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The next durable advantage in Al will not come from adding assistants to existing
workflows. It will come from operating systems that make business outcomes first-
class objects and continuously move them through governed Al, human, and

external-system work.

Al Assistance vs Outcome-Native Operations
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Figure 1. Al assistance improves individual steps. Outcome-native operations reorganize execution around business results.
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The system owns continuity: it senses, decides, routes, acts,
proves, and continues under policy.
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Executive thesis

Al-assisted workflow is the easiest version of Al to adopt and the easiest version to copy. It lets people draft
faster, summarize better, search more naturally, and automate isolated steps. That is valuable, but it does
not necessarily change the operating model of the business. In many deployments, the human still owns the
intent, decides the next step, coordinates the handoff, updates the system of record, and determines
whether the business result moved.

Catena is built on a different premise: the advantage is not assistance; the advantage is operating continuity.
The system should know what outcome is being pursued, what truth supports it, what is blocked, who or
what can move it, what authority is required, what proof returned, and whether the outcome actually
progressed.

This whitepaper proposes a category name for that premise: Outcome-Native Operations. An outcome-
native system does not merely put Al beside people. It reorganizes the work around durable business
outcomes, governed execution, evidence, and continuous movement. In this model, Al is not the product.
The product is the operating spine that lets Al, humans, and external systems move service-business
outcomes safely from first demand to collected revenue.

Core claim: Most Al tools augment the worker. Catena reorganizes the work.

The current research environment supports this distinction. McKinsey reports that 88% of surveyed
organizations regularly use Al in at least one business function, yet most are still in experimentation or
piloting and only 39% report enterprise-level EBIT impact from Al. The same survey identifies workflow
redesign as one of the strongest contributors to Al value, and Al high performers are nearly three times
more likely than others to have fundamentally redesigned workflows [1].

That is the gap Catena should exploit. Al adoption is increasingly broad. Operating advantage remains
scarce.

The name: Outcome-Native Operations

The recommended name for the category is Outcome-Native Operations.

The phrase is intentionally specific. “Outcome” means the system is organized around business results
rather than activity. “Native” means Al is not bolted onto legacy workflows; the operating model is designed
from the start around sensing, deciding, acting, proving, and learning. “Operations” keeps the claim
grounded in the service-business reality: calls, emails, documents, calendars, payments, approvals,
disputes, staff handoffs, and revenue leakage.

Outcome-Native Operations can be summarized in one sentence:

Outcome-Native Operations is the operating model where business outcomes are
first-class objects, work is routed to the right Al, human, or system worker under
policy, proof is captured automatically, and the system measures whether the
outcome moved.

The category avoids three weaker framings. It is not “Al workflow automation,” because workflows often
encode the existing human process. It is not “agent orchestration,” because agents are only one worker kind
in the operating loop. It is not “Al back-office assistant,” because assistance leaves the business owner as
the manual coordinator of the system. Outcome-Native Operations names the deeper shift: from people
managing software to software managing outcome movement under human governance.
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Why now: Al abundance meets operational fragility

The market timing is defined by a paradox. Al capability is becoming abundant, but trustworthy operational
execution is still immature. McKinsey found that 62% of surveyed organizations are at least experimenting
with Al agents, while only 23% are scaling agentic Al somewhere in the enterprise and no individual
business function has more than 10% of respondents scaling agents [1]. Deloitte reports that only 21% of
surveyed enterprises have mature governance for agentic Al, while respondents expect usage to scale
rapidly by 2027 [2].

Operations leaders feel the gap. PwC’s 2026 operations survey found that 89% of operations leaders say
technology investments have not fully delivered expected results, 87% say poor data quality has affected
their ability to create value from digital initiatives, and only 37% are comfortable assigning Al agents to
execute full end-to-end operational processes [3].

