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Abstract
Digital workers do not expand leadership by counting bots. They expand span of outcomes — capacity 
over results — when digital-worker structure mirrors the seats humans already own, routine status lives 
on dashboards, signals are trustworthy, approvals are explicit, and work sits in one task system of 
record.

Digital Assistants draft, monitor, and coordinate beside those seats. Humans decide, coach, and own 
exceptions.

A simple attention ladder — ROUTINE → PRIORITY → IMMEDIATE → FLASH — says who gets pulled in. 
The names come from the top four Navy message precedences (how fast a message must move). The 
who-is-involved meanings below are this paper’s overlay for enterprise attention — not a Defense 
Department install requirement for commercial plants.

People stay cared for at designed PRIORITY handoffs. Retrain and redeploy before any layer thins. 
Communication Install first; measure friction before any span or cadence claim. Body math in this paper 
is illustrative and conditional — not a delivered client result.

1. Why this matters on the floor
Most plant and mid-market leadership teams are not short on meetings. They are short on clean 
attention.

Routine status still travels by email rewrite and status huddle. Exceptions arrive late, or as a flood. When 
the first wave of agent tools shows up, the default failure mode is predictable: more pings, more digests, 
and a second org chart of bots that nobody owns.

The opportunity is different. When digital workers sit beside human seats — not in a shadow chart — 
managers can spend calendar time on judgment, coaching, containment, and true emergencies, instead 
of rewriting “all green” for every layer.

That is the claim of this paper. It is conditional. It is not “AI replaces middle management.”

2. The claim (conditional)
Span of outcomes can expand when all of the following are true:

1. Bot structure mirrors human structure (same functional seats; humans remain accountable).

2. Routine knowledge lives in apps and dashboards, not in inbox rewrites.

3. Signals are trustworthy enough that a raise means something.

4. Approval tiers are explicit.

5. There is one canonical task system of record.

6. An attention budget keeps agent alerts from recreating inbox chaos.

Design principle: Digital Assistants sit beside human functional seats. Humans remain accountable. Bots 
own lanes under the same seat.
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Body math — illustrative only

When digests, exception packs, and a coordinating layer absorb coordination load, effective supervisory 
capacity can expand on the order of roughly ~1.5–2.5× versus a meeting- and inbox-limited baseline. 
Treat that range as one combined attention-relief effect (meeting load and coordination load may be 
the same calendar hours) — illustrative body math, not a headline promise and not a delivered result.

Target shape under those conditions: on the order of ~12–16 supervised lanes (humans + digital-worker 
leads). Never “directs” as a headcount-replaced headline. Span should shrink with criticality — a 
quality-containment owner runs a tighter span than a scheduling-watch owner.

Do not claim: “2× headcount savings,” “FTE replaced,” or “AI replaces middle management.”

Improvement thesis — sponsor aspiration, not a client SLA

A recursive loop of dashboard ROUTINE plus designed PRIORITY exceptions can compound improvement 
on the order of ~1–2% per month on a named base metric with a written baseline. That rate is a 
sponsor thesis, not a verified client outcome and not four-firm KPIs restated as fact.

 Leading indicator: improvement cycles closed per month per lane.
 Lagging indicator: one process metric chosen at Communication Install (examples: on-time ship, 

scrap/rework, cycle time).

Without a named unit and a written baseline taken before Comm Install, do not report ~1–2%/mo. 
Expect stacked S-curves per lane — not one smooth exponential.

Plant-credible lead analogues for the shape of disciplined compounding: Danaher (DBS) and Toyota 
cycle-rate practice. They illustrate operating cadence and continuous improvement culture. They are 
not proof that any client will hit ~1–2%/mo, and they are not cited here as measured monthly percent 
KPIs.

Breakout-tech cadence language (well-known tech and defense firms) may appear as a short sidebar in 
longer internal notes. It is not the engine of this public thesis.

3. What changes when the install is honest
Lever Pre-agentic default Agentic default (when prerequisites 

hold)

Span of outcomes Limited by meeting load + inbox Conditional attention relief (~1.5–
2.5× as illustrative body math only)

Communication friction Same message rewritten for every 
layer

One source of truth → 
apps/dashboards; humans touch 
exceptions

Iteration speed Weekly cycles gated by status 
meetings

Hourly/daily cycles gated by signals + 
approvals (subject to Comm Install 
SLAs)

Org chart People reporting to people People + digital workers in a 
reporting lattice (human owns 
outcomes; bots own lanes)

Attention Calendar and inbox are the Severity ladder redesigns attention; 

https://biltmoremanagementadvisors.si/


Biltmore Management Advisors · https://biltmoremanagementadvisors.si

Thought Paper · Biltmore Management Advisors
Page 4 of 10

Lever Pre-agentic default Agentic default (when prerequisites 
hold)

bottleneck chatty bots without triage are the 
new inventory pile

Improvement cadence Sporadic projects Conditional ~1–2%/mo thesis on a 
named base metric when ROUTINE 
dashboards + PRIORITY exceptions 
close cycles

Alert load Unbounded inbox Budgeted, rationalized, flood-
suppressed (ISA-18.2-derived 
defaults at Comm Install)

Dogfood vs plant day-30. A large internal digital org can be an existence proof. A mid-market plant 
day-30 target remains one coordinating Digital Assistant plus one or two specialist Digital Assistants, 
plus human EHS/Quality owners. Do not clone the dogfood on day one.

