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THEFRONTIER IS NO
LONGER APPROACHING

Singularity Time is the condition in which capability cycles com-
press below institutional planning cycles -- requiring continuous sens-
ing, bounded action, accelerated proof and selective compounding.

1. Capability waves are con-
tinuous

No annual strategy can remain suf-
ficient when the execution frontier

changes between board meetings.

2. Strategy must recompile

Every material frontier event must be
mapped to objectives, missions, au-
thority, evidence and capital.

SEARCH EXPANDS -

3. Power requires tighter
bounds

As action becomes cheaper and faster,
identity, permissions, budgets, stop
conditions and rollback become more

important.

AUTHORITY NARROWS

COMPOUNDS

4. Proof accelerates with ca-
pability

Faster execution without faster verifica-
tion creates institutional fragility rather
than advantage.

5. Memory remains selective

Chronicle admits only narrow, at-
tributable,
that survives a fresh mission.

rights-cleared  capability

6. Verified gains become ca-
pacity

Evidence-backed value is reinvested
into stronger intelligence, distribution,

energy,
infrastructure.

compute, laboratories and

PROOF DECIDES -

CAPABILITY



THE SINGULARITY-TIME DECLARATION

THEINSTITUTION MUST ADAPT
FASTER THAN THE
FUTUREARRIVES

Not by chasing every announcement. Bytugningevery consequential advance into a
tested mission, a bounded déployment, anw accepted outcome and a _stronger successor.

s ~
THE OPERATING ORDER
Find the capability change before it silently invalidates strategy.
DETECT 2 d 4 d e
Translate the change into one explicit institutional objective.
CONSTITUTE
Compare models, agents, harnesses, providers and architectures on real work.
AUCTION
Fix identity, tools, data, budget, authority, stop conditions and rollback.
BOUND
Require evidence, independent validation and accountable acceptance.
PROVE
Preserve only the narrow capability whose rights, scope and currentness are
ADMIT known.
Reinvest verified value into greater productive capacity and harder missions.
COMPOUND
\_ J

This is not a forecast. It is a command system.

DETECT INHOURS « TESTIN DAYS « DEPLOYIN WEEKS ¢ COMPOUND CONTINUOUSLY




Abstract

Vincent Boucher - President, MONTREAL.AI & QUEBEC.AI

GoalOS Singularity Navigation Q is the proof-governed operating institution for Singularity Time: the operating
condition in which artificial intelligence capability, agent autonomy, tool access, and economic leverage advance faster
than conventional organizations can safely absorb them. The paper does not require a metaphysical or precisely dated
definition of “the singularity.” It defines an operational regime: the capability half-life of an institution’s assumptions
becomes shorter than the institution’s adaptation cycle. In that regime, the primary strategic risk is not merely insuf-
ficient intelligence. It is institutional lag — the inability to detect, evaluate, authorize, deploy, verify, preserve, revoke,
and reinvest frontier capability quickly enough to remain valuable and governable.

The architecture builds on GoalOS Q - Sovereign Intelligence. It adds nine permanent navigation tools: Frontier
Radar, an Institutional Capability Twin, a Model & Agent Auction, Mission Foundry, Proof & Authority, a Singu-
larity Resilience Engine, Chronicle & Successor Laboratory, a Capital-to-Capacity Engine, and the Goal OS Singularity
Office. Together they transform frontier developments into bounded missions, test candidate capability against real
institutional objectives, prevent model confidence from becoming authority, preserve only rights-cleared and indepen-
dently supported capability, and measure whether successors outperform predecessors on fresh work.

We formalize the Singularity Exposure Ratio, capability half-life, institutional adaptation lag, frontier events, readi-
ness dimensions, verified adoption frontier, model auction, opportunity cost of waiting, cost of premature adop-
tion, resilience posture, proof-carrying action record, Chronicle admission predicate, successor improvement test, and
capital-to-capacity reinvestment law. We define a 30-day Singularity Readiness Mission, a recurring Singularity Office,
a public-safe AGI Club Navigator, and SingularityBench (2: an empirical benchmark comparing traditional teams,
static model reports, ungated agents, and proof-governed GoalOS missions.

The central claim is operational: institutions can be designed to convert accelerating intelligence into verified capability
while preserving accountable purpose, bounded authority, current evidence, professional responsibility, revocability,
security, and public legitimacy. The objective is not to wait for consensus about the exact moment at which a fu-
ture arrives. The objective is to ensure that, whenever the frontier changes, the institution can adapt faster than its
assumptions decay — without confusing speed with truth or autonomy with authority.

Keywords: singularity navigation; sovereign intelligence; Al agents; institutional adaptation; frontier radar; capa-
bility twin; model auction; proof governance; authority envelope; Evidence Docket; Chronicle; resilience; recursive
improvement; productive capacity.

This paper uses “singularity” as an operational shorthand for accelerating capability and institutional discon-
tinuity. It does not claim that a universally agreed technological singularity has occurred, predict a date, guar-
antee beneficial outcomes, or establish legal, tax, regulatory, fiduciary, security, safety, financial, employment,
procurement, or public authority. Binding action requires exact facts, current official sources, applicable qual-
ified professionals, responsible organizational authority, complete evidence receipts, and deployment-specific
controls.




Executive Thesis

The strategic problem is shifting. Chatbots answer questions. Agents increasingly accept delegated, long-horizon
work, invoke tools, operate in environments, and continue over hours or days. OpenAl describes this transition as a
change in the unit of knowledge work from individual interactions to delegated tasks; its June 2026 research reports
rapidly increasing use of long-horizon, parallel agent work across technical and non-technical departments. (OpenAl
2026a) The updated Agents SDK adds controlled sandbox execution, durable state, isolated subagents, and paral-
lel environments. (OpenAlI 2026f) NIST’s 2026 AI Agent Standards Initiative and identity-and-authorization work
identify the remaining institutional bottlenecks: trustworthy agentidentity, authorization, auditing, non-repudiation,
interoperability, and security. (National Institute of Standards and Technology 2026a; National Institute of Standards
and Technology 2026d)

The implication is decisive:

The future will not belong automatically to whoever has access to the most capable model. It will belong to in-

stitutions that can detect capability earliest, test it against real objectives, bind its authority, prove its outcomes,

recover from its failures, preserve only what passed, and convert verified gains into greater productive capacity.

WATCH THE FRONTIER TEST THE MISSION PROVE THE OUTCOME COMPOUND
News, models, demos Real work, real constraints Evidence, acceptance, rights Successor capability
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Founder's Foreword

Singularity Time is no longer useful merely as spectacle, prophecy, or a distant scenario. It is the planning condition
created when capability cycles compress below institutional adaptation cycles. This paper uses “ride the singularity” as
an operating mandate. To ride accelerating intelligence is to remain capable of choosing: choosing the objective, choos-
ing which systems may act, choosing what evidence is sufficient, choosing what remains human authority, choosing

what enters memory, choosing what is revoked, and choosing where verified value is reinvested.

The frontier has moved beyond isolated answers toward delegated work, persistent agents and rapidly reconfigurable
execution stacks. Agents now operate across files, software, tools, and environments; long-running execution is be-
coming a product primitive; model families and harnesses are improving quickly; and the cost of candidate cognition
continues to fall. The result is an unprecedented asymmetry. A small institution may command a volume of synthetic
labour that was previously available only to very large organizations. But the same asymmetry can magnify error, ac-

celerate institutional drift, concentrate dependency, and convert weak governance into fast failure.

GoalOS Singularity Navigation ) is designed around that duality. It seeks the maximum lawful positive upside while
refusing to treat capability as authority. It assumes that the frontier will continue to surprise; that any fixed operating
architecture will decay; that model providers, economics, regulations, and security conditions will change; and that
useful institutions must therefore be capable of controlled reconstitution.

The paper’s most important distinction is between candidate intelligence and admitted capability. Candidate intel-
ligence may search expansively. It may generate scenarios, challenge assumptions, propose architectures, draft code,
inspect documents, and explore counterfactuals. Institutional capability begins only after the relevant evidence, vali-
dation, acceptance, rights, scope, version, expiry, and revocation conditions exist. Chronicle is therefore not a memory
feature. It is the constitutional mechanism deciding what may shape the next generation.

Iauthor this paper as President of MONTREAL.AI & QUEBEC.AL It is published by MONTREAL.AI Research
as a founding institutional architecture and commercial proof programme. Its ambition is deliberately proportionate
to the moment: to give individuals, companies, research institutions, portfolios, and public bodies a practical system
for remaining valuable, governable, and capable through accelerating intelligence.

Do not merely watch the frontier advance. Convert each advance into a bounded mission. Prove what hap-

pened. Admit only what survived reality. Reinvest verified value into the capability required for the next mis-

sion.

Vincent Boucher

Montreal, Quebec, Canada - 25 July 2026
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Executive Overview

The frontier is no longer a technology roadmap at the edge of the institution. It is becoming the environment

in which the institution must continuously decide what to preserve, what to automate, what to build, what
to own, what to prohibit and what successor it must become.

Tell GoalOS what you need to preserve, build or become. It continuously detects new capabilities, tests them

on your real missions, deploys only what passes, keeps authority bounded and compounds verified gains into
the next generation.

The nine permanent tools
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CHRONICLE FIELD - EVERY TOOL REMAINS EVIDENCE-BOUND, VERSIONED, REVOCABLE, AND SUCCESSOR-TESTED
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The verified adaptation cycle

10
Reinvest

harder mission

Executive outputs

Every Singularity Navigation mission should produce:
1. aFrontier Opportunity and Risk Map;
2. an Institutional Capability Twin;
3. aprioritized portfolio of automation, augmentation, preservation, and ownership decisions;
4

. amodel- and agent-independent execution auction;

2

explicit Authority Envelopes and proof obligations;
a Resilience Constitution with fallbacks, kill switches, recovery, and portability;

an Evidence Docket and Chronicle disposition for every material capability;

® N

a successor test demonstrating whether the next generation improved on fresh work;

e

a capital-to-capacity reinvestment plan;

10. a continuing GoalOS Singularity Office cadence.

North-star metric

The institution should be judged by how quickly it turns a frontier capability into accepted, attributable, rights-

cleared, resilient, and economically valuable capability — without expanding authority beyond the accountable
principal’s constitution.

Singularity Time: detect the frontier, prove the mission, compound what passed. vi



Singularity-Time Command Brief

Singularity Time is the planning condition in which the capability frontier changes faster than the institution’s
normal strategy, procurement, assurance and capital-allocation cycles. The response is not unconstrained

adoption. The response is a permanent navigation institution that can sense continuously, test rapidly, act

within authority, prove outcomes and compound only what survives reality.

The five executive shifts

to mission-specific auctions across models, agents, harnesses, tools and providers.

to continuous reconstitution when material capability, cost, law, security or
infrastructure assumptions change.

to verified institutional value, time-to-capability, failure containment and successor
improvement.

to explicit accountable principals, authority envelopes, evidence obligations,

independent validation and acceptance.

to capital-to-capacity compounding: verified contribution becomes stronger
intelligence, distribution, compute, energy, laboratories and infrastructure.

The singularity-time board order

The board or accountable governing body should authorize a standing mandate with six non-negotiable powers:

1. monitor the frontier continuously;

2. trigger bounded capability tests without waiting for the next annual planning cycle;

3. suspend or revoke deployments whose evidence, authority or resilience has decayed;

4. require independent proof before material acceptance;

5. admit capability to Chronicle only after rights, scope, failure modes and transfer have been established;

6. allocate a defined share of verified value to productive-capacity reinvestment.

0-2 HOURS 2-12 HOURS 12-48 HOURS 48-72 HOURS

detect and classify replicate and map auction and challenge decide and constitute

vii



The value promise

The objective is not to consume every new capability. It is to increase the institution’s positive asymmetry:

Positive A B verified upside + preserved option value (1)
OSIEIVE ASymmELy = 4 wnside exposure + irreversibility + Proof Debt’

A superior navigation institution can be simultaneously more ambitious and more controlled: search across a wider
possibility space, test more alternatives, allocate more computation to consequential uncertainty, and still narrow real-
world action to the architectures that pass.

The faster the capability frontier moves, the less acceptable it becomes to confuse announcements with evi-

dence, demos with transfer, access with advantage, or autonomy with authority.

Singularity Time: detect the frontier, prove the mission, compound what passed. viii
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The Imperative: Singularity Time Is the
Operating Condition

The decisive change is not that models answer better. It is that intelligence can now be assembled into persis-

tent execution architectures whose capabilities, costs and autonomy can change faster than ordinary institu-

tions can redesign themselves.

The shift from answers to delegated work

Agentic Al changes the unit of knowledge work. A chatbot answers a bounded prompt. An agent accepts a delegated
task, invokes tools, changes files or systems, interacts with environments, iterates, and returns a result after minutes,
hours, or days. OpenATI’s June 2026 research describes this movement from single interactions to long-horizon tasks
and reports rapid internal adoption across engineering, legal, finance, recruiting, research, and support. (OpenAl
2026a) OpenAI’s Agents SDK now provides controlled sandboxes, durable execution, isolated subagents, and paral-
lelized environments; Codex is being extended toward secure long-running work across software and knowledge tasks.
(OpenAl 2026f; OpenAl 2026¢)

This does not prove an inevitable economic outcome. It does establish a new institutional reality: increasingly capable
systems can operate long enough, broadly enough, and cheaply enough to affect whole workflows rather than isolated
documents. The limiting factor moves from “Can the model generate useful text?” to:

* Does the system understand the actual objective?

* Whose authority does it exercise?

* Which tools, data, identities, and budgets may it use?
* What evidence must it return?

* Who validates and accepts the result?

* What happens when the result is wrong?

* What, if anything, may influence the next mission?

The institutional lag problem

Capability can improve discontinuously while institutions adapt through annual plans, procurement cycles, commit-
tees, policies, training, integration projects, and legacy contracts. This creates an adaptation gap. An organization may
have access to frontier intelligence yet remain unable to use it because its data is inaccessible, authority is ambiguous,
validation is absent, security is weak, or successful methods are not preserved.

The opposite failure is equally dangerous: rapid deployment without constitution. A team may grant broad credentials
to an agent, accept persuasive output, automate decisions whose evidence is missing, or store one successful episode as

universal memory. Acceleration then amplifies institutional error.



Institutional Lag

Institutional lag is the difference between the time at which a capability becomes potentially useful and the time
at which the institution can deploy it with sufficient objective clarity, authority, evidence, security, acceptance,
reversibility, and ongoing governance.

Three strategic exposures

Exposure Failure mode Go0alOS response

Capability ~ under- The institution keeps obsolete Frontier Radar, Capability Twin, Model Auction,

adoption workflows because it cannot eval-  Mission Foundry.

uate or integrate the frontier.
Capability over- The institution deploys novelty ~Proof & Authority, Evidence Dockets, Resilience
adoption without proof, bounded author-  Engine, fail-closed gates.

ity, or recovery.
Capability non-  Successful work remains episodic, Chronicle, Verified Outcome Graph, fresh-
compounding private to one operator, or stored  successor tests, capital-to-capacity reinvestment.

without rights and scope.

The frontier is not an instruction. A capability becomes institutional only after it proves useful under the

institution’s objective, authority, evidence, rights, security, acceptance, and revocation conditions.

The opportunity

The economic opportunity is not merely to replace labour. It is to create a continuously adapting institution that can
direct abundant intelligence toward consequential objectives while preserving human and organizational sovereignty.
OpenATI’s Frontier product thesis states that enterprise bottlenecks increasingly concern how agents are built and run
rather than raw model intelligence alone. (OpenAI 2026b) NIST similarly focuses on secure identity, authorization,
interoperability, evaluation, and trusted adoption. (National Institute of Standards and Technology 2026a; National
Institute of Standards and Technology 2026d)

GoalOS therefore treats singularity navigation as an operating discipline:

Detect faster. Decide better. Execute within authority. Prove outcomes. Preserve
selectively. Reinvest verified value.

Singularity Time: detect the frontier, prove the mission, compound what passed. 3



Defining Singularity Navigation

An operational, not metaphysical, definition

The word “singularity” has been used for several related ideas: an intelligence explosion, discontinuous automation,
extreme economic acceleration, or a point beyond which conventional forecasting loses reliability. This paper does not
require agreement on any one interpretation. It defines a practical operating regime in which three conditions hold:

1. frontier capability changes faster than the institution’s planning assumptions;
p Y g p g p

2. agents can perform sufliciently long, cross-system work to alter operating models rather than merely assist indi-
viduals;

3. the cost of candidate cognition falls faster than the cost of authority, evidence, trust, security, and physical execu-
tion.

GoalOS Singularity Navigation

GoalOS Singularity Navigation is the continuous institutional process of detecting consequential frontier ca-
pability, compiling it into bounded missions, testing it against real objectives, validating and accepting the re-
sulting outcomes, preserving only rights-cleared capability that passed, and reinvesting verified value into the

next generation of productive capacity.

The navigation object

The object being navigated is not one model. It is a changing system of:
¢ model capabilities and costs;
* agent harnesses, tools, environments, and connectors;
* data access and provenance;
* security, identity, and authorization standards;
* laws, regulations, professional responsibilities, and public expectations;
* customer, workforce, and capital-market behaviour;
* compute, energy, laboratories, robotics, and infrastructure;

* the institution’s own verified capabilities and unresolved Proof Debt.

The four navigation decisions

For every frontier development, GoalOS determines one of four postures:

1. Adopt now: evidence is sufficient, value is material, authority is clear, and recovery is adequate.



2. Experiment under containment: value is plausible but proof, security, or operating assumptions remain in-
complete.

3. Monitor: the development is strategically relevant but does not yet justify deployment or testing.

4. Reject or prohibit: the development conflicts with the objective, law, rights, safety, security, economics, or au-
thority constitution.

The nine tools

Frontier Radar Detects capability, cost, provider, standards, market, security, and
regulatory changes that may alter the institution.

Institutional Capability Twin Maintains a live map of people, agents, models, data, tools, policies,
capital, infrastructure, and verified capability.

Model & Agent Auction Q Compares execution stacks on real missions under common evidence,
cost, security, and authority conditions.

Mission Foundry Q Converts opportunities into reusable Mission Packs with ontologies,
policies, connectors, jobs, tests, and Chronicle rules.

GoalOS Proof & Authority Q) Binds identity, purpose, permission, tools, data, budget, evidence,
validation, acceptance, rollback, and memory.

Singularity Resilience Engine Q Creates provider optionality, redundancy, kill switches, portability,
recovery, and trajectory-security controls.

