Punchcard

Al + Jobs to Be Done

A practical framework for delegating real work to Al agents
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From chat messages to delivered work

Agents can work alongside you in real time, or take actions on your behalf.
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You ask, it answers It works, you steer

It works, you review

Helpful replies. You still do the

Works in real time while you
waork, one step at a time.
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ished work and asks

You own every step You collaborate You approve and accept

Fhe more an agent does on its own, the clearer the job has to be.



What you’ll leave with

Habits that work with any Al tool, starting Monday:.

Describe a job so an agent can finish it — and you can
tell when it's done

Decide what an agent may do on its own and what
needs your approval

Check Al output against its source evidence before you
accept it

Evaluate Al software an your own work before you buy

The five questions

Personal agents

Agents for teams

Trusting Al output in Excel

Buying Al software
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Five questions before you delegate

Ask them in order. Weak answers early show up as rework later.

o

I

what outcome
do | want?

Describe the finished
work ard what
"done” means.

© O

LONTERT

What does it
need to know
and access?

Documents, toals,
histary, who owns

what, Mothing extra.

© O

dUUNDARIES

What can it do
on its own?

Prepare freely
Approve
conszequentia
actions. Name the
never-dos

O o
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How will we
know the work
is right?

FOUFCes,
campleteness,
exceptions, and
stated uncertainty.

o
0 -~
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Who reviews,
approves, and
remains

accountable?

& pamed persen,
with the evidence to
decide.
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Define done, then scope the access

A prompt asks for a response. A job describes finished work.

o What outcome do | want? o What does it need to know and
access?
A PROMPT
“commarize these invoices. * # Relevant documents and prior work

* The tools and systems it must use

# History: what was already decided

“Agree each sampled expense to its invoice and list * Whao is responsible for what

every exception with the document and page.”

Limit it: only the access this job requires — read-

Dﬂ'nE MmMeans: r.h':'.' d'...' |'a'l..."-c'\il'_'| 2 I.Iﬁl. QLI ||.'|l' I'_'l-ﬂr I.Iﬁl. Dr-lhr 'l.'.l'|'lE'I"-E' recd ng |:. Fl‘lnugh

deadline, and the format
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Separate preparing work from acting

Decide in advance what needs a human yes — and what is never allowed.

& On its own @ With approval @ Never

* Research, read, and compare * Send toa client or colleague » Share data beyond the job
* Draft replies and workpapers ¢ Spend money or submit a form * Sign, certify, or conclude for
« Organize files and flag issues * Change a system of record Lt
* Commit anyone's time Delete records
Bypass a control
Easy to wndc Conseguential or hard to undao Off-limits, whatewver it's tald

@ Aszk for help when sources conflict, information is missing, or the next step crosses a boundary.
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How will we know the work is right?

Check the work the way a good reviewer would — not just the summary.

B Inspect sources
Open the document behind each conclusion. Does it say what the

result claims?

& Check completeness A citation is a pmnter_,
Was every item covered, including the hard ones it might have not a pl’ﬂﬂf
skipped’

A Test exceptions It shio
Look hardest at what was flagged — and at what should have been. the source

@ Separate support from uncertainty
Which conclusions are backed by evidence, and which are inferred

e P
Or missing




JEZ I 5 DWW NERSH

Who reviews, approves, and owns it?

Three different human roles. Know which one you're playing.

@ o o e @ o o ' e ' o

Collaborate Approve an action Accept the result

Steer, answer questions, and Say yes or no before something 5ign off on the finished work
corract course .-:I'H”"l.-'“:’l;'.:hF‘r'ﬂ rr:'rﬂ-‘mq.u—'r':l:ilh.-:p::i-'r"-.: '-i-""lﬂ. A0 DTS lI"-:—*::-.JI-:::r"u:—'.
WOrks buy, post

Approval needs evidence and context, not a rubber stamp,

f the approver can't see what the agent saw and did, they aren’t approving — they're hoping.




EAAMPLE 1 - PERSONAL RGENTS

How an agent uses a computer

Computer use: it works through the same screens you do, one visible step at a time,

O ©

Look Mavigate
Reads what's on Opens apps, sites,
the screen and menus

Click

Presses buttons,
links, and fields

Type

Enters information

into forms

|:| Because every step s on screen, you can watch it work, pause it, or take over,

Check

Confirms the result
before moving on



EXAMPLE 1 - PERSONAL AGENTS

Email and meeting follow-ups

The useful version depends on one detail most people leave out.

@ Email triage

ioB
A draft waiting for every email that needs my reply.

THE TRAP
Answered threads keep coming back as "open.”

THE FIX

Check later replies and Sent Items before calling
anything open.

BOUNDARY

Drafts only. | review and send.

@ Meeting follow-ups

OB
Today's mesting commitments, captured and moving.

THE TRAP
Everything said in the meeting lands an my to-do list.

THE FIX

Separate my commitments from other people’s. Do
mine; track theirs.

EQOUNDARY

Drafts reminders for approval. Mever makes new
commitments.
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Set
requirements

Budget, must-hawes,

delivery date

Right iterm, within
budget, by the date

VLENTS

Shopping: compare, prepare, then stop

The agent does the legwork. The purchase waits for your explicit yes.

Compare
options

meets every
reguiremeant

Reguirements,
budget, address,
preferred sellers

Prepare
checkout

Cart, shipping, and
final total ready

Mo purchase without
my approval

Approval

checkpoint

You che

VIDEMCE

Links, and how each
option meets the

requirements

Purchase

Only after an explicit
YES

D MNERSHIF

| approwe the spend
and own the choice
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Demo: an agent at the keyboard

Watch where it checks its own work

Email: give the job, drafts only

Watch it check later replies and Sent Iltems

Shopping: requirements, budget, compare

Stop at checkout for approval

and where it stops for approval.

