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Executive summary 
A very public argument broke out this summer over who actually captures the value when an 
enterprise runs its operations through frontier AI. Beneath the noise sits a real and durable 
question — and a clear answer. 

The question is simple to state. When you route your work through a model you rent by the 
token, you pay for every interaction, you expose your workflows and operating context, and you 
take on the risk that the provider learns from you — commoditising the very know-how that 
makes you competitive. Model capability, meanwhile, is converging. Cognition is becoming a 
commodity. When the intelligence itself is roughly comparable across providers, the durable 
advantage no longer lives in the model. It lives in the layer where AI is put to work: the work 
intelligence of the enterprise. 

EON's position is captured in four words: Switch the Model. Keep the Value. Treat models as 
replaceable components you can route, govern, and swap at will. Keep the accumulated 
intelligence — how your equipment behaves, how your procedures run, how your people build 
competency — as an asset the enterprise owns, exports, and compounds. And recognise where 
the next and deepest moat lies: not in the white-collar knowledge already scraped from the 
internet, but in the physical world of plants, equipment, and operations that no public corpus 
contains. 

For operators: your work intelligence stays yours, your models are swappable, your 
sovereignty is configurable, and you pay for outcomes rather than tokens. For investors: EON 
occupies the physical, operational corner of the value layer — the hardest to commoditise and 
the richest in proprietary data — positioned at the centre of the shift to physical AI.​
 

1.  The moment: commodity cognition and the value question 
For three years the most consequential AI advances were digital and linguistic. That era 
rewarded whoever had the largest model and the most tokens flowing through it. In 2026 the 
ground has shifted. New model releases are more capable but also more expensive, and 
enterprise leaders are asking a blunter question than "how smart is it?" They are asking "what 
did it actually change in my business, and what did I give away to get it?" 

Two things are now widely acknowledged, even by the model vendors' own peers. First, 
capability is converging toward commodity cognition — the gap between frontier models on real 
enterprise tasks is narrowing, and open-weight models increasingly perform comparable work at 
a fraction of the cost. Second, the token meter is a poor proxy for value. More tokens do not 
mean more value; often they mean more cost and more exposure for the same result. 

When the intelligence is a commodity, the advantage belongs to whoever owns the 

layer where the intelligence is put to work — and to whoever keeps the knowledge 

that layer produces. 
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This is not an argument against frontier models. Frontier models are extraordinary, and EON 
uses them where they earn their keep. It is an argument about where the value should sit. If 
the model is the commodity, then betting your operation on any single provider — its price, its 
policies, its geopolitics — is a strategic error. And handing that provider the accumulated 
intelligence of your operation, one token at a time, is worse than an error: it is the slow transfer 
of your competitive edge to a third party.​
 

2.  The token trap 
Consider what an enterprise actually exposes when it runs core operations through a rented 
model on a consumption meter: 

•​ You pay for interaction, not outcomes. The meter runs whether or not the work created 
value. Budgets balloon while return on investment stays unproven. 

•​ You expose your operating context. Your prompts, your procedures, your equipment data, 
and the connective tissue between them — your “alpha” — flow through infrastructure you 
do not control. 

•​ You risk being commoditised by your own vendor. The knowledge you contribute can 
improve a shared model that your competitors also use, and that the vendor could one day 
use to enter your business. 

•​ You inherit someone else's constraints. A single provider's outages, price changes, 
model deprecations, and export or compliance restrictions become your operational risk. 

 

None of this is hypothetical, and none of it is a moral complaint about the labs. It is a 
straightforward consequence of an architecture in which the model is both the tool you rent and 
the place your value accumulates. EON's architecture separates the two.​
 

3.  The EON thesis: Switch the Model. Keep the Value. 
Everything EON builds follows from a single design decision: models are treated as 
interchangeable, governed components, while the intelligence produced by the work is captured 
into an asset the enterprise owns. The thesis has two halves. 

Switch the Model — models as replaceable components 
You should never be locked to one model, one lab, or one jurisdiction. Routine work should run 
on cost-optimised, open-weight models; hard, novel work should call frontier models — and 
which model handles which task should be a governed decision you control, not a dependency 
you are stuck with. 
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Keep the Value — work intelligence as an owned asset 
The value of AI in operations is not the token stream. It is the durable, structured understanding 
of your work: how each asset is built and behaves, how each procedure is performed safely, 
how competency is verified and improved. EON captures that understanding into a portable 
asset that belongs to you — and compounds every time the work is done. 

Understand the Work. Compose Any Facility.  —  Genesis shows the steps; EON 

Universal understands the work.​
 

4.  Switch the Model, in practice 

EON Switchboard — intelligent routing and governance 
EON Switchboard is the model-agnostic routing and governance layer. It directs each task to the 
most appropriate model — open-weight or frontier — under policies you set, and lets you swap 
providers without re-architecting anything above it. Models become a competitive market you 
shop in, not a lock-in you submit to. 

The two-plane architecture 
Build Plane. Where new intelligence is authored — procedures composed, twins assembled, 
competencies designed. Here EON uses frontier models freely, because this is where their 
capability pays off. 

Run Plane. Where the work executes at scale — in the field, on the floor, in the classroom. This 
plane is cost-optimised and compliance-gated, running the cheapest model that meets the 
standard, under audit. 

Separating authoring from execution means you get frontier quality where it matters and 
commodity economics everywhere else — without ever exposing the Run Plane to uncontrolled 
dependencies. 

