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OPENING

Most companies reading this will not survive the coming decade in their current form. Not
because they fail to adopt artificial intelligence, but because they treat the arrival of intelligence as
another technology to be adopted, rather than an economy to be redesigned around. They will
install the tools, implement and improve some processes and report their progress to the board.
What they will misread is that the economic ground underneath their business model has shifted,
and with it the way they create and capture value in this new economy.

The transition now underway is not another wave of digital change. It is the largest economic
transition in recorded history, and it is moving faster than most companies can adapt. It is
rewriting, all at once, how value is created, how organizations are structured, how work is done,
who owns the assets the economy depends on, and how money is ultimately made. All of these
are happening concurrently, and no company gets to choose to take part, or not to take part in
this transition.

This paper is written for the executive who senses this and needs a way to think about all of it
together, rather than one more analysis of one more piece. It sets out the nine questions every
company will have to answer to remain relevant in the economy that is arriving, and it ends by
showing a single company answering all nine, transforming completely without shutting down the
business it depends on to fund the journey. | have kept the language plain and the argument
practical throughout, because the value of this paper lies in what a leader can act on, not in its
vocabulary. By the final page the reader should not only understand the transition but know
where their own company stands inside it and what to do on Monday morning.

AUTHOR’S NOTE

This Was Supposed to Be the Third Book

When | wrote Infinite Futures in 2024, | set out to describe the direction of travel. My argument
then was that the disruption ahead would not come from any single technology, but from the
convergence of many at once, and that most people would be able to picture the destination while
badly underestimating how quickly we would arrive. | was reasonably confident about the
direction. | have spent the time since discovering how much | underestimated the speed.

By the time | wrote The Great Redesign in 2025, the question | found most urgent had already
shifted. It was no longer which technologies were coming, because that had become obvious to
anyone paying attention. It was what happens to the organization, the economy and the business
model when intelligence stops being a tool the company uses and starts becoming part of how
the company runs. The direction | had described was holding. What kept moving was the clock.

| want to be careful here, because it would be easy to overstate this. | am not claiming that
everything | wrote has played out on schedule, or that | forecast the last two years with any
special precision. The honest position is narrower and, | think, more useful. The direction was
right. The pace has surprised me, and it has surprised me consistently in the same direction,
which is to say faster. | now find myself revising my own timelines forward rather than back.
When | wrote ‘Infinite Futures’ | placed the threshold most people call artificial general intelligence
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somewhere around 2029 or 2030, and | am no longer confident it will take that long. | hold that
view loosely, as anyone sensible should about a date, but the fact that | am revising it earlier
rather than later is itself the point.

That recalibration is the reason for this document. The material that follows was meant to become
my third book, and | no longer believe the economy is moving slowly enough to wait for the book
cycle. The ideas that matter most here are the ones a leader needs before their next planning
cycle, not the ones they can read at leisure a year from now. So, | have written this as a
whitepaper instead, quickly and deliberately, in the same spirit as the transition it describes.

One idea runs quietly underneath all of it, and | will name it here, so it is visible from the start,
even though it takes the rest of the paper to earn. In the economy now arriving, the most durable
value will not go to whoever adopts the technology fastest. It will go to whoever ends up owning
and governing the things the new economy cannot run without. | will come back to that.

THE FRAMEWORK

The Nine Questions Every Company Must Answer

The transition described in this paper is too large to cover as a single theme or transformation
category, and yet every company will have to correlate it to their business and treat it as if it is a
single process. The way through is not to tackle everything simultaneously, but to answer nine
questions in sequence, each of which builds on the one before it. Together they move a company
from understanding what is happening to knowing exactly what to do about it. They are the
structure of this paper, and they are the structure of the redesign itself.

1. Which technologies and converging technologies will redefine or disrupt your
business?
2. Why are we transitioning into a new economy, and what economy are we entering?

3. What does the new company or corporate organization look like?

B

What is the operational framework of this new organization, and how does it
function?

. What happens when Al becomes an economic participant?

. Where does your company capture value in this new economy?

5

6

7. How does the new economy change your revenue architecture?

8. Why is your organization’s immune system the biggest risk to your transition?
9

. How do you transform without breaking or destroying the current business?

The first two questions establish what is happening and what kind of economy it produces. The
next two redesign the organization to operate inside it. The three that follow are where
competitive advantage is won or lost, in the business model, the position a company chooses,
and the way it makes money. The eighth explains why so many companies will fail to act even
when they can see all of this clearly. The ninth is the one that matters most on Monday morning,
because it is the method for changing the company without stopping it.
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PARTI — THE COMPRESSION

Chapter 1
The Largest Economic Transition in History

Throughout history, humanity has invented tools to make its work more productive and more
efficient. The plough, the printing press, the steam engine, the assembly line and the computer
were each, in their own era, a way of getting more done with the same human effort. Every one of
them amplified human labor. None of them replaced it. For the first time in human history, we
have now built systems capable of performing both the cognitive and the physical work
themselves, and that single fact is what makes this transition different in kind from everything that
came before it.

The Two Economic Operating Systems
The transition is not an upgrade of the old economy but a replacement of its foundation

A D

THE LABOUR ECONOMY THE OMNI-SENTIENT ECONOMY
The economy that is ending The economy that is beginning
@ Value created by human labour @ Value created by intelligence
® Wealth distributed through wages @ Distributed through new mechanisms
STRUCTURAL
. BREAK . . .
® Machines are tools the economy uses . @ Machines participate in the economy
@ Coordinated by hierarchy @ Coordinated by protocols
® Output = Labour x Capital @ Output = Intelligence x Energy * Trust

J

From an economy built on human labor to one built on intelligence.

This is why what is happening to the global economy is not a business cycle, a technology wave
or a period of disruption that will resolve and return the world to a familiar shape. It is a transition
between two different economic operating systems. The old system ran on human labor, and
every institution we built, from the way companies are organized to the way governments raise
revenue, assumed that human effort sat at the center of economic value. The new system runs
on intelligence that no longer needs to be human, and it is arriving faster than the institutions built
for the old one can adapt.

Every previous industrial revolution changed one foundation of the economy at a time. Steam and
then electricity changed how things were produced. The computer and then the internet changed
how information moved. Each of these was enormous, and each unfolded over decades, which
gave companies, governments and workers time to absorb one shift before the next one began.
The transition now underway does not offer that courtesy. It is changing intelligence, labor,
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energy, production, coordination, trust and the way value is created, and it is changing all of them
at once. The difficulty is not any one of these on its own but that they are moving together.

This is the distinction that separates what is happening now from the digital transformation that
preceded it. Digital transformation asked how technology could make the existing company
faster, cheaper and more efficient. It took the business as given and improved it. The transition
described in this paper asks a different and more unsettling question. It asks what the company
becomes when intelligence is no longer something the business applies from the outside, but
something embedded through every part of it, making decisions, coordinating activity and
participating in the economy directly.

We are not digitizing the old economy anymore. We are building the
next one.

That single shift, from improving the old economy to constructing a new one, is what makes this
transition a redesign rather than an upgrade, and a redesign is a far harder thing for an
established company to survive. An upgrade can be delegated. A redesign cannot, because it
touches the organization, the operating model, the business model, the question of what
the company owns and the question of how it captures value, and it touches all of them
while the business still has to open for trade on Monday morning. That is the real subject of
this paper, and it is the reason the chapters that follow are organized not as a list of trends to
watch but as a set of questions every company will have to answer.

There is no shortage of writing about artificial intelligence, and almost all of it examines one piece
of this transition in isolation. There are analyses of Al agents, of new operating models, of the
future of work, of changing business models, each careful and often correct on its own terms, and
each missing the thing that matters most, which is that these are not separate developments.
They are facets of a single redesign that arrives as a whole. A company cannot adopt the new
business model without redesigning the organization that runs it, cannot redesign the
organization without confronting how work itself changes, and cannot do any of it without deciding
where in the new economy it intends to capture value. The pieces are connected, and treating
them separately is the most common and most expensive mistake being made right now. This
paper is an attempt to hold them together.
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QUESTION 1

Chapter 2
Which Technologies Will Redefine or Disrupt Your Business?

The instinct of most companies, faced with a wave of new technology, is to ask which single
technology will disrupt them. It is the wrong question, and asking it is itself a source of risk,
because it produces a search for the one threat to defend against when the actual danger comes
from combination. No individual technology in this transition is, on its own, the thing that ends an
industry. It is the way several of them arrive together, each amplifying the others, that collapses
the ground beneath a business. Atrtificial intelligence on its own automates tasks. Artificial
intelligence combined with robotics, sensing, cheap energy storage and autonomous systems
does something categorically larger, which is to operate a physical business without the people
who used to run it.

There is a further turn that most analysis misses. In the old model, a human decided which
technologies to combine and how, and that human judgment was a bottleneck that slowed the
pace of change to something organizations could manage. As intelligence becomes infused
through the company, that judgment increasingly happens at machine speed. The system itself
identifies which combinations create advantage and assembles them, which is why the timeline is
collapsing rather than merely shortening. The competitive edge that used to last years now lasts
quarters, because the process of discovering and deploying the next combination has itself been
automated.

