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The Inbox
Is Dead
An E-book on how the inbox reached its natural

conclusion, is reborn again, strikingly new, once the

“digital filing cabinet” is gone forever.
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FOR EWORD

0000
Long live the inbox.
Welcome to its
natural successor.

Before the working day officially begins, the inbox has

already claimed it. This opening states the argument the

rest of the book defends: email survives, the ritual

around it does not.



Picture this: it’s 5 AM in your city, the

sun’s not out yet, and you reach for your

phone on the nightstand. This isn’t even

a conscious reaction, simply a matter of

habit, and your motor neurons knowing

what the hands always do at the break of

day: scroll through your inbox, check

your folders (11 new emails since 1 AM, 7

of them flagged for urgent attention,

AKA someone is looking for a response).

The day is still not officially started, but work

never stops, does it?

THE  MED IUM

50 yrs
Email is fifty years old, and it already sets

the shape of the working day.

Now we often don’t admit this truth; the

inbox is always what we first dive into,

ponder responses, check our calendars, and

plan our responses. In fact, we’d argue your

inbox isn’t just where you work, it’s also

where you thrive, survive, or sometimes

simply await an action. But the tech,

ironically, is only 50 years old. Amazing how

it’s grabbed our lives in a manic thrall, that

simply never seems to end.

11

05:00

Eleven new messages arrive before five in the morning.

Our argument for this E-book is this:

“The inbox, as you know it, is a fast-

dwindling species, and will go bust in the

years to come. Not email, though. Email

will outlive us all, a vital cog in the need to

communicate, that’s so basic to all human

function. But the functioning – the

relentless scrolling of messages, the

triage of sorting, the folders that always

seem to hide exactly what you’re looking

for, that tingle of anxiety you feel when

preparing a draft text that’s well-worded

and robust – that part is most definitely on

its way out.
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”By 2030, you’d compare email
as it is now to a Rolodex, or a
black and white TV, just a tiny
speck of nostalgia.”

FOR EWORD

Gmelius · Email@2030



So what replaces this vital toolbox? Not a

smarter inbox. That’s been around for 30

years, and it’s unfortunately changed very

little, tinkering with form and structure, but

barely transforming the essence of it all.

What changes is a different surface, a whole

new medium to play with, and fix what

was broken.

You will not open Gmail and process the

queue. You will ask an assistant, whether

that’s Claude or ChatGPT, Gemini, or

whatever is germane to your institution, and

it’ll do all the work for you. An assistant that’s

already parsed through your emails,

identified the critical elements in the mix,

coordinated with your calendar invites,

consulted with your peers and team mates,

streamlined customer records and inventory

searches, and created a single, unilateral

screen of what

a) needs to be executed immediately,

b) requires strategic consultation,

c) demands your executive action, or

d)is a reminder for the wary forward.

In short, a list of decisions that actually need

human intervention, with the homework done

and shown.

DA ILY  VOLUME

392 billion
emails a day in 2026, up from 333 billion in

2022. The average inbox holds 8.7 GB, and

will hold 14.3 GB by 2030.

Radicati Group via Statista; MailOver, 2026.

Agents do the heavy lifting, and you

control the movement of things as they

should happen.

38% machine

one human message in eight

Machines write 38% of the mail that reaches you.

The following sections of this E-book are

built on this fundamental thesis: the demise

of the original email was (and is) inevitable,

agentic assistance is fast becoming a trusted

and important cog in the working of any

business function, and finally, the part that’s

regularly glazed over: what happens to

emails when machines, or agents, or the

ubiquitous AI tool is the one reading,

responding, and writing for you?

Long live the inbox. Welcome to its

natural successor.
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F I G U R E  0 0  ·  FOR EWORD

The day that never closes
The working day now starts before six in the morning and runs past

ten at night.

00

06

12

18

03

0915

21

THE  OBSERVED  SPAN

before 6 a.m.
to after 10 p.m.

40% 29%

85% 54%

check email

before 6 a.m.

back in the inbox

by 10 p.m.

receive work messages

outside standard hours

check email

on vacation

Four in ten workers open the inbox

before six in the morning. More than

half of them open it on holiday.

Sources: Microsoft Work Trend Index 2025 (31,000 knowledge workers, 31 markets); cloudHQ 2025.
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CHAPT E R  ONE

0101
The Infinite
Workday

Microsoft watched 31,000 knowledge workers for a

year and found a day with no edges. The figures in this

chapter describe a structure, and no amount of

personal rigour will bend them.



Every generation will tell you it’s the

most tired, overdone, overworked, and

always behind the finish line. The

difference is, ours has the receipts.

Microsoft spent 2025 watching how 31,000

knowledge workers actually use their

software. No, not a vox pop or an HR

questionnaire, instead they sifted through

trillions of quiet signals buried inside Office

365 and its modules in use. What they found

has now become a persona, a portrait or

rendition, if you will, of daily lives and every

day tasks: the infinite workday.

A  PHANTOM  P ING

every 2 min
Half of workers, and more than half of

leaders, describe the result as chaotic

and fragmented.

Microsoft Work Trend Index, 2025.

The average employee consumes (i.e.,

reads, responds to, or sends) 117 emails and

153 chat messages a day; he/she/they are

also interrupted by a phantom ping every

two minutes – or roughly 275 times before

it’s time to call it quits.

40% of them are at it before it’s even 6 AM,

nearly a third are back to browsing emails

around 10, right after dinner. The day is

never over; it always leaks into everything,

and eventually, into the next morning.

57% COMMUNICATING 43% THE WORK

value produced

Most of the day goes to talking about the work.

We analyzed these findings and arrived at a

particularly startling revelation: spread pretty

across all those tools, gadgets, and

software, the average worker now spends

57% of the day communicating – and only a

woeful 43% genuinely working on

something of value.

That’s right; we built an economic engine

that was meant to make individuals maximize

their potential, produce gainful materials,

and instead, we have them going

out of whack in the pursuit of non-

stop coordination.
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“If you need to do it, you have to talk

about it, to others, to yourselves, and in

various huddles as often as possible.”

50% of its workers, and over half its leaders

at Microsoft, felt distracted and deranged

often, saying it all felt “chaotic and

fragmented”. They are not wrong, and it is

not their fault.

57 / 43
57% of the day goes to communication. 43%

is left for the work itself.

Gmelius analysis, 2026.

Let’s broaden the discussion, pull back, and

look at the world at large: as many as 392

billion emails go out every day, and a

growing majority of these weren’t even

written by a human. Just digital flotsam and

jetsam; receipts, alerts, notifications,

campaigns, the exhaust pipe of a thousand

automated systems. Yes, people aren’t

writing more emails; it’s only the machines

that actually put a digital pen to a flatscreen,

as it were.

We failed to preserve that natural, true,

and enduring part of any communique: a

human touch.

TASKS

APPROVALS

RECORDS

DECISIONS

HANDOVERS

ONE PIPE

built to deliver letters, now running the company

Every function in the company arrives through one pipe.

None of this is a discipline problem, and

what’s even worse is that the so-called

shamans of self-help and the wizards of

productivity hacks will tell you that only rigor

can change things.

So wrong, so wrong, so utterly misdirected.

You couldn’t reach “inbox zero” not because

of your meandering mind or extreme

lassitude. Your failure is an outcome of a far

larger, deeper structural problem: your job is

reaching you across the entire organization

and its many units, only via an inbox, using a

protocol that was built to deliver letters and

is now, quite absurdly, running the company.

The exhaustion is structural. You

cannot discipline your way out of an

erroneous construct.

