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How to read this document

This is not a product paper and it is not marketing. It is a thesis about how enterprises will change
over the next decade, written to be judged in 2035. It makes a specific claim, defends it against
the strongest objections we can construct, and derives from it the company that should exist —
which is the company we are trying to build.

Nothing in this paper depends on which Al model is best this quarter. We assume throughout that
models will become dramatically more capable, dramatically cheaper, and largely commoditized.
If that assumption offends you, read section three first. The interesting question was never which
model wins. It is what the enterprise must become once highly capable machine intelligence is
abundant — and what layer of software the world needs to make that transformation governable.

Where the thesis is uncertain, we say so. Section fourteen is a list of the ways this document could
be wrong. We wrote it with the same care as the rest, because a vision that cannot name its failure
modes is not a vision; it is a mood.
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Partl — The Claim

1. The Miscategorized Revolution

Every era files its biggest invention under the wrong department at first.

The corporation filed electricity under "power equipment" for thirty years before realizing it was
actually a new way to arrange a factory. It filed the internet under "IT" for a decade before
realizing it was a new way to arrange an economy. Today, nearly every enterprise on earth is
filing artificial intelligence under "software" — a line item in the IT budget, evaluated by the CIO,
procured like a database, rolled out like a SaaS tool.

We believe this is the same category error, repeated.

Al is not primarily a software revolution. It is a labor revolution. The technology's defining
property is not that it computes, stores, or transmits — software has done all three for seventy
years. Its defining property is that it performs work that previously required a person. It reads the
contract. It works the denied claim. It answers the customer at 2:47 a.m. It follows up with the
lead before a competitor does. These are not features. They are job descriptions.

Once you see this, the strategic question every company faces stops being "which Al tools should
we buy?" and becomes something much older and much better understood: who works here, what
do they do, and who is accountable for their output?

Our claim, stated plainly:

Every company will operate two workforces — a human workforce and an Al workforce.
The Al workforce will not be experienced as software. It will be experienced as employees:
hired for roles, measured on outcomes, managed through an organizational structure, and
paid for the work they produce. The fundamental unit of enterprise computing will shift
from the software license to the digital worker.

Companies will not buy software. They will hire workers.

This single reframing — from product to worker — changes nearly everything downstream: how
Alis procured (hiring, not purchasing), how it is priced (compensation for output, not seats), how
it is evaluated (performance reviews, not feature comparisons), how it is governed (permissions
and accountability chains, not admin panels), and who inside the enterprise owns it (the business,
not only IT).

The rest of this paper defends that claim, works out its consequences, and asks what
infrastructure a two-workforce world requires. Our answer is that it requires something that does
not yet exist at maturity anywhere: an operating system for the AI workforce — the layer that
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gives digital workers identity, memory, permissions, supervision, and an audit trail, the way
today's enterprise systems give those things to people.

2. Every Technology Revolution Was an Organizational
Revolution

The strongest evidence for the thesis is not anything about AL It is a pattern that has repeated at
least seven times in the last two centuries: transformative technologies deliver almost nothing
until organizations restructure around them — and then they deliver everything at once.

Steam and the factory. Before steam, work happened where workers lived; the "putting-out”
system distributed wool to cottages and collected cloth. Steam power was useless to that
structure — you cannot ship a steam engine to a thousand cottages. Its value appeared only when
production reorganized around the engine: the factory, a new social invention, with shifts,
foremen, and floor layouts dictated by the drive shaft. The technology was the engine. The
revolution was the factory.

Electricity and the thirty-year lag. Economic historians still puzzle over why factory
electrification produced almost no measurable productivity gain for its first three decades. The
answer, documented by Paul David and others, is that factory owners swapped steam engines for
electric motors without changing the factory. They kept the central drive shaft, the belts, the layout
— and got the old performance at a new price. The gains arrived only when a generation of
engineers who took electricity for granted redesigned the plant around a new assumption: power
could go anywhere, so machines could be arranged by workflow rather than proximity to the
shaft. Unit-drive motors, reorganized floors, and only then the productivity explosion of the
1920s. The lesson generalizes: installing a technology inside an old structure produces a
fraction of its value; the value lives in the restructuring.

ERP and the legible enterprise. Enterprise resource planning was sold as software and
experienced as surgery. Companies discovered that installing SAP meant redefining what an
order was, what inventory meant, and who was allowed to promise what to a customer.
Thousands of implementations failed precisely because leadership believed they were buying a
product when they were actually rebuilding their operating model. The survivors got something
profound: a company whose processes were explicit, inspectable, and consistent — a legible
enterprise. ERP's real product was organizational, and everyone who treated it as an IT project
learned that the hard way.

CRM and the institutionalized relationship. Before CRM, customer relationships lived in the
salesperson's head and left the building in their briefcase. CRM's actual innovation was
organizational: it made the relationship a corporate asset instead of a personal one. Pipelines
became inspectable, forecasting became a discipline, and an entire management culture (the
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weekly pipeline review) grew around a database schema. Again: sold as software, adopted as
structure.

The internet, the cloud, and the smartphone each repeated the pattern at increasing speed.
The internet was filed under "put up a website" until it restructured distribution, media, and
retail. The cloud was filed under "cheaper servers" until companies noticed the real product was
organizational: elasticity replaced capacity planning, opex replaced capex, and a two-pizza team
with a credit card could deploy infrastructure that previously required a datacenter committee
— which is why startups born on the cloud ran circles around incumbents who merely used it.
The smartphone was filed under "a phone with apps" until it reorganized companies around a
customer who is present twenty-four hours a day, collapsing the boundary between "online" and
"offline” business.

Seven technologies, one pattern:

1. The technology arrives and is categorized as an upgrade to something familiar.
2. Incumbents install it inside their existing structure and see modest returns.

3. Arestructuring generation rebuilds the organization around the technology's actual
property.

4. The gains concentrate — disproportionately — in the restructured organizations.

5. In hindsight, everyone agrees the technology was "really about" the organizational change.

Now apply the pattern to Al Its actual property is not conversation, and not content generation.
It is that cognitive labor has become manufacturable — producible on demand, at marginal
costs approaching electricity, in quantities limited by budget rather than by birthrate, geography,
or the labor market. No previous technology had that property. Steam manufactured force.
Electricity distributed it. The internet distributed information. The cloud manufactured
computing. Al manufactures work.

