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This report offers a full, open-source framework as an operating guide for responsible Hybrid Intelligence transition.
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Planning Accelerator: Use Al to Support the Transition Plan

Secure Al Use Note

Use a private, secure, organization-approved Al environment when applying this framework to real organizational data. Do
not enter employee, customer, candidate, regulated, confidential, proprietary, legal, financial, security, or operational
information into public or personal Al tools unless that use has been approved and the data-handling terms are
understood. Use the minimum necessary information, redact or de-identify sensitive details where possible, and involve
IT, security, legal, privacy, HR, or compliance review for higher-risk workflows. Al may support the planning process, but
human leaders remain accountable for data protection, output validation, tool governance, and final decisions.

This framework is intentionally structured so business leaders can use it with Al to jump-start responsible transition
planning. Leaders may feed this framework into an Al system to help map workflows, summarize role tasks, identify
repetitive work, compare human-led and Al-assisted options, draft risk questions, model transition scenarios, estimate
time returned, surface hidden work, prepare scorecard categories, or generate first drafts of implementation plans.
Organizations should benefit from the same intelligence they are preparing to govern. The key boundary is that Al may
support the planning process (i.e., Al-augmentation), but accountable human leaders must own the decisions (i.e., human
judgment).

For advanced users, complex organizations, and teams applying TRAIT across multiple Hybrid Intelligence Work Systems,
the companion Field Manual designed to be used with Al provides deeper implementation guidance, including master
prompts, workflow-mapping prompts, role and task decomposition prompts, work-system design prompts, risk-review
prompts, scorecard prompts, and other structured planning tools. The Field Manual is the detailed operating reference;
this framework remains the executive governance standard.

Objective

Use Al to help leaders analyze, model, and document the Al transition without allowing Al to become the final authority
over its own deployment.

Standard

Organizations may use this framework as a planning prompt for their own Al systems. A leader may give the framework to
an Al assistant and ask it to help map workflows, summarize role tasks, identify repetitive work, compare human-led and
Al-assisted options, draft risk questions, model transition scenarios, estimate time returned, surface hidden work, and
generate first drafts of redeployment or governance plans.

This is a responsible use of Al when the output is reviewed, challenged, and validated by accountable humans. Al should
not approve its own expansion, determine workforce reductions, classify its own final risk level, or decide whether human

judgment is still needed:

e Al can assist the analysis.
e Humans must own the decision.

Appropriate Uses
Al may help produce first drafts of:
o Workflow maps

e Task decomposition
e Use-case intake summaries
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e  Risk-tiering questions

e Human impact assessments

e Transition scenarios

e Hidden work analysis

e Redeployment options

e Training pathway recommendations

e Handoff rules

e  Performance metric suggestions

e Stakeholder communication drafts

e Al Transition Pledge scorecard categories

Required Human Review
Before action is taken, accountable leaders should verify that:

e The workflow analysis is accurate

e Employee impact is not understated

e  Customer impact is not ignored

e Legal and compliance concerns are not missed

e Human judgment is preserved where needed

e Hidden work is included

e Al access fairness is considered

e The plan does not optimize only for speed, cost, or workforce reduction
e Recommendations align with the Al Transition Pledge

Planning Standard

The framework can be used to accelerate responsible Al transition planning. It should not be used to automate
responsibility away from leaders. Al can help design the transition, but humans must remain accountable for the
transition.

Advanced prompt libraries, master prompts, and 2,500+ governance questions with more detailed workflow-specific

planning instructions belong in the Field Manual for advanced users and complex organizations that need deeper
implementation support.
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Executive Summary

The Responsible Al Transition (TRAIT) Framework helps organizations turn an Al Transition Pledge into an operating plan
for Hybrid Intelligence: work performed across humans, digital labor, software systems, vendors, data, workflows, and
accountable decision-makers.

The Al Transition Pledge:

The pledge is the promise.
The framework is the management system.
The scorecard is the accountability.

Doctrine Status

This framework is a living management doctrine. It incorporates previously unprecedented implementation evidence
where available, validated management practices where appropriate, and clearly identifies emerging doctrine that will
continue to evolve through research and operational experience.

Version Note: From August Architecture to September Accountability

The August 2026 update was the major architectural update to TRAIT. It moved the framework from responsible Al
adoption and digital labor governance toward responsible Hybrid Intelligence transition. It established the Hybrid
Intelligence Work System as the primary unit of analysis and clarified that leaders are no longer governing isolated tools or
individual agents. They are governing connected systems of humans, digital labor, software, vendors, data, workflows,
handoffs, approvals, exceptions, and accountable decision-makers.

From August Architecture to September Accountability

How the September 2026 update builds on the August 2026 Hybrid Intelligence architecture

AUGUST 2026 ARCHITECTURE
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August rebuilt the frame. September tightens accountability inside the frame.
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August established the system leaders must govern. September clarifies how accountability survives as work moves through that system.

The September 2026 update preserves that architecture and adds a focused accountability layer. It clarifies how
responsibility survives when Al-enabled work enters represented workforces, shadow workflows, external-agent
interactions, cross-system handoffs, post-deployment operations, and workforce redesign decisions.

W

I build AI to keep work human | myWorkforceAgents.ai


https://myworkforceagents.ai/ai-transition-framework

The Responsible AI Transition (TRAIT) Framework | September 2026 Update

August answered the structural question: what is the system leaders must govern?

September answers the accountability question: how does responsibility survive as work moves through that system?

September 2026 Update: Hybrid Intelligence Accountability Layer

This September 2026 update is driven by practical lessons from recent implementation analysis, published work, and
emerging best practices:

g

Al adoption is not the same as work redesign, workforce redesign, or organization redesign.

Handoffs in Hybrid Intelligence transfer responsibility, not merely data.

Al-enabled work in represented environments may require bargaining, consultation, notice, or negotiated work
rules.

Shadow Al is not only a security issue; it is also a workforce, performance, learning, and continuity issue.

Human apprenticeship and expertise cannot be preserved by sentiment. They need gates, rotations, validation,
and replacement learning loops.

Runtime assurance is required once digital labor performs material work. Pre-deployment approval only confirms
that the work system met approved conditions at a point in time. Runtime assurance collects and evaluates live
technical, operational, and human evidence to determine whether the Hybrid Intelligence Work System remains
inside those approved conditions and to trigger proportionate intervention when it does not.

Managers need an operating rhythm for Hybrid Intelligence Work Systems. Al accountability cannot wait for
quarterly governance review or permanent technical fixes. Managers need a daily, incident-based, and weekly
cadence for readiness checks, exception management, hidden-work review, autonomy-state decisions, and work-
system improvement.

HR should prove the workforce-transition model through a bounded Hybrid Intelligence reference
implementation before presenting itself as the enterprise authority on agentic Al work redesign.

September 2026 Priorities:

Treat Al adoption, work redesign, workforce redesign, and organization redesign as different claims that require
different evidence.

Require co-governance review where Al affects represented workforces, collective bargaining obligations, works-
council consultation, or negotiated work rules.

Define handoff integrity as the survival of both work state and management state across human, Al, system,
vendor, and cross-organizational boundaries.

Treat shadow Al as a work-system signal, not only a tool-policy violation.

Prepare for external and personal agent participation in hiring, procurement, customer, vendor, and counterparty
workflows.

Require Hybrid Intelligence Runtime Assurance after digital labor enters material work, including approved
operating envelopes, live evidence signals, thresholds, intervention states, authority contraction, recovery
requirements, and evidence retention.

Protect apprenticeship through learning mode, supervised practice, validation rotations, and replacement
learning loops.

Treat accountability drift as a transition risk when work moves faster than ownership, authority, evidence, or
recovery can follow.

I build AI to keep work human | myWorkforceAgents.ai 6



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

Managing Hybrid Intelligence: The Umbrella Discipline

Managing digital labor is not the whole discipline. It is one branch of Managing Hybrid Intelligence. The larger discipline is
the design, governance, supervision, measurement, and continuous improvement of work performed across humans,
digital labor, systems, vendors, data, workflows, and accountable decision-makers.

MANAGING HYBRID INTELLIGENCE

Govern hybrid intelligence before autonomy scales.

HYBRID INTELLIGENCE WORK SYSTEM

The connected system of humans, digital labor, workflows,
data, systems, vendors, governance and accountability
that produces reliable outcomes.

O
(mELe)
HUMANS DIGITAL LABOR WORKFLOW DATA SYSTEMS

Human judgment, Al agents, bots, Processes, handoffs, Information, context, Applications and
empathy, creativity, and automation decisions, and controls  and knowledge that infrastructure that
oversight, and that perform tasks points that structure power decisions enable and connect

decision authority. and augment work. the work. and actions. the work.
@ @

External partners Policies, controls, Metrics and evidence Feedback, training, Clear ownership,
and providers that rules, and roles that drive performance, and knowledge responsibilities, and
contribute technology, that set boundaries risk, fairness, and that build capability reporting that enable

services, or data. and ensure integrity, improvement health. over time. making authority.
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A disciplined sequence for choosing, designing, deploying,

( and governing hybrid systems responsibily.
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A practical sequence for moving from governance intent to live, monitored, accountable work.

CONTINUOUS IMPROVEMENT

Measure results. Learn continuously. Strengthen controls.
Evolve capability. Improve outcomes.
Adapt the system—never stop improving.
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The Discipline Has Three Management Layers

1. Managing Human Labor. This layer protects dignity, development, judgment, motivation, trust, learning,
relationships, psychological safety, and human accountability.

2. Managing Digital Labor. This layer governs role design, identity, authority, access, source discipline, calibration,
performance, autonomy, handoffs, recovery, restriction, and retirement of Al-enabled work capacity.

3. Hybrid Intelligence Work System Orchestration. This layer manages workflow ownership, decision movement,
exception handling, handoffs, learning, recovery, and end-to-end accountability across human and digital actors.

Enabling Disciplines
The discipline is supported by process management, Al governance, data governance, cybersecurity, compliance, project

management, operations, change management, legal review, HR, risk, finance, and executive leadership. These disciplines
do not disappear. They must be coordinated around the Hybrid Intelligence Work System.

Discipline Crosswalk

Managing Hybrid Intelligence coordinates adjacent disciplines around one operating object: the Hybrid Intelligence Work
System that produces the outcome and carries the consequences. The disciplines below do not replace one another. They
must be aligned around the same work system, evidence, ownership model, and accountability standard.

Discipline Primary Object Contribution to the Hybrid Work System
Human capability, dignity, Protects judgment, learning, psychological
People Management development, motivation, trust, and safety, relationships, role clarity, worker voice,
accountability and human accountability.
Governs role design, identity, permissions,
Digital Labor Management AI-ena.bIed wor'k capacity, authority, source discipline, caIibra'Fio'n, autonomy,
behavior, and lifecycle handoffs, recovery, restriction, and
retirement.

Maps current-state work, redesigns flow,
clarifies owners, monitors measures, and
keeps Al attached to a working process rather
than a disconnected tool.

Sets risk tiers, approval gates, transparency
rules, audit expectations, vendor controls, and
escalation requirements.

Defines sources of truth, freshness standards,
restricted sources, conflict rules, source trails,
and access boundaries.

End-to-end workflow, process
Process Management customers, measures, enablers, and
continuous improvement

Al risk, acceptable use, model behavior,

Al Governance . . .
lifecycle controls, and policy alignment

Source quality, lineage, access,

Data Governance .
retention, and provenance

Discipline clarity prevents accountability drift. Process, data, Al governance, people leadership, and digital labor
management must converge around the same system, not operate as parallel checklists. Managing Hybrid Intelligence is
the operating discipline for keeping work useful, accountable, resilient, and human-centered when not all work is
performed by humans.

Hybrid Intelligence Work System Definition

A Hybrid Intelligence Work System is the complete operating system that produces a work outcome when humans, digital
labor, software systems, data, vendors, workflows, approvals, exceptions, and accountable decision-makers interact. The
core unit of analysis is not the employee alone. It is not the Al agent alone. It is not the tool, process, function, vendor, or
department in isolation.

I build AI to keep work human | myWorkforceAgents.ai 8



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

The core unit is the system that produces the outcome and carries the consequences.
Every Material Hybrid Intelligence Work System Should Identify:

e The outcome the system is designed to produce

e The human roles and judgment points involved

e The digital labor roles and authority levels involved

e The systems, integrations, vendors, tools, protocols, and data sources involved

e The decision rights, handoffs, escalation paths, and stop-work rights

e The source-of-truth hierarchy and data provenance rules

e The evidence used to justify autonomy, scale, claims, and capacity decisions

e The continuity plan if digital labor, tools, models, vendors, integrations, or humans are unavailable
e The named human owner accountable for system performance, learning, trust, and recovery

Forms of Intelligence Inside the Work System

Hybrid Intelligence should not be reduced to machine intelligence or analytical intelligence alone. A mature work-system
review should identify which forms of intelligence the system depends on, which forms can be codified, which forms can
be supported by Al, and which forms must remain visible through human participation.

e Codified intelligence: policies, procedures, playbooks, rules, templates, and documented standards.

e Contextual intelligence: understanding of the situation, timing, stakeholder history, local conditions, and business
context.

e Relational intelligence: trust, empathy, influence, repair, care, and the ability to understand how people
experience the interaction.

e Experiential intelligence: judgment developed through repeated exposure, pattern recognition, mistakes,
feedback, and practice.

e Collective intelligence: knowledge distributed across teams, communities, customers, partners, and frontline
workers.

e Moral judgment: the ability to weigh consequences, dignity, fairness, responsibility, and human impact.

e Situational awareness: understanding what is happening now, what has changed, what is uncertain, and what
requires escalation.