The Six Convergence Domains

The raw materials of the transition — what matters is what happens when they combine

s s N 'S ~

Intelligence &
Cognition
Artificial Intelligence
Al Agents & Edge Al

Neuromorphic Computing

Compute, Sensing &
Real-Time Infrastructure
Quantum Computing
Next-Gen Cloud

loT & Edge Sensors

Autonomous Systems
& Robotics
Collaborative Robots
Swarm & Adaptive Robotics

Autonomous Systems

Trust, Identity &
Value Exchange

Blockchain & Tokenization
Digital Currencies / DAOs

Digital Identity / ZKP

Bio-Digital
Convergence
Precision Therapies
Synthetic Biology

CRISPR & Multiomics

.

J

Energy & Planetary
Systems
Flow & Solid-State Batteries
Gravity/Thermal Storage

Energy Optimization

AR & BCI - Reusable Rockets & Satellite Services -

FRONTIER SYSTEMS BEYOND 2030

Space Manufacturing - Fusion Energy - Longevity Platforms

The six mainstream domains and the frontier horizon beyond 2030.
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The technologies that matter can be grouped into six domains that are maturing now, with a
seventh horizon of frontier systems arriving after 2030. The six are intelligence and cognition;
compute, sensing and real-time infrastructure; autonomous systems and robotics; trust, identity
and value exchange; bio-digital convergence; and energy and planetary systems. These are not a
menu to choose from but the raw materials, and the important activity is what happens when they
combine.

ACCELERATION SIGNAL - The cost of intelligence

The price of a fixed level of machine intelligence has fallen roughly tenfold every year. A task that
cost about 60 US dollars per million tokens in 2021 cost around 6 cents by late 2024, a
thousandfold reduction in three years. When the cost of a capability falls by three orders of
magnitude, uses that were uneconomic become trivial, and the pace of adoption stops
resembling a normal technology curve.

Source: Andreessen Horowitz, “Welcome to LLMflation” (2024); corroborated by Epoch Al and the Stanford Al Index 2025.

ACCELERATION SIGNAL - Al as a builder of itself

By late 2024, Google reported that more than a quarter of its new code was generated by Al;
within roughly a year that figure was reported to have passed seventy percent. The signal is not
the level but the slope. When the tools that build technology are themselves built increasingly by
Al, the rate of change compounds, because each improvement accelerates the next.

Source: Alphabet earnings calls (2024—2025); reporting via CNBC, TechCrunch and Wikipedia. Figures are company self-
reported and are presented as such.

The more useful way to see the six domains is through the categories they
produce when they combine. Each category below is a specific string of converging
technologies, and each carries a transformation outcome and a business-model implication. The
implication is the part that matters to a company, because it is where technology stops being
interesting and starts being existential.

Machine-to-Machine Commerce. Machines, agents, vehicles, infrastructure and platforms
identify, negotiate, transact, pay, settle and verify with one another without human involvement.
New revenue emerges from machine wallets, autonomous settlement, usage-based services and
protocol-based value exchange, and a company that assumes a human sits in every transaction
will find itself excluded from the ones that no longer need one.

Autonomous Infrastructure Platforms. Infrastructure senses, predicts, maintains, optimizes
and monetizes itself. The implication is one of the most important in this paper: infrastructure
stops being a passive capital asset that sits on the balance sheet and becomes an active,
revenue-generating platform. The owner of that infrastructure is no longer simply a builder or an
operator but the holder of a position that earns continuously.

Intelligence-as-a-Market. Data, models, algorithms, expertise, agents and decision systems
become tradable economic assets in their own right. Companies stop only selling products or
software and begin to monetize intelligence, predictions, agents and decision rights directly,
which changes what a company is selling even when the thing it makes looks the same.
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The Seven Convergence Categories
Where the domains combine - each a technology string producing a new business-model implication

CATEGORY TRANSFORMATION OUTCOME BUSINESS-MODEL IMPLICATION
Machine-to-Machine Machines transact, settle and verify Revenue from machine wallets &
Commerce without humans autonomous settlement
Autonomous Infrastructure Infrastructure senses, maintains and Passive capital asset becomes revenue-
Platforms monetises itself generating platform

. Data, models and decisions become Monetise intelligence, predictions and
Intelligence-as-a-Market tradable assets decision rights
Real-Time Autonomous The enterprise becomes continuously From annual planning to real-time
Enterprise aware and adaptive autonomous execution
Continuous Personalised Care becomes continuous, predictive From episodic care to continuous
Health and personal wellbeing platforms
Autonomous Physical Sites become self-optimising operating From selling equipment to operating
Operations environments autonomous systems
Autonomous Energy & Energy capacity becomes Energy infrastructure becomes an
Carbon Markets programmable and tradable autonomous market participant

Each a string of converging technologies with its business-model implication.

Real-Time Autonomous Enterprise. The enterprise becomes continuously aware, continuously
governed and continuously adaptive. Companies move from annual planning and static workflows
to real-time autonomous execution, and the competitive gap between a business that re-plans
once a year and one that re-plans continuously becomes unbridgeable.

Continuous Personalized Health. Healthcare shifts from reactive treatment to continuous
monitoring, prediction, prevention and personalized intervention. The business model moves from
episodic care, paid for when something goes wrong, to continuous wellbeing platforms that are
paid for staying engaged, which inverts the economics of an entire sector.

Autonomous Physical Operations. Factories, warehouses, ports, construction sites, hospitals,
utilities and infrastructure become self-optimizing operating environments. The company that
used to sell the equipment, or the services around it, shifts to operating autonomous productive
systems directly, capturing the value it once handed to its customers.

Autonomous Energy and Carbon Markets. Generation, storage, demand response, grid
flexibility, carbon performance and infrastructure capacity become programmable and tradable.
Energy infrastructure becomes an autonomous market participant, buying and selling into the grid
on its own, and the asset earns in ways its original owners never designed it to.

Frontier Human and Space Systems. The horizon beyond 2030, where augmented reality,
brain-computer interfaces, reusable rockets, satellite services, space manufacturing, space-
based infrastructure, fusion energy and longevity platforms open categories that do not yet have
incumbents. These are further out and less certain, but they are where entirely new industries will
be founded rather than existing ones disrupted.
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Read down that list and a pattern emerges that will run through the rest of this paper. Almost
every category ends in the same place, with a company moving from selling a thing once to
holding a position that earns continuously, and from operating a passive asset to governing an
active one. That is not a coincidence of how the categories were drawn. It is the shape of where
value is going, and it is the reason the later chapters on the business model, on where a
company chooses to capture value, and on how it makes money, are the ones that decide who
wins. The convergence of technologies is the cause. The redesign of the business model is the
consequence, and it is the consequence that determines survival.

For any individual company, the practical work of this chapter is to ask which of these categories
its industry is being pulled toward, and which combination of the six domains would most redefine
or disrupt what it does today. The answer is rarely a single technology to watch. It is usually a
combination already assembling itself somewhere at the edge of the industry, and the companies
that identify it early are the ones that get to choose their position before the market chooses it for
them.

Technology stops being interesting and starts being existential.
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QUESTION 2

Chapter 3
Why Are We Transitioning, and What Economy Are We Entering?

It is worth pausing on why this transition is happening at all, because the answer explains why it
cannot be resisted or waited out. Every previous economy was organized around whatever was
scarce and valuable at the time, and for the whole of human history that scarce and valuable
thing was capable human effort, the cognitive and physical work that only people could do. The
transition now underway is driven by a single fact that breaks that arrangement, which is that
capable work is no longer uniquely human. Once intelligence and physical capability can be
manufactured and deployed at falling cost, the foundation the old economy was built on, stops
being scarce, and an economy always reorganizes around whatever becomes newly abundant
and whatever remains genuinely scarce. We are transitioning because the input that the entire
system was designed around has changed, and the system has no choice but to change with it.

The Five Properties of the Omni-Sentient Economy

Every object, system, platform, supply chain and business model acquires all five at once

@ CONNECTED Networked — part of a system, not standing alone
AWARE Sensing — knows its own state and surroundings
INTELLIGENT Reasoning — able to think about what it senses

AUTONOMOUS Acting — acts without waiting for instruction

O NONONON

COORDINATED Interacting — machine-to-machine and Al-to-Al

The five properties acquired simultaneously by every element of economic activity.

The categories in the previous chapter describe what happens at the edges, where technologies
combine into new kinds of business. Underneath all of them is a single transformation that gives
this economy its character and its name. Every object, system, platform, supply chain and
business model is acquiring five properties at once. Each becomes connected, so that it is part of
a network rather than standing alone. Each becomes aware, sensing its own state and its
surroundings. Each becomes intelligent, able to reason about what it senses. Each becomes
autonomous, able to act on that reasoning without waiting for instruction. And each becomes
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coordinated, able to interact directly with other systems, machine to machine and intelligence to
intelligence, without a human relaying between them.

When all five properties are present in everything at once, the economy stops being a set of tools
that people use and becomes an environment that senses, reasons and acts on its own. This is
what | call the Omni-Sentient Economy. The word is deliberate. It is not merely a smart economy,
in the sense of being well instrumented, but one in which intelligence is infused so completely
through the physical and digital worlds that the environment itself is a participant. A world that
used to be responsive, waiting for a person to act and then reacting, becomes predictive,
anticipating and acting before the person arrives.

The consequences run through every part of a business. Products stop being finished objects
and become intelligent systems that continue to adapt after they are sold. Supply chains stop
being fixed routes and become autonomous networks that reroute themselves around disruption.
Customers are no longer only people, because machines and Al agents now buy, negotiate and
transact in their own right, which means a company may find that its most important customer is
not a person at all. Operations shift from being run by human operators with tools to being run by
intelligent systems with human oversight. The organization itself, as the next chapters describe,
expands to include participants that are not human. And the way a company captures value
moves from the single moment of a transaction to a continuous position inside a flow.