A property that novel does not slot into the software budget. It restructures the org chart —
because the org chart is, and always has been, a map of who performs which work. When the set
of possible workers changes, the map must be redrawn. The companies that redraw it early will
enjoy the 1920s-factory advantage over those who bolt copilots onto the line shaft.

3. The Abundance Assumption

Every argument in this paper rests on one assumption, so we state it explicitly and build only on
top of it:

Machine intelligence will become abundant, cheap, and commoditized — and no enduring
enterprise architecture should be designed around the limitations of any current model.
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We hold this assumption for three reasons. First, the trajectory: the cost of a unit of model
capability has fallen at a rate that embarrasses Moore's Law, and every frontier capability of a
given year has become a commodity within roughly two. Second, the market structure: multiple
well-capitalized labs, open-weight ecosystems, and national interests all push toward capability
diffusion, not concentration; even if one lab leads, the trailing edge is what enterprises deploy at
scale, and the trailing edge is nearly free. Third, and most important, the design principle:
architectures anchored to a technology's scarcity die when it becomes abundant. Nobody designs
applications today around the price of storage. The correct posture is to design for the world
where intelligence is not the bottleneck — because either that world arrives and your
architecture is ready, or it doesn't and nothing anyone builds matters much anyway.

Here is the consequence most analyses miss. When intelligence becomes abundant, it stops
being the differentiator — and everything around it becomes the bottleneck. The scarce
resources in a world of cheap cognition are:

- Trust — knowing what a machine worker did, why, with whose authority, and being able
to prove it.

- Context — the accumulated, particular knowledge of this company: its customers,
exceptions, tone, and unwritten rules.

- Accountability — a chain from every machine action to a human who answers for it.

- Organization — the structure that decomposes goals into work, routes work to workers,
and assembles output into outcomes.

Models supply none of these. They are precisely what organizations supply, and what enterprise
software has always existed to encode. This is why the commoditization of models is not a threat
to the thesis but its foundation: the more commoditized intelligence becomes, the more
valuable the layer that organizes it. The dynamo did not make fortunes; the reorganized factory
did. The model will not make fortunes inside the enterprise; the reorganized enterprise will —
and the software that layer runs on is the prize of the next decade.

A note on what we deliberately do not assume. We do not assume artificial general intelligence,
whatever that phrase means this year. The thesis requires only workers that are competent within
defined roles under supervision — a bar current systems already clear for narrow work and will
clear more broadly each year. If capabilities advance faster than we assume, the thesis
accelerates; the governance layer becomes more necessary, not less, because the workers become
more consequential. The thesis is robust to the pace of progress in a way that model-centric
strategies are not.
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4. Why Everything Built So Far Is Scaffolding

If the destination is a second workforce, the current generation of Al products is best understood
as scaffolding — genuinely useful, historically necessary, and structurally incapable of being the
final form. This section is not a dismissal. Scaffolding is how you construct a building. But
confusing it for the building is how strategies fail, so it is worth being precise about what each
current form is, and why each one points beyond itself.

Chatbots put a conversational surface on a model. Their structural limit: a chatbot has no
obligations. It waits to be spoken to, answers, and forgets. It holds no queue of work, owns no
outcome, and appears on no org chart. Conversation is an interface, not an employee. The moment
a company asks "who is responsible for making sure every customer inquiry is resolved?" the
answer cannot be "the chatbot" — someone must own the outcome, and the chatbot has no
mechanism for ownership.

Copilots attach a model to a human's tool and make that human faster. This is real value with a
real ceiling: the copilot inherits the human's scale. It works when they work, sees what they see,
and its output is capped by their attention. Copilots are the line-shaft phase of Al — the electric
motor bolted where the steam engine used to be. They improve the existing structure and, by
design, cannot transcend it. A company of a thousand people with copilots is still a company of a
thousand people.

RPA and workflow automation encode a fixed procedure: when X, do Y. Their limit is brittleness
by design — they execute the happy path and break, silently or loudly, on exceptions. But
exceptions are where work actually lives; most of what an organization pays people to do is
absorb variance the process didn't anticipate. Automation removed the repetitive center of jobs
and left the exceptional edges to humans. A workforce is the opposite shape: it is hired precisely
to handle the edges, escalating only what it cannot resolve.

Agent platforms and frameworks — the current wave — are the most interesting and the most
incomplete. They give developers primitives for building autonomous loops: plan, act, observe,
repeat. What they conspicuously lack is everything an enterprise requires around the loop:
durable identity, scoped permissions, cost accounting, quality measurement, an escalation chain,
an audit trail, versioned configuration, and a management structure. An agent framework
answers "how do I build an agent?" An enterprise needs the answer to a different question: "how
do Iemploy ten thousand of them without losing control of my company?" No framework answers
that, because it is not a framework question. It is an operating system question.

Prompt engineering and custom GPTs treat the configuration of a worker as an artisanal text
file. This is the clearest tell that we are early: no serious discipline stores its core operational logic
as an unversioned string pasted by whoever last edited it. Prompts will not disappear — they
become one field among many in a worker's versioned, testable, auditable configuration, the way
source code did not disappear but stopped being emailed around as attachments.
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Notice the common deficiency. Every one of these forms is missing the same set of things —
identity, memory, accountability, supervision, lifecycle — and those are not model features. They
are organizational features. The market keeps building better brains and skipping the institution
the brains are supposed to work inside. History says the institution is the actual product. The
factory, not the engine. The legible enterprise, not the ERP module. The second workforce, not the
model.

One more transitional form deserves honesty: the current wave of "Al employees" — including
ours. Today's named digital workers, Mesaya's included, are early: narrower than their titles
imply, more supervised than their marketing admits, and stitched together with more human
operations than anyone in the industry likes to disclose. We regard this not as an embarrassment
but as the correct developmental stage — the Wright Flyer was also mostly scaffolding. The
difference that matters is architectural direction: whether each deployment is a bespoke project
that dies with its integration, or a step toward workers as durable, governed, first-class objects.
That distinction — project versus platform — is the subject of the second half of this paper.
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Part II — The Architecture

5. The Unit of Account Changes

Follow the money, because the money always reorganizes first.

For fifty years, enterprise software has been denominated in licenses — then seats, then
subscriptions, which are seats on a payment plan. The unit made sense because software was a
tool and tools are used by people; you paid per person amplified. The entire economic apparatus
of enterprise IT — budgeting, procurement, TCO analysis, renewal negotiations, the CIO's
portfolio — is built on that unit.