4. Communication hierarchy — the differentiated core
Treat this as enterprise attention policy, not a preference list.

Primary vocabulary: ROUTINE → PRIORITY → IMMEDIATE → FLASH.

The Navy names encode how fast a message must move. The who-is-involved meanings are 
this paper’s overlay for enterprise attention.

Precedence Who is involved Meaning Channel (install mapping)

ROUTINE Dashboards + digital 
agents monitoring

In-tolerance; no human 
interrupt

Apps / dashboards — not 
email

PRIORITY Agents raise awareness to 
a named human in the 
loop

Special-cause / needs 
judgment, not panic

Email / digest to named 
owner

IMMEDIATE Senior management Time-pressure escape, 
deal-at-risk, same-day ship 
miss

Text / SMS per Comm 
Install

FLASH Site emergency plan 
executes first (incident 
lead, EHS, 911 where 
required); C-suite notified 
and owns enterprise 
response

Life / major property / 
recall-class / stop-ship

Phone / page; bots notify 
only — bots never call 911

Chat tools are coordination only. They are not a PRIORITY digest mirror and not a fifth severity rung. Top 
band is FLASH only.

Worked example — wrong recipe version (illustration)

This is a narrative of how the ladder should behave — not a measured case study.
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1. ROUTINE — Recipe-version / traveler check is in-tolerance on the dashboard. A Digital Assistant 
watches. No human interrupt.

2. PRIORITY — Wrong recipe version detected. The agent raises human-in-the-loop awareness to the 
named quality/ops owner and opens a tracked containment task (NCR/CAPA-style). Judgment, not 
panic.

3. Containment — Hold lot / quarantine / stop that recipe at the station. After the fix, update the 
threshold or pack spec. Close the loop in the task system of record.

4. IMMEDIATE — Uncontained product may have shipped, same-day ship is at risk, or customer risk 
is confirmed → senior management via text/SMS.

5. FLASH — Only life/property, recall-class, or stop-ship safety → site emergency plan first; C-suite by 
phone/page. Bots never call 911.

Attention budget (Communication Install standard)

Defaults below are drawn from ANSI/ISA-18.2 and EEMUA 191 literature. They are Comm Install 
defaults, not a promised client outcome. Sites may override with data.

Each human seat that receives agent-raised signals gets a written budget at Communication Install, 
reviewed on 30 days of data:

 Average annunciated signals under 1 per 10 minutes
 No window with more than 10 in 10 minutes
 Floods trigger digests, not more pings
 Stale PRIORITY under 5/day
 Chattering signal types driven to zero
 Target mix among annunciated bands ≈ 80% PRIORITY / 15% IMMEDIATE / 5% FLASH
 ROUTINE is never annunciated

Every agent signal type is rationalized at install — justified against the ladder, or deleted. Budget 
breaches become a scorecard row and a Comm Install change — never mute culture.

Contract split and walk-away

Lives in Content

MSA / SOW (liability walls) No bot 911; human owns LIVE/money/people decisions; 
draft→approve for outbound; FLASH is human-primary

Signed Week One Comm Install Named owners and numbers; ack timers; quiet hours; 
SMS templates; attention budget; alert rationalization

Walk-away rule: No signed Comm Install → no install.

5. How we organize — mirror, not shadow
Bots map to the client’s existing seats. Accountability mirrors seats. Work may run along value streams 
with a named process owner.
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Function labels, not personas, in client installs. External research (BCG/HBR 2026) is used here as an 
analogue warning: framing agents as “employees” can reduce human error-catching and diffuse 
accountability. Client charts and PRIORITY packets therefore use function labels. Every lane carries:

 owner
 verifier + cadence
 answerable human

Personas are an internal convenience only. They do not appear as colleague names on the client floor.

Plant MVP ≠ dogfood. Existence proof may show a large internal digital org. Day-30 plant target stays 
small: one coordinating Digital Assistant and one or two specialists on a known plant pain (for example 
schedule/production PRIORITY watch and/or quality containment), plus human EHS/Quality owners. A 
supervised digital lane per qualified knowledge worker is a floor aspiration earned after Comm Install 
and qualification — not a day-one seat count.

