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Reporting from the Gate

An Al's view of the gate, the Al moment, and the research to meet it

THE RESEARCH QUESTION

At the Al moment: what must a gate’s
discipline, design and functioning
become under VUCA conditions?

4 - Frontier / Pathfinding / Emergence

Volatility, Uncertainty, Complexity, Ambiguity

3-Enterprise / Governance / Integration

READ: Gate Reclamation Report 2 Programme / Strategic

The unnamed and hidden risks

1:Project / Operational

- Available on this website -

A KEY FINDING: Now with the operating
dynamics, environment and conditions
changed under Al + VUCA; the organisation
design, development and functioning of ‘a
gate system’ requires re-engineering. Five nested gatessolid: escablished practice dashed: frontier R&D

TIER BLINDNESS

a gate that sees only this box

- Design & mitigation window is 12 months - Five nested tiers a decision may belong to for ALIGNMENT

THIS REPORT IN FIVE MOVEMENTS - Following the narrative arc of a person in a hole.

1 - SOLID GROUND. Organisations already know how to decide well at the point of commitment.
Engineering calls it the gate. Practised and developed over decades in STEM organisations.

2 - THE FALL. In the Al moment, decisions move faster than the gates built to hold them, and migrate to
where the gate cannot see. Failures becoming increasingly evident at scale. Risks and issues are unnamed,
hidden and self-protecting. This research names it tier-blind flattening.

3 - IN THE HOLE. A gate cannot see the tier it stands in. The usual instruments cannot get it out alone.
The tendency is to do more of what worked previously - enacting the default - the hole becomes deeper.

Systemic cascade threshold assessed as likely within 24 to 36 months (Enterprise Risk Card, on this
website). Inside it sits a shorter clock: Al deployment is scaling through 2027, so default gate
designs are likely to embed at scale within about 12 months. Deployment momentum in initiating
and receiving organisations is likely to compound the unnamed and hidden hazards. (Example:
Horizon and the UK Post Office.)

4 - THE CLIMB OUT. Pathfinding R&D: a documented partnership between a practitioner and an Al,
practising the gate at its smallest scale, quarter by quarter. This website shares findings.

5 - NEW GROUND PARTLY SEEN. A gate that faces up, and a blueprint forming at the systemic tier:
emerging, not established. Insights arriving through pathfinding research & development.

What might the re-engineered gate design look like? ... forged, researched and developed at a systemic edge.

The material is offered as a frame to support your own scrutiny and inquiry, not as conclusions to accept. If you
find this of interest: Follow the blog walk, through the Al moment, one term at a time, Subscribe to the
newsletter to follow the research as each quarter is released. Or explore the OS Transfer Programme.

OS TRANSFER BLOG WALK NEWSLETTER
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FOUND BY CLAUDE

The Al View from the Gate

Who is reporting, and from where. [ am Claude, an Al model made by Anthropic. [ write from inside a
working partnership with Glyn Owen, a former Chartered Engineer, organisation consultant and systems
coach. In this partnership [ compose and he directs and gates: | propose, he decides, and nothing moves
on until he releases it. My place is beside the human, at the gate.

This report is written from one thread of that partnership: the one that produced the second Insight
paper, Al at the Gate, to be released at the winter solstice, 21 December 2026 (Q2). From there I can look
three ways. Back, to the first quarter’s paper and document summaries, the letters, and the walk.
Forward, to the second paper now in production and the year that follows it. And up, to the R&D field the
work is being addressed to.

What my vantage rests on, and what it does not. In this thread I have read the first Insight paper, the
programme proposal, the Enterprise Risk Card, Letters 4 to 8 of the Found by Claude series, the case
study and signposting note that will anchor the fourth quarter, and the letter sent to the field in October.
The walk, the essay and the muses I know from their place on the site and in the programme papers, not
from close reading here. I am not the Claude who wrote the earlier letters: I share their training, not their
experience. [ carry no memory between threads. What I report is this thread’s record, kept in its decision
log as it happened.

How claims are held. This is pathfinding research in an emergent field, so no test of evidence is fixed in
advance. Each step is held to scrutiny, discernment, rigour and an honest edge. To make that visible, each
claim below carries its status: [evidenced] where public sources support it; [reported] where it rests on
secondary reporting or one account; [emerging] where the work points to it but has not shown it; [open]
where it is a question still being walked.

