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PUBLICATION RECORD

An Institute thesis and decision
framework

The smallest useful unit of agent deployment is not a prompt or model licence but a
governed job that can be taught, observed, measured and withdrawn.

L]
WHAT LEADERS SHOULD TAKE FROM THIS PAPER

01 Start with a recurring business outcome, not a catalogue of agent features.

02 Write the agent's job before connecting tools: trigger, inputs, authority, evidence, review and
stop condition.

03 Give every agent its own identity and time-bound permissions rather than a person's
credentials.
04 Test realistic queues, interruptions and exceptions; single-task demonstrations hide

operating failure.

05 Scale the job only when completed outcomes improve without creating unmanageable
review or recovery work.

Research method

This briefing compares a current supplier case set with Microsoft's current responsible-Al report, official NIST identity analysis,
Microsoft Research on realistic multi-task agent environments and the newest arXiv release batch. Supplier cases, standards
guidance, simulated research and preprints retain their different evidentiary status. The public treatment translates the
convergence into operating decisions rather than presenting a technical paper digest.

First published 2 September 2026 - Updated 2 September 2026 - Research period August 2026 — September 2026 - Version 1.0 - Suggested citation: The
Al Institute, Give the AI Agent a Job Before You Give It Tools (2026).
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How to use this brief

Start with the decision and use the framework to challenge the current plan. Figures retain their original populations and

definitions. Institute analysis is labelled, and limitations are recorded before the references.
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01 THE CAPABILITY SHIFT

Agents are starting to carry
work, not just answer
questions

On 1 September, OpenAl published three cases in which agents had been placed inside recurring work:
employee onboarding, account management and developer integration. The cases are supplier-selected and
cannot establish representative performance. Their value is the operating pattern. Teams teach a stable
process, give the agent persistent context as work changes and let it carry a defined opportunity into action. *

That is a different proposition from adding a chatbot to every role. A chatbot is primarily an interface. An agent
job has a trigger, a queue, access to systems, work that persists after the first exchange and a result that
somebody must accept. The executive question is no longer whether the model can produce an impressive
answer. It is whether the organisation can assign a piece of work without losing the outcome, authority or
recovery path.

The prompt starts an interaction. The job defines
what the organisation is prepared to let continue.
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02 THE NEW UNIT OF DEPLOYMENT

A governed job is smaller
than a transformation and
larger than a task

Broad mandates such as 'use agents in finance' are too vague to manage. Tiny demonstrations are too narrow
to reveal operational value. The useful middle unit is one recurring job: reconcile a defined exception queue,
prepare one account review, assemble one onboarding path or test one integration against agreed criteria.

A job gives leaders something they can fund and withdraw. It has an accountable owner, a baseline and a
boundary. It also lets teams change the model or supplier without rewriting the purpose of the work. The
technical system may evolve quickly; the outcome, authority and acceptance test should remain legible to the

people running the business.
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03 THE JOB SPECIFICATION

Write nine things before
connecting another tool

Define the outcome and its baseline. Name the event that starts the work. List the context the agent may use,
the tools it may call and the identity under which it acts. Set the authority it can exercise without review.
Specify the evidence it must leave behind, the moments a person must decide, the executive who owns the
result and the condition that stops the job.

This is not technical documentation for its own sake. Each element answers a management question. What
result are we buying? Who can initiate it? Which information may travel? What can change in the real world?
Who can explain the decision? Who carries the exception? When does continued operation become
irresponsible or uneconomic?

EXHIBIT / THE AGENT JOB IN THREE LAYERS

Purpose Operating boundary Proof and intervention

Result, baseline, trigger and accountable Context, tools, identity and permission to Evidence, review points, exception route
owner. act. and stop condition.

Business design Control design Management design
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04 THE DEPENDENCY THAT CHANGES

Identity and authority move
into the workflow

NIST warns that people are already giving agents personal and enterprise credentials. That shortcut weakens
accountability and exposes broad, long-lived access across systems. NIST's current direction is to treat agents
as first-class entities with their own identifiers, credentials and entitlements, connected to the person or
system on whose behalf they operate. °

For an executive, the principle is simple: an agent should not inherit a person's entire working life. Give the job
only the identity and authority it needs, for the time it needs them. Record which person or system delegated
that authority. When the job ends, the access should end with it.
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05 CONTROL DURING EXECUTION

Approval before launch is
no longer enough

Microsoft's 2026 transparency report describes controls that evaluate agents against policy, place checks at
critical points in a workflow and monitor behaviour while the system is running. The important shift is from a
static review to an operating capability: see what the agent is doing, test it as conditions change and intervene
before a failure becomes the accepted process. >

Procurement should therefore ask more than whether a supplier has guardrails. Ask whether your
organisation can define job-specific policy, observe important actions, pause the work, preserve a record, route
an exception and restore service. A control that exists only in a sales presentation is not part of the job.