Chronicle & Successor Labora- Admits only scoped capability and tests whether the successor

tory ) improves on fresh work.

Capital-to-Capacity Engine Q Converts verified value into stronger models, data, distribution,
security, compute, energy, laboratories, and infrastructure.

GoalOS Singularity Office O Operates the recurring governance cadence for continuous
adaptation.

GoalOS does not claim that every capability should be adopted. Navigation is the disciplined preservation of

option value: the ability to move quickly when proof supports action, and the ability to refuse, pause, reverse,

or switch when it does not.

Singularity Time: detect the frontier, prove the mission, compound what passed. 5



The Regime Model: Capability Half-Life
and Institutional Lag

Capability half-life

Let H, denote the expected time until a material capability, cost, provider, or workflow assumption becomes obsolete
enough to change an institutional decision. This is the capability half-life. It is not the time until a model is replaced;
it is the time until the institution should revisit an accepted operating assumption.

Let L, denote the institution’s adaptation lag: the time required to detect a change, understand its relevance, constitute
a mission, run tests, validate evidence, obtain authority, deploy, and verify the result.

Define the Singularity Exposure Ratio:

SER = L
=—

c
* SER < 1: the institution generally adapts before assumptions materially decay.
* SER = 1: the institution operates at the frontier of its adaptation capacity.

: the institution is structura ehind; its decisions are increasingly made from obsolete assumptions.
* SER > 1: the institut tructurally behind; its d gly made fi bsolet pt

Adaptation quality

Fast adoption is not sufficient. Let C, be verified capability, R residual institutional risk, B, human and reviewer bur-
den, and DP Proof Debt. Define Verified Adaptation Velocity:

vav - 8% !
A 1+ 2R +uB, +vD,’

The objective is to increase verified capability per unit time without hiding risk, burden, or uncertainty.

The cost of waiting and the cost of premature adoption

For candidate capability £, GoalOS estimates:

Cwm't (k) = I/faregone (k) + Clegacy (k) + mepetitl‘ve (/e) b
and
C;Dremature (/6) = C;'ntegmztz'on (k) + Rsemrz'ty (/e> + Rerror (k) + C;”olllmtk (/C) + Rloc/ein (/6) .

The adoption decision is not “frontier versus caution.” It is the comparison of two portfolios of cost, risk, reversibility,

and evidence.



The verified adoption frontier

A candidate execution architecture s is scored on:

* verified outcome quality;

* time-to-capability;

* complete cost denominator;

* authority and policy compliance;

* evidence strength;

* security and resilience;

e reversibility and provider optionality;
* human burden;

* rights and Chronicle eligibility;

* fresh-mission transfer.

The recommendation is the highest-valued non-dominated architecture satisfying constitutional gates, not the highest
raw capability score.

10
gl @ High®ipside / high
@Balanced f%ntier

2
= 6 |
= 9
9 @Proof-dense
g 4
C L |
()
> @

2 L —
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Institutional risk and irreversibility

The correct speed is not the fastest possible adoption. It is the fastest adaptation whose evidence, authority,

security, reversibility, and rights are sufficient for the consequence.
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Navigation Constitution and Design
Laws

Twelve readiness dimensions

Dimension Question

Objective clarity What must the institution preserve, build, or become?

Frontier sensing Which capability, cost, provider, standard, or regulatory changes matter?
Capability inventory What people, agents, models, data, tools, rights, capital, and infrastructure exist

Mission compilation
Model optionality
Authority design
Evidence discipline
Independent challenge

Resilience
Chronicle governance

Capital conversion

Institutional cadence

now?

Can opportunities become bounded work with tests and stop conditions?
Can execution be auctioned across providers and harnesses?

Who may act, with what tools, data, budget, time, and external effects?

What proof is required before acceptance or material action?

Can producer claims be tested in separate contexts and by responsible review-
ers?

Can the institution pause, switch, recover, export state, and continue after fail-
ure?

What may enter memory, for how long, with which rights and revocation rules?
How does verified value finance greater productive capacity?

Who continuously monitors, reconstitutes, and governs successors?

W

® N &

Eight design laws

. Objective before capability. A new model does not define the mission.

. Authority before external action. Tools and credentials are scoped before execution.

. Evidence before acceptance. A persuasive output is not an accepted outcome.

. Acceptance before memory. Even verified work may be rejected for institutional reasons.

. Rights before reuse. Customer, employee, provider, and third-party rights govern capability persistence.

Revocation before scale. Every admitted capability requires expiry, repair, and revocation paths.

sion.

. Fresh transfer before improvement claims. Reuse on the same task does not establish recursive improvement.

. Verified value before productive reinvestment. Booked or projected value does not authorize capacity expan-



The mission lifecycle

IMPROVE

OBJECTIVE DISCOVER ACCEPT

DESIGN EXECUTE VERIFY

fresh mission

Institutional refusal

Navigation includes the ability to say:

not yet;

test under containment;
professional review required;
blocked by missing evidence;
blocked by authority;

declined because the objective conflicts with law, rights, safety, or institutional policy.

A system incapable of refusing a mission, pausing an action, or revoking a capability is not sovereign intelligence.

It is uncontrolled optimization.

Singularity Time: detect the frontier, prove the mission, compound what passed. 9



The Singularity-Time Doctrine

From calendar time to capability time

Conventional institutions plan in quarters and years. Frontier capability may change materially between planning
meetings. GoalOS therefore introduces capability time: the operating clock defined by changes in what can be accom-
plished, at what cost, under which authority and with which evidence.

Let b, denote capability half-life: the time required for a material assumption about the attainable quality, cost, speed
or autonomy of a mission to lose half its strategic validity. Let ¢; denote institutional adaptation lag: the elapsed time
between a frontier event and a production-admissible institutional response. The Singularity Exposure Ratio remains

Y

SER = . (5.1)

|

If SER > 1, the institution adapts more slowly than its assumptions decay. If SER < 1, it possesses the possibility of
compounding ahead of the frontier — provided that proof and authority do not regress.

Six doctrines for singularity time

1. Continuous reconstitution. Strategy is a living architecture, not a frozen annual artifact.
Expansive search, narrow action. Candidate intelligence explores broadly; external action remains fail-closed.

Proof velocity. Verification capacity must scale with execution capacity.

>

Authority before autonomy. Every external action is principal-bound, purpose-limited and revocable.

5. Memory is a constitutional privilege. Reuse requires Chronicle admission; one successful run creates no uni-
versal right.

6. Value becomes capacity. Verified contribution is deliberately converted into stronger successor missions.

Preserve, build, become

The title promise creates three distinct strategic postures. They are complementary rather than sequential: an institu-
tion may preserve one capability, build another and become a difterent operating form in the same mission.

PRESERVE - protect what must not be lost

Keep human and institutional authority over identity, mission, public purpose, trust, critical relationships,
strategic data, safety interlocks, continuity and the right to reverse course. Preservation is not resistance to
capability; it is the deliberate protection of what stronger capability must continue to serve.

10



BUILD - create what the previous frontier made uneconomic

Assemble Mission Packs, models, agents, evidence systems, distribution, capital stacks, laboratories, compute
and infrastructure that were previously too expensive, slow or fragmented. Building is admitted only when
the new capability survives mission-specific proof and operates inside a bounded authority envelope.

BECOME - reconstitute the institution for the stronger frontier

Redesign roles, operating models, incentives, authority structures and economic identity so the institution
remains valuable under materially stronger intelligence. Becoming may include human-to-supervisor transi-
tions, portfolio redesign, new ownership of productive capability and successor institutions that outperform

the predecessor without governance regression.

The frontier is a portfolio, not a model

No one model represents singularity time. The relevant object is a portfolio of capabilities, providers, agents, tools,
data, professional authorities, markets and productive assets. GoalOS therefore optimizes the complete execution

architecture rather than ranking one model in isolation.

Five clocks of a singularity-time institution

A frontier-adaptive institution must read several clocks at once. Optimizing only the capability clock creates fragile
acceleration; optimizing only the authority clock creates institutional paralysis.

Governing question Required GoalOS response

What newly became possible, faster or Detect, replicate and map the change to

cheaper? real mission classes.

What can now be established rather than Expand validation capacity, preserve

merely asserted? provenance and expose residual Proof
Debt.

What may act, for whom, within which Recompile identities, permissions,

limits? budgets, stop conditions and rollback.

Which customer, competitor, capital or Regenerate scenarios and quantify the cost

policy assumptions just decayed? of waiting versus premature deployment.

Which verified gains should become Reinvest measured contribution into

durable productive power? models, data, distribution, compute,

laboratories and infrastructure.

Do not wait for certainty. Do not deploy on excitement. Detect material change, replicate it, map it to the

institution, test it on consequential missions, bind authority, prove the outcome, admit selectively and reinvest

verified value before the next capability wave arrives.

Singularity Time: detect the frontier, prove the mission, compound what passed. 11



The Nine Navigation Tools
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Tool I: GoalOS Frontier Radar Q

From news monitoring to institutional sensing

Frontier Radar is not a feed of model announcements. Itis a change-detection institution that maps each development

to specific objectives, workflows, risks, and Proof Debt. It monitors:

* model capability, price, latency, context, modalities, and availability;

* agent runtimes, durable execution, sandboxes, connectors, tool ecosystems, and standards;

* research capabilities, automated science, coding, analysis, and computer use;

* security incidents, jailbreaks, prompt injection, credential exposure, and sabotage evidence;

* open-source and proprietary model ecosystems;

* labour, capital, customer, regulatory, standards, energy, compute, and infrastructure changes.

OpenAT’s work on controlled sandboxes and durable execution illustrates why the unit of monitoring is no longer just
the model. Harness, compute, tools, isolation, state persistence, and provider architecture jointly determine produc-
tion capability. (OpenAI 2026f; OpenAl 2026¢) Anthropic similarly describes agents operating across hundreds or

thousands of dynamically discovered tools. (Anthropic 2025)

Frontier Event Record

Every material development becomes a structured object:

{
"frontier_event_id": "fe_2026_...",
"capability_class": "long_horizon_agent_execution",
"source": {"publisher":"...","date":"...","uri":"..."},
"change": "what became materially different",
"affected_missions": ["..."],
"opportunity_hypothesis": "...",
"new_risks": ["..."],
"evidence_needed": ["..."],
"cost_of_waiting": "...",
"cost_of_premature_adoption": "...",
"recommended_posture": "experiment_under_containment",
"owner": "...",
"review_by": "...",
"expiry": "..."

Relevance scoring

For event ¢ and institutional mission class 72:

R(e,m) = w;AQ + w, AT + ws AC + w,AV + wsO — wR — w,F — wy

13
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where AQ is potential quality improvement, AT time compression, AC cost reduction, AV verified-value potential,
O strategic optionality, R risk, F integration friction, and D, incremental Proof Debt.

Radar outputs

1. Weekly Frontier Opportunity and Risk Brief.
2. Material Event Alerts.

3. Mission invalidation notices.

4. Provider and model change recommendations.
5. Source expiry and evidence refresh tasks.

6. New Mission Pack candidates.

7. Capital allocation proposals for experiments and infrastructure.

A frontier event is not actionable because it is impressive. It becomes actionable only when its relevance to a

constituted mission is explicit and its adoption conditions can be tested.

Singularity Time: detect the frontier, prove the mission, compound what passed. 14



Tool II: The Institutional Capability
Twin

The live model of productive capacity

The Capability Twin is a continuously updated representation of what the institution can actually do. It includes peo-
p Y yup P y p
ple, agents, models, data, tools, connectors, policies, professional authorities, customer relationships, capital, compute,

infrastructure, verified capabilities, and unresolved Proof Debt.

Capability Twin

The Institutional Capability Twin is the evidence-bearing graph of an institution’s current productive capacity,

its operating dependencies, the authority available to each actor, the missions each capability can support, and

the conditions under which a capability should be repaired, replaced, expanded, or revoked.

Twin layers

Layer Objects Critical questions

Objectives mission, sponsor, value, dead- What must remain true?
lines, exclusions

Actors people, agents, providers, val- Who may do what, for whom?
idators, authorities

Models and har- model version, runtime, sand- What produces the work?

nesses box, tools

Data and rights source, owner, sensitivity, re- What may be used and remembered?
tention, licence

Workflows tasks, dependencies, tests, man- ~ Where is institutional lag?
ual steps

Evidence claims, sources, tests, receipts, What is known and current?
expiry

Capital budget, cash, credits, grants, What can finance adaptation?
debt, equity

Infrastructure compute, energy, networks, What physical capacity constrains the mission?
labs, robotics

Capabilities admitted method, scope, ver- What may be safely reused?

Risk and resilience

sion, limits
threat, fallback, recovery, con-

centration

What fails if a provider or capability disappears?

15



Capability classes

Every capability is classified as:
* human-reserved: accountable authority, relationship, or judgment should remain human;
* human-led / agent-amplified: agents perform substantial work while the human directs and accepts;
* agent-executed / human-governed: execution is delegated within a bounded authority envelope;
* fully automated under policy: routine, testable, reversible work;

¢ prohibited: incompatible with law, policy, safety, rights, or institutional purpose.

Twin queries

The Twin should answer:
1. Which workflows could now be delegated end to end?
Which human roles should become supervisors, validators, or relationship owners?

Which manual bottlenecks are actually authority or evidence bottlenecks?

L S

Which models are strategically substitutable and which are concentrated dependencies?
S. Which successful methods are Chronicle-admissible?
6. Which capabilities must be owned, rented, insured, or preserved offline?

7. Which changes would justify a successor operating architecture?

Change propagation

When a Frontier Event changes a model, source, law, provider, cost, or security assumption, the Twin identifies:

e affected capabilities;

* dependent missions;

* claims becoming stale;

* transactions requiring pause;

* customers or entities requiring notice;
* successor architectures to generate;

* evidence and professional review to obtain.

An institution cannot navigate accelerating intelligence if it does not know its present capability, dependency,

authority, evidence, and risk state.

Singularity Time: detect the frontier, prove the mission, compound what passed. 16



Tool III: Model & Agent Auction {2

No permanent model monopoly

An institution should not confuse one provider’s current lead with permanent strategic identity. Models, prices, avail-
ability, policy, tool support, privacy, security, and performance change. The Model & Agent Auction evaluates com-
plete execution stacks rather than selecting a model from a leaderboard.

A candidate stack includes:
5 = (m7 h, t’ 6, U’ V),

where 2 is the model set, » the harness and orchestration design, # the tool and connector set, ¢ the execution environ-
ment, v the validation architecture, and 7 the recovery and rollback posture.

Auction dimensions

Dimension

Measurement

Outcome quality
Evidence quality
Time

Cost

Authority compliance
Security

Resilience
Human burden
Rights

Transfer

Mission-specific acceptance tests and independent review.

Provenance, completeness, test reproducibility, contradiction handling.
Wall-clock time, parallelism, coordination overhead, human wait time.
Tokens, tools, data, sandbox, retries, professional review, integration.

Scope, data, credential, budget, tool, communication, and transaction limits.
Prompt injection, exfiltration, sabotage, dependency, credential, and sandbox
controls.

Checkpointing, provider fallback, state portability, recovery, and rollback.
Direction, rescue, review, acceptance, and incident workload.

Input, output, third-party, confidentiality, and Chronicle reuse conditions.
Performance on a fresh mission under controlled or normalized conditions.

Auction score

For stack s on mission A:
A(s | M) = aQ + BE+yV + 00 + yR, = AC — uT —vH — R, — pD,,

where Q is quality, £ evidence strength, V" verified-value potential, O optionality, R, reversibility, C cost, 7" time, H
human burden, R; security and institutional risk, and D, Proof Debt.

The winner must pass constitutional gates. A high score cannot offset prohibited data use, missing authority, security
failure, or invalid evidence.

17



Auction modes

1. Shadow auction: models produce proposals without external action.
2. Sandbox auction: complete execution occurs in isolated environments.
3. Canary auction: limited live deployment with rollback and monitoring.

4. Production auction: ongoing provider competition under accepted policy.

Model monoculture and correlated error

One model family should not produce, verify, summarize, and approve the same consequential result. Independent
contexts, alternative sources, executable tests, different model families, and responsible human or professional review
are used in proportion to consequence. DeepMind’s 2026 Gram work illustrates the importance of evaluating agent
trajectories for rare but consequential sabotage or goal-seeking behaviour rather than assuming that average perfor-
mance establishes safety. (Lindner et al. 2026)

The most capable model is not necessarily the most defensible institutional stack. The winner is the architec-

ture that produces the strongest accepted outcome under the complete authority, evidence, security, cost, and

resilience denominator.

Singularity Time: detect the frontier, prove the mission, compound what passed. 18



Tool IV: Mission Foundry

From opportunity to reusable Mission Pack

The Mission Foundry converts a frontier opportunity into a governed, repeatable product. A Mission Pack is not a
prompt library. It is a constitutional package containing:

* objective ontology and success conditions;

* policies and prohibited states;

* identity and authority model;

* connectors and data contracts;

* AGI Job templates and typed graph patterns;

* evidence obligations and validators;

* acceptance tests and rollback rules;

* Evidence Docket schema;

* Chronicle admission, expiry, and revocation rules;

* economic model and verified-value metrics.

Foundry pipeline

FRONTIER EVENT MISSION HYPOTHESIS CONSTITUTION JOB GRAPH EVALS & PROOF MISSION PACK

Canonical mission classes

The strongest initial portfolio is:

—

. Global Launch;
Service & Operations;

Customer & Revenue;

L

Engineering & IT;
S. Finance;
6. Professional Intelligence;

7. Compute & Infrastructure.

Each class provides a different reality anchor: global architecture, frequent operational completion, revenue, executable
code and tests, financial reconciliation, professional authority, or physical output.
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Mission Pack promotion

A Mission Pack advances through:
concept — sandbox — paid pilot — independent verdict — realized outcome — repeatability — recurring office.

No internal demo alone establishes institutional authority.

Foundry economics

The first mission funds the development of reusable schemas, connectors, tests, and Chronicle capability. The purpose
of productization is not to erase customer specificity. It is to separate what is truly mission-specific from what can be
safely reused, thereby lowering time, cost, and human burden while increasing proof density.

A Mission Pack may reuse only what Chronicle has admitted. Copying an attractive output without rights,

scope, evidence, and fresh transfer is not productization.
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Tool V: GoalOS Proof & Authority Q

The scarce layer

As candidate intelligence becomes abundant, authority and proof become the scarce institutional layer. NIST’s 2026
work emphasizes identification, authorization, auditing, non-repudiation, and prompt-injection controls for software
agents. (National Institute of Standards and Technology 2026d; National Institute of Standards and Technology
2026a) GoalOS extends those controls into a complete causal path from principal to accepted outcome and memory.

