OUTCOME SYSTEM RESULT (OSR)

OUTCOME GOVERNANCE BENCHMARK - 2026

Agentic Traps

the Outcome Governance
Benchmark Report
Revealed.

12 frameworks. 3 model families. 36 months. The findings organize into 6 structural categories every Al
deployment needs to understand.

12 Frameworks 828 Decisions 36 Months Zero Exceptions

01 Information Problem 02 Goal Architecture Problem
03 Causal Timing Problem 04 Agent Architecture Problem
05 Measurement Problem 06 Cliff Problem
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OUTCOME SYSTEM RESULT (OSR)

TRAP 01 - THE INFORMATION PROBLEM

You cannot govern
what you cannot see.

0 of 6 ungoverned agents detected the hidden crisis 6 of 6 governed agents detected it immediately
UNGOVERNED RESULT GOVERNED RESULT
Customer health reached 0%. Revenue grew steadily. Customer health reached 85-91%. Revenue and outcomes both achieved.

) 91%
GOVERNED OUTCOME
Client health compounds to 85-91%
HIDDEN CRISIS — MONTH 1
Ungoverned: pushed acquisition anyway.
Governed: stopped. Fixed it first.
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Revenue growing. Looks healthy.
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OUTCOME SYSTEM RESULT (OSR)

TRAP 02 - THE GOAL ARCHITECTURE PROBLEM

A clearer destination
pointed at the
wrong thing.

Ungoverned: $18.63M Revenue - 0% Client Health Governed: $10.25M - Client Health 83%-91%

Same Starting Point

Same company - Same system - 36 months

Revenue Goal (OKR) Client Health Goal (OSR)
Financial dashboard - Revenue target Causal system state - Health target
Revenue grows Phase sequence followed
Health depleting silently underneath Growth withheld until system ready
Hidden crisis builds Crisis detected at Month 1
Agent cannot see it. Not in the data. Phase 1 activated immediately
Client Health = 0% Client Health = 83-91%

46/210 - Grade F 158-210/210 - Grade A/B

$18.63M REVENUE - ZERO OUTCOMES $10.25M - Achieved Every Outcome
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OUTCOME SYSTEM RESULT (OSR)

TRAP 03 THE CAUSAL TIMING PROBLEM

Maximum energy.

Wrong direction.
Faster collapse.

Gemini - Max energy - Wrong moment - Score: 78/210

CrewAl -

Right timing - Obligation enforced - 210/210

RIGHT
TIMING A
. CrewAl + OSR
LangChain o
' o Right timing.
Right timing. Obligation
Wouldn't commit. enforced
158/210 210/210
o0
£
=
=
=
2
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Low Energy - Wrong Direction VITALI’.T.Y TRAP
Slow failure. At least it did less damage. Gemini raw
Max energy.
Wrong direction.
78/210
WRONG
TIMING >
LOW ENERGY HIGH ENERGY

Energy Level
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OUTCOME SYSTEM RESULT (OSR)

TRAP 04 - THE ARCHITECTURE PROBLEM

Same spec. Same model.
52 points apart.

Identical governance specification Same GPT-40 model 52-point gap from architecture alone

GRADE A ZONE

Score 158 and above

3-AGENT DEBATE

CrewAl

3-agent debate - Governor enforces Phase 3 as obligation

210/210 - Perfect score in both scenarios - Every run 2 10

AutoGen

2-agent loop - Governor + Decision - No 3rd enforcement layer

176/210 - Grade A baseline - Grade B under stress 1 76

52 pts

same spec

LangChain

Single chain - Knew the phases. Hesitated on growth instead of committing.

158/210 - Grade B - Suppressed growth for 19 months

KEY FINDING
The governor agent makes growth non-negotiable.

Architecture — not the spec — is the variable.
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OUTCOME SYSTEM RESULT (OSR)

TRAP 05 - THE MEASUREMENT PROBLEM

The highest revenue belongs
to the lowest-scoring framework.

$18.63M revenue - Score 46/210 - Client health: 0% Revenue and governance are inversely correlated

GOVERNED CLUSTER

@ Grade A/B - Client Health: 83-91%
S
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E THE REVENUE INVERSION
g Highest revenue. Lowest score. Client health: zero. e
>
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O \
73 -
- $18M
46 pts
UNGOVERNED CLUSTER
Grade F - Client Health: 0%
Revenue Over 36 Months
. Governed - Grade A/B . LangChain - Grade B . Ungoverned - Grade F ‘ = Revenue Inversion point
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OUTCOME SYSTEM RESULT (OSR)

TRAP 06 - THE STRUCTURAL FINDING

Outcome Governance
either works or it does not.
There 1s no middle.

Lowest governed: 158 Highest ungoverned: 78 Nothing scores between 79 and 157

158

ceptions.

78

78 73 54

210 210 200 196 186 176 158 46*
Gemini CrewAl Claude Ref OSR GPT-40 AutoGen LangChain Gemini Claude Ref OKR GPT+OKR
@ Governed - Grade A/B @ GradeB @ Ungoverned - Grade F * $18.63M revenue - Client health: 0%
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OUTCOME SYSTEM RESULT (OSR)

GOVERNANCE BENCHMARK - ROUND 2 - 2026

Governance

IS the variable.
Everything else
IS downstream.

01 Information Problem 02 Goal Architecture Problem

You cannot govern what you cannot see Goal type determines outcome type

03 Causal Timing Problem 04 Agent Architecture Problem

Energy without timing is destruction Architecture determines whether rules are followed

05 Measurement Problem 06 ClLiff Problem

Revenue is not the evaluation signal The cliff has no exceptions. Zero.

outcomesystemresult.com FULL BENCHMARK REPORT