The Unknown Principle should apply here as well. Leaders should ask what the system is structurally unable to represent,
not only what data it can access.

A work system may be data-rich and still be blind to trust, fear, dignity, informal knowledge, moral consequence, or
relationship context.

Technology Escalation Hierarchy
TRAIT helps leaders determine whether an Al agent is needed at all. Not every problem requires an agent, and not every
agent requires autonomy. Over-agentification can increase complexity, audit burden, security exposure, continuity risk,

and management cost without improving the outcome.

Eliminate, simplify, and clarify before automating, augmenting, or assigning agency. Then use the least-agentic
architecture capable of producing the required outcome responsibly.

Refer to the following visual for more information:
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TECHNOLOGY ESCALATION HIERARCHY

Use the Least-Agentic Architecture Capable of Producing
the Required Outcome Responsibly.

MOST AGENTIC

MULTI-AGENT ORCHESTRATION A

Coordinated agents across functions
and systems with human governance.

AGENT-DIRECTED WORKFLOW

Autonomous agents execute defined
outcomes with wide guardrails.

Al-AUGMENTED WORKFLOW

Al makes recommendations or decisions
with human oversight.

AI-ASSISTED SUPPORT

Al assists human work with suggestions,
drafts, and analysis.

RULES AUTOMATION

Deterministic automation of
well-defined business rules.

SUBTRACTION-FIRST DESIGN

Eliminate unnecessary work
before adding technology.

ESSENTIAL MANUAL FOUNDATION

Stable, documented, and repeatable v
human processes without technology. \

b L J

LEAST AGENTIC
v Escalate only when you have the evidence,
(V) controls, and capacity to manage the next level.

D:] See also: Technology Escalation Hierarchy (Doctrines)

Architecture Levels

0. Subtraction-First Design. Before selecting a technical architecture, leaders should ask whether the work can be
eliminated, the policy clarified, the workflow simplified, the handoff removed, or the problem solved through a
deterministic rule. The most responsible architecture may be no new technology at all.

1. Rules Automation. Use deterministic rules, workflow automation, forms, approvals, integrations, and system triggers
when the path is known, rules are stable, and judgment requirements are low.

2. Al-Assisted Task Support. Use Al to draft, summarize, compare, classify, translate, or prepare work while a human
remains clearly accountable for review and final action.

3. Al-Augmented Workflow. Use Al across multiple steps of a workflow when humans still own judgment, escalation,
approval, and relationship-sensitive decisions.

I build AI to keep work human | myWorkforceAgents.ai 10



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

4. Agent-Directed Workflow. Use a bounded Al agent when the work requires goal-directed action, tool use, monitoring,
routing, or coordination within clear authority limits and escalation rules.

5. Multi-Agent Orchestration. Use multiple agents only when coordination across specialized digital roles creates value
that cannot be achieved more safely through simpler automation, human review, or a single bounded agent.

6. Human-Led Hybrid Intelligence Work System. Use a human-led Hybrid Intelligence System when the outcome depends
on high-consequence judgment, accountability, trust, ethics, relationship, negotiation, safety, legal sensitivity, or strategic
interpretation.

Architecture Fit Gate

Before approving an Al use case, leaders should determine the appropriate operating architecture fit. The fit decision
should occur before procurement, pilot design, agent deployment, workforce redesign, or autonomy growth.

Architecture Fit Questions:

e |sthe path already known, and are the rules stable?

e How much variability, ambiguity, emotional context, or consequence sensitivity exists?

e Does the work require interpretation, planning, tool use, or judgment?

e Are errors reversible, detectable, and recoverable?

e What is the consequence of unauthorized or poorly calibrated action?

o  Would a deterministic workflow produce the same outcome more reliably?

e Does added autonomy create enough value to justify additional complexity, attack surface, audit burden, and
continuity exposure?

e Can the organization govern the selected architecture at the speed and scale proposed?

e Are managers prepared to supervise the selected architecture, not merely use the tool?

e Can unnecessary work, policy ambiguity, workflow complexity, or handoff friction be removed before adding Al?

e Does the architecture preserve relational and judgment-intensive work where human presence creates value?

e Does added autonomy introduce unnecessary monitoring, compute, security, source-review, exception, or recovery
burden?

e |s the architecture operationally, economically, environmentally, and humanly sustainable?

e Could a simpler architecture produce the same outcome with less risk, dependency, and management burden?

A workflow should not become agentic simply because agentic Al is available. Architecture must follow the work, the risk,
the evidence, the organization’s ability to govern the system, and the human value that must be preserved.

Control-Boundary Principle

Leaders do not need to control every digital action, but they remain accountable for the boundaries within which digital
action occurs. Responsible autonomy is not micromanagement. A mature organization does not need a human to approve
every low-risk, reversible action. But it does need clear boundaries for purpose, role, source requirements, prohibited
actions, risk thresholds, escalation, performance standards, autonomy expansion, restriction, rollback, and retirement.

The leadership responsibility is to govern the operating boundary. Digital labor may execute inside that boundary, but

humans remain accountable for defining, monitoring, challenging, and changing the boundary when evidence, risk, trust,
or context changes. Autonomy can be delegated. Accountability for the boundary cannot.

Manager Readiness Gate

Organizations should not deploy digital labor faster than managers are prepared to supervise it. Al transformation does
not eliminate the management layer. It changes the nature of management work.
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Managers Must Be Ready To:

e Separate automation, augmentation, judgment, and relationship work

e Select or challenge the appropriate technology architecture

e Coach humans and calibrate agents differently

e Define authority, escalation, exception, and stop-work boundaries

e Detect hidden work, role overload, and supervision burden

e Interpret Al-supported performance fairly

e Preserve employee trust, customer trust, and candidate trust

e Expand autonomy only when evidence supports it

e  Contract autonomy when performance, trust, or control evidence deteriorates
e Maintain continuity when digital labor fails, degrades, or becomes unavailable

Manager readiness is a deployment gate, not an afterthought. A workflow is not ready to scale if the people responsible
for supervising it cannot explain, challenge, restrict, or recover it.

Hybrid Intelligence Manager Operating Rhythm
Managers are where Al strategy becomes operating reality.

A Hybrid Intelligence Work System may be approved by governance, configured by technology, supported by HR, reviewed
by risk, and sponsored by executives. But when an Al-enabled workflow produces a wrong answer, weak handoff, growing
exception queue, customer trust issue, or hidden human correction burden, the manager often has to act before a
governance council, engineering team, or executive sponsor can respond.

The Hybrid Intelligence Manager Operating Rhythm is the daily, incident-based, and weekly discipline through which a
manager leads the human team, supervises assigned digital labor, manages exceptions, protects affected people, identifies
hidden work, applies bounded controls, and escalates work-system problems to the appropriate owner.

This rhythm does not make the manager the default owner of the entire Hybrid Intelligence Work System. It gives the
manager a practical cadence for operating the local system responsibly while preserving the distinction between local
management and end-to-end work-system ownership.

Operating Standard

A manager should not be accountable for an Al-enabled outcome without the authority, information, capacity, and
escalation pathways required to interrupt, restrict, redirect, or recover the work producing that outcome.

Three Responsibilities of the Hybrid Intelligence Manager
A manager operating a Hybrid Intelligence Work System has three connected responsibilities.

1. Lead the human team. Employees still need context, expectations, coaching, trust, psychological safety,
development, fair performance standards, and a meaningful way to challenge the system. The manager should
understand what Al is changing about workload, role identity, learning, relationships, and the employee’s ability
to exercise judgment.

2. Supervise assigned digital labor. Digital labor requires role boundaries, approved sources, authority limits,
performance evidence, escalation rules, handoff standards, incident controls, calibration, and decisions about
whether autonomy should expand or contract. The manager should not treat the Al like a person, but the
manager must understand enough about its operating role to know whether its work remains reliable,
authorized, and useful.
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3. Orchestrate the local work system. The manager must watch what happens between people and technology:
failed handoffs, growing exception queues, repeated corrections, customer frustration, hidden work, degraded
sources, and the gap between Al output and usable outcomes. Local orchestration connects human leadership
and digital-labor supervision.

Operating Standard

Managers may not supervise every digital action, but they must be able to detect and act on the exceptions, patterns, and
human consequences that matter.

Four Manager Time Horizons
Managers operate across four-time horizons that often move at different speeds:

e Executive time horizon: when the investment is expected to produce value.

e Technology time horizon: how quickly models, platforms, agents, integrations, and capabilities are changing.

e  Operational time horizon: how quickly the workflow can absorb new volume, handoffs, exceptions, and customer
expectations.

¢ Human time horizon: how quickly employees can learn, trust, adapt, recover, and develop new judgment.

These time horizons do not move together. An executive team may approve another Al agent in a meeting. A model may
change overnight. But the organization cannot create more human judgment, exception capacity, trust, or recovery
capability on the same timetable.

The purpose of this diagnostic is to help managers surface the conflict. Senior leaders still own the tradeoffs. Managers
should not be expected to reconcile aggressive productivity targets, weak sources, immature technology, insufficient
staffing, and employee anxiety through personal heroics.

Operating Standard

When time horizons conflict, the manager should surface the operating constraint rather than absorb it invisibly.

Daily, Incident-Based, and Weekly Operating Rhythm
The Hybrid Intelligence Manager Operating Rhythm should include five recurring practices:

1. Start of work: confirm that the system is ready. The manager begins the day or shift with a short readiness
review. The review should identify model, source, policy, tool, workflow, vendor, queue, exception, staffing,
handoff, authority, or ownership changes that may affect the work system.

2. During work: direct attention to the exceptions that matter. The manager does not watch every transaction. The
manager watches signals that indicate human attention is required: repeated corrections, low confidence,
conflicting sources, incomplete handoffs, activity outside approved authority, rising exception volume, privacy or
fairness concerns, customer or employee challenge, and gaps between output and outcomes.

3.  When something fails: restore responsible control. The manager follows a clear incident sequence: contain the
risk, establish facts, protect the affected person, restore human ownership, recover the work, decide the Al
operating state, examine broader impact, and capture the required improvement.

4. End of work: capture what the dashboard missed. The manager records hidden correction work, source checks,

failed handoffs, customer explanations, employee concerns, unapproved Al use, emotional burden, and the gap
between reported productivity and usable capacity.
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5. Weekly: review the complete work system. The manager reviews human work, digital labor, and work-system
outcomes. The weekly review should produce a decision: continue, expand, recalibrate, restrict, demote, pause,
redesign, or retire.

Operating Standard

A review that produces no decision, owner, or next action becomes another reporting ritual.

The Manager’s Daily Five
Managers can compress the operating rhythm into five daily questions.

1. What is the system doing that people are correcting? Look for repeated edits, rewritten messages, reclassified

cases, source checks, and manual workarounds.

What exceptions are accumulating? Review exception volume, age, complexity, ownership, and response time.

3. Where is qualified human judgment required today? Direct scarce attention toward ambiguity, consequence,
conflict, relationship repair, and recovery.

4. What are employees or customers experiencing that the dashboard cannot show? Ask about confusion, anxiety,
repeated explanations, unfair comparisons, trust, emotional burden, and moments where the technically correct
answer produced the wrong human outcome.

5.  What should change before the next operating cycle? Identify the smallest responsible improvement: clarify a
source, change an instruction, adjust a handoff, narrow authority, add capacity, redesign an exception path,
create a training case, or escalate a structural decision.

N

Operating Standard

Daily intervention should become work-system learning.

Manager Incident Sequence
When an Al-enabled workflow produces a material problem, the manager should use a standard incident sequence:

Contain - Establish Facts - Protect the Affected Person - Restore Human Ownership > Recover the Work - Decide
the Al Operating State - Examine Broader Impact - Capture the Required Improvement

The manager or appropriate owner should decide whether the digital labor continues, requires recalibration, should be
restricted, should be demoted to a lower autonomy level or simpler technology, should be paused, should be redesigned,

or should be retired from the work.

Demotion may mean changing autonomous execution into a recommendation, requiring a human to send the final
message, replacing a probabilistic step with a deterministic rule, or returning part of the work to human ownership.

Operating Standard

Correcting one transaction is insufficient when the root cause is systemic.

The Manager Is Not Automatically the Work System Owner

The operating manager and the Hybrid Intelligence Work System Owner should not be treated as the same role by default.
The manager runs the local work. The manager may lead the human team, supervise assigned digital labor, manage
immediate exceptions, protect customers and employees, apply temporary controls, record hidden work, and escalate

structural problems.
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The Hybrid Intelligence Work System Owner holds end-to-end accountability across the full, potentially cross-functional,
trusted outcome. That owner may need authority over functions, systems, vendors, data and source ownership, decision
rights, capacity allocation, cross-functional handoffs, continuity, and structural redesign.

A functional manager should not be held accountable for systemic decisions they cannot make.