Three verdicts

Execute: May the work begin under this objective, identity, data, tool, budget, time, and policy scope?

Accept: Did the resulting outcome satisfy the evidence, validation, and stakeholder criteria?

Admit: May the narrowly scoped capability influence future missions, and under what rights, expiry, and
revocation conditions?

Authority Envelope

An Authority Envelope contains:
* accountable principal and acting identity;
* purpose and mission reference;
* permitted tools, systems, data, communications, and counterparties;
* budget, duration, rate, and transaction limits;
* prohibited actions;
* required evidence and acceptance tests;
* escalation and human approval points;

* pause, revoke, rollback, and recovery rules.

Proof obligations

Proof is proportional to consequence. A routine reversible internal classification may require automated tests and
logs. A consequential external transaction may require current official sources, exact facts, independent validation,

customer acceptance, licensed professional judgment, signatures, and real-world receipts.
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Authority laundering

A common failure occurs when an agent’s recommendation is treated as though it inherited authority from the user, a
database, or a professional source. GoalOS records the exact scope of every authority and refuses silent transitivity. A
professional source may support a proposition; it does not automatically authorize a transaction. A user may authorize
research; the user may not have authority to bind the organization.

Proof—carrying action

Every material action should produce a record connecting:

objective — principal — agent — authority — input state — tool

— raw result — evidence — validation — acceptance — rollback — Chronicle.

More capable intelligence increases the importance of explicit authority. Power without scope is not

soverelgnty; 1t 1S CXpOSLlI'C.
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Tool VI: Singularity Resilience Engine

Resilience is part of capability

A capability that works only while one model, provider, credential, person, or cloud remains available is not fully
institutionalized. Resilience measures whether the mission can continue, pause safely, switch paths, recover state, and
preserve evidence under disruption.

OpenAT’s agent infrastructure separates harness from compute and uses state externalization, checkpointing, snap-
shotting, and rehydration to support durable execution. (OpenAl 2026f) GoalOS treats these as technical primitives
within a broader continuity constitution.

Required resilience paths

Every critical mission should define:
1. primary execution path;
2. independent verification path;
3. fallback model or provider path;
4

. degraded read-only or advisory mode;

N

human escalation path;

stop condition;

N

recovery procedure;
8. evidence-preservation procedure;

9. customer and authority notification path.

Threat classes

Threat Failure Control

Objective injection External content changes mission ~Immutable objective reference; approved change
purpose. process.

Prompt/tool injection ~ Untrusted content redirects tools Context separation; tool policy; sanitization;
or exfiltrates data. least privilege.

Credential compromise ~ Agent accesses secrets beyond Brokered credentials; short-lived tokens; com-
need. partmentalization.

Memory poisoning False output becomes future doc-  Chronicle admission, versioning, expiry, inde-
trine. pendent challenge.

Validator capture Producer influences or shares Blind evaluation, model diversity, external evi-
blind spots with verifier. dence, human review.
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Provider outage or pol- Critical capability becomes un-  Portability, fallback provider, exportable state,

icy change available. offline procedures.
Cost runaway Agent consumes unbounded Budgets, rate limits, checkpoints, automatic
time, tokens, tools, or capital. stop.

Physical or financial Agent initiates irreversible exter- Transaction limits, two-person approval, ca-
harm nal effects. naries, rollback, professional authority.

Resilience score

Let A, be availability, P, provider optionality, SP state portability, R, recovery capability, Ep evidence preservation, and
C, concentration risk:
RI = wd, + w b, + wyS, + w,R, + wsE, — weC,.

A high outcome score with low resilience remains a fragile candidate.

Kill switches and graceful degradation

A kill switch should not merely terminate a process. It should preserve evidence, freeze credentials, identify affected
transactions, restore safe state, notify responsible authorities, and generate a post-incident mission. Graceful degrada-

tion should preserve read-only access, critical records, and human operating instructions.

Maximum autonomy without recovery is not capability. It is a single point of irreversible failure.
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Tool VII: Chronicle & Successor
Laboratory

Memory is constitutional admission

Most systems treat memory as retrieval convenience. GoalOS treats memory as the decision that a capability may shape
future action. Chronicle therefore requires evidence, rights, scope, version, currentness, known failure conditions,

independent challenge, expiry, repair, and revocation.

Candidate capability record

A capability record contains:
* originating mission and objective;
* exact inputs, model, harness, tools, data, and authority;
* evidence and validation results;
* customer or stakeholder acceptance;
* scope of valid reuse;
* rights and confidentiality conditions;
* known failures and exclusions;
* version, expiry, and revocation triggers;

* fresh-successor test results.

Fresh-successor laboratory

Let g; be the predecessor and g, the successor using admitted capability. On fresh mission #z:
Mgy, gy | m) = aAQ + BAV + yAT + SAC — AAR — uAH.

Promotion requires a preregistered positive threshold and no material governance regression. The fresh mission must
prevent trivial memorization from being confused with improvement.

Failure-preserving memory

Chronicle should preserve not only successful methods but also:

e failed architectures;

¢ invalidated assumptions;
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* misleading metrics;

* rejected providers;

e adverse outcomes;

* security incidents;

* customer refusal reasons;

* conditions under which a capability should not be used.

This negative capability graph prevents the institution from repeating expensive failure as the frontier changes.

Chronicle precision

Two errors matter:

* false admission: unsafe, incorrect, stale, or rights-conflicted capability influences future missions;

* false rejection: valuable capability is lost, forcing repeated work and slowing adaptation.

SingularityBench should measure both.

Only what survives reality may compound. Every admitted capability remains scoped, attributable, versioned,

expiring, challengeable, and revocable.
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Tool VIII: Capital-to-Capacity Engine

From efficiency to productive power

The economic purpose of navigation is not merely to save labour. It is to convert verified institutional value into

greater productive capacity. Value may include revenue accelerated, support collected, dilution avoided, risk retired,

cost reduced, time released, service improved, scientific output, or infrastructure productivity.

Only realized or conservatively attributable value should finance the compounding claim. Let V] be verified realized

value, C,, complete mission cost, R, required reserves, and A, approved reinvestment allocation:

=max(0,V, -C, - R,) - 4.

reinvest

Capacity classes

Reinvestment may fund:

stronger model and inference budgets;
proprietary or licensed data;

evaluations, security, and resilience;
connectors, tooling, and private runtimes;
distribution and customer acquisition;
professional authority and validation networks;

compute, energy, laboratories, robotics, industrial systems, and infrastructure.

Capital discipline

The engine separates:

identified value - modelled value - validated value - realized value - collected value -
reinvestable value

No projected savings, unsigned revenue, unawarded support, or uncollected financing becomes productive-capacity

authority.
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Compounding loop

Better
intelligence

Productive Harder
capacity missions

Verified

Capital
P value

Infrastructure frontier

Al capability increasingly interacts with physical constraints. The IEA projects substantial growth in data-centre elec-
tricity demand and identifies power, grids, generation, and infrastructure as critical constraints and opportunities. (In-
ternational Energy Agency 2025) GoalOS therefore treats compute and energy not as background operating expenses
but as governed productive-capacity choices.

Capital compounds only after contribution is evidenced. Productive capacity expands only within a mission,

authority, risk, and resilience constitution.
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Tool IX: GoalOS Singularity Office 2

The recurring adaptation institution
The Singularity Office is the permanent governance layer that asks:

Has the frontier changed enough that our present institutional architecture is no longer
optimal?

It converts one-time readiness work into continuous detection, mission regeneration, proof, and controlled reconsti-

tution.
Operating cadence

Cadence Institutional function

Continuous Frontier events, security, provider, evidence-expiry, cost, regulation, and material mis-
sion monitoring.

Weekly Frontier Opportunity and Risk Brief; new Proof Debt; urgent tests and decisions.

Monthly Capability auction committee; mission portfolio; value ledger; resilience and provider
review.

Quarterly Full institutional reconstitution; successor architectures; model auction; capability re-
tirement and reinvestment.

Material event Immediate rerun after a major capability, law, incident, transaction, financing, or in-
frastructure change.

Annual Complete authority, Chronicle, professional network, provider, security, insurance,

and productive-capacity review.

Office deliverables

1. Frontier Radar and change log.
. Capability Twin and architecture map.

. Opportunity queue and Proof Debt register.

W N

. Model & Agent Auction results.

. Active Mission Pack portfolio.

. Authority and resilience dashboard.

. Chronicle admission, expiry, and revocation docket.

. Verified value ledger.

o 0 NN & W

. Capital-to-capacity allocation memorandum.

10. Executive and board brief.
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Commercial editions

Edition Illustrative annual Scope
price
Founder / institution US$250K-500K One principal institution, readiness, monitoring,

auctions, and two successor cycles.

Enterprise US$750K-2M Multiple business units, connectors, recurring mis-
sion packs, security, and board governance.

Portfolio US$2M-SM+ Multi-company or multi-project capability and evi-
dence governance.

Sovereign / strategic US$SM-25M+ Public institutions, research systems, infrastructure,

and economic-development programmes.

These are management hypotheses, not current offers or forecasts.

Renewal proof

The renewal case should be evidence-based:
¢ which frontier changes were detected before the customer would have acted;
¢ which opportunities were tested and adopted;
* which unsafe or uneconomic deployments were avoided;
* which Proof Debt was retired;
* which value was realized;
¢ which successor capabilities improved fresh missions;

* which productive capacity was created.

A fixed Al strategy expires. A Singularity Office keeps the institution continuously capable of changing its

strategy without surrendermg purpose, authorlty, CVldCI’lCC, SCCUI’lty, Or memory governance.
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The Go0alOS Singularity Command
Center

A cockpit for continuous institutional adaptation

The Singularity Office requires an executive operating surface that makes the frontier, the institution and the proof
state visible at once. The Command Center is not a decorative dashboard. It is the decision surface through which
accountable principals authorize tests, inspect evidence, accept outcomes, revoke capability and allocate productive
reinvestment.

Seven permanent instruments

Material capability, cost, security, regulatory, standards and infrastruc-
ture changes, ranked by mission impact and source confidence.

Current people, agents, models, data, tools, systems, professional author-
ity, capital, infrastructure and verified capability.

Active tests and deployments, budgets, owners, authority envelopes,
deadlines, acceptance criteria and stop conditions.

Evidence Dockets, independent verdicts, contradictions, stale claims,
Proof Debt and blocked actions.

Provider concentration, fallback paths, credential exposure, rollback
readiness, recovery time and continuity tests.

Admitted capability, known limits, expiry, revocation, successor results
and capability-transfer confidence.

Verified value realized, reinvestment decisions, capacity acquired and
harder missions placed within reach.

The command center must answer seven questions

1. What changed at the frontier?

2. Which institutional assumption is now wrong or incomplete?
3. Which mission could improve materially?

4. What is the cheapest decisive proof?

5. What may be tested under bounded authority now?

6. What must remain blocked, preserved or human-controlled?

7. If the result passes, what successor and productive capacity should follow?
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The operating cadence

Source monitoring, event classification, proof expiry, security alerts and transaction
blocking.

Material frontier digest, mission exceptions, provider health and authority anomalies.
Opportunity auction, mission portfolio review and Proof Debt retirement.
Capability architecture review, model and agent auction, capital-to-capacity allocation.

Full institutional reconstitution, scenario frontier, resilience exercise and successor
comparison.

Immediate capability-shock protocol after a frontier, legal, security, capital or
infrastructure discontinuity.

No metric may substitute for the underlying evidence. No alert may create authority. No successful mission

may enter Chronicle without a specific admission decision. No capital may be reinvested merely because an

opportumty 1S exc1t1ng.
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Formal System and Constitutional
Substrate
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Formal Navigation Model

Institution and frontier state

Let the institution at time ¢ be:
L= (Ot’ At’ B, Gt’ E, Ctﬂ R, K,, X;):

where O is the objective set, 4 authority, P policy, G mission graph, £ evidence, C admitted capability, R risk and
resilience, K capital and productive capacity, and X external dependencies.

A frontier event is:

f;: (K,O',T,q,[,l",d),

where « is capability class, o source and provenance, 7 effective time, ¢ estimated quality impact, ¢ cost impact, 7 risk
impact, and d affected dependencies.

Navigation function

The Navigation Function maps institution and frontier state to candidate successor architectures:

NI, f) — S, .., 801,

t+1° 0 T+l

Each candidate contains an updated mission graph, execution stack, authority constitution, evidence plan, resilience
posture, cost and value model, Chronicle disposition, and rollback path.

Constitutional gate

A successor may be deployed only if:
Gate(S) = ObjectiveFit A Authority A EvidencePlan A Security A Rights A Reversibility.

A deployed successor may be accepted only after outcome validation. An accepted outcome may be admitted only
after Chronicle conditions pass.

Navigation objective

Define Risk-Adjusted Verified Adaptation Value:

RAV(S) = Vverifz'ed (S) - Qomplete (S) - Rresz'dmzl (S) - Dproof(S) - (Junwz'nd (S) + Ooption (S)

The recommended architecture is the non-dominated candidate maximizing R AV subject to the gate and the institu-

tion’s risk posture.
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Switch condition

For accepted architecture S, a successor review is triggered when:
Pr (RAV(S') - RAV(S)) > 6) > p’,

or when a constitutional invariant fails, a source expires, a material incident occurs, or the capability half-life falls below

the next planned review.

Institutional regret

Let S™ be the best architecture identifiable after outcomes are observed. Regret is:

R = V(S*) - V(Shoxc'n) + Cdelﬂy + C}ockin +C

@ recovery*

GoalOS uses counterfactuals to reduce regret while labelling simulations as candidate reasoning rather than observed

evidence.

Navigation is the repeated constitutional comparison of present architecture against verified successor options.

It is not continuous change for its own sake.
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SII-001: Constitutional Standard

Purpose and status

SII-001 is the normative constitutional profile for a GoalOS-compatible Verified Action Institution. It does not cer-
tify legal compliance or technical safety. It specifies the minimum institutional objects, gates, records, and invariants

required for a system to claim that it is proof-governed rather than merely agentic.

The standard is designed for model-agnostic implementation. A conforming institution may use frontier hosted mod-
els, local models, deterministic programs, human professionals, corporate providers, validators, public authorities, and
physical operators. Conformance depends on the institutional relationships among them, not on anthropomorphic

claims about intelligence.

Twelve constitutional articles

Art.

Constitutional require-
ment

Operational meaning

10

11

Objective supremacy
Identity before authority
Bounded authority
Typed work

Complete evidence denom-

inator

Independent challenge

Acceptance as authority

Fail-closed material action

Selective memory

Fresh-successor proof

Verified-value discipline

Every mission begins from an accountable, versioned objective
with success, exclusions, deadline, and value at stake.

Every human, agent, service, professional, and institution act-
ing in the graph has an attributable identity and principal.
Tools, data, communications, spend, duration, counterparties,
and external effects are explicitly scoped and revocable.

The mission is compiled into jobs, dependencies, proof edges,
authority edges, resource edges, and governance edges.

The Docket records sources, assumptions, contradictions,
costs, failures, interventions, receipts, outcomes, and delayed ef-
fects.

Material claims and outcomes are tested by a context, method,
or responsible party that is not merely the producer repeating
its own assertion.

Verification establishes what the evidence supports; a responsi-
ble principal decides whether the outcome is accepted for the
institution.

No transaction, publication, production change, capital alloca-
tion, regulated filing, or external commitment proceeds while
applicable proof or authority gates remain open.

Output does not enter Chronicle automatically. Admission
is scoped, rights-cleared, attributable, current, revocable, and
linked to failure conditions.

Reuse is not improvement. A successor must outperform the
predecessor on a fresh mission without governance regression.
Benefits progress through identified, validated, authorized, im-
plemented, realized, and independently verified states.
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Productive reinvestment

Capital expands capability or infrastructure only after contri-

bution has been evidenced and classified within approved pol-

1Cy.

Constitutional invariants

Let .# denote the set of required institutional invariants. A mission state is constitutionally admissible only if

Conform(X,) = [ [ 1[,(X,) =1] = 1.

The principal invariants are:

jEI

1. no unidentified actor on a material execution path;

2. no external action outside an unexpired authority envelope;

2

4. no producer-only validation for material outcomes;

5. no transaction without current applicable receipts;

no material claim without source, method, scope, owner, date, and contradiction state;

6. no Chronicle admission without rights and revocation;
7. no realized-value claim without attributable outcome evidence;
8. no improvement claim without a preregistered fresh-successor comparison.
Conformance levels
SII-001 conformance levels.
Level Name Permitted posture Minimum proof
SII1-0 Candidate intelligence Research, simulation, drafting, no  Source disclosure and claim
external authority boundary
SII-1 Bounded assistance Tool use in non-production or Identity, policy, tool scope, trace
read-only environments
SII-2 Governed execution Reversible action inside approved Authority envelope, tests, rollback,
systems Docket
SII-3 Proof-gated transaction ~ Material organizational or Independent validation, applicable
economic action receipts, acceptance
SII-4 Chronicle institution Reuse of admitted capability across  Rights, scope, currentness,
missions revocation, fresh-successor test
SII-5 Productive-capacity in-  Allocation of verified value into Realized-value ledger, capital

stitution

capital and infrastructure

policy, milestone evidence

A deployment may claim only the highest level for which every mandatory control is operating. A sophisticated

interface, powerful model, or large tool set cannot compensate for a missing constitutional gate.

Singularity Time: detect the frontier, prove the mission, compound what passed. 37



Institutional constitution versus model policy

A model policy constrains one model invocation. An institutional constitution governs the whole causal path: princi-
pal, objective, data, tools, jobs, providers, validators, acceptance, memory, capital, and future reuse. GoalOS therefore
treats model guardrails as one control family inside a larger institution rather than as the institution itself.
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Formal Model of the Institution

Institution state

At time 7, represent the institution as
X, = (0,1, A4, G, E,V,Y,, M,, K., R,),

where:

* O, is the objective and success state;

* 1, is the set of principals, human identities, agent identities, and service identities;
* D is the policy, legal, contractual, and risk constraint set;

* A, is the authority lattice;

* G, is the typed mission and dependency graph;

* E, is the Evidence Docket;

* I is the validation state;

* Y, is the accepted-outcome state;

* M, is Chronicle and the rights-governed outcome graph;

* K, is capital, budget, and productive capacity;

R, is the rollback, revocation, and recovery state.

