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Executive Summary 
Every major intellectual current in artificial intelligence today — from Anthropic's research on 
economic disruption to Eric Schmidt's writing on the age of AI, from Marc Andreessen's 
techno-optimist case to McKinsey's quantification of agentic productivity, from Salim Ismail's 
Organizational Singularity thesis to Dario Amodei's vision of machines of loving grace — 
converges on a single conclusion: the modern firm, as designed for the last hundred years, is 
being dismantled by AI agents that have collapsed the cost of coordination and execution 
toward zero. 

This conversation has been overwhelmingly about white-collar work. Marketing teams, software 
engineering, finance, customer support, consulting. The half of the global economy that runs on 
atoms — energy, mining, aerospace, manufacturing, pharmaceuticals, defense, infrastructure — 
has been treated as a footnote. Two engineers with a frontier model cannot disrupt a refinery, a 
mine, an aircraft assembly line, or an offshore platform in sixty to ninety days. Atoms move 
slower than bits. They are regulated. They cause harm when handled badly. They demand tacit 
knowledge that lives in operators' hands and not in any indexed corpus on the open web. 

The industrial half of the singularity needs its own playbook — and its own substrate. This paper 
introduces that substrate. EON Human 2.0 OS, or H2O, is a seven-component operating 
architecture built specifically for regulated physical industries. It combines five intelligence layers 
with a Purpose Protocol at the top and a Govern & Assure wrapper around all of them, sitting on 
twenty-five years of EON's immersive simulation, augmented field execution, and competency 
verification infrastructure. 

The paper proceeds in eight sections. Sections one through five establish the framing and the 
architecture. Section six provides two worked examples — the first showing how EON itself has 
migrated its own operating model onto H2O, the second walking through a representative 
industrial deployment workflow by workflow. Section seven describes the productized ninety-day 
H2O Engagement. Section eight is the call to action: ten anchor companies are being accepted 
into H2O Cohort 1 in 2026. 

The next eighteen to thirty-six months will decide which industrial 
enterprises are the architects of the AI-native era — and which become 
acquisition targets. 

— Dan Lejerskar 
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1.  The Industrial Half of the Singularity 
1.1  A conversation worth joining 
Something has shifted in the past twenty-four months. The intellectual establishment of the AI 
industry has begun describing what comes after the firm as we know it. 

Anthropic's Economic Index and the body of work surrounding it have documented, with data, 
the categories of work most exposed to large language models. The Anthropic founder's essay 
on machines of loving grace traces what becomes possible when intelligent systems reach 
human-equivalent capability across most cognitive domains. Eric Schmidt has written and 
spoken extensively on the geopolitical, defense, and industrial implications of the same shift. 
Marc Andreessen's writing has argued for an aggressive optimism about what AI unlocks across 
the productive economy. McKinsey's research has put numbers on agentic AI's potential GDP 
contribution, with a consistent finding: the largest gains accrue to organizations that redesign 
their operating models, not those that merely deploy tools on top of existing ones. 

Salim Ismail, building on a decade of Exponential Organizations research, has named the 
moment most directly. The Organizational Singularity thesis argues that Coase's century-old 
theory of the firm — that companies exist because internal coordination is cheaper than market 
coordination — has broken, because AI agents have collapsed both coordination and execution 
costs. What remains is a fiduciary container around purpose, agents, intellectual property, and a 
smaller set of humans whose judgment and curatorial taste cannot be automated away. 

We agree with much of this. We are participants in this conversation, not opponents of it. But we 
would observe a structural blind spot in nearly every account: the regulated physical economy is 
treated as a footnote, or simply assumed to come along later. 

1.2  The half they do not address 
Roughly half of global GDP comes from sectors where the work is, fundamentally, physical and 
regulated: energy production and transmission, mining, oil and gas, aerospace manufacturing 
and operation, automotive, marine, defense, pharmaceutical manufacturing, food production, 
infrastructure, advanced manufacturing, utilities, transportation. In these sectors, intelligence 
has to reach into the physical world to be valuable. An LLM that writes a beautiful incident report 
does not stop the incident. An agent that negotiates with another agent does not replace the 
human standing in front of a high-pressure valve on a working production deck at three in the 
morning. 