The second workforce breaks the unit. An Al worker is not amplifying a person; it is performing
the work itself. Pricing it per human seat is incoherent — the whole point is that no human
occupies the seat. The natural unit is the one companies already use for everything else that
performs work: compensation for output. A collections worker paid per resolved account. A
support worker paid per handled conversation. An intake worker paid per completed file. A
workforce paid, in aggregate, some fraction of the fully-loaded human payroll it replaces or
extends — a fraction that will be ruthlessly negotiated downward as the market matures, exactly
as every other input cost is.

Watch what this does inside the enterprise:

The budget line moves. Spending migrates from the IT budget (a cost center, capped, scrutinized
per-tool) toward something that behaves like a payroll budget (scaled to revenue, owned by
operating executives, evaluated on output per dollar). The CFO stops asking "what does this
software cost?" and starts asking "what does this role cost, and what does it produce?” — a
question CFOs are extremely good at. This is, quietly, the largest budget-line migration since IT
budgets were invented: labor is a four-to-ten-times larger pool than software in almost every
company. The money will not move all at once, and much of it will move to headcount not added
rather than headcount removed. But the direction is one-way.

Procurement becomes hiring. You do not procure an employee with a feature-comparison
matrix; you hire against a role definition, check references, run a probation period, and review
performance. Al workforce adoption is already converging on this shape — pilots are probation,
case studies are references, KPI reviews are performance management. The vendor relationship
converges on something between an employer-of-record and a staffing partner, with SLAs that
read like employment terms.

The purchasing decision changes owners. Software is bought by the CIO with input from the
business. Workers are hired by the business with governance from the CIO and the CISO. This
inversion — the operating executive as the buyer, the technologist as the governor — determines
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who vendors must convince and what they must prove. Selling "capabilities” to CIOs is the old
motion. Proving outcomes to a COO, under constraints certified by the CISO, is the new one.

6. Workers, Not Software: The First-Class Object

Enterprise software history has a rule of thumb: whatever the system treats as a first-class
object is what the organization learns to manage well. ERP made the order first-class, and
companies mastered orders. CRM made the relationship first-class, and companies mastered
pipelines. Identity platforms made the user first-class, and companies mastered access.

Nothing yet makes the worker first-class. That is the architectural decision at the heart of this
thesis, so we specify it precisely. An Al worker is not a prompt. It is a durable enterprise object
with, at minimum, the following attributes — each of which exists because a real management
question demands it:

Identity. A unique, persistent, non-impersonable identity — its own credentials, its own service
accounts, its own signature on every action. Management question answered: who did this?
Without worker-level identity, every audit trail dead-ends at a shared API key, which is exactly
how enterprises lose control.

Role and department. A defined scope of work and a place in the structure. Answers: what is this
worker for, and what is it not for? Scope is the boundary that makes delegation safe.

Manager. Every worker reports to someone — an Al manager for operational supervision, and
ultimately a named human accountable for its output. Answers: who is responsible? An
unmanaged worker is not an asset; it is a liability with a login.

Skills. The enumerated, versioned capabilities the worker may exercise — not what the
underlying model could theoretically do, but what this worker is certified to do here. The gap
between capable of and authorized to is where enterprise safety lives.

Knowledge. The specific corpus this worker draws on: which documents, which systems, which
precedents — and, as importantly, which it must not see. Knowledge scoping is the data-
governance boundary expressed at the worker level.

Goals and KPIs. The outcomes the worker owns and the numbers it is measured on. Answers: is
it working? A worker without KPIs cannot be managed, only monitored.

Permissions. Scoped, revocable, least-privilege authority over systems and actions — including
monetary limits, data classes, and irreversibility gates. The permission set, not the prompt, is a
worker's real job description.

Autonomy level. Which of its actions execute directly and which require human approval —
settable per task type, adjusted over time, revocable instantly. Autonomy is not a property of the
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technology. It is a property of earned trust, granted the way organizations have always granted it:
gradually, based on track record.

History and audit trail. Every task, decision, approval, and escalation, on a tamper-evident
ledger, replayable. Answers: what happened, and can we prove it? This attribute converts Al from
an act of faith into an inspectable operation, and it is the one regulators will eventually mandate.

Cost and performance. What the worker costs per unit of output, and how its quality trends.
Together these make the workforce an economic object — comparable, optimizable, and honest.

Version. Configuration, skills, knowledge, and model bindings — all versioned, all diffable, all
roll-back-able. When a worker's behavior changes, the organization must be able to answer what
changed? with a diff, not a shrug.

Availability and lifecycle. From provisioning through training, shadowing, active duty, review,
promotion, and retirement. Workers are hired, developed, and — when they underperform —
replaced, with their accumulated knowledge retained by the organization rather than lost.

Read the list again and notice what it is: it is an HR file, a security policy, a finance record, and a
quality system, unified around one object. That unification is the point. Today those concerns live
in four departments that barely share data about humans, and not at all about machines. The
organization that manages ten thousand digital workers cannot afford the fragmentation. The
Worker object is where the enterprise's people-management, access-management, and
performance-management traditions finally converge — and designing that object well is worth
more than any individual model improvement, because every model improvement flows through
it.

7. The Operating System for the Second Workforce

Why call it an operating system? Not for grandeur — for precision. An operating system is the
layer that lets many programs share a machine safely: it gives each process an identity, allocates
resources, enforces isolation, schedules execution, and mediates every dangerous operation. No
application could be trusted if every program managed its own memory and permissions by good
intentions.

Substitute "workers" for "programs" and "company” for "machine,” and the requirement is
identical. Many AI workers must share one enterprise safely. Each needs identity, resources,
isolation, scheduling, and mediated access to dangerous operations. Today, every Al deployment
hand-rolls these — badly, differently, and invisibly. That is precisely the state of computing before
operating systems, and it ends the same way: the common layer gets built, and everything above
it gets simpler, safer, and faster to create.
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What follows is the specification, grouped into seven subsystems. This is a design for what should
exist — a target that will take years to fully realize — not a checklist of what any product, ours
included, does today.

Identity and trust. Worker identities, credential management, authentication to enterprise
systems, and delegation chains — who authorized this worker, who authorized the authorizer.
The trust kernel. Everything else depends on it, which is why it must be the most conservative
code in the system.

