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The Autonomous Enterprise Manifesto
A model of how enterprises evolve — and why the next era will be 
defined not by a new technology, but by the limits of how we manage.

T H E  Q U E S T I O N  N O B O D Y  C O U L D  A N S W E R

It Starts With a Question No One in the Room Can Answer

Picture the chief executive of a large, successful company. Last year, the 
leadership team approved a wave of new tools that help employees work 
faster — drafting, summarizing, analyzing. It went well. This year, 
competitors have moved further: their software no longer just assists 
people, it carries out work on its own. So the executive’s board asks what 
sounds like a simple question.

“Which decisions in our company should still be made 
by people — and which can we let the software make?”

The room goes quiet. Not because it is a foolish question, but because no 
one has ever had to answer it before. The technology leaders talk about 
capability and security. The risk leaders talk about compliance. The 
operating leaders talk about productivity. But the actual question — which 
decisions belong to people, which can be handed to software, who is 
accountable when the software is wrong, and how the company should be 
organized and led once both are true — has no owner, no framework, and 
no answer.

That silence is the subject of this document. It is the sound of a gap opening 
between what software can now do and what organizations are prepared to 
handle — and it is appearing in boardrooms everywhere, a little earlier each 
quarter. The companies that learn to answer that question will pull ahead. 
The ones that cannot will spend the next decade discovering, expensively, 
why it mattered.

And here is the part that almost no one says out loud. The reason the room 
goes quiet is not that the technology is too complicated. The technology is 
the easy part now — capable, available, improving every month. The reason 
no one can answer is that the question breaks an assumption the entire 
company is built on: that a person makes the decision.
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Technology is no longer the hardest part. Management 
is.

That is the claim at the heart of this document, and it runs against the 
instinct of almost every leadership team, which is still organized to treat 
technology as the challenge and management as the settled, known 
quantity. For this shift, that instinct is exactly backwards. The software to 
make operational decisions is arriving on its own schedule, fast. What is 
missing — what every quiet boardroom is missing — is a way to manage an 
organization in which people are no longer the only ones deciding. This is 
the story of how enterprises arrived at that point, why it changes the work 
of leadership itself, and who will be equipped to lead through it.

P A R T  O N E

The World Is Changing — and This Time It Is Different

For thirty years, business technology has helped 
people work. Now, for the first time, it is beginning to 
make the decisions people used to make.

Every previous wave of business technology changed what we could do. It 
let us record transactions, reach customers in new ways, and operate at 
greater scale. Each wave was transformative, and each one left a single 
thing untouched: a person remained the one who decided. The technology 
served the decision-maker. It never replaced the act of deciding itself.

That is what is changing now. The shift underway is not that software can 
handle more tasks. It is that organizations are beginning to hand over real 
work — not just steps, but judgment, sequence, and action — to software 
that can operate on its own. Give it a goal and it acts: it plans, decides, 
carries the work out, and adjusts as it goes. For the first time, the thing 
being handed over is not the busywork around the decision. It is the 
decision itself.

This is a deeper change than it first appears, and the reason is worth stating 
precisely, because it explains why this wave is different from every wave 
before it. Every previous technology automated execution — the doing of 
work. ERP executed transactions. The web executed customer interactions. 
The cloud executed computing. In each case the technology did the work 
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faster, but a person still supplied the judgment: what to prioritize, what to 
approve, what counts as an exception, who bears the risk. This time, the 
technology does not just execute. It begins to supply the operational 
judgment itself — and judgment is the very thing management exists to 
coordinate.

That is why management, specifically, is what this wave disturbs. Managers 
do not exist because forms need filling or transactions need processing; 
technology has handled execution for decades. Managers exist because 
someone has to weigh priorities, make trade-offs, grant approvals, handle 
exceptions, and answer for outcomes. The entire apparatus of management 
— the org chart, the approval chain, the performance review — is built to 
organize human judgment. When software begins to participate in that 
judgment, the apparatus built to coordinate it has to change with it.

Every previous technology automated execution. 
This is the first to automate operational judgment 
— and judgment is what management exists to 
coordinate.

P A R T  T W O

This Is Not a Question of Whether — It Is a Question of How Fast

The question is not whether organizations will let 
software make more of their operational decisions. 
They will. The question is whether they will redesign 
how they are managed fast enough to do it safely and 
well.

It is tempting to treat this as one option among many — something a 
company might pursue, or might not, depending on appetite. That is a 
misreading of how these shifts work. No major business technology shift has 
ever stayed optional for long. A system of record was once a competitive 
choice; within a decade, a company without one could not compete. 
Running on the cloud was once a debate; now it is simply where business 
happens. The pattern is consistent: what begins as an edge becomes the 
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baseline, and the organizations that treated it as optional spend the 
following decade catching up.