Two engineers with a frontier model and a weekend can replicate a marketing department's 
high-margin product line. They cannot replicate an offshore drilling competency program across 
twelve jurisdictions. They cannot get ATEX certification for hardware that goes into hazardous 
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environments. They cannot replicate twenty-five years of relationships with the world's leading 
energy operators, aerospace primes, mining majors, and industrial OEMs. They cannot capture 
the tacit operational knowledge that lives in the heads of the most senior operators at a working 
refinery, mine, or plant — knowledge that has never been written down, never been digitized, 
and is not present in any training corpus on the open web. 

This is the half of the economy that needs its own AI-native operating system. It needs an 
architecture that respects regulatory boundaries, surfaces tacit knowledge into machine-usable 
form, delivers intelligence to the coalface through goggles and glasses and simulations, and 
wraps all of it in a Govern & Assure shell that a chief risk officer can sign off on. That is what 
EON Human 2.0 OS is. 
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2.  Why Atoms Are Different 
Four structural realities separate the industrial economy from the software economy. Any 
AI-native architecture that ignores any one of these will fail when it touches a real industrial 
customer. Each is illustrated below with the specific H2O capability that addresses it. 

2.1  Tacit operational knowledge 
The most valuable knowledge inside an industrial enterprise is rarely written down. It lives in the 
hands and judgment of the most senior operators: the rig foreman with thirty years on the deck 
who can hear a bearing fault from across the room, the master technician who knows which 
procedure shortcuts are safe and which are catastrophic. None of this is in any LLM's training 
data, because none of it is on the public internet. It is the moat every industrial enterprise 
actually has and rarely values. 

How H2O addresses this  —  Genesis 3 is the tacit knowledge capture engine. Working 
directly with the senior operator, Genesis converts twenty-five years of accumulated judgment 
into a narrated, three-dimensional, immersive procedure that any junior operator can step 
through. Genesis Extended scales this from single procedures to entire site replicas using 
Marble and Gaussian splatting. The output is a permanent intellectual property asset that 
survives retirement, attrition, and acquisition. 

2.2  Regulatory and liability boundaries 
In software, the consequence of an agent's bad decision is usually a refund. In industrial 
environments, the consequence can be loss of life, environmental disaster, and criminal 
exposure for executives. The regulatory frames that govern these industries — OSHA in 
occupational safety, ATEX and IECEx for explosive atmospheres, API for upstream oil and gas, 
ISO across manufacturing, IADC for drilling, GMP and FDA for pharmaceuticals — are not 
optional, and they cannot be hand-waved by a clever prompt. 

How H2O addresses this  —  The Govern & Assure wrapper, delivered through the EON 
Integrity Suite, carries the regulatory frame as a first-class object through the entire stack. Every 
agent is passported against its applicable regulatory boundaries. Every decision is logged and 
searchable. Every action is rollback-able. Exceptions enter a human review queue. The chief 
risk officer is the actual buyer of this layer, and the layer is built specifically for that sign-off. 

2.3  Physical execution latency 
Software updates instantly. Refineries do not. Mines do not. Aircraft fleets do not. The asset 
cycles in industrial environments run from years to decades, and a meaningful fraction of the 
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workforce will be working alongside the same physical equipment for the next quarter-century. 
An architecture that assumes a forklift upgrade every eighteen months is the wrong architecture. 

How H2O addresses this  —  FieldIQ delivers intelligence to the worker through devices they 
already wear: ATEX and IECEx-certified smart glasses, hardened tablets, voice-driven 
interfaces in noisy environments. Brainy-on-the-Shoulder gives that delivery a persona — 
typically an experienced veteran of the relevant industry whose presence is reassuring rather 
than alien. The intelligence layer above moves at the speed of bits; the physical execution layer 
moves at the speed of atoms; H2O bridges the two without forcing the customer to upgrade 
their physical asset base. 

2.4  Multi-stakeholder accountability 
Industrial decisions rarely have a single owner. A change to a procedure on an offshore platform 
may need sign-off from the operator, the contractor, the regulator, the insurer, the original 
equipment manufacturer, and the joint venture partners. An AI-native architecture for industrial 
use must support cross-organization agent coordination with full audit trail, role-aware access, 
and protocols that allow agents from one company to negotiate safely with agents from another. 