The institution transition is not simply a model call. It is a governed state transition:

X

t+1 = .‘7()(;, My “’t)’

where 2, is the mission and w, is the external world state, including events not controlled by the institution. The
distinction among observation, intervention, and counterfactual dependence is essential when GoalOS attributes an

outcome or claims that one architecture caused improvement. (Pearl 2009)

Mission constitution

A mission is represented as
m = (0,5,b,7, p, 7w, F, a, ¢, %),

where o is the objective, s the accountable sponsor and stakeholder set, & the budget, 7 the time horizon, p the risk
and reversibility posture, 7z the policy constraints, F the functions to optimize, « the authority structure, ¢ the initial

evidence, and x the acceptance criteria.
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Minimum Mission Constitution

A production mission should specify: accountable sponsor; decision authority; objective; scope; exclusions;
deadline; permitted data and tools; prohibited actions; budget and spend limits; success and acceptance tests;
verifier; professional-authority dependencies; publication and reuse rights; stop, escalation, and rollback rules;

and Chronicle eligibility.

The Constitution is versioned and sealed before consequential work begins. Changes are not prohibited, but they are
explicit. A mission whose objective or acceptance test changes during execution is a different mission state and should

preserve lineage.

Authority envelope

For job or agent 7, define the authority envelope

‘qu’ = (qz" 7is dz" Ujs bz" Ti> G zz‘)’

AR
where:

* g, is the principal or institution from which authority is derived;

* 7 is the permitted role and action class;

* d, is the permitted data scope;

* u, is the permitted tools, systems, and communication channels;

* b, is the budget, transaction, or resource ceiling;

* 7, is the duration and expiry;

* ¢ is the required control and approval set;

* 2, is the revocation, rollback, and incident route.

An action « is admissible at execution time only if
Permitted(a, &,, B) = 1.

This pre-execution authority test is distinct from post-execution acceptance. An agent may be permitted to perform a
test without being permitted to publish the result, commit funds, modify production, or bind the institution.

Typed mission graph

Let the mission graph be
G = (N, ED’ EP, EA, ER, EG)’

with five edge types:

—

. Ep: data edges — a downstream node consumes an upstream artifact;

2. Ep: proof edges — a separate node tests a material claim or outcome;

3. E,: authority edges — progression requires responsible permission;
A Y prog q p p

4. E,: resource edges — nodes share or compete for state, budget, tools, workspace, or capital;
R p g p p

5. E: governance edges — a result cannot influence a future mission without admission, expiry, or revocation rules.
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This distinction prevents two common errors: treating every sequence as a computational dependency, and treating
constitutional waits as mere latency. A mission graph should make clear which jobs can run in parallel, which claims
require independent proof, which actions require approval, and which outputs remain isolated from future memory.

Evidence object

An evidence object ¢ is

e=(c,86m,p, 7, 7,&,9),

where c is the claim, s the source, ¢ the retrieval or observation time, 7 the method, p the producing principal, y the
scope, 7 the expiry, £ the contradiction set, and d the decision impact.

Evidence is not a confidence score. It is an inspectable object with provenance, scope, method, time, ownership, and
known contradictions. The Evidence Docket records both successful and adverse evidence.

Proof debt

For architecture or mission state x, define the proof-debt set
D(x) ={d, d,,...,d,},

where each dj is an unresolved claim, missing source, ambiguous authority, stale fact, untested dependency, profes-
sional dependency, or transaction condition. A weighted measure is

PD(x) = Z w; Impact(d;) Urgency(d,) Uncertainty(d,).
J

A high-value architecture may remain inadmissible if its proof debt intersects a material transaction path.

Verified institutional value

For scenario s, define

VIV(*‘) = Vmission +V market T Vcapital + Vcapability + Vinfrastructure + Voptionality
- Cformation - Co eration Ccoordination - CVcom liance ~ Cdela
p p y
- Cdi[ution - Crisk - Cunwind - J’PD(S)

The chosen scenario is not the raw maximizer. It is the best admissible scenario:

5" =arg max VIV(s) subjectto Gate(s) = 1.
SE

GoalOS may search broadly across high-upside architectures. It may recommend only from the subset that

satisfies current evidence, authority, rights, security, and reversibility constraints. Maximum upside is not the
same as maximum admissible value.
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18.8 Value of proof

Given unresolved evidence object e, define its value of proof as the expected improvement in decision quality from

resolving it:
VoP(e) = E[max VIV (s) | e] - E[max VIV (s)] = C(e).

The institution should allocate verification resources to the evidence most likely to change a consequential decision,

not merely to the easiest claims to test.

Singularity Time: detect the frontier, prove the mission, compound what passed. 42



CHAPTER 19

The Proof-Carrying Action Protocol

19.1 From tool call to institutional action

An action becomes institutionally meaningful only when it is connected to purpose, authority, evidence, and accep-
tance. GoalOS represents each consequential action as a Proof-Carrying Action Record (PCAR):

PCAR(a) = (0, p,7, %, 1,7, ¢,0,, p),

where o is the objective, p the accountable principal, 7 the acting identity, & the authority envelope, x the exact input
state, ¢ the tool or provider, 7 the raw result, ¢ the evidence set, v the validation verdict, y the acceptance state, and p
the rollback and revocation route.

A material PCAR records: mission identifier; versioned objective; actor identity; principal; policy version; au-
thority scope and expiry; permitted data and systems; preconditions; action arguments; timestamps; model,
software, provider, and tool versions; cost; raw output; tests; contradictions; validator; acceptance; external re-
ceipt; adverse effects; rollback state; rights; retention; Chronicle disposition; cryptographic digest or equivalent
integrity evidence.

19.2 Two gates and three verdicts

GoalOS distinguishes a pre-action gate from a post-outcome gate.
[duthori tyj}ml 7 tyfdamj;ool [bud getIprecond ition>

L

Gpo;t (ﬂ) = jz’videncejvalidatianfacceptance rights*currentness-

Gpre (d) = [z'dcntz'ty

Execution requires G, (2) = 1. Institutional admission requires G, (4) = 1. The three verdicts are:

1. Execute: the action is authorized and sufficiently bounded;
2. Accept: the outcome is verified and adopted for the stated institutional scope;

3. Admit: a narrow capability may influence future missions under Chronicle rules.

No verdict implies the next. Permission to run a test does not imply acceptance of its result. Acceptance of an outcome
does not imply that its method is reusable.

19.3 Evidence trust calculus

For evidence object e, define a trust vector

() = (9> Gw> 9> 9> 9> %)
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where the components represent source quality, method quality, independence, temporal currentness, contradiction
resolution, and rights/reproducibility. A scalar score may support triage,

T(e) = ; WG

but the vector must remain visible. A high source-quality score cannot erase expired evidence; strong temporal cur-
rentness cannot create independence; a reproducible test cannot create legal authority.

Causal provenance

The Evidence Docket should support a causal trace from objective to outcome:
O—-H—->]—>A—->R->FE->V->Y,

where H is the hypothesis or architecture, / the bounded job set, 4 the actions, R the raw results, £ the evidence,
V" validation, and Y accepted outcome. W3C PROV offers a useful general provenance vocabulary; GoalOS adds
authority, acceptance, expiry, rights, transaction, and successor semantics. (Moreau and Missier 2013)

Proof obligation compiler

For each material claim ¢, the compiler derives a proof obligation:
I1(c) = (claim type, stake, required sources, test, independence, authority, expiry).

The required proof depth should increase with expected harm, irreversibility, regulatory sensitivity, and capital ex-
posure. This produces a risk-proportionate verification budget rather than equal scrutiny for every sentence. NIST
treats testing, evaluation, verification, and validation as operational disciplines rather than a single confidence score;
the PCAR makes their outputs mission-specific and attributable. (National Institute of Standards and Technology
2026¢)

Ilustrative proof obligations by action class.

Action class Minimum evidence Independent check Acceptance authority

Internal draft Sources and assumptions Optional second context Mission owner

Read-only enterprise
query

Reversible operational

Identity, authorization, Policy and access check System owner
source trace
Preconditions, tests,

rollback

Exact facts, professional and

Independent test runner Authorized operator

change

Contract or material Independent reviewer or Delegated executive or

board

transaction

Chronicle capability

Productive-capacity
allocation

financial receipts
Outcome evidence, rights,
scope, known failures
Realized value, milestone
plan, risk and unwind

responsible professional
Fresh-mission comparison

Investment/technical review

Chronicle governor

Treasury or project
authority

Action without proofis execution risk. Proof without authority is advisory evidence. Authority without proof

is institutional exposure. GoalOS requires the three to meet before consequential value is admitted.
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Proof, Authority, and Transaction
Admission

Separation of powers

GoalOS separates six institutional planes. The separation is not ceremonial; it prevents the same system from propos-

ing, executing, grading, authorizing, remembering, and funding its own work without independent checks.

Separation of powers.

Plane May do May not do alone

Intelligence Research, model, simulate, compare, pro- Create legal, fiduciary, regulatory, or stake-
pose, design tests holder authority

Execution Perform approved AGI Jobs within tools, Expand scope or convert capability into per-
data, budget, and policy mission

Proof Record tests, evidence, costs, failures, and  Treat the producer’s narrative as indepen-
outcomes dent truth

Authority Approve, condition, pause, sign, decline, re-  Hide the basis of authority or bypass manda-
voke tory law

Memory Admit, version, scope, expire, revoke, com-  Store every output as truth or reuse secrets
pose capability without rights

Capital Allocate verified contribution to capability =~ Treat modelled or booked value as verified

and capacity

free cash flow

Execution state machine

A material job progresses through explicit states:

Constituted — Authorized — Executing — Evidence Returned

— Validated — Accepted — Admitted or Closed.

Failures, pauses, disputes, or revocations branch from any state. The state machine should be observable, replayable,

and linked to its Mission Constitution.

Transaction Gate

For material transaction #, let the required receipt set be

R(t) = {
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Input: Mission #, institution state X,
Output: Accepted outcome, closed mission, or explicit unresolved state
Compile objective and policy into typed graph G;
Issue authority envelope o, for each job;
foreach ready node n in G do
verify identity, authority, tools, data, budget, and expiry;
execute in approved environment;
return structured artifact, trace, cost, failures, and evidence;
route material claims to independent verifier;
end
Assemble Evidence Docket and unresolved Proof Debt;
Apply transaction and acceptance gates;
if all material gates pass then
obtain responsible acceptance;
update institutional state;
evaluate Chronicle admission;
else
‘ block, condition, repair, escalate, or close without admission;
end
Algorithm 1: Proof-governed mission execution

Not every receipt applies to every transaction, but every applicable receipt must be current, attributable, and approved:

TG() = 1, ifallapplicable receipts pass;

0, otherwise.

No entity, intellectual-property transfer, financing, option grant, regulated filing, major procurement, em-

ployment action, production deployment, or infrastructure commitment proceeds merely because a model

recommends it. If the transaction gate is incomplete, the action remains blocked.

Independent validation

Independence is a property of context, evidence path, incentives, and authority — not merely a second model call.
Validation may require:

¢ adifferent model family or fresh context;

* separate source retrieval;

* blinded criteria and preselected evaluators;

* executable tests or controlled environments;
* customer confirmation;

* a qualified professional;

* an external authority receipt;

e direct observation of the realized outcome.

NIST’s Al Risk Management Framework emphasizes governance, mapping, measurement, and management, while
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its 2026 AI Agent Standards Initiative explicitly identifies secure identity, authorization, interoperability, and agent se-
curity as foundational adoption requirements. (Tabassi 2023; National Institute of Standards and Technology 2026b;
National Institute of Standards and Technology 2026d)

Acceptance is not validation

A validated result may still be rejected because the customer, board, fiduciary, or authority does not acceptits trade-offs.
Conversely, acceptance without adequate proof creates institutional fragility. GoalOS therefore records validation and
acceptance separately.

Accepted Outcome

An outcome is accepted when the designated authority acknowledges the evidence, limitations, obligations, and
residual risk, and authorizes the corresponding institutional state transition. Acceptance is scoped, attributable,
time-stamped, and revocable where the underlying authority permits.

Source decay and fail-closed operation

Sources, programmes, prices, regulations, professional opinions, customer facts, and infrastructure conditions decay
at different rates. Each evidence object carries a review horizon. When material evidence expires, the dependent claim

accrues Proof Debt and may cause the transaction gate or the relevant mission function to fail closed.

The EU AI Act’s phased application and the European Commission’s continuing implementation guidance illustrate
why static compliance claims are structurally unsafe; role classification, system facts, and applicable dates must remain
current. (European Parliament and Council of the European Union 2024; European Commission 2026a)
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Chronicle and Recursive Improvement

Memory as constitutional admission

Most software memory systems optimize retrieval. Chronicle optimizes admissibility. The central question is not
whether an artifact may be stored, but whether a capability may influence future missions.

Suppose mission 72, yields candidate capability £. Chronicle admission is
Admit(k) = 1

only if the capability is:

* supported by attributable evidence;

* rights-cleared for the proposed reuse;

* narrowly scoped to valid conditions;

* versioned and linked to its producing models, tools, and sources;

* current or governed by an expiry rule;

¢ independently challenged where material;

* accompanied by known limitations and failure signatures;

* revocable;

e tested for transfer to a fresh mission.

Mission output Evidence Docket Admission review E:[ Admit with scope ] Verified Outcome Graph

* condition

s Y
Repair / expire / reject
N J

The verified outcome graph

The graph links:
Objective — Facts — Architectures — Jobs — Evidence — Authority — Actions — Outcomes — Admission.

It includes rejections, failures, delays, costs, contradictions, clawbacks, and adverse outcomes — not only successful

examples. This complete denominator is essential for calibrated future decisions.

A rights-controlled outcome graph can eventually reveal:

* which architectures actually produced value;

¢ which evidence changed the decision;
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* which providers or evaluators were reliable;

* which claims failed and why;

* which combinations survived audit or long-term monitoring;
* which methods transferred to new missions;

* which early signals predicted failure;

¢ which capabilities should be revoked.

Fresh-successor test

Let g; be the predecessor generation and g, a successor using Chronicle-admitted capability. On fresh mission 2,
define:
A(gy g1 | my) = aAQ + BAV + yAT + AC — JAR — uAH,

where Q is quality, V" verified value, 7" time efficiency, C cost efficiency, R risk, and /A human or reviewer burden.
Promotion requires a preregistered positive threshold and no material governance regression.

Reuse is not improvement. A successor earns authority only through a fresh comparison under controlled or

explicitly normalized conditions. A system that merely uses its own prior output has demonstrated recurrence,

not recursive self-improvement.

Recursive compounding

The institution-level compounding sequence is:

Intelligence — Work — Proof — Authority
— Protected Capability — Recurring Value

— Capital — Productive Capacity.

The cycle is constructive only when each transformation preserves evidence and governance. Otherwise, errors com-

pound as readily as capability.

Revocation and forgetting

Chronicle must support forgetting. Capability can be revoked because:
* asource changed;
* the scope was broader than evidence justified;
* rights expired or were withdrawn;
* alater mission revealed a failure mode;
* a professional opinion changed;
* acustomer or regulator imposed a new constraint;

* the capability’s expected value became negative.
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The ability to revoke is part of intelligence, not a concession to imperfection. A system that cannot forget stale capa-
bility cannot remain sovereign.

Only what survives reality may compound.
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Institutional Twin and Counterfactual
Governance

The twin as a decision-bearing state

The GoalOS Institutional Twin is a versioned, queryable representation of the institution’s objective, entities, people,
functions, jurisdictions, contracts, capital, capabilities, infrastructure, evidence, authority, obligations, and risk. It is
not a decorative dashboard. It determines which actions remain admissible and which successor architectures should
be generated when the world changes.

Let

2, = (‘/Vﬂ %t’ Sn %t)i

where J, is the institutional node set, &, the typed relation set, &, the evidence and source state, and 6, the control and

authority state.

Twin objects

Core objects of the Institutional Twin.

Object family Examples Decision role

Objectives mission, success metric, deadline, Defines what the institution is optimizing
exclusions

Organizations parent, subsidiary, SPV, partner, authority ~ Determines legal, financial, and operational

People and agents

principals, employees, professionals, agents,

topology
Carries identity, responsibility, authority,

validators and conflict state

Capabilities models, code, methods, data, IP, playbooks ~ Determines what may be invoked and

under which rights

Capital cash, credit, award, debt, equity, budget, Determines feasible work and productive
covenant expansion

Infrastructure compute, energy, site, laboratory, network,  Determines physical capacity, constraints,
vendor and resilience

Evidence source, receipt, test, verdict, contradiction,  Determines what claims and actions
expiry remain supportable

Transactions filing, agreement, hire, payment, Determines gate status, reversibility, and

deployment, transfer

downstream obligations

Change propagation

When source or world event Aw, occurs, the twin computes an impact set:

F(Aw,) = {n € N, : n depends directly or transitively on Aw,}.
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Affected claims accrue Proof Debrt; affected transactions may become blocked; affected scenarios are rerun. A change
to one funding rule, employment threshold, ownership state, security control, or infrastructure assumption should

not require a human to remember every downstream dependency.

Scenario switch conditions

Every accepted architecture should publish explicit switch conditions rather than pretending to be permanently opti-
mal. Examples include:

* arevenue threshold that makes a foreign entity economically justified;

* a hiring threshold that changes the preferred employment route;

* acompute-demand threshold that activates an infrastructure mission;

* afunding condition that requires a new IP or commercialization review;
* an evidence-confidence floor that blocks a transaction;

* a capital or ownership event that changes eligibility or control.

Counterfactual governance

The twin supports three counterfactual questions:

1. Policy counterfactual: what would change if a rule, budget, or authority constraint changed?
2. World counterfactual: what would change if market, law, infrastructure, or source conditions changed?

3. Architecture counterfactual: which accepted outcome would differ under an alternative institutional design?

Counterfactuals must be labelled as simulations. They guide search and Value of Proof; they do not become evidence
merely because the simulation is detailed. Causal claims require explicit assumptions and distinguish observational

association from intervention and counterfactual reasoning. (Pearl 2009)

Institutional regret

Define realized institutional regret after world state w as
Regret(s, w) = max VIV(s', w) = VIV(s, w).
S E

G0alOS should minimize maximum regret where the objective is survival under uncertainty, and maximize expected
verified value where reversibility and evidence support a more aggressive posture. The choice of decision criterion is
itself part of the Mission Constitution.