The same logic applies here, and the mechanism is simple. Just as the last 
generation of systems digitized the transaction, this generation will 
increasingly digitize operational decision-making — the thousands or 
millions of routine choices that keep a company running. Not the boardroom 
decisions; strategy, acquisitions, and values will remain human for a long 
time to come. But the operational decisions — pricing this order, routing 
this shipment, approving this claim, escalating this case — are exactly the 
kind of work that software can increasingly carry out on its own. Once a 
competitor makes and executes those decisions at machine speed and 
machine cost, with people governing rather than processing, the economics 
of competition shift. An organization that needs a person to touch every 
operational decision cannot match the speed, the cost, or the 
responsiveness of one that does not.

So the pressure to move is real, and it is not driven by enthusiasm for 
technology — it is arithmetic. But moving fast is exactly what makes the 
danger real too. An organization that lets software make operational 
decisions before it has redesigned how those decisions are governed is not 
moving forward. It is accumulating risk at machine speed. That is why the 
real question is not whether, but whether the management catches up in 
time. The direction is set. The readiness is not.

The question is not whether organizations will use 
more autonomous software. It is whether they will 
redesign management fast enough to use it safely 
and well.

P A R T  T H R E E

The Assumption That No Longer Holds

For over a century, organizations were built on a single 
assumption: that operational judgment belongs to 
people. That assumption is now breaking — and almost 
every management practice rests on it.
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Here is the part that surprises most executives. The hard problem is not 
building the software. The capability is arriving with remarkable speed, and 
it is remarkably accessible — a mid-sized company today can put software 
to work in ways that would have been science fiction five years ago. If the 
challenge were a technical one, it would already be solved.

The challenge is structural, and it runs deeper than any single tool. For 
more than a hundred years, every part of how we run organizations was 
designed around one assumption so basic it was never written down: that a 
human being supplies the operational judgment. The org chart routes 
choices up to a person and pushes their decisions back down. Approval 
chains assume a person weighs the call. Performance reviews measure the 
people who exercised the judgment. Job descriptions describe what a 
person is responsible for deciding. Hiring, governance, risk, accountability 
— all of it was built for a workforce whose judgment came entirely from 
people. That assumption was so reliable, for so long, that it became 
invisible. It was simply how organizations worked.

That assumption is now breaking. As software begins to make operational 
decisions — pricing this order, approving this claim, routing this shipment, 
escalating this case — the enterprise quietly acquires a second kind of 
worker. The workforce is no longer purely human. It is becoming a hybrid 
workforce: people and autonomous software, sharing the work and, 
increasingly, the decisions. And here is the consequence that matters: every 
management practice built for a purely human workforce was, without 
anyone noticing, built on an assumption that no longer holds.

The enterprise was designed for people to make 
operational decisions. As autonomous software 
increasingly makes those decisions, the enterprise 
itself must be redesigned.

This is why the symptoms appear everywhere at once. When the underlying 
assumption shifts, everything resting on it moves. Governance has to 
change, because you are now governing decisions no human directly made. 
Operating models have to change, because work is split between people and 
software. Accountability has to change, because the decider and the 
responsible party are no longer the same. Performance management, org 
design, risk, workforce planning — each one strains, because each was built 
for a workforce that no longer describes reality. These are not separate 
problems. They are the same structural shift, surfacing in a dozen places.

You can see the shift from a distance as a widening gap: the capability of 
the technology races ahead while the capability of the organization to 
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manage it lags behind. That gap is real, and it is worth picturing — but it is 
the symptom, not the disease. The disease is the broken assumption 
underneath. The gap is simply what it looks like from far enough away.

The visible symptom: technology capability races ahead while the organization's capability to manage it lags — 
the gap that opens when the old assumption breaks.

T H E  S T R U C T U R A L  S H I F T

Every management practice — the org chart, the approval chain, the 
performance review, the job description — was built on the assumption 
that people do the work and supply the judgment. The object of 
management was a human workforce. That object has now changed: 
the workforce is becoming a hybrid of people and autonomous 
software. When the object of management changes, management itself 
must be redesigned. That is the real work of this decade.

What This Looks Like on Monday Morning

This can sound abstract until you make it concrete, so here is the concrete 
version. Strip management down to its essentials and every manager, in 
every function, has always answered the same five questions about any 
piece of work:
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THE QUESTION THE OLD ANSWER THE NEW ANSWER

Who does the work? A person A person, software, 
or both

Who makes the decision? A person A person, software, 
or shared

Who approves it? A person A person, or software 
within set thresholds

Who is accountable?
The person who 
decided

A named person — 
even when software 
decided

How do we measure 
performance?