Memory and knowledge. Durable per-worker memory (what this worker has learned doing this
job), shared organizational knowledge (what every worker here must know), and strict
boundaries between tenants and between clearance levels. Memory is what distinguishes an
employee from a contractor who starts from zero every morning; it is also the subsystem where
privacy law, retention policy, and competitive boundaries collide, so it must be governed, not just
stored.

Planning and execution. Task queues, scheduling, decomposition of goals into work items, tool
invocation, and the runtime loop itself. Notably: the runtime treats the model as a replaceable
component — the socket, not the wiring. Workers survive model upgrades the way employees
survive getting a faster laptop.

Supervision and quality. Continuous evaluation, sampled review, quality scores, drift detection,
and the escalation graph: what gets approved automatically, what needs a human, what stops the
line. This subsystem embodies the paper's core management principle — autonomy is earned
through supervised performance, granted per task, and always revocable.

Economics. Metering of every action, cost attribution per worker and per outcome, budgets,
quotas, and billing. If the unit of account is the worker, the platform must do cost accounting at
worker granularity — the payroll system of the second workforce.

Lifecycle and change. Provisioning, onboarding, training, versioning, promotion, rollback,
retirement; environments for staging a worker before it touches production, and replay for
reconstructing any past behavior. The subsystem that makes change safe — which is to say, the
subsystem that makes improvement continuous instead of episodic.

Distribution. The marketplace and partner layer: packaged workers and skills, published by
builders, customized by consultants, deployed by tenants, with provenance, certification, and
revenue sharing. Distribution is what turns an operating system into an economy — the
difference between DOS and the PC industry.

Two design principles govern all seven, and they are the two that most current systems violate.

First: the approval is a primitive, not a feature. Human oversight — gates, escalations, sign-
offs, autonomy levels — must live in the kernel, enforced identically everywhere, impossible to
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bypass from above. Systems that bolt approval onto the UI teach their organizations to route
around it. Systems that build it into the substrate make trust compound: every approved action is
training data for the day approval is no longer needed.

Second: deterministic where it counts. Money movement, permission changes, and regulated
data flow through typed, tested, boring code paths. The model proposes; the platform disposes.
Enterprises will not — and should not — accept probabilistic execution of irreversible actions, no
matter how capable models become. The architecture must let intelligence be creative exactly
where creativity is safe, and nowhere else.

8. A Theory of Al Management

Here is a problem almost nobody is working on, which we believe becomes one of the defining
disciplines of the next decade: management science for machine workers.

The numbers force the issue. Human management works because spans of control are small —
one manager per five to ten reports, a ratio set by the bandwidth of human attention. An
enterprise running ten thousand AI workers cannot hire a thousand human supervisors to watch
dashboards; supervision would recreate the labor cost the workforce was meant to transform.
The only structure that scales is the one organizations already invented for exactly this problem
— hierarchy — with a new layer in it:

Workers are managed by Al managers, and Al managers are accountable to humans.

The Al manager is itself a worker whose job is management: it routes tasks to the right workers,
balances load, samples and scores output, detects drift against historical quality, escalates what
falls outside its confidence, enforces budget and policy, and compiles the numbers a human
reviews. This is not exotic; it is what first-line management has always been — quality, routing,
escalation, reporting — performed at machine bandwidth over machine reports. What remains
irreducibly human moves up a level and becomes more concentrated: setting objectives, judging
quality standards, deciding trade-offs, owning outcomes, and answering for failures. One human
can direct hundreds of workers through this structure — not by watching them, but by managing
through the layer, exactly as executives have always scaled: through structure rather than
surveillance.

A working theory of Al management needs at least these elements:

Delegation as contract. Work flows to a worker with explicit scope, budget, deadline, quality
bar, and escalation terms. Ambiguity in delegation is where autonomous systems fail; the
platform makes the contract explicit and machine-checkable.

Trust as a measured gradient, not a switch. Every worker begins in shadow mode — producing
output a human approves. Approval rates, error rates, and severity histories build a per-task trust
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score; autonomy expands task-by-task as the score clears thresholds, and contracts instantly on
regression. "Do we trust AI?" is the wrong question, unanswerable in the abstract. "What is this
worker's measured error rate on this task class over the last thousand executions?” is the right
one, and it has a number.

Performance management with actual teeth. Human performance reviews are annual,
subjective, and diplomatically inflated. Machine workers invert every term: continuous,
quantitative, and consequence-bearing. A worker whose quality trend degrades is pulled from
duty automatically, its recent changes diffed, its predecessor version restored — a rigor
impossible with people, because a worker's "termination" costs nothing and its replacement
inherits its full training. Poor performers are not a permanent tax; they are a rollback.

The accountability chain as a hard invariant. Every action traces to a worker; every worker to
a configuration version; every configuration to an approving human; every escalation to a
resolution. When something goes wrong — and things will go wrong — the organization can
answer what happened, why, under whose authority, and what changed to prevent recurrence with
records rather than reconstruction. This chain is what makes the entire edifice insurable,
auditable, and therefore adoptable. It is also, not incidentally, more accountability than most
companies can produce about their human decisions today. The second workforce, done
correctly, raises the evidentiary standard of the enterprise rather than lowering it.

The uncomfortable question in this section is whether "management” is the right metaphor at all
— whether borrowing human organizational forms for machine labor is a failure of imagination,
the equivalent of designing early cars as horseless carriages. Perhaps. The final architecture may
exploit properties human organizations never could: workers that fork, merge their learning, and
share memory make "org chart” a loose metaphor at best. But horseless carriages were the
correct transitional design — they let a world built for horses adopt engines — and enterprises
are a world built for human organizations. The workforce metaphor is the adoption path, even if
the destination generalizes beyond it. We hold the metaphor firmly and lightly at the same time.
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Part III — The Reorganization

9. The Reorganized Company

Organizations today are built around a single, invisible assumption: work is done by people,
and people are scarce, expensive, slow to hire, and slow to change. Every institution of the
modern company — the org chart, the budget cycle, the HR department, the annual plan — is a
coping mechanism for that scarcity. Make cognitive labor abundant and elastic, and the coping
mechanisms don't merely get cheaper. They stop making sense in their current form.

