Intelligence Is Cheap.
Expertise Is Not.

Why the next trillion dollars of Al value will be owned by the companies
that move atoms — and how Work Intelligence captures it.
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Executive Summary

The market has made a one-way bet on a single layer of artificial intelligence: the foundation
model. That bet is mispriced — not because the technology is hollow, but because the layer
attracting the capital is not the layer where durable value will accrue. Foundation models are
commoditizing on schedule. Open-weight systems now track the frontier within weeks, and the
cost of raw intelligence is collapsing toward zero.

What remains scarce, and therefore valuable, is something models cannot manufacture: the
tacit expertise of how physical work is actually performed. This knowledge was never written
down, never digitized, and cannot be scraped from the public internet. It lives in the hands and
judgment of the people who run plants, maintain turbines, inspect assets, and respond when
things go wrong — and it is walking out the door as that workforce retires.

Whoever captures that expertise at the point of work, structures it, and turns it into a reusable
asset will hold the most defensible position in enterprise Al. This paper makes the case that this
capture layer — Work Intelligence — is the missing system of record for the physical economy,
and that its value compounds precisely as intelligence itself becomes free.

The companies that move atoms — and the partner that helps them capture what they know —
will own the next era of value. Intelligence is cheap. Expertise is not.
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1. The Great Al Inversion

A small number of firms now carry the entire growth story of the market. Capital has
concentrated, with extraordinary speed, on one layer of the Al stack: the foundation model. The
assumption embedded in those valuations is that whoever builds the best model captures the
value. History suggests that assumption is about to invert.

The dot-com rhyme

In the late 1990s, the most richly valued companies were pure-play internet names — the
portals and the storefronts whose worth rested on traffic and narrative rather than durable
economics. When the hype curve broke, those names vanished. The internet did not. What the
crash actually did was relocate the value. It moved to the companies that used the internet to do
something physically hard — Amazon built warehouses, logistics, and fulfillment, an atoms
business wrapped in a bytes interface — and to the incumbents who absorbed the internet into
real operations.

The lesson every serious investor already carries from that era is precise: the technology was
real, but the layer where value would accrue was misjudged.

The same mistake, one level up

The foundation model is the new portal — indispensable infrastructure, and commaoditizing in
plain sight. When a competitive open-weight model can match a frontier release within weeks
and run at a fraction of the cost, the model itself stops being a moat. It becomes a utility.

This is where the conventional read gets the risk backwards. Cheap intelligence is not a threat
to the layer above it — it is that layer's fuel. For any business whose value sits in proprietary
data and applied outcomes rather than in the model, a falling model cost is a falling cost of
goods. It expands margin and widens the addressable market. The commoditization that
frightens model investors is a tailwind for everyone positioned above it.
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Two layers, two trajectories:

_ The Model Layer The Work Intelligence Layer

Primary input Public data — text, code, Tacit expertise captured at the
images point of work

Supply Abundant and growing; Scarce, non-public,
near-free non-replicable

Margin trajectory Compresses as models Expands as model cost falls

commoditize

Defensibility Low — replaceable within High — compounds with every
weeks deployment
Who owns it A handful of model providers The enterprise that moves the
atoms

Which leads to the only question that matters for the next decade of Al investment: if
intelligence is a commodity, what is scarce?
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2. The Feedstock the Internet Never Had

Foundation models are trained on the digitized record of human thought — text, code, and
images scraped from the public web. That corpus is large but finite, and the industry now openly
discusses exhausting its supply of high-quality public training data. Publishers increasingly
describe their own output as feedstock for the models. The frontier is running short of fuel of the
only kind it knows how to consume.

Meanwhile, the single largest body of human expertise was never digitized at all. It is the
know-how locked in the people who keep the physical world running: the technician who hears a
bearing about to fail, the operator who knows which valve to trust, the inspector who can read a
weld at a glance. This is tacit knowledge. It lives in people, it transfers by apprenticeship, and
today it is disappearing faster than it is being passed on.

Why this feedstock is strategically decisive

* It is non-public. It is not on the internet and cannot be scraped. No amount of model scale
reaches it, because it was never recorded.

* It is non-replicable. It is specific to a site, an asset, a process. A competitor cannot copy it,
and a general model cannot infer it.

* It is depreciating. The workforce that holds it is aging out — the “great crew change” —
and every retirement is a permanent loss of an asset that was never written down.

Because it cannot be downloaded, it must be captured — observed, structured, and validated at
the point where the work actually happens. Whoever builds that capture layer owns the only
renewable source of the data that physical Al genuinely needs. The model layer is running out
of feedstock. The physical economy is sitting on an inexhaustible supply of it, entirely
uncaptured.

Work Intelligence — the system of record for the real worldPage 5



EON Al Ventures - Intelligence Is Cheap. Expertise Is Not.

3. The System of Record for the Real World

Every major enterprise function eventually got a system of record. Finance got ERP. Customers
got CRM. Products got PLM. Each one captured a slice of how the enterprise operates, made it
queryable and improvable, and turned it into an asset the company owned. Each became
foundational infrastructure worth tens or hundreds of billions of dollars.

One domain never got its system of record: how physical work is actually done. It remains
trapped in static PDFs, in tribal knowledge, and in the heads of senior technicians. There is no
canonical, living record of operational competence. That is the gap Work Intelligence fills.