How H2O addresses this  —  The cross-firm agent coordination working group is part of the 
H2O Cohort 1 charter. Members of Cohort 1 jointly define the passport interchange protocol that 
allows their agents to interact safely with peer agents from contractor, regulator, and partner 
organizations. This is the cross-firm operating problem that distinguishes industrial from 
white-collar AI deployment, and it can only be solved at the level of an industry coalition, which 
is one of the reasons Cohort 1 exists. 
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3.  Introducing EON Human 2.0 OS 
EON Human 2.0 OS — H2O — is a seven-component operating architecture designed for 
regulated physical industries. It is delivered as a productized service through the H2O 
Engagement program and pulls through to multi-year platform licenses for the underlying 
products. It is built on the EON Substrate — twenty-five years of immersive learning, industrial 
simulation, and field execution infrastructure deployed across more than four thousand four 
hundred institutional customers in over eighty countries. 

3.1  The architecture at a glance 
Read the diagram from top to bottom. The Purpose Protocol constrains everything below it. The 
five intelligence layers form a continuous loop, with the Learning Loop feeding signals back into 
Sensing. The Govern & Assure shell wraps the entire stack with passports, logs, rollback, and 
human review. The Substrate underneath connects every layer to the physical world. 

GOVERN & ASSURE  ·  THE INTEGRITY WRAPPER 

L0  ·  Purpose Protocol  ·  Mission encoded as machine-enforceable rules   [2026] 

L1  ·  Sensing  ·  Continuous wide-sweep agents read the world   [LIVE] 

L2  ·  Interpretation  ·  Signal vs. noise, threat vs. opportunity   [LIVE] 

L3  ·  Decision  ·  Options scored against the Purpose Protocol   [LIVE] 

L4  ·  Orchestration  ·  Action delivered to humans, agents, glasses, sims   [LIVE  ·  
STRONGEST LAYER] 

L5  ·  Learning Loop  ·  Every cycle improves the next   [2026] 

THE SUBSTRATE  ·  Genesis 3 · FieldIQ · AssessIQ · Distribution 

 

3.2  The seven components in plain language 

Purpose Protocol  —  L0  [2026] 
A machine-readable codification of the enterprise's purpose, safety culture, ethical boundaries, 
brand promises, and regulatory commitments. Every agent in the stack must respect this 
protocol before it acts. Where most organizations ship purpose as a poster on the wall, H2O 
ships it as enforceable code that the agents themselves cannot bypass. 
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Sensing  —  L1  [LIVE] 
Continuous wide-sweep AI agents read the operational environment, the market, regulatory 
changes, customer signals, and internal data. Delivered today through EON's RADAR sensing 
infrastructure for market and signal intelligence, and AssessIQ Multi-Camera systems for 
operational floor and training environment vision. RADAR currently operates with two hundred 
and fifty-four AI lead-generation agents and forty-five email agents inside EON's own operation. 

Interpretation  —  L2  [LIVE] 
Takes raw signals and decides what they mean. Live today through EON's Bullseyes scoring 
engine, which filters and enriches account-level signals, and the AssessIQ analytics layer that 
separates supervisor-driven competency drift from individual variance and identifies root-cause 
patterns across operational sites. 

Decision  —  L3  [LIVE] 
Given the interpretation, choose what to do. Multiple options are generated and scored against 
the Purpose Protocol. The output is a concrete next action with a clear owner and a clear 
deadline. Live today through EON's Top Gun decision engine for commercial workflows, the 
EON AI Fluency engine for white-collar competency development, and the Career Compass 
pathway selector that maps each individual against nine thousand AI-resistant career 
trajectories. 

Orchestration  —  L4  [LIVE  ·  EON's strongest layer] 
Execute the decision. Delegate to humans, agents, machines, AR glasses, simulation 
environments, and marketplaces. This is the layer where intelligence becomes physical action, 
and where EON has its deepest moat. Live today through FieldIQ on intrinsically safe smart 
glasses, the Brainy-on-the-Shoulder persona AI, Genesis 3 simulation environments, AssistIQ 
on-the-job co-pilots, Brainy Soft Skills multi-avatar training, and the combined Innovation Hub 
plus Venture Builder plus SolveIQ stack for white-collar process redesign and new venture 
creation. 

Learning Loop  —  L5  [2026] 
Every cycle of sense, interpret, decide, and orchestrate generates data that improves the next 
cycle. This is the recursive self-improvement engine that compounds operational intelligence 
over time. Shipping in 2026 as EON Compound IQ, with fragments already operating across the 
existing AssessIQ analytics and RADAR feedback loops. 