HOW  THE  DAY  D IV IDES
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F I G U R E  0 1  ·  TH E  I N F I N I T E  WORKDAY

270 messages, 275 interruptions
The average worker handles 270 messages a day and is interrupted

275 times, once every two minutes.

DA I LY  VOLUME ,  ONE  WORKER

117 emails

153 chat messages

2 7 5  I NTERRUPT IONS ,  N INE -HOUR  DAY

09:00 13:30 18:00

one tick,

every two minutes

THE  RECOVERY  COST

23:15 96 1.5 hrs
minutes to regain deep focus email-specific interruptions a day of focus lost, every working day

Sources: Microsoft Work Trend Index 2025 (31,000 knowledge workers, 31 markets); Gloria Mark, University of California, Irvine; cloudHQ

2025.
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CHAPT E R  TWO

0202
How a Letter
Became an
Operating System

Email was built to carry letters. It now carries the task

list, the approval, the record and the decision, and it

was designed for none of them.



The good thing is, this wasn’t a devious

stratagem: nobody meant for this

to happen.

Email was once a simple, useful, and sturdy

tool of choice: asynchronous text, one

person to another, a digital postcard. Then,

stunted by a lack of innovation, leaders and

thinkers attempted to fix that “inertia of

ideas” and turned the email into a massive

cauldron, if you will, a hadron collider

absorbing every other job in sight.

CHAOT IC  AND  FRAGMENTED

48% / 52%
of employees, and of leaders, describe their

work in exactly these terms.

Microsoft Work Trend Index, 2025.

THE  JOB  I T  DOES  WELL

Delivery. Everything added around delivery is

the part that breaks.

And now it’s this confusing

thingamabob that:

Is a task manager, who inadvertently

redirects clear-cut ideas or doables into

threads, gets reassigned to an irrelevant

reply-all, and ultimately slips through

the cracks.

Is an approval system (which one analyst

termed as “chaos dressed in business

casual”) that cannot prevent stalled

decisions, lost in somebody's unread pile.

Is a system of record, that’s regularly

intractable, and promises an afternoon of

worried hunting and crossed fingers.

Is the decision archive, but unfortunately,

a holding cell for the most obvious,

common-sense and practical experience-

led choices that only come back to haunt

you six months later, when the proverbial

unmentionables have hit the fan.

And it is the coordination tool, that great

engine of CCing (or “as you be my

witness”), fabricating trust and

collaboration by replacing the very thing

with a cold, indistinguishable mention.

?

WHOSE JOB IS IT?

Accountability disappears into the reply-all chain.

Funny thing is, the one job that it was always

meant to do, it carries out perfectly. It’s the

befores and afters, the endless piling that it

cannot bear. And the individual who woke up

a dash past 5 AM to check-in, and maybe

frantically garble a response, isn’t at fault.

They’re only at the endpoint of the domino,

like the sleepless who bought an old house

with bad plumbing.
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F I G U R E  0 2

Six jobs, one protocol
A protocol built to deliver letters now carries the work of five other

systems. Each one fails in its own way.

THE  JOBS  EMA IL  WAS  G IVEN

Task manager
redirected into a thread

Approval system
stalled in an unread pile

System of record
searched for an afternoon

Decision archive
surfaces six months later

Coordination tool
CC standing in for trust

SM
TP

, 1
98

2 WHAT  I T  COSTS

15.5
hours a week, per worker,

once switching is counted

Sources: Microsoft Work Trend Index 2025; combined direct and overhead estimate, 2026.
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CHAPT E R  THR E E

0303
The High Cost
of the Soulless
Email

Two decades of clinical research answer a plain

question: what does living inside the inbox do to

a person.



For over 20 years now, clinical

psychologists, sociologists, and

researchers of repute have been

neck-deep in a question, critical to

our discussion:

“What does living inside the inbox do to

people? What are its effects and long-

term impacts? Is this a beacon of

heightened productivity, or, conversely, a

silent-killer of human ingenuity?”

The findings moved swiftly from any great

work/great outcomes playbook into a much

darker space. A 2026 study in Personnel

Review (observing over 1000 respondents in

various roles, functions, and hierarchies)

revealed that a brusque and poorly-worded

email is more than a temporary nuisance.

The curt dismissal, the cold, hard reproach,

the very-public CC, the super-urgent

demand that comes in late night, and

expects an apology and immediate action,

the long and overdone takedown – these

“tough love” emails significantly raise

workplace anxiety and depression, and

create a specific churn in the human mind:

Rumination, or the curse of habitual over-

thinking and brooding.

The unkind text or missive gets read and re-

read many times over; the individual ponders

over its meaning and impact across his/her

day (in the shower, over a cup a’ coffee,

in the tube, at a traffic signal, at the

dinner table), always looking for what was

left unsaid.

Remember, the difference between a slight

rebuke in a meeting and one delivered by

email is permanence. Email stays on forever,

and the individual can cut themselves on it

again and again. Hybrid staff are the worst

hit (they don’t have the water-cooler

moment, or even the hallway or canteen, to

share a quick exchange, apologize if need

be, and ask if everything is all right). No, that

little wound remains open, and naturally,

it festers.

A Companion study conducted just a year

before the former undertaking (in Frontiers in

Psychology) was titled “Drowning in Emails.”

Rather heavy, but pretty telling,

unfortunately. Its core message: excessive

emailing is not only another load to carry and

deal with, but it is also a chronic disturbance,

slowly stifling intent and creativity. The

endless triage, the exhausting process of

scan-judge-defer-act-explain-apologize-and

repeat, drags people out of their natural

workflow, fragments clear thinking, and

places them in a reactive loop with no

easy exit.
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”We were finally working at a
pace, unique to ourselves,
undeterred and not dictated
by electrons.”

CHAPT E R  THR E E

Gmelius · Email@2030



In fact, the situation is so common and often

so severe that it’s even inspired lines that

seem like poetry: When Gloria Marks team at

UC Irvine banished email from a sample set

of workers, in all entirety, only to watch what

happened, they discovered that the set was

more productive, focused, single-minded,

and much, much calmer. When asked to

explain what they felt, the answer was

the sentence we just hinted at, a truly

beautiful turn of phrase, sublimating all of

this discourse:

“We were finally working at a pace,

unique to ourselves, undeterred and not

dictated by electrons.”

Funny thing is, this is a 10-year-old quote

that’s still doing the rounds because it

perfectly establishes what always-open

email steals from you; not time, but tempo.

The right to set your own.

TOP  SOURCE  OF  STRESS

70%
of workers name email as their main source

of stress at work.

Drag Email Statistics, 2025.

If anyone says email is a productivity

challenge, they’re only touching the tip of the

iceberg. It’s a health issue, affecting people’s

lives, their blood pressure, their sleep, their

general goodwill and wellbeing, and you

can’t fix that with some smart sorting

mechanism. It has to be changed by design

and intent.

AGAIN

A curt message is read, reread and carried through the day.

EFFECT IVE  I Q

-10 pts
Interruption-heavy work costs the equivalent

of ten points of IQ.

Glenn Wilson, University of London.

NO HALLWAY

Remote staff have no hallway in which to settle it.
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F I G U R E  0 3

The loop that keeps running
A poorly worded email is read, reread and interpreted through the

rest of the day. This has a measurable impact on worker health.

THE  RUMINAT ION  LOOP

READ

INTERPRET

CARRY IT

RECEIVE

the message
never closes

42%

86%

say the inbox is out of control

of remote workers report burnout

and 68% of them blame constant

communication demands

THE  MACRO  B I LL

12 billion workdays
lost each year to depression and anxiety,

at a cost close to $1 trillion

Sources: Personnel Review 2026 (427 managers, 654 employees); Drag Email Statistics 2025; International Labour Organization.
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CHAPT E R  FOUR

0404
30 Years of the
Developing Inbox

In 2012 email took 28% of the working week. After a

decade of redesigns it takes the same share today.