Work Intelligence is the enterprise’s system of record for physical work: the capture,
structuring, and reuse of how expert work is performed, turned into a living digital twin of
operational competence.

The engine: the Intelligence Flywheel

Work Intelligence is produced by a flywheel rather than a single product. Expert work is
captured and turned into structured guidance (Genesis). That guidance is delivered hands-free
to workers in the field (FieldlQ). Competence is observed and assessed as work is performed
(AssesslQ). And each cycle accumulates into a compounding library of operational know-how
(Compound 1Q) — quality-gated and orchestrated so that what enters the record is verified, not
merely recorded. Every turn of the wheel captures more expertise, which improves guidance,
which drives more capture.

Who owns what

This distinction is the heart of the model, and it is what makes the category trustworthy to a CIO.
EON does not own the customer’s expertise. The enterprise owns its Work Intelligence asset —
its captured know-how, its digital twin of how its own facilities run. EON provides the flywheel
and the system of record that make capture, validation, and reuse possible.

This is picks-and-shovels positioning. EON is the infrastructure; the customer owns the crown
jewels. We are not trying to own how your plant runs — we are the system that finally lets you
own it.

Democratizing the fusion of atoms and bytes

The most valuable position in the modern economy has belonged to the rare actor that fuses
atoms and bytes — physical production paired with digital leverage. Almost no enterprise has
had both; the leverage has accrued to a handful of vertically integrated giants. Work Intelligence
democratizes that fusion. Every incumbent that already moves atoms — every operator,
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manufacturer, and resource company — gains the digital leverage that until now only those
giants enjoyed, without surrendering ownership of what makes them valuable.
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4. Why This Compounds

Two reinforcing dynamics make this value durable rather than cyclical — the difference between
a position that survives a hype correction and one that is erased by it.

* The commoditization tailwind. Because the margin lives in the captured-data and
world-model layer, not in the model, falling model costs improve the economics rather than
erode them. Cheap, abundant intelligence is the raw material; the value sits downstream,
where it is owned.

» The data flywheel. Each deployment captures more expertise, producing a richer twin,
which yields better guidance and assessment, which drives adoption across more sites and
more capture. Data and network effects compound. The asset grows more valuable and
more defensible over time — the opposite of a commodity model, which grows cheaper
and more replaceable.

Sovereignty is not a tax — it is the architecture

The cheap-model future and the data-sovereignty requirement are often treated as opposing
forces. They are the same architecture. Commoditized, open-weight intelligence can run on
customer-controlled or in-region infrastructure, while the proprietary work data stays sovereign
— owned by the enterprise, hosted where the enterprise requires, never surrendered to a
third-party model. For operators in regulated, security-sensitive, or sovereign environments, this
is not a feature bolted on after the fact; it is the design. The economics of cheap models and the
requirements of data sovereignty converge on exactly the same system.

The returns are operational, not abstract

Value in this layer is underwritable. In hazardous environments, captured-and-guided work
reduces incidents — outcomes measured in lives, not only dollars. Time-to-competency
compresses as expertise becomes transferable rather than locked in individuals. Asset uptime
improves as the right procedure reaches the right worker at the moment of need. These are
returns an operator can put in a budget and a board can defend.
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5. The Inversion in Practice

EON Al Ventures was built to occupy the value layer of physical Al. It stands on roughly
twenty-five years of spatial and experiential infrastructure developed by EON Reality —
technology deployed across thousands of institutions in more than eighty countries — now
focused entirely on enterprise Work Intelligence.

The architecture is deliberately simple:
* Human 2.0 is the vision — augmenting human capability rather than replacing it.
* The Intelligence Flywheel is the engine — how expertise is captured and compounded.
* Work Intelligence is the asset — the durable, ownable system of record it produces.

Early enterprise deployments concentrate in energy, industrial, and resource-intensive sectors
— precisely the domains where expertise is most valuable, most hazardous to lose, and least
available on the public internet. These are the environments in which the inversion thesis is not
a forecast but an operating reality.

Three entry points, three buyers, one flywheel:

Workforce capability = Learning & Development Capture expert know-how before it
retires; train to competence faster

System of record CIO/CTO Own a defensible, sovereign data
asset the model layer cannot
replicate

Operating leverage COO / Operations Fewer incidents, faster

competency, measurable uptime
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Conclusion: The Bet That Survives

The prevailing Al bet concentrates capital in the layer most exposed to commaoditization. The
inversion thesis is not a bet against Al — it is a bet on where Al value is durable. As intelligence
approaches zero cost, the scarce, ownable, compounding asset is captured human expertise
about the physical world.

Work Intelligence is the category that owns that asset. EON Al Ventures is building the system
of record for it. The companies that move atoms will own the next era of value — and they will
own it through the partner that helps them capture what, until now, only lived in their people.

Intelligence is cheap. Expertise is not.

About EON Al Ventures

EON Al Ventures Pte Ltd develops and releases the Work Intelligence platform — Genesis, FieldlQ,
AssesslQ, and the Intelligence Flywheel — for enterprise customers worldwide. It builds on the spatial
and experiential Al infrastructure of EON Reality, established roughly twenty-five years ago and deployed
across thousands of institutions in more than eighty countries. For enterprise enquiries, contact EON Al
Ventures.

This white paper is for informational purposes and does not constitute investment advice or an offer of securities. Customer
references are generalized; named references are available under appropriate disclosure.
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