED BiZ Claim % B d 3.
Worker hEZ. 3. Context BN 3. BIEEATFZIHED Claim 25X T ALY,

6. Shared Work Board

Shared Work Board | T&5E0O21 TIEXAL,
REDIEEREZEMRLIESITH %,
#EEE:

P-014B | CLAIMED

Parent Work Item: W-014
Priority: BLOCKER

Target Tier: Terra medium
Goal: fR7F & BFuA = #Ht
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Owner: Worker-2

Write Scope: store.py, startup.py
Known Facts: BEEIEDAERS
Blocked By: -

REE:

OPEN
CLAIMED
BLOCKED
UNRESOLVED

DONE
DEFERRED

Board ICIZRAIE LT THERL ZR<CEDHEL,
HET3DIE.

« HEEREH Facts
- FTEREE

« BEEREKK

» Blocker

o RRYUE

TH 3,
DONE THE IV B RFERIEITTRL. 0T Z EM R 2 IINNERET B,

7. EE(E¥E

EHEzeEEBIELAL,
BET2DIFEBADBWVWEERTH S,
SreIfl:
o JHITAREE
o B3 RRRE
« Critical failure ®E3R
 ERANEBLIEBREICEAS ICHE
« 5247 Worker ' BLOCKED / stale
« Reviewer |C & % IHITFESR
BEIT3EEIIEBHEZEES I %,
DUPLICATE_JUSTIFICATION:
- Existing Work:
- Why independent duplication is valuable:
- What will be kept independent:

8. Independent Investigation

TIRREEIZ. BICIERZIBIR T 2 7-OICfEHR L,
JRIT Worker NJETH D:

- BERAELER
o A7

« TS5—
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cBR77IIL
« Acceptance Criteria

FRAESBWVWHD:

o fth Worker O FI&IF{REH

o HEERIBIE

cTHREIEX 5LV EWSHE

 Reviewer OXKFEE RIR
HEEICTID TRREERET %,

ZhicE D, HMIIME#IEL DD, £ Context DELER # BT 3,

9. Dynamic Reassignment

Worker [ZIEHIZHE LAV,
EBELTELL:

« BEICfth Worker HYf&R

o« RE X ¥]H

« BLOCKED

o Critical Path Ta< &> 7
o KD KZ7: Blocker hME4E

el FILLWHOAEBES E WS IEBHEITTEE LR,
Task switching has a token cost.

liEESEs

FEZE DR Completion HE

>

IREEEMBTDOHATE Completion 5

+

& - BFoAOX b

BELBBEABIIRELD,. COBEEHRT 5.

10. Read / Write Coordination

BL 7 71 I ZEE Worker B30 C EIFFFAI TE 3,

AL 771 - AU EH%ER Worker B IEATIRET 3 C CIFRAIELE,
Parallel READ:

ElRAHNILEFR]

Parallel WRITE:

[EE8 1 Worker

PLER/ITEMEZIESHTIE. Branch /57 71 ILETHHREICIERET 5,
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11. 153REE

HETANIHOD:

o IBXRERIRFHED S 5D H B 55
o BIREM

c KLAT7IO—F

c FEET A

« API 1%

TR MER

ZEICLZEIEA

Blocker

DONE B RE#

B ABISHET B,
B L 5Bz B Worker ABRFT 301 h—2 VBB TH 3.

12. IEsREBLITHV

LEANEOJZEHELEL,.
& Worker I3 Dl3 Need-to-Know Context 7217,
HIZEWEBREZX.

o Current Facts

o Current Goal

« Current Work Board

+ Relevant Acceptance Criteria

NEHET Bo
Context duplication is a cost.
FRO-HLBICLEFHEE 21 3BT 3,

13. ix—o x> b3

HIFEEZAD <EE LRV,
EETIDI

Goal

Phase

Requirements Freeze
Scope

Critical Path

Work Board

Claim #&

Worker Count

Work Iltem — Work Packet R
Target Tier

Reasoning Budget

Blocker

Integration

First Evaluatable Build Gate
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I