Operating Standard

Do not make the local manager accountable for failures designed above them.

What the Organization Owes the Manager
A daily operating rhythm will not compensate for weak organizational design.

Managers need role-specific training, usable telemetry rather than endless alerts, clear escalation paths, qualified human
backup, documented source and authority rules, access to technical and functional specialists, realistic exception capacity,
authority to require human review, authority to apply bounded restrictions, time to coach and develop employees, and
protection when they report that the promised productivity gain has not yet become usable capacity.

Managers also need clarity about which decisions belong to them and which belong to the Hybrid Intelligence Work
System Owner, technology, security, HR, legal, risk, compliance, or another function.

Operating Standard

The organization cannot assign managers the responsibility to absorb Al transition while withholding the information,
capacity, and authority required to operate it.

Human Oversight Capacity

Human oversight is work. A person is not meaningfully “in the loop” merely because an approval, alert, or escalation is
routed to them. Effective oversight requires sufficient context, competence, time, system visibility, decision authority, and
operational capacity to intervene.

Oversight capacity should therefore be designed, staffed, trained, measured, and protected as part of the Hybrid
Intelligence Work System.

Digital Span of Control: The practical span of control for digital labor should not be determined primarily by how many Al
agents one manager can technically supervise. It should be determined by how many exceptions, escalations, handoffs,
corrections, approvals, and recovery events that manager can responsibly absorb without degrading judgment, response
time, or accountability.

Note: Once human and digital labor fall under a single supervisor, the span of control limitations then change to Hybrid
Intelligence Span of Control considerations.

Operational Absorption Capacity

Operational absorption capacity asks whether the organization can absorb the speed, volume, exceptions, handoffs,
monitoring needs, communications, and downstream consequences that digital labor creates. A technically successful
workflow can still fail if the organization cannot absorb what it accelerates.

Leaders should review whether the organization can absorb:

e Increased volume created by faster intake, response, routing, or decision support
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e  Exception growth when Al handles routine work but leaves harder cases to humans

e Additional handoffs among humans, agents, vendors, tools, and systems

e  Manager supervision load, review time, and escalation burden

e Customer, employee, candidate, or partner expectations created by faster Al-enabled front ends

e Data, source, security, audit, and support work created by connected agents or tools

e Recovery workload when a model, vendor, integration, protocol, or digital worker degrades or fails

Digital labor may also become part of a responsible capacity strategy where organizations face aging workforces, labor
scarcity, difficult-to-fill roles, regional talent gaps, demand variability, service gaps, or continuity risk.

That use should still be governed carefully because digital labor can also create new continuity dependencies through
model providers, cloud concentration, infrastructure, regulation, vendor stability, cross-border data rules, and platform
availability.

A workflow should not scale faster than the organization can absorb, explain, govern, support, recover, and learn from its
consequences.

Al Transition Debt

Organizations accumulate Al transition debt when they deploy Al faster than their people, workflows, evidence systems,
policies, managers, sources, and recovery paths can absorb.

This debt may not appear immediately.

The Al may look productive at first because response time improves, work volume increases, or manual effort decreases.
But unresolved transition debt often appears later as hidden work, rework, trust erosion, role overload, brittle workflows,
poor source discipline, manager confusion, compliance exposure, or failed adoption.

Common sources of Al transition debt include:

e unclear human ownership

e weak source-of-truth discipline

e undocumented tribal knowledge

e insufficient manager readiness

e no fallback workflow

e inadequate human review capacity

e vague escalation paths

e unmeasured hidden work

e unsupported public claims

e no process for restricting or retiring autonomy

Al transition debt is created when automation moves faster than the organization’s ability to manage what automation
changes.

Continuous Improvement Operating Rhythm

Responsible digital labor management should operate as a continuous improvement system, not a one-time approval
event.

Calibration reviews, autonomy reviews, source reviews, handoff reviews, readiness drills, trust reviews, and incident after-
action reviews are the operating rhythm for keeping Hybrid Intelligence Work Systems useful, safe, and accountable.

A mature rhythm should include:
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e (Calibration reviews to compare expected and actual Al behavior

e  Autonomy reviews to decide whether autonomy should expand, contract, pause, or retire

e Source reviews to detect stale, conflicting, prohibited, or low-trust information

e Handoff reviews to confirm that context, intent, authority, state, rationale, and accountability transfer correctly

e Readiness drills to test continuity, fallback, human takeover, and recovery before capacity is removed

e Trust reviews to identify employee, customer, candidate, vendor, or stakeholder confidence changes

e  Manager and worker feedback loops to surface hidden work, role overload, learning-pathway erosion, and
operational friction

Continuous improvement is how Hybrid Intelligence Work Systems earn additional autonomy over time.

Autonomy should expand only when evidence, trust, resilience, and management capacity improve together.

Evidence and Claims Ladder

A formal evidence discipline for approval, measurement, public reporting, vendor review, and executive communication is
required.

A claim is not mature because it is strategically compelling. It is mature when the evidence class supports the
communication standard.

Evidence Classes

Demonstrated. The claim is supported by direct evidence from the organization’s own workflow, operating environment,
or measured implementation.

Validated. The claim is supported by testing, audit, review, third-party evidence, or repeated evidence across comparable
workflows, with limitations documented.

Planned or Scoped. The claim describes an approved design, roadmap, pilot, or implementation plan, but the evidence is
not yet sufficient to describe it as achieved.

Doctrine Candidate. The claim is a strategic hypothesis, management principle, or emerging doctrine that requires further
evidence before being positioned as established operating fact.

Operating Standard

Every material Al claim should identify what has been demonstrated, what has been validated, what is planned or scoped,
and what remains a doctrine candidate.

This applies to claims about productivity, savings, safety, fairness, workforce impact, digital labor performance, autonomy,
readiness, trust, and market maturity.

Al Adoption-to-Redesign Evidence Ladder
Al access, Al adoption, work redesign, workforce redesign, and organization redesign are different claims. They require
different evidence. Organizations should not use Al activity metrics to justify workforce or organization redesign before

the intermediate evidence exists.

A statement such as “employees are using Al every week” may support an adoption claim. It does not prove that the work
has been redesigned, that human capacity can be removed, or that the organization structure should change.
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The evidence ladder should distinguish five levels:

1. Al Access. People have approved tools, licenses, permissions, data access, and training.

Al Adoption. People are using Al regularly for approved tasks or workflows.

3. Work Redesign. Tasks, handoffs, decisions, sources, exceptions, authority, and human-judgment placement have
changed.

4. Workforce Redesign. Roles, staffing, skills, redeployment, manager capacity, compensation, career paths, and
apprenticeship effects have been reviewed.

5. Organization Redesign. Spans of control, layers, functions, workflow ownership, governance, accountability, and
the operating model have changed.

g

Al Adoption-to-Redesign Evidence Ladder

DIFFERENT LEVELS OF ORGANIZATIONAL CHANGE REQUIRE DIFFERENT EVIDENCE

@ P 5. Organization Redesign
NI

Structure, workflow ownership, governance, and the operating
model have changed.

A i
4. Workforce Redesign | ol
Roles, staffing, skills, redeployment, and manager capacity have -E
been reviewed. !
1 :
S=WorkeRedesigns il ; EACH
Tasks, handoffs, decisions, sources, and authority have changed. -:L B LEVEL
2 | | REQUIRES
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Regular use for approved tasks or workflows. !
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1. AI Access

Approved tools, permissions, data access, and training.

Al access does not prove adoption. Adoption does not prove work redesign.
Work redesign does not automatically justify workforce reduction.

Operating Standard
Use evidence from the level being claimed. Al access does not prove adoption. Adoption does not prove work redesign.
Work redesign does not automatically justify workforce reduction. Workforce redesign does not automatically require

organization redesign.

See also the Evidence and Claims Ladder and Phase 14 before making workforce reduction or organization redesign
decisions.

Digital Workforce Infrastructure Readiness

Multiple agents do not automatically constitute a governed digital workforce. A collection of Al agents becomes a digital
workforce only when the organization can identify them, govern their access, trace their actions, validate their sources,
restrict their authority, recover from their failures, and name the human owner of the work system they affect.

Digital Workforce Infrastructure Should Include:

e Agent identity, credentials, sponsorship, and lifecycle status
e Least-privilege access and permission boundaries
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e Governed workspaces and shared context rules

e Source discipline and provenance requirements

e Activity ledgers and audit trails for actions, tool invocations, handoffs, approvals, and exceptions

e Human approval, intervention, challenge, and stop-work points

e  Agent-to-agent communication controls

e  Runtime monitoring and event handling

e Incident response and recovery procedures

e  Controlled learning, calibration, and prompt or instruction changes

e Revocation, restriction, retirement, and decommissioning procedures

e Named human ownership for each material Hybrid Intelligence Work System

e Structured agent identity registry, role registry, and instruction-slot governance

e Scoped agent workspaces, inboxes, workspace search, and cross-workspace sharing rules

e Context engineering evidence: prompt source, prompt hash, content slots, memory snapshot, guidance, and
decision-matrix records

e Activity receipts, event ledger records, correlation IDs, trace drawers, and operator-facing audit surfaces

e Consent gates, pending queues, approval histories, and fail-closed behavior for controlled outbound actions

e Heartbeat, liveness, scheduled task, self-wake, ack, requeue, and retry evidence for always-on digital labor

e Agent-to-agent envelope contracts, thread IDs, hop limits, expiry rules, and receipt-backed handoffs

e Human-gated learning, scenario proposal review, and controlled playbook updates

Operational Evidence Layer for Digital Labor

Governed digital labor should create an inspectable operating record. Leaders should not have to rely on screenshots,
anecdotal explanations, or model-generated summaries to understand what a digital worker did. The work system should
preserve human-readable activity receipts, structured event records, correlation IDs, trace views, consent outcomes,
source references, tool-use evidence, and liveness signals that allow operators to reconstruct material activity without
exposing private chain-of-thought.

The operational evidence layer should answer five questions: what happened, why the workflow proceeded, which
controls were considered/triggered, what action occurred, and who or what owns follow-up.

Operating Standard

Observability should not break live work, but live work should create an inspectable operational record. Receipt projection
failures should be treated as audit defects, not reasons for silent governance failure or invisible activity.

Evidence Surface

Event ledger

Purpose
Preserves an append-only narrative of
work activity

Governance Value
Creates an audit spine for material
agent behavior

Activity receipts

Shows tenant-scoped, per-agent
visible events

Lets operators inspect one agent
without mining global logs

Correlation IDs

Links receipts to conversations, wake
turns, peer threads, or workflow runs

Makes cause and effect
reconstructable across a Hybrid
Intelligence System

Run detail or trace view

Shows model, prompt source, prompt
hash, context slots, recognitions, tool
calls, and timing when captured

Supports runtime QA without relying
on memory or guesswork

Consent receipts

Records whether an outbound action
passed, halted, or failed closed

Turns human oversight into evidence
rather than aspiration

Liveness and heartbeat records

Shows whether always-on runtime
loops are alive, idle, waking, retrying,
or failing

Separates absence of work from a
frozen digital worker
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Structured Identity, Workspaces, and Context Boundaries

A governed digital worker should not be defined as one opaque prompt. Its identity, role, operating instructions, tool
guidance, business context, workspace state, files, knowledge, and authority should be structured enough to inspect,
update, restrict, and retire. At minimum, organizations should separate identity, role, operating instructions, tool
guidance, business-specific background, available tools, permissions, workspace state, inbox work, saved files, and
searchable knowledge.

A readable blueprint may help operators understand the worker, but the authoritative record should remain the governed
configuration source, not an informal document. Scoped workspaces should prevent accidental cross-agent context bleed.
Cross-workspace sharing may be appropriate, but it should be role-based, request-based, summarized where possible, and
receipt-backed when sensitive context is shared.

Operating Standard

Separated workspaces do not block collaboration. They make collaboration governable.

Context Engineering and Decision Matrix Readiness

Context engineering is the discipline of shaping what the agent knows at decision time. A responsible Hybrid Intelligence
Work System should not ask a model to reason from a blank chat log, nor should it replace judgment with a brittle decision
tree. The system should recognize the operating situation, assemble the right context package, inject appropriate
guidance, and structurally enforce non-negotiable boundaries before external action occurs.

A decision matrix should guide, not decide. The model may draft, reason, classify, or recommend inside the operating
context, but the work system should govern scenario recognition, boundaries, action space, source context, consent
requirements, hard constraints, and human-gated learning.

Context engineering should make observable: persona or identity slots, audience scope, memory snapshot, source
references, skills or playbooks used, decision guidance, scenario confidence, context compaction, prompt source, prompt
hash, and flags that changed behavior.

Operating Standard

The model may decide the response, but the work system must govern the context, constraints, evidence, and action
boundary.

Always-On Runtime and Liveness Governance

Always-on digital labor requires liveness governance, not just output review. If agents wake in the background, scan
inboxes, promote scheduled tasks, self-wake, consolidate memory, propose learned scenarios, or coordinate with other
agents, leaders need evidence that the loop is alive, bounded, retry-safe, and recoverable.

A runtime tick should be treated as a governed unit of work. The organization should know what woke the agent, what
payloads were claimed, what work was requeued, what failed, what was skipped, what scheduled task fired, and what
receipt explains the activity.