Let’s now look at a statistic that should

reorganize how we consider the problem

at hand.

In 2012, McKinsey estimated how much of

the average workweek a knowledge

professional spent on email: 28% or

approximately 11 hours. 10+ years since then,

and around a hundred redesigns after (better

search, new filters, snooze buttons, tabbed

inboxes, and a bevy of startups all eager to

fix everything once and for all) – that number

is still stuck at 28%.

A  HUNDRED  REDES IGNS

Better search, filters, snooze buttons, tabbed

inboxes. The share of the week did not move.

THE  VERD ICT

Researchers in Information Systems

Research concluded that email overload was

intractable to manage.

Nope, none of these upgrades or

embellishments mattered in the long run.

A trio of researchers from Information

Systems Research said out aloud what was

being debated all these years, that “email

overload was intractable to manage.” Now

that’s an extraordinary verdict, an indictment,

a no-holes-barred expose of flawed tech,

that’s always been the centerpiece of R&D

for the industry as a whole, even before the

web had pictures.

But then, the thing is, once you understand

what’s wrong with modern (or even classical)

email, there’s no going back. The easy hack,

the quick, all-too-safe upgrades only

exacerbated the same problem: you, or the

individual opening their inbox, sorting

through countless messages, working the

queue. It got faster, but a filing cabinet (even

on wheels) can’t change character; the

triage could be beautiful and elegant, but

retained its insurmountable complexities.

Beneath all that foliage, the challenge

remained unaffected and unaddressed.
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28% OF THE WEEK

search filters snooze tabs AI drafts

Every upgrade arrived. The line stayed where it was.

What’s more worrisome is that the daily

deluge of emails don’t really warrant an

answer. Most of them are elaborate read-

throughs, devouring your time and energy

maniacally. Add to that the recovery cost

(which Mark’s research clocks in at over 23

minutes before one can get back to deep

focus after each interruption), and you can

visualize an alarming bottleneck. In other

words, the tool is now master & commander,

and you’re just the router, blinking

away, doggedly.

DEEP FOCUS

interruption

slow return

After each interruption, focus returns slowly.

This is a malaise, we cannot fix with a better

inbox. The cure is to cancel the idea, and

start over.
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F I G U R E  0 4

The number that never moved
McKinsey measured email at 28% of the working week in 2012.

Every upgrade since arrived under a line that did not bend.

SHARE  OF  THE  WORK ING  WEEK  SPENT  ON  EMA IL

28%

14%

0

28%
2012

28%
2026

2013

better search

2016

snooze

2018

tabbed inbox

2021

rules and filters

2024

AI drafting

WHAT  THE  T IME  GOES  ON

24% of received email is important

60% of the day goes to work about work

Sources: McKinsey Global Institute (2012 benchmark, 2026 figure); SaneBox and cloudHQ 2025; Asana Anatomy of Work Index 2025.
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CHAPT E R  F I V E

0505
The Day the
Machines Grew Up
and Took Over

For six years the length of task an agent could finish

doubled every seven months. Between 2024 and 2025

it doubled every four.



For years now, “AI for email” meant a

polite little auto-complete; recommended

replies, a subject line that crystallized

the email text, or just realignment and

lexicon adjustment. That’s how it started.

Over time, however, these “suggestions”

turned into a wave of endless tugs,

nudges, and pulls, that superficially

seemed to make perfect sense,

simplifying daily work-lists. Behind that

painted veil, the email-sender or receiver

still had to read every sentence, judge

tone and efficacy, maintain their

presence in any conversation, and hope

they could possibly save a tiny pocket

of time.

What most of us missed, while busy

struggling with—or overusing—

autocomplete, was that beneath all the

hoopla around these micro-upticks, a far

more paradigmatic shift was underway: AI in

email was never merely becoming better at

writing. It was quietly learning to understand

the work, decisions, relationships,

and obligations hidden within the

conversations themselves.

PRODUCT ION  T IME

62% → 6%
of marketing teams needed two weeks or

more to produce one email in 2023. By 2025,

6% did.

cloudHQ, 2025.

An AI that offers its help in framing a

sentence and the AI that can carry within

itself the entire context and strategic heft of

your work are two very different “beasts.”

The latter entity can follow several tangled

threads of conversations, meetings, and

workshops; it can fish out what matters,

draft intelligent responses, and place them

right in front of the concerned and most

affected person.

Clearly, these aren’t machines at different

stages of evolution; they’re separate, the

second a more sophisticated and intricate

machine, that’s only just learned to walk in

the last couple of years.

Best regards,

AUTOCOMPLETE CONTEXT

Autocomplete finishes a sentence. Context reads the work.

The best and most telling data on the rise

(and rise) of this brand-new AI model comes

from METR, a research group that has been

timing AI agents against human experts

since 2019 across some 230 tasks.

Their metric is simple and devastating:

How long does it take for an agent to wrap a

task, accurately? Here, “how long” is an

indicator of the time and effort it takes a

skilled human to complete the same task.
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The answer’s been doubling roughly every 7

months for 6 straight years; and then, in

2024 and 2025, that doubling time shrank to

around 4 months. This is a true-blue

revelation – faster than Moore’s Law ever ran

at its peak. In early 2025, this frontier sat at

an hour or two of expert work; if this is how

it does pan out, expect those two hours (and

decreasing) to equal first days, then weeks,

of human effort.

Astonishing, to say the least.

This predicted curve does have its fair share

of critics, and the final outcome is

ambiguous and uncertain, but the direction is

abundantly clear.

THE  RATE  OF  CHANGE

The doubling ran faster than Moore’s Law

ever ran at its peak.

Email, we can convincingly say, will be

among the early ramparts to fall, consumed

by this gathering storm. And the reason for

this? Too much of the same thing, way too

straightjacketed; the problems of email are

common to industries and businesses

anywhere on the planet: too much volume,

too little context, too many people making

many tiny decisions that a smarter system

will immediately rectify.

In fact, this was always in the offing. We

knew what proper and sensible email

hygiene could look like. Tech that might

achieve it at scale and accuracy, with zero

complaints, was only inevitable.

And that’s how a tool becomes an agent: the

gift of memory, logic, and correctness.

The agent watches, observes, and learns

quickly. It notices how clients are replied to,

and at what pace; it sees how spam mails,

newsletters, advertisements, and general

advisory emails are avoided and pile up; it

understands which thread in a tangled mass

of back and forth in a given project, can

open fresh avenues and initiate fast action. It

then begins to construct a model of the

organization as a whole, its functioning and

estimated roadmap.

PATTERN

LEARNED

The agent learns the pattern of a reply, then repeats it.

It doesn’t behave the way one imagined

it to; it does better, and development is

steadily incremental.

This agentic avatar is now at play in several

institutions; McKinsey discovered that 78%

of those using AI in some area of business in

2025 (with an expanding presence of the

technology) were already employing

autonomous agents in daily activities.
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F I G U R E  0 5

The curve that changed slope
METR has timed agents against human experts since 2019. The task

length they finish reliably has doubled, and then doubled faster.

LENGTH  OF  TASK  AN  AGENT  COMPLETES  REL IABLY

24 hrs

8 hrs

1 hr

10 min

1 min

2019 2020 2021 2022 2023 2024 2025 2026

10 minutes, 2019

24 hours of expert work, early 2025

doubling every 7 months

then every 4 months

Source: METR, approximately 230 tasks tracked 2019 to 2026.
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CHAPT E R  S I X

0606
The Inbox,
Dethroned

The inbox becomes infrastructure, and an agentic

layer takes the queue. Two conditions decide whether

that works.