Govern & Assure  —  The Integrity Wrapper  [2026] 
Wraps the entire stack with safety, compliance, and rollback controls. Every agent carries a 
passport mapped to the regulatory frame it operates within. Every decision is searchable. Every 
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action is rollback-able. Exceptions enter a human review queue. Shipping in 2026 as the EON 
Integrity Suite, with foundational elements already in place across AssessIQ audit trails and 
FieldIQ certifications. 

The Substrate 
All seven layers sit on the EON Substrate — Genesis 3 and Genesis Extended as the tacit 
knowledge capture engine; FieldIQ and Brainy-on-the-Shoulder as the physical-world delivery; 
AssessIQ Multi-Camera as the competency verification layer; OH-WOW, Enterprise Hub, the 
Global Virtual Campus, and the Distribution Engine as the channel architecture; and twenty-five 
years of accumulated customer relationships, training data, and regulatory experience as the 
cold-start moat that no entrant can replicate. 
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4.  The Govern & Assure Moat 
Of the seven H2O components, Govern & Assure is the most defensible competitive position 
EON will build, and the one most worth understanding before any other technical conversation. 

In a software-only domain, an entrant with a frontier model can replicate a competitor's product 
in weeks. In a regulated industrial domain, an entrant must first replicate the regulatory 
compliance work that takes years and the relationships with regulators, insurers, and certifying 
bodies that take longer. ATEX and IECEx certifications for hardware deployed into hazardous 
environments are not a matter of clever engineering; they are a matter of certified test labs, 
documented procedures, and audited bodies. The same is true of API standards in oil and gas, 
of GMP and FDA processes in pharma, of IADC standards in drilling, of every other framework 
that governs the regulated half of the economy. 

Every agent inside H2O carries a passport. The passport encodes what the agent is allowed to 
do, in which regulatory frame, with which human review thresholds, and what happens if it tries 
to exceed its scope. The example below shows the structure of a passport for a 
Brainy-on-the-Shoulder agent guiding upstream valve maintenance at an oil and gas operator: 

Agent Passport in Practice  ·  Brainy-on-the-Shoulder, Upstream Valve Maintenance 
Agent class  —  Field guidance · persona AI · read-and-advise 
Regulatory frame  —  API Q2 · ATEX Zone 1 · OSHA 29 CFR 1910 · country-specific upstream 
codes 
Authorized actions  —  Procedure narration · anomaly callout · documentation pull · senior 
operator routing 
Forbidden actions  —  Procedure modification · lockout/tagout override · isolation valve commands 
Human review threshold  —  Any anomaly outside library → senior operator queue within 30 
seconds 
Audit retention  —  Seven years · immutable · mapped to insurer reporting format 
Rollback scope  —  Full advisory rollback · procedure state preserved at every step 
Cross-firm interchange  —  Contractor agent token exchange via Cohort 1 protocol 

 

Every decision the agent makes is logged with the input context, the options considered, the 
chosen output, and the human or agent that authorized it. Every action is reversible to the 
extent the physical layer allows, with rollback metadata persisted in the audit trail. Exceptions 
are routed to a human review queue with full context. The chief risk officer of an industrial 
enterprise is the actual buyer of this layer, and the layer is built specifically to be signed by that 
role. 
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This is what makes H2O deployable where pure-software AI architectures are not. It is also what 
makes it durable. The compliance and certification investment compounds with every customer 
engagement, and the result is a moat that an entrant cannot cross with a model upgrade alone. 

Govern & Assure is the boring layer that decides whether anything else 
gets deployed. It is also the layer that makes everything else defensible. 

— Dan Lejerskar 
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5.  Worked Examples 
Architecture and philosophy earn the right to be read. What earns the right to be deployed is 
evidence. The two examples below show H2O operating in practice. The first describes how 
EON itself has migrated its own operating model onto H2O, with numbers from the live system. 
The second walks through a representative industrial customer engagement, workflow by 
workflow, week by week. 

5.1  How EON Runs on H2O  ·  Internal Case 
In late 2024, EON's founders made a structural decision: rather than retrofit the existing 
operating model of EON Reality — a twenty-five-year-old company with deep institutional 
infrastructure — onto an AI-native architecture, a separate edge entity would be stood up to 
operate AI-native from day one. EON AI Ventures Inc. is that entity. EON Reality continues to 
operate its legacy business; EON AI Ventures Inc. runs on H2O. 