Operating Standard

Absence of work should be distinguishable from a frozen worker. Always-on digital labor should record liveness, wake
reason, claimed work, completion state, retry behavior, and correlation evidence.
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Source Discipline and Provenance Readiness
Al agents do not only need access to data. They need governed access to trusted operational context.

Many Al failures that appear to be hallucinations are actually source-of-truth failures: outdated policies, conflicting pricing
sheets, stale dashboards, messy CRM notes, informal chat threads, or public web content treated as if they were
authoritative.

Source Discipline Questions

e  Which sources are authoritative?

e Which sources are contextual?

e Which sources are restricted?

e Which sources are prohibited?

e Who owns each source and its freshness standard?

e  What happens when sources conflict?

e When must the agent say it does not have enough trusted information?

e  What source trail shaped the output, recommendation, or action?

e Can the organization reconstruct which sources supported an Al-enabled outcome?

Shadow Al and Unauthorized Work-System Change

Shadow Al is the use of Al tools, accounts, models, agents, automations, or services outside approved governance,
security, procurement, or workforce processes.

Shadow Al should not be treated only as a security violation.

It may also reveal unmet demand, broken workflows, inadequate approved tools, role overload, performance-pressure
signals, training gaps, or undocumented changes in how work is actually being performed.

When shadow Al affects meaningful work, leaders should complete a seven-step review:

1. Discover the tool and the work. Identify which Al tool or workflow was used, what work it performed, and which
people, data, systems, customers, candidates, or decisions were affected.

2. Contain immediate risk. Protect data, customers, employees, intellectual property, regulated information, and
security boundaries before expanding the use.

3. Diagnose the work demand. Ask why the employee or team turned to unauthorized Al. The answer may reveal
process debt, insufficient approved tools, overload, unclear expectations, or a legitimate need for better
capability.

4. Classify the work and consequences. Determine whether the Al use affected low-risk productivity, customer
communication, employment decisions, sensitive data, compliance, financial commitments, or other
consequential work.

5. Decide the control path. The organization may regularize, replace, restrict, demote, redesign, or retire the Al-
enabled work.

6. Reconcile the workforce system. Review performance expectations, learning pathways, Al access fairness,
manager awareness, hidden work, and role design.

7. Learn from the signal. Do not only punish the workaround. Study what the workaround reveals about the official
work system.
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Shadow Al Response Model

Treat shadow Al as both a risk signal and a work-system signal.

O 6 6 0 06 0 0

1. Discover 2. Contain 3. Diagnose 4. Classify 5. Decide 6. Reconcile 7aLearnviom
the Tool and Immediate the Work the Work and the Control the Workforce the Signal
the Work Risk Demand Consequences Path System
Identify tool, Protect data, Understand why Assess risk, Regularize, Review Study what the
workflow, and customers, the workaround consequence, replace, restrict, expectations, workaround
affected people employees, and emerged and work type redesign, or learning, access reveals about
or systems security retire fairness, and the official work
boundaries role design system

@ ‘ Contain risk first. Study the signal second.

Shadow Al should not be treated only as a security violation.

Operating Standard

Shadow Al should be contained when it is unsafe, but it should also be studied. Hidden Al use may expose where the
official work system is too slow, too manual, too unsupported, or too unclear.

See also Phase 9 for control readiness, Phase 13 for shadow Al exposure metrics, and the Unintended Consequences
Review.

Observe Before Codify

In many organizations, the most important work knowledge is not fully documented. It lives in informal judgment,
customer memory, frontline workarounds, manager experience, relationship history, exception handling, and the practical
knowledge people use to keep work moving when the official process is incomplete. This is sometimes described as tribal
knowledge. In TRAIT, tribal knowledge is not treated as a defect to ignore. It is treated as a discovery requirement.

Leaders should not assume undocumented work is ready for automation simply because the official process map looks
simple. Before Al receives more authority, the organization should observe the workflow under real conditions and
identify where people add context, judgment, trust, repair, prioritization, or exception handling that the system does not
yet see.

Practical discovery methods include:

e shadow-mode testing

e frontline interviews

e  exception logs

e handoff reviews

e customer or employee complaint review
e after-action reviews

e  source-of-truth mapping

e manager review of informal workarounds

)
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e review of cases where the official process did not explain what actually happened
Do not automate the documented process until you understand the real one.
Operating Standard

A source-of-truth map is a management tool. Without source discipline, organizations may automate confusion faster than
people can detect it.

Human Judgment Supply Chain
Human judgment is an organizational capability.

It must be developed, exercised, challenged, transferred, and protected. Al should strengthen the judgment supply chain,
not quietly remove the experiences through which judgment is built.

Judgment Risks to Monitor:

1. Judgment-Development Erosion. Al absorbs the routine or entry-level work where people used to build skill,
context, and confidence.

2. Judgment-Use Erosion. Humans remain accountable for outcomes but no longer receive enough meaningful
opportunities to exercise judgment before high-consequence moments.

3. Judgment-Confidence Erosion. Employees lose confidence in their own interpretation because the Al appears
faster, more polished, or more authoritative.

4. Judgment-Transfer Failure. Expert judgment is captured informally in prompts, corrections, or shadow work
without becoming governed institutional knowledge.

Operating Standard

Before Al removes or absorbs meaningful work, leaders should identify what judgment the work used to build, how that
judgment will be developed in the new model, and who owns the replacement learning loop.

Hybrid Intelligence Work System Owner

Every material Hybrid Intelligence Work System should have a named human owner. Monitoring an agent is not the same
as owning the work system in which it participates.

The Hybrid Intelligence Work System Owner Is Accountable For:

e  Workflow performance and business outcomes

e Decision rights and authority boundaries

e Human impact, employee experience, and stakeholder trust

e Digital labor behavior, calibration, and autonomy level

e Handoff integrity and exception capacity

e Source discipline and data quality

e Challenge rights, correction pathways, and escalation quality

e  Continuity, recovery, and incident response

e Learning, evidence, scorecard health, and autonomy expansion or contraction

The agent owner manages the digital worker. The Hybrid Intelligence Work System Owner owns the outcome.

[\e]
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Governance Layer Model
Responsible Hybrid Intelligence Governance should distinguish oversight from ownership.

e Board: enterprise risk appetite, transition commitments, executive accountability, and material oversight.

e Executive governance body: standards, resource allocation, enterprise conflicts, material risk review, and cross-
functional decision rights.

e  Hybrid Intelligence Work System Owner: end-to-end outcome, handoffs, exceptions, trust, continuity, recovery,
and learning.

o Digital Workforce Manager or technical owner: configuration, calibration, monitoring, incident handling, lifecycle
controls, and technical performance.

A board can oversee accountability. It cannot substitute for operational ownership.

Organizational Intelligence as an Advanced Outcome

Hybrid Intelligence may eventually improve how organizations sense risk, interpret change, connect weak signals, preserve
institutional memory, and support executive decisions. But organizational intelligence should be treated as an advanced
maturity outcome, not a default promise.

The Hybrid Intelligence Executive Dashboard is an emerging management capability, not an executive replacement. It
should improve sensing, learning, and decision support, but it should not outsource leadership judgment to Al
interpretation.

Operating Standard

e Dashboards should separate observed evidence from Al interpretation.

e  Executive summaries should preserve source trails and uncertainty.

e Al-generated patterns should be challengeable by operational leaders and people closest to the work.
e  Decision support should not become decision substitution.

e Leadership remains accountable for choices made with Al-supported organizational intelligence.

Core Position

Agentic Al should not be treated as another software rollout. It should be treated as a work-system transition. In
operational terms, agentic Al is becoming digital labor: a new form of productive capacity that can perform assigned work
inside an organization under Hybrid Intelligence Supervision.

Digital labor does not mean Al agents are employees in a legal, emotional, or human sense (as of this publication). It
means Al agents are performing work that requires a similar management discipline. Organizations, therefore, need more
than Al adoption plans, governance policies, or tool-specific pilots.

They need transition systems for choosing the right architecture, governing Hybrid Intelligence Work Systems, onboarding

digital labor, supervising human and digital contributors, validating evidence, calibrating behavior, measuring trust,
escalating exceptions, and retiring unsafe or unnecessary autonomy.

Connective Capacity Principle
Automation should preserve or expand the organization’s capacity for meaningful human connection. Digital labor can

improve speed, coverage, consistency, and continuity. But some work does more than move information or complete a
task. Some work helps people feel seen, understood, supported, respected, and treated with dignity.
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TRAIT should therefore protect connective capacity: the organization’s ability to maintain relationship continuity, repair
trust, recognize emotional burden, support employees and customers through difficult exceptions, and preserve human
presence where the human experience matters.

This does not mean every interaction must remain human-led. It means leaders should know which moments are
transactional, which are informational, which are relational, and which are emotionally consequential. Al may assist many
of these moments, but it should not quietly remove the human connection the work depends on.

Automation should not make the organization faster at the cost of making people feel unseen.

Containment-to-Capability Principle

Every increase in digital capability should be matched by an increase in the organization’s ability to observe, constrain,
challenge, recover, and retire it. Digital labor should not become more capable faster than the organization becomes
capable of governing it.

When Al receives broader access, stronger tools, more autonomy, longer memory, more system permissions, or more
responsibility for consequential work, the organization should also strengthen observability, action controls, human
challenge, incident response, recovery, rollback, and retirement capacity.

e The question is not only, “What can this digital worker do now?”
e The question is, “Can the organization still contain, correct, recover, and retire this capability if it behaves

unexpectedly, becomes unsafe, loses trust, or is no longer needed?”

Capability without containment becomes unmanaged operational exposure.

Al Equity and Access Fairness

As Al becomes a performance multiplier, unequal access to Al tools, agents, training, data, and workflow support within
work environments may create new performance gaps between employees, teams, roles, and organizations.

Responsible Al transition should therefore consider Al equity: whether people have fair, role-appropriate access to the
digital capabilities needed to perform, learn, compete, and advance in a Hybrid Intelligence Workplace. Without this
discipline, organizations may unintentionally reward those with greater Al access while penalizing equally capable people
who were never given the same digital leverage.

Guiding Questions
Every responsible Al transition should begin with three questions:

Can this work be eliminated, simplified, or clarified first?

Can we automate this work?

Should we automate this work?
Before leaders automate, augment, or assign digital agency, they should ask whether the work should exist in its current
form. Some workflows do not need an Al agent. They need a clearer policy, a simpler handoff, a removed step, a
deterministic rule, or a better source of truth. Responsible Al transition should eliminate, simplify, and clarify before it
automates, augments, or assigns agency.

The operating question beneath both is:

Are we using Al to make work better, or only to make labor smaller?

N
W
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Responsible transition is not the opposite of speed. It is how organizations avoid rushing to failure on a global scale while
protecting the business from the Al Layoff Trap, where leaders only look at labor as an expense within the organization
while missing the fact that they are purchasing power outside of the organization.

It asks the question, “If we, as business leaders, replace employees with Al at the same time (especially in a short time),
who would buy your goods and services?”

Scope of Application
This framework may be used by:

e Small businesses

e  Mid-market organizations

e Enterprise organizations

e  Public-sector entities

e Regulated industries

e Nonprofits

e  Professional services firms

e Technology-enabled service organizations

e HR, operations, legal, finance, IT, security, compliance, risk, and executive leadership teams

The framework should be adapted based on:

e Organization size

e  Geography

e Legal and labor environment

e Industry risk

e  Workforce structure

e Union or works council obligations
e Customer, candidate, patient, student, citizen, or community impact
e Al autonomy level

e Data sensitivity

e Human impact

e Regulatory exposure

Organizations do not need to apply every element at the same level of depth on day one. Governance, documentation,
consultation, validation, and review should scale with the risk, autonomy, workforce impact, customer impact, and
regulatory exposure of the Al-enabled work.

Small Business Execution Path: Implementation Reality Checks and Minimum Viable TRAIT

TRAIT is designed to scale. It is not meant to require the same governance machinery in every organization. A global
enterprise, public-sector agency, regulated healthcare system, private-equity portfolio company, five-person service
business, and solo professional office should not apply the framework with the same level of documentation, committee
structure, legal review, or reporting burden.

The level of governance should match the work. More structure is required when Al affects employment, customers,
candidates, regulated data, consequential decisions, safety, access to opportunity, financial exposure, legal obligations, or
high-autonomy workflows. Less structure may be appropriate for low-risk, reversible, internal productivity use cases.
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TRAIT should therefore be applied through minimum sufficient governance: enough clarity, ownership, evidence,
challenge rights, and review to match the risk and consequence of the Al-enabled work. The goal is proportional
accountability.

MINIMUM VIABLE TRAIT

FOR SMALL BUSINESSES

Start Simple. Stay Accountable.

Al CLARITY MANIFESTO

One-page statement of business purpose,
human values, and non-negotiables.

HUMAN OWNER AND BACKUP RULE

Named human owner for each Al use.
Documented backup and escalation.

ROLE GUARDRAIL PROFILE

Approved tools, sources, boundaries,
and human review triggers.

SHADOW-MODE LAUNCH SCHEDULE

Pilot, iterate, demonstrate value,
then consider scaling.

MICRO-UPSKILLING & CAPACITY
REINVESTMENT LOG

Track skills growth and how time savings
are reinvested in people and customers.