The person’s output People and software, 
together

For a hundred years, every answer in the middle column began with the 
same word: a person. That is the assumption the whole practice of 
management was built on. The right-hand column is the entire 
transformation in miniature — not a new technology to adopt, but a new set 
of answers to the oldest questions in management. Nothing about a 
manager’s job description has changed. Every answer underneath it has. 
That is what makes this concrete rather than theoretical: it is not a future to 
imagine, it is five questions a leader is already answering differently, this 
quarter, whether or not they have a framework for it.

T H E  A R C  O F  E N T E R P R I S E  E R A S

Six Enterprises, One Road

Step back far enough and the whole arc is visible. Each era of business was 
defined by what it digitized — and each one changed the technology of 
business while leaving its management essentially intact. This new era is 
the first that changes management itself. It deserves a name, because what 
you can name, you can lead toward deliberately. We call it the Autonomous 
Enterprise: an organization where people and intelligent software run 
operations together, where much of the routine decision-making is handled 
by software and people move to governing it.
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The Road to the Autonomous Enterprise — six eras of the enterprise, and the one that changes the rules.

Each wave changed technology. The Autonomous 
Enterprise changes management.

That sentence is the whole thesis in two lines. Every prior era asked leaders 
to adopt a new technology. This one asks them to lead a different kind of 
organization — one where the work is done by people and software 
together, and where the central management questions of the last century 
no longer have obvious answers. That is a far larger ask than adopting a 
tool. It is why this transition needs more than technology. It needs a 
discipline, and the people trained in it.
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P A R T  F O U R

Every Technology Wave Creates a New Profession

And the professions, not the tools, are what carry 
organizations through.

There is a pattern in every major enterprise shift that is easy to miss while 
you are inside it. The technology arrives first. Then the organizations 
struggle. Then — and this is the part that matters — a new profession 
emerges to carry organizations through the struggle. The profession is what 
converts a raw technology into realized value.

ERP arrived, and with it came the SAP and ERP consultants — a profession 
that did not exist before and became indispensable. The web arrived, and 
with it the digital transformation leaders. The cloud arrived, and 
organizations discovered they needed cloud architects — a role nobody held 
in 2005 and everybody needed by 2015. Cybersecurity threats escalated, 
and the security architect profession formed around them. In every case, 
the new profession was not invented by a vendor. It was summoned by a 
need. Organizations had a problem they could not solve with their existing 
roles, and a profession formed to fill the gap.

So the question writes itself. This new generation of capable software is 
arriving — not as a tool to be adopted, but as a force that changes how 
organizations are led, governed, and operated. Every prior shift of this 
magnitude created a profession to carry organizations through it.

ERP created the SAP consultant. The cloud 
created the cloud architect. This shift is creating 
— what?

The answer is the professional who can lead an organization through this 
transition — who understands not the technology, but the management of it; 
not how the software works, but who is accountable for what it does; not 
the deployment, but the readiness, the oversight, the way the work is 
organized, and the people whose roles will change. This professional is not 
a data scientist and not an engineer. They are something new: a leader of 
this transition. And right now, that professional has no defined body of 
knowledge, no shared language, no standard of competence, and no path to 
mastery. The need has arrived. The profession has not yet been built.
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P A R T  F I V E

What the Model Predicts: A Profession, and a Discipline Beneath 
It

If the assumption underneath management has truly 
broken, then something specific has to follow — not 
because anyone wants to sell it, but because the 
pattern of history demands it.

Step back and treat everything so far as a model of how enterprises evolve: 
each era digitizes a new layer of the business, each creates a profession to 
carry organizations through, and each leaves the basic assumption of 
management intact — until now. This era is the first to break that 
assumption, and that makes a prediction. A structural shift this deep — the 
workforce itself changing from purely human to hybrid — has only ever 
been absorbed one way: by the emergence of a profession whose entire 
purpose is to manage it, standing on a body of knowledge that did not exist 
before. That is not a sales pitch. It is what the model says must happen, the 
same way it happened with every prior wave.

A profession is not a job title. It is a defined body of knowledge, a set of 
competencies, a shared language, a standard of practice, and a path by 
which a person can be trusted to do difficult work well. Project management 
became a profession when the knowledge of how to run projects was 
codified, taught, and certified — not before. The same is true of every 
discipline that endures: the body of knowledge is what turns scattered 
practitioners into a profession. The model predicts that the same thing must 
now happen for the leaders who redesign the enterprise for a hybrid 
workforce.

