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Abstract

This paper introduces IntentOS as a conceptual diagnostic architecture for evaluating
intent, friction, contradiction, risk, and intervention potential before and after Al
deployment. It positions diagnostic infrastructure as a necessary layer in the post-

commodity intelligence economy.
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1 Purpose of IntentOS

IntentOS is conceived as diagnostic infrastructure for organizations operating in a world
where Al capability is increasingly accessible. Its role is not to replace Al tools, but to
determine whether the system into which Al is introduced is coherent enough to benefit

from them.

The platform logic begins with a premise: diagnose the system before prescribing Al.

2 Core Diagnostic Objects

The core diagnostic objects include the Intent Map, Friction Index, Contradiction Report,
AT Opportunity Score, Governance Risk Score, and Intervention Roadmap.

The Intent Map compares declared intent, operational reality, and observed behavior. The
Friction Index identifies where work slows, repeats, fragments, or contradicts itself. The
Contradiction Report identifies mismatches between stated goals and system behavior. The
AT Opportunity Score estimates where Al may produce improvement without worsening risk.
The Intervention Roadmap recommends phased changes.

3 Architecture of Judgment

IntentOS should be understood as an architecture of judgment. It does not assume that
more automation is better. It evaluates whether automation belongs, where it belongs, and
what must be repaired before automation scales.

The architecture combines deterministic scoring, human interpretation, narrative synthesis,
and evidence tracking. This hybrid approach reflects the fact that organizational reality
cannot be reduced to numerical scores alone, yet scores can help reveal patterns that narrative
alone may obscure.

4 Post-Commodity Advantage

In the post-commodity intelligence economy, organizations require meta-systems that govern
how intelligence is used. IntentOS occupies this layer. It asks whether the organization has
sufficient clarity, integrity, and institutional memory to convert Al capability into durable

outcomes.
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5 Conclusion

IntentOS formalizes a strategic response to AI commoditization. If Al tools answer questions,
IntentOS evaluates whether the organization is asking the right ones, for the right reasons,

under the right constraints.
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