The most important shift is the hardest to hold in mind, because it breaks an assumption so basic
that most economic thinking never states it. In the old economy, the machine was an asset that
the economy used. A truck was a thing a company owned to move goods. In the Omni-Sentient
Economy, that same truck senses, decides, transacts and coordinates, which means it does not
merely serve the economy but participates in it. It can buy its own charging, sell its spare
capacity, negotiate its own route and settle its own accounts. When the machine becomes an
economic participant rather than an economic instrument, the questions of who owns it, who
governs it and who captures the value it generates become the central questions of business
strategy. Those questions are the subject of the middle of this paper, and everything from here
builds toward them.

Most companies today are still designing their strategy for the economy that is ending, the one
where machines are instruments and every transaction has a human on at least one side of it.
The purpose of naming the Omni-Sentient Economy plainly is to make it possible to design for the
economy that is actually arriving, in which neither of those things is reliably true. A company that
understands which economy it is entering has answered the second question. It can then turn to
the harder work of rebuilding itself to operate there, which is where Part Il begins.
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PART Il — THE CORPORATION HAS TO CHANGE WITH THE ECONOMY
QUESTION 3

Chapter 4
What Does the New Organization Look Like?

A company built for the old economy is a hierarchy of people. Work flows down through layers of
management, decisions flow up, to be approved, and the whole structure exists to coordinate
human effort at a scale no individual could manage alone. This design has been so dominant for
so long that it is easy to mistake it for the only way a company can be built. It is not. It is simply
the design that made sense when the only participants in a business were people, and that
condition no longer holds.

The organization emerging in the Omni-Sentient Economy has three classes of participant rather
than one, and they work as a single system while remaining distinct. The first class is human, and
it includes the people a company has always contained, its leadership, employees, partners and
investors, along with the customers and communities it serves. The second class is artificial and
intelligence-infused, and it includes Al agents, digital twins, machine interfaces, smart contracts,
governance algorithms and the growing population of software entities that now carry out work
rather than merely support it. The third class is physical, and it includes the robots, sensors,
vehicles, drones, energy systems and connected infrastructure that sense and act in the physical
world. In the old organization, only the first class participated and the other two were tools. In the
new one, all three participate.

The Omni-Sentient Organization

Coordinated through intent, protocols, data and real-time intelligence — not through a chain of command.

+  Executive Leadership Al Agents
+ Employees (Augmented) + Digital Twins
« Partners & Strategic Alliances | e meeemeeem ~ + Machine APls
+ Customers / Users / Members i Constitutional E + Smart Contracts
« Community Contributors . L + Bots & Algorithms
+ Investors & Token Holders W b H + Al Govemance Advisors
—_—
Human Digital
Stakeholders Stakeholders
N LA N ———.-.AhkkAAii “
! Community Protocol i
! Platform Core i
R ——— L [ (N N O —" s
s N pmmmmm e eeaeey )
! M2M Transaction CEO Transactional |
; Platform Signa ofcer Platforms i
------------------------------------------------------ )
f Data/Al Digital Twin |
: Marketplace Platforms ;
o Eooooooees N
: Service Autonomous |
i Meshes Execution Platform |

Physical + Machine + Robots / Cobots

+ Sensors / loT Devices
Components + Vehicles & Drones
« Smart Infrastructure
+ Energy Systems

The three classes of participant — human, artificial, physical — working as one.
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The second and third classes share a property that changes the nature of the organization, which
is that they operate at real-time speed across all of their activity at once. An Al agent does not
process one request and then rest, and a fleet of sensors does not report on a monthly cycle.
They sense, decide and act continuously and simultaneously, everywhere, all the time. Humans
cannot work this way, and more to the point the traditional organization was never designed to. A
hierarchy assumes that information rises and decisions descend at human pace, through
meetings, reviews and reporting cycles. An organization that contains participants operating at
machine speed cannot be coordinated by a structure that runs at human speed, because the
structure becomes the bottleneck. This single mismatch, between the pace of the new
participants and the pace of the old structure, is one of the deepest reasons the organization has
to be redesigned rather than adjusted.

The definition | have found most useful is deliberately simple. The new organization is one in
which all stakeholders work as one, independently yet seamlessly aligned toward a shared
mission. Each part acts on its own, without waiting to be told, and yet the whole moves together.
That combination, independence and alignment at once, is exactly what a hierarchy cannot
deliver, because a hierarchy achieves alignment by removing independence, routing every
decision through a chain of approval. The new organization achieves both at once, and the
mechanism that makes this possible is the subject of the next chapter.

The most useful way to picture this is as a living organism rather than a machine. When
something touches a finger, the whole body knows at once and responds as a single unit, without
the finger filing a report and waiting for the brain to issue an instruction down a chain of
command. The nervous system makes the entire organism aware and able to react as one,
instantly, while every part continues to do its own job. This is the quality the new organization is
reaching for. A change sensed anywhere, by a machine on a factory floor, an agent watching a
market, a sensor in a supply chain, becomes something the whole organization is aware of and
can respond to as one, in real time, without routing the signal up and down a hierarchy first. An
organism is independent in its parts and unified in its response, which is precisely the
combination the industrial organization could never achieve.

The old organization coordinated people. The new one coordinates
people, intelligence and infrastructure all at once.

The most important departure from the old model is that these participants do not all report
through the hierarchy. A human employee has a manager. An Al agent does not, and neither
does a sensor or an autonomous vehicle. They coordinate through something other than the
chain of command, through shared intent, through protocols that define how they interact, through
data that keeps them aware of one another, and through real-time intelligence that lets them
adjust to each other without a meeting. A company that tries to manage Al agents and
autonomous systems by fitting them into an existing org chart will find that the org chart was the
wrong instrument, because the thing it was built to coordinate, human reporting relationships, is
now only part of what has to be coordinated.

This is why the redesign of the organization cannot be delegated to a reorganization of the
existing structure. Moving boxes on an org chart adjusts how people report to one another, and
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that is a smaller problem than the one a company now faces. The real question is how to build an
organization in which human judgment, artificial intelligence and physical infrastructure operate
as one coordinated system, each doing what it is best suited to, none of them bottlenecked on the
others. That is not a change to the hierarchy but a replacement for it, and the next chapter
describes what replaces it.

The machines are no longer tools the company uses.
They are participants in it.
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QUESTION 4

Chapter 5
What Is the Operational Framework of This New Organization?

If the new organization does not run on hierarchy, the immediate question is what it runs on
instead. Something has to provide the coordination that the chain of command used to provide, or
the organization is not an organization at all but a collection of parts acting at cross purposes.
The answer is that hierarchy is replaced by architecture. What a company used to achieve
through layers of management, it now achieves through a stack of platforms and protocols that let
its human, artificial and physical participants operate as one.

The best way to understand the shift is through a single sentence. Hierarchy coordinated the
industrial company. Protocols coordinate the autonomous one. A protocol is simply an agreed set
of rules for how participants interact, and the reason protocols can do what hierarchy did is that
they let each participant act independently while guaranteeing that the interactions between them
stay coherent. A human does not need to approve every transaction between two Al agents if the
protocol governing those agents encodes the rules the human would have applied. The judgment
moves from the person into the protocol, which is what allows the person to step out of the path
without losing control of the outcome.

The operational framework can be described as a stack of five layers, each answering a different
question about how the organization functions, and it is best read from the bottom up, because
each layer depends on the one beneath it. The accompanying diagram shows the full stack, with
the name of each layer on the left and the platforms that make up that layer set out as the boxes
within it.

At the base sits the Constitutional Layer, made up of the core protocols and governance of the
organization, and it is the part on which everything else depends. It defines the rules, boundaries
and standards that govern how every participant behaves, and in particular how the autonomous
ones behave when no human is watching. It answers questions of identity, of who and what is
permitted to act; of governance, of what actions are allowed and forbidden; of accountability, of
how actions are recorded and traced; and of coordination, of how participants interact with one
another. Every other layer, every autonomous platform, every machine-to-machine transaction,
every data exchange, depends on this one. If the Constitutional Layer is well designed,
autonomous participants can be trusted to act, because the rules they act within are sound. If it is
poorly designed or absent, autonomy becomes a liability rather than an asset, because there is
nothing to keep independent action aligned. This is why the Constitutional Layer, not any
individual technology, is the foundation of the whole framework.
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The Omni-Sentient Platform Stack

Hierarchy replaced by architecture — read from the base up, each layer depends on the one below

Human Engagement
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The five-layer stack, with the Constitutional Layer as the foundation, everything depends on.

Above it sits the Intelligence and Execution Layer, the decision and action engines of the
organization. This is where the Al agents and workflows run and where the intelligence needed to
drive them is supplied, through an execution platform that carries out decisions and a data and Al
marketplace that feeds those decisions with models and data. Above that sits the Coordination
and Commerce Layer, which handles interaction and exchange. It is where service meshes
deploy agents, robots and services into operation, and where the machine-to-machine transaction
platform lets machines, twins and agents buy, sell and contract with one another autonomously.
This is the layer where the device economy actually happens, where autonomous participants
transact without a human in the loop.