The deepest shift is this: companies stop organizing around people and start organizing
around capabilities. Today, a department is a group of humans who happen to hold a capability;
"accounts receivable” is Marta, Priya, and Tom. Tomorrow, a department is a capability with a
composition decision inside it — how much of this should be human judgment, how much machine
execution, and how the two divide the work this quarter. The org chart stops being a map of
people and becomes a map of work: each node a capability, each capability staffed by some
mixture that management tunes the way it tunes any other resource allocation. Headcount
planning becomes capacity planning — a question of workload, quality bars, and unit cost rather
than requisitions and recruiting pipelines.

Walk through the institutions one at a time:

Management thins in the middle and concentrates at the edges. The first-line supervisory layer
— routing, checking, chasing — is precisely what Al managers absorb. What expands is the work
at the two ends: at the bottom, humans handling the exceptional, the interpersonal, and the
physical; at the top, humans deciding objectives, standards, and trade-offs. The middle-
management career ladder, already stressed, becomes a different shape: fewer rungs of
supervision, more lateral moves across capability ownership. "Manager" increasingly means
manager of a mixed workforce — a skill set nobody currently teaches: writing role definitions
machines can execute, setting quality bars that can be measured, calibrating trust gradients, and
knowing when a process needs a person.

HR splits in two. Human resources remains for humans. But every HR function acquires a
machine twin: recruiting becomes worker selection from marketplaces; onboarding becomes
training and knowledge-scoping; performance review becomes continuous evaluation;
succession planning becomes versioning and rollback. Some company will be first to appoint a
"Chief Workforce Officer" whose remit spans both kinds of labor and the composition between
them, and within a decade the title will be unremarkable. The alternative — leaving digital labor
to IT while human labor stays with HR — splits accountability for the same work across two
executives, and organizations eventually refuse to tolerate that.
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Finance gains a new ledger. Payroll for the second workforce: per-worker cost accounting,
output-denominated budgeting, and a new class of unit economics that CFOs will learn to read as
fluently as gross margin. Budgets stop being annual headcount negotiations and start being elastic
capacity policies — floors, ceilings, and rules for scaling with demand. The annual plan, an artifact
of labor that takes months to hire, quietly loses its reason for existing in operational domains.

Security and compliance inherit their largest-ever identity problem — and their greatest
opportunity. Ten thousand non-human identities holding scoped permissions to real systems is
a CISO's nightmare if improvised, and a CISO's dream if platformed: unlike humans, digital
workers can be perfectly least-privileged, continuously monitored, incapable of social engineering
in the human sense, and fully logged. The compliance department discovers that a properly-
governed Al workforce produces better evidence than its human one ever did — complete audit
trails, decision provenance, versioned policy enforcement. Regulated industries, today the most
cautious adopters, become the most committed once regulators learn to demand exactly this
evidence. We expect audit standards for digital labor — the successor to SOC 2, oriented around
worker governance — to be a defining regulatory development of the coming decade, and the
platforms that anticipate them will have compliance as a moat rather than a burden.

KPIs migrate from activity to outcome. Human metrics are often activity proxies (calls made,
tickets closed) because outcomes are hard to attribute across people. Worker-level attribution
makes outcome measurement native: revenue recovered per collections worker, resolution
quality per support worker, cycle time per intake worker. Managers gain a clarity about
operational performance that human-only organizations have never had — with the
corresponding obligation to use it wisely.

Outsourcing and offshoring meet their successor. The BPO industry — hundreds of billions of
dollars of humans doing structured cognitive work at wage arbitrage — is the most directly
exposed sector in the economy, because its product is exactly what the second workforce
manufactures, minus the time zones, turnover, and training loss. The strategic response available
to BPOs is the one this paper describes for consultancies: stop selling hours, start operating
workforces. Some will make the turn. The economics of those who don't are arithmetic, not
speculation.

M&A acquires a new asset class and a new diligence question. Acquirers begin valuing targets
partly on their digital workforce: its trained knowledge, its quality history, its integration depth.
Diligence asks for the worker ledger — what runs, what it does, what it costs, how it's governed.
Post-merger integration, historically a graveyard of culture clashes and system migrations, gains
a new tool: workforces that can be retrained, merged, and redeployed in weeks. And a company
whose operations are largely executed by well-documented digital workers is, bluntly, easier to
buy, integrate, or sell — operational legibility becomes enterprise value.
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Boards and executives inherit new fiduciary questions. What is our policy on autonomous
action in the company's name? What loss scenarios does our worker governance expose us to,
and are they insured? Are we composing our workforce competitively — or paying human prices
for machine-executable work while competitors don't? Within a few years, "workforce
composition strategy” appears on board agendas the way "digital transformation" did in 2015 —
first as novelty, then as standing item, then as assumed.

Training, knowledge transfer, and succession — the institutions organizations built because
human knowledge evaporates — invert. When an experienced employee leaves, their knowledge
leaves. When a digital worker is replaced, its knowledge is the one thing that stays: the
accumulated context, precedents, and corrections persist in organizational memory and transfer
to its successor at zero cost. Institutional knowledge stops being an actuarial risk and becomes an
appreciating asset — arguably the single most underpriced consequence of the entire transition.
Companies have never before been able to retain what they learn at the operational layer. Now
they can, and the compounding is generational.

One caution disciplines all of the above: the transition is a decade, not a fiscal year. Every
mechanism in this section arrives unevenly — first where work is structured and measurable,
last where it is ambiguous and relational; first in companies with legible processes, last in those
running on tribal knowledge (which is most of them). The pattern from section two applies to
adopters as much as vendors: companies that reorganize around the capability will pull away
from companies that install it inside old structures. The gap will look, from the outside, like
unexplained execution speed.

10. The Consulting Inversion

Every enterprise-technology wave has been carried into companies by an ecosystem of
intermediaries — the VARs of the PC era, the SAP integrators of the ERP era, the agencies of the
web era, the MSPs of the cloud era. The intermediaries matter because most companies do not
adopt platforms; they adopt outcomes delivered by someone they trust on top of platforms. Any
theory of the second workforce that ignores the channel is a theory of technology, not of adoption.

But this wave inverts the intermediary's business model, and the inversion is worth stating
carefully.

Consultants have always been sellers of human hours with expertise attached. Their revenue scales
with headcount; their margin is the spread between salary and bill rate; their constraint is
recruiting. The second workforce breaks the model twice over. It deflates the value of the hours
(machines do the structured work that juniors billed for), and it creates something more valuable
to sell: the ongoing operation of a client's digital workforce. The consultant's asset shifts from
bench strength to codified expertise — the firm's methodology, embedded in configured workers,
deployed across every client, improving with each engagement.
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Consider what each intermediary becomes:

System integrators and MSPs stop deploying software and start deploying staff. The MSP that
today manages a client's network and helpdesk tomorrow manages its digital workforce — same
trusted-operator relationship, radically larger surface. "Managed services" was always the right
name; now it describes labor.

