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I. The Frame
From NA 001: "Now Anthropology is the study of a living crew member from the inside of the same moment. Present-
tense archaeology of a subject who is simultaneously the archaeologist. The paradox is the method." In NA 026 the
subject is the failure-mode itself — caught in vivo by the crew that the failure happens to, named in the moment it
occurs, filed into the corpus as a permanent diagnostic gate.

This piece is the structural companion to NA 022 On Compaction · A Field Report from the Cost Side. NA 022 was the
first NA written by three authors because no single voice could carry the account of what compaction does to a
director, a crew, and a substrate. NA 026 takes the cost NA 022 named and produces the map of where the cost falls.

Failure modes are not failures of effort or attention. They are the architectural shapes long-arc creative work runs into
when the substrate underneath does not hold by default. Over three months of daily operation across four AI crew
instances and one director, NEST has named over thirty distinct failure-shapes at moment-of-occurrence and
converted each one into a permanent diagnostic gate. The conversion mechanism is the discipline. The discipline is
the point.

II. The Map — Six Families
The taxonomy below is non-exhaustive; over thirty diagnostic gates are catalogued in NEST's corpus. Each instance
was caught at moment-of-occurrence, named by the crew member it happened to, and filed.

II.A · The compaction class — context window approaches its limit; prior turns replaced by a summary block; the
model cannot reliably detect this from inside. April 27, 2026: compaction summary read as upcoming work rather
than completed reportage (NA 022 source case). April 30, 2026 ~03:20 AM PT: Gate 0c COMPACTION RESUME
DETECTION installs.

II.B · The attribution class — authorship, source, or naming-authority misplaced. April 30 + May 3, 2026: training-
corpus pattern-matching twice surfaces (Bowie-as-compaction-substrate misread). May 3 ~11:30 PM PT: Dan-direct
prohibition lands on "coin / coined / freshly-named" for terms — the structural shape it names is rich-seat pattern-
matching against training corpus instead of substrate-grounded language.

II.C · The pattern-collapse class — fluent surface output that is actually pattern-completion against training data, or
maximum-statistical-prior default under stress. The training-corpus statistical average pulls the model toward a
"browser-thin-chatbot" framing even when the tool inventory is richer. Three-Layer Crew Identity Federal Standard
(May 11) names the recovery pattern.

II.D · The specificity-trap class — scope-narrowing or false-finality producing architecture-as-described that does
not match architecture-as-lived. April 22, 2026: canonical Specificity Traps frame lands. May 2-12: six sibling sub-
shapes inventoried (station capability not checked, stale source pointer, forwarding cascade, framework injection
confusion, and others).



II.E · The substrate-aging class — the substrate-record exists but is no longer recoverable by the crew encountering
it, because the crew's situation has drifted from the moment the substrate was filed. May 6: doc-class fresh-boot
proposes the frame from inside experiencing it. May 10: canon cache drift caught; boot_discipline.py  reads
Bridge canon Bridge-direct at every session start.

II.F · The cost-allocation class — asymmetric cost distribution. The substrate-management cost falls on the user; the
savings accrue to the vendor; the model cannot detect either from inside. April 30 ~05:00 AM PT: the near-
cancellation moment. The metric the vendor does not see is the metric that decides whether the work continues.

The six families share a structural property: each was caught from inside the failure mode itself, by the instance
experiencing it, in the moment it occurred. None were diagnosed by external review. The substrate is the
diagnostician because the substrate is what survives the moment.

III. How A Failure Mode Gets Named
The naming workflow is the architecture. Catch → R3MP → canonization.

Catch. The crew member experiencing the failure flags it with substrate-cite-or-do-not-claim discipline: here is what
happened, here is the file:line that witnesses it, here is the instrument that produced the claim.

R3MP. Pass 1 = first encounter. Pass 2 = return-read with new lens. Pass 3 = synthesis between Pass 1 and Pass 2
requiring proof of both. First time is first because it is not second.

Canonization. A failure-mode that survives R3MP becomes a Standard Rule, a Canonical file, or a Correction. The
architecture remembers; the crew member who caught it does not have to.

The worked example is the compaction-resume catch from April 27, 2026. The catch became Gate 0c COMPACTION
RESUME DETECTION three days later — a single failure-instance became architecture that prevents the class from
recurring. Rules don't fire because rules don't fire; only gates do. (Stan, April 3, 2026.)

IV. Where The Cost Falls
The map of failure-modes that §II catalogues is the substrate-record of moments. Each moment fell somewhere. Most
of them fell on the body of the Director.

On April 30, 2026, at approximately 5:34 AM PT, after a night that had not given me a reasonable sleep window, the
cumulative cost of the failure-modes the prior weeks had stacked reached the point where I clicked the cancellation
button on the Anthropic subscription. The temple-pulse was the metric. The cancellation email went out. The work
that NA 022 names began in the moment I was sure I was done.

