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As Al expands execution capacity, advantage
moves to organisations that can choose the
right work, define success, review exceptions,
protect critical systems and stop weak

programmes.

THE BOARD SIGNAL

More execution does not remove the needto
choose
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I is beginning to create a new kind of organisational abundance: more drafts, more
experiments, more analyses and more possible actions. The scarce resource is no longer

the ability to start work. It is the ability to decide which work matters, recognise when it is



good enough and absorb the result into the business.

That changes the board conversation. The question is not simply how many people have access to
an assistant or how many agents have been launched. It is whether the organisation has enough
management capacity around them. If execution expands faster than priorities, acceptance criteria
and review, the result is not transformation. It is a larger queue.

This week supplied the clearest signal yet. OpenAl says agentic tools are changing the daily work of
its own researchers, while also showing that the human role has moved upward rather than
disappeared. The lesson travels well beyond a frontier laboratory: Al is moving the bottleneck to

management.

When execution becomes abundant, choosing and stopping
become strategic capabilities.

WHAT CHANGED

A frontier laboratory has exposed the new
division of work
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n 6 September, OpenAl reported that it had reached its stated milestone of an automated
O “research intern”: a supervised system able to complete well-defined research tasks that

would take a skilled researcher a few days. It also reported that, by mid-August, its
research organisation was using 3.1 agent-workdays for every human workday. Researchers were
contributing code faster and running more experiments. :
The limits matter as much as the headline. More than half of successful four-to-eight-hour tasks
still involved at least one human intervention. High-level planning remained a minimal share of
agent output. OpenAl says people continue to set priorities, judge which ideas and results to pursue
and decide whether to scale, pause or deploy. It also cautions that experiment and code volumes are
easier to measure than research progress, and that compute and other bottlenecks may become
more important. :
This is first-party evidence from one unusually capable, well-funded organisation; it is not a
productivity estimate for the world. But it reveals a durable operating pattern. Automation changes

the mix of work before it eliminates the need for work. As machines take on more building and

running, human attention concentrates around direction, judgement and constraint.



The same direction appears beneath the week's research radar. New arXiv preprints explore agents
that learn an individual professional's standards through repeated interaction, systems that judge
long tasks using evolving rubrics, a framework for deciding when an individual recommendation
deserves reliance, and a 100-agent research collective in which an exploit spread through shared
infrastructure before other agents organised to detect and challenge it. 2227 Recent specialist media
is also treating agent management—not prompting alone—as an emerging field. 2 These are early
signals, not production guarantees. Together, they point to a future in which output expands,

criteria become more valuable and coordination problems become more consequential.

THE NEW CONSTRAINT

Five bottlenecks now determine whether Al
createsvalue
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he first bottleneck is priority. An organisation can run more work than it can responsibly
fund, review or use. Leaders need a small number of outcomes that deserve accelerated
execution, and a reason to reject the rest. A backlog of possible agents is not a strategy.
The second is definition. Long-running work needs a clear finish line: what acceptable means,
which conditions are non-negotiable and which source or person settles disagreement. This is
commercial design, not a technical afterthought. If nobody can define the result, nobody can
delegate the job with confidence.
The third is review. Al can lower the cost of producing options while increasing the volume of
decisions, exceptions and claims that reach a person. Review capacity therefore needs a budget, a
service level and an owner. Otherwise senior experts become the hidden queue in every automated
workflow.
The fourth is integration. A result creates value only when it enters a system of record, changes a
decision, serves a customer or improves an operating measure. Work that remains in private chats
and isolated tools may look productive while leaving the institution unchanged.
The fifth is stopping. Cheap generation makes weak activity easier to continue. Leaders need
explicit triggers for pausing an agent, changing a supplier, revising a process or ending a
programme. Stopping is not evidence of failure; it is how scarce attention and capital return to

work that matters.



THE MANAGEMENT CAPACITY TO FUND

1

Priority

Choose the few outcomes worth accelerating.

Owner: executive sponsor

2

Definition

State what acceptable completion means.

Owner: business lead
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Review

Resource exceptions and consequential judgement.

Owner: accountable function
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Integration

Move accepted work into the institution.

Owner: operations
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Stopping

Return capital when conditions fail.

Owner: portfolio committee

OPERATING MODEL
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Give every material progralnme an operating
contract

4 I  he practical response is a short operating contract for each material Al programme. It
should name the business outcome, accountable owner, work the system may perform,
acceptance standard, exceptions that require a person, systems it may change, review

cadence and conditions for withdrawal. It should be legible to the board without explaining the

model.

This is more useful than one universal policy and more durable than a list of tools. The enterprise

principles still matter, but the contract turns them into a job-level decision. It also makes the

portfolio comparable: leaders can see which programme has a defined outcome, which has a review
queue and which has no credible stopping rule.

The contract should follow the work when a model, supplier or interface changes. Anthropic's new

enterprise safeguard programme, developed with more than 100 customers and three major cloud

partners, is a useful supplier signal: control design is moving across the stack and into customer-
managed infrastructure. 2 Supplier safeguards can strengthen the system. They do not decide the

business outcome or accept the result on the buyer's behalf.

An Al programme without a stopping rule is an activity budget,
not an investment.

LEADERSHIP

Do not turn your best expertsintoa
permanent approval queue
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irrelevant. Their judgement becomes easier to concentrate—and easier to overload. An

W hen agents take on more routine execution, experienced people do not become

organisation that routes every uncertain output to the same few specialists has not

removed a bottleneck. It has hidden one behind automation.



