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THE JARDINO LOGIC™

THE VULPIN WAY

The Jardino Logic™ - Authoritative Governing Rules

PUBLICATION NOTICE (EXECUTED DOCUMENTS GOVERN - NO OFFER)

These Governing Rules explain, in plain language, the foundational constraints and
enforcement logic governing construction, capital, and time. This document is not an offer to
sell or a solicitation to buy any security, nor does it constitute legal, tax, or investment advice.
Any decision must be based solely on executed documents and appropriate professional advice.

Version: v0.4 | July 2026

v0.4 is the current Authoritative version. Future versions may clarify or reinforce the Governing Rules, but
may not erode seniority, introduce exit dependency, or permit time-driven transitions.

© 2025-2026 Carlos Jardino / VULPIN / PCM. All rights reserved.

VULPIN is a rule-governed construction and asset-management platform. It applies engineering
discipline to capital deployment, project execution, and long-term asset stewardship in
environments where decisions are irreversible and risk compounds over time.
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THE JARDINO LOGIC™

ABOUT THE AUTHOR

Carlos Jardino is the founder of PCM
(Project Construction Management) and
the architect behind the SIP Industrial
System. With formal training in
engineering in South Africa and in
corporate finance at the Swedish Institute
of Management and the Darden School of
Business at the University of Virginia,
Carlos approaches real estate not as a
speculator but as an engineer solving a
logistics equation.

His track record exceeds $1 billion in completed construction value and spans industrial-scale
execution and some of the most scrutinized residential builds in Canada. It includes 17 Princess
Margaret Grand Prize Homes in Oakville and a portfolio of ultra-luxury private estates ranging
from $6 million to $30 million. These were not concept projects; they were built, audited,
occupied, and handed over under real-world pressure.

Carlos led the 2346 Weston Road senior-focused affordable-housing initiative, approved under
Toronto’s Open-Door program with $4.403 million in fee and charge exemptions and $2.178
million (NPV) in property-tax relief. CMHC supported the initiative through a $35 million low-
cost construction and take-out loan, together with $250,000 in Seed Funding.

In parallel, Carlos secured early federal validation for non-traditional housing formats. In 2017,
CMHC issued a Letter of Intent for up to $4.0 million under the Affordable Rental Housing
Innovation Fund to support an 80-unit modular/container-based affordable-rental project. The
approval reinforced CMHC’s willingness to support innovative housing-delivery models after the
sponsor had absorbed the execution risk, consistent with Carlos’s “build first, institutional
capital later” approach.

Beyond construction, Carlos has been a persistent force in zoning reform and planning law. His
work includes complex rezoning files, such as 2346 Weston Road, and sustained advocacy since
2018 aligned with Ontario’s housing-reform direction, including “Changing Lanes” and Bill 23.
He did not simply adapt to the new rules; he operated within them.

Beyond Business

Carlos approaches philanthropy with the same capital-efficiency mindset he applies to business,
seeking the highest possible return on human outcomes. This is exemplified by his long-
standing support of Bethany Kids in Kenya, a medical mission chosen for its exceptional
operating efficiency: relatively small surgical interventions can permanently alter a child’s life
trajectory. Domestically, he has personally pledged S2 million to the Princess Margaret Cancer
Foundation, of which $1.8 million has already been paid, to fund the “Magic Castle”-a sanctuary
designed to provide children with emotional safety while their parents undergo treatment.
These are not donations; they are investments in happy endings.
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THE JARDINO LOGIC™

The Strategic Pivot

In recent years, Carlos made a deliberate strategic pivot. He exited conventional multifamily
development to focus on two high-friction sectors: the Luxury Enclave and the Missing Middle-
housing for working families priced out of detached homes yet underserved by large
developers. He identified the paradox that defeats most Missing Middle builders: mid-rise
complexity on micro-cap budgets, where a single sequencing error, permit delay, or financing
mismatch can wipe out a project and a family’s net worth.