: Zg Small steps. Clear rules. Human-first outcomes.

@ See also: Minimum Viable TRAIT (Section), Project Manager Checklist.
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Four Implementation Reality Checks

1. Small businesses need minimum sufficient governance. A small business may not need an Al governance council,
formal scorecard committee, legal department, or multi-month implementation program. It still needs a clear Al
promise, a named human owner, simple role guardrails, shadow-mode testing, and a way to reinvest the time Al
creates.

2. Pledges must connect to accountability. The Al Transition Pledge is the promise. It becomes stronger when
connected to policies, required review processes, named owners, evidence, scorecards, challenge rights, public
reporting, contractual obligations, board oversight, labor agreements, or legal requirements where applicable.

3. Tribal knowledge must be discovered before autonomy scales. Many organizations operate through informal
knowledge, undocumented workarounds, relationship memory, judgment developed through experience, and
human sensemaking that does not appear in process documentation. TRAIT does not require all tribal knowledge
to be perfectly codified before Al is used. It requires leaders to identify where undocumented judgment exists
before they give Al more authority.

4. Al autonomy must not outrun human readiness. Al capability can increase faster than human learning,
managerial readiness, policy maturity, source discipline, continuity planning, and organizational trust. When that
happens, the responsible move is not to shame people for lagging. It is to restrict autonomy until the organization
can govern, review, challenge, and recover from the Al-enabled work.

Scaled For Small Business
Small businesses should not be expected to copy enterprise governance structures before they can use Al responsibly.

A five-person team, local service business, solo professional office, small agency, clinic, real estate team, contractor,
nonprofit, or family-owned business may not need an Al governance council, formal scorecard committee, multi-month
change-management campaign, or advanced digital workforce infrastructure on day one.

But small businesses still need responsibility.

Minimum Viable TRAIT gives small businesses a practical way to apply the same responsible transition logic at the right
scale. The goal is to right-size the logic through minimum sufficient governance: enough clarity, ownership, guardrails,
testing, review, and reinvestment to match the risk and consequence of the Al-enabled work.

Minimum Viable TRAIT uses five simple artifacts:

® Al Clarity Manifesto

® Human Owner and Backup Rule

® Role Guardrail Profile

® Shadow-Mode Launch Schedule

®  Micro-Upskilling and Capacity Reinvestment Log

This scaled path is designed for lower-risk, reversible, and clearly bounded Al use cases. It should not be used as a shortcut
for hiring, employee discipline, compensation, regulated decisions, sensitive customer matters, medical, legal, financial,
housing, lending, safety, or other high-consequence workflows. As the risk rises, the business should move from Minimum
Viable TRAIT to the full TRAIT framework.
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1. Al Clarity Manifesto

The Al Clarity Manifesto is a one-page statement that explains how the business will use Al, what Al is allowed to do, what
Al is not allowed to do, and how humans remain accountable.

Small businesses often do not need a large change-management campaign. They need a clear, honest promise from the
owner.

The manifesto should answer:

e Why are we using Al?

o What work will Al support or perform?

e What work will remain human-led?

e Who can question or pause Al-enabled work?
e How will errors be handled?

e How will people be trained?

e How will saved time be used?

o What will not happen silently?

Suggested language:

We will use Al to reduce repetitive administrative work, improve response time, and help our team focus on higher-value
human work. We will not use Al as a silent replacement for human judgment, care, or accountability. Any workforce
decision connected to Al will be reviewed by an accountable human owner, discussed openly with affected people where
appropriate, and evaluated through the responsible transition principles in this framework.

2. Human Owner and Backup Rule
Every Al-enabled workflow must have a named human owner and a backup.
For a small business, this can replace a formal governance council for lower-risk workflows.
The owner is responsible for:

e approving the use case

e defining what the Al may and may not do

e checking output quality

e reviewing errors

e stepping in when escalation is needed

e pausing the workflow when trust breaks

e deciding whether the workflow should continue, restrict, expand, or retire
The backup protects continuity if the owner is unavailable.

Operating Standard

No Al-enabled workflow should operate in a small business unless one named human owns it and one backup knows how
to stop, correct, or continue the work.
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3. Role Guardrail Profile
A Role Guardrail Profile is a short instruction set that defines what the Al can do inside a specific role or workflow.

Small businesses do not need custom enterprise alignment frameworks for every low-risk use case. They need practical
role-based guardrails that make boundaries clear.

A Role Guardrail Profile should include:

e role purpose

e approved tasks

e prohibited tasks

e approved sources

e  escalation triggers

e tonerules

e data boundaries

e spending or approval limits
e human review requirements
e error logging expectations

Example:
Customer Follow-Up Guardrail Profile

The Al may draft follow-up messages, summarize customer context, suggest appointment times, and remind the human
owner about next steps.

The Al may not make pricing promises, provide legal advice, discuss sensitive customer information outside approved
systems, send emotionally sensitive messages without review, or continue an interaction if the customer expresses anger,
confusion, cancellation intent, discrimination concern, safety concern, or legal threat.

4. Shadow-Mode Launch Schedule

Small businesses move quickly, so TRAIT should provide a simple launch pattern.

For low-risk workflows, use a 7-day shadow-mode schedule.

Days 1-3: Human Review Only. The Al produces drafts, summaries, recommendations, or task suggestions. A human
reviews everything before anything reaches a customer, employee, candidate, vendor, or public channel.

Days 4-5: Limited Action with Daily Review. The Al may perform low-risk, reversible actions within approved boundaries.
Examples include reminders, internal summaries, draft task lists, or routine CRM updates. All actions are logged and
reviewed daily.

Days 6-7: Controlled Live Use. The Al operates in the live workflow within approved limits. The human owner checks logs,
reviews exceptions, confirms escalation behavior, and decides whether the workflow should continue, restrict, expand, or
return to human review.

This 7-day schedule should only be used for low-risk or controlled moderate-risk workflows. High-risk, regulated,
employment-impacting, financial, medical, legal, safety, or sensitive human-impact workflows require a longer review
period and stronger controls.

Operating Standard

I build AI to keep work human | myWorkforceAgents.ai 30



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

Small businesses can move quickly, but Al should still earn trust before it receives live authority.

5. Micro-Upskilling and Capacity Reinvestment Log

When Al saves time, the business should decide how that time will be used. Small businesses may not have training
academies or formal redeployment programs. They can still reinvest capacity deliberately.

The Micro-Upskilling and Capacity Reinvestment Log should track:

e what task Al reduced or absorbed

e how much time was returned

e who was affected

e how the saved time will be used

e what skill the person will build

e what higher-value work the person will take on

e whether customer service, quality, trust, or relationship work improved

Examples of reinvestment:

e 30 minutes per week learning how to prompt and review Al outputs
o weekly show-and-tell on better Al use

e more time for customer follow-up

e more time for sales calls

e more time for relationship-building

e more time for quality review

e more time for documentation

e more time for training or cross-training

e more time for work that protects trust

Operating Standard

Al-created capacity should not disappear into vague productivity. Small businesses should decide where the time goes.

When Small Businesses Should Escalate to the Full TRAIT Framework

Minimum Viable TRAIT is not appropriate for every use case. A small business should move from Minimum Viable TRAIT to
the full framework when Al affects:

e hiring, screening, interviewing, or candidate evaluation

e employee discipline, scheduling, compensation, or performance review
e medical, legal, financial, insurance, housing, lending, education, or safety-sensitive decisions
e regulated data

e sensitive personal information

e vulnerable customers or employees

e  high-volume customer communication

e irreversible decisions

e  cross-system autonomy

e payment, refund, contract, invoice, or spending authority

e vendor-managed digital labor

e multi-agent workflows

e agent-to-agent handoffs
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e public claims about Al performance, savings, safety, or fairness

The small-business rule is simple: Use the lightweight path for low-risk adoption.

Use the full framework when the consequences rise.

Framework Architecture
The Responsible Al Transition Framework connects four assets:
1. The Pledge
The public promise to introduce Al responsibly.
2. TRAIT Framework
The operating sequence leaders use to plan, govern, manage, measure, and improve the transition.
3. The Field Manual

The comprehensive operating reference for managing human labor, digital labor, and Hybrid Intelligence Work
Systems in practice.

4. The Scorecard

The accountability layer used to measure trust, performance, fairness, human impact, workforce transition health,
public commitments, and responsible Al maturity over time.

The framework is not intended to slow responsible innovation. It is designed to prevent avoidable failures that force
organizations to slow down later.

Misuse Guardrail

This framework should not be used to make workforce displacement appear responsible after the decision has already
been made. It is intended to guide decisions before Al-enabled workforce changes are approved. If leaders have already
decided to reduce people and are only using the pledge to justify the decision, they are not honoring the purpose of the

framework.

The purpose of this framework is to prevent avoidable harm upfront, not to provide responsible-sounding language after
harm has already been accepted.

From Pledge to Accountability

The Al Transition Pledge is not a substitute for law, contract, governance, or policy. It is the public promise that begins the
responsible transition. The pledge becomes stronger when it is connected to internal rules, decision rights, evidence,
reporting, challenge pathways, and enforceable commitments where appropriate.

TRAIT should therefore be understood as an accountability ladder:

1. Promise. The Al Transition Pledge states the organization’s commitment to manage Al-enabled workforce change
responsibly.
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2. Policy. Internal standards define what the organization will and will not do when Al affects work, roles, people,
customers, candidates, or decisions.

3. Process. Required reviews occur before Al changes work, expands autonomy, affects people, or removes capacity.

4. Governance. Named owners, decision rights, review cadences, escalation paths, and pause authority make
accountability operational.

5. Evidence. Scorecards, audits, activity records, incident reviews, and claims substantiation show whether
commitments are being honored.

6. Challenge. Employees, candidates, customers, or other affected parties have appropriate pathways to question,
correct, appeal, escalate, or request human review.

7. Enforceability. Where appropriate, commitments may be reinforced through contracts, board mandates, policies,
labor agreements, procurement terms, regulatory obligations, or other formal accountability mechanisms.

The pledge is the promise. Accountability is created by the system attached to it.

Co-Determined Hybrid Intelligence in Represented Workforces

In unionized, works-council, collectively bargained, or labor-represented environments, responsible Al transition cannot be
treated only as unilateral technology deployment.

Where Al may affect bargaining-unit work, job duties, staffing, scheduling, surveillance, performance evaluation, discipline,
compensation, training pathways, safety, workload, or working conditions, the organization should follow applicable
bargaining, consultation, notice, and labor-management governance requirements before deployment or scale.

Co-Determined Hybrid Intelligence is the governance model for Al-enabled work in represented environments, where
management, workers, and their representatives negotiate or consult on how digital labor may affect human work,
authority, surveillance, discipline, training, staffing, safety, and future career pathways.

Represented work requires more than communication. When digital labor changes human work, the organization may
need negotiated rights, notice, consultation, evidence-sharing, impact review, grievance pathways, or joint governance.

Minimum operating mechanics may include:

e Representation-environment review before procurement or deployment

e Technology Impact Assessment for represented work

e Joint labor-management review or consultation where required

e Algorithmic management restriction review

e  Worker notice and training

e Human-only decision rights for discipline, termination, or other high-consequence workforce actions where
required or negotiated

e Apprenticeship-loop protection

e Shared evidence pack

e  Grievance, challenge, appeal, or stop-work pathways

e  Material-change reopener for Al-enabled work-system changes

Please refer to the following visual for more information:
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Co-Determined Hybrid Intelligence Governance Model

When Al changes represented work, governance may require negotiation, consultation, and shared accountability.
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@ In represented environments, identify whether Al-enabled work must be bargained, consulted, noticed,
reviewed, or governed through the applicable labor-management process before autonomy scales.

Operating Standard

In represented environments, TRAIT should identify whether Al changes work that must be bargained, consulted, noticed,
reviewed, or governed through the applicable labor-management process before autonomy scales.

See also Phase 1 for stakeholder voice and governance, Phase 13 for co-governance readiness metrics, and the Project
Manager Planning Checklist for labor and high-consequence deliverables.

Strategic Design Questions Before Scaling
Before approving or scaling a Hybrid Intelligence Work System, leaders should answer these design questions:

What outcome is being produced, and what Hybrid Intelligence Work System produces it?

Can we automate this work, and then, should we?

What is the least-agentic architecture capable of producing the required outcome responsibly?

What human judgment, trust, learning, resilience, or relationship value could be lost?

Who owns the full Hybrid Intelligence Work System, not only the tool, agent, process, or function?

Will Al create customer, employee, candidate, or stakeholder expectations the firm can consistently support?

Are we building, buying, or outsourcing digital labor capability, and what dependency does that create?

Is Al access and enablement being distributed fairly enough to avoid new power imbalances?

If digital labor is provided by a third party, who owns which parts of accountability?

What claims are we making about Al capability, productivity, safety, savings, fairness, autonomy, or workforce

impact, and what evidence class supports each claim?

11. What happens if the model, vendor, integration, data source, protocol, or infrastructure we depend on becomes
unavailable, restricted, compromised, unaffordable, unreliable, or unsafe?

12. Are managers prepared to supervise the selected architecture and the human-digital work system it creates?

13. Are employees being given not only access to Al, but the training, support, confidence, and role-specific
enablement needed to benefit from it fairly?