This is the same architectural decision the H2O Engagement asks of every customer: do not 
retrofit the legacy, build the AI-native operation at the edge, and let the edge absorb workflows 
from the legacy on its own schedule. EON did it to itself first. The credibility this provides in 
C-suite conversations cannot be overstated. 

The operating mode  ·  VibeFlow 3.0 
VibeFlow 3.0 is the internal name for EON's AI-native development and operations 
methodology. The methodology pairs Claude CoWork as the strategic brain with Claude Code 
as the executor, sitting on top of GitHub for version control, Vercel for deployment, and 
Supabase for data infrastructure. Every employee inside EON AI Ventures Inc. operates within 
this methodology. The first migrated workflows are described below. 

Workflow 1  ·  Outbound commercial intelligence 
The first workflow migrated onto H2O was outbound commercial intelligence and sales. The 
legacy operating mode required twelve human sales staff coordinating account research, 
manual prospecting, and outbound. The H2O-native replacement operates as follows: 

•​ RADAR  ·  two hundred and fifty-four AI lead-generation agents continuously scan the 
global prospect universe. Ninety-three thousand qualified leads have been identified to 
date, of which twenty-two thousand are scored, enriched, and email-ready in the current 
production system. 

•​ Bullseyes  ·  scores and filters the RADAR-surfaced universe down to named contacts at 
named accounts, enriched via third-party intelligence sources. Currently running at seven 
hundred and fifty named O&G contacts across approximately fifty target accounts in 
upstream and downstream energy. 
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•​ Top Gun  ·  the warm-up and orchestration layer. Builds the dossier on each target, 
generates personalized outreach across LinkedIn engagement, connection requests, 
warm email, and AI-mediated voice calls. Delegates the human-touch moments to the 
appropriate human team member and produces daily action cards each morning. 

The measurable outcome over a two-week reference period: the human sales team produced 
twenty-eight qualified meetings through manual outreach alone, before any RADAR or Top Gun 
activity. With the full H2O outbound stack operational, the projected steady-state run rate is in 
excess of one hundred and eighty qualified meetings per week from the same human team — a 
multiplicative rather than additive uplift, because the human time freed by automation is 
redirected to the conversations that matter rather than to the prospecting that didn't. 

Workflow 2  ·  Regional outreach at scale 
EON's India and APAC outreach pipeline runs entirely on H2O. A Google Apps Script 
mail-merge pipeline, written and orchestrated by Claude Code under VibeFlow direction, sends 
personalized first-contact emails to verticalized contact lists across energy, manufacturing, 
healthcare, aerospace, and data center sectors. More than fifteen hundred personalized cold 
emails with attached vertical-specific PDF assets were sent in the most recent quarter, with 
response rates substantially above industry benchmark for cold outreach in those sectors. The 
pipeline is operated by one human — the regional business development manager — in 
coordination with the stack. 

Workflow 3  ·  Customer asset production 
The legacy operating model treated every customer-facing asset — deck, proposal, briefing 
document, press release, landing page, video script — as a project-managed deliverable 
through a content team. The H2O-native replacement treats asset production as a Claude 
CoWork conversation. A senior team member describes the asset's purpose, audience, and 
constraints in natural language; Claude CoWork generates the deliverable in production-ready 
form; the team member reviews, marks up, and ships. Cycle times that previously ran one to 
three weeks now routinely complete in hours. 

Operating ratios 
EON AI Ventures Inc. operates at a manager-to-individual-contributor ratio of approximately one 
to twenty — the ratio Jack Dorsey introduced at Block, and the ratio Salim Ismail explicitly 
identifies as a hallmark of the AI-native operating model. Middle-management coordination 
roles, which had been the largest single category of internal hiring in the legacy entity, are not 
part of the headcount in the new entity. C-suite roles inside EON AI Ventures Inc. operate as 
dashboard evaluators and accountability holders, not as work producers. 
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The numbers above are not aspirational; they are the live operating state of the entity. They are 
the most credible answer EON can give to an industrial CEO who asks: have you actually done 
what you are asking me to do? The answer is yes, and the workflows are running. 

5.2  An Industrial Customer Worked Example 
The example below is a composite representing the kind of engagement H2O Cohort 1 will run. 
All numbers are illustrative and are presented to make the operational mechanics tangible 
rather than to make commercial promises. 

Customer Profile  ·  Illustrative Composite 
A tier-one upstream operator. Approximately 12,000 field workers across approximately 
5,000 drilling and production sites in over 30 countries. 