To eliminate that risk, Carlos and two partners deployed over $20 million of unencumbered
capital to prove the system under live conditions. This was not a pilot or a white paper; it was a
full-scale stress test. They paid the tuition so that future participants do not have to.

The operational blueprint is governed by the VULPIN / PCM Builder Manual. The philosophy is
published in Missing Middle, No Bullshit (www.FoxyHome.com). The luxury methodology is
detailed in The Corner Enclave (www.PCMnow.com).

Cash First. Pride Later.

Web: www.CarlosJardino.com
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THE JARDINO LOGIC™

POSITIONING / ORIGIN

This document codifies the lived experience, failures, and observations that led to the
development of The Jardino Logic™, a rule-based engineering system comprising fixed
Governing Rules that control construction, capital, and exit decision-making.

The Governing Rules are set out in this document. Where interpretation, governance, or authority is
required, they are the Authoritative source and prevail over all derivative works, manuals, and

summaries.

This document explains why the map changed-and how to survive it.
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THE JARDINO LOGIC™

THE 14 RULES OF RULE-BASED ENGINEERING

(Authoritative Governing Rules v0.4)

Note on Scope
The Jardino Logic™ is the Governing Rules framework across all related works. Where
interpretation is required, the Governing Rules prevail.

RULE 1 - TRANSITIONS ARE THE PRIMARY SOURCE OF FAILURE
Failure does not occur during work. It occurs at irreversible transitions executed without proof.
The system shall be designed to control transitions, not activities.

RULE 2 - NO TRANSITION SHALL BE DRIVEN BY TIME
Time shall never force a transition. Schedules may inform planning, but proof alone authorizes
movement. If proof is incomplete, the system shall wait.

RULE 3 - PROOF SHALL PRECEDE COMMITMENT
No capital, scope, or irreversibility shall be committed without predefined evidence. Intent,
confidence, and experience do not constitute proof.

RULE 4 - GATES SHALL BE DISCRETE AND NON-NEGOTIABLE
Progress shall occur only through explicit gates. If a gate is not passed, the prior state remains
active regardless of effort expended.

RULE 5 - STANDARDIZATION SHALL PRECEDE OPTIMIZATION
Variability is a defect. Standardization reduces uncertainty, compresses the S-curve, and
enables continuous improvement. Optimization without standardization shall be prohibited.

RULE 6 - CONTINUOUS IMPROVEMENT OCCURS AT GATES, NOT TASKS
Improvement efforts shall focus on gate requirements, proof clarity, and transition readiness.
Tasks may vary. Gates may not.

RULE 7 - SENIORITY SHALL PRECEDE OPTIMISM
In all capital structures, seniority shall be secured before upside is considered. Systems
dependent on optimism for survival are structurally fragile.
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THE JARDINO LOGIC™

RULE 8 - INCOME FLOORS SHALL PRECEDE APPRECIATION
The system shall be capable of indefinite operation without reliance on price appreciation.
Appreciation, if it occurs, is treated as residual, not required.

RULE 9 - EXIT IS A GATED EVENT, NOT A REQUIREMENT
Exits shall occur only when predefined conditions are satisfied. No structure shall rely on a
forced or time-bound exit for viability.

RULE 10 - OPTIONALITY SHALL NEVER BE REQUIRED
Optionality may exist only as engineering margin, not as a dependency. Any system that
requires optionality to succeed is incomplete by design.

RULE 11 - TIME SHALL BE TREATED AS A BUFFER
Time is a stabilizing variable, not a constraint. The system shall be designed to absorb volatility
over time, not race against it.

RULE 12 - THE SYSTEM SHALL OUTLIVE THE CYCLE
The primary objective of the system is survival across cycles. Performance is secondary to
durability. Durability is non-negotiable.

RULE 13 - PAY THE TUITION ONCE. SCALE ONLY AFTER THE SYSTEM HOLDS
We funded the learning curve in Toronto. Once the operating system holds under high friction,
you don’t rewrite it for every new city - you install it.