Above that sits the Simulation and Context Layer, which gives the organization its awareness of
the environment, and it is home to the digital twin. This layer deserves particular attention,
because it unlocks one of the largest advantages intelligence brings to the new organization. A
digital twin is a living, real-time model of reality, fed by sensors and operational data, and its value
is not only that it lets the organization act on what is actually true rather than on what was true at
the last reporting cycle. Its deeper value is that it lets the organization test the future before
committing to it. An Al can use the digital twin to run a thousand simulations at once, exploring
every plausible direction and decision and comparing their outcomes, before a single real
resource is committed. This turns the digital twin into an instrument that does two things at once
that used to be in tension. It de-risks the business, because decisions are tested against a faithful
model before they are made, and it accelerates the business, because the testing happens in
simulation at machine speed rather than in the market at the cost of real failure. An organization
that can explore a thousand futures before choosing one moves faster and fails less than a
competitor that has to learn by doing.
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At the top sits the Human Engagement and Governance Layer, the social and community
structure of the organization. It is where human trust, collaboration, identity and participation live,
through community platforms that build the human side of the organization and autonomous
platforms that let contributors, assets and services be governed through code. This is the layer
where humans set direction, values and the boundaries of acceptable action, and where the
decisions made here are encoded downward into the protocols that govern everything else.
Purpose and human judgment are not removed in the new organization. They sit at the top of the
stack, shaping everything below through the protocols they set rather than through a chain of
command they personally operate.

The point of describing the organization this way is not to prescribe a particular software
architecture. It is to make clear that coordination in the new organization is a designed system
rather than an inherited structure. A company that wants its people, its Al and its infrastructure to
work as one has to build these layers, and it has to build them from the Constitutional Layer up,
because without sound protocols at the base the autonomy that makes the new organization
powerful is exactly the thing that makes it dangerous. The company that builds this framework
well has answered the fourth question, and it is ready to ask the questions that decide whether it
wins, which are the questions of the business model.

An organization that can explore a thousand futures before choosing
one moves faster and fails less than a competitor that has to learn by
doing.
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PART Il — THE BUSINESS MODEL BECOMES THE DIFFERENTIATOR
QUESTION 5

Chapter 6
What Happens When AI Becomes an Economic Participant?

There is a comfortable assumption running through most corporate thinking about artificial
intelligence, which is that Al is a source of efficiency. It makes existing processes cheaper and
faster, and a company that adopts it well will improve its margins. This is true, and it is also a trap,
because it treats Al as something that happens inside the existing business model rather than
something that dismantles it. The deeper truth is that as intelligence becomes abundant and
cheap, the technology itself stops being a source of advantage, because everyone has it. What
remains scarce, and therefore what becomes the real basis of competition, is the architecture of
the business built around it.

Technology will commoditize. Business architecture will not.

The Six Business-Model Verticals

Across the six verticals sit nineteen distinct ways of capturing value

N

Machine-to-Machine
& Al-to-Al
* Autonomous transaction networks
» Al-brokered marketplaces

* Machine-wallet settlement

Human-Al
Collaborative
* Human-in-the-loop services
» Augmented expertise models

» Co-created intelligence

Platform & Intelligence
Exchange
+ Intelligence-as-a-Service
» Data-as-currency ecosystems
» Platform orchestration

+ Marketplace facilitation

Physical-Digital
Convergence

+ Digital-twin economies
+ Equipment-as-a-Service

* Outcome-based operation

.

Societal & Collective
Intelligence

+ Trust-and-reputation systems
+ Community-owned platforms

« Collective data commons

Emerging
Meta-Economy

+ Synthetic / virtual economies
+ Autonomous agent portfolios

+ Tokenised participation

The six verticals and the nineteen distinct ways of capturing value across them.

When models, compute, agents and software are available to everyone at collapsing cost, owning
them confers no lasting advantage. The advantage moves to a different set of questions, and
they are questions of position rather than capability. Who owns the ecosystem that others must
operate within? Who owns the data that the intelligence depends on? Who controls the
transaction through which value flows? Who sets the protocol that others must follow? Who owns
the relationship with the customer? And who holds a share of the equity in the systems that
produce the value? None of these is a question about technology. Every one of them is a
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question about how the business is structured, and that is why the business model, not the
technology, becomes the thing that separates the companies that thrive from the companies that
are optimized away.

The Omni-Sentient Economy produces its business models across six broad verticals. Machine-
to-machine and Al-to-Al models capture value from transactions between autonomous systems.
Human-Al collaborative models capture value from people and intelligence working together.
Platform and intelligence-exchange models capture value by sitting between participants and
taking a share of what flows across. Physical-digital convergence models capture value where
intelligent software meets physical assets. Societal and collective intelligence models capture
value from communities and shared knowledge. And emerging meta-economy models capture
value in the virtual and synthetic economies that are only beginning to form. Across these six
verticals sit nineteen distinct ways of actually capturing the value, from autonomous transaction
networks and Al-brokered marketplaces to data-as-currency ecosystems, intelligence-as-a-
service, digital-twin economies and trust-and-reputation systems. The detail matters less, at this
stage, than the pattern, which is that every one of these models captures value from a position
rather than from a product.

This is where the idea | planted at the start of the paper comes due. For as long as
companies have existed, the central question of the business model has been who receives the
income. The Omni-Sentient Economy replaces it with a sharper question, which is who owns the
economic system that produces the income. The distinction is not academic. A company that
sells a product receives income once, at the moment of sale, and then competes to make the
next sale. A company that owns the system through which the product delivers its value receives
income continuously, for as long as the value keeps flowing, and it owns something that
compounds rather than something that must be re-earned each quarter.

From Products to Flows

The product ceases to be the unit of value; value migrates to the ongoing flow it produces

SECTOR 1 SELL THE PRODUCT 2 MONETIZE THE FLOW 3 CONTROL THE VALUE POINT
- . . Build, Own & Orchestrate the
Construction Build — NS CEREE } . Infrastructure Intelligence Layer
L J
d R
- . o Control energy orchestration &
Energy Sell electricity / equipment — Sell capacity / storage } - I
'd ™\
Logistics Move freight —> Sell freight capacity J . Control trade-flow orchestration
A 1
- . Control compute-power
Data Centres Build infrastructure — Sell compute / power capacity b o
J . v
s ~
Govern infrastructure intelligence
Infrastructure Build & hand over — Own / operate the asset —> & value exchange
J .
il . . Sell the Aircraft to Operators as a Operate autonomous flight
Aviation Build & Sell Aircraft — Service - capacity
J \ J
Automotive Build & Sell Cars — Sell the Cars as a Service — | Se! memhemhrlrﬁlzzd Bicnomons
J " 7
Deposit-centric models / Intermediary : ] ( f )
Banki credit/ SWIFT & correspondent —_ Al-Priced, Al-Underwritten Micro- — Tokenized Corporate/Consumer
anking banking Economies Asset Platforms
. L J

Value migrating from the transaction to the ongoing flow, across sectors.

Page 19



CORPORATE REDESIGN FOR THE OMNI-SENTIENT ECONOMY | Theo Scherman © 2026

The clearest way to see this is to watch what happens to the product itself. In a widening range of
industries, the product is ceasing to be the unit of value. Value is migrating from the thing that is
sold to the ongoing flow the thing produces, and the question of who owns a share of that flow,
including through new forms of shared ownership and tokenization, is becoming the central
question of strategy. Consider what this does across very different sectors. An aircraft
manufacturer that sells planes receives its value at delivery, but an aircraft manufacturer that
operates autonomous flight capacity receives value for every hour those aircraft fly. A carmaker
that sells cars is paid once, but a carmaker that owns and operates a fleet of autonomous
vehicles is paid for every mile traveled. A battery manufacturer sells a cell and moves on, but
once recycling closes the materials loop, a battery company can rent storage capacity and be
paid continuously for the energy it holds and releases. A consumer goods company that designs,
manufactures and ships a product can instead design the product, sell the right to produce it, and
let the customer manufacture it on demand, capturing value from the design and the production
right rather than from the logistics of making and moving the thing.

In every one of these examples the company still makes something, and to a casual observer the
business looks similar to what it was. What has changed is where the value is captured. It has
moved from the transaction to the flow, and from the product to the position. This shift, from
selling products to owning flows, is the single most important business-model change of the
transition, and it is the bridge into the two questions that follow, which are where a company
chooses to stand in the new economy, and how it makes its money there.

What remains scarce, and therefore what becomes the real basis of
competition, is the architecture of the business built around it.
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QUESTION 6

Chapter 7
Where Does Your Company Capture Value in This New Economy?

Every company already occupies a position in its economy, whether it chose that position
deliberately or simply arrived at it. The uncomfortable truth of the transition is that the positions
are being redrawn, and a company that does not choose where it wants to stand will have the
choice made for it by the market, which is rarely generous to those who let it decide. This chapter
is about that choice, and it is the most consequential strategic decision a company will make in
the Omni-Sentient Economy, because position, not participation, is what determines how
much value a company captures.

Where Your Company Captures Value

Value concentrates higher up the stack — position, not participation, determines capture

4 N\
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The value-capture stack and the strategic positioning matrix.

It helps to picture the economy as a stack. At the bottom sit the commoditized providers, who
supply undifferentiated products and services into a market that competes them toward zero
margin. Above them sit the specialists, who control a defensible niche but not the wider system.
Above the specialists sit the platform players, who own infrastructure that others must build upon
and who capture a share of everything built on top. And at the summit sit the orchestrators, who
own or govern the ecosystem itself, control the flows of value that pass through it, and capture a
disproportionate share of the total because they sit at the point everything must pass through.
Value concentrates as you move up this stack, and the position a company holds is determined
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by two things above all, how much it controls the interface with the customer, and how much it
controls the data and compute the system depends on.