The problem is not that Al cannot help. The problem is that Al is often inserted into fragmented businesses
that lack durable truth, clear authority boundaries, evidence, state transitions, or outcome measurement. An
Al agent can summarize a call, draft a message, or update a field. But if the business lacks an operating
spine, no one can reliably answer: What result was that action supposed to move? Was it permitted? What
proof came back? Did the business state change? What should happen next?

This is especially true in service businesses. Customer demand enters through phone calls, texts, forms,
emails, calendars, documents, CRMs, billing systems, staff memory, and partial notes. Revenue leaks
through missed callbacks, unsigned agreements, uncollected documents, incomplete proof, unbilled work,
payment disputes, and stale external records. Al assistance can make each step faster, but only an
outcome-native operating spine can connect the steps into a continuous business loop.

The Service-Business Spine

From demand to collected revenue and retention

L Demand J.;.L Qualification J.pt Scope J.;.L Authorization J.p.t Scheduling J.;.L Documents J
Fulfillment | Proof + | Invoiceability |- Billing - Collection - Retention
Acceptance

Revenue leakage happens between stages: missed callbacks, unsigned agreements, missing
documents, unaccepted work, unbilled value, and unresolved disputes.

Operational truth who asked, what was promised, what is missing, what is authorized, what proof exists

Outcome graph LeadRecovered, ConsultScheduled, AuthorizationReady, WorkReady,
InvoiceabilityAchieved, PaymentCollected

Governed execution obligation -> worker -> permit/gate -> typed operation -> receipt -> movement

Figure 2. Service businesses leak value between operational stages. Catena treats the stages as one outcome-directed spine.

The augmentation trap

The augmentation trap is the belief that adding Al to every human step is the same as creating an Al-native
operating advantage. It is not.
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Augmentation improves local productivity. It is useful when a professional needs a draft, a summary, a
search result, a classification, or a plan. But it often leaves the coordination burden intact. Humans still have
to decide what matters, approve every transition, remember every promise, push updates into multiple
systems, interpret whether an output is safe, and follow up when nothing happens.

Outcome-native systems are different because they change the locus of coordination. The system does not
wait for a person to interpret a dashboard and manage the next step. It identifies a blocked outcome, creates
an obligation, routes the work to an eligible worker, governs the action, captures proof, records movement,
and triggers the next action.

Dimension Al-assisted workflow Outcome-Native Operations
Primary unit Prompt, task, workflow step, or document  Business outcome with state, blockers,
value, evidence, and success criteria
Human role Default coordinator and reviewer Supervisor of judgment, exceptions,
relationships, and sensitive approvals
Al role Assistant that drafts, summarizes, Worker inside a governed execution
classifies, or suggests fabric with bounded authority
Truth model Notes, transcripts, summaries, or CRM Durable operational truth with evidence,
fields uncertainty, contradiction, and projection
Execution model Human decides what to do next System routes work based on outcome,
capability, authority, policy, and proof
required
Success metric Task completed or time saved Outcome progressed, achieved, blocked,
paused, or failed
Risk control Prompt instructions and human review Policy engine, permits, human gates,

receipts, audit, and reconciliation
The trap is subtle because Al-assisted products can look impressive in demos. They produce polished
outputs. They reduce blank-page work. They make staff feel faster. But the durable company is not created
by replacing a few manual keystrokes. The durable company is created by owning the operating truth,
outcome graph, routing policy, proof layer, and learning loop that become harder to copy over time.

The premise of Catena

Catena should be understood as the outcome-native operating system for service businesses, starting with
legal intake. The first product may appear to be an intake recovery worker. That is the wedge. The larger
premise is that service businesses need an operating spine that continuously converts messy demand into
durable truth, governed work, proof, invoiceability, and collected revenue.

The Catena premise can be expressed as five assertions:

e Tasks exist because outcomes are blocked. A callback, document request, payment reminder, or
approval is not valuable by itself. It is valuable because it can move a business result.

e Durable truth is required for autonomous work. A model cannot safely run a back office from a transcript
summary or chat memory alone.

e Governance must be outside the model. Prompt instructions are useful, but business-impacting action
requires policy, permission, typed operations, receipts, and audit.