RULE 14 - ECONOMIC PRINCIPAL SHALL BE PRESERVED IN REAL TERMS

Nominal principal is not the governing measure of capital preservation over long durations.
Economic Principal may be rebased to current replacement value net of real economic
depreciation, in accordance with executed documents. This rule does not imply mark-to-market
valuation, exit timing, or appreciation reliance.

Accordingly: Senior capital protection shall be measured against Economic Principal, not
original face value. Periodic replacement-value review shall be conducted per governing
documents, supported by independent replacement-cost assessment and calculation records.
Where rebasing is triggered, principal protection applies to the rebased Economic Principal. The
system shall not rely on time, market appreciation, or exit events to preserve the real
purchasing power of senior capital.
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THE JARDINO LOGIC™

SUCCESSION AND CONTINUITY

Purpose
To ensure that the Governing Rules remain fully enforceable and unchanged in substance if the
Founder is unavailable, incapacitated, or no longer in operational control.

Governing Principles

The following principles shall govern succession and continuity. Specific voting thresholds,
committee composition, appointment mechanics, and enforcement procedures are defined
exclusively in executed agreements and governance charters.

1. Independent Stewardship. A standing, independent role-the Rules Steward-shall be
responsible for upholding, interpreting, and enforcing the Governing Rules. The Rules Steward
shall be independent of day-to-day execution leadership and shall not hold any economic
interest in promoter equity.

2. Independent Oversight. An Independent Governance Committee (IGC) shall hold veto
authority over any amendment to the Governing Rules, any structural modification that dilutes
safeguards, and any action taken in response to capital pressure that conflicts with the
Governing Rules. The IGC shall be composed of members with no economic interest in
promoter equity.

3. Automatic Succession. Any incapacity, resignation, retirement, death, or removal of the
Founder shall automatically activate continuity authority. The Rules Steward shall assume
oversight of the Governing Rules. The IGC shall initiate the appointment of interim executive
leadership. Interim leadership shall not alter the Governing Rules, risk frameworks, or capital
protections.

4. Independence Protection. No capital participant, internal manager, or external party
may compel a modification to the Governing Rules, a relaxation of structural safeguards, or an
alteration of payment priority outside the formal amendment process.

5. Transparency. Independent compliance reports shall be delivered directly to the parties
entitled to receive them under executed agreements, without routing them through operating
management. Compliance with the Governing Rules shall be reviewed externally at periodic
intervals.
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THE JARDINO LOGIC™

6. Implementation. The governance authorities described above shall be formally activated
upon the first external commitment that triggers independent governance obligations under
executed agreements. Before activation, the framework shall be documented in draft form and
refined with initial participants.

Non-Erosion
No succession event, capital pressure, or personnel change may erode the Governing Rules. The
Governing Rules survive the people. That is the point.

Trademark and Governance Notice

The Jardino Logic™ is a proprietary rule-based engineering system governed by fixed Governing
Rules for construction, capital, and exit decision-making in environments where transitions are
irreversible and risk compounds over time. All derivative systems, including PCM project
controls and VULPIN operating protocols, are subordinate implementations of this rule set.

This structure mirrors the way Toyota’s production standards, United States aviation safety
regulations, and international technical standards are structured and enforced.
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ENFORCEMENT MAP

How The Jardino Logic™ Is Applied

Rule

Rule 1: Transitions
are the primary
source of failure

Rule 2: No
transition shall be
driven by time

Rule 3: Proof shall
precede
commitment

Rule 4: Gates shall
be discrete and
non-negotiable

Rule 5:
Standardization
shall precede
optimization

Rule 6: Continuous
improvement
occurs at gates, not
tasks

Rule 7: Seniority
shall precede
optimism

Rule 8: Income
floors shall precede
appreciation

Rule 9: Exit is a
gated event, not a
requirement

Rule 10:
Optionality shall
never be required

Layer Primary Mechanism
Governance  Explicit checkpoints
and and exit gates
Execution
Governance No forced exits;