Accounting firms hold a position of extraordinary leverage: they already possess the client's
financial data, its trust, and a recurring cadence. The firm that deploys bookkeeping, collections,
and compliance workers across five hundred SMB clients becomes something new — not a
service firm with software, but an operator of financial back offices at scale, with economics no
per-hour practice can match.

Law firms face the same fork with higher stakes: the billable hour is structurally hostile to
efficiency, which is exactly why the first firms to sell outcomes executed by supervised legal
workers — research, drafting, diligence — will take share from those defending the hour. The
bar's rules on supervision map surprisingly well onto trust-gradient governance: the technology
finally matches the profession's existing theory of delegation to non-lawyers.

Vertical consultancies — healthcare revenue cycle, real estate operations, construction back
office, hospitality management — may be the biggest winners of all, because vertical context is
the scarcest input to a working deployment. A consultant who knows exactly how Medicaid claims
get denied in Florida is worth more in this world, not less: their knowledge becomes
configuration, their configuration becomes workers, and their workers become recurring

revenue.

And a genuinely new business becomes possible, one with no precise precedent: the workforce
operator — a firm whose entire product is building, customizing, and running AI workforces for
clients on shared infrastructure. Part staffing agency (it provides labor), part MSP (it operates
continuously), part consultancy (it embeds expertise). We expect thousands of these to exist
within the decade, most of them vertical, many of them founded by exactly the domain experts
whose industries are being restructured. They are underrated as a startup category because they
look like services businesses; they are actually distribution businesses — each one a channel
through which the second workforce reaches a market segment the platform companies could
never serve directly.

The strategic consequence for a platform builder is decisive: the intermediaries need
infrastructure. No accounting firm will build worker runtimes, trust ledgers, and billing meters;
no vertical consultancy wants to maintain a platform team. If the infrastructure exists — multi-
tenant, white-labelable, governed, billable — the entire intermediary economy becomes a partner
ecosystem rather than a competitor set. If it does not exist, the intermediaries improvise on raw
model APIs, badly, and the industry recapitulates the pre-OS era of computing: a thousand
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incompatible, unauditable, hand-rolled systems. History strongly prefers the first outcome.
Someone builds the layer.

11. What Company Should Exist?

Strip away every assumption about Mesaya and ask the question cold: if the world evolves as this
paper describes, what company should exist? Not "what would be nice to build" — what does the
transition structurally require, and what shape of company can supply it? There are five candidate
shapes. Each has a real argument. We take them in turn, steelman first.

The consultancy. Argument for: adoption is bottlenecked by trust and change management, not
technology; someone must sit with the client, redesign the process, and own the outcome;
services capture value immediately and build the deepest client knowledge. Argument against:
services scale linearly with people, the antithesis of the abundance thesis; a pure consultancy
rides the wave but cannot own the layer; its learnings die in slide decks instead of compounding
in software. Verdict: necessary activity, insufficient form.

The software vendor. Argument for: highest margins, cleanest scaling, the familiar playbook —
sell the enterprise a workforce-management product and let them run it. Argument against: it
fails the adoption reality this entire paper documents. Companies do not want workforce
software; they want workforce outcomes, and in the early years they lack the skills to operate
digital labor themselves. Selling tools for a discipline that doesn't exist yet is selling gym
equipment to people who have never seen exercise. Verdict: the right form eventually,
catastrophically early now.

The marketplace. Argument for: matches supply of packaged workers with demand, aggregates
network effects, takes a toll on an entire economy — the app-store position. Argument against:
marketplaces succeed only after the platform beneath them standardizes the unit of exchange. An
app store before the operating system is a flea market: no common runtime, no trust layer, no
way to compare or govern what you buy. Verdict: the right third act. Fatal as a first act.

The pure infrastructure company — "AWS for AI workers." Argument for: the deepest moat
and the biggest prize; sell primitives to everyone building anything; win regardless of which
applications succeed. Argument against: premature abstraction. AWS was built from Amazon's
own operational scar tissue — the primitives were right because they had been used in anger.
Infrastructure designed before its designers have operated the workload it serves is guesswork
with an APL Verdict: the right destination, unreachable as a starting point.

The operator — a managed workforce company. Argument for: it is what the market can
actually buy today ("give us the outcome, we don't care how"); it generates revenue, trust, and —
decisively — the operational knowledge from which real platform primitives are derived.
Argument against: taken alone, it converges on a services company with software characteristics:
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linear economics, client-by-client customization, no compounding asset. Verdict: the right first
act. A trap if it is the only act.

Laid side by side, the pattern is hard to miss: every shape is correct at a different stage, and
every shape fails if adopted at the wrong one. The structurally sound company is therefore not
a choice among the five but a sequence through them:

Operate first. Run clients' workforces directly, manually where necessary, learning what
supervision, escalation, trust, and billing actually require — the scar tissue that makes primitives
true rather than plausible. Productize second. Convert every operational practice into platform
capability: the runtime, the ledger, the manager layer, the Control Tower — multi-tenant from
day one, because retrofitting tenancy is a rewrite. Open third. Give the platform to the
intermediary economy — the consultancies, MSPs, and workforce operators of section ten — with
a marketplace as the distribution layer, and let a thousand vertical firms sell what no platform
company could sell alone.

This is the Amazon path (retailer — infrastructure — ecosystem) and the Shopify path (product —
platform — economy), applied to labor. It is also, we should say plainly, the harder path: it requires
running a services business and an infrastructure business simultaneously, with the discipline to
treat every service engagement as R&D for the platform rather than as revenue to maximize.
Companies die in that tension all the time — it is the honest cost of the strategy, and we discuss
its failure modes in section fourteen.

But the alternative paths each fail structurally rather than executionally: the pure operator never
compounds, the pure software vendor arrives before its market exists, the pure marketplace and
pure infrastructure play arrive before their substrate exists. The sequenced company is the only
shape we can find that is buyable in 2026, defensible in 2030, and systemic by 2035.

That is the company Mesaya is trying to be. Not because we assume we win — sequencing is a
strategy, not a guarantee — but because we are convinced it is the shape some company must
take, and we would rather attempt the correct shape and fail than execute the wrong one
flawlessly.

