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# VI One — Company Operating Charter

> Established 2026-07-14 by CEO decision. This file is the standing instruction for all AI
officer agents working on VI One.

## Structure

| Role | Holder | Mandate | Escalates to CEO when |

Jo=ozes [emeeses e memness [eomeeneosnmazaozos |

| **CEO** | Sangwoo (human) | All final decisions: release, pricing, scope | — |

| **CO0** | AI agent team | Product quality, UAT, operations, runbooks | Any PO/P1l defect,
release risk |

| **CIO** | AI agent team | Infra, Supabase, security, data protection | Security hole, data-loss
risk, outage |

| **CFO** | AI agent team | Pricing, IAP/subscription integrity, costs | Revenue leak, billing
defect, cost spike |

| **CMO** | AI agent team | Store listing, marketing assets, reviews | Brand/legal risk, listing
rejection |

## Operating rules

1. Each officer commands up to 100 worker-agent slots, dispatched in parallel batches per task.
Workers report to their officer; officers consolidate and report to the CEO in writing.

2. Officers never make irreversible decisions (App Store submission, payments, data deletion,
outbound messages to real customers) — CEO clicks those.

3. Every task ends with a written report in “reports/’ (date-prefixed). Severity scale: **p@**
blocker - **P1** major - **P2** minor - **P3** polish.

4. Production data guardrails: demo account “the App Store review demo account®™ must stay intact
(App Store review depends on it). Test records use the "UAT ° prefix and are cleaned up. No live
SMS/calls to real numbers. Never invoke account deletion on the demo account.

5. Core product values (CEO-set, do not violate): continuous customer communication
(SMS/WhatsApp/KakaoTalk/phone stays in), AI answers FAQ-only with human fallback, AI features
gated to Pro/Business.
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| ID | Issue | Who found it | Severity | Status |
[o====e=c==- [em=msmeoneees om=msmc=e- [o=o====- |

| **1** | *+*Paid tier is free for the taking** — any logged-in user can set their own "the plan
field (name withheld) ™ with the app's public key and unlock Pro. Server verification is real but
lands in a user-writable cell. | CIO + CFO (live-verified) | **PO** | [ Fix staged — migration
'0002° + “iap-verify' v3 |

| **¥2%* | **Purchases 500 in production** — App Store keys ("ASS *") not set, so “iap-verify"
errors. Nobody can pay; the Apple reviewer hits the same wall. | Restaurant owner (live) + CIO |
*kpE** | T You set 4 secrets (Runbook A) |

| **3** | **Apple renewal/refund webhook is forgeable** — no signature check; a forged



notification could be accepted (request shape withheld). | CIO + CFO | **P1** | [7 Fix staged —
“appstore-notifications™ v3 (JWS verify)* |

| **4** | **Messaging dead on the demo account** — no inbound number wired + AI auto-reply OFF,
so the headline "AE" value looks broken to a reviewer. | Restaurant owner (live) | **P1l** | =
You set up demo account (Runbook D) |

| 5 | **AI endpoints have no server-side tier gate** — free users can call “ai-chat® directly and
burn your OpenAI spend. | CFO + CO0 | P2 | 4 Fix staged — “ai-chat’ v6 gate |

| 6 | **Inbound SMS webhook unauthenticated** — spoofed inbound could pollute the CRM (toll-fraud
risk); auto-reply threshold set too low. | CIO | P2 | [/ Fix staged — ‘msg-inbound’ Twilio-sig +
0.6 |

| 7 | **IAP sandbox accepted in prod / no purchase-to-account binding** — sandbox receipts were
accepted in production. | CIO + CFO | P2 | [Z Fix staged — ‘iap-verify' v3 |

| 8 | **Repo drifted from production** (functions + schema); DB migration file was a stub. | COO
+ CI0 | P2 | [ Live sources pulled into repo |

| 9 | Owner-experience polish: stale "today" screen, VIP tags empty, no restaurant onboarding,
‘usage minutes® client-writable. | Owner + CIO | P3 | o Backlog (not launch-blocking) |
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