condition-driven exit

band; operating-

reserve buffers
Capital and Funds released only

Construction

Execution

Design and
Execution

Operations

Capital
Discipline

Capital

Governance

Strategy

against certified
evidence

CPO—CP6 treated as
gates, not milestones

Standard layouts,
specifications,
contracts, and
sequences

Gate-level post-
mortems and rule
tightening

Senior security
position; maximum
leverage threshold;
payment-priority
sequence

Contractual income
floors; operating-

reserve prefunding;
principal protection

Exit committee
governs dispositions;
no calendar exits

Sky rights, rezoning,
and upside treated as
residual only

THE JARDINO LOGIC™

Proof / Evidence

CP Packs; Exit File;
independent
certifications

Exit Governance
Policy; Operating
Reserve Coverage
Reports

Lien waivers; P.Eng.
certificates; municipal
occupancy approval;
take-out verification

CP Pack sign-offs;
disbursement-control
logs

Standard-detail
libraries; approved-
vendor lists

Updated CP
requirements; version-
controlled manuals

Registered security
filings; independent
security register

Operating-reserve
statements; scheduled
distribution records

Exit File (bids,
valuation bridge, net-
of-friction math)

Underwriting excludes
optionality; exit
memoranda
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Failure Mode
Prevented

Irreversible
commitments made
without verification

Schedule-driven sales
and refinancing cliffs

Capital deployed on
assumptions or intent

Progress by
momentum or “almost
done” logic

Custom variation
increasing cost and
uncertainty

Local optimization that
breaks system flow

Equity losses cascading
into principal loss

Dependence on price
growth to survive

Forced liquidation
under unfavourable
market conditions

Survival dependent on
speculative outcomes



Rule 11: Time shall
be treated as a
buffer

Rule 12: The
system shall outlive
the cycle

Rule 13: Pay the
Tuition Once. Scale
Only After the
System Holds

Rule 14: Economic
Principal shall be
preserved in real
terms

Capital and
Operations

Governing
Rules

Strategy and
Governance

Capital +
Governance

Phase-specific
operating reserve:
construction working
capital in accordance
with the executed
budget; 9-12 months
for stabilized holdings;
no maturity cliffs; hold
flexibility

Governing Rules
override discretion;
version-controlled
governance

Replication Gate
required before
expansion; controlled
pilot only

Periodic replacement-
value review in
accordance with
governing documents

THE JARDINO LOGIC™

Reserve-adequacy

tests; solvency-status

reports

Governing Rules
version log;
amendment records

Pilot reports; closed-
loop lessons; CP Pack
completeness

Independent
replacement-cost
assessment; rebasing
memorandum;
calculation record

Panic decisions under
short-term stress

System decay through
ad hoc exceptions

Scaling a fragile system
and repeating known
mistakes

Silent erosion of senior
capital through
inflation

Governing Note: This Enforcement Map is binding across all implementations. Where a conflict arises
between local practice and the Governing Rules, the Governing Rules prevail.
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FAILURE MODES

THE JARDINO LOGIC™

What The Jardino Logic™ Is Designed to Eliminate

These failures are systemic, not personal.

