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The Capability Ladder
What this book means by “agent” — and why your operating model has to

change when you cross the line.

01

Autocomplete

02

Copilot

03

Agent

THE LINE

Cross it and the
operating model
has to change.

AVAILABLE

MODE

2018–2022

PREDICTS

2022–2025

ASSISTS

2025–present

EXECUTES

WHAT IT DOES Predictive text
completion.

Drafts and analyzes
on request.

Reasons, uses tools,
pursues goals.

HUMAN Drives every
keystroke.

Asks, reviews,
decides. Takes every
action.

Sets goals, approves
high-stakes steps,
oversees.

AI Suggests the next
word or line.

Generates and
analyzes on
demand. Doesn’t
act.

Plans, executes,
completes the
workflow.

UNIT OF WORK Keystroke Task Workflow

THE STRUCTURAL AGENTIC SHIFT

Rungs 1–2 make people faster. Rung 3 changes who does the work.
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