¢ Humans remain essential but should not be the default bottleneck. Human attention should concentrate
on judgment, sensitive approvals, customer relationships, exceptions, and high-risk decisions.

e Outcome movement is the metric that matters. Catena should measure safe, evidence-backed
movement, not just agent activity or task completion.
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The Outcome-Native Execution Loop

Business outcomes stay at the center. Work is continuously sensed, governed, executed, proven, and advanced.

Business Outcome Graph

desired result + blockers + value at stake +
allowed movement

N

B ' R ( A ( A
Sense Commit truth Evaluate outcomes Route work

capture demand and —_ persist facts and evidence — identify blockers and risk = | select Al, human, or
signals system

J/ . J . J/ . J/

™ - ™

\ 'd 4
Record movement Verify proof Execute Govern action
update outcome state <+ receipt and evidence <+ typed operation or handoff <+ permit or human gate

J . J . v . v

The loop is continuous: every action either moves an outcome, explains why it
cannot move, or creates the next safe obligation.

Figure 3. The outcome-native loop: the system senses, commits truth, evaluates outcomes, routes work, governs action,
verifies proof, and records movement.

Principle 1: Outcomes are the unit of value

Traditional workflow software organizes work around tasks. CRM systems organize activity around records.
Agent frameworks organize execution around tool calls or agent runs. Outcome-native systems organize the
business around what must become true for value to move.

A BusinessOutcome is not merely a KPI. It is an operational object. It has a target state, current state,
progress, blockers, evidence, eligible workers, allowed actions, prohibited actions, value at stake, and
movement history. Examples include LeadRecovered, CallbackPathEstablished, ConsultScheduled,
AgreementSigned, AuthorizationReady, DocumentCollectionComplete, WorkReady, InvoiceabilityAchieved,
BillingActionApproved, PaymentCollected, and DisputeResolved.

This changes the product experience. The user should not primarily see a task list. The user should see
what moved, what is blocked, what requires judgment, where revenue is leaking, and what Catena will do
next. Tasks become subordinate to outcomes. Agents become subordinate to outcomes. Dashboards
become subordinate to outcomes.

The payoff is strategic. When outcomes are first-class objects, the system can learn which actions move
which results under which conditions. The data flywheel becomes state -> action -> proof -> outcome
movement -> learning. That is much harder to copy than a prompt library or a set of task automations.

Principle 2: Durable truth beats prompt memory

Al-native operating advantage requires a truth layer. The system must know what is confirmed, missing,
rough, partial, declined, contradicted, expired, inferred, authorized, prohibited, evidenced, permitted,
executed, receipted, and achieved. This is not a generic data warehouse. It is a live operational model that
humans and workers can act from.
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The need is visible in broader market research. PwC’s operations survey ties digital value creation to data
quality, with 87% of respondents saying poor data quality has hampered progress in digital initiatives [3].
The MIT Al Agent Index also highlights that agent ecosystems are complex and inconsistently documented,
with safety and transparency gaps across prominent deployed agents [4]. In that environment, durable
operational truth becomes a prerequisite for trust.

Catena should treat model output as a proposal, not as committed business truth. The model can extract,
classify, draft, explain, and recommend. The operating spine commits through commands, events, evidence,
policy, and projections. This distinction protects the company from a common failure mode: a persuasive
model output silently becoming operational fact.

Principle 3: Governance must live at runtime

Agentic Al introduces risks that appear during execution, not only during model development. A worker may
select a channel, decide a message template, attempt an external mutation, retry too often, act on stale
state, or cross an authority boundary. For service businesses, that can mean legal-advice risk, consent
violations, duplicate follow-ups, billing disputes, privacy leakage, or financial errors.