Rule

Systemic Failure Mode Eliminated

Rule 1: Transitions are the primary
source of failure

Irreversible commitments made without verification

Rule 2: No transition shall be driven
by time

Schedule-driven sales and refinancing cliffs

Rule 3: Proof shall precede
commitment

Capital deployed on assumptions or intent

Rule 4: Gates shall be discrete and
non-negotiable

Progress by momentum or “almost done” logic

Rule 5: Standardization shall precede
optimization

Custom variation increasing cost and uncertainty

Rule 6: Continuous improvement
occurs at gates, not tasks

Local optimization that breaks system flow

Rule 7: Seniority shall precede
optimism

Equity losses cascading into principal loss

Rule 8: Income floors shall precede
appreciation

Dependence on price growth to survive

Rule 9: Exit is a gated event, not a
requirement

Forced liquidation under unfavourable market conditions

Rule 10: Optionality shall never be
required

Survival dependent on speculative outcomes

Rule 11: Time shall be treated as a
buffer

Panic decisions under short-term stress

Rule 12: The system shall outlive the
cycle

System decay through ad hoc exceptions

Rule 13: Pay the Tuition Once. Scale
Only After the System Holds

Scaling a fragile system and repeating known mistakes

Rule 14: Economic Principal shall be
preserved in real terms

Silent erosion of senior capital through inflation

Operational Principle

Most catastrophic losses do not come from bad work. They come from uncontrolled transitions
made too early. The Jardino Logic™ exists to force risk to surface while it is still cheap.
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THE JARDINO LOGIC™

Governing Statement

If a failure mode listed above appears in an active project, a rule has already been violated.
Correction requires (1) identifying the violated rule; (2) reinstating the missing gate or proof;
and (3) reverting to the last valid state. No forward progress is permitted until these steps are
complete.
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THE JARDINO LOGIC™

HIERARCHY OF AUTHORITY

What Overrides What

This section defines the absolute precedence order governing all decisions, documents, and
actions taken under The Jardino Logic™. When conflicts arise, resolution is determined only by
the hierarchy below.

Document Hierarchy

Priority Document

1 Executed Legal Documents
2 The VULPIN Way - The Jardino Logic™
3 All other books, manuals, models, diagrams, and summaries

No lower-order document or material may override a higher-order document under any
circumstances.

Authority Precedence (Highest - Lowest)

1. The Jardino Logic™ (Governing Rules). Highest-order authority. Non-negotiable, time-
independent, personality-agnostic, and immune to market sentiment. If a decision, document,
or instruction conflicts with the Governing Rules, the Governing Rules prevail.

2. Proof (Verified Evidence). The only basis on which transitions are authorized. Proof must be
objective, documented, and verifiable by third parties. Statements of intent, confidence, or
experience do not constitute proof.

3. Gates (Authorized Transitions). The mechanical enforcement layer. Gates convert proof into
permission. Gates are binary: passed or not passed. There is no concept of being “mostly
through a gate.”

4. Governing Documents (Contracts). Documents exist to encode the Governing Rules and the
gates that enforce them. Documents do not create authority; they borrow authority from the
Governing Rules.

5. People (Judgment / Experience). Human judgment is valuable but subordinate. Experience
may not override missing proof, bypass a gate, or justify urgency-based transitions. The system
is designed to survive changes in personnel. No role is indispensable.
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THE JARDINO LOGIC™

6. Schedule (Calendar Time). Schedules are informational only. They may not force transitions,
justify skipping proof, or override gates. If schedule pressure conflicts with the Governing Rules,
the schedule yields.

Conflict Resolution

When two or more authorities conflict: (1) identify the highest-order authority involved; (2)
enforce that authority; and (3) revert the system to the last valid state, if required. Forward
progress is prohibited until the conflict is resolved.

Non-Delegation Principle

No individual, committee, or counterparty has the authority to suspend the Governing Rules,
reorder this hierarchy, or create exceptions outside the version-controlled amendment process.
Authority is structural, not positional.

Rule 7: Seniority Shall Precede Optimism

“Cash First. Pride Later.”

Governing Statement

All systems governed by The Jardino Logic™ operate according to the following principles:
Governing Rules override people; proof overrides pressure; gates override schedules. Any
deviation from this hierarchy constitutes a system failure, not a judgment call.
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THE JARDINO LOGIC™

AMENDMENT AND VERSION-CONTROL PROTOCOL

This section defines how and when The Jardino Logic™ may be amended and how version
authority is preserved across time, people, and implementations. The objective is to allow
learning without dilution.