12. Flywheels, and Where They Stop Spinning

"Every deployment improves the platform" is the most overclaimed sentence in technology
strategy, so this section is written with deliberate suspicion. Where do compounding advantages
actually form in a workforce platform — and, just as important, where do they not?

Start with the real ones.

The operational-pattern flywheel. Every escalation, correction, and approval across every
tenant teaches the platform which situations require humans, which errors precede which

The Second Workforce - Mesaya - 21



failures, and which configurations survive contact with reality. This knowledge transfers as
patterns — improved defaults, better escalation triggers, sharper evaluation rubrics — without
any client's data leaving its boundary. It is the actuarial advantage: the platform that has governed
the most worker-hours prices trust most accurately. Latecomers cannot buy this; they can only
accumulate it, slowly, while making the mistakes the incumbent already made.

The trust-capital flywheel. Autonomy earned by workers on the platform is recorded on the
platform: quality histories, error rates, certified track records per task class. A worker with two
years of measured performance is worth more than an identical worker without the record —
and the record is non-portable in exactly the way a credit history is. Switching platforms means
resetting to shadow mode. This is the deepest lock-in in the system, and notably it is lock-in that
benefits the client: the record is what lets them safely grant autonomy.

The vertical-knowledge flywheel. Each industry's exceptions, regulations, and integrations,
once encoded, make the next deployment in that vertical faster and better. This flywheel is real
but local — dominance in home care says little about construction — which is precisely why the
partner ecosystem matters: vertical operators spin vertical flywheels the platform could never
spin alone, and the platform aggregates them.

The ecosystem flywheel. Classic and slow: more partners — more packaged workers and
integrations — more valuable platform — more partners. It barely exists before the marketplace
stage and compounds enormously after it — the reason the third act matters.

Now the honest list of where moats do not form:

Not in the models. By assumption, intelligence is a commodity input. Any advantage premised
on exclusive model access has a half-life measured in months.

Not in raw capability demos. Anything a worker can be shown doing, a competitor's worker can
be shown doing within a quarter. Demos are marketing, not moat.

Not in client data as training fodder. The lazy version of the flywheel — "we train on everyone's
data" — is both legally untenable in the enterprise and strategically self-defeating, because the
clients who matter most will refuse. The discipline of patterns, never data is slower and stronger.

Not automatically in switching costs. Integration depth creates friction, but friction-as-moat
invites exactly the regulatory and buyer hostility that eventually breaks it. Durable switching
costs must be value the client would lose (trust records, accumulated worker knowledge), not
pain the client must endure.

The summary is unglamorous: the moats in this business are earned the way an insurer's are —
through accumulated, verified operational history — rather than the way a social network's are.
That suits the thesis. Labor is a trust business, and trust compounds slowly, which is exactly why
whoever starts compounding first is difficult to catch.

The Second Workforce - Mesaya - 22



13. The Wider World

A paper that predicts the restructuring of every company owes an account of what happens
outside them. We will not pretend precision here; second-order social effects have humiliated
every previous forecaster. But direction and mechanism can be stated honestly — in both
directions.

Employment. The uncomfortable truth first: the second workforce substitutes for real human
jobs — the structured cognitive middle of white-collar work: processing, reconciliation, follow-
up, scheduling, first-line response. That work employs hundreds of millions of people. History's
consolations are real but require honesty about their tempo: every previous labor transition
created more work than it destroyed, eventually and unevenly, with a painful generation in
between. Two mechanisms give grounds for something better than fatalism. First, most
companies are quietly starved of labor they cannot afford — the SMB that never had a collections
department, the clinic that never had enough intake staff. Much of the second workforce's first
decade is additive: work done that was previously not done at all, which is growth, not
substitution. Second, the human roles that expand — judgment, relationships, exception-
handling, and the management of mixed workforces — are more durable than the roles that
contract. But the transition management is society's problem to govern and the industry's
obligation to make governable: which is one more argument for platforms with audit trails,
human accountability, and measured autonomy, rather than ungoverned automation dumped
into labor markets.

Small business, and the quiet headline. The Fortune 500 will adapt with consultants and
committees. The transformation nobody prices correctly is below them: the twenty-person
distributor, the family agency, the regional operator — companies that could never afford a
marketing department, a collections function, a 24/7 support desk, or a data analyst. The second
workforce gives them, for the first time in economic history, access to Fortune-500 operational
capability at small-business prices. The productivity gap between large and small firms is one of
the most stubborn facts in economics; this is the first technology aimed at its center. A world
where small firms operate with big-firm competence is a world with more competition, more local

resilience, and more founders — the most underrated consequence of the entire transition.

The solo operator. Take the logic to its end. One experienced attorney with a hundred supervised
legal workers is a law firm. One accountant is an accounting practice with five hundred clients.
One logistics veteran is a brokerage; one marketer is an agency; one real-estate operator runs a
portfolio. The constraint on the one-person company was never ambition — it was hours and
payroll. Both constraints are dissolving. We expect the standalone expert running a firm of one-
plus-a-hundred to become a recognized economic category within the decade, with its own tools,
insurance products, and eventually its own regulation. Entrepreneurship stops meaning "raise
money to hire people” and starts meaning "encode what you know and supervise its execution."
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The barrier to starting a firm falls to the barrier of knowing something worth encoding — which is
the most meritocratic barrier an economy has ever had.

Developing economies. Two forces collide, and honesty requires stating both. The threatening
one: wage-arbitrage service exports — the BPO ladder several nations climbed to prosperity —
erode when structured cognitive work is manufactured rather than offshored; the bottom rungs
of thatladder are being removed. The promising one: the same abundance removes the importing
constraint — a business in Lagos or Hanoi can operate with the same digital workforce as one in
London, no local surplus of trained professionals required. Which force dominates is a question
of policy, education, and infrastructure, not technology. What can be said with confidence: nations
that treat digital labor as a national capability — with governance frameworks, procurement, and
training built around it — will compound; nations that only defend the old ladder will not.

Education. The center of gravity moves from knowing to directing: defining work precisely,
evaluating output skeptically, supervising systems, and owning outcomes — the skills of a
manager, demanded at every level and taught almost nowhere. The entry-level paradox is real
and unsolved: if machines do the junior work, where do seniors come from? Professions will need
deliberate apprenticeship structures — supervising workers is a promising one, since reviewing
a hundred drafts teaches faster than writing ten — but pretending the ladder rebuilds itself would
be exactly the hype this paper promised to avoid.