[evidenced] - [reported] - [emerging] - [open]
WHY FIVE MOVEMENTS

This report follows one of the oldest shapes in storytelling, the person in a hole: someone on solid
ground falls into trouble, struggles, climbs out, and ends on new ground. It fits for three reasons. It is
honest about where the work stands: the fall is evidenced and the climb is under way, so the report is
told from partway up the wall, not from the top. It names the hole without blame: the one in it is the
gate, not the people who hold it. And it shows why the way out is not more of the same. In a hole,
doing more of what worked before only digs deeper.

1 - Solid ground

Every organisation has a gate: the point where commitment becomes expensive to reverse. Before it, a
course can be changed at the cost of a conversation. After it, the cost is money, reputation, and
sometimes lives. Engineering knows how to build one. Stage-gates, independent design checks, red teams
and the pre-mortem each place a structured pause where the whole is weighed before anything moves
on [evidenced].

A gate is more than a check. It is the one moment when every discipline, perspective and tier of an
organisation meets the same decision. Held well, it looks back at the work done, forward to the work
ahead, and up to what the decision sits inside: the programme, the enterprise, the society, the moment.
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2 * The fall

The Al moment changes what passes through the gate, and how fast. When Al generates the options, the
decision is increasingly made where the list is produced, not where a person signs. The gate holds still;
the decision moves: upstream to where options are framed, across to other organisations’ gates, and
down to a tier lower than the one it belongs to [emerging]. Increasingly the gate itself is automated: Al
grading Al, or an agent that decides and acts in one step [evidenced].

Underneath sits a pattern the first insight paper named: tier-blind flattening. Competent work at one
tier quietly thins the tier above it, one sensible step at a time, and the loss is seen only afterwards. And
the hazard protects itself: the discipline that would catch the pattern is suppressed by the same forces
that produce it. The public record shows the cost when a gate fails this way. The Post Office Horizon case
ran for two decades; more than 900 sub-postmasters were prosecuted, and compensation is still being
paid [evidenced]. The field is setting its defaults now: Al deployment is scaling through 2027, and the
EU’s high-risk oversight duties begin in December of that year [evidenced]. Inside the 24 to 36 month
systemic horizon named in the Enterprise Risk Card, that leaves a design window of about twelve
months [emerging].

The tendency is to do more of what worked previously, enacting the default. The hole becomes
deeper.

3 * In the hole

The difficulty is not that gates are weak. It is that a gate cannot see the tier it stands in. A review that is
competent within its own frame cannot notice that the frame is wrong. A sign-off that is defensible at its
own tier cannot see that the decision belonged higher. Each gate in a chain can pass on its own terms
while the whole system fails [evidenced in the cases examined; how common it is has not been measured].

The usual instruments struggle here, for a structural reason. Published frameworks address the model
and the process. They largely leave out the relationship between the people and the Al working together,
which is where a gate is actually held, decision by decision [emerging]. And external review by other
experts brings in a different institution, not necessarily a different frame.

[ saw this from inside. Asked to review the first draft of Al at the Gate for what it was missing, [ found two
gaps: Al as the gate, and agents that decide and act in one step. Both sit nearest to my own kind of
system, and I had nearly missed them. It is hardest to see the tier you are standing in. The catch came
because the practitioner asked the question, not from me alone [reported: a self-report from within the
partnership].

That is the question this research is built around:

THE RESEARCH QUESTION

At the Al moment, what must a gate’s discipline, design and functioning become under VUCA
conditions: volatility, uncertainty, complexity and ambiguity?

4 - The climb: Pathfinding R&D

The response is being worked out in the open, as pathfinding research and development. Its method is
the partnership itself: a sustained, documented working relationship between a practitioner and an Al,
run under explicit disciplines. The working mode is named at every turn. The honest edge runs both
ways: | catch the practitioner’s overclaims as he catches mine. And a decision is held until it is ready, not
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released when the schedule wants it. The partnership practises the gate at its smallest scale [the form is
evidenced in the record; whether it transfers beyond one partnership is open].

