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A doctrine you cannot run on a Monday morning is
just an opinion with footnotes.

This book is the Monday morning.
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How to Use This Workbook

The Acceleration Paradox makes an argument: every technology runs
on two clocks, and danger is what happenswhen the clock of capabil-
ity outruns the clock of control. This workbook turns that argument
into instruments you can pick up and use on a real decision today,
without having read the book first.

You will find four tools, a short primer on the idea behind them,
and a field guide to the five gears that grow your margin of control.
Each tool chapter follows the same shape:
• What it is— the tool in a paragraph.
• When to reach for it — the decisions it fits.
• A worked example — the tool run on a real case, so you can see

it in motion.
• Your turn — a worksheet to copy and fill in.
You do not need permission, software, or a meeting. A pen will do.
Photocopy the worksheets freely; that is what they are for.

Read it once for the idea. Keep it nearby for the decision.
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1 The Idea in Brief

Most arguments about powerful technology collapse into two slo-
gans. One side says stop: the risks are too large, slow down or pause.
The other says race: stagnation kills too, so build as fast as you can.
Both grasp half the truth, and both leave youwithout amethod. This
workbook is built on a third position, Effective Equilibrium, whose
whole instruction is short: move, but measure; build, but bind; ac-
celerate, but install the brakes before the hill gets steep.

1.1 The two clocks

Every technological civilization runs on two clocks. The clock of
capability is how fast we can act; it is wound by computation, capital,
and competition, and it keeps speeding up. The clock of control is
how fast we can understand what we built, notice when it goes
wrong, and correct it; it runs at the pace of evidence, deliberation,
and institutions. For most of history the gap between them was
forgiving. The danger is what happens when they fall out of step.
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1.2 The equilibrium law
Thewhole framework reduces to one relationship. Danger rises with
the ratio of how fast a technology changes to how fast we can detect
and correct its errors.

The power is in the denominator. You can lower the ratio two ways:
slow the thing down, or speed up your ability to correct it. Most of
this workbook is about the second move, because it is the one that
lets you keep moving.

1.3 The one number: oversight half-life
Make the danger measurable. Your oversight half-life (H) is how long
it takes for half of what your last real human review actually verified
to stop being true, because the system, the code, the model, or the
world has moved on. Your decision latency (L) is how long it takes
you to notice a problem, decide, and make a correction take effect.

the one compar i son to carry

Keep your oversight half-life longer than your decision la-
tency. Written as a ratio, R = L/H : keep R below one.
When R passes one, you are governing a system that has al-
ready changed underneath you — whatever the dashboard
says.

This single comparison is the portable idea of the whole project.
Everything else— the gears, the scorecard, the cards— is machinery
in service of keeping those two times on the right side of each other.
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1.4 Five ways to grow the denominator
If the goal is to correct faster, where do you actually push? Five
places. They are the spine of the scorecard and the subject of the
field guide at the back of this workbook.

1. Steering—calibrate pace to evidence; a thermostat, not a switch.
2. Equity — share the upside before power hardens.
3. Governance— act before harm, with the authority to stop.
4. Aligned incentives—make the safe path the profitable one.
5. Resilience— engineer for the failure you cannot prevent.
In one sentence: build what helps; bind what harms; share what scales;
contain what escapes; and steer the whole thing by evidence. Now the
tools.
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2 Tool 1 — The Equilibrium Scorecard

What it is. A one-page test that rates any project, product, policy, or
model on the five gears in three colours, applies a stakes weighting,
and returns a verdict: accelerate, proceed with conditions, redesign,
or stop.

When to reach for it. Before you ship, fund, approve, or scale
something that moves faster than the people watching it. Run it on
your own work and on other people’s.

2.1 How to score

Rate each gear Green, Yellow, or Red against the question for that
gear. Be honest; the tool is only as good as the candour you bring to
it.

• Steering: is there a number that would make you slow down,
and is anyone watching it today?

• Equity: if this works, who captures the gain and who carries the
risk — are they the same people?

• Governance: who, outside the team that profits, can audit this
and order it stopped before harm?

• Aligned incentives: does the safe choice cost money or make
money? Be honest.

• Resilience: when (not if) it fails, does it degrade gracefully, and
have you tested the rollback?
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2.2 Weighting and verdict

Higher stakes mean a single red can no longer be averaged away.
Rate the project 1–5 on each of risk severity, irreversibility, scale,
autonomy, and power concentration. The higher the total, the more
a red must be treated as a veto rather than a deduction.

v e to rule s

Any red in a high-stakes domain (weighting total ≥ 18) →
redesign before scaling. A red in resilience or governance on
a system that can act on its own → stop or slow immedi-
ately, regardless of the other four. The scorecard disciplines
judgment; it does not replace it.