Most established companies sit lower in this stack than they realize, and the transition pushes
them lower still unless they act, because the commoditizing force of cheap intelligence erodes the
middle of the stack fastest. The strategic question is therefore not how to defend the current
position but how to climb, and the mechanism for climbing is the thing this paper has been
building toward. It begins with ownership of the flow.

Ownership of the flow is not the destination. It is the precondition that unlocks three forms
of value capture that a pure product-seller can never reach, and they build on one another in a
definite order.

1. The first is intelligence positioning. When a company owns the asset rather than merely
selling it, it can decide where in the stack intelligence is embedded and use that intelligence
to climb from commodity provider toward orchestrator. A company that has sold its product
and walked away has no surface on which to place intelligence. A company that owns the
operating asset has the whole surface.

2. The second is high-leverage revenue. Only an owner can reach the top tier of the revenue
architecture described in the next chapter. A company that sells and departs is capped,
structurally and permanently, at the lowest tier of revenue, no matter how good its product
is. Ownership is the ticket that admits a company to the forms of revenue that compound.

3. The third is the orchestration layer. Once a company owns across multiple assets, or sits at
the center of an ecosystem of owners, it can run an intelligence layer across all of them,
monetizing the intelligence that flows across the whole ecosystem in a way that no single-
asset owner and no product-seller can. This is where owning the flow becomes owning the
intelligence that flows across many flows, and it is the most defensible position in the entire
economy.

This third rung unlocks a form of revenue that did not exist in the old economy, and it is worth
naming precisely because most companies cannot yet see it. The orchestration layer connects
the user to the product, the product to how it is actually used, and the use to the outcome it
produces. Because the layer sees all of this at once and continuously, it generates a stream of
intelligence about what is really happening across the whole ecosystem, and that intelligence is
itself monetizable, both as an asset in its own right and as the engine of something more
valuable. The pattern of real use, fed back through the orchestration layer, tells the owner exactly
how to design the next iteration of the product, which features matter and which are ignored,
where the outcomes fall short. This recursive loop, in which use generates intelligence and
intelligence designs the next offering, becomes a source of new and enhanced revenue that
compounds with every cycle. The company is no longer selling a product and guessing at the
next one. It is running a learning system that continuously improves what it offers and
continuously discovers new things to charge for, and only the owner of the orchestration layer is
positioned to capture it.
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The Climb to the Control Point

Ownership of the flow is the precondition that unlocks each rung above it

5. Hold the Control Point

Take a participation fee from every exchange

A

| 4. Orchestrate the ecosystem |

Monetize intelligence across many flows
3. Position intelligence
Climb the value stack
2. Own the flow
Recurring, defensible - the doorway

A

1. Sell the product
Capped, commoditizing

The escalating climb from selling products to holding the control point of value exchange.

Put these together and the full climb becomes visible. A company sells the product, which is
capped and commoditizing. It moves to owning the flow, which is recurring and defensible and
opens the door to everything above. It positions intelligence within what it owns, which lets it
climb the stack. It monetizes intelligence across the ecosystem it now sits at the center of. And at
the summit it holds what | call the control point of value exchange, the position through which all
value in its ecosystem must pass, taking a participation fee from every exchange. That summit is
the same position the revenue architecture in the next chapter names as high-leverage revenue.
This chapter explains how a company actually climbs to it, which is the part most strategy
discussions leave out.

It would be easy to read this as an argument that every company should try to become an
infrastructure owner, and that reading would be wrong. The summit is universal, but it is reached
differently in different industries. The car company reaches it by orchestrating intelligence across
its autonomous fleet and moving toward control of the mobility exchange. The battery company
reaches it by orchestrating across its deployed storage and moving toward the energy-exchange
point. A company in physical infrastructure reaches it by owning the assets the economy depends
on and governing the intelligence that runs across them, which is simply the most capital-durable
and hardest-to-dislodge version of the same climb, not a different argument. The principle is
identical across all of them. Own the flow, position the intelligence, orchestrate across the
ecosystem, and hold the control point through which value must pass.

The practical work of this chapter reduces to three questions a company must answer honestly.
Where are you today, in the stack described above? Where do you want to play, given your
assets and your industry? And what has to change to get from one to the other? These are not
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comfortable questions, because the honest answer to the first is often lower than a company
would like, and the honest answer to the third is often a redesign rather than an adjustment. But
the alternative to answering them is not to keep the current position but to have it chosen by the
market, and the market chooses the lowest one.

If you do not choose your position, the market will choose it for you.
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QUESTION 7

Chapter 8
How Does the New Economy Change Your Revenue Architecture?

Position determines what a company can charge for. The revenue architecture determines the
form that charge takes, and in the Omni-Sentient Economy the form matters as much as the
amount, because different forms of revenue behave differently as the economy grows. A
company can earn the same amount of money this year in a way that decays or in a way that
compounds, and the difference between those two shows up not in this year’s results but in every
year after. The revenue architecture is best understood as a ladder, and revenue becomes more
recurring, more scalable and more defensible as a company climbs it.

At the base of the ladder sits foundational revenue, which is the transactional income a company
earns from building, producing and selling products and services. This is where most companies
operate today, and there is nothing wrong with it except that it is the tier most exposed to the
commoditizing force of cheap intelligence. When Al can help anyone build, produce and deliver at
collapsing cost, the margins at this tier compress toward zero, and a company that earns only
here is competing on a floor that keeps sinking. Foundational revenue is necessary, because it is
often what funds the climb, but it is not sufficient, and a company that mistakes it for a stable
base is building on sand.

The New Revenue Architecture

Revenue becomes more recurring, scalable and defensible as you climb

2 /
. | Equity Monetization
High-Leverage Revenue ' /
1 Monetizing th;e Control Point of Value Exchange
] /
| Al Agent Deployment (Function & Trade)
. i /
Compounding Revenue | Marketplace Faciltation
i 7
\ : Prodluct Data Intelligence
I /
. XaaS
Foundational Revenue 4

Build/Produce/Product/Services

Three tiers from foundational to high-leverage revenue.

Above foundational revenue sits compounding revenue, which is the first tier where income
scales with something other than the next sale. It includes the recurring access fees of anything-
as-a-service, the value extracted from the data that economic activity generates, the fees earned
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from facilitating a marketplace that others transact across, and the income produced by deploying
Al agents that work without human effort. What these have in common is that they scale with the
activity of the whole system rather than with the labor of the company, and they recur rather than
resetting to zero after each transaction. A company that reaches this tier has begun to earnin a
way that grows as its ecosystem grows, which is the beginning of real leverage.

At the top of the ladder sits high-leverage revenue, which is the most powerful and most
defensible form of income in the economy. It comes from owning the control points through which
value must pass, from orchestrating the ecosystem others operate within, from providing the
transaction infrastructure that everything runs on, and from holding equity in the systems that
produce the value rather than merely charging for access to them. This is the tier the previous
chapter described a company climbing toward. Its defining feature is that it does not depend on
making the next sale, declaring a profit, or employing a particular number of people. It depends
only on holding a position, and a well-chosen position earns continuously and is nearly impossible
for a competitor to dislodge.

The principle that runs up the whole ladder is a single one. A company stops selling into
economic flows and starts monetizing its position inside them. At the base it sells a thing into a
flow it does not own. At the summit it owns the flow and charges for passage through it. Every
step up the ladder is a step from being subject to the flow toward owning it, and the companies
that climb fastest are the ones that will define the economics of the next economy.

The Al Valuation CIiff

When Al becomes the analyst and the allocator, it values companies on new criteria

WHAT HUMAN MARKETS WHAT THE INTELLIGENT
PRICED MARKET REWARDS
® Declared earnings THE @ Essential infrastructure ownership
® Projected growth m’ @ Intelligence infusion ratio
® Reported profit @® Recurring / compounding revenue
® Market comparables @ Control-point ownership

The four criteria an intelligent capital market reward.

The reason this matters more than it ever has: the Al Valuation CIiff

There is a further reason to climb this ladder, and it changes the revenue architecture from a
matter of good strategy into a matter of survival. For as long as capital markets have existed,
human analysts and human investors have decided what a company is worth, and they have
valued companies largely on the earnings they declare and the growth they project. That is

beginning to change. As Al becomes the analyst that studies companies and increasingly the
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allocator that directs capital toward them, it will value companies on criteria that human markets
have not yet fully priced.

Those criteria follow directly from everything this paper has argued. An Al valuing a company for
the Omni-Sentient Economy will weigh whether it owns essential infrastructure the economy
depends on, how deeply intelligence is infused through its operations, whether its revenue is
recurring and compounding rather than transactional, and whether it owns a control point in its
ecosystem. A company that sells products and declares quarterly profits may look healthy to a
human market, and undervalued, even endangered, to an intelligent one, because it holds none
of the things the new criteria reward.

This is what turns the climb up the revenue ladder from optional optimization into a condition of
remaining investable. It also sets up the most difficult part of the whole transition, because the
architecture the intelligent market will reward is precisely the architecture the existing
organization is built to resist. That resistance is the subject of the next chapter.

A company stops selling into economic flows and starts monetizing its position
inside them.
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PART IV — WHY COMPANIES WILL STRUGGLE TO GET THERE
QUESTION 8

Chapter 9

Why Is Your Organization’s Immune System the Biggest Risk to
Your Transition?