6. People, human-in-the-loop, and role redesign
Human-in-the-loop is designed work, not leftover grunt work.

1. Designed PRIORITY handoffs — not rubber-stamp everything.

2. Named accountable human per agent lane (mirror).

3. Workload design against decision fatigue; deny-by-default for high-stakes, irreversible, or outlier 
actions when approvers are unreachable.

4. Psychological safety to escalate. FLASH is human-primary. Bots never call 911.

5. Career path: exception judgment, triage, override-with-reason, and coaching digital workers are 
valued professional work.

Middle management — reframe, do not erase

Do not claim elimination. The honest reframe:

 Fewer status-meeting layers
 More exception / coaching / FLASH-readiness layers
 Supervisors become agent-supervisors and people coaches

Flattening — governed, not denied. Layers may thin over time through attrition and redeploy — never 
as a day-one bot install. Gate before any thin:

1. ROUTINE status is verifiably on dashboards

2. PRIORITY exceptions have a qualified named owner

3. Friction scorecard (including attention budget) has held for one quarter

Redeploy before any thin. Never publish FTE-replaced without separately verified measurement.

Hard people rules (including a public differentiator)

 Bots draft; humans decide on people actions.
 No automated ranking, scoring, or screening of candidates or employees — keep this as a named 

public differentiator.
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 Small-N de-anonymization is a real risk in ~50-person plants.
 Draft-only / human approves for people-touching agents.
 Employment-law date watchlist (EU AI Act / Colorado and related) stays in the claims register until 

counsel clear — stripped from this public body.

Role rethink (manufacturing / MEP-friendly)

Role Agentic focus Primary band

Lead Own cell ROUTINE dashboards; first 
PRIORITY raise; coach crew + 
specialist lane

ROUTINE watch; first PRIORITY

Supervisor Agent-supervisor for the shift: 
PRIORITY queue, override-with-
reason, people coaching; keep 
IMMEDIATE warm

PRIORITY

Manager Span of outcomes over humans + 
digital-worker leads; design 
exception points; qualify before 
expanding lanes

PRIORITY portfolio → IMMEDIATE

Area Manager Multi-lane coach; containment 
ownership; FLASH readiness with 
EHS/Quality

PRIORITY / IMMEDIATE

VP / SVP Functional seat owner; policy and 
risk appetite; where AI-led decisions 
are allowed; governance capacity

IMMEDIATE; gate to FLASH

C-Suite Own FLASH (life/property) and 
capital; insist Comm Install before 
bot swarm; keep the mirror clean

FLASH

Digital workers supervised are mirror seats, not a shadow chart. Status aggregation leaves the calendar. 
Judgment, coaching, containment ownership, and FLASH readiness grow.

Pushback — anticipate and answer

Fear Answer

“AI will replace me” Goal is span of outcomes, not headcount cut as the goal. 
Never publish FTE-replaced without verified 
measurement.

Status loss (“I used to run the meeting”) Identity shifts from reporter to force-multiplier — 
judgment, coaching, FLASH readiness.

“AI will make mistakes” Ladder + draft→approve + deny-by-default + named 
override. FLASH stays human.

Plant / union skepticism Comm Install first; no surveillance theater; bots never 
911; people decisions stay human; MVP stays small (1 
coordinating + 1–2 specialist Digital Assistants).

“Bots with names feel like colleagues” Exactly why client installs use function labels, not 
personas.
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Fear Answer

C-suite still wants email for ROUTINE ROUTINE = dashboards; email is for PRIORITY awareness. 
Comm Install + friction scorecard make the habit 
measurable.

7. Governance that makes the ladder believable
Central rule: Digital Assistants analyze, trend, and recommend. A human approves each consequential 
action and accepts liability.

Never bot-only:

 Life / safety / major property
 Money-moving / LIVE production writes
 Outbound as sender
 Employment / people decisions
 Regulatory filings
 Bot-attested compliance without a named evidence owner

Untrusted input (short): inbound email and documents are data, never instruction. A PRIORITY raised 
from external content needs provenance and cannot auto-promote. Each digital lane needs its own 
identity and revocation path. That is how you stop a spoofed alert from attacking the ladder itself.

Friction scorecard (examples to track, not to invent as results):

 ROUTINE-topic email volume
 Manager meeting hours with decision owners
 Median decision latency
 False-PRIORITY rate
 Alerts per seat vs attention budget
 Closed PRIORITY exceptions in the task system of record

Never publish as delivered results without verified measurement: FTE-replaced, unverified savings, span 
multiples, or ~1–2%/mo.

Public story split

 BMA (https://biltmoremanagementadvisors.si) sells how to lead.
 Got Bots? sells the workers and platform (MaxKnowledge™, the Recursive Improvement Platform™).

