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Alls Nota Tool.ltls
a Workforce.

The management model changes when Al stops assisting work and
starts owning work.




OPENING PREMISE

The first mistake sounds
practical.

How often did it Did the

run?

What can this
workflow get

faster?

automate?

The better question is: what role should this worker own?



Most
companies
adopt Al
like
software.

They buy access. They configure
settings. They train people. They
measure usage.

That works when the thing being
managed is a tool.

It breaks when the thing being managed
performs work.

The management model is wrong for
the behavior.



Al behaves less like
software and more like
labor.

Interprets Drafts Compares Remember Recommen

Those are work behaviors.



If it performs work, it needs
management.

Decisions Context Participation

If it participates in the
If it influences decisions, If it learns from context, it P P

. . company, it needs a place
it needs accountability. needs memory. bany P

in the operating system.

Access will become common. Management
discipline will not.



The Digital Workforce Map

Seat Purpose Authority

The business function it The outcome it exists to What it can do without
serves. improve. approval.

Inputs KPIs Memory

The systems and signals The measurable proof of What it must preserve
it reads. value. across time.

An agent without these fields is not a worker. It is a prompt with a name.



DIGITAL WORKFORCE MAP

Human and digital seats
belong on one
accountability map.

SHARED ACCOUNTABILITY CADENCE

Human owner One result Digital worker
system

CEO Executive Ollie
Role

(oJ0]0) Operations Ollie
Goal

VP Sales Sales Ollie
KPI

VP Customer Customer Success

Success Memory Ollie

The map does not make agents equal to people. It makes their work visible enough
to manage.



SEAT BEFORE SKILL

Capability is not a
role.

Capability Role

Can this model write, Which business seat
summarize, analyze, or does this digital worker
route? serve?

Sales Ollie is not an Al that writes emails. Sales Ollie
protects follow-through, stale-deal memory, and
pipeline risk.



Unclear authority
is the fastest path
to unmanaged risk.

Must
May May May Must
never
do draft recommer escalate .
decide

Boundaries are not anti-agent. Boundaries are what
make agents usable inside real companies.



INPUTS, KPIS, AND MEMORY

An agent becomes
manageable when
leaders can
inspect three
things.

What did it What result What did it
read? did it serve? remember?
Memor
Inputs define KPIs define . Y
o defines
context. contribution. )
Improvement.

Without all three, the agent may be useful, but the
company cannot manage it.



Usage is not the same
thing as contribution.

Tool adoption asks Workforce management asks
Did people use it? Did the role improve the business?

Did the workflow get faster? Was contribution visible on a KPI?

Was the team trained? Did memory change future work?

Al can feel productive while accountability stays
invisible.



CEO Executive Ollie

Owns outcor Tracks decisions

Ollie sits
beside the
leadership
team.

Not above them. Not outside the
system. Beside them.

The role card reads: Role card . E:ADO
Organizational Partner, Organizational Partner ; %.
accountable to shared KPlIs, Shared KPI 1
managed through cadence, Memory owner 2

memory, and review.



Divide Al usage into two
groups.

Agents that own recurring
responsibility

Tools that assist a person

They need adoption.
They need management.

01

What seat does it
serve?

05

What KPI proves
contribution?

02

What result
should improve?

06

What should it
remember?

03

What authority
does it have?

07

Who reviews the
role?

04

Which inputs can
it read?



CLOSING

Al is not waiting to become
part of the workforce.

It already is.

The only question is whether the company will manage it on purpose.

Tool adoption is not enough. Digital workforce
management is the next discipline.