Everything in this paper so far has described what a company must do. This chapter describes
why it probably will not, and it is the most important chapter for any leader who intends to actually
carry out the transformation rather than simply understand it. The greatest risk to a company’s
transition is not the technology, the cost or the competition. It is the company itself, and
specifically the set of forces inside every established organization that exists to protect
what the company already is. | call this the corporate immune system, and the analogy is exact.
A biological immune system defends the body by attacking anything it identifies as foreign, and it
cannot tell the difference between a threat and a cure. The corporate immune system does the
same. It attacks the transformation with the same energy it would use against a genuine threat,
because to the existing organization a transformation is a threat.

The mistake most leaders make is to see this resistance as irrational, a failure of people to
understand what is good for them, to be overcome with better communication or a more
compelling vision. That reading is wrong, and because it is wrong the usual remedies fail. The
resistance is not irrational. It is the entirely rational behavior of people responding to the
incentives the organization has built, and it operates through four distinct defenses, each of which
has to be understood before it can be disarmed.

The four defenses

The first is identity. People who have spent decades becoming expert at how the company
currently works have built their professional identity on that expertise, and a transformation that
renders it less central is experienced not as an opportunity but as a threat to who they are. The
more senior and more accomplished the person, the deeper this runs, which is why resistance is
often strongest exactly where the company most needs leadership for the change.

The second is status and control. Every transformation redistributes decision rights, and the
people who hold decision rights in the current structure correctly perceive that a redesign may
reduce them. They are not confused about their interests. They are defending them, and they are
defending them with all the influence their current position provides, which is considerable.

The third is incentive. The compensation, promotion and recognition systems of the company
were built to reward delivery of the existing business, this quarter and this year. A leader asked to
divert energy toward a transformation whose payoff is years away, at the expense of the numbers
they are measured on now, faces a real and rational conflict, and the incentive system resolves it
against the transformation every time. People do what they are paid to do, and they are paid to
protect the present.
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The Corporate Immune System

The four defenses that make the existing organization reject transformation

The immune CEO
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Transformation redistributes decision rights; those
who hold them defend them

INCENTIVE

Compensation rewards delivery of the existing P&L
now, not a payoff years away

PROXIMITY TO POWER MOST DANGEROUS

Strongest just below the top — leaders protect the
logic of the level they are joining

ONONONO

The four rational defenses against transformation.

The fourth is the most subtle and the most dangerous, and it is proximity to power. The
closer a leader sits to the next level of the hierarchy, the more strongly they tend to protect the
assumptions, the approval logic and the behaviors of the level they are trying to join. The immune
response is strongest not at the bottom of the organization but just below the top, among the
people most invested in the system as it is because they are closest to inheriting it. This is why
transformations so often stall not in the ranks but in senior management, and why a leader
counting on their most senior people to drive the change is frequently counting on exactly the
people most structurally opposed to it.

The corporate immune system is not dysfunctional. It is doing
precisely what the existing organization built it to do.

Once this is understood, the usual approaches reveal themselves as hopeless. Communicating
the vision more clearly does not disarm an immune system that is responding to incentives rather
than to information. Restructuring hands the redesign to the very people whose status it
threatens. Mandating the change from the top runs straight into the layer just below the top that is
most invested in the status quo. The immune system defeats each of these because each of
them attacks the organization head-on, and a healthy immune system always wins a head-on
fight on its own territory. The sharpened form of the eighth question is therefore not whether your
organization will resist, because it will, but whether you understand the resistance well enough to
transform without triggering it. That is the problem the final chapter solves.

There is one further turn that makes this the biggest risk of all, and it connects back to the
valuation argument of the previous part. The architecture the intelligent capital market will
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increasingly reward, ownership of flows, control points, recurring and compounding revenue, is
precisely the architecture the corporate immune system is built to reject, because building it
means redistributing exactly the identity, status, incentives and power the immune system exists
to protect. The company is therefore caught between a market that rewards transformation and
an internal system that punishes it. The companies that resolve this tension will be the ones that
find a way to build the new architecture without asking the immune system to approve it in
advance, which is the method the next chapter describes.

A corporate immune system cannot tell a cure from a threat, so it attacks both.
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PARTV — THE EXECUTION MODEL
QUESTION 9

Chapter 10

How Do You Transform Without Breaking or Destroying the
Current Business?

Everything in this paper so far has described what a company must become. This chapter shows
how one company gets there, from where it stands today to the far side of the transition, without
stopping the business that funds the journey. It is deliberately the longest chapter, because it is
the one that turns the argument into a method, and it works through a single example in enough
detail that a reader can see how to apply it to their own company. The example is a construction
machinery manufacturer, chosen precisely because it is a heavy, physical, conservative business
about as far from a technology company as an established firm can be. If the transformation
works here, it works anywhere.

The company today runs on a model as old as its industry. It builds machines, sells them to
contractors and mining companies, and maintains them throughout their working lives. Build, sell,
maintain. By every measure its board reviews each quarter, the model works. That is exactly the
danger, because it is a foundational-revenue business in the terms of this paper, selling a product
once and competing to sell the next, and it is precisely the kind of business the transition
dismantles quietly while the numbers still look healthy. The transformation that follows moves it,
over roughly six to seven years, from build, sell, maintain to a new model of build, deploy,
operate, optimize, monetize, in which it no longer merely sells machines but operates them,
optimizes them and monetizes the intelligence they generate. It does this in five stages, and the
discipline of the sequence is what keeps the company from either standing still or breaking itself.

The manufacturer does not disappear. It evolves into an intelligent,
economically active system.

Stage one - Identify the converging technologies that will disrupt the business

The company begins not by choosing a technology to adopt but by mapping the technologies
converging on its industry, because the first and most common mistake is to hunt for the single
threat when the danger comes from combination. Across the six technology domains, it identifies
the specific forces bearing on construction machinery. From intelligence and cognition come Al
agents and edge Al. From compute and sensing come the internet of things, edge sensors and
next-generation cloud. From autonomous systems and robotics come collaborative robots,
adaptive robots, swarm robotics and autonomous systems. From energy come solid-state
batteries and energy optimization. From trust and value exchange come digital identity and
tokenization. Laid out this way, the map makes the real threat visible. It is not that robots or Al is
coming, but that Al, robotics, sensing, energy storage and autonomous systems are arriving
together, and their combination is what turns a machine that a person drives into a machine that
operates itself.
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Equipment Manufacturer: Technology Disruption

The converging technologies bearing on the construction machinery business
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The six convergence domains mapped onto the construction machinery business.

The disruption is not linear. It is the result of multiple technologies
converging into a new system.

Stage two - Score the technologies to find which will drive the greatest
transformation

A map of converging technologies is not yet a strategy, because not all of the technologies matter
equally, and a company that tries to pursue all of them at once will exhaust itself. The company
therefore scores each technology to find where transformation will be greatest and most urgent.
The scoring does not need to be elaborate to be useful, and the point here is the dimensions
rather than the arithmetic. Each technology is scored on its value-creation potential, meaning its
ability to create new revenue or remove cost; on its disruption risk, meaning both how likely
competitors are to use it and how exposed the current business is to it; on execution readiness,
meaning how deployable it is today and how quickly it delivers measurable value; and on
urgency, meaning how fast the technology moves from being an advantage to being a
requirement for survival. Combined into a single priority index, these dimensions turn a long list of
interesting technologies into a ranked sequence of where to act first.

For the construction machinery manufacturer, this exercise produces a clear result. Robotics and
autonomous systems score highest, because they create new service revenue, remove the
company’s dependence on human-operated machines, are already being pursued by
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competitors, and are deployable now. Autonomous equipment, Al agents, edge sensors and real-
time data infrastructure cluster just below. Technologies like blockchain and tokenization,
whatever their eventual importance, score lower on immediacy and are placed under watch rather
than acted on first. The output is not a technology shopping list. It is a sequence of
transformation, and knowing the sequence is what allows the company to move decisively on the
few things that matter rather than timidly on everything.

From Technology Awareness to Strategic Action

Scoring the technologies to find the highest-priority transformation cluster
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The scoring matrix and the strategic-action map, robotics ranks as the highest priority.

This is not a technology list. It is a sequenced transformation.

Stage three - Build the transformation matrix on the highest-priority technologies

With robotics and autonomous systems identified as the backbone, the company builds a
transformation matrix that traces where the impact of that backbone lands first and what follows
from it. This matters because a single high-priority technology does not change one thing about a
business. It changes several, in a definite order, and seeing the order is what lets the company
plan the transformation rather than merely react to it. For the construction machinery
manufacturer, robotics reshapes the business along four connected fronts.

The first impact is operational. The machines gain autonomous production lines, continuous
autonomous operation and predictive self-maintenance, which changes how the company’s
equipment works in the field. The second impact is on the product itself. The machines become
self-operating, gain embedded autonomy and support remote fleet control, which changes what
the company is actually making. The third impact, and the one that reaches furthest, is on the
business model. Equipment-as-a-service, outcome-based pricing and autonomous fleet
monetization become possible, which changes how the company earns. And the fourth impact is
on the ecosystem, as the machines become economic agents in their own right, operating on
platforms and coordinating in autonomous clusters, which changes the company’s place in the
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wider economy. Robotics, in other words, does not simply make the machines better. It redefines
how the company creates and captures value, and the transformation matrix is what makes that
chain of consequence visible before the company commits to it.