-

Live screen: switch to the demo
computer

Backup: insert a recording or screenshots from your
own rehearsal before the event
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Follow one commitment through a team

Fraom a client meeting: “We'll send the updated reserve rollforward by Friday.”

AGENT ] m F. AGENT ! AGENT dq FERSOM ] m

Captured Owner Prepared Handed off Reviewed Completed
assigned

Logs the Manager names Gathers files; Paszes it to the Cwner checks
commitrment one accountable drafts the owner with the evidence and status closes for
frearm thae rmeeting TS rallfarweard and status and open [ ] W PO e

notes £mal tems

Preparing a follow-up is not authority to send it

The agent drafts. The owner sends, sets the date, and makes the promise. The agent never comm

o ts another person's
time.
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Same five questions, for a team

What changes when the work is shared.

Job My outcome A shared outcome with a visible due date

.. Shared workspace, prior work, and who
o Py inbox and files I
C I'ltEH:t ¥ Ul A Akl TiRe owns what

Permissions by role; can't commit another

Boundaries What I'm willing to approve
pErson

Evidence | check the work Status and open items visible to everyone

One named accountable person — not “the
team”

Ownership Me
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Expense testing: the prepared result

Fictional sample — four expenses, with invoices given to the agent.
TEM VEMNDOR GL AMOUNT DATE SUPFORT FOUND PREFARED RESULT

E-01 Tri-County Auto Glass 51,840.00 03/04/2026 voice TC-2207 AGREES

5.00 03/11/2026 nviice La-0419 ARMOUNT BISMATCH

E-03 Merndian Print & Mai $612.40 03719,/2026 None located BAISSING SUPPORT

E-02 Lakeside Adjusting Services 53,2

E-04 Morthgate Records Storage 5945.00 03/28/2026 nvoice NG-1183 AGREES

Prepared is not accepted.l'wo rows say “"Agrees” — would you sign off on them yet:




PL us NG A ) N XCEL

Inspect evidence before you accept

Open the source behind each result — including the ones marked “Agrees.”

DICE £-02 NHAT TO CHECH

Lakeside Adjusting Services Verdor MATCH What would you verify
Matches the GL vendor bEfore accepting this

Date 03/11/2026 test?
Field adjusting services, March Date MATCH

Invoice LA-0419

* Right document, not a duplicate?

* Typo, partial payment, or real error?

Amount MISMATCH ¢ Was E-03’s invoice missing — or
$ 3 P 725.00 GL 53,275 vs. invoice $3,725 never provided?

Did it really open the “Agrees’
Support PRESENT invoices?
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Same fictional sample, live in the workbook

Open the workbook; run the first pass

Click a result to open its cited source

Investigate E-02 and E-03; flag follow-ups

Validate supported rows; sign off when
complete

Demo: review the test in Excel

Prepared grid, Al-populated cells marked

Replace with your own capture before the event

Invoice LA-0419 opened from its cell

Replace with your own capture before the event
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Where the human stays in charge

The agent prepares the test. You decide what it means.

o COLLABDREATIN o COLLABDREATING o ACCEPTING

Guide Investigate Approve

Set the procedure and the Fallow up on E-02's 5450
pass/fail rule, Answer its difference and E-03"s missing
guestions when it's unsure, invaice. It flags; you decide.

gdocumented

,g.."' Collaborating is not acceptingSign-off is a separate, deliberate step — with the evidence in front of you.
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Buying Al software: test your job

YING Al S50 WAR

Run the five questions on the product before you sign.

Test a specific job

Use representative inputs and your

hardest cases, not the vendor’'s

demo data

Evaluate the evidence

Citation quality, errors on your

cases, review effort, and recovery

from mistakes

NTEX

Check what it needs

Which documents, systems, and
integrations — and the effort to
connect them

JWNERSHIP

Assign an owner

One named owner, and a small
pilot with baseline, success, and
stop criteria

BOUNDARIES

Verify permissions

Least access by default, and
approval controls you can set and
audit,

VALUE

Measure net value

me saved after review and
ctio lus implementation

al COSt




BUYING Al SOFTW AT

Run a small pilot before you commit

Decide what success and failure look like before you start.

Baseline

* Time per item today
* Error and rework rate

= Hayiawer time

Net time saved = time today

Tr s . S e ¥ e .I.. = . -
120 welgh implementation efhart and

o B

Pilot

* ne |00, ONE OWNer, real inputs
* Log review and correction time

# Track errors and how they weare
caught

o o

Decide
* Success criteria met = expand
* Stop criteria hit =* stop

* Unclear = adjust and rerun

(Auman time to set up, review, and correct)
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The framework on one page

Answer all five before you hand an agent a job.

Fimished work described - "done” defined - deadline

10E 3
What outcome do | want? -nd farmat
CONTEXT What does it need to know and Documents, tools, history, who owns what - nothing
access? exira

F'cpurl: ws, ack - whnat needs approval - when to ask -

BOUNDARIES i ' ?
What can it do on its own!i never-dos

Sources opened - complete - exceptions tested -

EVIDEMCE i 5 ri
How will we know the work is right? uncertainty stated

Who reviews, approves, and remains MNamed person - approval with evidence - final

OWHNERSHIP
accountable? acceptance



Punchcard

People can delegate more useful work when the
outcome, access, boundaries, evidence, and
human responsibilities are clear.

108 I 1 COMTEKT BOUNDARIES EVIDENCE OYWNERSHIP

Questions & answers




	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17
	Slide 18
	Slide 19
	Slide 20
	Slide 21
	Slide 22