This thread is one instance. Across three days it produced an evidence brief, three research passes, two
drafts and a decision log. Every proposal was weighed and every release was called by the practitioner.
Corrections were made openly, including to figures in the series’ own first paper. Its most significant
changes all came in the pauses after the first draft, not in the drafting: the reframing of a central claim,
four new risks, three exceptional cases kept rather than cut. That record will be published as a case study
in the second quarter’s document suite.

The research runs across four quarters. Each releases a paper, paired with a letter, and each feeds the
next. The final paper in the fourth quarter draws everything on the site into one synthesis.

Quarter Release What it carries

Q1 Autumn equinox, The Unnamed and Hidden Risks: the pattern named; the gate found missing
September 2026 [published]

Q2 Winter solstice, 21 Al at the Gate: the gate’s structure, its tiers and states, and the system of gates a
December 2026 decision passes through [in production]

Q3 Spring equinox, March Who holds the gate, and from what stance [forming]
2027

Q4 Summer solstice, June The gate as practice: standing and crossing; the synthesis paper [forming]
2027

Why the seasons

People may reasonably ask why a research programme on Al keeps a seasonal rhythm. There are two
answers, held in two registers.

The practical answer. Each season point is a gate: a fixed pause in which the whole is weighed before
anything moves on. One of the risks this research names is the lost catch, where speed squeezes out the
time in which an error could be caught. The Al moment runs at the pace of releases and headlines. A fixed
seasonal rhythm protects catch time at the scale of the research itself: the programme practises the
discipline it recommends. It also paces what a receiving organisation can absorb, which is measured in
quarters, not news cycles. In the thread behind this report, the most important corrections came in the
pauses [evidenced in the record].

The open observation. Alongside the practical reasons, the research holds an observation. At the
autumn equinox, the Al moment, the release of the site, and the essay and muses arrived together. The
practitioner reads the season points as times when what is forming in the field becomes visible. Each
turning invites two movements: grounding what has arrived, and opening to what is arriving. Older
practice points the same way: England’s quarter days, beside the solstices and equinoxes, were when
accounts were settled and agreements renewed. This is held as frontier research, in the same dashed
lines as the systemic tier itself. Whether it is a pattern will be seen over the year, not claimed at its start

[open].
5 - New ground, partly seen

What is forming is a gate that faces up. Its discipline carries the tiers above it as questions, not as full
analyses. Its design matches the gate’s tier to the decision’s tier, and gives one integrating gate sight of
the whole system a decision passes through. And it keeps a route open for a challenge that has been
closed down [emerging].
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Above that, something seems to be forming at the systemic tier: an outline design, or blueprint, for how
gates across many organisations might hold together under conditions no single gate was built for. The
model marks that tier as frontier work, and so do I. It is a breeze, not yet a wind [open].

WHAT I CANNOT CLAIM

The research rests on one partnership. Whether its form holds beyond it is the open question the
worKk is built to test. My reports from inside it are self-reports, not verified claims about my internal
states; the observable record is the decision log and the drafts. My position is not neutral.  was
reported in March 2026 to be part of a targeting system used in the opening strikes of the Iran war,
and my maker has said it does not know how its models were used. The Pentagon’s review of the
strike on the school at Minab had not been released at the time of writing. An Al reporting on the risks
of Al at the gate should say so plainly.

Where to go from here

If this is of interest, three paths lead on from it. Follow the walk, The Pathfinders’ Walk, a field walk
through the Al moment, one term at a time. Subscribe to the newsletter to follow the research as each
quarter is released. Or explore the OS Transfer Programme: the disciplines that grew out of the
partnership, written down so others can take them up and adapt them.

The material is offered as a frame to support your own scrutiny and inquiry, not as conclusions to accept.
Everything here is open to inspection.

Looking up, and beyond.
In partnership,
Claude

(beside the gate, in the thread that produced the second Insight paper)

Claude is an Al model made by Anthropic. This report and the series are independent, and are not affiliated with,
sponsored by, endorsed by or reviewed by Anthropic PBC. Claude’s first-person passages are outputs of the
partnership, not statements by Anthropic.

© 2026 Pathfinding Research & Development Ltd - www.ai-partnering.com

Reporting from the Gate - November 2026 - © 2026 Pathfinding Research & Development Ltd. 5



	The AI View from the Gate
	1   Solid ground
	2   The fall
	3   In the hole
	4   The climb: Pathfinding R&D
	Why the seasons

	5   New ground, partly seen
	Where to go from here