14. What board-level, executive, legal, insurance, cyber, and public-trust obligations are triggered when Al begins

performing work at scale?
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If the organization uses Al in recruiting, interviewing, screening, or assessment, what responsible Al rights and
expectations should candidates have in return?

What external tools, MCP servers, APIs, data sources, remote agents, personal agents, or agent-to-agent protocols
can the Al access?

How are agent identity, credentials, permissions, scopes, revocation, source use, and tool-use boundaries
governed?

Can the organization preserve an audit trail and runtime assurance evidence across agent actions, model calls,
tool invocations, human approvals, source trails, and cross-agent handoffs?

Can the firm inspect the operational evidence trail for Al actions without exposing private chain-of-thought?
Does each digital worker use structured identity, scoped workspace context, source-aware context assembly, and
controlled tool guidance rather than one ungoverned prompt?

How are always-on runtime loops, liveness, scheduled tasks, agent inboxes, and agent-to-agent envelopes
governed, bounded, and made auditable?

Can this work be eliminated, simplified, clarified, or solved deterministically before Al is added?

Will this Hybrid Intelligence Work System preserve or expand connective capacity where human relationship, trust
repair, or emotional support matters?

What may this technology cause the organization to become over time?

If this organization is being acquired, merged, divested, outsourced, or integrated, what digital labor and Hybrid
Intelligence Work Systems are being inherited, transferred, consolidated, restricted, or retired?

What Day One control state should apply to inherited Al-enabled work before identity, data, tools, systems,
customers, authority, or autonomy are connected across organizations?

What is the minimum sufficient governance required for this organization, this workflow, this risk level, and this
autonomy level?

What undocumented tribal knowledge, informal judgment, workaround, relationship memory, or frontline
experience does this workflow depend on?

What autonomy should be restricted until managers, employees, sources, evidence, escalation paths, and fallback
procedures are ready?

What Al transition debt will the organization create if it deploys this capability before the work system is ready to
absorb it?

If this work is unionized, represented, covered by a CBA, or subject to works-council consultation, what bargaining,
notice, consultation, approval, grievance, or negotiated work-rule obligations apply before Al changes the work?
What evidence supports the level of change being claimed: Al access, Al adoption, work redesign, workforce
redesign, or organization redesign?

What shadow Al, informal automation, personal Al use, or unapproved Al-enabled work already exists in or
around this workflow?

What work state and management state must survive each human, Al, system, vendor, or cross-organizational
handoff?

If an external, personal, vendor, candidate, customer, or counterparty agent participates, who or what does it
represent, and what authority has been delegated?

What apprenticeship, developmental exposure, or expertise-building pathway could be weakened if Al removes
this task?

What runtime assurance categories are required after launch?

What evidence would cause the organization to contract, pause, restrict, or retire autonomy rather than expand
it?

What Approved Operating Envelope defines the conditions under which this Hybrid Intelligence Work System may
operate?

What evidence shows that live work remains inside the approved operating conditions?

Which runtime assurance categories apply: authority, source and data, handoff, exception and escalation,
performance and drift, fairness and human impact, continuity, and evidence integrity?

What conditions should trigger observation, warning, confirmation, human review, restriction, rerouting, pause,
escalation, or recovery?

What Hybrid Intelligence Circuit Breakers are required before digital authority expands?

What must be proven before restricted, paused, or recovered autonomy returns?

What daily, incident-based, and weekly operating rhythm will managers use to supervise the Hybrid Intelligence
Work System after deployment?
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46. What bounded authority does the manager have to interrupt, restrict, reroute, or recover Al-enabled work when
operating conditions deteriorate?

47. What must be escalated from the manager to the Hybrid Intelligence Work System Owner?

48. How will the organization distinguish reported Al productivity from usable human, customer, or operational
capacity?

49. How will managers report hidden work, repeated corrections, exception overload, or customer trust problems
without being treated as resisting Al?

50. If HR is leading the workforce side of agentic Al, what bounded HR Hybrid Intelligence Reference Implementation
proves that the function can apply its own standards before asking the enterprise to adopt them?

These questions help leaders evaluate not only whether Al can perform work, but whether the full Hybrid Intelligence
Work System, its managers, its partners, its evidence base, and its governance systems are ready for the consequences of
digital labor. These questions do not replace the operating sequence. They help leaders avoid scaling digital labor before
they understand the second-, third-, and fourth-order consequences of the decision.

Four Cross-Framework Gates

The TRAIT sequence now includes 16 phases, including Phase 15: Maintain Human Capability Resilience and Hybrid
Intelligence Continuity. The four cross-framework gates should be considered before scale, autonomy expansion,
workforce redesign, or capacity removal.

Gate 1: Work and Architecture Fit. Ask: What work is being performed, and what is the least-agentic architecture capable
of performing it responsibly?

Gate 2: Hybrid Intelligence Work System Readiness. Ask: Can the organization govern the full system of humans, agents,
tools, data, vendors, handoffs, approvals, exceptions, and accountable owners that produces the outcome?

Gate 3: Evidence and Claims Readiness. Ask: What has been demonstrated, validated, planned or scoped, and remains a
doctrine candidate?

Gate 4: Continuity and Human-Capability Readiness. Ask: Can the organization continue, recover, challenge, learn, and
retain judgment if digital labor becomes unavailable, degraded, restricted, compromised, or untrusted?

These gates do not replace the TRAIT phases. They prevent the organization from scaling a technically impressive workflow
before it is architecturally appropriate, operationally governable, evidentially honest, proportionate enough to execute,
and resilient enough to trust.

Phase 15 operationalizes Gate 4 by requiring recurring evidence that human capability, fallback pathways, institutional
memory, recovery practices, and Human Capability Reserve requirements remain current as digital labor matures.

Phase 16 then incorporates relevant resilience and continuity evidence into Al transition accountability and impact
reporting.

Hybrid Intelligence M&A Readiness

Mergers, acquisitions, divestitures, and integrations create a new responsible Al transition problem: the acquiring
organization may inherit digital labor before it understands what that digital labor performs, which systems it can access,
what authority it has, which humans keep it functioning, and what risks transfer with it.

Traditional M&A diligence asks what people, contracts, assets, liabilities, technology, intellectual property, data, vendors,

and obligations are being acquired. Hybrid Intelligence M&A adds another question: who is acquiring the digital
workforce?
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When Al systems perform operationally material work inside a target company, the transaction team should not treat
them only as software assets. They should be reviewed as part of the target’s Hybrid Intelligence Work Systems. That
means examining the connected arrangement of humans, digital labor, software, data, policies, vendors, workflows,
approvals, exceptions, customers, and accountable decision-makers that together produce the value being acquired.

A company can acquire an Al asset without acquiring the capability to manage it.

Hybrid Intelligence M&A Integration Model
A responsible Al-enabled transaction should include four connected workstreams:

¢ Human and digital labor due diligence: identify which people, Al systems, agents, embedded platform features,
automations, vendors, source systems, and informal workflows jointly produce operational value.

e Human culture and digital operating culture integration: examine not only how people make decisions, manage
risk, communicate, and serve customers, but also how digital labor has been instructed to behave.

e Hybrid capacity retention, redeployment, recalibration, restriction, and retirement: decide which human
capabilities and digital capabilities should be preserved, reconfigured, limited, combined, replaced, or retired.

e  Future-back workflow harmonization: use the transaction to design the intended work system rather than
forcing a choice between the buyer’s old workflow and the target’s old workflow.

The purpose is to understand which human and digital capabilities jointly create the value the buyer believes it is
acquiring, and then design the work system the combined organization should become.

Digital Labor Disclosure Schedule

For any material Al-enabled transaction, the target should prepare a Digital Labor Disclosure Schedule. The buyer should
independently validate it rather than accepting the schedule as complete merely because it is detailed.

The schedule should identify each material Al agent, embedded platform feature, model-enabled workflow, automated
decision process, vendor-operated digital service, low-code automation, script, APl-connected workflow, or shadow
system that performs work.

For each material system, the schedule should document:

e role and outcome

e human owner and Hybrid Intelligence Work System Owner

e sources, data, prompts, code, policies, records, and intellectual property dependencies

e authority, access, credentials, tools, APls, systems, and permission boundaries

e vendor, model, cloud, data-provider, and managed-service dependencies

e demonstrated, validated, planned, scoped, emerging, or unproven claims

e incidents, complaints, overrides, bias findings, security events, and trust breakdowns

e hidden human work, review effort, calibration, exception handling, and recovery support
e continuity, fallback, restriction, and retirement plans

A target that cannot answer these questions does not necessarily have a bad Al environment. It has an undocumented
one. That uncertainty should affect diligence, valuation, contracting, retention, integration planning, and post-close
governance.

Apply TRAIT Twice

In an M&A transaction, TRAIT should be applied twice:
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First Application: The Inherited Company

Before close or before material integration, buyers should ask whether the target’s Al architecture is appropriate, whether
the target can govern the complete Hybrid Intelligence Work System, what has actually been demonstrated or validated,
and whether the target can continue operating when digital labor fails, degrades, loses access, or becomes untrusted.

Second Application: The Combined Company

After the intended integration design is known, the buyer should reassess what changes when data, systems, vendors,
employees, customers, identities, policies, approval paths, and authority structures combine. A system that was low risk
inside the target may become higher risk after integration because it receives broader permissions, more data, additional
tools, greater volume, new stakeholders, or greater decision consequence.

Integration changes context. Context changes risk.

Day One Controlled Continuity

Day One should preserve necessary work without automatically expanding digital authority. M&A creates pressure to
connect networks, identities, data, systems, applications, workflows, and vendor environments quickly. When digital labor
is involved, automatic connectivity can create automatic authority expansion. The responsible Day One principle is
controlled continuity.

Every material Al-enabled work system should enter Day One in a declared state:

e continue temporarily within the existing boundary
e continue with increased monitoring

e  restrict authority

e isolate pending review

e remediate

e replace
e redesign
e retire

Minimum Day One controls should include:

e named interim human owner

e preserved configurations and operating records
e no unapproved permission expansion

®  no automatic cross-company data access

e verified vendor support and contract status

e documented fallback process

e coordinated incident response

e scheduled post-close review

Preserve the work without automatically expanding the authority.

Hybrid Intelligence M&A Gate
Before closing or materially integrating an Al-enabled company, the deal team should be able to answer ten questions:
1. What digital labor exists, including embedded, vendor-managed, experimental, and shadow Al?

2. What work does it perform, and which outcomes depend on it?
3. Which humans and digital systems jointly produce the claimed value?
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Who owns each digital worker, and who owns the complete Hybrid Intelligence Work System?

What sources, rights, credentials, tools, permissions, vendors, and infrastructure sustain it?

What evidence supports claims about performance, savings, safety, autonomy, fairness, and scale?

What hidden human work, exception handling, emotional labor, calibration, and recovery support the system?
How will the transaction change access, authority, affected people, regulatory status, and risk?

Which human or digital capabilities should be retained, redeployed, recalibrated, restricted, replaced, or retired?
10 What should the combined work system become, rather than which inherited system should win?

© NS WL A

If the deal team cannot answer these questions, it does not yet understand the operating capability it is buying. The full
Hybrid Intelligence M&A Diligence Model is detailed out in the Field Manual.

TRAIT includes the abbreviated governance standard, so transaction teams know when inherited digital labor creates due
diligence, integration, continuity, and accountability obligations.

Manager Readiness and Hybrid Intelligence Work System Review
Before scaling a material Hybrid Intelligence Work System, leaders should complete a fast readiness check. This checklist is
not a substitute for the full project manager checklist. It gives executives a one-page view of whether the work system is

ready to move from concept to controlled implementation.

If leaders cannot answer these questions with evidence, the system is not ready to scale even if the Al appears capable:

Readiness Area \ Key Question Evidence to Review
Work and Is this the least-agentic architecture capable of Architecture fit record; deterministic
architecture fit producing the outcome responsibly? alternative review; risk tier; autonomy level
Can the responsible managers explain, supervise, | Manager enablement plan; escalation map;
Manager readiness | challenge, restrict, and recover the Hybrid override authority; supervision-load
Intelligence Work System? estimate
Overational Can the organization absorb the speed, volume, Exception capacity; backlog and volume
P . . exceptions, handoffs, and downstream forecast; support model; communications
absorption capacity
consequences Al creates? plan
Who owns the end-to-end outcome when work Named Hybrid Intelligence Work System
System ownership crosses humans, agents, systems, vendors, and Owner; decision-rights matrix; handoff
functions? ownership map
Evidence and claims | What has been demonstrated, validated, Evidence and claims ladder; scorecard
readiness planned, or left as doctrine candidate? evidence; claim owner and review date
- Can the work continue, recover, and retain Fallback workflow; residual human capability
Continuity and ) s . . . ) .
- judgment if digital labor fails or becomes review; readiness drill; capacity-removal
human capability L.
untrusted? decision record
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The 11-Stage Practitioner Method for Managing Hybrid Intelligence

TRAIT provides the governance sequence for responsible Al transition. The 11-Stage Practitioner Method translates that
governance into a repeatable operating lifecycle for leaders, transformation teams, project managers, and practitioners
responsible for designing, deploying, operating, measuring, improving, and retiring Hybrid Intelligence Work Systems.

