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THEJUDGMENT
LAYER.
Why nothing you automate ever gets better.
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VV
1 8  ·  A C T  V E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

A C T  V

THEJUDGMENTLAYER
The layer nobody is building.
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1 9  ·  T H E  J U D G M E N T  L A Y E R E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

THE VERDICT IS THEONE THINGYOUNEVER
MEASURED.

A C T  V  ·  T H E  J U D G M E N T  L A Y E R

V E R D I C T S  O N  R E C O R D 0

I L L U S T R A T I O N

Your company produces a labeled dataset every day and
stores none of it.
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W H A T  T H E  A G E N T  P R O D U C E D

Renewal quote · Meridian

  · 12% · auto-renew

Send today

Net-30

A P P R O V E R E J E C T E D I T  &  S E N D

O N E  C L I C K ,  W H E R E  T H E  W O R K  A L R E A D Y  I S

2 0  ·  T H E  J U D G M E N T  L A Y E R E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

MAKE THE VERDICT CHEAP TOGIVE.
A C T  V  ·  T H E  J U D G M E N T  L A Y E R

V E R D I C T S  O N  R E C O R D 1

I L L U S T R A T I O N

The gap between what it drafted and what you sent is the
lesson.
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E V E R Y  V E R D I C T  Y O U  C A P T U R E D

A  P R O P O S E D  C H A N G E

PLAYBOOK V7

Y O U R  E V A L  S E T 150 REAL DECISIONS

142 OF 150
REPRODUCED

8  R E G R E S S I O N S  T O  F I X  B E F O R E  S H I P

2 1  ·  T H E  J U D G M E N T  L A Y E R E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

YOURVERDICTS ARE THE EVAL SET.
A C T  V  ·  T H E  J U D G M E N T  L A Y E R

V E R D I C T S  O N  R E C O R D 1 5 0

I L L U S T R A T I O N

The only benchmark built from your own people’s decisions.
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VIVI
2 2  ·  A C T  V I E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

A C T  V I

WHORUNS IT
Harvest the few. Give the new questions an owner.
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I N  E V E R Y  R O L E ,  5 – 1 5 %  A R E  A L R E A D Y  B U I L D I N G

CODIFY WHAT THEY DO
F O R W A R D  D E P L O Y E D  E N G I N E E R S ,  I N  T H E  R O L E ,  A L O N G S I D E  T H E M

O N E  H A R N E S S  T H A T  E V E R Y O N E  R U N S

2 3  ·  W H O  R U N S  I T E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

STARTWITH THE TWOWHOALREADYBUILT ONE.
A C T  V I  ·  W H O  R U N S  I T

V E R D I C T S  O N  R E C O R D 1 5 0 +
The other ten receive it without ever building one.
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SOMEBODYSOMEBODY

T H E  Q U E S T I O NW H O  O W N S  I TWho consents to recording the meeting?A G E N T  R E S O U R C E SHow long do the transcripts live?A G E N T  R E S O U R C E SWho approves an agent’s access to that data?A G E N T  O P SWho buys the licenses?A G E N T  O P SWho pays for the tokens?A G E N T  O P S

AGENT RESOURCES AGENT OPSConsent · policy · how people work alongside agents The shared harness · orchestration · access · spend

2 4  ·  W H O  R U N S  I T E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

NOWSOMEBODYOWNSTHEM.
A C T  V I  ·  W H O  R U N S  I T

V E R D I C T S  O N  R E C O R D 1 5 0 +

The Judgment Layer ← 24 / 32 →



A P P R O
V E D

A P P R O
V E D

A P P R O
V E D

COMPANY
P O L I C Y  ·  V O I C E  ·  P L A Y B O O K S

An agent proposes · humans approve

TEAM / PROJECT
C O N V E N T I O N S  ·  C U R R E N T  S T A T E

An agent proposes · the team approves

PERSONAL
H O W  Y O U  W O R K  ·  Y O U R  I N B O X

You, and nobody else

2 5  ·  W H O  R U N S  I T E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

CONTEXTHASACURATOR.
A C T  V I  ·  W H O  R U N S  I T

V E R D I C T S  O N  R E C O R D 1 5 0 +
Even curation is a verdict, and it lands on the same ledger.
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VIIVII
2 6  ·  A C T  V I I E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

A C T  V I I

INPRACTICE
A deal, a feature, and an incident.
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MAILCALENDARTRANSCRIPTSCOMPANY KNOWLEDGEPERSONAL KNOWLEDGECRMERP · STAFFINGCODE · MONITORINGTHE SHARED HARNESS
R E A D  ·  D R A F T  ·  P R O P O S E

THE JUDGMENT LAYER

2 7  ·  I N  P R A C T I C E E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

THIS ISWHAT THEWORKRUNSON.
A C T  V I I  ·  I N  P R A C T I C E

V E R D I C T S  O N  R E C O R D 1 5 0 +
Eight systems, one place where a person is asked to decide.
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01 from a new prospect M A I L

02 ad against the company knowledge K N O W L E D G E

03 C A L E N D A R

2 8  ·  I N  P R A C T I C E E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

ADEALNEEDSYOUTHREE TIMES.
A C T  V I I  ·  I N  P R A C T I C E

V E R D I C T S  O N  R E C O R D 1 5 0 +

Ten agent actions, three decisions, thirteen rows on the
ledger.
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T R A N S C R I B E D

PM MEETS STAKEHOLDER
A SPEC IS GENERATEDTHE PLAN GOES TO DEVST R A N S C R I B E D

THE DEVS DISCUSS IT
SPLIT INTO UNITSTHE DEVS APPROVETHE FACTORY OPENS PRSDEV AND QA APPROVE

2 9  ·  I N  P R A C T I C E E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

TWOMEETINGSANDTWOAPPROVALS PRODUCEA
FEATURE.

A C T  V I I  ·  I N  P R A C T I C E

V E R D I C T S  O N  R E C O R D 1 5 0 +
The transcript of the meeting became the unit of work.
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0 :9 05
AN ERROR FIRES

TRIAGE AGENT WAKES IT PULLS THE CODE IT OPENS A PR DEV AND QA APPROVE

3 0  ·  I N  P R A C T I C E E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

AN ERRORAT 2AMBECOMESAPULL REQUESTBY
9AM.

A C T  V I I  ·  I N  P R A C T I C E

V E R D I C T S  O N  R E C O R D 1 5 0 +

I L L U S T R A T I O N

Nobody was paged.
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E N T E R P R I S E  2 . 0A G E N T  O R C H E S T R A T I O NT H E  F A C T O R YA  W O R K F L O W

A N  A G E N T

T H I R D - P A R T Y  S E R V I C E S
CRM · ERPMail · calendarDocs · storageBilling · payroll

THE JUDGMENT
LAYER
EVERY VERDICT

REASON AND DIFF

ON ONE LEDGER

YOUR PEOPLE

T H E  F A C T O R Y  I S  O N E  L A Y E R  I N S I D E  I T ,  A N D  A L L  O F  I T  I S  Y O U R S  T O  G O V E R N

3 1  ·  C L O S E E N T E R P R I S E  2 . 0  ·  T H E  J U D G M E N T  L A Y E R

YOUAREBUILDING ENTERPRISE 2.0.
C L O S E

V E R D I C T S  O N  R E C O R D E V E R Y  V E R D I C T

The verdicts coming back on the left are the only reason any
of it improves.
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APPROVE · RAPPROVE · R
E N T E R P R I S E  2 . 0 T H A N K  Y O U

T H E  J U D G M E N T  L A Y E R

QUESTIONS.
Your company produces a labeled dataset every day and stores none of it.
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