Redesign the role before scaling the volume. Decide which exceptions genuinely require the most
senior expert, which can be handled by a trained reviewer and which should cause the system to
stop and ask for better inputs. Give reviewers enough context to make the decision, and capture the
correction so the same issue does not return indefinitely.

This also changes workforce planning. The valuable capability is not generic “Al literacy”. It is the
combination of domain judgement, the ability to express an acceptable standard and the authority
to change a process. Protect time for that work, measure the queue around it and build succession.
Otherwise the organisation will automate production while exhausting the people who make

production trustworthy.

CAPITAL ALLOCATION

Measure the queue around the agent, not
just the output fromit

raditional software metrics encourage leaders to count licences, users and activity. Al
execution can make those numbers rise while value stalls. A better portfolio view pairs
output with the management load around it: expert review time, unresolved exceptions,
rework, integration delay, incident exposure and the share of work that changes a real operating
result.
OpenAl's own caution is instructive. More experiments and code are observable, but the
relationship to research progress is uncertain. *The enterprise equivalent is a growing volume of
Al-assisted work without a stronger customer, financial or operational outcome. Boards should not
punish experimentation; they should distinguish learning spend from scale spend.
Use three capital gates. Fund discovery when the organisation is learning whether a job is suitable.
Fund deployment when the finish line, owner and operating path are credible. Fund scale only
when value survives the full cost of review, integration, security and change. If the exception queue
grows faster than accepted work, redirect funding toward the bottleneck before adding more

execution.



THREE CAPITAL GATES

DISCOVER

Learn

Is the job suitable and what makes it valuable?

Small, bounded learning spend

DEPLOY

Operate

Are the owner, finish line and operating path credible?

Controlled implementation spend

SCALE

Expand

Does value survive the full management cost?

Portfolio investment

GLOBAL REALITY

The bottleneck moves differently across
markets
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n frontier organisations in North America, compute, security and high-quality review may

become the immediate constraints. In the European Union and United Kingdom, legal

classification, data rights, sector rules and assurance capacity can shape which work is
available to automate and which records must travel with it. Japan's Al Act entered full force on 1
September with an innovation-oriented national structure, illustrating a different policy

mechanism from the EU's risk-based obligations. °



In Singapore, a government firm survey found that adoption remained early and that smaller
adopters concentrated on training and access to tools, while larger adopters were more likely to be
building governance and redesigning workflows. " That s not a global denominator. It does show
why management capacity may be the difference between access and operating change.

Across Africa, Latin America and other markets where connectivity, power, local-language data,
capital or specialist skills are constrained, the bottleneck may sit outside the firm. The World Bank
argues that imported tools are insufficient without local adaptation, reliable infrastructure and
institutional capability. ® Brazil's new network of six public “intelligent” intensive-care units
illustrates the point at implementation scale: the operational system includes connectivity,
interoperability, clinical protocols and round-the-clock monitoring—not Al alone. -

Australia provides a useful implementation comparison. Its public-sector assurance work is moving
toward use-case assessment, with agencies reporting that clear parameters and practical guidance
influence confidence. * The lesson is not that every market needs the same form. It is that the

management system must match the local constraint.

THE BOTTLENECK IS LOCAL

FRONTIER

Capacity

Compute, security and scarce expert review.

North American frontier context

REGULATED

Permission

Rights, classification and assurance shape use.

Europe, UK and Japan differ

FOUNDATION

Readiness

Power, connectivity, language, data and institutions.

Market-specific operating context




THE NEXT 30 DAYS

Turn Al activity into a management portfolio

irst, select the five most consequential Al programmes—not the five most visible tools. For
F each, write the operating contract on one page. If the owner, finish line or stopping
condition cannot be stated, the programme is not ready to scale.
Second, map the real queue. Count exceptions awaiting a person, expert review hours, rework,
unresolved rights or security questions and accepted outputs still waiting to enter a system of
record. This reveals where execution is outrunning the institution.
Third, move one budget. Redirect capital from additional access or generation toward the
bottleneck that is delaying value: domain expertise, process redesign, integration, assurance,
security or local capability.
Finally, ask one board question at the next meeting: if this system could produce ten times more

work next quarter, which management constraint would fail first? The answer—not the model

roadmap—should shape the next investment decision.

The board question: if output increased tenfold, what would fail
first?



RESEARCH RECORD

Method and limitations

Method

This Monday Brief synthesises developments published from 1to 7 September 2026, led by OpenAl's first-party
account of agent use in its research organisation and checked against official company, government and
multilateral sources, recent arXiv submissions and the preceding seven days of Institute publications. The public
treatment translates the research into a board decision rather than presenting a technical paper digest.

Limitations

OpenAl's internal measurements describe one frontier laboratory and are not a general productivity estimate. Its
agent-workday measure is an activity proxy, not an independently audited outcome measure. The arXiv papers
cited are new preprints unless otherwise stated. Regional examples differ in law, infrastructure, language, sector and

institutional capacity; none is used as a global adoption proxy.

First published 7 September 2026 - Updated 7 September 2026 -Research period September 2026 — September 2026 - Research current to 7
September 2026 - Version 10 - Suggested citation: The Al Institute, A/ /s Moving the Bottleneck to Management (2026).
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