The sovereignty switch 
Sovereignty is not one setting; it is a choice you should be able to make per deployment. EON's 
sovereignty switch supports US-only, Allied, and Global-South configurations — data 
residency, model provenance, and processing boundaries aligned to the jurisdiction you operate 
in. For an enterprise operating across dozens of countries, sovereignty of your choosing is not a 
compliance checkbox; it is a precondition for deploying at all.​
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5.  Keep the Value: the Work Intelligence stack 
If Switchboard makes models disposable, the Work Intelligence stack makes the work 
permanent. Each layer captures a different dimension of operational knowledge and writes it 
into an asset the enterprise owns. 

•​ EON Universal — the facility intelligence layer. A six-layer composable equipment 
ontology: Identity, Geometry, Anatomy, Function, Behavior, and Procedure. Intelligent 
objects that carry live engineering attributes and second-by-second telemetry, so operators 
can effectively run the plant inside the twin. 

•​ Genesis — the procedure and training layer. Turns the ontology into guided, verifiable 
procedures and immersive training that reflect exactly how the work is done. 

•​ FieldIQ — field guidance. Delivers the right procedure to the right operator at the point of 
work, in mixed reality. 

•​ AssessIQ — competency verification. Confirms that people can actually perform the work 
to standard, and records it. 

•​ Compound IQ — the compounding knowledge engine. Every procedure run, every twin 
refined, every competency verified deepens the asset. Knowledge compounds instead of 
evaporating. 

The stack is orchestrated by EON Conductor and gated by EON Verdict, which enforces the 
standards and policies that make the output trustworthy in regulated, safety-critical 
environments.​
 

6.  The physical differentiator 
It is worth being precise about what makes EON different from both the frontier labs and the 
enterprise-data platforms, because the distinction is the whole strategy. 

Frontier labs Enterprise-data platforms EON 

Sell you tokens; keep the alpha. Own the ontology of your business 

— entities, records, relationships. 
Owns the ontology of your physical 

work — equipment, geometry, 

behaviour, telemetry, procedure. 

Value accrues to the model provider. Valuable, but white-collar and 

data-centric. 
Value is the operable twin — the 

part of your enterprise that is not on 

the internet. 

 

Palantir-style platforms understand the business. EON understands the work and the physical 
asset. That is a deliberate one-layer-deeper move into the operable digital twin — where 
intelligent objects carry live engineering attributes and telemetry, and operators can rehearse, 
diagnose, and effectively run the plant in the twin before touching the real thing. 
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7.  The physical frontier: the unscrapeable moat 
The forward-looking half of the thesis is about where value goes next. The white-collar 
knowledge that trained today's models has largely been scraped already. The physical world 
has not — and cannot be, in the same way. There is no web corpus for physical work. Every 
example is an action that must be performed, sensed, and recorded: multimodal, 
time-synchronised, and expensive to collect. The industry knows this so acutely that companies 
have begun paying people simply to film themselves doing chores, just to generate training 
data. 

That scarcity is precisely the moat. EON's Intelligence Flywheel accumulates proprietary, 
physics-grounded operational data in the one domain that cannot be scraped from the internet 
— and it does so as a by-product of work the enterprise was going to do anyway. Every 
procedure captured, every twin refined, every competency verified is both immediate 
operational value and a compounding data asset in the highest-value corner of the physical-AI 
era. 

The next frontier is not white-collar. It is the plant floor, the field, and the machine 

— and its data has to be earned, not downloaded.​
 

8.  What the enterprise owns 
The thesis is only credible if the ownership is real and contractual. EON's commitments to the 
customer are concrete: 

•​ Your data is not used to train shared models. What you capture stays yours; it does not 
become fuel for a model your competitors also rent. 

•​ Your ontology is exportable and portable. The work intelligence you build is an asset you 
can take with you, not a hostage to the platform. 

•​ Your sovereignty is configurable. Data residency, model provenance, and processing 
boundaries are set to your jurisdiction, not ours. 

•​ You pay for outcomes, not tokens. Under the Commit-to-Create model, charges attach to 
created value — procedures built, competencies verified — not to the volume of tokens 
consumed reaching them. 

 

Commit-to-Create is the pricing expression of the whole thesis: the enterprise commits to an 
outcome and is charged for its creation, while the token economics underneath are EON's 
problem to optimize, not the customer's meter to fear.​
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9.  Why this positions EON 

For customers 
EON answers the exact anxiety of the moment. Will my vendor keep my data? No. Will it enter 
my business? No. Will I be locked to one model's price and policy? No. Will I finally pay for 
value instead of volume? Yes. The result is a de-risked path to putting AI to work in operations, 
starting with a single facility and a single set of procedures, and watching the work intelligence 
become an asset on your side of the ledger. 

For investors 
As cognition commoditises, model-layer margins compress and value accrues to whoever owns 
the operating layer and the proprietary data beneath it. EON occupies the physical, operational 
corner of that layer — the hardest to attack and the deepest in unscrapeable data — backed by 
twenty-five years of operating history, a global install base, and operable twins already in 
production. The category is definable and ownable: the operating system for physical work 
intelligence — model-agnostic, sovereignty-aware, and value-retentive. 

 

25 years 

of operating history 

4,400+ 

institutional customers 

80+ 

countries 

136M+ 

platform downloads 

​
10.  Getting started 
The fastest way to test the thesis is to run it. Choose one facility and one set of high-value 
procedures. EON assembles the operable twin, composes the procedures in Genesis, and 
verifies competency through Assess IQ — on your infrastructure boundary, under your 
sovereignty setting, priced to the outcome. Within a short delivery window you will see two 
things at once: the work getting done better, and the intelligence of that work accruing to you as 
an owned, exportable asset. 

 

Switch the Model. Keep the Value. 
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