NIST describes the Al Risk Management Framework as a voluntary framework for managing risks to
individuals, organizations, and society from Al systems, and its generative Al profile identifies risks unique to
generative Al and risk-management actions [5]. ISO/IEC 42001 gives organizations a management-system
standard for Al governance, risk, traceability, transparency, and reliability [6]. These frameworks reinforce
the architectural point: governance cannot be only a policy document or prompt instruction. It must be
expressed as enforceable controls in the operating system.

In Catena, the runtime governance model should be concrete: no business-impacting external action without
a target outcome, no autonomous external action without an ActionPermit, no completed external action
without an ExecutionReceipt, and no outcome achievement without evidence-backed movement. The model
does not send the text message directly. The model requests a typed operation. Catena checks
contactability, human-only preference, quiet hours, allowed purpose, approved template, target outcome,
idempotency, and risk constraints. Only then does the adapter execute the action and return a receipt.

Principle 4: The worker fabric must include Al, humans,
and external systems

A service business is not run by Al agents alone. It is run by a shifting fabric of Al workers, named humans,
role queues, and external systems. Humans make judgment calls, approve sensitive decisions, resolve
conflicts, manage relationships, and take actions outside Catena. External systems schedule appointments,
store documents, collect signatures, process payments, hold CRM state, and record invoices. Al workers
classify, draft, route, request permits, execute bounded low-risk work, and escalate.

The key product move is to represent all of them as workers inside one durable orchestration fabric. A
human is not a “manual exception” outside the system. A calendar is not merely an integration. Stripe,
DocuSign, Google Calendar, Clio, and a CRM are not reasoning agents, but they are capability-bearing
systems that produce signals and receipts. Catena should know who or what acted, what they were allowed
to do, what proof returned, and what outcomes were affected.

This is where handoffs become category-defining. Work often fails not because a single step is hard, but
because responsibility transfers badly: Al to human, human to Al, Al to external system, external system to
human, human to external system, Al to Al, human to human. Outcome-native systems make those
transfers durable objects with context, expected input, proof of pickup, proof of completion, SLA, escalation
path, and affected outcomes.
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The Worker Fabric: Al + Human + External Systems

Al workers
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Handoff objects preserve responsibility, context, proof requirements, SLA, and affected outcomes.

Projection rules convert real business signals into durable contribution without forcing humans to maintain a

Figure 4. Catena should orchestrate Al workers, human workers, and external systems under the same outcome spine.

Principle 5: Receipt is not movement

This is one of the most important product invariants. An ExecutionReceipt proves that an action happened.
An OutcomeMovementEvent proves that business state changed. A sent message is not a recovered lead.
A payment link is not payment collected. A document upload is not document sufficiency. A calendar event

second work log.

is not necessarily a completed consult. A human approval is not automatically invoiceability.

Systems that collapse receipt into success will optimize activity and create false progress. Systems that

separate receipt from movement can learn what works, detect stalls, and avoid risk. This distinction is also

the difference between a workflow dashboard and an operating spine.
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Receipt Is Not Movement

4 I 4 I
Execution Receipt Outcome Movement
Proof that an action happened. Proof that business state changed.
Evaluation +
v message delivered evidence + v lead recovered
policy
v calendar event created v consult scheduled
—
v document uploaded v agreement signed
v payment link sent v work readiness unblocked
v external status changed v invoiceability achieved
v approval clicked v payment collected
\. J . J

A system that counts activity as success will optimize busywork. A system
that records movement can compound.

Figure 5. Execution receipts prove activity. Outcome movement proves business state changed.

The legal-intake wedge

Legal intake is the right beachhead because it exposes a hard version of a broader service-business
problem. The input is messy. The stakes are high. The customer may be emotional. Facts are incomplete.
Consent matters. Human judgment boundaries are real. Downstream revenue depends on scheduling,
scope, authorization, documents, proof, billing, and collection. A simple voice bot or transcript summary
cannot own that full loop.

The legal market is also already feeling Al pressure. Clio’s 2025 Legal Trends Report reports widespread Al
use among legal professionals, sustained expectations for more use, and evidence that technology adoption
can increase capacity without adding headcount. It also shows that client experience and convenience are
becoming more important as consumers use Al and digital channels in their search for legal help [7].