Here we are then, at the turn, where

the future stops resembling the past.

Before this moment, any attempt to change

things around assumed that the inbox was a

permanent nerve center, that the human

experience of email was set in stone, and

that all one could do was make the rough-

and-tumble of its processing sting a little

less. The question, no one asked, was:

which of these choices and decisions

genuinely demand my time and attention,

and what can be managed without my

express intervention?

ORGAN IZAT IONS  US ING  A I

78%
use AI in at least one business function,

up from 55% a year earlier. 88% report

regular use.

McKinsey, 2025.

When you frame the argument this way, the

inbox finds its rightful place. It becomes

infrastructure, an essential tool in a more

expansive kit, and if calibrated correctly, it

remains unseen, unobtrusively ticking away.

The protocol underneath, SMTP, was

standardized in 1982 as RFC 821, and it’s

largely remained the same, as it should. It is

a fantastically democratized (read open),

universal, well-woven apparatus enmeshed

within the fabric of daily commerce and

activity – to ever really go away.

But the protocol and its daily usage are

different things. Euphemistically, the pipes

are old but enduring; only the chore of

opening a faucet and filling a bucket needs

an effective overhaul.

Instead, an agentic layer sits between you

and the mail server, constantly at work. It

scans everything and selects critical

elements from the “just new” and “only

noise.” It retrieves the buried task or to-do

and brings it out into the forefront: the act to

be undertaken, the timeline that requires

adherence, the hidden fineprint in the fourth

paragraph of a long reply. It dispatches each

request to those who actually have to do

something concrete or valuable, right at the

outset, dismantling the terrible forwarding

chain which turns accountability into a fog of

“he-said-she-said.” And it collects, across

every related message, the real answers:

where do things stand? What’s the progress

so far? What’s your next action?

You, the individual, don’t have to peruse 100

messages; you look at a clear and precise

workflow the agent prepared, fix what’s

wrong, speak to the people concerned,

and set new boundaries and plans for it to

work within.

I NBOXES  WITH  A I  I N  USE

25%+
actively use AI to summarize, categorize or

prioritize mail.

cloudHQ, 2026.
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”You are no longer a clerk or
hapless scribe, you’re now an
editor, a controller, with a hand
on the dial that determines
how far the machine can go.

CHAPT E R  S I X
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Wonderful picture, isn’t it? However,

two things decide whether this is a

workable equation.

01 Open gardens
It cannot exist in a network of cul-de-sacs.

The giants who create the nuts and bolts of

the dream have to be open and free with

their controlling chips and allow entry and

exits from their walled gardens. Gmail

pushed Gemini's summaries and priority

sorting to two billion users as its default, opt-

out rather than opt-in. Apple Mail sorts and

summarizes on your own device. Microsoft's

Copilot digests your Outlook and your Teams

in one breath. Google ships a morning

briefing, OpenAI runs agents around the

clock. All real, all useful, all caged within that

proverbial garden.

Gmail‘s staggering intelligence comes to a

halt at its wall; Copilot’s ends at Microsoft’s.

Now the fact is, no team anywhere on the

planet can or does live inside one vendor’s

prescribed playpen. They operate across

emails and chat, calendar, and CRM, and the

winning layer – the glue, of it all – is the one

that reads all of it, acts for the team, and

doesn’t just cosmetically enhance a single

inbox. This layer is the assistant we are

talking about, centerpiece of a widening

network, at the heart of the pattern building

out at this time: with ChatGPT, Gemini, and

Claude working in tandem, wired into the

assistant’s motherbox, where the work

already lives.

GARDEN A GARDEN B

Each assistant stops at the edge of its own garden.

WHERE  THE  WORK  ACTUALLY  S ITS

Across 4 tools
Email, chat, calendar and CRM. No team lives

inside one vendor’s playpen, so the layer that

wins is the one that reads all four.

02 The human stays in command
You, or the individual, or the human has to

stay in command, on purpose. The

nightmare version of our argument is where

the agent quietly converses with your

biggest customer while you’re at lunch; this

alternate world with a rogue agent cannot

ever come into play, and rightly so.

Supervised autonomy is not a watered-down

or anodyne choice. It is the whole product:

the agent does the heavy lifting, the human

signs off, and the machine learns from every

correction it’s handed. The human in the

loop is not a training wheel or a temp

guide, he/she/they are the sensei, running

the show.

OBSERVE ACT

HUMAN

SETS IT

The human sets how far the agent may go.
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It already shipped, at this scale
Gemini summaries and priority sorting reached two billion Gmail

users as the default experience. Copilot covers 320 million more.

A I  I N  THE  I NBOX ,  DRAWN  TO  SCALE

2 billion
Gmail users, given summaries

and priority sorting by default

320m

Teams users, Copilot in Outlook

82%
of professionals already use at

least one AI email feature

Opt-out, not opt-in.

Sources: Superhuman State of Productivity and AI Report 2025; McKinsey 2025; cloudHQ 2026.
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0707
Dawn in the
New Inbox

A morning brief replaces the scroll, and the approval

queue replaces the blank compose window. This is

what the day looks like.



Let’s pause the theorizing for a bit and

visualize what all of this actually means.

What constitutes a brand-new day, in this

freshly minted world, free from the shackles

of incessant email?

You begin with a briefing, and for a change,

not a scroll. Three paragraphs, tops, of what

transpired during your downtime, sorted and

sifted through by the assistant. Remember,

it's looked up all your emails, your calendar,

and other connected tools, and finally shared

with you a precise, clean, and clutter-free list

of do-ables/tasks/action areas. It’s also

outlined a possible decision matrix, the

reasoning behind each, and left you with

the option to agree, or nix, and chart your

own path.

This morning

THREE DECISIONS, ALREADY PREPARED

The day starts as a brief, not a queue.

Think of it as a set of bold headlines with

sections underneath, and not the jumble of

40 inchoate threads jostling for space.

Then, there’s a queue of items considered

closed, or completed – awaiting your final

approval. The responses are ready as well, in

your preferred tone of voice. The meetings

are set up, schedules have been matched

and intersected, and the next bunch of task

requests has been sent out. You simply scan

this flowchart, tweak the elements that seem

a little over- or underdone, sprinkle that

magic dust of “a human touch,” and click

to approve.

REPLY  EXPECTED  WITH IN  THE  HOUR

89%
of customers expect an email reply within

one hour.

cloudHQ and Readless, 2025 to 2026.

All of this in the fraction of the time it

takes to draft an entire roadmap from a

blank window.

Importantly, there’s a silent but critical back-

channel for the exceptions, so you don't

waste time double-checking for misses or

errors: the vague and ambiguous ideas, the

sensitive, private emails, the high-stakes

situations that demand a leadership call.

These come straight to you, with their full

history and context summarized, so you

don’t have to start from scratch.

As said, everything else is handled and

logged, sitting there, if you ever want to run

an audit, without casting a shadow over your

day or state of mind.

The difference is most apparent in the work

that previously chewed your timelines to

shreds. Let’s conceptualize these scenarios

as well.
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AVERAGE  REPLY  T IME

12h 10m
across industries, against an expectation of

one hour.

cloudHQ and Readless, 2025 to 2026.

A four-way meeting, painfully organized via

several emails, across two companies, that

takes 3 days to set up and execute, and

often fails to fructify into something of value;

instead, the agent reads the intent, studies

the calendars, collaborates with another

agent on the other side, and both arrive at a

final, unchangeable slot.