Robotics as a Catalyst: The Transformation Matrix
Where the highest-priority technology lands first, and what follows

—O Operational Impact

o Autonomous production lines
o Continuous autonomous operations
o Predictive self-maintenance

Business Model Impact O——
o Equipment-as-a-Service

o OQutcome-based pricing

o Autonomous fleet monetization

——O Product Impact

o Self-operating machines
o Embedded autonomy

o Remote fleet control

Ecosystem Impact

o Machines as economic agents
o Platform-based operations

o Autonomous clusters

.Oq

The four connected fronts of impact from the identified priority technology.

Stage four - The three-phase roadmap from build-sell-maintain to the new model
The transformation matrix shows where the company is going. The roadmap shows how it gets
there over time, and it unfolds in three phases, each with a distinct character, a distinct financial
logic and a distinct relationship to risk. The phases matter because they resolve the central
dilemma of the whole paper. The company cannot leap from its old model to its new one in a
single move without breaking itself, and it cannot afford to stand still. A phased roadmap lets it
change continuously while never betting more than it can afford to lose at any one step.

Phase one - Foundation (2 years)

The first phase builds the groundwork. The company deploys sensors across its assets and
operations, introduces robotics into high-value, repetitive workflows, establishes a digital twin for
visibility and simulation, and builds the initial data pipelines and integration layer that everything
later depends on. This phase is capital-heavy, its returns come from efficiency, and its focus is
cost reduction. It is not yet glamorous, and it does not yet transform the business model, but it is
the foundation without which nothing else is possible. It is also, as the final stage of this chapter
describes, where the practical method of infusing Al into operations begins.

Phase two - Transition (2 years)

The second phase is where the business model begins to shift. Production environments become
semi-autonomous, connected equipment fleets are coordinated across sites and regions, Al-
assisted decision systems are introduced, and the company begins moving from product sales to
service-based contracts, targeting a meaningful share of new contracts on this new basis. Early
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remote operations and control centers appear, and integration extends across supply-chain
partners rather than staying internal. Financially, this is where recurring revenue begins, the
margin mix starts to shift, and the company’s center of gravity moves from product toward
services. It is the hinge of the whole transformation, the phase in which the company stops being
what it was and starts being what it will become.

Phase three - Reinvention (2 to 3 years)

The third phase completes the transformation. Production and operational environments become
fully autonomous, Al drives real-time optimization across the entire system, and the equipment
operates as a self-managed, revenue-generating asset rather than a product that was sold and
forgotten. A platform-based ecosystem connects customers, partners and machines,
monetization becomes outcome-based and usage-based at scale, and the machines themselves
begin participating in machine-to-machine coordination and transactions. Financially, this is
where platform revenue comes to dominate, where high-margin autonomous services define the
business, and where monetization becomes continuous. The company that entered the roadmap
selling machines exits it operating an autonomous infrastructure platform.

The Transformation Roadmap: Manufacturing to Autonomous Platform

Three phases carry the company from build-sell-maintain to the new model

Phase 3
TR::IaSI%Z \ REINVENTION
Phase 1 PR S od . — Fully autonomous production and
FOUNDATION = eﬁ\ml(—)arlllrln(érrl]?srnous production operational environments.
L — Al-driven real-time optimization
— Sensor deployment across — Connected equipment fleets across the entire system.
assets and operations. across sites and regions. .
o ) ) ) — Equipment operates as self-
— Robotics introduced into — Introduction of Al-assisted managed, revenue-generating
high-value, repetitive decision systems. assets.
workflows. ;
— Shift from product sales to — Platform-based ecosystem
— Digital twin established for service-based contracts for connecting customers, partners,
visibility and simulation. 20% of new contacts. and machines.
— Initial data pipelines and — Early-stage remote operations — Outcome-based and usage-based
integration layer built. and control centers. monetization at scale.
Phase 1: i : i S f
" . — Integration across supply chain — Machines participating in machine-
- Capex heavy. Initial Automation partners (not just internal). to-machingcoorginat%n and
+ ROl from efficiency. (2 Years) transactions.
+ Cost reduction focus. Business Model Shift
Phase 2: (2 Years) Economic Participation
+ Recurring revenue begins. (2-3 Years)
* Margin mix shifts.
» From Product to Services focus. Phase 3:

« Platform revenue dominates.
< High-margin autonomous services.
« Continuous monetization.

The three-phase roadmap, from foundation through transition to reinvention.

The financial logic of the roadmap is worth stating plainly, with one important
caveat. The figures that follow are an illustrative structural model for this example company, not
audited results, and their purpose is to show how the structural shifts translate into measurable
outcomes rather than to promise a specific return. Modeled this way, the cost-structure shift from
labor to automation, from reactive to predictive maintenance and from fixed to variable cost
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produces an improvement in the order of ten to twenty points of operating margin. The revenue-
model expansion from product to service to platform produces revenue growth on the order of
twenty percent. And the asset-productivity shift from idle to continuous operation, from single-use
to multi-use and from passive to revenue-generating produces a utilization improvement on the
order of thirty percent. The essential point is not the precise figures but their source. In this model
the financial outcomes are structurally produced by the transformation rather than assumed on
top of it, which is what makes them credible as a direction even though the exact numbers will
differ for every company.

From Scoring to Financial Impact

How the structural shifts translate into modelled outcomes (illustrative model for the example)

COST STRUCTURE SHIFT
- Labor — automation +10-20 ptS

- Reactive — predictive operating marain
- Fixed — variable P g 9

REVENUE MODEL EXPANSION

- Product — service
+ 0
- Service — platform 20 /0

revenue
- Platform — autonomous

ASSET PRODUCTIVITY

- Idle — 24/7 operation
| pera’ +30%
- Single-use — multi-use

. . utilization
- Passive — revenue-generating

How the structural shifts translate into modeled cost, revenue and productivity outcomes.

Stage five - Infusing Al into operations: how Phase one actually begins

The roadmap tells the company where to go and in what order. It does not, on its own, tell the
company how to take the first real step without triggering the resistance the previous chapter
described, and this is where most transformations fail. Phase one calls for introducing robotics
and Al into operations, but the moment a company announces that it is infusing Al into how it
works, the corporate immune system wakes up, because the announcement threatens exactly
the identity, status and incentives that immune system exists to protect. The company needs a
way to begin Phase one that changes operations without presenting itself as a threat, and that
method is the practical heart of this chapter.

Do not attack the core. Build beside it, prove the new model, and
migrate it in.

The method is called Shadow-to-Core, and its central idea is that a company can build the new
way of working alongside the existing one, prove it works using the company’s own real data, and
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move it into the core only once it has earned the right to be there. Because it never disrupts the
operating business until it has proven itself, it does not trigger the immune system, and because it
proves itself on real data rather than on promises, the case for adoption is made by evidence
rather than by authority. It has ten steps, and the clearest way to understand them is to watch the
manufacturer apply them to a single, deliberately unglamorous operational process, the kind of
process Phase one is full of.

The Shadow-to-Core Model

Ten steps: Proving value in the shadows before touching the core

Select one Map the real Create a Connect read- | | Deploy agents
process workflow process twin only data in shadow
Compare vs Move to Govern Integrate into Repeat,
human assist mode through the core process by
protocol process

Ten steps from selection to controlled integration.

Step 1 - Select one process

The company does not attempt to transform everything, because attempting everything is how
transformations trigger the immune system and collapse. It selects a single narrow, well-defined
process. In this example we will choose service-parts invoicing, the back-office task of matching
incoming parts invoices against purchase orders and delivery records, coding them and paying
them. It is deliberately mundane, high in volume, rich in data and low in risk, which makes it the
ideal place to begin. Nothing about the choice is visionary, and that is exactly the point.

Step 2 - Map the real workflow

The company documents how the process actually works today, not how the procedure manual
says it works. It sits with the three people who do the job and records the real sequence,
including the workarounds and exceptions that never appear in the official version. This honest
map is what the new system will have to match, and mapping it accurately is what makes the
later comparison credible.

Step 3 - Create a process twin

The company builds a digital twin of the process, standing up a duplicate, non-production copy of
the exact system the invoicing team uses, a sandbox that looks and behaves identically to the live
environment but touches nothing real. Everything that happens in the twin is safe, because none
of it reaches the running business. This is the protected space in which the new model is built and
tested without the immune system ever noticing, because from the outside nothing has changed.
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Step 4 - Connect read-only data

The company feeds real data into the twin through a read-only connection, using the standard
interfaces its core systems already provide. The data flows one way. The twin sees everything
the live process sees, in real time, but can change nothing, which means it can be tested against
reality without any possibility of disrupting it. This one-way mirror is the technical heart of why the
method is safe.

Step 5 - Deploy Al agents in shadow mode

Now the company turns on a set of Al agents inside the twin, each with one narrow job. One
reads the incoming invoice, one extracts the supplier, part, quantity, price and terms, one
matches the invoice against the purchase order, contract and delivery record, one flags the
exceptions, and one recommends the coding and routing. They run on every real invoice, in real
time, but silently, their output is going nowhere except a log. The people continue to do the job
exactly as before, and their decisions remain the only ones that count. The agents are watching
and proposing, not deciding, and because each agent does only one narrow job, the system is
transparent and auditable rather than a black box.

Step 6 - Compare against human performance

For six weeks, the company compares what the agents proposed against what the humans
actually did. This is a simple report rather than a grand analysis, and it answers one question.
How often did the Al reach the same decision as the person, and where they differed, who was
right? Over enough real volume the answer stops being a matter of opinion and becomes a
matter of record. Typically the agents match the human decision on the great majority of routine
cases and, revealingly, catch exceptions the humans had been missing. The evidence
accumulates on its own, without anyone being asked to trust anything.