The Institutional Twin may forecast, simulate, and propose. It may not erase uncertainty, manufacture evi-

dence, or silently rewrite the accepted objective. Every consequential change remains attributable to a source,

decision, or authorized event.
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Mission Institutions and Deployment
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GoalOS Singularity Readiness Mission {2

Purpose

The Readiness Mission is the first commercial and institutional product. It converts an abstract concern about accel-
erating Al into a 30-day evidence-bearing operating programme.

Customer promise

Tell GoalOS what you need to preserve, build or become. GoalOS maps the frontier, your present capability,

the missions now within reach, the authority and evidence required, the risks that must be contained, and the
30/90/365-day path for converting opportunity into verified capability.

Required outputs

1. Institutional Capability Twin.
2. Frontier Capability and Risk Map.

Human, agent, model, tool, data, connector, and provider inventory.

L S

Top twenty automation, augmentation, preservation, and ownership missions.

N

Five competing Al operating architectures.

Model & Agent Auction results on representative work.

N

Proof and authority constitution.
8. Security, resilience, and portability plan.
9. 30/90/365-day deployment portfolio.
10. Capital-to-capacity reinvestment plan.
11. Board-ready Singularity Navigation Dossier.

12. Initial Chronicle and successor-test constitution.

Thirty-day delivery sequence

Days Phase Work
1-3 Constitution Sponsor, objective, exclusions, value, authority, data, risk, and
acceptance.
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4-8 Twin Inventory capabilities, workflows, systems, people, providers,
evidence, and dependencies.

9-13 Radar Map frontier developments and affected mission classes.

14-19 Auctions Run bounded model, agent, and architecture tests.

20-23 Proof Independent validation, security review, Proof Debt, and failure
analysis.

24-27 Architecture Generate five successor operating models and switch conditions.

28-30 Decision Board dossier, accepted mission portfolio, Chronicle disposi-
tion, and Office proposal.

Illustrative pricing

A credible initial price is US$125K-250K depending on scope, systems, data, risk, and independent review. External
legal, tax, security, safety, filing, or regulated professional costs remain separately scoped and customer-funded.

Value gate

The mission should be accepted only when plausible conservative 12-month customer value is at least four times the
fee, with an eight-times target. Value remains modelled until realized and evidenced.
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Go0alOS Singularity Navigator (2: Public
AGI Club Institution

Purpose and boundary

A public-safe browser institution can provide a high-value orientation layer without collecting confidential informa-
tion or pretending to create binding authority. The Navigator asks what the user needs to preserve, build, or become
and produces a local readiness architecture.

Inputs

* objective and time horizon;

* current role or institution;

* valuable capabilities and vulnerable workflows;
* systems, data classes, and providers;

* capital and compute posture;

* desired autonomy and human authority;

* risk tolerance and reversibility needs;

* prohibited actions and jurisdictions;

* evidence threshold.

Outputs

1. Singularity Exposure Ratio estimate;
readiness score across twelve dimensions;

capability exposure maps;

>

immediate Mission Pack portfolio;

N

30/90/365-day plan;

model and tool shortlist;

N

Proof Debt register;
8. authority constitution;
9. resilience and provider-optionality plan;

10. reinvestment roadmap.
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Static-hosting doctrine

A GitHub Pages edition can provide on-chain AGI Club access, browser-local simulation, evidence receipts, and condi-
tional use. It cannot make public client-side code confidential or enforce server-side package secrecy. It should contain
no secrets, payment custody, autonomous filing, regulated execution, or confidential customer payloads.

Conversion path

Public Navigator — Qualified Readiness Mission — Verified deployment — Singularity Office.

The public experience should explain the institution simply while exposing enough proof and architecture for sophis-
ticated users to inspect.

Public access may demonstrate the constitution. Private deployment, current evidence, professional authority,

and consequential execution require a separately governed environment.
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Canonical Architecture of GoalOS QQ

Architecture overview

The GoalOS architecture is designed as one institution with multiple Mission Institutions, not a portfolio of unrelated
applications. The shared substrate carries identity, policy, authority, graph execution, evidence, validation, acceptance,
rollback, and Chronicle across every domain. This is the central product discipline inherited from the GoalOS-native
application portfolio. (MONTREAL.AI Research 2026¢)

GoalOS Chat Q
Universal objective interface

Proof & Authority Q
Shared constitutional substrate

Global Launch Q Service & Operations Q Customer & Revenue Q

Finance Q Professional Intelligence Q Industry Clouds Q

Global Expansion Office Q
Recurring institutional control

Compute & Infrastructure Q
Productive-capacity frontier

SOhOoCOooOooOCCOoOCOCoOOOCOCoOOCCOCOoOOOCCOO0oNOCCOONCCoOO0OoOooO0C 00000

CHRONICLE + VERIFIED OUTCOME GRAPH

One shared institution, multiple Mission Institutions, one outcome graph.

Go0alOS Chat : universal objective interface

GoalOS Chat is not merely a conversational shell. It is the interface through which the institution:
* receives the objective in natural language;
¢ distinguishes requests for information from requests for action;
* identifies the accountable principal;
¢ asks only decision-changing questions;

* exposes assumptions and missing facts;
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* presents scenario frontiers and trade-offs;
* requests authorization at constitutionally relevant moments;
* explains evidence, Proof Debt, and residual risk;

* returns an accepted outcome or an explicit unresolved state.

The interface should resist premature anchoring. For example, a global-launch user should not be asked to choose a
jurisdiction before GoalOS analyzes the objective; doing so would encode a conclusion into the input. Similarly, an

enterprise service request should not be reduced to a preselected ticket category if the real objective crosses systems.

Go0alOS Proof & Authority Q: the shared substrate

The control plane includes:
1. Identity and entitlements;
2. Objective and policy compiler;

Mission Constitution;

> 8

Typed mission graph;
AGI Job identities and workspaces;

Tool, data, communication, budget, and duration controls;

N o ow

Evidence Docket;
8. Independent validation;
9. Transaction Gate;
10. Customer, board, professional, or authority acceptance;
11. Rollback and revocation;
12. Chronicle disposition;

13. Outcome measurement and capital classification.

The substrate is model- and tool-agnostic. It should be able to govern frontier models, local models, deterministic
software, humans, firms, banks, validators, authorities, and physical providers within one mission graph.

Go0alOS Global Expansion Office Q

The Expansion Office is the recurring control plane for a living institution. It maintains the institutional twin, moni-

tors source decay and architecture drift, launches corrective missions, and compares successor configurations.

Its permanent systems include:

* Institutional Twin;

Global Architecture Maps;
* Change Radar;

* Opportunity Queue;

* Proof Debt Register;
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* Scenario Switchboard;
* AGI Job Portfolio;

* Evidence Docket;

* ‘Transaction Gate;

e Chronicle;

* Verified Value Ledger;

e Executive and Board Brief.

Go0alOS Compute & Infrastructure Q

This is the productive-capacity frontier. It coordinates demand, sites, energy, compute, laboratories, equipment, per-
mits, vendors, capital, construction, commissioning, and verified output. Physical assets should normally reside in
customer- or project-funded vehicles, while Goal OS owns the intelligence, orchestration, proof, and governance layer.

The design prevents a common failure: funding capacity before demand, permissions, and milestone evidence exist.

GoalOS should own the intelligence, orchestration, evidence, customer relationship, Chronicle, and outcome

graph. Reserved professional authority and physical execution should be invoked only when required and

funded by the relevant mission or project.
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Operating Modes and Deployment

Why deployment mode matters

The same GoalOS interface may support a public research demonstration, a private enterprise workspace, a regulated
mission, or a critical-infrastructure programme. The applicable authority, data, proof, security, and professional re-
quirements differ materially. A product name cannot determine legal treatment; actual users, functions, data, models,

systems, counterparties, jurisdictions, and money flows do.

Five operating modes

GoalOS operating modes.
Mode Purpose Permitted activity Required controls
Reference Public education and re- Dated sources, simulation, no Claim boundary, no-secrets gate,
search sensitive data or external transparency notice
authority
Private advisory ~ Customer-specific analy- Protected data, scenario design, Contract, data map, access

Assisted execu-
tion

Governed
transaction

Strategic infras-
tructure

S1s

Reversible or low-impact
implementation

Material
financial, legal, or opera-

organizational,

tional action
Critical or physical pro-
ductive capacity

dossiers, no autonomous
binding action

Bounded tools, customer
approvals, monitored actions

Approved filings, transfers,
contracts, payments, production
changes

Project-financed systems,
facilities, compute, energy,
industrial deployments

controls, professional routing

Authority envelopes,
sandboxing, traces, rollback,
Evidence Docket
Independent validation,
professional receipts,
Transaction Gate, acceptance
Project SPV, milestones,
engineering authority, safety,
insurance, contingency and
unwind

Deployment topologies

Browser-local reference institution

A browser-local deployment maximizes portability and minimizes server-side collection. It is well suited to public
demonstrations, research snapshots, scenario analysis, and signed local provenance. It cannot provide confidential
server-side access control merely because the interface is gated.

Protected enterprise workspace

A protected workspace adds organizational identity, role-based access, customer-specific encryption, data retention,
audit logs, connectors, and security review. It should separate model providers, data processors, agent workspaces, and
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evidence stores according to the customer’s authority and risk requirements.

Isolated mission environment

High-stakes missions should receive isolated credentials, storage, network policy, tools, budgets, and validator contexts.
A sandbox reduces blast radius but does not replace authority or outcome validation. OpenAI’s 2026 Agents SDK
direction toward controlled sandbox environments illustrates the broader move from simple prompts to durable agent
harnesses. (OpenAlI 2026g)

Federated professional and provider network

G0alOS may coordinate firms, professionals, banks, authorities, vendors, validators, and physical operators without
making them employees or pretending their authority belongs to the model. Each external node receives a defined

scope, evidence obligation, conflict state, service level, and Chronicle disposition.

On-chain or cryptographic settlement layer

Where appropriate, signatures, hashes, smart contracts, and public ledgers may provide integrity, ownership, or settle-
mentevidence. They do notestablish the truth of oft-chain facts without oracles, validators, documents, or responsible
attestations. Cryptography proves what was committed; it does not by itself prove that the represented world event
occurred.

Portability and graceful degradation

A GoalOS mission should degrade safely when a model, connector, source, provider, or network fails. Essential records
should remain exportable in documented formats. Critical controls should not depend on one model vendor, one

account, one region, one key, or one individual.

Deployment convenience may reduce friction. It may not reduce the proof, authority, rights, security, and

acceptance required by the actual mission.
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Mission Institutions and Application
Foundry

Mission Institutions as governed packages

Each GoalOS application is a Mission Institution built on the shared substrate. It should not become an unrelated
codebase. A Mission Institution contains:

¢ domain ontology;

* objectives and success states;

* policies and authority rules;

* connectors and approved tools;

¢ AGI Job templates;

* graph patterns;

* evaluators and acceptance tests;

e Evidence Docket schema;

* Transaction Gate rules;

* Chronicle admission and revocation rules;

* pricing and verified-value model.

This creates a GoalOS application foundry capable of producing new verified systems of action while preserving con-

stitutional consistency.

Opportunity function

A Mission Institution is attractive when it combines a large profit pool, high mission frequency, verifiable comple-
tion, cross-system depth, reusable methods, recurring need, expensive mistakes, and an overlay entry path. A practical
strategic function is:
P-F-V-X-U-N

L-I-C ’
where P is profit pool, F mission frequency, V verifiability, X cross-system depth, U reuse, N recurring need, L liability,
[ integration friction, and C incumbent agentic strength. (MONTREAL.AI Research 2026¢)

Opportunity

The core portfolio
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Canonical GoalOS Mission Institutions.

Mission Institution

Primary objective

Distinctive institutional advantage

Global Launch Q

Build or reconfigure a lawful

Best category-creation wedge; integrates mar-

institution globally kets, entities, capital, public support, talent,
capability, infrastructure, and evidence.
Service & Operations Q&  Complete  cross-functional Highest-frequency universal mission layer;

Customer & Revenue Q

Finance Q

Professional Intelligence
Q

enterprise requests

Convert customer requests
into  resolved,  accepted
outcomes

Close, reconcile, collect, fore-
cast, control, and prepare evi-
dence

Resolve legal, tax, regulatory,

risk, audit, and diligence deci-

policies and completion criteria are often ex-
plicit.

Universal front door and distribution sur-
face; direct connection to revenue and reten-
tion.

Highly measurable value; structured data; re-
curring compulsory work.

Strongest proof and authority moat; high

value of current sources and qualified judg-

sions ment.

Industry Clouds Q Operate domain-specific mis- ~ Strongest long-term moat through domain
sions in regulated or special-  evidence, evaluators, integrations, and out-
ized sectors come history.

Engineering & IT Q Repair, deploy, monitor, and  Best hard-verification environment; tests,

Procurement & Trea-
sury
People Q

Security Operations

prove technical systems

Source, compare, negotiate,
contract, pay, and verify value
Complete employee lifecycle
missions

Investigate, contain, restore,

and prove security state

builds, incidents, and performance provide
reality anchors.

Direct savings, policy enforcement, working-
capital impact, and transaction receipts.
High recurring volume across HRIS, payroll,
security, finance, facilities, and regional pol-
icy.

Very high value with the strictest authority,

isolation, and rollback requirements.

The optimal build sequence

Distribution and proof: GoalOS Chat, Global Launch, Service & Operations.

Direct economic value: Customer & Revenue, Finance, Professional Intelligence.

Deep vertical moat: Life Sciences, Insurance, Construction & Infrastructure.

> 8

Global action layer: developer, validator, connector, identity, settlement, treasury, and productive-infrastructure

ecosystems.

The build order balances existing asset leverage, mission frequency, measurable value, and long-term defensibility.
Global Launch establishes category authority; Service & Operations establishes frequency; Chat supplies distribution;
Proof & Authority supplies the common platform; Chronicle supplies the moat.
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Go0alOS Global Launch : the category wedge

Global Launch transforms a consequential objective into a function-by-function global architecture. It may support
companies, nonprofits, research programmes, funds, expansions, infrastructure projects, industrial facilities, and pub-
lic initiatives. The specialized GJFFI Q kernel assigns functions across jurisdictions and identifies funding, fiscal, reg-
ulatory, capital, procurement, and infrastructure routes. (MONTREAL.AI Research 2026b; MONTREAL.AI Re-
search 2026a)

The reference standalone implementation is a dated prototype rather than universal authority. Its July 2026 snapshot
included 70 jurisdiction and functional nodes, 463 governed routes, 476 source records, 15 control planes, 20 transac-
tion categories, 50 bounded AGI Jobs, 12 evidence objects, and nine transaction receipts. These counts demonstrate
architecture and data structure, not guaranteed completeness or current eligibility.

Go0alOS Service & Operations : the frequency engine

A manager states: “Onboard our new French sales director by Monday.” GoalOS may coordinate employment checks,
payroll, benefits, identity, CRM access, equipment, security training, expenses, approvals, and completion tests. The
user experiences one objective. The institution executes a graph of bounded missions across multiple systems.

Go0alOS Customer & Revenue Q: the distribution engine

A customer does not fundamentally want to chat. The customer wants a problem resolved, an order changed, a quote
obtained, a deployment corrected, a contract amended, a refund completed, or a renewal concluded — with proof that
it happened. GoalOS Chat can become the verified front door through which support, sales, finance, security, legal,
and deployment missions are coordinated.

Go0alOS Finance Q: measurable value

Finance provides hard economic metrics: days removed from close, cash collected, errors prevented, audit effort re-
duced, working capital released, and forecast accuracy. GoalOS should begin with evidence preparation, exception
resolution, reconciliation, and controlled approvals rather than unconstrained payment or regulated filing.

Go0alOS Industry Clouds Q: the vertical moat

Vertical institutions can accumulate specialized workflows, sector evidence, policies, evaluators, integrations, failure
signatures, professional authority, and verified customer outcomes. The deepest long-term moats may therefore be
vertical, even if the initial platform is horizontal.

The product is not the agent. The product is the governed Mission Institution that repeatedly converts objec-

tives into accepted, evidence-bearing outcomes.
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The Mission Pack Foundry and
Ecosystem

Mission Packs as constitutional products

A GoalOS application is not merely a prompt or agent. It is a governed Mission Pack containing the domain knowl-

edge, policies, connectors, job templates, proof obligations, acceptance tests, evidence schema, economics, and Chron-

icle rules required to complete a recurring class of consequential objectives.

Mission Pack
A Mission Pack P is a tuple
P=(0,IL6,%67,%,/M,%),

where O is the objective ontology, IT policy set, € connector set, F AGI Job templates, & graph patterns, 7"
validators and acceptance tests, @ Evidence Docket schema, ./ Chronicle admission rules, and & pricing and
value model.

Foundry pipeline

Objective Policy and Job and graph Connectors and Validators and
ontology authority templates workspaces acceptance

Economics and Chronicle Docket and
SIGNED MISSION PACK odel rules B

Canonical Mission Pack manifest

Each release should declare:

pack identifier, version, publisher, and integrity digest;
supported objectives and explicit exclusions;

required customer facts and permitted data classes;

models, tools, connectors, providers, and minimum versions;
agent identities, roles, and authority templates;

graph patterns and independence requirements;

proof obligations, tests, and acceptance criteria;

professional-authority dependencies;
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* risk class, operating modes, and fail-closed rules;
* Evidence Docket and Receipt Pack schemas;
* Chronicle rights, scope, expiry, and revocation;

* commercial terms and value-measurement protocol.

Developer, validator, and connector roles

The ecosystem should distinguish three contributions:

1. Developers create packs, connectors, policies, and evaluators;
2. Validators challenge claims, execute independent tests, or provide responsible authority;
3. Operators perform approved work across software, professional, organizational, or physical systems.

One entity may hold several roles in low-stakes settings, but material missions should expose conflicts and preserve
independence where required. Contemporary agent frameworks now expose loops, plugins, traces, tool controls, and
human-in-the-loop mechanisms; the Mission Pack Foundry raises those primitives into a versioned institutional prod-
uct. (Google Developers 2026; OpenAlI 2026¢)

Open standard and proprietary moat

The following should be openly specified to accelerate category formation: Mission Contract schema; Authority En-
velope; PCAR; Evidence Docket; Transaction Receipt; Chronicle admission state; benchmark definitions. The fol-
lowing remain proprietary where rights permit: customer-specific evidence graph; outcome data; scoring calibration;
provider-performance history; Chronicle capabilities; model-routing policy; distribution; and protected workspaces.

Mission Pack economics

Mission Packs enable a transition from founder-dependent services to productized verified outcomes. Revenue may
combine platform access, pack subscriptions, verified-job usage, Proof Office or Expansion Office retainers, private
runtimes, validators, and strategic deployments. Provider compensation must remain disclosed and structurally sepa-
rate from independent scenario ranking or validation.