Catena’s first wedge should not be “Al answers the phone.” It should be “the call ends, and the operating
system keeps moving the outcome.” A caller who refuses Al but provides a callback number is not failed
intake. It is recoverable demand with a constrained path: preserve the lead, respect human-only preference,
record contactability, create the business outcome, open the blocker, route the work, and continue safely.

The wedge expands naturally. Once the system can preserve demand and schedule consults, it can track
agreement readiness, document collection, work readiness, proof, acceptance, invoiceability, billing
approval, payment status, dispute pause, and external drift. Legal intake is the first proof point. Outcome-
native service operations is the company.
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Architecture of the operating advantage

The operating advantage requires several primitives working together. These are not feature names; they
are the objects that make Al-native operations governable and compounding.

Primitive Question it answers Why it matters
BusinessOutcome What result is being pursued and what Turns activity into outcome movement
blocks it? and creates a measurable unit of value.
Operational Truth Graph What is true, missing, contradicted, Prevents models from acting on
authorized, evidenced, or stale? summaries, hallucinations, or staff
memory.
Readiness + Blockers Why can this outcome not move yet? Transforms vague incompleteness into
actionable next work.
Obligation What unfinished work exists because an Creates durable, claimable work rather
outcome is blocked or at risk? than loose tasks.
Worker Who or what has capability, authority, Unifies Al agents, humans, role queues,
and availability? and external systems.
Handoff Where did responsibility transfer, and Protects continuity across Al-human-
what proof is required? system boundaries.
HumanGate What requires human judgment, Keeps humans in the loop for the right
approval, or sensitive review? reasons without making them the default
bottleneck.
ActionPermit What exact action is allowed under Moves governance outside the model
policy? and into runtime control.
TypedOperation What business action can be executed Prevents arbitrary tool use and allows
safely? adapter execution with schemas and
constraints.
ExecutionReceipt What proof came back? Creates auditability for actions across Al,
humans, and external systems.
OutcomeMovementEvent Did the business state actually change? Separates real progress from activity.
ProjectionRule How can human or external-system work  Eliminates duplicate human logging and
be inferred from existing signals? keeps the spine current.

The most important design choice is that the agent receives an outcome-directed job, not a database. The
job contains mission, target outcome, truth, blockers, allowed actions, prohibited actions, policy constraints,
and required proof. This makes the agent interface simple while preserving a rich operating system
underneath.

The second most important design choice is projection. Operators cannot be expected to maintain a parallel
work log. Human contribution should be inferred from signals already in the business: email replies, calendar
completions, payment events, document uploads, e-signature completions, CRM updates, phone calls, and
one-tap approvals. The system can request confirmation when confidence is low, but “please update the
system” cannot be the default proof path.

Moat and learning loop

The agent is replaceable. The operational truth, outcome graph, execution fabric, proof layer, and learning
loop are the asset. This matters because model capabilities will continue to commoditize. Multiple foundation
models and agent frameworks will be able to summarize, draft, classify, and call tools. The durable moat is
the system that knows what happened in the business and what moved value.

Recent agent research supports the need for infrastructure beyond the model. Al Agents That Matter argues
that agent evaluation needs to go beyond accuracy and account for cost, reproducibility, and real-world
usefulness [8]. Infrastructure for Al Agents argues that agents need external technical systems and shared
protocols to attribute actions, shape interactions, and detect or remedy harmful actions [9]. Catena’s version
of that infrastructure is verticalized around service-business outcomes.

The data Catena should compound is not simply “what people said.” It is what happened after the system
acted. Which message recovered a lead? Which document request resolved a blocker? Which approval
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gate aged into revenue leakage? Which handoff stalled? Which proof made invoiceability safe? Which
external system drift caused a contradiction? This outcome-labeled operational history becomes the learning
asset.

