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The Agentic Inversion in
Supply Chain

Jordi Visser's thesis on how digital economic activity transitions from
human-constrained labor to machine-driven execution, and what it means
for planners.

The Agentic Inversion

In February 2026, Jordi Visser published “The Agentic Inversion”: a thesis
on how digital economic activity transitions from human-constrained labor

to machine-driven execution.

“"This is not automation (same tasks, faster). It's inversion: the structural shift in
who performs economic work." ”
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THE AGENTIC INVERSION

Who performs the economic work, before and after.

PRE-INVERSION (TRADITIONAL)

HUMAN LABOR MACHINE
COMPUTE

supports labor,
doesn't replace it

40 hrs/week - fatigue - batches

l INVERSION

Primary economic unit

\ POST-INVERSION (AGENTIC)
HUMAN MACHINE EXECUTION
JUDGMENT
) 168 hrs/week - continuous - thousands of agents
overz;(gik;gtisot;ztegy Primary economic unit
I J
Framework: Jordi Visser, The Agentic Inversion (February 2026)
The Key Variables of Inversion
Traditional Traditional Traditional
Labor Human Time Fatigue
I I I
Compute Machine Time Continuous
Inverted Inverted Inverted

When the cost of running an agent approaches zero, you deploy

thousands.

From Decision Support to Automation

© 2026 Azirella Ltd. All rights reserved - Strictly confidential and proprietary.
Page 2 of 7



The transition to autonomous planning is deliberate, not a switch flip. Each
Autonomy agent moves through three deployment stages, governed by

measured decision quality rather than arbitrary trust:

1 Decision Support (Copilot)

Al recommends, human decides. Every recommendation comes with reasoning.
Every human decision is recorded. This is the training signal.

2 Augmentation (Supervised Autonomous)

Al decides within guardrails, human inspects. Guardrails tighten as confidence
grows. Override patterns reveal where human judgment adds value.

3 Automation (Fully Autonomous)

Al decides within expanded guardrails. Humans focus on governance, exception
inspection, and strategic decisions that require creativity and judgment.

The Judgment Layer & Reinforcement
Learning

“"The competitive moat is not the technology. It's the judgment layer. When
human overrides are captured with reasoning, scored against outcomes, and fed
back into agent training, the result is a self-reinforcing knowledge asset unique to

nmn

each organization.

This is reinforcement learning in practice: agents take actions, observe

outcomes, and adjust their policies to maximize decision quality over time.
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Unlike traditional planning systems that run the same logic regardless of

results, Autonomy’s agents learn from every cycle:

- Teaches the lead time model stockout

- Recalibrates the buffer policy

The system gets measurably better every day.

REINFORCEMENT LEARNING LOOP

How every cycle deposits judgment into the substrate.

ACT

Agent takes a
decision under
guardrails

pliman intervenes

OVERRIDE

Human supersedes
with reasoning,
captured as
training signal

OBSERVE

Outcome recorded
against canonical
state

Every cycle deposits
judgment into the substrate.

LEARN

Policy updates from
outcome + overrideg

Override Quality Tracking

Each user’s override quality is tracked per decision type:

A purchase order arrived late A safety stock override prevented a

Overrides that consistently improve outcomes get higher training

weight

Overrides that hurt outcomes are surfaced for coaching
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The system learns not just what to decide, but whose judgment to

trust on which decisions

The Overlap Moment

“"We are in the ‘overlap moment': the unstable period where human and machine

n rmn

economies merge.

THE OVERLAP MOMENT

A finite window where institutional knowledge is captured, or lost forever.

Center of economic activity

il
_v
Pre-inversion THE OVERLAP MOMENT Post-inversion
1990s, 2024 2025, 2030 2030+
Human-dominant. Unstable. Humans and Machine-dominant
Labor is the primary agents coexist. execution. Humans as
economic unit. Institutional knowledge overseers, governance,
is captured here, or lost. strategy.

Organizations that capture human judgment
during the overlap

will have the strongest autonomous systems
when the transition completes.

Humans remain as overseers, but the gravitational center shifts to
autonomous execution. The organizations that capture human
judgment during this overlap will have the strongest autonomous

systems when the transition completes.

You become a manager of decisions, not a doer of tasks.
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The Asymmetry That Makes This Irreversible

40 hrs 168 hrs

Human planner per week Agent per week

Needs sleep, holidays, lunch Continuous, tireless, consistent

While your planners rest, agents are observing, learning, and acting. They
take care of the repetitive and mundane tasks so that when your team
arrives each morning, they can focus entirely on the decisions that truly

need human insight: the novel, the ambiguous, the strategic.

Implications for Supply Chain Leaders

The agentic inversion is not a future prediction: it's happening now. The
qguestion for supply chain leaders is not whether to adopt autonomous
agents, but how to capture the maximum institutional knowledge during

the transition.
The playbook is clear:
1. Start in Decision Support - capture every human decision as training
data

2. Measure override quality - learn whose judgment adds value where

3. Graduate from Augmentation to Automation - governed by

measured decision quality, not arbitrary trust

4. Build the judgment layer - this becomes your unique, non-replicable

competitive advantage
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See Autonomy in action

Walk through how Autonomy models, executes, monitors, and

governs supply chain decisions with autonomous Al agents.
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https://jordivisser.substack.com/p/the-agentic-inversion
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