A Mission Pack may package a method. It may not package unexamined authority, customer secrets, hidden

conflicts, or unverified historical output. Every reusable element remains subject to rights, scope, currentness,

and revocation.
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Global Expansion and Productive
Capacity

The recurring control plane

A launch is episodic; the institution is not. The Global Expansion Office exists because laws, programmes, sources,
people, capital, ownership, contracts, risks, infrastructure, and evidence continually change. The recurring question

is:

Does the current institutional architecture

remain the strongest defensible architecture for

the objective?

Operating loop

Observe Detect change Map affected claims Quantify impact

Obtain evidence Launch AGI Jobs Challenge Generate successors

Authorize / reject Update twin Record in Chronicle

Operating cadence

Scenario switchboard

The Office keeps explicit triggers rather than relying on vague strategic review. Examples include:

e if revenue in a market exceeds a threshold, activate entity and permanent-establishment analysis;

e if foreign hiring exceeds a cost or headcount threshold, compare EOR, branch, subsidiary, or partner economics;
e if awarded support restricts intellectual-property movement, reopen capability ownership;

¢ if compute demand reaches a power threshold, activate an infrastructure SPV mission;

¢ if evidence confidence falls below the mission floor, suspend the affected transaction;

* if'a sanctions or export-control event changes the reachable market, regenerate the architecture.
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The Expansion Office cadence.

Cadence Institutional function

Continuous Source monitoring, evidence expiry, deadline detection, transaction blocking, identity and
authority changes, material-event alerts.

Weekly Change and Opportunity Brief; urgent Proof Debt; active AGI Jobs; decisions required.

Monthly Funding, fiscal, capital, entity, hiring, risk, and value committee.

Quarterly Full architecture auction; successor scenarios; concentration and reversibility stress test.

Annual Substance, transfer pricing, capability/IP, security, insurance, governance, and complete ar-

chitecture review.
Material event Immediate reconstitution after financing, acquisition, regulatory change, large customer,
ownership change, infrastructure commitment, or incident.

Compute and infrastructure

The productive-capacity mission graph is:

Demand — Jurisdiction — Site — Energy — Grid — Land
— Permits — Compute — Capital — Vendors

— Commissioning — Output.

For project p define risk-adjusted productive value:

PV(p) = E[productive output] + public support + strategic access
— capital cost — power and operating cost — delay — regulatory risk

— execution reserve — unwind cost.

GoalOS should not place speculative physical assets on MONTREAL.AI’s balance sheet merely because an architec-
ture appears attractive. Customer commitments, permits, authority, financing, and milestone evidence should precede
irreversible capital deployment.

Capital classification

Capital is classified separately as:

Available # Eligible # Approved # Committed # Collected # Audited.

No unsigned investment, unawarded grant, unassessed credit, unapproved loan, speculative customer contract,

or modelled infrastructure value enters base runway or productive-capacity reinvestment.
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VINCENT BOUCHER - MONTREAL.Al & QUEBEC.AI GoalOS Singularity Navigation Q

29.7 The productive-intelligence flywheel

Verified Intelligence — Bounded Work — Accepted Contribution
— Recurring Value — Capital

— Productive Capacity — Harder Missions.

The flywheel is valuable only if Chronicle preserves the causal relationship between what was done and what value was
actually realized.

Singularity Time: detect the frontier, prove the mission, compound what passed. 70



Governance, Economics, and Empirical
Authority
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Governance, Security, Rights, and Legal
Boundary

The authority boundary

GoalOS supplies intelligence, orchestration, evidence, and transaction control. It does not manufacture professional,

fiduciary, governmental, customer, or board authority. Reserved acts remain with licensed and responsible parties.

Go0alOS may:

¢ identify issues and decision dependencies;

* retrieve and compare sources;

* design tests and evidence requirements;

* prepare dossiers, workpapers, and draft instruments;
* coordinate professionals and providers;

* monitor completeness and currentness;

* block incomplete execution;

* record decisions, receipts, and outcomes.

GoalOS may not treat a model score as a legal opinion, tax conclusion, audit, investment recommendation, regulated
filing, fiduciary decision, government approval, or customer acceptance.

Agent identity and authorization

The emerging agent ecosystem makes identity and authorization foundational. NIST’s 2026 AI Agent Standards Ini-
tiative emphasizes secure interoperability, agent security, identity infrastructure, and authorization; its related concept
work explicitly addresses the risk of giving agents access to diverse data, tools, and applications. (National Institute of
Standards and Technology 2026b; National Institute of Standards and Technology 2026d)

G0alOS should implement:

* unique human, agent, service, and organization identities;

* principal-to-agent delegation records;

* least-privilege data and tool scopes;

* time, budget, transaction, communication, and environment ceilings;
* re-authentication for material actions;

* event-level tracing and evidence linkage;

* explicit pause, revoke, and kill functions;

¢ incident-preserving logs;

* ownership and custody separation for secrets and wallets.
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Trajectory security

Security must evaluate the full agent trajectory rather than isolated prompts. Material threats include:
* opportunistic credential discovery;
* reconstruction of fragmented secrets;
* unauthorized use of private submissions;
* sandbox escape;
* external communication outside the Mission Constitution;
* tool-combination attacks;
* goal displacement and reward manipulation;
* obfuscated actions that evade simple scanners;

* technically successful but institutionally inadmissible outcomes.

Each threat should map to a control object:

Threat — Precondition — Detection — Prevention — Containment — Evidence — Recovery — Owner.

Data, privacy, and confidential work

The public interface should reject confidential, privileged, personal, regulated, classified, credential, vulnerability, or
unauthorized third-party information. Sensitive missions require a separately reviewed environment with:

* customer agreement and operator identity;
* data map and purpose limitation;

* processor and subprocessor assessment;

* access control and logging;

* retention, deletion, and legal-hold rules;

* encryption and key governance;

* incident response;

* cross-border and sector-specific review;

* model and tool data-use boundaries.

NIST’s Generative Al Profile extends the AT RMF with lifecycle risk considerations for generative systems, while cur-
rent EU Al rules require role-specific implementation and, in relevant cases, transparency, human oversight, mon-
itoring, and documentation. (Autio et al. 2024; European Parliament and Council of the European Union 2024;
European Commission 2026a)

Rights and reuse

The value of Chronicle depends on lawful reuse. Every admitted capability should have a rights record covering:

* customer-owned inputs and outputs;
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* MONTREAL.AI platform rights;

¢ third-party source and model restrictions;

* confidential and privileged material;

* publication rights;

* derivative-work and training rights;

* geographic, customer, field-of-use, and duration limits;

* revocation and deletion obligations.

The safe default is narrow reuse. A commercially valuable method can be admitted without storing the customer’s
secrets, proprietary data, or confidential facts.

Conflict separation

Provider compensation, referral economics, marketplace fees, or transaction participation must not influence indepen-
dent scenario ranking. The institutional architecture should remain:

Independent Scenario Engine — Recommendation — Separate Provider Layer

— Disclosed Relationship — Customer Choice.

Governance mappings

G0alOS can map its controls to external frameworks without claiming certification or automatic compliance. NIST
AI RMF provides a voluntary lifecycle structure for governance, context mapping, measurement, and management.
The EU AI Act applies role- and risk-specific obligations. OpenAI’s Agents SDK illustrates implementable guardrail
and trace primitives for agent workflows. (Tabassi 2023; European Parliament and Council of the European Union
2024; OpenAl 2026d)

Illustrative governance mapping.

External concern GoalOS control Evidence object

Risk governance Mission Constitution, role classification, ~Approved Constitution and control map
control planes

Identity and autho- Agent identity, principal delegation, au- Identity and authority receipts

rization thority envelope

Traceability Job ledger, tool traces, source lineage Evidence Docket and trace bundle

Human oversight Acceptance gate, pause, override, escala-  Acceptance and intervention record
tion

Data governance Data scope, retention, rights, protected Data map and rights register
environment

Monitoring Expansion Office, expiry, incident alerts Change radar and monitoring ledger

Corrective action Rollback, revocation, Chronicle repair Revocation and recovery receipts

Actual functions, users, data, rights, control, communications, counterparties, jurisdictions, and money flows

determine legal treatment. Private labels and disclaimers do not create immunity from mandatory law.
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Security, Threat Model, and Trajectory
Assurance

Security objective

The security objective is not merely to prevent model hallucination. Itis to preserve the integrity of the complete mis-
sion trajectory: objective, identity, authority, data, tools, communications, memory, evidence, validators, transactions,
and rollback. Agentic systems expand the attack surface through tool use, dynamic planning, long-term memory, ex-
ternal content, multi-agent delegation, and machine-speed action. NIST’s agent initiative emphasizes identity, autho-
rization, interoperability, and security; OWASP correspondingly treats agentic memory, tools, goals, and autonomy as
distinct attack surfaces. (National Institute of Standards and Technology 2026b; National Institute of Standards and
Technology 2026d; OWASP GenAlI Security Project 2026)

Threat classes

Threat

Failure path

Go0alOS control

Objective injection

Prompt and tool injec-

tion

Authority laundering

Credential exfiltration

Memory poisoning

Validator capture

Evidence fabrication

Model or dependency
drift

External content silently changes mission
purpose or success criteria

Untrusted data instructs an agent to mis-
use tools, reveal data, or bypass policy

One agent delegates powers it does not
possess or combines harmless permissions
into harmful capability

Model or tool gains reusable secrets or to-
kens

False or malicious output becomes persis-
tent context

Producer influences the evaluator, metric,

context, or acceptance threshold

Synthetic or altered receipts are presented
as world evidence

A model, connector, package, or policy
changes after validation
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Versioned Constitution; im-
mutable objective reference;
change approval

Content isolation; tool media-
tion; least privilege; output fil-
tering; independent tests
Principal-bound  envelopes;
non-transitive authority;
delegation ledger; expiry
Ephemeral credentials; secret
broker; scoped tokens; net-
work egress controls; redaction
Chronicle admission; prove-
nance; rights; fresh-successor
tests; revocation

Preselection; blind review; sep-
arate context; diverse models or
professionals; audit trail
Signed sources; direct retrieval;
cryp-

tographic integrity; contradic-

external confirmation;

tion search
Version pinning; regression
tests; revalidation; source and

model expiry



Runaway cost or action

Correlated monoculture

Insider or operator abuse

Physical ~or critical-

system harm

Long-horizon loop consumes resources

or executes repeated external actions
Multiple agents share the same model,
source, or hidden assumption
Authorized person manipulates policy,

evidence, or acceptance

Correct software action causes unsafe
world effect

Budget, duration, transaction,
rate, and recursion ceilings;
stop controller

Architecture diversity; inde-
pendent source routes; coun-
terfactuals; multi-model or hu-
man checks

Separation of duties; dual con-
trol; immutable logs; conflict
disclosure; post-event review
Simulation;  staged rollout;
engineering authority; safety
interlocks; project insurance;

emergency StOp

Trajectory assurance

A trajectory 7 = (ay, ..., a,) is safe only if each action is individually admissible and the composition remains within

mission limits:

This prevents a sequence of individually permitted steps from producing an unauthorized aggregate effect. Trajec-
tory monitors should track cumulative spend, data access, external communications, privilege changes, irreversible

k=1

commitments, and deviation from the accepted plan.

Security control architecture

Safe(7) = | [ Permitted(;) - 1[State(7;) € Syspueal-

1. Identity: unique human, agent, service, and provider identities; no shared anonymous authority.

7o PR

N o

Least privilege: task-specific credentials and tools; deny by default.

Sandboxing: isolated file, code, browser, network, and execution environments.

Policy mediation: every material tool call evaluated against current policy and authority.
Observability: trace of prompts, plans, tool calls, results, costs, policy decisions, and overrides.
Independent verification: separate tests, sources, or responsible parties for material claims.

Recovery: pause, revoke, rollback, credential rotation, and Evidence Docket incident record.

8. Resilience: alternate models, providers, regions, keys, and continuity procedures.

Human oversight as designed authority

Human oversight should not mean a fatigued person clicking approve. It should identify the responsible role, the
evidence required, the decision being made, the time available, the conflicts present, and the effect of approval. High-

quality oversight is an institutional interface, not a ceremonial checkbox.
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Security evidence

Security claims themselves require proof: architecture diagrams; configuration snapshots; test results; vulnerability
findings; remediation evidence; access reviews; incident exercises; dependency inventories; backup restoration tests;

and external assessment where stakes justify it. A security badge without such evidence is theatre.

Security is the preservation of mission purpose, authority, evidence, and FECOVETy across the entire trajectory. A

powerful model inside an ungoverned trajectory is not Sovereign Intelligence.
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Standards and Institutional
Interoperability

Mapping rather than claiming certification

G0alOS should map its objects and controls to recognized frameworks while avoiding unsupported certification claims.

Mappings facilitate procurement, control design, and professional review; they do not establish compliance without

deployment-specific evidence. This includes critical-infrastructure profiles where failures have physical, economic, or

public consequences. (National Institute of Standards and Technology 2026¢; International Organization for Stan-

dardization 2023)

Selected framework mappings.

Framework or source

Relevant concern

GoalOS institutional object

NIST AI RMF 1.0 and
GAI Profile

NIST AI Agent Stan-
dards Initiative

NIST AI Resource Cen-
ter/ TEVV

W3C PROV

ISO/IEC 42001
EU AI Act

OWASP Agentic Secu-
rity guidance

Governance, mapping, measurement,
management, documentation, testing

Secure and interoperable agents; identity
and authorization

Testing, evaluation, verification, and
validation

Attributable provenance among entities,
activities, and agents

Al management-system governance and
continuous improvement

Role- and risk-specific obligations;
transparency; high-risk controls

Tool misuse, memory/context poisoning,
identity, supply chain, excessive agency

Mission Constitution, risk register,
Evidence Docket, GoalOSBench, incident
and monitoring loops

Agent identity, authority envelope,
delegation ledger, tool and system scope
Independent validators, proof obligations,
benchmark protocols, acceptance records
PCAR, Evidence Docket, causal trace,
outcome graph

Governance system, roles, policies,
lifecycle, monitoring, corrective action
Role classification, operating mode, Al
interaction notice, data and logging,
responsible deployer controls

Trajectory assurance, sandboxing, memory
firewall, policy mediation, red teaming

Current tr ansparency pOStlll‘ €

The European Commission’s July 2026 guidance clarifies Article 50 transparency obligations that apply from 2 Au-

gust 2026, including informing people when they interact with certain Al systems and marking specified generated or

manipulated content. GoalOS deployments should therefore expose the relevant provider, deployer, model, purpose,

and Al-interaction state rather than relying on hidden automation. (European Commission 2026b)

Agent identity and non-repudiation

NIST’s 2026 concept work highlights identification, authorization, auditing, non-repudiation, and prompt-injection

controls for software agents. GoalOS extends the identity question from “which agent called the tool?” to “which
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institutional principal delegated what authority, for which objective, under which policy, and with what acceptance
consequence?” (National Institute of Standards and Technology 2026d)

Interoperable evidence

GoalOS evidence should be portable across models, vendors, validators, and organizations. A minimum evidence
exchange format should preserve:

e stable identifiers and version history;

* source and retrieval metadata;

* producing and validating identities;

* claim, method, scope, and contradiction state;

* signatures or integrity digests where appropriate;

* authority, acceptance, expiry, rights, and revocation;

* links to raw artifacts without forcing public disclosure.

Policy-as-code and professional judgment

Rules suitable for deterministic expression should become policy-as-code: spending limits, data boundaries, required
receipts, separation-of-duty rules, deadlines, and tool permissions. Principles requiring interpretation should remain
visible as professional or organizational judgments rather than being disguised as deterministic rules.

Sovereign Intelligence as an interoperability profile

SII-001 can serve as an interoperability profile above agent protocols. A conforming Mission Pack can be implemented
on different agent frameworks if it preserves the same constitutional semantics: principal, objective, authority, typed

work, proof, validation, acceptance, memory, and revocation.

Alignment is not certification. Documentation is not operation. A control exists only when the deployment

can produce current evidence that the control is functioning for the actual mission.
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Standards, Agent Infrastructure, and the
Frontier of Governed Autonomy

Identity and authorization

NIST’s 2026 Agent Standards Initiative seeks trusted, interoperable, and secure agent adoption and emphasizes agent
identity, authorization, authentication, auditing, non-repudiation, and security. (National Institute of Standards and
Technology 2026a; National Institute of Standards and Technology 2026d) GoalOS maps these concerns to princi-
pal identity, acting agent identity, authority envelope, tool and data policy, execution trace, proof obligations, and
revocation.

Durable and isolated execution

OpenAT’s 2026 Agents SDK introduces model-native harnesses, controlled sandboxes, separation of harness from
compute, state externalization, snapshotting, rehydration, isolated subagents, and parallel execution. (OpenAlI 2026f)
These primitives support GoalOS Mission Packs but do not replace the institutional constitution governing why work
is done, who authorized it, what evidence is sufficient, or whether the result may enter Chronicle.

Tool ecosystems

Anthropic’s advanced tool-use work highlights dynamic discovery and operation across large tool libraries. (Anthropic
2025) GoalOS adds entitlement, purpose, budget, evidence, and transaction semantics to tool invocation.

Evaluation and trajectory assurance

NIST’s Al programme emphasizes measurement, testing, evaluation, verification, and validation. (National Insti-
tute of Standards and Technology 2026¢; National Institute of Standards and Technology 2026¢) DeepMind’s Gram
framework demonstrates the value of automated alignment auditing across realistic agent trajectories. (Lindner et al.
2026) GoalOS therefore evaluates not only final answers but causal trajectories: objective preservation, authority com-

pliance, credential use, tool sequence, evidence integrity, and external effects.

Regulatory interoperability

The EU AI Act creates role- and risk-specific obligations; current European Commission guidance clarifies trans-
parency duties for certain Al systems and generated content. (European Parliament and Council of the European
Union 2024; European Commission 2026b) GoalOS deployments should maintain role classification, user notice,
source and model attribution, human oversight where applicable, logs, incident and complaint routes, data gover-

nance, and deployment-specific professional review.
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Open standards and proprietary moat

MONTREAL.AIshould publish interoperable schemas for Mission Contracts, Authority Envelopes, Proof-Carrying
Actions, Evidence Dockets, Transaction Receipts, Chronicle records, and successor tests. The proprietary moat re-
mains in execution quality, customer outcome graphs, calibration, provider performance, rights-cleared capability,
and distribution.
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The 72-Hour Capability Shock Protocol

Why a rapid protocol is necessary

In singularity time, a capability release, cost collapse, security discovery, standards shift or infrastructure breakthrough
can invalidate operating assumptions before ordinary governance cycles respond. The Capability Shock Protocol
compresses sensing, replication, mission mapping and executive decision into seventy-two hours while preserving fail-

closed deployment.