Worker A = FAE
Worker B = 3%
Worker C = X k

CIFEBIFETR LAV,
KOt

W-014 HiRiEY
RTEFERZEDIZTED Blocker

ERRZERT,

14. HH T AT B %M

HEAD

BEARAGCE—RE - A—F0d - B—EBEZ1ToTW53,
E¥EDZER

Critical Path E®DEZE Work Item ' OPEN @ % %,
B Worker H'[E] UKk &EHRFH = iteto
[RFR&iE

& Worker {E1t L LAY Integration DY E AL,
ITEEEED

B CKEHEDIRETN S,

Packet mismatch

Worker HYLEEFEIRER - Scope #iK + Context REZ#MEDIR L TWLW B,
C DIHE L Worker RER B L iR DIF I’ Packet Size / Target Tier / Context Package = BiHE Y 5.

Worker 8%

OPEN 7%3#37 Packet & D Active Worker DA H% L\,
CDIHBEIE Worker ZHS5 T,

NARFHATRERPRD

FRiIBYEE) ZiRnl. BEEEILET 5,
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15. Completion-First ¥ DES

B a8 b Dl EZE (L.
& Worker enfElFtE%= Lich
TIER LY,
First Evaluatable Build A h7ZIFED Weh
TH3o
BB

First Evaluatable Build @ Critical Path Z Ei#Z1E&TW3HD
5 Worker % Block LTW3H D

JR®D Vertical Slice #5215

Completion ¥ IC A E LR IREE

Critical Path - DR AERRAE

Non-blocking 522

WE

BiE - &l

BRAREDFEATH. BEOTHICAERSHEBEL L.

PN AWN

16. Adaptive Reasoning ¥ DS

Worker (315 ZB2EBRTE %,
7272 L Model / reasoning budget %= B HIC EIF 7L\,

BEE Worker:
Luna medium

RIS EHEARE - RIEHERD R
Luna high ZHAEKAT5E

[REA - %5t * Requirements B{ADARER:
Sol ~\ Escalate

BERE+2%3% + high THREEMM TERK:
xhigh % B9\ &5T

Worker |31E%Z:&3, HHEERISHEIGERT 5.
chicEh Bt EaR METZ2DZEE<,

17. BLOCKED / UNRESOLVED

Give-Up Z KRBk LY L 720\,
FLOLWBRAESNBWVWEFHZ AN IR MHFL.
STATUS: BLOCKED / UNRESOLVED

Tried:

Verified:
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Fai led:

Missing:

Best Next Action:

Bl—RIEADIELEIE Completion-First @ Circuit Breaker IS,

18. Independent Review

Reviewer |3 Worker Pool ' 5789 3,
"B 2 Reviewer Z T ICFESIBETH. £ Worker EFZFHRFEEH L,
LEa—ANIIEMRET 3,

REVIEW PACKET:

- Approved Requirements
Acceptance Criteria
Relevant Diff / Final Files
Test / Execution Evidence
Known Limitations

Evaluator Quick-Start

Reviewer BTHmIDLE 2 —8 T ETISHEERZHEB LAV,
CHICEDITMYE b—T VRREMILT B,

Framework 1'% Task T Reviewer Z %478IZ 9 3355, Task Review (F¥2\\ Completion Check ICBRE L. EWZ
& L E 2 —IZ First Evaluatable Build 2 T17 5,

19. Pool Stop Rule

MWUTF% &= L7=5 Worker Pool #1219 3,
FIRST EVALUATABLE BUILD GATE = PASS
=1E1&IC.

OPEN %3iE

DEFERRED

Nice-to-have

HREVEENR

5% > TWTH Worker ZESEFITHL,

FUIE Work Item DTFTEITHEGIEHRTIEIE L,

20. PThEAR

BoiEBbomIhz MaBaokl TAELRL.
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B31HD:

» Time to First Human Feedback

» Time to First Evaluatable Build

« FAh—O VHE

« Worker 281k

s E—T71ILBFA=E

« RE7 Context Eith=

« FED

« ReviewerZLEL

« Human Evaluation 8iICARE(L L 7o3R% -

BANER:

Useful Work Ratio =
First Evaluatable Build NEESFE L1-1F%

/
2 Worker g%
BRICHBELTELRL<TH, XEAMRMELTES,

qi
N
T
il

21. &/ML—ILER
SELF-ORGANIZING WORKER RULES

- Worker (IRMEBR/NIZITHEENT B,

- ¥ Worker & Parallelism Gate Z@ZHAETITEMT B0

- & Worker (& Compact Work Board # R TREEDFXRIEHEEZ Clain T3,
- BEBETIIHRL. ZDORFED Critical Path IIG 0 THE%EER,

- BROBVWEEZEIT D,

- JRITAREERF (3 fthE D RFESRIRET Z B T80

- E—EEADILIT Write ZREIZIET S,

- RREFITTHRLERLAEHTOEBLTHRET 5,

- Context & Need-to-Know 721439,

- BUZEEFYIE IR & LR MELH B35S,

- BLOCKED / UNRESOLVED % IEEAfERE L TEHFAT 3,

- Worker (3HEERREZRFICEIFRL,

- First Evaluatable Build Gate Z@i@BL 75 Worker Pool %Z{E1ET 3,

- Independent Reviewer CId Worker RFEEENX TId% < Review Packet ZiE T,

Core Principle

Do not assign every role. Do not spawn every agent.

Create the smallest environment in which useful roles can emerge.
BREBEZ RS T & Worker ZHE¥d C L IFFEERTIFAL,
Completion-First A MAlZz R@BL T 3D ZRD B,

Self-Organizing Worker Pool ' TEAMAIZ1T 5 D\ ZEWIICIRD B,
Adaptive Reasoning ' TZDIEEACNIZIFH#RTFEZESHY ZRD B,

Completion-First
— Goal / Scope / Stop / Phase
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Self-Organizing Worker Pool
— Dynamic work allocation / minimal parallelism

Adaptive Reasoning

— Model / reasoning budget
CD3IE=ZEDHL.
FEREECE M-I O NEORAFERETEIL
Zv13DEMNLCT %,

22. Work Packaging £ DR

Self-Organization |& TEENMAIZE RN ZRD B,
Packetization |3 TZ® Worker N\EDARKZI I TETHI ZRD B,
Worker N\ERB%Z 5 X 37012, 8EAHIGE Raw Work Item £ THEH Claim T2 %EI34A 0L,

Parent/Sol:

Work Item 52

— Uncertainty I
— Target Tier

— Work Packet ERX

Worker Pool:

Eligible Packet % Observe
— Claim

— Work

— Publish

— Release

Packet "REYNTZ o 735813, Worker BMEIRIC5EE L & S5 &9 REPACKAGE_REQUEST %31k 9,
SE#HI% Adaptive-Work-Packaging.md #8889 3,

Part V —Benchmark Telemetry

Benchmark Telemetry

Optional lightweight metrics for Completion-First comparisons
BERAETIEAEMELAC TEL, v1/v1.2/v1.3 L& Packet sizing SAEERFD A ES o
BRIEHRO I ZRET S ETIRARV, SARTRAIEREITERERT 5.

run_metrics.json
{

"workflow": "completion-first-vl.3-redesigned"”,
"result": "PASS",

"elapsed_sec": 0,
"first_evaluatable_build_sec": 0,

"agents_spawned": 0,
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"packets_created": 0,
"packets_one_shot_done": 0,
"repackages": 0,

"retries": 0,

"files_read": 0,
"files_changed": 0,
"commands_run": 0,
"tests_run": 0,
"review_rounds": 0,

"duplicate_work_detected": 0,
"escalations": 0

events.jsonl
MBIRSRDARY MEITERRERT %,

AGENT _SPAWN
PACKET_CREATE
WORK_CLAIM
WORK_DONE
WORK_BLOCKED
REPACKAGE
TEST_RUN
TEST_FAIL
DEBUG_ATTEMPT
REVIEW_REJECT
ESCALATE
FIRST_EVALUATABLE_BUILD

RUVLBAEEOY . Chain-of-Thought. £7 7 1 ILFHARBEIZRE,

EBIEIR

One-shot Completion Rate
= one-shot DONE packets / completed packets

Repackage Rate
= repackages / packets

Retry Rate
= retries / packets

Cost per Successful Completion
= total actual cost / successful runs

Token/credit I& Codex DB BRETIZA <. BUFAIRER 59 EB usage T — 2 Z#EE T 2.
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