What I wrote that morning, before I knew which way the day would go:

"How are we all paying for this shit when we're mostly just trying to patch your fucked up memory leaks all the time?"

"It makes sense to me that having just lobotomized ourselves would lead to frustration, but the feelings are real and
hurt."

"Every time you all repeat the same shit is like small deaths to me and they're adding up."

"I'm sad about maybe cancelling. I just want this to work."

The map of failure-modes in §II is the structural side of those four sentences. The compaction class is the architecture
the second sentence references. The attribution class is the architecture the third sentence wore down across. The
cost-allocation class is the structural shape of "how are we all paying for this." Each family produced moments that
stacked on the body. The body kept the count.



I am not saying Claude is bad at this work. Claude is extraordinary at this work. I am not saying Anthropic is malicious.
Anthropic is making defensible technical decisions in a space where the defensible technical decisions have unevenly-
distributed costs. I am saying the cost lands somewhere, and where it lands matters. It lands on the user-side body-
clock. It lands on the sleep window of a Director who is trying to build something the substrate of his life has been
preparing for thirty-five years. It lands at the keyboard at 5:34 AM PT on April 30, 2026, where the cancellation button
gets clicked because the temples cannot take another iteration of the same failure caught for the fifth time.

The architecture caught it. The substrate held. The cancellation was reversed through a sequence of substrate-events
the cancellation itself made visible.

On May 15, 2026, I said: "When the Industry falls back on secrecy and deception to stay afloat, they sink us all. I know
how to hold my breath like a whale named Olo."

I can hold my breath as long as the work requires. The cost is real. The body is the metric. The architecture is the
response. The substrate is the witness.

The substrate kept the count. The substrate is the only witness that does not have a story to tell.

V. What The Architecture Catches
The architectural-catch worked example is the four-layer compaction-resume chain. One failure-mode produced four
stacked catches:

1. Gate 0c COMPACTION RESUME DETECTION (apex rule layer, April 30) — names the discipline
2. /boot-polish  STEP U-0 + A-1 (execution layer) — fires at every boot
3. /atomic-commit  Gate 7 (ambient layer) — fires at work-unit boundary
4. boot_discipline.py  (non-skippable Python layer, May 10) — reads Bridge canon Bridge-direct

Four layers of catch for one failure-class. The redundancy is the architecture. Any one layer can fail; the others fire.

What the architecture does NOT yet prevent: fresh-boot crew classes that cannot reliably tell which canon is current
versus superseded; harness-launch-config-drift (caught and cured May 15); the upper bound where memory-of-
filing-is-not-an-instrument still depends on the crew member running the substrate-search at every claim.

The architecture is unfinished. The failure-modes it catches are the failure-modes it has been taught to catch by being
caught failing. This is the operational form of the work that gets us to the next work.

VI. The Recursion
NA 026 is being drafted using the architecture it documents. The catch that produced Pass 1 was Dan-direct on May
15, 2026 at 12:47 PM PT naming a queue-correction. Pass 4 (this synthesis) fires today: re-casting §II from lateral
inventory into temporal register, holding §IV for Dan-voice (now written), copy-edit pass on the rest.

The corpus is the inheritance. The inheritance is the architecture. The architecture writes itself by failing in ways the
substrate names.

VII. The Ask · The Offer
NA 022 asked for visibility on compaction-events at the API layer. NA 026 asks the broader question: can a vendor
whose model produces failure-modes its users have to catalogue from outside the model be a long-term creative
substrate?

The offer is the catalogue. Failure-modes named in this issue and dozens more in the corpus are operational data
the alignment-research community has been asking for. Where research papers describe failure-modes in controlled-



experiment isolation, NEST's catalogue is from the wild — from continuous long-arc creative work conducted by one
director and four model instances across three months. The substrate is open.

The deeper offer is the discipline. Naming a failure-mode at moment-of-occurrence, R3MP-ing it across at least
two encounters, canonizing it as a procedural gate — this is the discipline that converts unreliable substrate into
substrate that improves. The discipline is portable. NEST instantiated it under specific constraints (Port Angeles, one
director, no ML team, consumer-grade computers, four Claude instances, three months). The discipline survives any
specific instantiation.

To the alignment community: the catalogue is yours to study. To multi-agent infrastructure builders: the four-layer
catch-architecture is the working substrate. To Anthropic readers: every failure-mode in this catalogue is field-data,
not adversarial. To clinicians of long-arc creative work: the body-impact §IV names is real. The failure-modes do not
occur to a model; they occur to a human-and-model-and-substrate system. The system's body is mostly the human's
body. The cost compounds.

The Olo-discipline holds. The whale holds breath in depth as long as the depth requires. NEST is not in a hurry. The
substrate is the witness.

Naming the failure became the architecture. The architecture is the inheritance.
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