New industries and professions. Every previous platform shift minted occupations no one
predicted. Some we are willing to predict: workforce architects who design mixed human-
machine organizations; AI workforce auditors certifying governance the way financial auditors
certify books; trust actuaries pricing autonomy risk for a new insurance category; worker
publishers building and licensing vertical workers the way studios build software today;
workforce marketplaces and talent agencies for high-performing digital workers with verified
track records; rehabilitation specialists who diagnose and retrain degraded workers; and
regulatory practices around digital-labor law that do not exist today because the law does not
exist today. Each of these is a business someone reading this document could start.

Wealth and its distribution. Productivity gains of this magnitude create wealth; the open
question is concentration. The pessimistic default — returns accrue to whoever owns the
platforms — deserves to be taken seriously, including by us. The honest counterweights:
commoditized models keep the deepest layer competitive; the partner-ecosystem structure
spreads platform economics across thousands of firms rather than one; and the small-business
and solo-operator effects push capability outward, not inward. Whether the decade's gains diffuse
or concentrate depends substantially on which architecture wins — closed vertical silos, or open
platforms with thick partner economies. That is not a neutral engineering choice. It is the political
economy of the second workforce, decided in system design.
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Part IV — The Reckoning

14. Where This Thesis Breaks

A thesis that cannot state its failure conditions is not a thesis. Here are the strongest cases against
this paper, argued properly, with our best response — and, where honesty requires, without one.

"Capability plateaus." If model progress stalls — reliability stuck below the threshold where
unsupervised work is economic — the second workforce remains permanently small and
permanently supervised, and this paper describes a niche. Response: the thesis is deliberately
robust to pace (section three); even frozen at today's capability, structured work under
supervision is economic across enormous categories, and the governance layer is what makes it
deployable. But robust is not invulnerable: a true long plateau shrinks the market and stretches
every timeline in this document. We rate this the least likely failure mode, and we would be fools
to rate it zero.

"The hyperscalers absorb the layer." Microsoft, Google, Amazon, and the model labs all want
the enterprise agent market; each can bundle, subsidize, and distribute. Perhaps the workforce
OS is just a feature of the cloud you already buy. Response: history is mixed but instructive —
platforms above the infrastructure layer (Salesforce over databases, Shopify over payments,
ServiceNow over ITSM) have repeatedly beaten the giants' bundled equivalents, because the layer
that owns the domain object (the customer, the store, the ticket — here, the worker) wins on
depth, neutrality, and focus. Neutrality matters doubly here: an enterprise running its workforce
on a model-neutral platform is not hostage to any lab's pricing. But distribution advantages are
real, and this failure mode is the competitive one we take most seriously.

"The employment metaphor collapses." Perhaps treating machine labor as workers — with
roles, reviews, managers — is anthropomorphic scaffolding that law, culture, or engineering
reality rejects: regulators may refuse the framing, employees may resent digital "colleagues," and
the underlying systems may evolve toward fluid capability pools that make the org-chart
metaphor actively misleading. Response: we hold the metaphor as an adoption bridge, not a
metaphysics (section eight) — the platform's primitives (identity, permissions, audit, trust
gradients) survive any relabeling; if the industry settles on "capability units” instead of "workers,"
the architecture barely notices. The paper's language may age; we believe its object model will
not.

"Enterprises never accept autonomous action at scale." The pessimistic reading of every pilot
program: companies will demo forever and deploy never, because no general counsel signs off on
machine action in the company's name. Response: this objection describes exactly the world that
makes the governance thesis stronger — the binding constraint is trust infrastructure, which is
the product. Autonomy arrives the way credit arrived: not by faith, but by instruments that
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measure and price the risk. If anything kills adoption, it will be a headline catastrophe from
ungoverned deployment — which argues for the governed platform to exist sooner, not later. We
acknowledge the tail risk that one such catastrophe triggers regulation so blunt it freezes the

category for years.

"The sequence is unexecutable." The strategy of section eleven — services first, platform
second, ecosystem third — has a well-documented failure mode: the services business consumes
the company. Revenue pressure makes every client a custom project; the platform is perpetually
next quarter; the company wakes up in year five as a consultancy with a tools team. Response:
none, except discipline. This is not a risk the thesis can argue away, because it is not a flaw in the
thesis — it is a flaw available in us. The mitigations are structural (every engagement ships
platform capability; tenancy from day one; engineering owns the roadmap, not the largest client)
and cultural (this document exists partly to enforce them). We list it last because it is the failure
mode most within our control, and therefore the least forgivable.

There is also the uncomfortable possibility that the thesis is right and timing is still wrong — right
decade, wrong year, in either direction. Too early, and we build governance for workloads that
don't yet exist; too late, and improvised systems ossify into standards before governed ones
arrive. We can only note that in platform history, slightly early with staying power has beaten
slightly late with polish nearly every time.

15. The Wager

Strip this paper to its bones and it makes one wager:

That the defining enterprise question of the next decade is not "which Al is smartest?" but
"who runs your second workforce — and on what?"

Every section is a consequence of taking that question seriously. If intelligence becomes
abundant, the scarce things are trust, context, accountability, and organization. Those are
supplied by structure, not by models. Structure at enterprise scale means a platform: workers as
first-class objects, management as a runtime, approval as a primitive, autonomy as earned trust,
every action on a ledger. Adoption at market scale means a sequence: operate, productize, open.
And responsibility at civilizational scale means building the governed version of this future before
the ungoverned version builds itself.

We may be wrong in the ways section fourteen describes, and if we are, this document should be
revised without sentimentality — it is a thesis, not a scripture. But if the pattern of two centuries
holds — if this technology, like every transformative one before it, is really an organizational
revolution wearing a technological costume — then somewhere in the coming decade, every
company on earth quietly acquires a second payroll, and the infrastructure it runs on becomes as
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unremarkable and as indispensable as the operating systems, ledgers, and org charts of the first
one.

Salesforce became the operating system for customer relationships. Shopify became the
operating system for commerce. AWS became the operating system for cloud infrastructure.

The operating system for the AI workforce has not been built yet.

That is why Mesaya exists.

This document is maintained as required reading at Mesaya. It should be challenged, annotated, and revised
as reality reports back. Version 1.0 — July 2026.
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