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TRANTIATE V2.0 Trant 0 Playbook
How to establish the truth, governance, and workforce needed to begin controlled transformation

	Primary Audience
	Transformation sponsors, Seers, architects, delivery leads, risk/governance teams

	Purpose
	Provide a detailed playbook for the first foundational Trant.

	Authority
	Companion to the published TRANTIATE White Paper Version 2.0



White Paper = methodology authority. Supplementary documents = interpretation and application.


1. Purpose of Trant 0
Trant 0 is the foundation transition. It does not exist to maximize delivery volume. It establishes enough truth, direction, governance, evidence expectations, Role needs, and Worker readiness for controlled transformation to begin.
	Two objectives: align transformation truth and prepare the governed path forward.



2. Trant 0 Inputs
Existing strategy and transformation mandate
Known current-state architecture and process documentation
Risk, regulatory, security, and policy constraints
Existing program/project plans
Known legacy systems, data, interfaces, controls, and operational dependencies
Initial stakeholder, customer, user, and downstream-system needs
Available Worker/capability inventory
3. Trant 0 Outputs
	Output
	Purpose

	Target Future
	Define sufficiently concrete destination.

	Initial VEM
	Extract, evaluate, and disposition legacy value/risk.

	Gap Map
	Identify capability, data, control, operational, and Worker gaps.

	TOC
	Create intent architecture for Trant 0 / next bounded movement.

	Role Requirements
	Identify Seer/Maker/Checker/Buyer responsibilities.

	Worker Inventory
	Identify Human/AI/System/Team/Hybrid candidates.

	UWC Baselines
	Define participation, authority, autonomy, access, guardrails, evidence, escalation.

	Assurance Model
	Set independence and Checker expectations.

	Initial TWOs
	Create bounded work for the next execution movement.

	KEA/Navigator Setup
	Establish evidence capture and transformation visibility.

	TCAP Expectations
	Define the assurance projection needed where relevant.



4. Step-by-Step Trant 0
Step 1 - Clarify the Target Future
Describe required capabilities, behaviors, boundaries, constraints, what should no longer exist, and what sufficient completion means.
Step 2 - Review Through VEM
Extract legacy capabilities, rules, data, dependencies, controls, and behaviors; evaluate future value/risk; disposition Preserve / Enhance / Retire / Risk.
Step 3 - Analyze Gaps
Map current-to-target gaps including Worker capability/eligibility gaps.
Step 4 - Define Role Needs
Specify Seer, Maker, Checker, and Buyer responsibilities required for the first substantive Trant.
Step 5 - Inventory Workers
List candidate Workers, owners, capabilities, availability, access, constraints, and potential independence conflicts.
Step 6 - Establish UWC Expectations
Define authority/autonomy bands, access, guardrails, evidence, escalation, delegation, requalification, and revocation expectations.
Step 7 - Design Assurance
Determine where independent Checker evidence, multiple Checkers, Buyer acceptance, or limited-context evaluation is required.
Step 8 - Create Initial TWOs
Translate the selected movement into bounded Seer/Maker/Checker/Buyer Work Orders.
Step 9 - Configure Evidence and Visibility
Define KEA capture expectations plus Compass, Snap, and Watch needs.
Step 10 - Confirm Readiness
Verify that the transformation can PROCEED without relying on silent assumptions or unauthorized Worker participation.
5. Trant 0 Readiness Checklist
Target Future is sufficiently concrete.
Major legacy value/risk has an initial VEM disposition.
Critical gaps are known.
Roles are explicit.
Candidate Workers are identified.
Material Workers have UWC baselines or defined qualification actions.
Authority/autonomy and escalation expectations are clear.
Independent assurance needs are defined.
Initial TWOs are bounded.
Evidence obligations are clear.
Navigator state can be established.
Known conditions that require HOLD are visible.
6. What Trant 0 Is Not
Not a requirement for perfect documentation before work begins.
Not a months-long analysis phase by default.
Not a substitute for all project/program planning.
Not a one-time architecture exercise.
Not a license to pre-authorize every Worker for future Trants.
Not a guarantee that the Target Future will never evolve.
7. Trant 0 Exit
Trant 0 can close when the organization has enough validated transformation truth to begin bounded execution: the Target is credible, major legacy value is understood, gaps are visible, Roles and Worker requirements are known, governance/evidence expectations are defined, and the next TWOs can be issued without inventing authority during execution.
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