System Architecture: The Innovation 0S

Converting uncertainty into validated opportunity.

\ > run 1nit --dla-stack |
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Crushing the Execution Bottleneck

System Overhead (AI Accelerates)

The Kernel (Human Judgment)

Synthesizing hours of interview notes Validating if a customer will actually pay

Framing 100+ 1deas across 10 categories Deciding whether to pivot or persevere

Generating first-draft Business Model Canvases

Defining the overarching vision

Building 18-month financial models

Making the final Go/No-Go call

> AI does not tell you if your idea is good. Customers do that.

AI gives you the bandwidth to ask them.
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The DLA Stack: Sequencing by Uncertainty

Design Thinking

High Risk / Problem Level

What problem is worth solving?

Empathy mapping,
/discovery

Lean Startup

Medium Risk / Solution Level

Does this solution work?

MVP, Assumption mapping,

/hypothesis

Agile

Low Risk / Delivery Level

| How do we build efficiently? |

\ /sprint

User stories, Sprints,

FATAL ERROR: Jumping straight

to Agile produces a beautifully
executed solution to the wrong
problem.
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System Memory: innov.local.md

/discovery

/idea

A

/hypothesis

A

]

/validate |<—

<<[

/canvas < 1>

venture: Context & Solution Hypothesis

customer_profiles: JTBD, Pains, Buying Process

key_assumptions: Ranked Risk Map
financial_model: Unit Economics & Runway
competitive_landscape: Competitors & Moats

/financials

Y

/sprint

/market

Y

/pitch

/gtm

Generic input produces generic output. Without this configuration file, you are brainstorming.

With 1t, you are running an integrated Innovation OS.
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From Discovery to 100 Ideas in One Hour

Desirability
Step 1: Step 2: The | /\
; 100 ideas The “Why

The JTBD Map "How Might We" generated across 10 '
: Prompt categories. Now?" Gate
Functional,
> run fdiSEﬂVE‘I}I' > Emﬂtlﬂnﬂl, > Ex: How n‘“gh‘[ we > Dnly ideas scﬂrlng ) What Changeij in the
Related tasks. give CFOs audit GREEN in 2+ DVF last 2-3 years to
confidence without dimensions pass make this possible
Ex: CFO wants to leaving WhatsApp?

avoid audit anxiety.

S through. today?
Viability
Feasibility




Visual Triage: The Assumption Risk Matrix

Existential
(Tier 1 - Pivot
required)

Serious
(Tier 2 - Product
changes)

Impact if Wrong

Important
(Tier 3 - Optimization)

A-001: CFOs will
pay $500/mo =

Assumed Anecdotal Validated
Evidence Quality

Confidence without
evidence is just a
well-articulated guess.
Everything in the red
zone must be tested

before a single line
of code is written.




The Minimum Viable Test (MVT) Staircase

Pl RN i N i s i

> Never move to Level 5 1f a Level 1 I
conversation will invalidate the assumption.

Level 5 (Months)

Functional MVP.
Minimum end-to-end

product.
Level 4 (Weeks)
Wizard of Oz.
Frontend built, manual
backend.
Level 3 (Days/Weeks)
Concierge MVP.
Do the job manually.
Level 2 (1 Day)
Landing Page / Waitlist.
Test market intent at scale. An MVP is not the minimum
product you can ship.
Level 1 (Zero Cost, 30 Min) : o
Conversation. Itis the_r_nlmrnum test of your
Ask customers directly. most critical assumptions.
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> run /validate

Pilot Data and the
Pivot Protocol

Pre-agreed failure
triggers prevent emotional
attachment to bad ideas.

[ |

/

Enthusiasm is not validation.
Evidence Quality Gauge

Failure Criteria Trigger

Zoom-in

Zoom-out Customer Segment

Technology Customer Need

Business
Architecture Platform
Channel
The 8 Pivot Types

A pivot is not a failure. It i1s a data-driven direction change that preserves your validated
learning while altering the broken dimension.
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System Viability: Canvas & Unit Economics

Canvas Health

Cost Customer
Resair Need

Business
Soctors

|

I
High-risk
nypothetical

olock.

Unit Economics

CAC:
LTV:
Payback Period:

Breakeven:

> run ffinancials

Market-rate calculated
Lifetime value metric
Months to recover CAC

Minimum customer count

THE CHURN WARNING: A 4x difference in churn produces a 4x difference in LTV.
If churn is assumed and not measured, your entire financial model is a hypothesis.

RULE: Always use Sustainable CAC (market-rate founder cost), never Founder-Led CAC (volunteer labor). |
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Precision Go-To-Market
>

g

> run /gtm

N =

THE: I'GP

—

FORMULA:

A

Demographic Profile + BUYING TRIGGER = Action

-

\

X

B

N o e TCMN
F ui-ll.ﬁ, Ul j

Status: Normal week (Browsing)

EENTRTER
Profile: CFO

Status: Auditor flagged AP controls
(Buying Trigger Activated)

Value Capture Trials Channel Efficiency
Price must be <10% of the .| Paid trials filter for commitment. |1 Rank #1: Founder-Led Outreach.

value delivered.

Free trials attract browsers.

Use for early stage to force ICP
refinement and build the playbook.
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The 9-Slide Emotional

Engineering Map

Emotional Arc

> run /pitch

Quality Standard Check

* Every claim sourced.
* No banned phrases (“Massive

L

opportunity”, “No competition™).

*Traction Hierarchy:
Revenue > LOIs >
Waitlist > Interviews

@
>
. l s} i e @ ! & e}
Node 1: Node 2: Node 3: Node 4: Node 5: Node 6: Node 7; Node 8: Node 9:
Hook Problem Solution Market Traction Business Model Team Ask Vision
(Curiosity & (Recognition (Relief) (Scale (De-risking)* (Financial (Trust) (Clarity) (Ambition)
Urgency) & Empathy) Calibration) Conviction)
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Delivery vs. Discovery: The Innovation Sprint

Product Sprint Innovation Sprint EETNE T
Goal: Delivery. Goal: Delivery + Learning.
Priority: Business value + complexity. Priority: Assumption Risk x Delivery Value.

Definition of Done: Code deployed & QA passed. | Definition of Done: Code deployed + Learning
measured & innov.local.md updated.

User Story Anatomy

Role

Action & Acceptance Criteria

Link to Assumption ID

An innovation user story must explicitly link to

an Assumption ID.
Example: Tests A=004: WhatsApp integration feasibility.

& NotebooklLM



Background Processes:
The Four Persistent Agents

Idea
Generator

Delivers the Monday
Innovation Brief:

3 unsolicited ideas
+ 1 Uncomfortable
Question based on
market signals.

Customer
Intelligence

e N\ Business
Fundraising Agent C = Case Agent

Business Model
Architect

Intrapreneur Translation:
Flip agent mode for internal
corporate alignment.

Fundraising
Readiness

Synthesizes
cross-channel
feedback into a
weekly Customer
Signal Digest.

Runs the Monthly
Financial Health
Review to catch @
stale
assumptions and
runway cliffs. ©

Evaluates data
room against a
16-point checklist.

Runs 48-hour
pre-pitch investor
briefs.

& NotebooklLM



The Fully Engineered Machine

r g
/develop

B ;|'

> EXECUTION // COMPLETE
The best innovation is the one that gets built. And the one that gets built is the one that was tested, validated, and communicated
clearly. AI compresses the execution cycle by an order of magnitude. The judgment remains yours. Use the system.
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