Step 7 - Move to assist mode

Once the agreement is high and the disagreements are understood, the company flips a single
switch. The agents’ recommendations now appear in the real workflow, beside each invoice, as
the human works. The person accepts, edits or rejects each one, and every correction trains the
system further. The human is still in control, still making the final decision, but now works with an
intelligent assistant that handles the routine and surfaces the exceptions. Nobody’s job has been
eliminated. The job has become easier and faster, which is why the people doing it become
advocates for the change rather than resisters of it. The immune system does not fight, because
nothing it protects has been taken away.

Step 8 - Govern through protocol

Before any of this touches real money without a human in the loop, the company puts
governance in place, and this is where the Constitutional Layer from Chapter 5 becomes
concrete. A short, clear protocol defines what the agents may do on their own, what must always
route to a human, how every decision is recorded and audited, and how any decision can be
reversed. This is not a compliance exercise bolted on at the end. It is the set of rules that makes it
safe to let the system act, written before autonomy is granted rather than after something goes
wrong.
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Step 9 - Controlled integration into the core

Only now, with the model proven on real data over months and governed by an explicit protocol,
does the company move it into the core, and it does so in the most controlled way possible. The
simplest, highest-volume, lowest-risk cases, the invoices under a set value with a clean matched
purchase order, are handled end to end by the system with no human touch. Everything unusual
still routes to a person. The threshold is a dial the company controls, and it widens it only as
confidence grows. The core has changed, but it changed by migrating in something already
proven rather than by imposing something untested, which is why the business did not break.

Step 10 - Repeat, process by process

The company now has something more valuable than an automated invoicing process. It has a
proven method and the confidence to use it. It turns the same ten steps on the next process, and
the next, and each is faster than the last because the method is understood and the infrastructure
is already built. This is where the small, unglamorous beginning reveals its purpose.

The compounding is the point. Each process transformed in shadow becomes a process
twin. Connected process twins become a function twin, a finance function or a service function
that runs as an intelligent system. Function twins integrate into an operations twin, a living digital
model of the whole running business. And the operations twin is the foundation of the
autonomous enterprise platform that this chapter’'s roadmap set as the destination. This is how
Phase one, begun with something as mundane as invoicing, compounds through Phase two and
Phase three into the fully transformed company. The grand vision of an autonomous, intelligence-
run enterprise is not reached by a grand program. It is reached by one mundane process at a
time, each proven in shadow before it is trusted in the core.

From One Process to the Autonomous Platform

Every process twin is a brick - the enterprise twin is the building

Process L. Function e Operations L Autonomous
twins twins twin platform
Invoicing, scheduling, Connected process twins Functions integrate into a Build — Deploy — Operate
procurement — each become a finance or service live twin of the whole — Optimize — Monetize

proven in shadow twin business

The compounding ladder from process twin to autonomous enterprise platform.
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ACCELERATION SIGNAL - Autonomous physical labor, built in-house first

The clearest current sign that companies are shifting from selling equipment to operating
autonomous productive systems is that the most advanced are building the autonomous labor for
their own operations before selling it to anyone. Tesla discontinued its flagship Model S and
Model X lines and converted the Fremont facility to produce its Optimus humanoid robot for
internal factory use, and it has committed capital on the order of tens of billions of dollars to the
effort, with the robots first deployed inside its own and its affiliated factories. By the company’s
own admission, the robots are not yet doing economically productive work, and every production
target since 2022 has been missed, so this is a signal of committed direction rather than
achieved capability. But the direction is unambiguous, and it is exactly the shift this chapter
describes: a manufacturer moving from selling machines to operating autonomous productive
systems, beginning inside its own operations.

Source: Tesla Q4 2025 earnings call (28 January 2026), where the robots were described as “primarily for learning” rather than
productive work; Fremont line conversion and internal-deployment reporting via Teslarati, Yahoo Finance and Built In (2026).
Figures company self-reported; production targets repeatedly missed, presented with that caveat.

Return now to the construction machinery manufacturer at the end of the arc and see what the
five stages have produced. It identified the technologies converging on its industry, scored them
to find that robotics and autonomous systems mattered most, built a transformation matrix that
showed how that backbone would reshape its operations, products, business model and
ecosystem, followed a three-phase roadmap from foundation through transition to reinvention,
and began the whole thing in Phase one with a single invoicing process running quietly in a
shadow. Build, sell, maintain has become build, deploy, operate, optimize, monetize. The
company that once sold a machine and walked away now owns the flow the machine produces,
runs the orchestration layer across its whole deployed fleet, and holds a control point in its
customers’ operations. It climbed the ladder of Chapter 7 and reached the high-leverage revenue
of Chapter 8, and it did so without ever stopping the business that funded the climb. It answered
all nine questions of this paper, in order, as one connected motion. That is the proof that the
redesign this paper describes is not a theory but a path a real company can walk.

This is why the ninth question is the one that matters most on Monday morning. Everything else
in this paper describes where a company must go. This chapter describes how it gets there
without dying on the way, and the answer is almost anticlimactic in its modesty. The
transformation into the autonomous, intelligence-run enterprise does not begin with a moonshot.
It begins with one boring process, running quietly in a shadow, proving that the future works
before the company bets anything real on it.
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CONCLUSION

The Leadership Mandate

The nine questions of this paper are not nine separate problems. They are one problem seen
from nine angles, and the company that answers them in isolation will assemble nine
disconnected initiatives that never add up to a transformation. The company that answers them
as a whole will redesign itself for the economy that is arriving. Set out together, they define what
leadership now requires.

A leader must sense the convergence, seeing which combinations of technology will redefine the
industry rather than watching for a single threat. They must understand the economy that
convergence produces, the Omni-Sentient Economy in which intelligence is infused through
everything and machines participate directly. They must redesign the organization so that people,
artificial intelligence and physical infrastructure operate as one living system rather than a human
hierarchy with tools attached. They must build the operating framework, the layered architecture
of protocols and platforms that lets that system function. They must choose the business model,
recognizing that as technology commaoditizes, architecture becomes the differentiator. They must
choose where in the economy to capture value, climbing from selling products toward owning the
flows and the control points. They must redesign the revenue architecture to earn in recurring and
compounding ways that the intelligent capital market will reward. They must understand the
immune system well enough to transform without triggering it. And they must execute through a
method that changes the company without stopping it.

The companies that lead the Omni-Sentient Economy will not be those
that adopt Al fastest. They will be those that redesign themselves
fastest around what Al, autonomy and machine participation make
possible.

This is the distinction that matters, and it is the one most companies will get wrong. Adoption is
buying the technology. Redesign is rebuilding the company around what the technology makes
possible, and only redesign produces durable advantage, because the technology itself is
available to everyone. The leaders who understand this will spend less of their energy acquiring
tools and more of it on the harder work of the nine questions, and they will build companies that
are not merely more efficient versions of what they were, but genuinely new kinds of enterprise,
designed from the ground up for an economy that runs on intelligence. The window to do this is
open now, and it is measured in years rather than decades. What a leader does with it is the
whole of the matter.
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EPILOGUE

The World on the Other Side

It would be easy to end a paper like this on the mechanics of transformation, or on the warning
that companies which fail to change will not survive. Both are true, and both are in this paper. But
to end there would be to miss the larger truth, and it is the truth | most want a reader to carry
away. The disruption is not the destination. It is the passage to something better than what we
have now, and it is worth being clear about, how much better.

If we see only the disruption, we miss the bigger story. On the other side of this transition is a
world in which the things that have always been scarce become abundant. Intelligence, once
locked inside institutions and expensive experts, becomes available to everyone, everywhere, at
almost no cost. Labor, once the constraint on everything humans wanted to build, is joined by
machines that can do the work, which means the limit on what can be made stops being how
many hands are available. Healthcare shifts from something rationed and reactive to something
continuous, predictive and personal, available to a farmer in a remote village as readily as to a
patient in a wealthy city. Education stops depending on the accident of where a child is born and
becomes a personal tutor of extraordinary quality for every student on earth. Energy trends
toward the abundant and the clean. Production moves toward the point where making a thing
costs a fraction of what it does today. And the entrepreneurial reach of a single person, amplified
by intelligence that does the work of a team, expands to a scale that used to require a
corporation.

These are not fantasies, and | do not offer them as utopian promises. They are the direct
consequences of the same forces this paper has spent its length describing as disruptive,
because disruption and abundance are two names for the same thing seen from two moments in
time. The dislocation is real and it comes first. The abundance is also real and it comes after, for
those who build toward it. The seven things that become radically more abundant, intelligence,
labor, energy, healthcare, education, production and the individual capacity to create, are the
same seven forces that are dismantling the old economy. What looks like destruction from inside
the old system looks like construction from inside the new one.

The disruption is not the destination. Abundance is.

This is why the redesign that this paper describes is worth the difficulty it demands. The purpose
of rebuilding a company for the Omni-Sentient Economy is not, in the end, the company. It is the
abundance the new economy can produce, and the role a well-designed company plays in
producing it and sharing it. Every leader faces a choice that is larger than their own organization.
They can be overwhelmed by the transition and let others design the world that emerges from it,
or they can be among the architects of that world, building the organizations, and the economy,
and the institutions capable of turning this extraordinary moment into extraordinary abundance.
The future will not build itself. But it can be built, and the people who understand what is
happening are the ones who get to build it. That is the invitation of this paper, and it is the reason
it was worth writing quickly.
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