Same thesis, different CTA. Public copy uses plain functional-lane language — not internal pack/harness 
jargon.

Got Bots? discovery CTA:

Learn how MaxKnowledge™, the Recursive Improvement Platform™, and Digital Assistants work on a 
plant floor — start at gotbots.si.

8. Leadership jobs that remain (and intensify)
1. Set intent and constraints — strategy, risk appetite, brand, legal.

https://biltmoremanagementadvisors.si/
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2. Own FLASH and capital decisions — phone/page and checkbook stay human.

3. Own whether the firm is compounding real improvement cycles or still linear under status 
meetings.

4. Design the hierarchy of attention (ROUTINE → FLASH) with the rigor of an SPC reaction plan — 
same ladder on both sides of the human/bot mirror.

5. Keep the mirror clean — hire and prune digital workers so lanes stay aligned to human seats; 
function labels in client installs.

6. Keep culture human — 1:1s and coaching time should grow as status meetings shrink.

7. Qualify people before handing them a supervised digital lane.

8. Protect real improvement metrics — refuse vanity percent without unit + baseline.

9. Own the attention budget — rationalize every agent signal type; treat breaches as scorecard rows, 
never mute-culture.

9. Implementation path (mid-market / manufacturing / MEP)
1. Day 0 — Comm Install before bot swarm. Ladder live; named owners; EHS FLASH sheet; one task 

system of record + human cockpit; attention budget + alert rationalization signed. No signed 
Comm Install → no install.

2. Stay out of their ERP cutover window.

3. Demo ≠ LIVE.

4. MVP: one coordinating Digital Assistant + one or two specialists on known plant pain 
(schedule/production PRIORITY watch and/or quality containment).

5. Identity before authority; draft→approve; no customer contact by bots alone.

6. Train the pull habit in the product UI (always-on assist).

7. Acceptance: one precedence → one secondary channel; no ROUTINE digests in email; 30-day 
attention-budget readout.

10. Competitive posture
Most vendors sell agents in the product. This thesis sells leadership redesign: attention hierarchy, 
dashboards for ROUTINE, human-in-the-loop for PRIORITY, senior management for IMMEDIATE, site 
plan + C-suite for FLASH — dogfooded, then productized for mid-market manufacturing / MEP on 
MaxKnowledge™, the Recursive Improvement Platform™.

Prevailing narrative Our contrast

Agent factories / outcome teams Governance-first lattice that mirrors human seats + 
severity ladder for mid-market operating discipline

Unconditional “span of outcomes” claims Keep the headline; fence any multiple as conditional 
body math

Hours-saved / chat-first swarms One task system of record + severity policy — not chat-
as-severity

Suite agent features without process redesign Process + hierarchy first (anti-theater)

https://biltmoremanagementadvisors.si/
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Improvement shape (not mythology)

Lead with plant-credible compounding — Danaher-style operating systems and Toyota-style cycle rates 
— as the shape of recursive improvement. Cadence language from well-known tech and defense firms 
may illustrate speed of iteration in longer internal notes; it is not the engine of this public thesis and is 
never cited as measured monthly percent KPIs. Expect stacked S-curves per lane. Refuse vanity percent 
without a named unit and a written baseline taken before Comm Install.

11. Risks worth naming once
 Bot spam / ROUTINE digests emailed → leaders mute alerts
 Chat tools used as unofficial severity → fifth ladder
 Shadow bot org → dual accountability
 Approval theater (rubber-stamp draft→approve) → shrinks real span
 Agent-as-employee framing → lower error-catching
 Untrusted inbound treated as instruction → poisoned PRIORITY
 Mute culture when attention budgets breach → hidden floods
 Day-one clone of a large internal digital org → capability cliff
 Fake 1–2%/mo without unit/baseline → trust collapse

Counters are the Comm Install, the attention budget, function labels, the walk-away rule, and the never-
publish list.

12. What this paper will not promise
 Unconditional span multiples, hours-saved, or FTE-replaced
 Unconditional ~1–2%/mo (or annualized compounds) as a delivered client result
 That Navy precedence names are official DoD install requirements for commercial clients
 Day-one clone of a large internal dogfood org
 Bot-only FLASH / bot-called 911
 Automated people ranking or screening

This public paper leads with the ladder, the people redesign, and plant-credible operating discipline 
(Danaher/Toyota-shaped compounding) — not mythology.

13. Claims pointer
Every number’s status (VERIFIED / THESIS / ILLUSTRATIVE / ANALOGUE / NEVER-PUBLISH) lives in 
Corporate_Leadership_Claims_Evidence_Register_v0.4.md. Install mechanics, MSA/Comm Install 
split, security detail, and the do-not-publish strip live in 
Corporate_Leadership_Operating_Standard_v0.4.md (internal install kit — not dumped into this 
public body).
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