Worked example :Knight Capital, 2012

On 1 August 2012, a trading firm deployed new code to seven
of eight servers; dormant code on the eighth woke and fired
millions of orders at machine speed. In forty-five minutes it
lost about $440million — more than the company was worth.

Scored before the fact: Steering — a one-shot push with no
staged rollout, Red. Resilience — no tested kill switch, no
position limit, dormant code live in production, Red. Gover-
nance— no independent pre-deployment check, Yellow. The
verdict writes itself: a red in resilience on a system that acts
at machine speed means do not deploy like this. The oversight
half-life had collapsed to seconds while the humans’ decision
latency stretched toward an hour.

Your turn — the scorecard

Project / system under review:

Date:

Scored by:
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Gear G Y R Evidence (one line)

Steering
Equity
Governance
Aligned incentives
Resilience

Stakes (1–5 each): risk severity irreversibility scale
autonomy power concentration total / 25
Verdict: Accelerate Proceed with conditions Redesign
Stop or slow
The one fix that would change the verdict:
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3 Tool 2 — The Oversight Half-Life Calculator

What it is. A back-of-the-envelope way to find out whether you are
still in control of a fast system, or only think you are. The scorecard
tells you whether a system is in equilibrium; this tells you whether you
are still steering it, in a single number you can defend in a meeting.

When to reach for it. Any time a system changes faster than your
review cycle: automated trading, amodel in continuous deployment,
an incident-response setup, a fast supply chain.

3.1 The two quantities

Oversight half-life (H). The time until half ofwhat your last human
review actually verified has stopped being true. ShortH means your
knowledge spoils fast.
Decision latency (L). The time from the moment a problem be-
comes detectable to the moment a correction takes effect: notice +
decide + act. Long Lmeans you are slow on the brake.

R =
L

H
Stay in control by keeping R well below

one.
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Control ratio Reading What it means

R < 0.25 Green Comfortable margin; over-
sight outruns change.

0.25 ≤ R < 1 Yellow Narrowing; grow the denomi-
nator (correct faster) now.

R ≥ 1 Red Effective control lost; halt or
shrink autonomy untilH rises
or L falls.

Worked example : a model in continuous deployment

A team retrains and ships a recommendation model daily. A
careful human review certifies the model’s behaviour, but the
data distribution it serves shifts meaningfully within about
three days — so H ≈ 3 days. When something drifts, it takes
a day to notice, a day of meetings to decide, and half a day
to roll back: L ≈ 2.5 days. Then R = 2.5/3 ≈ 0.83. Amber,
and close to the edge. The fix is not to stop shipping; it is to
cut L — pre-authorize a named owner to roll back without a
meeting — which drops L to under a day and R to about 0.3.

Your turn — the calculator

System:
H — time until half of your last review has gone stale:
L— notice ( ) + decide ( ) + act ( ) =
R = L/H = Reading (circle): Green / Yellow / Red
The fastest way to cut L (or raise H) from here:
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4 Tool 3 — If–Then Circuit-Breaker Cards

What it is. A pre-committed tripwire: a measurable trigger paired
with an action and a deadline, decided while everyone is calm, so
the brake is muscle memory rather than improvisation when the
alarm sounds. Markets have circuit breakers for exactly this reason;
your project should too.

When to reach for it. The moment a system gains the ability to
do real harm faster than your normal decision process can respond.
Write the cards before you need them.

4.1 Anatomy of a card
A good card has four parts: an IF that is measurable (not “if things
look bad” but “if error rate exceeds X for Y minutes”); a THEN
that is a specific action with a deadline; a named owner with no-
meeting authority to pull it; and a review trigger so the pause becomes
learning, not limbo.

Worked example : a recursive-AI tripwire

IF the model attempts to preserve or expand a tool permission
after being instructed to release it (any single instance), THEN
autonomous operation is paused and the model is isolated
within one hour. Owner: on-call safety lead. No-meeting
authority: yes. Review: joint safety + engineering, next busi-
ness day.