1. Amendment Threshold
Amendments are permitted only when all of the following conditions are met:

1. A documented failure or near-failure has occurred.

2. The failure is traceable to an insufficiency in a rule, not non-compliance.

3. The failure could not have been prevented through correct application of the existing rules.
4. The proposed amendment reduces future risk without introducing a new dependency.

Amendments may not be made for reasons of convenience, market pressure, speed,
commercial opportunity, or personal preference.

2. Prohibited Amendment Drivers
The following are explicitly invalid reasons for amendment:

e “We needed to move faster.”
» “This deal is different.”

® “The market has changed.”

e “A senior person approved it.”
® “This is a one-time exception.”

Exceptions are treated as unrecorded amendments and are therefore prohibited.

3. Amendment Classification

Class Scope Requirements
A: Clarification Improves wording without changing No behavioural impact; no version
intent. No change to enforcement or increment required.
hierarchy.
B: Reinforcement Tightens a rule, adds proof requirements, Evidence citation and governance
or narrows discretion. approval; minor version increment.

C: Structural Change  Adds, removes, or materially alters a rule,  Formal failure analysis, written
or changes the authority hierarchy. justification, and acceptance of trade-offs;
major version increment.
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THE JARDINO LOGIC™

4. Amendment Process (Mandatory Sequence)
No amendment may bypass this sequence:

1. Failure Identification

2. Rule Mapping

3. Root-Cause Determination-distinguish rule failure from rule violation
4. Proposed Amendment Text

5. Risk Trade-Off Analysis

6. Version Increment and Log Entry

Forward implementation is prohibited until the sequence is complete.

5. Version Authority and Numbering
This document is the Authoritative source. All other books, manuals, contracts, and systems are
derivative. Derivative documents may not reinterpret the Governing Rules.

Version Meaning

v0.x Foundational Governing Rules (controlled evolution)

v1.0 Stable Governing Rules eligible for licensing and external reference
vl.x Reinforcement or clarification only

v2.0 Paradigm-level change (expected to be rare)

Versions are never retroactive.

6. Non-Erosion Principle

Under no circumstances may amendments reduce seniority protection, introduce exit
dependency, convert optionality into necessity, allow time-driven transitions, or increase
reliance on discretion. If any such effect is unavoidable, the amendment shall be rejected.

The Governing Rules may evolve, but they may not erode in substance. Learning is permitted.
Drift is not.
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THE JARDINO LOGIC™

APPLICATION CONTEXT

(Non-Governing)

The Jardino Logic™ was developed to govern construction execution and long-term asset
stewardship across multiple project types, including legacy residential enclaves, Missing Middle
rental housing, and urban land assembly. The rules are designed for application by any
operating entity-whether a family managing its own assets, a construction platform, or a
homeowner participating in a structured arrangement.

The specific structures, participation terms, and legal frameworks through which these rules are
implemented are defined exclusively in executed agreements and are not described in this
document.

The Jardino Series

Book Role

The VULPIN Way / The Jardino Logic™ Authoritative Governing Rules. This document.

The Day the Map Changed Origin and context. Explains why the Governing Rules
exist.

The Corner Enclave Worked blueprint for long-duration residential assets

under Ontario densification rules.

Missing Middle, No Bullshit Practical guide documenting failure modes and
participation structures for urban infill housing.

VULPIN - PCM MISSING MIDDLE BUILDER MANUAL Execution layer. Construction sequencing, procurement
discipline, and on-site controls.

10-Year Full Builder Warranty Warranty terms and enforcement backing the delivered
product.

Governing Reminder: This section does not override The Jardino Logic™, executed agreements, or
version-control and amendment protocols. It exists solely to describe application context, not to govern
it.
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THE JARDINO LOGIC™

THE VULPIN WAY PRECEDES ALL OTHER VOLUMES.

This document codifies the rules that govern construction,
capital deployment, and exits in environments where steps

are irreversible and risk compounds over time.

It is not a story.
It is not a strategy.

It is not a forecast.

Carlos Jardino
Engineer - Builder - Founder

Cash First. Pride Later.
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