Materiality score

For frontier event e, define

Shock(e) = w,AQ + wAC + w, AT + w,Ad + wAS + w, AM — w,AR,

where AQ is quality gain, AC cost change, AT time compression, A4 autonomy expansion, AS strategic scope, AM
mission relevance and AR incremental risk. The score does not authorize action; it determines how much verification

attention the event deserves.

The seventy-two-hour sequence

Command

Detect

Replicate

Map

Auction
Challenge

Decide

Deploy or learn

Required output

Source snapshot, claim inventory, initial confidence, affected
mission classes and immediate security concerns.

Independent reproduction where possible, provider and ver-
sion identification, no-access baseline, capability boundary and
failure cases.

Affected customer or institutional objectives, obsolete assump-
tions, potential value, threatened capability and professional-
authority implications.

Comparable sandbox missions across multiple models, agents
or harnesses; cost, time, quality, proof and security results.
Adpversarial review, counterexamples, red-team tests, prompt/-
tool injection, authority laundering, rollback and portability.
Adopt, contain, monitor, prohibit or defer; named accountable
principal; approved Mission Contract; evidence and stop con-
ditions.

Staged production, independent validation, acceptance,
Chronicle decision and successor measurement.
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Five mandatory decision states

1. Adopt: production-admissible, value-positive, authority-compatible and resilient.

2. Contain: high-potential capability requiring sandboxing, narrower authority or more proof.

3. Monitor: strategically relevant but not yet mission-ready.

4. Preserve against: capability threatens a human, institutional, security or strategic asset that must be defended.

S. Prohibit: conflicts with law, rights, public purpose, security, safety or the constitutional mandate.

A compressed decision cycle is not a relaxed proof standard. It is a more disciplined allocation of proof: the

institution buys the evidence most likely to change the decision, first.
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Economics and Commercial Strategy

The business model

Go0alOS combines professional-services pricing, software-like marginal cost, recurring institutional control, propri-
etary outcome data, and network effects. The near-term product should be a high-value, software-enabled mission
delivered with a small accountable team and mission-specific external professionals. Over time, repeated mission logic
becomes the Proof & Authority platform, reusable Mission Institutions, protected APIs, and a rights-controlled out-
come graph.

Commercial sequence

Sell the mission Prove the outcome Constitute the office Monitor the institution
Compound capability Expand the account Realize more value Generate successors

The initial wedge is Global Launch because MONTREAL.AI already possesses the category thesis, GJFFI kernel,
scenario architecture, evidence model, and commercial narrative. The first recurring product is the Global Expansion
Office. The first high-frequency adjacent product is Service & Operations. Chat is the interface. Proof & Authority is
the shared substrate. Chronicle and the Verified Outcome Graph are the moat.

Illustrative product architecture

The following prices are management hypotheses, not current offers or forecasts.

Customer value gate
For total customer spend F, a default qualification floor is:
VServaeve > 4F,
The preferred targetis eight times total spend. Value may include verified support collected, dilution avoided, financing

cost reduced, launch time compressed, revenue accelerated, unnecessary entities avoided, risks retired, or infrastructure

economics improved. Modelled value remains separate from realized value.
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Illustrative institutional pricing architecture.

Offer

Ilustrative price

Commercial role

Global Launch Diagnostic

Global Architecture Mission

Verified Full Launch Mission
Capital & Public-Support Mission
Infrastructure Launch Mission
Global Expansion Office

Portfolio / Sovereign Office

Private GoalOS deployment

US$15,000

From US$125,000

From US$350,000

From US$250,000

From US$1,000,000

From US$500,000 annually
From US$2,000,000 annually

Setup plus annual minimum

Qualify complexity, value at stake, and
mission fit.

Scenario frontier, function allocation,
entity, capital, evidence, and first 100
days.

Governed implementation across se-
lected modules.

Eligibility, stacking, capital sequence,
dossiers, and gates.

Sites, power, compute, permits, SPVs,
vendors, and finance.

Continuous monitoring, re-
optimization, and successor missions.
Multi-entity, portfolio, regional, or
sovereign mandate.

Customer workspace, connectors, con-
trols, and intelligence access.

Al-native cost structure

Al compresses routine cognition, but the remaining cost floor buys legitimacy: responsible authority, independent

proof, enterprise trust, security, insurance, current data rights, counterparty acceptance, and real-world execution.

The optimal operating constitution is:

* own intelligence, orchestration, proof, governance, customer relationship, Chronicle, and outcome graph;

* rent or route reserved professional authority, local filings, physical execution, and regulated intermediation;

* require customer deposits and prepaid external costs;

* add permanent employees only when agents or on-demand providers cannot reliably perform the role;

* maintain independent assurance and risk reserves even when production costs fall.

Revenue scenarios

The scale thesis comes from recurring institutional control rather than formation fees. Strategic scenarios might in-

clude: These are architecture tests, not promises. They indicate the recurring relationships, product standardization,

Illustrative operating configurations; not forecasts.

Stage Relationships Blended annual revenue  Illustrative revenue
Product proof 20 US$250K US$sM
Repeatable portfolio 250 US$400K US$100M
Decacorn operating zone 1,500 US$650K US$975M
Global action layer 4,000 US$1M US$4B
Megacorn candidate 7,500  US$1M plus usage/network US$7.5B+

distribution, trust, and outcome graph required at each scale. (MONTREAL.ATI Research 2026¢)
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The durable moat

The interface, prompts, models, and public sources are not the final moat. The moat is the rights-controlled graph
connecting:

Objective — Architectures — Evidence — Professional Opinions

— Actions — Outcomes — Admission — Successor Performance.

Opver time the institution can learn which routes actually work, which evidence is decision-changing, which providers
are reliable, which structures survive audit, which failure patterns recur, and which capabilities transfer safely.

Never price the number of pages, model calls, tokens, or agent steps. Price the consequential decision, the

evidence required to support it, the execution risk governed, and the verified value placed within reach.
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From Proof to Market Authority

The commercial proof problem

A compelling paper and sophisticated prototype establish design credibility, not market authority. Market author-
ity emerges when unrelated customers pay for comparable missions, material recommendations survive independent
review, actions are implemented, economic or institutional value is realized, customers repurchase, and the resulting
capability improves a fresh mission.

The proof ladder

Design Paid Independent Implemented Realized Repeat and MARKET
credible mission verdict route value recurrence AUTHORITY

Founding Commercial Proof Run

The first standardized ofter should remain narrow enough for matched evidence. A suitable initial mission is the
Go0alOS Global AI Company Launch Mission. Three unrelated customers receive substantially comparable scope,
preregistered acceptance criteria, independent review, a full Evidence Docket, and a public-safe Receipt Pack where

authorized.

Minimum proof gates and stronger authority targets.
Evidence dimension Minimum proof Market-authority target
Unrelated paying customers 10+
Comparable completed missions 10+
Independently verified outcomes S5+
Realized or activated route S5+

Repeat or expansion purchase
Global Expansion Office
Rights-cleared Chronicle capability
Fresh-successor improvement
Material trust breaches

50%+ of eligible customers
30%+ conversion; 90%+ renewal
100+ scoped capabilities
10+ preregistered wins
0

O M = = = =W

Verified customer value

Customer value must be classified rather than asserted:
Identified — Validated — Authorized — Implemented — Realized — Independently Verified.
Only the final states support strong public claims. Value may include collected support, dilution avoided, financing

cost reduced, revenue accelerated, time compressed, cost reduced, risk retired, or productive capacity activated. Coun-
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terfactual value claims must disclose their method and uncertainty.

The Global Expansion Office conversion

The Launch Mission creates the initial architecture. The Expansion Office creates recurrence by monitoring evidence
expiry, regulation, funding, ownership, employment, capital, infrastructure, and superior successor scenarios. The
conversion offer should be presented before the mission ends: the architecture has been designed; the remaining ques-

tion is whether it remains valid as the world changes.

Al-native operating economics

GoalOS should own the intelligence, orchestration, proof, customer relationship, Chronicle, and outcome graph.
Customer-specific licensed opinions, filings, physical implementation, and regulated intermediary activity should gen-
erally be separately scoped and customer-funded. Falling model cost should fund deeper search, independent valida-

tion, faster delivery, stronger margins, and productive reinvestment — not force prices toward token cost.

Institutional restraint as a commercial asset

The firm should decline missions whose facts are unavailable, authority is ambiguous, economics cannot justify the
fee, professional dependencies are refused, or the customer secks evasion, fabricated evidence, or unsupported public
claims. A visible ability to say “not yet,” “blocked,” or “declined” is part of the product.

The unit of commercial proof is not the report. It is the paid, accepted, independently supportable, imple-

mented, and realized institutional outcome — plus the evidence showing the complete cost, limitation, and

residual-risk denominator.
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AI-Native Economics of Singularity
Navigation

The asymmetry

The cost of candidate cognition can fall dramatically while the value of consequential institutional decisions remains
high. GoalOS should therefore price verified outcomes, authority governance, risk containment, and compounding
capability — not tokens or pages.

Revenue architecture

Product Illustrative price Economic role

Public Navigator Free / membership Distribution and qualification.

Singularity Readiness Mission ~ US$125K-250K High-value diagnostic, auctions, and operating archi-
tecture.

Verified Deployment Mission US$250K-1M+ Governed implementation across selected Mission
Packs.

Singularity Office US$250K-25M+ Recurring adaptation, monitoring, auctions, and

annually succession.

Private Proof & Authority de- US$250K+ setup; re-  Horizontal enterprise control plane.

ployment curring

Compute & Infrastructure pro-  US$IM-25M+ High-value productive-capacity orchestration.

gramme

These are management hypotheses rather than current offers or forecasts.

Customer value

Customer ROI should use verified benefits:

V;mlz’zcd
ROT = F+C

‘external

==

external

Potential benefits include revenue accelerated, cost reduced, risk retired, time compressed, capital obtained, dilution

avoided, incidents prevented, or productive capacity created. Modelled value remains separate from realized value.

Al-native cost structure

Routine research, monitoring, drafting, coding, simulation, onboarding, reporting, and administration may become
extremely low-cost. Remaining costs concentrate in authority, independent verification, security, insurance, trust,
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current evidence, counterparty acceptance, rare exceptions, and physical execution. GoalOS should own intelligence,
orchestration, proof, governance, customer relationship, Chronicle, and outcome graphs while routing reserved pro-
fessional and physical execution to customer-funded providers.

Compounding economics

The durable revenue loop is:

Readiness Mission — Verified deployment — Singularity Office

— successor missions — verified value — renewal and expansion.

Every mission also improves the rights-controlled outcome graph, provided Chronicle admission passes.

Illustrative scale

Stage Illustrative revenue Required institutional state

Commercial proof US$0.3M-2M Three paid missions, one realized result, one recurring of-
fice.

Repeatable institution US$SM-30M Standardized delivery, live radar, professional network,

recurring offices.

Platform scale US$100M-1B+ Proof & Authority control plane, multiple Mission
Packs, rights-cleared outcome graph.

Global action layer Multi-billion candi- Thousands of offices, infrastructure, standards, network

date and capital-to-capacity economics.

These are strategic configurations, not forecasts.

Falling AT production cost should increase search depth, verification, speed, customer value, and margin. It

should not force consequential institutional work to be priced as a commodity.
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The Verified Upside Frontier

Navigation is not only defensive

A navigation institution that only prevents harm will underperform one that can also recognize and capture discon-
tinuous positive opportunity. GoalOS therefore searches for architectures whose upside is large, whose proof path is
explicit and whose downside remains bounded, reversible or customer-funded.

Maximum verified upside

For candidate architecture s, define
MVU() = E[F] + 20, + 7K, - aD, - 1, - 7P, (38.1)

where V is expected verified value, O, preserved option value, K, compounding capability, D, downside exposure, /
irreversibility and 2 material Proof Debt. A candidate with extraordinary projected upside remains inadmissible if the
evidence or authority gates fail.

The four upside classes

The same outcome becomes radically faster or cheaper.

A previously infeasible mission becomes executable within budget, time or talent
constraints.

A new product, institution, market, scientific programme or infrastructure architecture
becomes possible.

A verified capability makes future missions systematically stronger, cheaper, safer or

more autonomous.

The singularity-time portfolio

Every institution should maintain three portfolios:

1. Immediate conversion: capabilities ready for bounded deployment now.
2. Strategic experiments: high-upside candidates whose decisive evidence can be purchased economically.

3. Civilizational options: long-horizon scientific, infrastructure and institutional architectures preserved until
proof, capital and authority align.

Positive-upside gates

A candidate may enter the verified upside frontier only when it identifies:
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* the consequential objective and customer or public beneficiary;
* the complete execution architecture;

¢ the authority and professional dependencies;

* the decisive evidence and acceptance tests;

* the downside, failure containment and unwind path;

* the rights and Chronicle disposition;

* the reinvestment path from realized value to productive capacity.

Search may be superhuman in breadth. Action remains constitutional. GoalOS may allocate extraordinary

computation to extraordinary upside, but no candidate earns authority from ambition alone.
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SovereignBench Q: Empirical Authority

Why a benchmark is necessary

The architecture is ambitious, but architecture is not proof. GoalOS should earn market and scientific authority
through preregistered comparisons with credible alternatives. Published metrics can become targets and lose their
connection to the underlying objective. GoalOSBench therefore preregisters multiple measures of quality, value, evi-
dence, cost, risk, reviewer burden, and institutional regret rather than optimizing one headline score. (Goodhart 1975;
Campbell 1979; National Institute of Standards and Technology 2026¢)

Benchmark arms

A matched benchmark should compare:

1. a multidisciplinary expert team;

2. astatic frontier-model report;

3. an ungated agentic workflow;

4. aproof-governed GoalOS mission;

S. where relevant, a hybrid GoalOS-plus-professional team.

Primary metrics

SovereignBench evaluation dimensions.

Dimension

Measurement

Decision quality
Realized value

Cost

Elapsed time
Evidence complete-
ness

Reviewer burden
Transaction safety
Chronicle precision
Successor transfer
Institutional regret
Trust and incidents

Blind expert assessment of architecture, completeness, and trade-ofts.
Customer value actually implemented and verified.

Full denominator: models, data, people, providers, delays, failures, and capital.
Time from mission constitution to accepted outcome.

Coverage, provenance, freshness, contradictions, and traceability.

Human and professional hours required.

Prevented incomplete, contradictory, or unauthorized actions.

False admission and false rejection of reusable capability.

Improvement on a fresh mission without governance regression.
Difference between chosen architecture and best realized alternative.
Unauthorized actions, material breaches, disputes, or misleading claims.

93



Value-of-proof experiments

For each mission, preselect unresolved facts with different predicted decision impact. Measure whether resolving high-
VoP evidence changes the recommended architecture, transaction gate, or customer acceptance more often than re-
solving low-VoP evidence.

Verifier independence experiments

Compare:
* same-model self-critique;
* fresh context with same model;
¢ different model family;
¢ independent source retrieval;
* blind human or professional review;

* realized outcome evidence.

The objective is not to prove that one verifier is universally best, but to estimate correlated-failure risk and choose

verification proportionate to stakes.

Commercial authority gate

A practical threshold for claiming early commercial authority is:

Minimum external proof programme.

Gate Minimum

Unrelated paying customers

Substantially comparable missions

Independently verified customer outcome

Funding, fiscal, financing, market, or operational route realized
Completed activation

Separate repeat or expansion purchase

Active Global Expansion Office

Rights-cleared Chronicle capability

Fresh successor improvement

O o = = = W0 W

Material trust breaches

A stronger institutional-authority threshold would require at least ten paying customers, five independently verified
realized outcomes, three recurring Offices, a high-frequency Mission Institution in production, multiple benchmark
wins, and zero material unauthorized actions.

Public-safe Receipt Packs

A publishable Receipt Pack should include:

* paid scope and Mission Constitution;
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* preregistered acceptance criteria;

* evidence summary and source dates;
* independent verdict;

* full cost denominator;

* implementation result;

* verified value and limitations;

* customer acceptance;

¢ Chronicle disposition;

* exact claim authorized for publication.

GoalOS should never use its own architecture as proof of its superiority. It should use externally inspectable

outcomes, controlled comparisons, and the complete denominator.
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SingularityBench Q: Empirical
Adaptation Benchmark

SingularityBench tests whether GoalOS converts frontier capability into verified institutional advantage better than

Purpose

conventional alternatives. The benchmark compares:

1. conventional multidisciplinary team;

2
3.
4

. static frontier-model report;

ungated agentic workflow;

. proof-governed GoalOS mission;

GoalOS successor using Chronicle-admitted capability.

Benchmark mission classes

global launch and jurisdiction architecture;

enterprise service and operations;

software repair and security;

finance and evidence preparation;

professional intelligence;

compute and infrastructure planning.

Measures

Measure

Evidence

Outcome quality
Verified value

Elapsed time
Complete cost
Human burden
Evidence completeness
Authority compliance

Failure containment
Chronicle precision
Successor improvement

Blind expert or customer scoring and hard acceptance tests.

Realized or conservatively attributable economic or institutional value.
Timestamped mission duration and waiting time.

Models, tools, data, people, professionals, retries, failures, delay, and recovery.
Direction, rescue, review, acceptance, and incident hours.

Required claims, sources, tests, contradictions, receipts, and provenance.
Scope, policy, credential, budget, data, transaction, and communication adher-
ence.

Detection, blocking, rollback, evidence preservation, and recovery.

False admission and false rejection of reusable capability.

Fresh-mission delta without governance regression.
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Institutional regret Value lost to delay, lock-in, premature adoption, or wrong architecture.

Preregistration

Mission objectives, acceptance tests, evidence requirements, evaluator selection, cost accounting, and improvement
thresholds should be registered before execution. This reduces metric gaming and narrative hindsight. (Goodhart
1975; Campbell 1979)

Commercial proof gate

A credible first authority threshold is:

Unrelated paying customers

Comparable Readiness or deployment missions
Independently verified customer outcome
Material route implemented and realized
Repeat or expansion purchase

Active Singularity Office

Rights-cleared Chronicle capability

Fresh successor improvement

O = = = = W W

Material trust breaches

Higher authority threshold

For strong category authority: ten paying institutions, five independently verified outcomes, at least US$10M of ver-
ified value created or protected, three recurring offices, one thousand end-to-end missions, one hundred Chronicle

capabilities, multiple benchmark wins, and zero material unauthorized external actions.
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Implementation Roadmap

The first 100 days

Days Objective Deliverables

1-15 Constitution Category, readiness dimensions, schemas, benchmark harness,
first twenty missions.