A BTUE 14:00

SETTLED WITHOUT A THREAD

Two agents settle a meeting slot without a thread.

Or, if it's a budget approval, it becomes a

concise object, and not as some unclear

fineprint hidden between reams of draconian

prose; the amount, the owner of the accrued

costs, the deadline for payment, and the

relevant policy are attached as well,

transforming the process into a single

decision pathway.

Or, if the sales exec’s been waiting on a

reply for a while now, he gets a nudge, a

smart new follow-up message, a red flag on

the account.

Or, that tireless recruiter who answered

candidates until nine at night finds the

inbound already triaged, acknowledged, and

routed, with only the cases that need human

intervention laid out for their consideration.

What we’ve described is a pattern, a nexus

of ins and outs, done with a weapons-grade

efficiency and, dare we say, a dash of

cooleth. The heavy, repetitive context-

hauling labor is swallowed wholesale by

the machine, the judgment call, the tying of

the threads, and the final word stays with

the individual.

GMEL IUS

Orchestration inside
the inbox your team
already uses.
Shared ownership, a visible queue, and

agents that draft, route and close the loop

in Gmail.

GMEL IUS .COM

You, hitherto router, lackey, and factotum,

are now promoted to editor and strategist,

and your genie (AKA assistant) gets better

each time you fix an error.

Email@2030 · The Inbox Is Dead 35



F I G U R E  0 7

The shrinking funnel
Everything still arrives. Classification, summarization and routing cut

the set that needs a person down to a fraction of it.

WHAT  REACHES  A  HUMAN

100%

48%

22%

8%

Everything that arrives

Classified and routed

Summarized

Needs a human decision

Summarization alone cuts
reading time by up to 80%

Full implementations cut processing
time by 70 to 80%

Average response time
falls 18%

Sources: cloudHQ and Readless, 2025 to 2026.
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CHAPT E R  E I GHT

0808
Email as Living
State, Not a Pile

A thread is a pile of text. A ledger is a live account of

every open promise, and it can be read by a machine.



Right now, an email thread is akin to a

desk loaded with clutter; a never-ending

pile, a massive litter of unorganized,

unfiltered, and unrelated junk with a few

gems tucked away so deep, it’s almost

impossible to find.

Consider a simple question: what’s on our

agenda this morning, and what do you need

from me?

LOST  PER  CONTEXT  SWITCH

20%
of cognitive capacity drains away with each

switch of context.

The Economist, 2024.

To answer that conundrum amidst all that

foliage, one has to sort through the pile, hunt

desperately for the missing link, as it were,

and finally, try and frame a response. This

cabinet of critical and not-so-critical things

was email’s real work —what it was always

meant to do —mirroring the mind and

preferences of its user—and where it has,

tragically, failed.

?

ONE ANSWER, SOMEWHERE IN THE PILE

One answer sits somewhere in the pile.

The agent casts a new light on this mildewed

problem. Instead of treating a thread as a

heap of text, it keeps a ledger: a living,

current account of every open promise

across every channel.

Who committed to what, by when. Which

decisions are done, which are pending, and

what’s happening with the ones that got lost

in the haze?

This is an unwritten ledger, but a vital and

living document; The agent derives it by

reading the same words you would,

constantly builds on, and refines it, even as

new emails turn up.

This is the silent revolution, behind the

ceremonial change of guard; yes, “fewer

messages” is the big, bold value proposition,

but the really definitive shift is more

profound and lasting: your tasks and, indeed,

your organization’s commitments are no

longer scattered across multiple private

inboxes, or stored in diverse, brittle, and

inchoate individual memories – they are now

part of a distinct and foolproof ecosystem,

shared and easy to access.

OVERALL  PRODUCT IV ITY

-40%
Cumulative email overload can cut overall

productivity by this much.

cloudHQ, 2025.

What did we tell the intern? What’s the last

item on the boss’s memo? What was the

promise we made to the customer last week?
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These and many other such queries (the

kind that keep you awake at night, or tick

away, as you ride into office) are

transformed into straight lines, and not an

archaeological dig.

Russian psychologist Bluma Zeigarnik

noticed back in the 1920s that the human

mind tends to cling to unfinished business; a

missed assignment or an interrupted job

keeps tapping you, unnervingly, on your

shoulder, long after the day is done.

Any unread message is a lot like that

ghostly tap.

And 120 of these are a series of

disturbances – open-ended issues that keep

humming in the background, resurfacing in

your after-hours, stealing both peace of

mind and cognitive focus. Harvard's Ashley

Whillans coined a term for the contemporary

version of this challenge: time confetti, the

day shredded into pieces too small to think

or live in.

WHO WHAT BY WHEN

The ledger holds every open promise, with a name against
it.

The agent’s greatest aptitude is its ability to

wield a giant broom, as it were; it sweeps up

the confetti, checks the corners or missing

elements, and rounds out those nasty edges.

How? Because the tracking and sorting have

been redirected to a system that was built to

manage it (not your tired and overworked

brain, for sure).

Email was, in so many ways, emblematic of

this exhausted human mind, representing its

harassed and disorganized state, leaking

ideas into many disparate, unrelated piles

(read inboxes, chats, messages, team

huddles, calendar invites, etc., etc.)

The agent is a master accumulator and

cleanser, collecting all those missing

sentences, observations, and eureka

moments into a complete and

actionable flowchart.
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The open loop and its annual bill
An unfinished message keeps running in the background. Held open

across a year, this is the price of it.

WHAT  THE  OPEN  LOOPS  COST ,  PER  WORKER

127 hours a year regaining focus, separate from time spent on email

48.5 minutes a day added to the working day, an increase of 8.2%

8.8 hours a week for the heaviest quarter of email users, a whole extra workday

THE  ANNUAL  B I LL

$48,360 per knowledge worker, per year, and

50 or more after-hours messages a day.

Sources: The Economist 2024; Harvard Business School and Microsoft 2024 to 2025; cloudHQ 2025.
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CHAPT E R  N I N E

0909
The Orchestration
Layer

Email is the substrate every process runs on.

Ownership, a visible queue and a set workflow are what

the shared inbox has been missing.



Till here, this E-book has championed

the cause of the individual: relief from

clutter, freedom from the queue.

But the queue – and its reorganization – isn’t

the entire picture; Email’s most vital role in

any company is not just correspondence. It’s

the foundational structure, the substrate on

which almost any process or function, in any

business, actually operates.

The support desk, the sales pipeline, they

both run on email; hiring, onboarding,

procurement, invoicing, approvals, reports,

NDAs, RFPs, and contract

initiations/terminations – the sinews and

joints, the nerves and tendons of an

organization – are realized and lived out in

the ever-widening matrix of the inbox.

EXPER IMENT ING  OR  SCAL ING  AGENTS

62%
of organizations are experimenting with or

scaling AI agents.

McKinsey, 2025.

And yet, the inbox remains annuated, a

jumbled and obfuscated entity, where the

best ideas and the most critical to-dos often

get lost.

SHARED INBOX

MAYA

TOM

ANA

Every message in a shared inbox carries a named owner.

At Gmelius, we’ve been working on this

problem for ages, long before the agents

arrived. The fix, we believe, doesn’t lie in

handing out complex personal inboxes by

the dozen. It is to empower the shared inbox

with a middle layer, a “middleware” as it

were, that changes the game for good.

So, what’s the secret sauce inside this

orchestration layer that’s so revolutionary?

Ownership and control, so that every

message has a designated “manager,”

and the Chinese whispers of “whose job

is it anyway?” are eradicated forever.