CAPABILITY BRIEFING - 02 SEP / 2026 08



THE Al INSTITUTE / OPERATING INTELLIGENCE GIVE THE Al AGENT A JOB BEFORE YOU GIVE IT TOOLS

06 WHAT REMAINS UNPROVEN

Real work is messier than a
successful demonstration

A Microsoft Research system designed for concurrent enterprise tasks reports why caution is warranted.
Across three agent backends, baseline completion fell as the number of interdependent tasks increased. The
researchers found that memory, isolation, planning and learning architecture mattered more than changing
the base model alone. The environment was simulated, so the numbers are not a production forecast, but the
failure pattern is useful. *

The newest arXiv batch points in the same direction. Researchers are measuring agent working memory,
reconciling process supervision with outcome credit and separating short- from long-horizon industrial tool
use. These are preprints with different review status, not purchase recommendations. They show that the

. . . . oy 567
unresolved frontier is sustained work under changing conditions—not merely a better first response.

Test the Monday morning queue: interruptions, stale
context, missing inputs, conflicting priorities and the
person who must recover the work.
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07 WHERE THE PATTERN CHANGES

The job can travel; its
operating conditions cannot

North American suppliers and standards bodies are rapidly building the platform, identity and control layers
around agents. In Europe, current transparency and general-purpose model obligations now sit beside later
high-risk duties, making role, disclosure, logging and supplier information part of deployment planning. ° The
United Kingdom applies existing consumer obligations to agentic services. Other markets may start with
fragmented enterprise data, lower connectivity, different languages or fewer assurance resources.

Do not use a US supplier case as a global operating template. Keep the nine-part job specification, then adapt
the authority, data path, worker consultation, customer disclosure, language quality, fallback and incident
route for each jurisdiction and institution. Australia adds a useful assurance comparison, but it is not a proxy
for regional or global practice.
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08 THE NEXT 30 DAYS

Commission one agent
job—not an agent
programme

Choose one recurring workflow with a named owner, measurable stakes and enough volume to learn. Write the
nine-part job before selecting more tools. Run it first with narrow authority and visible human review. Test
normal work, exception work and recovery after interruption. Measure completed outcomes, quality, cycle
time, review load and reversals—not messages, tokens or demonstrations.

Scale only when the job improves the business outcome without creating unmanageable checking or recovery
work. Expand authority in explicit stages. If no executive owns the result, if the agent cannot leave a useful
record, or if the organisation cannot stop it without losing the workflow, the job is not ready for more
autonomy.

The 30-day request: one job, nine fields, narrow
authority, realistic exceptions and one explicit stop
condition.

CAPABILITY BRIEFING - 02 SEP / 2026 1



THE Al INSTITUTE / OPERATING INTELLIGENCE GIVE THE Al AGENT A JOB BEFORE YOU GIVE IT TOOLS

RESEARCH RECORD

Method and limitations

Method

This briefing compares a current supplier case set with Microsoft's current responsible-Al report, official NIST
identity analysis, Microsoft Research on realistic multi-task agent environments and the newest arXiv release
batch. Supplier cases, standards guidance, simulated research and preprints retain their different evidentiary
status. The public treatment translates the convergence into operating decisions rather than presenting a
technical paper digest.

Limitations

The OpenAl cases are supplier-selected and involve three Al-native companies. Microsoft's controls are
supplier-described. NIST guidance and agent standards remain in development. CORPGEN uses a simulated
environment, and the cited arXiv papers are preprints or conference-labelled submissions rather than broad
production evidence. Legal, language, labour, infrastructure and data conditions vary by market.

Sources and limitations

Source facts link to the original publication. Institute analysis reconciles definitions and turns the material into
a management proposition. Frameworks are decision aids, not claims of universal causality. Read every
important statistic with its population, date, definition and caveat.

Research cutoff: 2 September 2026. Review cycle: six months, or earlier after a material change in the underlying facts, standards or
policy.

CAPABILITY BRIEFING - 02 SEP / 2026 12



THE Al INSTITUTE / OPERATING INTELLIGENCE GIVE THE Al AGENT A JOB BEFORE YOU GIVE IT TOOLS

REFERENCES

Evidence behind the thesis

01

02

03

04

05

06

07

08

09

OpenAl, How Al-native companies turn workflows into operating capability
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Supplier transparency-report summary published 1 September 2026.

NIST, Why Agentic Al Needs a Strong Identity Foundation
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