The Compounding Moat

State -> Action -> Proof -> Movement -> Learning

Operational Truth

eceipts and evidence
Outcome Learning
what actually moved vajue

The model can be replaced. The™ el operational history is the asset.

Figure 6. The moat compounds around outcome-labeled operational history, not around a single model or agent.

Implications for product, GTM, and investors

Product implication: the primary surface should be outcome movement, not agent activity. A managing
partner or owner should open Catena and see what moved, what is blocked, what needs judgment, where
value is leaking, and what the system will do next. The Ul should still expose timelines, workers, evidence,
receipts, and audits, but the product should not collapse into a task dashboard.

GTM implication: the wedge should be narrow enough to sell but broad enough to prove the architecture.
Legal intake recovery is strong because it connects emotionally obvious loss with a visible outcome path:
refused or incomplete demand becomes callback, consult scheduling, authorization, documents,
invoiceability, and revenue. The sales story should avoid “Al receptionist” framing and instead emphasize
recovered demand, fewer dropped balls, human judgment where required, and revenue-critical operating
continuity.

Investor implication: Catena should not pitch itself as another agent app. The category claim is that service
businesses need a trusted execution layer for outcome-native operations. The demo should prove that the
system preserves demand, creates durable truth, respects constraints, routes work, issues permits, records
receipts, separates activity from movement, escalates judgment, and shows revenue impact.

Investor line: Al workers will become abundant. Trusted outcome-directed
execution will be scarce.
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Risks and defenses

Outcome-native operations only work if the architecture is honest about risk. Catena should not claim
autonomous legal judgment, conflict clearance, fee approval, trust-fund decisions, or sensitive payment
actions. Those require human judgment or constrained external-system authority. The product should win
trust by showing where it refuses, pauses, asks, escalates, and waits for proof.

Risk Failure mode Catena defense

False progress A message or task is treated as success. = Separate ExecutionReceipt from
OutcomeMovementEvent; require
evidence-backed movement.

Policy overreach An agent sends a message, schedules, ActionPermit, typed operations, domain
or requests money outside authority. policy, approved templates, and human
gates.
Human bottleneck Every step waits on approval. Route humans only for judgment,

sensitive approvals, relationships, and
exceptions; use projection for routine
contribution.

Human invisibility A human acts outside Catena and the Projection rules from email, calendar,
spine stays stale. payments, documents, CRM, phone, and
one-tap acknowledgments.
External drift CRM, billing, calendar, or document System-of-record maps, reconciliation
systems contradict Catena state. events, drift detection, and review
obligations.
Model hallucination A generated summary becomes Commit through commands, events,
operational truth. evidence references, and validated fact-
state transitions.
Duplicate work Multiple workers chase the same callback Exclusive WorkClaims, idempotency
or document. keys, contact attempt limits, and receipt
dedupe.
Legal or financial sensitivity The system executes work that should HumanGate primitives for conflict,
require human judgment. authority, scope, fee, billing, dispute, and

trust-sensitive actions.
The strongest trust signal is not claiming full autonomy. The strongest trust signal is showing the operating
system knows when not to act.

Conclusion

Al-assisted workflow will be table stakes. Every CRM, practice-management platform, workflow tool, and
communication product will add copilots, summaries, drafts, and agent-like automations. Those features will
improve productivity, but they will not by themselves create durable operating advantage.

The next advantage belongs to systems that reorganize work around outcomes. Those systems will own
durable truth, outcome state, governed execution, worker routing, evidence, receipts, movement, and
learning. They will know what should happen next, who or what can do it, what authority is required, what
proof must return, and whether the business result actually moved.

That is the premise of Catena. Legal intake is the wedge. Outcome-Native Operations is the category. The
service-business operating spine from demand to collected revenue is the company.

Final claim: Catena is not trying to add Al to the existing service-business
workflow. Catena is building the operating spine that continuously moves
outcomes across Al workers, human judgment, and external systems under truth,
authority, proof, and governance.
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