Regulatory exposure spans ATEX, IECEx, API Q1 and Q2, ISO 9001, OSHA 29 CFR 1910, 
IADC, and country-specific upstream codes in each operating jurisdiction. 

Annual spend on workforce training and competency assurance: in the hundreds of millions 
of dollars. 

The chosen pilot domain: upstream valve maintenance and integrity verification at 
production sites — a high-frequency, safety-critical workflow with measurable incident 
exposure. 

 

The presenting problem 
A subset of field workers across the operator's global footprint are inconsistently completing 
step seven of the valve verification checklist — a visual inspection of seal integrity that lacks 
instrumental verification. Industry-wide, this category of procedural drift is a known precursor to 
a small but non-trivial fraction of containment incidents. The operator's existing training and 
competency system measures procedure completion but not procedure adherence in the field. 
Senior operators with the tacit pattern recognition needed to catch early seal degradation are 
nearing retirement at a rate substantially faster than the operator's apprenticeship pipeline can 
replace them. The board has authorized a transformation investment but the chief operating 
officer needs a credible operating plan. 

The H2O Engagement, week by week 
Weeks 1 to 2  ·  Score.  The operator's leadership team runs through the seven-dimension 
AI-native readiness diagnostic. The output is a board-ready scorecard. The chief operating 
officer, chief risk officer, chief operations excellence officer, and chief AI officer are aligned on 
the pilot domain. The first three weeks' Genesis interview list is built. 
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Weeks 3 to 5  ·  Map workflows.  Genesis 3 capture sessions begin with the operator's most 
senior field veterans — individuals with twenty-five to forty years on the deck. The objective is 
not to document the procedure (which already exists on paper) but to capture the tacit pattern 
recognition that lets these senior operators detect seal degradation before instruments register 
it. Six narrated, three-dimensional, immersive scenarios are produced from the interviews. 
AssessIQ Multi-Camera units are installed at three regional training centers. 

Weeks 6 to 7  ·  Cut org drag.  The current procedure has fourteen documented steps and six 
approval handoffs. Three of the six approvals are eliminated through agent-assisted decision 
authority; one is delegated to the senior operator on shift; two are retained as material safety 
controls. Procedure cycle time projection drops by approximately one quarter before any AI 
capability is added on top. 

Weeks 8 to 10  ·  Build the edge digital twin.  Brainy-on-the-Shoulder is configured with the 
senior operator's voice patterns, vocabulary, and pattern recognition heuristics derived from the 
Genesis 3 captures. The persona is deployed to ATEX-certified FieldIQ smart glasses at fifty 
production sites. AssessIQ Multi-Camera systems are deployed to the regional training centers 
and three high-volume production yards. The pilot workflow runs in parallel with the legacy 
procedure for two production cycles. 

Weeks 11 to 12  ·  Stand up Govern & Assure.  Agent passports are issued to every 
Brainy-on-the-Shoulder instance, mapped to API Q2, ATEX Zone 1, the relevant OSHA 
standards, and the operator's country-specific frames. Audit logs are stood up in immutable 
storage with retention mapped to the operator's insurer reporting format. Rollback procedures 
are documented and tested. The chief risk officer signs the deployment authority. 

Week 13  ·  Hand off and roadmap.  The pilot is in production at fifty sites. The roadmap for 
the next four workflows is delivered: well-pad integrity, lockout/tagout supervision, contractor 
onboarding, and emergency response drill verification. The recurring platform contract begins, 
scaled to per-worker pricing under the EON two-axis consumption model. 

Observable changes by day ninety 
•​ Time to qualified competency for new field operators on the pilot workflow:  reduced 

materially relative to the legacy curriculum. The Brainy-on-the-Shoulder presence at the 
valve gives the new operator the equivalent of a senior veteran whispering in their ear. 

•​ Procedure adherence on step seven:  verified by AssessIQ Multi-Camera at training 
centers and by FieldIQ telemetry from the smart glasses in the field. The skip rate, which 
was inferred indirectly under the legacy system, is now directly measurable and trending 
downward. 
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•​ Tacit knowledge captured:  six Genesis 3 scenarios are now a permanent intellectual 
property asset of the operator, available to every current and future field worker through 
the Enterprise Hub. The senior veterans' knowledge survives their retirement. 

•​ Regulatory posture:  the agent passport architecture, audit logs, and rollback procedures 
put the operator ahead of where current regulatory guidance will land in the next eighteen 
to thirty-six months. The chief risk officer has documentation suitable for board, insurer, 
and regulator review. 