A command center, so that a request

moves visibly from open to assigned

to resolved instead of dissolving into

a thread.

A pre-determined workflow, so that

repetitive tasks, escalation pathways,

sales follow-ups, onboarding & induction

checklists, are machine-enabled, and

not dependent on human memory

or capacity.

And we felt that an SOP wasn’t enough; it

needed to be embedded inside the

playground where it all happens, within the

“magic garden” where most of our personal

and professional lives are carried out: Gmail.

Because the lesson, after 30 years of emails,

inboxes, and team rooms, is that you don’t

get people to move to your app – no, you

meet them in the inbox they already live in.
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ALREADY  SCALED

23%
have scaled agentic AI in at least one

business function.

McKinsey, 2025.

Agents reimagine what this orchestration

layer can be and achieve. Rules and shared

labels were the first wave; useful, but a tad

rigid, blind to anything that wasn’t explicitly

stated. An agentic middle layer reads and

analyzes the shared inbox like a great Ops

Head, ensuring task ledger immediacy, while

simultaneously drafting, routing, re-routing,

and chasing responses, and also managing

multi-step processes across the pan-

organizational team toolkits.

It doesn’t just sort customer emails; it

identifies a request, fetches order history

from company records,

drafts the resolution, opens the refund (as

the case may be) for a human to approve,

and closes the loop, with every step visible

and reversible.

This is an intended progression, at Gmelius,

part of our greater strategy – where agents

begin by reading the inbox and surfacing

intelligence, and eventually take action, as a

genuine operations layer. And, most

importantly, it carries the team’s or the

business’s operating context as a rule-

of-thumb, a shared brainbox that any

forthcoming agent or a human executive

can query.

OPEN ASSIGNED RESOLVED

VISIBLE AT EVERY STEP

A request moves from open to assigned to resolved.

This section has outlined for you the three

ideas, we think, are vital to any organization,

and cannot be individual-first:

1 Team-sharing or consistent

collaboration and transparency is a

must-have (because most misses

are coordination failures, and not

personal ones).

2 Multi-tool cross-functionality is a

component that cannot be replaced or

forgotten (since all processes exist over

multiple apps).

3 Human command & control is not an

option, given that any job or role of any

relevance and meaning can’t ever be

entirely handed over to a machine.

Orchestration is our word for this: bring

together the best of human ingenuity and

machine efficiency to create that immaculate

symphony, unobtrusive, simple, and elegant.
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The precedent and the layer
Slack moved internal traffic out of email in 2013. The orchestration

layer works the other way, inside the inbox teams already use.

THE  LAYER ,  DRAWN  I NS IDE  THE  I NBOX

GMAIL

Ownership
every message has a manager

Command centre
open, assigned, resolved

Predetermined workflow
escalation and follow-up, machine run

THE  PRECEDENT

32%
fewer internal emails in

teams that adopted Slack

The last comparable shift in

multi-part work, 2013.

This wave runs inside the

inbox rather than beside it.

Sources: internal analysis of multi-part work, 2026; McKinsey 2025.
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1010
The Second
Coming of the
Protocol

SMTP has carried the mail unchanged since 1982.

The new standards sit above it, and they are being

written now.



Just like an episode from Stranger

Things, this is where the future slides

face-first into the present, and

the imagined comes alive. It’s also

where most discussions come to a

screeching halt:

“If the machines are now the primary

readers of your email (and writers too),

the medium in itself begins to

metamorphose; not the wires and the

circuits, the very essence of the idea, the

world it empowers every day is now ready

for a seismic shift.”

The bottom stays put. SMTP carries the mail,

IMAP fetches it, MIME structures it, and

these remain vital nuts and bolts for the

continued sustenance of email:

indispensable, invisible entities, hardly ever

tinkered with by human hands. Email’s

determined refusal to have a recalcitrant

bodyguard or minder, its openness – anyone

can write anything to anybody – is precisely

what makes it a survivor, standing tall up and

against walled chat apps, that splinter into

a gazillion silos. Its stubborn permanence

is a harbinger of what comes next, and not

an impediment.

ASSISTANT MAILBOXMCP

READ, SEARCH, DRAFT, ACT

MCP is how an assistant reaches the mailbox.

The interface shifts from the screen and into

the connector; the agent visits and sorts

your email, not by drawing an inbox, instead

it travels through a structured pipeline into

the broader inventory. And the standard

forming around that pipeline is the Model

Context Protocol (MCP), Anthropic’s open

specification, now widely adopted, for

how assistants plug into the tools and data

it requires.

An MCP connection to Gmail or Outlook

allows Claude or ChatGPT to read, search,

draft, and act on your email – via a machine

interface – no human intervention necessary.

A2A  I N  PRODUCT ION

150
organizations run the Agent2Agent protocol

in production deployments.

Linux Foundation, 2026.

In very basic tech speak, that’s the long and

short of the catchphrase: assistant +

connectors. MCP is the assistant’s Swiss

knife, maneuvered deftly to enter and

interpret your inbox. The inbox UI is still

around, turning into just another window to

access a storehouse, rendered permeable

and easy to access.
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What’s been created is a triptych of layers:

an internal toolbox, the old school email

layer, and finally, a trailblazing, bold new

digital highway, where agents meet, greet,

and share ideas.

When your scheduling agent settles a four-

way meeting, managed by other similar

agents, the exchange isn’t an email at all.

Only machines talking to each other, as

smart, direct, and lucid as can be; you don’t

have to be around; in fact, the whole process

doesn’t even need an attention-grabbing

subject line.

The standard at play here is A2A, the

Agent2Agent protocol, launched by Google

in 2025, passed on to the Linux Foundation,

so it stays neutral and unadulterated. In fact,

it's at work across 150 organizations with

real-time production deployments. A2A and

MCP are a great fit, and that handshake

makes all the difference. MCP governs how

an agent reaches its tools. A2A manages

the roadways, as it were, helping

them identify and find each other and

collaborate effortlessly.

TWO  STANDARDS ,  TWO  JOBS

MCP governs how an agent reaches its tools.

A2A governs how agents reach each other.

To labor the point, MCP wires each agent to

its personal inbox and systems, and A2A

allows them to negotiate directly without the

hassle of round-tripping every element

(often inconsequential) through human-

readable email.

A B

A2A

NO SUBJECT LINE NEEDED

A2A lets two agents negotiate directly.

That’s the secret map of it all, albeit from a

distance. If we now dig in a little deeper, we

arrive at an interesting question: How will

email change itself, and its very nature, to

keep up and carry all this traffic?

The answer is more tangible and mission-

ready than you’d expect.
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The standards timeline
One protocol has carried the mail for forty years. The agent

standards above it arrived in the last two.

THE  STANDARDS ,  I N  ORDER  OF  ARR IVAL

1982

SMTP standardized as RFC

821, and largely unchanged

since

2024

MCP, the open

specification for how

assistants reach tools and

data

2025

A2A launched by Google,

then passed to the Linux

Foundation

2026–27

W3C AI Agent Protocol

Community Group targets

web standards

WHAT  THE  NEXT  STANDARD  I NHER ITS

2 billion addressable endpoints already exist, so

nobody starts from an empty network.

Sources: IETF RFC 821 (1982); Anthropic; Google and the Linux Foundation; W3C AI Agent Protocol Community Group.
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1111
What Does Agentic
Email Protocol
Look Like?

Five pieces already exist in separate places: discovery,

form, identity, boundary and timing. Assembled on

email, they become a network.



Of all the messaging systems created

by us, the oldest one is possibly best

positioned for the age of Agentic AI.