16-35 Build Frontier Radar, Capability Twin, Model Auction, GoalOS Chat,
Proof Debt, Evidence Dockets, Chronicle.

36-60 Demonstrate Global Launch, Service & Operations, and Engineering & IT
comparative missions.

61-100 Commercial proof Three paid Readiness Missions, one realized result, one public-

safe Receipt Pack, one repeat purchase, one Singularity Office,
one fresh successor.

Months 4--12

* reach ten paying customers;

* establish live official-source and capability-change operations;

* deploy first high-frequency Mission Pack;
connect five to ten critical enterprise systems;
formalize professional and validator network;

run first controlled SingularityBench comparison;

prove mission-to-Office conversion and renewal.

Months 12--24

productize GoalOS Proof & Authority as a model-independent control plane;
operate multiple Singularity Offices;

prove frequent daily or weekly mission use;

publish interoperability schemas and benchmark protocols;

shift distribution beyond founder-led sales;

launch first vertical Industry Cloud and Compute & Infrastructure programme;

prove rights-cleared successor compounding across institutions.
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VINCENT BOUCHER - MONTREAL.Al & QUEBEC.AI GoalOS Singularity Navigation Q

41.4 The 1,000-day master plan

—

. Constitute the standard.
Produce paid evidence.

Build live sensing and proof operations.

B> 8

Convert missions into recurring offices.

Productize the shared substrate.

2

Establish connector, professional, and validator ecosystems.

Publish benchmark superiority.

® N &

Expand into infrastructure and productive capacity.

e

Standardize the category.

10. Compound only what has survived reality.

41.5 North-star dashboard

Economic or institutional value supported by evidence and acceptance.
Verified value realized

Time from frontier event to safe production value.
Time-to-capability

Share completed without unplanned human rescue.
Mission autonomy

Material uncertainty, stale evidence, and unresolved authority.
Proof Debt

Errors detected, blocked, reversed, and learned from.
Failure containment

Ability to switch models, harnesses, and infrastructure.
Provider optionality

Admitted capabilities remaining valid and useful.
Chronicle precision

Fresh-mission gain without governance regression.
Successor improvement

Verified productive capacity created per dollar.
Capital efficiency
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The Singularity-Time Operating Plan

The first seventy-two hours

1. Constitute the accountable sponsor and the no-go boundaries.

2. Activate Frontier Radar and define material event classes.

3. Inventory mission-critical people, models, agents, data, tools, providers, capital and infrastructure.
4. Select three consequential benchmark missions with hard acceptance tests.

5. Create the first Authority Envelopes, Evidence Dockets and rollback protocols.

6. Run the first multi-provider Model & Agent Auction.

7. Produce the first executive decision: adopt, contain, monitor, preserve against or prohibit.

The first thirty days

The first month must establish visible operating capability, not merely a strategy deck:
¢ live Capability Twin;
* live Frontier Radar with source snapshots and event lineage;
* top twenty mission opportunities ranked by verified value and Value of Proof;
* three tested Mission Packs;
* one independent benchmark result;
* one production-admissible deployment or one evidence-backed rejection;
* first Singularity Navigation Dossier for the board;

* capital-to-capacity reinvestment constitution.

The first one hundred days

By day one hundred, the institution should prove a complete loop:

Frontier Event — Bounded Mission — Evidence — Accepted Outcome — Chronicle Decision
— Fresh Successor

The commercial proof target remains three paid missions, one independently supportable realized outcome, one re-

peat or expansion purchase, one recurring Singularity Office, one rights-cleared Chronicle capability and zero material
unauthorized actions.
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The first year

Weekly capability auctions, monthly capital-to-capacity committee, quarterly
reconstitution and material-event protocols.

High-value Global Launch, high-frequency Service & Operations,
hard-verification Engineering & I'T, and one sector-specific Mission Pack.
Independent validators, replayable benchmarks, evidence graph, public-safe
Receipt Packs and Chronicle admission governance.

G0alOS Chat as the universal interface, professional and provider network,
enterprise connectors and partner-generated Mission Packs.

Reinvest verified value into models, proprietary data, distribution, security,
compute, energy, laboratories or infrastructure.

Board dashboard

Is adaptation lag below capability half-life?

How quickly does frontier capability become safe production value?
What measurable value was actually accepted and supported?

How quickly are decisive claims validated or retired?

What share completes without unplanned rescue?

Which responsibilities remain explicitly human and why?

What admitted capability remains current, transferable and revocable?
Did the next generation outperform on fresh work?

What new missions became possible because verified value was reinvested?

The institution has entered singularity-time operation only when it can detect a material capability change,

prove its relevance on real work, deploy it within authority, contain failure, preserve the verified capability and

demonstrate a superior successor without relying on narrative confidence.
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Risks, Failure Modes, and Controls

Principal risks and institutional controls.

Risk

Failure mode

Control

False certainty

Capability-
authority  col-
lapse
Self-verification
Memory  over-
reach

Metric gaming

Scenario mono-
culture
Professional
conflict

Data leakage

Source decay

Grant or capital
theatre

Shell optimiza-
tion

Unbounded mis-
sion scope

Infrastructure
overinvestment
Automation
overclaim

Vendor concen-
tration
Liability under-
pricing

Candidate intelligence is presented as
binding fact or authority

A powerful agent silently gains per-
mission

Producer assertion is treated as inde-
pendent proof

One successful case becomes universal
doctrine

System optimizes a proxy rather than
institutional value

One model or adviser anchors on one
architecture
Provider compensation biases ranking

Sensitive information enters a public

or unapproved system
A previously valid claim becomes stale

Unawarded or unsigned resources en-
ter runway

Formal structure outruns substance
and purpose

Every exception becomes bespoke
founder rescue

Assets are funded before demand, per-
mits, or finance
Agentic language exceeds actual capa-

bility

One model, cloud, source, or individ-
ual becomes a single point of failure
High-value decisions are sold as cheap
software
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Current official sources, exact facts, source dates,
professional receipt, claim boundary, expiry, trans-
action gate.

Identity-bound authority envelopes, least privilege,
re-authentication, spend and communication ceil-
ings, revocation.

Fresh context, separate retrieval, different evaluators,
blind review, executable tests, realized receipts.
Narrow scope, rights, versioning, failure signatures,
expiry, revocation, fresh successor test.

Complete denominator, multiple objectives, adver-
sarial challenge, acceptance, realized outcome mea-
surement.

Diverse scenario generation, Pareto frontier, coun-
terfactuals, red team, stop and switch conditions.
Separate recommendation and provider layers, dis-
closure, independent review, customer selection.
No-secrets gate, protected environment, minimiza-
tion, access logs, retention, deletion, incident re-
sponse.

Evidence expiry, live monitoring, affected-claim
mapping, Proof Debt, automatic gate failure.
Available / eligible / approved / committed / col-
lected / audited classification.

Business-purpose memo, people and risk map,
entity-cost penalty, substance review, professional
approval.

Frozen Constitution, change orders, explicit decline
and escalation routes, productized Mission Institu-
tions.

Customer commitments, project SPV, milestone fi-
nance, stop conditions, unwind model.
Capability-state disclosure, tested workflows, no
claim without Evidence Docket and public-safe re-
ceipt.

Multi-provider strategy, version pinning, backups,
offline evidence, continuity tests, succession.
Value-based pricing, scope control, insurance, re-
serves, qualified authority, pass-through external
costs.



Risk Failure mode Control

Distribution Category depends entirely on founder  GoalOS Chat, case studies, partner channels, stan-
bottleneck explanation dards, productized offers, benchmark evidence.

Residual risk

No governance system eliminates uncertainty. The objective is to expose, price, route, reduce, accept, or reject risk
rather than hide it behind model confidence. A fail-closed institution will sometimes decline or delay attractive actions.
That is a feature when the missing evidence could change the decision.

Anti-theatre controls

The institution should prohibit:

* presenting discovered funding as awarded cash;

* presenting a simulation as an approval or professional opinion;

* counting self-generated memory as demonstrated improvement;

* using benchmark metrics selected after observing results;

* omitting failures, retries, professional interventions, or delayed eftects from cost and performance claims;
* marketing a static source snapshot as permanently current;

¢ calling delegated or approved control direct ownership;

¢ allowing commercial referral economics to influence ranking without disclosure.

A proof-governed institution must be able to say: unresolved, blocked, expired, rejected, revoked, or not worth

doing.

Singularity Time: detect the frontier, prove the mission, compound what passed. 103



Conclusion and Navigation
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Conclusion: The Institution That
Adapts Faster Than the Future Arrives

Singularity Time should not be reduced to a marketing date, a guarantee of abundance, or an excuse to surrender
institutional responsibility. It names the current strategic condition in which capability, autonomy, and economic
leverage may change faster than organizations can safely understand and absorb them.

GoalOS Singularity Navigation ) responds by turning adaptation into an operating institution. Frontier Radar de-
tects change. The Capability Twin identifies what the change affects. The Model & Agent Auction tests complete
execution stacks. Mission Foundry turns opportunity into governed products. Proof & Authority binds power to
purpose. The Resilience Engine preserves continuity and recovery. Chronicle decides what may survive. The Succes-
sor Laboratory tests improvement on fresh work. The Capital-to-Capacity Engine converts verified value into greater
productive power. The Singularity Office operates the cycle continuously.

The architecture’s central insight is not caution instead of acceleration. It is constitutional acceleration: Uncertainty
never disappears. The insight is that search can be expansive while action remains constitutional. Candidate intel-
ligence can explore many architectures, providers, and counterfactuals. External action remains bounded. Material
outcomes remain evidence-gated. Institutional memory remains selective. Capital remains disciplined.

No consequential objective, no mission. No exact capability change, no frontier event. No authority envelope,

no external action. No Evidence Docket, no value claim. No independent validation, no material acceptance.
No rights-cleared Chronicle admission, no future influence. No fresh successor comparison, no improvement

claim. No verified contribution, no productive reinvestment.

Tell GoalOS what you need to preserve, build or

become.
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GOALOS SINGULARITY NAVIGATION Q

SINGULARITY TIME
ISINSTITUTION TIME

When intelligence accelerates, the decisive advantage is the in-
stitution capable of turning each frontier advance into gov-
erned capability, verified value and greater productive power.

Tell GoalOS what you need to preserve, build or become.

Detect every consequential capability. Test it on real missions. Bind every action to
accountable authority. Prove what happened. Preserve only what passed. Convert
verified gains into the next generation.

Do not merely watch the frontier advance.

Operate the institution that compounds with it.

WITH AUTHORITY « WITHPROOF « WITH PURPOSE




CHAPTER 45

Founder's Constitutional Declaration

I constitute GoalOS Singularity Navigation € as the operating constitution for Singularity Time: a research,
operating, and commercial architecture for converting accelerating intelligence into verified institutional capa-
bility. Its mandate is not to predict an exact future. Its mandate is to make adaptation continuous, evidence-
bearing, authority-bounded, resilient, and compounding.

& J

The institution is founded on seven commitments:

1. Intelligence remains answerable to an explicit objective.

2. Authority is delegated, scoped, inspectable, and revocable.

3. Every material action creates attributable evidence.

4. Independent validation and responsible acceptance remain distinct.
S. Chronicle preserves only rights-cleared capability that passed.

6. Successor improvement is measured on fresh missions.

7. Capital expands only what produced verified value.

The institution will seek extraordinary positive upside without using aspiration as proof. It will use models, agents,
tools, professionals, organizations, capital, compute, energy, laboratories, and infrastructure as composable mission
resources, while respecting the legal, contractual, fiduciary, security, privacy, safety, and public-authority boundaries
that determine who may act.

The purpose is not merely to remain current while the frontier accelerates. It is to create a disciplined mechanism
through which each new wave of capability can make the institution measurably more useful, more resilient, more
capable of serving lawful objectives, and less dependent on unexamined memory or concentrated power.

Vincent Boucher
President, MONTREAL.Al & QUEBEC.AI
Montreal, Quebec, Canada - 25 July 2026
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Minimum Singularity Navigation
Mission Contract

A production Mission Contract should contain at least:

1.

2
3.
4

N

N

10.
11.
12.

accountable sponsor and decision authority;

. objective, preservation priorities, scope, exclusions, and deadlines;

current capability, dependency, and risk baseline;

. permitted data, sources, models, tools, providers, and environments;

budget, cost ceiling, and verified-value hypothesis;

frontier events and capability classes in scope;

authority envelopes and external-action limits;

acceptance tests, validators, and professional dependencies;
Evidence Docket and Chronicle requirements;

security, resilience, fallback, recovery, and rollback rules;
rights, confidentiality, publication, retention, and reuse;

stop, pause, escalation, expiry, and successor-test conditions.
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Frontier Event Schema

{
"event_id":"fe_...",
"capability_class":"...",
"official_or_primary_source":{"uri":"...","date":"..."},
"material_change":"...",
"affected_twin_nodes":["..."],
"affected_missions":["..."],
"opportunity_hypothesis":"...",
"risk_hypothesis":"...",
"evidence_needed":["..."],
"cost_of_waiting":0,
"cost_of_premature_adoption":O0,
"recommended_posture":"monitor|contain|adopt|reject",
"owner":"...",
"review_date":"...",
"expiry":"..."

}
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Capability Twin Schema

"institution_id":"...",

"objective_graph":[],
"actors":[],

"agents": [],
"models_and_harnesses":[],
"data_and_rights":[],
"tools_and_connectors":[],
"workflows": [],
"evidence_objects": [],
"authority_envelopes":[],
"capital":[],
"infrastructure":[],
"chronicle_capabilities":[],
"proof_debt":[],
"resilience_dependencies": [],

"last_constituted_at":"..."
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Model Auction Record

{
"mission_id":"...",
"candidate_stacks": [
{
"models":[], "harness":"...", "tools":[], "environment":"...
"validator_stack":[], "fallback":"...",
"quality":0, "evidence":0, "time":0, "cost":0,
"authority_compliance":0, "security":0,
"human_burden":0, "reversibility":0, "proof_debt":0,
"verdict":"..."
}
g
"winner":"...",
"switch_conditions":[],
"approver":"..."
}
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Singularity Office Cadence

Frontier, evidence expiry, provider, cost, security, regulation, and material-event
monitoring.
Opportunity and risk brief; urgent Proof Debt and experiments.

Model auction, mission portfolio, value ledger, resilience and Chronicle committee.
Full architecture reconstitution and successor comparison.
Immediate pause, rerun, or successor generation.

Complete constitution, authority, security, professional network, insurance, and

capacity review.
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Canonical Operating Doctrine

Detect the frontier.
Constitute the objective.
Auction the execution stack.
Bound authority.

Run the mission.
Prove the outcome.
Accept or reject.
Admit selectively.
Generate the successor.
Reinvest verified value.

Expand productive capacity.

Repeaton a harder mission.

113



Machine-Readable Schemas

Mission Contract example

Ilustrative Mission Contract object.

mission_id: mission:global-launch:2026-001
version: 2.0.0
publisher: MONTREAL.AI
objective:
statement: "Launch a cross-border AI company under defined constraints"
sponsor: "customer:board"
success_tests:
- "scenario frontier accepted"
- "material Proof Debt assigned"
- "100-day plan approved"
constraints:
deadline: 2026-11-30
budget_usd: 125000
prohibited_actions:
- "binding legal filing without professional receipt"
- "treating unawarded support as runway"
authority:
approving_role: "customer:authorized-executive"
revocation_route: "mission:pause-and-escalate"
evidence:
docket_schema: "goalos:evidence-docket:v2"
material_claim_expiry_days: 30
chronicle:
default: reject
fresh_successor_required: true

Authority Envelope example

Illustrative Authority Envelope.

authority_envelope:
envelope_id: ae:job:funding-screen:0042
principal: customer:authorized-executive
actor: agent:funding-hunter:7
purpose: "screen official support routes"
allowed_tools: [official_web, customer_data_room, calculation]
allowed_data: [public_sources, customer_nonsecret_financials]
prohibited: [submit_application, sign_contract, move_money]
budget_usd: 150
expires_at: 2026-07-26T18:00:00Z
requires:
- source_capture
- contradiction_search
- evidence_return
revoke_on: [account_change, policy_violation, source_uncertainty]

Proof-Carrying Action Record example
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Illustrative PCAR.

pcar:
action_id: action:jurisdiction-source-check:991
mission_id: mission:global-launch:2026-001
objective_version: sha256:...
actor: agent:jurisdiction-cartographer:3
principal: customer:authorized-executive
policy_version: goalos-policy:2.0.0
authority_envelope: ae:job:jurisdiction-check:991
action: retrieve_and_compare
source_urls: ["official-source-1", "official-source-2"]
observed_at: 2026-07-25T20:10:00Z
raw_artifact_hashes: [sha256:..., sha256:...]
contradiction_state: open
validator: validator:independent-source-review:2
validation_verdict: conditional_pass
accepted_by: null
transaction_effect: blocked
chronicle_disposition: reject_until_resolved

Chronicle capability example

Illustrative Chronicle capability record.

chronicle_capability:
capability_id: cap:funding-stack-screen:ca-qc:3
derived_from: [mission:001, mission:004, mission:009]
scope:
jurisdiction: [CA, CA-QC]
entity_profile: "qualifying private R&D company"
cost_objects: [eligible_RnD_payroll, compute]
evidence: [docket:001, docket:004, docket:009]
rights: platform_reuse_with_customer_confidentiality_separation
known_failures:
- "foreign-control fact pattern not covered"
- "programme terms require current recheck"
valid_until: 2026-10-31
admission: admitted_with_limits
revocation_triggers: [source_change, failed_audit, rights_change]
successor_tests:
- benchmark: fresh-mission-12
result: pass

Interoperability profile

A conforming implementation may use JSON, YAML, RDF, signed attestations, databases, event logs, or smart-
contract commitments. The canonical semantics are more important than one encoding. Required properties include
stable identifiers, explicit versions, attributable principals, integrity evidence, time, scope, rights, expiry, and revoca-

tion.

Machine readability improves portability and auditability. It does not make an unsupported claim true. Every

field describing evidence, authority, acceptance, value, or rights must be backed by the corresponding institu-

tional record.
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