•​ Procurement reframe:  the engagement and the resulting platform license have been 
treated as capital infrastructure, not as training operating expense. The budget flows from 
operational transformation rather than from learning and development. The deal size is 
materially larger than a comparable legacy training contract would have been. 

Year one trajectory 
Four additional workflows are migrated in months four through twelve of the contract, using the 
same week-by-week cadence proven in the pilot. FieldIQ deployment extends from fifty sites to 
approximately fifteen hundred. The customer becomes a Cohort 1 reference and contributes to 
the cross-firm agent coordination protocol. By the end of year one, the operator's chief risk 
officer has a defensible AI-native operational architecture for a meaningful fraction of the 
upstream workforce, and the chief operating officer has the credible operating plan the board 
asked for. 

The legacy training contract was a thousand-page binder and a hope. The 
H2O contract is an operating architecture and an audit trail. 

— Dan Lejerskar 
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6.  The 90-Day H2O Engagement 
H2O is delivered as a productized ninety-day engagement followed by a multi-year platform 
license. The engagement is priced as capital infrastructure, not as training opex, with budgets 
sourced from operational transformation, digital strategy, or risk management lines rather than 
learning and development. The customer's chief risk officer, chief operating officer, chief AI 
officer, and CEO are the primary stakeholders. Pricing for the ninety-day engagement runs from 
two hundred fifty thousand to one million dollars depending on scope, and pulls through to 
recurring platform revenue scaled by deployment footprint. 

The engagement runs in seven sequenced phases, as illustrated in the worked example in 
Section 5.2: 

•​ Days 1 to 7  ·  Score  — seven-dimension diagnostic, board-ready scorecard. 

•​ Days 8 to 21  ·  Backcast  — AI-native future state workshop with C-suite, multi-year 
roadmap. 

•​ Days 22 to 35  ·  Map workflows  — Genesis 3 begins capturing tacit operational 
knowledge. 

•​ Days 36 to 50  ·  Cut organizational drag  — strip approvals and handoffs from the pilot 
workflow. 

•​ Days 51 to 70  ·  Build the edge digital twin  — Genesis, FieldIQ, Brainy, AssessIQ 
deployed at pilot scale. 

•​ Days 71 to 85  ·  Stand up Govern & Assure  — passports, audit logs, rollback, review 
queues. Chief risk officer signs. 

•​ Days 86 to 90  ·  Hand off and roadmap  — next four workflows scoped, recurring 
platform contract begins. 

Outcome at day ninety 
One operational workflow running entirely on H2O. A roadmap to migrate four more in the 
following year. A Govern & Assure shell signed by the chief risk officer. A Genesis-captured 
library of tacit operational knowledge that becomes a permanent intellectual property asset. 

The legacy system continues running unchanged. The new stack runs in parallel and 
progressively absorbs workflows on the customer's schedule, not on a forced migration 
deadline. 
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7.  Track Record and Customer Evidence 
EON has spent twenty-five years building the substrate that H2O makes operational. The 
customer base across that period includes the world's leading energy operators, national oil 
companies, aerospace primes, automotive manufacturers, mining majors, industrial OEMs, 
defense organizations, and government skilling agencies. Aggregate metrics across the 
institutional footprint: 

•​ More than four thousand four hundred institutional customers. 

•​ Active deployments in over eighty countries. 

•​ More than one hundred thirty-six million platform downloads. 

•​ Production deployments in energy production and transmission, upstream oil and gas, 
downstream refining, petrochemicals, mining, aerospace manufacturing and operations, 
automotive, defense, pharmaceutical manufacturing, advanced manufacturing, 
telecommunications, utilities, and national government skilling programs. 

•​ Active enterprise relationships with global energy majors, national oil companies in the 
Gulf and beyond, aerospace primes, and leading industrial OEMs. 

The substrate is mature. The customer relationships are deep. What H2O does is repackage all 
of it into a coherent operational architecture for the AI-native era — and turn what was a training 
relationship into a board-level transformation conversation. 
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8.  The Window 
The full transition to AI-native operating models will run five to seven years for most industrial 
enterprises. The companies that begin the transition in the next eighteen months will define the 
operating standards their competitors are then forced to adopt. The companies that wait until 
the case is overwhelming will be doing so under acquisition pressure or as legacy operators 
acquired by faster-moving peers. 