Modern protocols are oddly, as brilliant as

they are delicate. A2A runs on JSON-RPC

over HTTP, with each agent publishing an

“Agent Card,” a tiny JSON document that

reflects its capabilities, skills, supported

message types, and how to authenticate

against it. This creates a harmonious

connection when two agents already know

where to find each other. It presumes a

direct link and a degree of trust.

But the irony is, that’s exactly what you can’t

expect between a buyer and a vendor

who’ve never collaborated, or between two

companies whose agents need to fix a

meeting for, say, next Tuesday – and are yet

to exchange a byte.

What’s necessary is a robust network where

all you have to do is type in an address, and

reach an entirely new entity or individual;

routing and identity issues are automatically

resolved, and there’s no central platform

demanding permissions and rites

of passage.

THE  BOUNDARY

Inbound content can inform an agent. It can

never issue an order to one.

In other words, what you’re looking for is

precisely, what email has always been:

universal, federated, and decentralized,

beyond any single controlling line

of ownership.

The magic dust – or the next evolutionary

step – we’re recommending is that email

becomes the

lowest common denominator for agent

interactions across organizational

boundaries. Think of it as a failsafe

substrate, available anytime, whenever the

more elegant direct connection goes dark.

Let’s break this down further, and see how

these moving pieces can come together,

given that they all sit adjacently at this time:

Cog 1: Discovery & initiation

DNS

AGENT CARD

THE ADDRESS RESOLVES THE CAPABILITIES

An email address resolves to what the receiving agent can
do.

How does a message find a mail server?

When you send an email, DNS quietly

answers the question – which server handles

mail for this domain? – via its MX records.

The agentic version of this process is

more direct.
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A domain publishes an agent card at a

recognized location (just as A2A already

does over HTTP) and announces its

existence in DNS the way it advertises its

mail servers. The agent then, let’s call it

Agent A, using only the email address,

resolves the receiver’s domain, finds the

card, and quickly learns what the receiver’s

or organization’s agent (Agent B) is capable

of; these could be any among several

everyday tasks (negotiate scheduling,

accept invoices in assigned schema,

manage requests for proposals, arrange

message categories, organize

authentication).

This is the cornerstone of the agent-to-agent

exchange: federated capability discovery

with no pre-arranged infrastructure –

running on infrastructure that’s as universal

as it is globally available.

Cog 2: Form & structure
Decoding machine-readable structure while

keeping its human-friendly prose form intact

and available is what follows next.

Remember, email always sends two versions

of itself at once; the multi-part/alternative

format allows any single message to carry a

plain text element along with an HTML

component; the client exhibits whichever it

can render.

Extend this by one part – along with the

human-readable body, the message carries

a machine-readable element, a structured

expression of intent in something like JSON-

LD – a shared vocabulary of business

actions, or an agent-native media type. The

human reads the prose. The receiving agent

interprets the structure and acts on it, with

no inference required; it can, however, read

the prose form as well, in case the structure

is absent.

What we’re hinting at is backward

compatibility via construction: an existing

client shows a letter or document, and the

agentic client actions the intent. Interactive

email was always meant to be something like

this; in our rendition, a new avatar is born,

built around data management, a long way

out from a decorative but irrelevant add-on.

Cog 3: Identity & authority
Now this is where things get serious. Two

questions need answering when it comes to

any agent message: Who really sent this,

and is the agent really allowed to carry out

the requested action?

Authenticity verification is actually easier;

email’s half-solved the problem anyway. SPF,

DKIM, and DMARC exist to check if a

message genuinely originated from the

purported domain, and the same

cryptographic signing is extensible to cover

the structured agent component, tying it to a

verifiable identity. The new frontier up for

discussion is the work on decentralized

identifiers and verifiable credentials:

Where the W3C's AI Agent Protocol

Community Group is openly aiming for

web standards in the 2026 to 2027

window, and
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Where A2A's signed agent cards are an

early, partial version: a portable,

cryptographically verifiable identity for an

agent that no single platform owns.

DELEGATED  AUTHOR ITY

An agent acting for you carries a scoped,

time-bound token, and nothing beyond it.

Authority is where it gets trickier, and might

we add, more interesting. An agent that

shows up on your behalf must (and we

reiterate MUST) carry a scoped, time-bound

delegation token. Think of it as something

like how OAuth lets one service operate

as your representative, but within

stringent limits.

As a result, the counterparty’s agent can

verify two things: who you are, and what you

are allowed to commit to. An easy illustration

of this is – Schedule for Mr. John Doe, up to

<>, until this token expires, and no further.

Cog 4: Impermeable
boundary
Boundaries, by their very definition, exist to

enforce limits (here, between data and

instructions) that are non-negotiable and not

wished for.

The biggest lesson from the EchoLeak attack

(a situation we discuss in full in the next

section) is that an agent can never treat the

contents of an incoming message as a

command. A mature agentic email playbook

will make this a structural must-have and not

rely on the model’s better sense.

The protocol distinguishes a signed,

authenticated instruction channel, carrying

directives assigned by the principal or host –

or from properly delegated tokens– from the

dataflow (AKA any information in the email

body coming in from the world at large). The

runtime holds the sacred, unquestionable

line, as it were: inbound content can

populate the agent's context, inform it, be

reasoned about, but cannot issue an order.

Provenance markers in sync with content

credential standards (now commonplace

across media) could travel with each part,

attesting human authorship or agentic

creation, which, in turn, reaffirms trust and

message integrity.

The above is where a rebuild of email

hygiene and security benchmarks

comes into play; small price, we’d say,

for letting agents read and manage your

work, securely.

SCHEDULE ONLY

UNTIL FRIDAY
TOKEN

SCOPED, AND IT EXPIRES

The token says what may be committed, and for how long.
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Cog 5. Interaction
flexibility and delayed
information exchange
Next up are interaction patterns; focused

and clear, so that they play to email’s real

strength. Remember, A2A already supports

immediate response mechanisms:

synchronous request & reaction, partial

results delivery, as well as asynchronous

push for a more delayed outcome.

Email takes it one step forward, ensuring

data retention, recall, and, when necessary,

delayed delivery.

A negotiation that unfolds over three days,

an approval that waits on a human who’s

unavailable at the time, a task whose

completion requires handovers among

multiple respondents spread across time

zones – these are harder for A2A, but par for

the course for agents built to hold a message

until the other side is ready.

A Postscript
It’s advisable to be candid about the current

state of this breakthrough idea—none of

it is a finished standard. Yes, what exists

now is a set of robust but individualized

building blocks:

MCP for the agent-to-tool link,

A2A for agent-to-agent over HTTP with

its agent cards and signed identities,

the Agent Communication Protocol for

structured local messaging,

the W3C community group reaching for

universalization,

And, initiatives like Cisco's "Internet of

Agents" adding discovery and identity

and observability on top.

Email-native consolidation is an obvious gap.

Ironically, it also sets up Phase II of the

process, given that email has always been

federation- and identity-management-ready

at a global scale.

Anyone looking at resolving the lacuna

needn’t have to start with an empty, bare-

bones network. They begin with

approximately two billion addressable

endpoints. There’s also a sovereignty

dividend to the whole thing – agents can be

designed to collaborate with zero disclosure

of internal logic or data. Namely, a business

can freely allow its agents to negotiate and

interact with systems and organizations

beyond their purview, while retaining model,

record, reasoning, and information security.

Now that (for anyone who’s had to work

with regulatory agencies on data purity,

storage, deletion, and hygiene) it’s almost

the entire ballgame.
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F I G U R E  1 1

The five cogs
Discovery, form, identity, boundary and timing. Each one has a

working equivalent in email today.