The two models are complementary rather than interchangeable. TRAIT defines what responsible transition requires. The
practitioner method provides a practical lifecycle for carrying that responsibility through day-to-day execution.

THE 11-STAGE PRACTITIONER METHOD FOR MANAGING HYBRID INTELLIGENCE

A REPEATABLE LIFECYCLE FOR HYBRID INTELLIGENCE WORK SYSTEMS

Managing Hybrid Intelligence is not a single decision. It is a disciplined lifecycle.
Follow these 11 stages to design, deploy, and govern human-digital work systems that create value responsibly and sustainably.
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@/ THE UNIEYING PURPOSE ( Lead the transition. Manage the system. Protect people. Preserve human judgment.

Create value. Earn trust. Build a future where people and digital labor achieve more together.

ONE LIFECYCLE. ONE DISCIPLINE. | 8% Align ‘ L!ﬂ Build ‘ @ Operate A~ Measure
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SUSTAINABLE IMPACT. Leadership Capability Responsibly al II What Matters L Continuously

Note: The 11 stages organize practitioner execution across the lifecycle; the 16 TRAIT phases provide the more detailed
governance, workforce, risk, validation, continuity, and accountability requirements that apply within that lifecycle.
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The Responsible Al Transition Sequence

Phase 1: Establish Governance and Stakeholder Voice

Objective

Define who owns the Al transition and who has authority to approve, pause, restrict, scale, or retire Al-enabled work.

Standard
Organizations should establish:

e  Executive sponsorship

e Al governance council or accountable review group
e Decision rights

e Approval gates

e  Escalation authority

e Pause, restrict, scale, and retire authority

e Employee or stakeholder voice mechanisms

e Alignment to the Al Transition Pledge

Governance should not be limited to technical leaders.
At minimum, it should include representation from:

e HR (should facilitate, given its workforce transformation)
e Operations

o T

e  Security

o Legal

e Compliance
e Finance

e  Customer experience
e  Business-unit leadership
e Employee or worker representation where appropriate

Employees closest to the work should have a voice in Al transition governance because they often understand exceptions,
informal workarounds, customer realities, and failure points before leadership dashboards do.

In a merger, acquisition, divestiture, or integration, Al transition governance should include the transaction team,
integration-management office, HR, legal, finance, IT, security, procurement, operations, risk, customer experience, and

leaders closest to the target’s Al-enabled work.

The governance group should determine which inherited Al-enabled workflows can continue, which require restriction,
which need remediation, which should be isolated pending review, and which should be retired.

For larger organizations, employee representation may occur through formal governance councils, employee forums,
worker representatives, unions, works councils, or other representative bodies where applicable.

For smaller organizations, this may be a structured feedback process with frontline employees and managers.
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In unionized, works-council, collectively bargained, or labor-represented environments, stakeholder voice may not be
enough. The organization should identify whether Al-enabled work triggers bargaining, consultation, notice, grievance,
works-council, or negotiated work-rule obligations before deployment or scale.

Where applicable, labor representatives should be included through the required process before Al changes bargaining-

unit work, surveillance, discipline, staffing, scheduling, workload, safety, training pathways, compensation, or working
conditions.

Example

A company creates an Al Transition Council with HR, operations, IT, security, legal, compliance, finance, customer
experience, and employee representation. The council reviews proposed Al workforce changes, checks alignment with the
pledge, monitors workforce impact, and confirms whether the organization is moving at a responsible pace.

Review Cadence

Meet monthly during early implementation and quarterly once governance matures. Conduct a full pledge and strategy
review annually.
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Phase 2: Map, Simplify, and Classify Work Before Redesigning the Workforce

Objective

Separate work into practical categories before making workforce decisions.

Work Mapping and Subtraction-First Review

Before classifying work for automation or augmentation, leaders should map how the outcome is actually produced and
determine whether unnecessary work can be eliminated, policies clarified, steps combined, handoffs removed, or
deterministic rules used instead of Al. The purpose is not to automate the current process faster. It is to understand
whether the current process should exist in its present form.

Suggested questions:

e  What outcome does this work produce?

o  Which steps create value?

o Which steps exist because of legacy policy or system constraints?
e Which handoffs can be removed?

o Which approvals can be simplified?

e Which work can be eliminated altogether?

o Which work is deterministic enough for standard automation?

o Where does undocumented judgment actually enter the process?

Standard

Leaders should not treat a job as one block. A role may contain work that can be automated, work that should be
augmented, work that requires human judgment, and work that depends on relationship, trust, empathy, or influence.

A practical starting model is to sort work into four categories:

Automation: Work Al can safely perform.

Augmentation: Work humans perform better with Al support.

Judgment: Work requiring context, ethics, risk assessment, exception handling, or accountability.
Relationship: Work where trust, care, influence, empathy, or human connection matter.

PwNPE

These categories prevent leaders from confusing task automation with job elimination. They also help leaders identify
where displaced human judgment should move.

Human Role Sustainability Review

When Al removes routine work, the remaining human role may become more complex, emotionally intense, or exception-
heavy. Leaders should evaluate whether the redesigned human role is sustainable.

e  Emotional intensity

e  Cognitive switching

e  Exception concentration
e  Trust-repair burden

e  Escalation volume

e Recovery time

e Role clarity
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e Compensation and recognition
e Training and support
e Long-term role quality

Responsible work redesign should not leave humans with only the hardest fragments of work machines could not finish. It
should make human work more meaningful, more supported, and more sustainable.

Worker-Informed Work Redesign

Work decomposition should combine leadership strategy, workflow evidence, manager input, and worker experience. The
people closest to the work often know which tasks are merely repetitive and which tasks quietly carry judgment, customer
trust, exception handling, or learning value.

Before approving automation or role redesign, leaders should document where affected workers agree with the proposed
work classification, where they disagree, what hidden work they identify, and what evidence will be used to resolve those
differences.

Example

A sales support role may include automatable CRM updates, Al-assisted proposal drafts, human judgment around unusual
customer needs, and relationship-sensitive follow-up that should remain human-led.

Worker Agency and Task Preference Review

Hybrid Intelligence work balance should include worker-informed evidence. Before shifting work from human-led to Al-
assisted, Al-led, or system-led, organizations should ask affected workers which tasks they believe should be automated,
which should be augmented, which require human judgment, and which carry relationship, learning, trust, or identity
value that may be invisible to leadership. This does not give every stakeholder unilateral veto power over redesign. It gives
leaders better evidence before they redesign work, change roles, or reduce human capacity. Leaders should ask:

o Which tasks do affected workers want Al to automate?

e Which tasks do affected workers want Al to support but not own?

e Which tasks carry learning, judgment, identity, or relationship value?

o Where do workers believe human agency is essential?

o Where could Al reduce strain, repetitive burden, backlog, or hidden work?

o Where do worker preferences conflict with technical capability or business incentives?

o What should leaders do when Al can automate a task that workers do not yet trust Al to perform?

Review Cadence

Review during initial workflow design, then reassess after 60 to 90 days of Al use to determine whether the original work
categories were accurate.
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Phase 3: Risk-Tier Al Use Cases and Define Autonomy Boundaries

Objective

Match governance intensity to the risk, autonomy, and human impact of the Al-enabled work.

Standard
Not every Al use case should follow the same approval path.
Each use case should be assessed by:

e Business value

e Human impact

e  Customer impact

e Data sensitivity

e Legal exposure

e  Compliance requirements
e Handoff complexity

e Autonomy level

e  Reversibility

e Readiness to govern

Risk Tiers

o Low risk: Internal productivity support with limited data exposure and no direct human impact.

e Moderate risk: Internal workflow support, customer-facing drafts, or recommendations that require human review.

o High risk: Al that affects employment, healthcare, finance, legal rights, safety, eligibility, customer obligations,
regulated advice, or material business decisions.

e Critical risk: Al with autonomous authority in high-consequence workflows or access to sensitive systems where
failure could cause legal, financial, reputational, or human harm.

Autonomy Levels

e Assist: Al drafts, summarizes, or recommends.

o Act with approval: Al prepares action, but a human approves.

o Act within limits: Al acts independently within narrow, predefined boundaries.

o Act with exception review: Al acts, and humans review exceptions or sampled outputs.

e Autonomous with audit: Al operates continuously with monitoring, audit trails, and scheduled review.

Autonomy Boundary Definition

An autonomy level describes how independently digital labor may act. An autonomy boundary defines the conditions
within which that autonomy is permitted. Every material Al-enabled workflow should define the approved purpose,
allowed actions, prohibited actions, data and tool permissions, approval thresholds, escalation triggers, exception
conditions, rollback requirements, and conditions for restriction or retirement.

Core question: What may this digital worker do, under what conditions, using which sources and tools, with what limits,
and when must human authority re-enter the workflow?
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Readiness-Based Autonomy
Al autonomy should be based on organizational readiness, not technical capability alone.

A model, agent, platform, or workflow may be technically capable of performing more work than the organization is ready
to govern. In that case, autonomy should be restricted until the organization has enough managerial readiness, source
discipline, evidence, escalation capacity, fallback procedures, human review capacity, trust signals, and continuity planning
to support the capability safely.

Readiness-based autonomy asks:

e Can managers explain and supervise the workflow?

e Are sources approved and current?

e Are escalation paths clear?

e Are affected humans trained and supported?

e Can the organization inspect what happened?

e Can the organization pause, restrict, roll back, or retire the workflow?
e  Can the organization recover if the Al fails?

e |s there enough evidence to justify expanding autonomy?

Digital labor should not become more autonomous simply because the technology can do more. Autonomy should be
earned by evidence and constrained by readiness.

No-Go Standard
Some Al use cases should be delayed, restricted, or rejected if the organization cannot:

e Explain the decision logic

e Protect affected people

e Secure the data

e Provide meaningful human review

e Correct harm quickly

e Audit the workflow

e Confirm lawful and ethical use

o Justify why the work should be automated, not only whether it can be automated

Example
An internal summarization assistant may be low risk and approved by a department leader. An Al hiring screener should

require governance council review, legal review, fairness testing, audit logs, human review, candidate appeal procedures,
and clear decision boundaries.

Review Cadence

Risk-tier every use case before approval. Reassess whenever the Al gains new authority, touches new data, enters a new
workflow, affects new stakeholders, or expands autonomy.
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Phase 4: Reduce Disruption Before Reducing Existing Human Capacity

Objective

Use Al first to absorb pressure before reducing existing roles.

Al should enter the workforce as support before it is experienced as surveillance or replacement.

Employees are more likely to trust Al when it reduces overload, removes repetitive strain, improves service quality, or
gives time back to higher-value work. The first experience of Al matters for employee psychological safety:

o If workers experience Al as support, the organization earns adoption.
e If they experience it as surveillance, the organization creates resistance before the technology proves its value.

Standard
Before reducing roles, leaders should use Al to absorb pressure in less disruptive ways. Available levers include:

e Planned growth

e Open vacancies

e Churn

e Overtime

e Seasonal demand

e  Administrative overload
e  Backlogs

e  Contractor spend

e  Outsourced work

e Burnout hotspots

e  Repetitive work that is already harming service quality or employee capacity

The first workforce question should be:

Where can Al absorb pressure before people are displaced?
This step matters because trust can collapse if employees experience Al as a silent replacement strategy. Digital labor
should be prioritized where it improves capacity and continuity before it is used to justify displacement. Responsible use
cases may include backlogs, burnout, vacancies, service gaps, scarce capabilities, demographic constraints, demand peaks,
after-hours coverage, continuity exposure, or workflows where routine burden is weakening quality. Displacement should

remain a last-resort, evidence-governed decision after work classification, human impact review, continuity planning,
redeployment analysis, and trust review.

Example

Instead of eliminating five administrative roles, a company first uses Al to absorb new administrative demand it would
have hired for, reviews open vacancies before backfilling them, reduces overtime in overloaded teams, automates
repetitive status updates, and targets work that is already driving burnout.

Review Cadence

Review monthly during implementation and quarterly with HR, finance, operations, and workforce planning.
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Phase 5: Protect Learning, Apprenticeship, and Future Talent Pathways

Objective

Preserve the development pathways that create future human judgment.

Standard

Entry-level work is not only a labor source. It is often how people learn judgment. People build professional judgment by
doing routine work, making small mistakes, receiving feedback, watching experts, and seeing how real decisions are made
under real conditions.

If Al removes too much of that first layer, organizations may not only eliminate entry-level tasks. They may weaken the
training ground that creates human judgment for future leaders, managers, and experts. Protecting entry-level learning
pathways is not charity. It is human R&D. Organizations invest in Al R&D to improve machine capability. They must also
invest in the experiences that build future human judgment. Responsible Al transition requires replacement learning
loops.

These may include:

e Al-output review rotations

e Simulation-based decision practice

e Human-Al case reviews

e  Structured critique of Al recommendations

e  Expert-shadowing programs

e Apprenticeship assignments focused on exceptions

e L&D programs designed around Al-assisted judgment development

e  College, university, trade-school, and workforce-board partnerships that redesign how early-career talent learns
in Al-enabled work environments

Organizations should treat judgment development as a strategic talent supply chain, not a byproduct of old entry-level
work.