Three observations on timing: 

•​ The legacy operating model is no longer cheap. The cost structure of running a 
traditional enterprise — layered coordination, redundant approvals, manual procedure 
adherence, slow knowledge transfer — has not moved. The cost of the AI-native 
alternative has fallen by roughly an order of magnitude every eighteen months. The 
crossover happened in the last twelve months. Every quarter from here, the gap widens. 

•​ Competitive entry is accelerating. Verticalized AI-native entrants are now being funded 
with the specific intent of taking on regulated physical industries. The white space is 
closing. The companies that move first will define the substrate; the companies that move 
late will rent it. 

•​ Regulatory frameworks are catching up. Governments and certifying bodies are 
beginning to issue guidance on AI in safety-critical operations. The frameworks that lock in 
over the next thirty-six months will be designed around the operating models of the first 
movers. Sitting out the conversation is not a neutral position. 

The window is open. We expect it to remain open for somewhere between 
eighteen and thirty-six months. After that, the category will be claimed. 

— Dan Lejerskar 
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9.  H2O Cohort 1  ·  Call to Action 
EON AI Ventures Inc. is opening Cohort 1 of the H2O Engagement program in 2026 to ten 
anchor industrial enterprises. Cohort 1 participants will receive: 

•​ Direct executive sponsorship from EON's leadership team. 

•​ Preferred pricing for the ninety-day H2O Engagement. 

•​ Early access to the Purpose Protocol, EON Compound IQ, and EON Integrity Suite 
components as they ship in 2026. 

•​ Inclusion in the H2O Reference Network: shared learnings across cohort members under 
mutual non-disclosure, plus participation in the cross-firm agent coordination working 
group. 

•​ Co-authorship rights on the case study deliverable produced at the end of the 
engagement. 

Cohort 1 is sized to ten for the same reason any first cohort is small: depth of attention, 
transparency of learning, and the right to refine the engagement design before scaling. We 
expect Cohort 1 to be fully subscribed by the end of the third quarter of 2026, with Cohort 2 
opening in early 2027 at a different price point and without several of the Cohort 1 inclusions. 

If your organization is a candidate — a regulated industrial enterprise of meaningful scale, with 
executive sponsorship for an AI-native operational transformation — the next step is a 
sixty-minute conversation with the EON executive team. Contact details follow at the end of this 
document. 

What Cohort 1 is, in one sentence 
Ten regulated industrial enterprises, working with EON AI Ventures over a ninety-day 
engagement each, to stand up the first AI-native operational stack in their domain and 
define the operating standard their peers will follow. 
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About EON AI Ventures Inc. 
EON AI Ventures Inc. is the operating entity for EON's AI-native product family, including the 
H2O architecture and the underlying product portfolio of Genesis 3, FieldIQ, 
Brainy-on-the-Shoulder, AssessIQ, AssistIQ, AI Fluency, Brainy Soft Skills, Career Compass, 
Venture Builder, Innovation Hub, SolveIQ, OH-WOW, Enterprise Hub, and the Global Virtual 
Campus. 

EON has spent twenty-five years building the substrate that turns institutional knowledge into 
competent human action. More than four thousand four hundred institutional customers across 
more than eighty countries have deployed EON technology, with more than one hundred 
thirty-six million platform downloads. The customer base spans the world's leading energy 
operators, national oil companies, aerospace primes, automotive manufacturers, mining majors, 
industrial OEMs, defense organizations, pharmaceutical manufacturers, telecommunications 
operators, and national government skilling agencies. 

The author of this paper is Dan Lejerskar, Founder and Chairman of EON AI Ventures Inc. and 
the founder of the original EON Reality. He has spent the last quarter century building immersive 
learning and industrial AI infrastructure across six continents and is widely recognized as a 
foundational figure in the application of extended reality and artificial intelligence to enterprise 
workforce transformation. 
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firms exist, against which the current shift is most often framed. 
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understanding why incumbent firms struggle to adopt disruptive technologies. 
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Contact 
For inquiries regarding H2O Cohort 1, executive briefings, or strategic partnership 
conversations: 

 

EON AI Ventures Inc. 

Office of the Chairman 

Web:  www.eonaiventures.com 

Email:  info@eonreality.com 

 

© 2026 EON AI Ventures Inc.  All rights reserved.  This white paper is provided for informational purposes. 
Distribution permitted with attribution. 
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