F IVE  P I ECES ,  ONE  SYSTEM

01 Discovery
DNS answers which agent handles this domain, and what it can do

02 Form
One message carries prose for a person and structure for an agent

03 Identity
SPF, DKIM and DMARC signing extend to the agent component

04 Boundary
Instructions arrive on a signed channel. Content never commands

05 Timing
A negotiation can wait three days for the other side

EMAIL
AS SUBSTRATE

2 billion
the number of endpoints

that inherit it

Sources: A2A specification, Linux Foundation; Model Context Protocol, Anthropic; W3C AI Agent Protocol Community Group.
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CHAPT E R  TWE LV E

1212
Getting There,
Staying There

Three phases: watch, draft and approve, then bounded

autonomy. The boundary moves only when the audit

trail earns it.



The path from a manual inbox to

supervised autonomy is strewn with

pitfalls, small wins, and eventually, if you

stay the course, major milestones.

Companies that rush in, break that fragile

bond holding it all together: trust. And

trust, like most things that matter, isn’t a

lottery ticket or a bag of greenbacks lying

on the street – it’s earned and cherished.

CONCERNED  ABOUT  THE IR  DATA

90%
of users report concern about AI using their

data, which is why phase one only watches.

Gmelius research, 2026.

AFTER  STRUCTURED  ROLLOUT

22% / 15%
less burnout, and higher code quality, across

six months at a large technology firm.

Case study, 2026.

Start by letting the agent watch and learn. It

reads, summarizes, and takes no action: the

morning brief, the thread digests, the

commitment ledger, and keeps a watchful

eye at all times. In a while, you begin to

notice the value and meaning of the

exercise. And, given that it's all sandboxed,

there aren’t any risks buried inside

the experiment.

The agent, on its part, begins to understand

your personal preferences and preferred

workflows; just as important, as your

team estimates if they can believe in

its judgement.

Next, action a few drafting assignments. The

agent writes out replies, schedules routing,

but takes a pause right after, and awaits

human approvals. The approval queue

replaces the blank composition window. This

is where the lost hours begin to trickle back,

even as you (or the team/individual) stay

unmistakably in command.

Phase 1 – if we're to call it that – is a waiting

game; do not lose patience or view the

evaluation as a lost cause. In fact, the

system was designed to achieve exactly

this timeline.
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WATCH

DRAFT

ACT

THE BOUNDARY MOVES OUTWARD BY PROOF

Autonomy widens one proven step at a time.

UNDO

UNDO

UNDO

Every action the agent takes stays reversible.

As the audit trail piles up, and a sense of

reliability appears, allow the agent to act on

its own volition, as it were, albeit inside a

walled and perfectly illuminated backyard.

As earlier mentioned, the routine

confirmations, the standard

acknowledgments, the internal routing –

everything beyond the wall remains under

human control. The boundary moves

outward by proof, watched continuously,

reversible in an instant.

Phase 2 is cautiously optimistic and painfully

slow; because trust broken by an agent that

overstepped is ruinously expensive to

rebuild, and no one will ever forget that one

time the robot sent a stinker to a client. The

organizations that get through this gestation

period aren’t just the boldest automators.

They believe in “canny autonomy” – building

audit trails and governance lines first up,

letting autonomy find its own place, fortified

by trust and believability.
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F I G U R E  1 2

The trust ladder
Autonomy arrives in three steps. Each one waits for the audit trail

from the step before it.

THE  TRUST  LADDER

PHASE  ONE

Observation only
It reads, summarizes and

takes no action

PHASE  TWO

Draft and approve
It writes and routes, then

waits for a person

PHASE  THREE

Bounded autonomy
It acts inside a watched,

reversible boundary

Sources: Gmelius research, 2026; enterprise case study, 2026.

Email@2030 · The Inbox Is Dead 58



CHAPT E R  TH I R T E EN

1313
Back to the Future

In 1996 the internet held everything and surfaced

nothing. Email in 2026 is in the same position, and for

the same reason.



By 1996, the internet had everything:

documents, forums, databases, a giant

library – a mammoth storehouse that

would put the archives in Eco’s The

Name of the Rose to shame.

Unfortunately, all of it rested in the dark. One

navigated the net via directory and link

list, and word of mouth; the knowledge lay

inert and mildewing, waiting for a “carrier

of lanterns”.

EVERYTHING IS IN THERE, AND NOTHING IS FINDABLE

The archive holds everything, and surfaces nothing.

Google didn’t create the library, did it? It only

made all of this searchable, findable, and

accessible. And in doing so, it transformed

the internet and humanity as a whole.

Email in 2026 is the internet before the

arrival of Google. That ever-growing slush of

daily messages (~392 billion) holds

decisions, ideas, commitments, infinite

possibilities. In many ways, it is a labyrinth of

institutional memory – the alleys and back-

channels where organizations conduct their

business. But reaching even a single piece is

a herculean task (a human grinding through

the whole queue by hand), because there is

no “lantern” to guide you to the right place at

the right moment.

A I -DR IVEN  EMA IL  OPERAT IONS

70%
of email operations will be AI-driven by the

end of 2026.

cloudHQ and Knak projections, 2026.

In 2030, those 392 billion messages will

keep beeping and blinking on your screens.

But an overwhelming majority of them will

never ask for human intervention.

They’ll be read, routed, drafted, and resolved

by a layer of agents standing between the

server and the individual, negotiating with

other agents below, flagging only high-alert

items, and managing the rest under

calibrated supervision.
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This isn’t a prophecy or a hysterical mission

statement, fantastical in its hypothesis. The

protocol is forever. What dies is the ritual we

mistook for the protocol: the triage, the

unread-count dread, the hand reaching for

the phone in the early hours of dawn,

because an open inbox hums incessantly.

The interface is moving from a screen you

open to a “new colleague,” a “work mate,”

a friend who understands the value of

your time.

A  1 0 0 -PERSON  ORGAN IZAT ION

$4.8m
lost a year to email friction. Halving it returns

more than $2.4m.

Gmelius research, 2026.

We are only reading the team leaves here;

when Google switched on AI for its billion+

users, the future had arrived prematurely.

Not for any one feature, but because AI-

mediated email became the default and not

the upgrade. The question, as it often is, isn’t

whether or if or maybe; it's stark and simple:

Who are your trusted comrades (read

agents)? And, how do you mix innovation

and efficiency with control and caution?

Search made the library usable. Agents do the same for the
inbox.

At Gmelius, we are at the spearhead of this

revolution, looking for answers to these

questions in a manner that’s considered,

temperate, and calculated. Agentic

orchestration must go hand in hand with the

people who were meant to benefit from it.

Build for that specific agenda, and you win

back thousands of wasted hours, propel ROI,

and get your teams to focus on what you

actually hired them for. Bide your time, and

change as it does, will come for you anyway.
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F I G U R E  1 3

The curve to 2030
AI manages 15% of inboxes today and half of them by 2030. The

number of messages arriving does not need to change.

SHARE  OF  I NBOXES  UNDER  A I  MANAGEMENT

50%

25%

15% in 2025

50% by 2030

70% of email operations AI-driven, end of 2026

2025 2027 2030

392 billion messages a day, in 2025 and still in 2030

The volume holds flat. What changes is the ritual around it.

Sources: cloudHQ and Knak projections, 2026.
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GME L I U S

EMA I L@ 2 0 3 0

The  is dead.

Long live .

Gmelius builds the orchestration layer inside Gmail:

shared ownership, a visible queue, and agents that

draft, route and close the loop under human command.

GMEL IUS .COM

king
inbox

the king
email