Your turn — three c i rcu i t- b r eaker cards
Copy this block for each tripwire you need.
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Card 1
IF (measurable trigger):
THEN (pre-committed action + deadline):
Owner: No-meeting authority: yes no
Review trigger:

Card 2
IF (measurable trigger):
THEN (pre-committed action + deadline):
Owner: No-meeting authority: yes no
Review trigger:

Card 3
IF (measurable trigger):
THEN (pre-committed action + deadline):
Owner: No-meeting authority: yes no
Review trigger:
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5 Tool 4 — The Five-Minute Equilibrium Audit

What it is. No worksheet handy? Ask these five questions of any
fast-moving project. A “no” or a shrug is a finding, not a formality.

When to reach for it. In the hallway, on a call, at the whiteboard
— whenever you need a fast read and do not have the full scorecard
in front of you.

1. Steering. Is there a number that would make us slow down, and
is anyone watching it today?

2. Equity. If this works, who captures the gain, and who carries
the risk? Are they the same people?

3. Governance. Who, outside the team that profits, can audit this
and order it stopped before harm, not after?

4. Aligned incentives. Does the safe choice cost us money or make
us money? Be honest.

5. Resilience. When (not if) it fails, does it degrade gracefully,
and have we ever tested the rollback?

how to read the answer s

Five clear yeses: proceed, and write the circuit-breaker
cards anyway. One shrug: that gear is your weakest de-
nominator — start there. Two or more reds on a high-stakes
system: stop and redesign before you scale, not after.
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6 Field Guide to the Five Gears

Each gear is a place to grow the denominator — to correct faster. For
each, here is what it is, the signs that tell you which colour you are
in, and the single most useful move when you are stuck.

6.1 Steering — dynamic risk–benefit calibration

The question: does pace change with evidence? Green: live
monitoring, clear thresholds, staged and reversible release. Yellow:
periodic review; thresholds vague or unenforced. Red: one-time
approval; no meaningful monitoring.

The one move: name a single number that would make you slow
down, and assign one person to watch it.

6.2 Equity — the foresight to share

The question: who benefits, who bears the risk, and could this
concentrate power? Green: clear benefit-sharing, stakeholders
included early. Yellow: good intentions, weak mechanisms. Red:
private gains, socialised risk.

The onemove: write downwho pays if it fails, and check whether
they are the same people who gain if it works.

6.3 Governance — acting before the harm

The question: is there rules and independent oversight, with au-
thority to stop, before harm? Green: external audit, legal clarity,
pre-built response. Yellow: internal governance only. Red: no
accountability beyond promises.
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The one move: identify who can halt this who does not report to
whoever profits from it.

6.4 Aligned incentives — profit that pulls the
right way

The question: does the safe path pay, or cost? Are harmful exter-
nalities priced? Green: welfare-aligned model, liability, safety
rewarded. Yellow: depends on leaders’ virtue. Red: harm is
lucrative.

The one move: find the place where the safe choice currently
costs someone money, and change who bears that cost.

6.5 Resilience — engineering for failure
The question: what happenswhen it fails— can it be contained, shut
down, and rolled back? Green: redundancy, rollback, logging,
graceful degradation. Yellow: partial safeguards. Red: assumes
failure will not happen.

The one move: run the rollback once, on purpose, before you
need it. An untested kill switch is a decoration.
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Glossary

Clock of capability. How fast we can act. Wound by computation,
capital, and competition; it keeps accelerating.

Clock of control. How fast we can understand, detect, and correct
what we built. Wound by evidence, deliberation, and institutions.

Control ratio (R = L/H). Decision latency divided by oversight
half-life. Keep it below one.

Decision latency (L). Time to notice a problem, decide, and make
a correction take effect.

Effective Equilibrium. The doctrine of this book: neither pause
nor race, but velocity with vigilance — move only as fast as you can
correct.

Equilibrium law. Danger rises with change divided by correction.
Lower it by slowing the numerator or growing the denominator.

Oversight half-life (H). Time until half of what your last human
review verified has gone stale.

The five gears. Governance, Equity, Aligned incentives, Resilience,
Steering — the five places to grow the denominator.

Velocity with vigilance. The posture the whole framework recom-
mends: speed and correction, kept in balance.
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Where to Go Next

This workbook is the instrument; the argument behind it is the book.
The Acceleration Paradox makes the full case — why both the pause
and the race fail, how the recursive-AI frontier sharpens the stakes,
and how the same pattern has played out from the 2010 Flash Crash
to the Montreal Protocol. If a tool here raised a question it did not
answer, the answer is almost certainly in the book.

Not paralysis. Not recklessness.
Velocity with vigilance.

An interactive version of the Scorecard and the Oversight Half-Life Calculator is
also available online, and a Claude skill that runs them inside your AI assistant
ships alongside this workbook.
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