And it is beginning to, out of necessity rather than design. The people doing 
this work today are improvising — borrowing fragments from change 
management, enterprise architecture, data governance, and digital 
transformation, none of which were built for a world where software makes 
operational decisions. What they lack is a coherent discipline: a way to 
assess whether an organization is ready, to redesign how work is done, to 
govern decisions made by software, to sequence the change, and to lead the 
people through it. They lack the equivalent of what PMBOK gave project 
managers and what BIZBOK gave business architects. The gap in the 
profession is itself a symptom of the broken assumption.
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And once you see the shift clearly, the shape of the discipline becomes 
obvious — because it is not a new and exotic thing. It is every existing 
management function, redesigned for a workforce that is now part human 
and part software. The discipline is not 'AI management.' It is the redesign 
of management itself, function by function, for the hybrid workforce.

Every management practice was built for a human workforce. Each one must 
now be redesigned:

B U I L T  F O R  A  H U M A N  W O R K F O R C E R E D E S I G N E D  F O R  A  H Y B R I D  
W O R K F O R C E

Assign work to employees Decide whether each task goes to a 
person or to software

Define roles and job descriptions Define human–software 
responsibilities and boundaries

Approval workflows Decision rights: what software may 
decide, what people must

Performance reviews of people Measure the performance of people 
and software together

The organizational hierarchy A human–software operating model

Govern human decisions Govern decisions made by 
autonomous software

Hire and staff the team Redesign the workforce — human 
and software

Train employees to do the work Train people to direct and supervise 
software

This is what the body of knowledge actually contains. Each redesigned 
function is a domain of the discipline: readiness, capability, operating 
model, governance, workforce, implementation. They are not chapters 
about AI. They are the management functions of the enterprise, rebuilt for 
the moment when part of the workforce became autonomous. That is why 
the profession is real, why it needs a body of knowledge, and why no 
existing discipline already covers it.

W H E R E  A E B O K ™  F I T S  I N  T H E  M O D E L

The Autonomous Enterprise Body of Knowledge — AEBOK™ — is the 
codified discipline for redesigning management for a hybrid workforce 
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of people and autonomous software. It is not 'AI management,' and it is 
not the point of the model — it is what the model says has to exist. The 
vision is the Autonomous Enterprise; the structural shift is from a 
human workforce to a hybrid one; the profession is the answer; 
AEBOK™ is the discipline that profession stands on.

This is why the order matters. The worldview comes first: enterprises were 
designed for people to make the operational decisions, and as software 
begins to make them too, the enterprise must be redesigned. The profession 
comes second, as the necessary response. And the body of knowledge 
comes third, as the foundation the profession requires. Anyone who accepts 
the first does not need to be sold the rest — they follow.

T H E  C O M M I T M E N T

What We Are Actually Building

A few weeks ago, this looked like the work of writing a body of knowledge. 
It is now clear that it is something larger. The body of knowledge is 
necessary, but it is not the mission. The mission is to answer the question 
that thousands of executives will be asking over the next decade, with 
increasing urgency:

How do we lead our organization into the 
Autonomous Enterprise?

That question does not yet have a trusted answer. There is no profession 
that owns it, no body of knowledge that addresses it whole, no standard of 
competence a leader can rely on. The shift is arriving whether organizations 
are ready or not — and most are not. The defining work of this decade is not 
building the technology. The technology will keep arriving on its own. The 
work is redesigning the enterprise for a workforce that is no longer purely 
human: building the discipline, the profession, and the leaders who can run 
an organization in which people and software make decisions together.

That is the work. The road to the Autonomous Enterprise is where 
organizations are heading. The broken assumption — that people make the 
operational decisions — is what stands in the way. The profession of AI 
Transformation is how organizations redesign around the new reality. And 
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the body of knowledge is the discipline that profession stands on. But the 
foundation beneath all of it is a single shift in how to see the world: the 
enterprise was built for people to make the decisions, and that is no longer 
the whole truth. A leader who truly absorbs that one idea will reorganize 
everything else around it.

There is a reason this document is called The Road to the Autonomous 
Enterprise and not the name of a framework or a credential. People do not 
adopt frameworks from strangers — they adopt a way of seeing the world, 
and the frameworks follow. Enduring professional movements almost 
always begin with a compelling worldview before they become a 
methodology. The worldview here is simple: for over a century the 
enterprise was designed around the assumption that people make the 
operational decisions, and as autonomous software increasingly makes them 
too, the enterprise itself must be redesigned. The profession, the body of 
knowledge, the Academy, the credentials — all of it follows from that one 
way of seeing. This document is where the worldview is written down.

The enterprise was designed for people to make 
the operational decisions. As autonomous software 
increasingly makes those decisions, the enterprise 
itself must be redesigned. Everything else — the 
profession, the discipline, the movement — follows 
from believing that one sentence.
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