Future Talent Pathways for Al-Enabled Work

As Al absorbs more routine, entry-level, administrative, drafting, research, intake, and coordination work, organizations
should redesign talent pathways around the human capabilities that remain essential in Hybrid Intelligence environments.

Future talent pathways should develop people who can:

e  Evaluate Al outputs

e Challenge unsupported conclusions

e Interpret business context

e Handle exceptions

e Understand customer emotion and trust signals
e  Manage handoffs

e  Preserve accountability

e  Supervise digital workers

e Review Al-enabled decisions

e Coordinate human-Al workflows

e Translate metrics into business implications

e Protect ethical, legal, and relationship-sensitive judgment
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The goal is to help employees build the judgment, confidence, and operational fluency required to work effectively in
environments where Al performs part of the work. Organizations should distinguish between:

e Technical Al Roles: Roles that build, train, integrate, secure, or maintain Al systems.

e Al-Enabled Human Roles: Roles that use Al to improve human work, decision-making, quality, speed, learning, or
customer experience.

e Al Governance and Transition Roles: Roles that manage risk, trust, accountability, workforce impact, handoff
integrity, scorecards, and responsible transition. This distinction helps leaders avoid a narrow view of future work.
The new jobs may not all be Al jobs. Many will be human-work jobs created by the need to govern digital labor.

Operating Standard

Human R&D should prepare people not only to use Al tools, but to exercise judgment in Al-enabled work systems.

Judgment Replenishment Principle

Any organization that removes judgment-building work through automation should deliberately replace the
developmental value that work once provided. Before automating a task, leaders should ask: what judgment did this work
develop, and how will that judgment be replenished in the new Hybrid Intelligence Work System?

Apprenticeship Preservation Gate

Al can remove the task without removing the need for human expertise. Before Al absorbs developmental or entry-level
work, leaders should identify what the work used to teach and how that capability will be developed in the new model.

The Apprenticeship Preservation Gate should answer:

e What must the person eventually be able to do independently?

e What must the person be able to do with Al assistance?

e What Al-assisted work must the person be able to supervise, critique, or correct?
e What failure, exception, or outage must the person be able to recover from?

e Which tasks should remain in learning mode even if Al could perform them faster?
e  Which exceptions should become apprenticeship rotations?

e Who has mentor capacity?

e How will fair access to learning be protected?

Operating Standard

Do not remove the bottom rung of expertise without building a replacement ladder.

Example
If junior analysts no longer build first-draft reports because Al creates them, the organization creates structured review

rotations where early-career employees evaluate Al outputs, explain corrections, observe senior decision-making, and
learn how judgment is applied.

Review Cadence

Review annually during workforce planning, internship planning, campus recruiting, leadership development, and
succession planning. Reassess whenever Al replaces tasks historically used to train early-career workers.
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Phase 6: Define Hybrid Intelligence Work Balance and Transition Pace

Objective

Define the future Hybrid Intelligence work mix before scaling digital labor.

Standard
Leaders should identify which work should be:

e Human-led

e  Al-assisted

o Al-led

e System-led or rules-based

Hybrid Intelligence Work Balance | Finding the Right Balance

In a Hybrid Intelligence Organization, work balance should help leaders design the future mix of human-led, Al-assisted, Al-
led, and system-led work. It should not be used as a blunt replacement formula. There is no universal human-digital work
allocation that will fit every organization. The right balance will depend on the organization’s history, workforce model,
industry risk, customer expectations, regulatory environment, operating maturity, and starting point.

For example, an established organization with a large human workforce may need to preserve a majority-human model for
a longer period while it redesigns work, protects trust, redeploys judgment, and builds digital labor governance. A new
organization, by contrast, may be designed from the beginning with a smaller human workforce and a larger digital labor
layer.

The important question is not only where the organization wants to end up. It is how responsibly it plans to get there.
Leaders should be able to explain why certain work remains human-led, why certain work becomes Al-assisted, why
certain work becomes Al-led, and what human judgment, accountability, and learning pathways are preserved along the
way.

Operational Note: Hybrid Intelligence Work Balance should be based on the work classification completed in Phase 2.
Leaders should use the automation, augmentation, judgment, and relationship categories, together with risk, worker
input, learning requirements, and disruption considerations, to determine the future mix of human-led, Al-assisted, Al-led,
and system-led work.

Hybrid Intelligence Work Balance | Annual Transition Caps

Once leaders understand the desired Hybrid Intelligence work balance, they should set transition caps to control the pace
of change.

Work balance defines the destination. Transition caps define the speed limit.

For example, if an organization believes 40% of a workflow can responsibly become Al-led or system-led over ten years,
that does not mean 40% should move immediately. A transition cap might limit the shift to 5% of work capacity per year,
with slower movement in high-risk, customer-facing, employee-impacting, or regulated workflows.

Transition caps prevent Al from scaling faster than the organization can govern, support, absorb, explain, or emotionally
sustain. The balance sets the future-state Hybrid Intelligence work balance. The cap controls how quickly the organization
moves toward it. Transition caps are not designed to protect outdated work. They are designed to prevent organizations
from displacing human roles faster than their governance, training, support systems, customer experience, human trust,
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and communities can absorb. They also protect the economic interests of the business. If organizations rush too quickly
toward mass displacement, they risk falling into the Al Layoff Trap, where labor is treated only as a cost inside the
company and not as purchasing power, trust, capability, and stability outside it.

A 10-year planning horizon may still be too short for the full economic transition, but it gives leaders a practical
minimum window while more data, regulation, labor-market evidence, and implementation experience emerge.

If the 10-year planning horizon feels too long at first glance, leaders should reflect upon the scale of the transition now
underway. Al is not only changing individual tasks. It is beginning to reshape work design, education pathways, early-
career development, labor-market demand, customer expectations, public policy, social safety nets, and the economic
relationship between human labor, purchasing power, and business growth.

A 10-year horizon may create an immediate reaction from business leaders who are under pressure to move faster. But
when leaders consider the depth of transformation ahead, 10 years may prove to be a minimum planning window rather
than an overly cautious one. Education systems will need time to adapt to new forms of human capability development.
Employers will need time to redesign entry-level work and preserve apprenticeship pathways. Governments will need time
to confront labor-market disruption, tax-base pressure, social insurance strain, and possible income-stabilization debates.
Communities will need time to absorb changes in employment, wages, local demand, and household confidence.

Organizations that rush too quickly toward mass displacement may reduce internal labor costs while weakening the
external conditions their businesses depend on: customer demand, trust, purchasing power, workforce capability,
community stability, and long-term market resilience. Human labor should therefore be understood not only as a cost
center, but also as operational insurance, institutional memory, customer trust infrastructure, capability development, and
part of the economic demand base that sustains business itself.

A 10-year planning horizon does not mean freezing today’s workforce model. It means giving leaders a practical minimum
window to manage Al transition deliberately while evidence, regulation, labor-market adaptation, education reform, and
implementation experience continue to emerge.

In many sectors, the world may look meaningfully different within 10 years. The quality of leadership during this period
will be studied for decades because the decisions made now will shape not only company productivity, but also work,

opportunity, trust, and economic stability.

Operating standard: Do not remove human labor so quickly that the organization preserves margin while weakening the
demand, trust, capability, and stability its future depends on.

Example
A customer service organization may decide that over ten years, 50% of routine inquiries can become Al-led, 30% can
become Al-assisted, and 20% should remain human-led because of relationship sensitivity, escalation risk, emotional

complexity, or compliance concerns.

To avoid transition shock, the organization may cap annual transition at 5% to 10% of work capacity, with stricter caps for
customer-facing or high-consequence workflows.

Review Cadence

Review quarterly during implementation and annually during workforce planning, budget planning, strategy review, and Al
risk review.
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Phase 7: Design Handoffs as Intelligence Transfer

Objective

Ensure work transfers intelligence, not just data.

Standard

Al handoffs should move the organization from data transfer to intelligence delivery. A handoff should not simply pass
information from one actor to another.

It should transfer:

e (Context

e Intent

e  Authority

e  Current state
e  Priority

e Next action

e Recommendation
e Rationale

e  Accountability

This applies to human-to-Al, Al-to-Al, Al-to-human, and system-to-system handoffs. Without this discipline, Al may move
work faster while leaving people confused about what happened, why it happened, what authority was used, and what
should happen next.

If the future of work is Hybrid Intelligence, the future of operational trust is handoff integrity.

Best Practice Intelligence Rule: Do not stop at the metric. Translate the metric into a business signal, the signal into an
operational implication, and the implication into a recommended best practice next action.

Handoff Acceptance Standard

Design-to-Control Principle: Phase 7 defines how intelligence should move. Phase 8 defines how humans can interrupt
that movement. Phase 9 confirms that the organization and technology can enforce those requirements. Phase 12
validates that the complete work system actually does so under realistic conditions.

In a Hybrid Intelligence Organization, a handoff is not complete when information moves. A handoff is complete when the
receiving actor, whether human, Al agent, team, vendor, or system, has enough context, authority, priority,
recommendation, risk awareness, and accountability to accept the next action responsibly.

Acceptance may include acknowledgment that the handoff was received, confirmation of ownership, confirmation that
authority is clear, confirmation that required context is available, confirmation of the next action, confirmation of deadline
or timing, and escalation when confidence is low, risk is high, context is missing, or authority is unclear.

Handoff discipline should not turn fluid human judgment into unnecessary bureaucracy. The goal is to make sure the next
actor receives the minimum intelligence needed to continue the work responsibly.

A strong handoff should preserve context, uncertainty, current state, authority, next action, and escalation signals without

slowing low-risk work through excessive documentation. A handoff protocol should transfer intelligence, not freeze human
judgement.
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Handoff Integrity Specification: Work State and Management State

A Hybrid Intelligence Handoff should transfer work state and management state together. Work state describes the
operational condition of the task:

e what the work is

e what has happened

e whatis complete

e what remains open

e what artifact exists

e what state the taskis in

Management state describes the operating intelligence required to assume responsibility:

o why the work matters

e which outcome is being pursued

e which facts are confirmed

e what remains unknown

e which sources support the conclusion
e what authority has been exercised

e what authority is being transferred

e what authority remains elsewhere

e what must not be done

e what decision is required next

e who owns that decision

e when it must occur

e what conditions require escalation

o who owns recovery if the handoff fails

A Hybrid Intelligence handoff must transfer operational state and responsibility state together.
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Low-risk transfers may need a lightweight receipt. High-consequence transfers need

enough management state for the receiver to accept responsibility responsibly.

The level of structure should scale with consequence, ambiguity, reversibility, authority, data sensitivity, relationship
impact, delegation depth, cross-organizational exposure, and recovery difficulty.
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Low-risk transfers may need a lightweight receipt. High-consequence transfers need enough management state for the
receiver to accept responsibility responsibly.
Operating Standard
Transport success is not handoff success. A message can arrive, and a task can transfer, while responsibility still fails.

See also Phase 7 for handoff design, Phase 12 for work-system validation, and Phase 13 for handoff integrity metrics.

Agent-to-Agent Communication and Handoff Envelope Standard

Agent-to-agent communication should not be treated as hidden prose between models. A governed handoff needs a
structured envelope, queued task, thread ID, source and destination identity, bounded context, intent, hop count, expiry
rule, correlation ID, and receipt trail.

A receiving agent should understand that it was woken to process a task, who asked, what role the requesting agent plays,
what thread or workflow the question belongs to, what context is bounded, and how to reply without redirecting the work
to an unauthorized destination.

Operating Standard

A handoff is not complete just because a model moved work. The platform needs a queued task, envelope, receipt, or
pushed inbox payload.

Example

A customer support Al detects that the average response time for billing-related tickets has increased from 4 hours to 18
hours over the past two weeks.

A data-only handoff would say: “Billing tickets are taking longer to resolve.”

An intelligence handoff would say: “Billing-related tickets are now averaging 18 hours to resolve, up from 4 hours two
weeks ago. This metric signals a growing service bottleneck in a high-friction customer workflow. The operational
implication is that unresolved billing issues may increase customer frustration, payment delays, churn risk, and escalation
volume. Recommended next action: assign a human billing specialist to review the oldest unresolved cases today, identify
the top three recurring billing issues, update the Al knowledge base with approved resolution language, and create an
escalation rule for any billing ticket older than 6 hours until resolution time returns to the target range. Owner: Customer
Operations Manager. Priority: High. Confidence: Medium-high.”

The first handoff transfers a metric. The second transfers intelligence because it explains what the metric means, why it
matters to the business, what operational risk it creates, and what best practice action should happen next.

Review Cadence

Test before launch. Review handoff quality weekly during early use and monthly once stable. Reassess after handoff
failures, complaints, workflow changes, or escalation breakdowns.
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Phase 8: Protect Human Challenge and Stop-Work Rights

Objective

Give people the authority and confidence to slow automation when something feels wrong.

Standard

Workers need clear authority to challenge, pause, override, or escalate Al-enabled work when something appears wrong.
This should include practical kill switches for high-risk, customer-facing, employee-impacting, or regulated workflows.
People should feel empowered to slow automation when they sense a problem. If the organization punishes employees
for questioning Al, it will damage trust and increase risk. A simple rule belongs in the pledge:

No worker should be expected to trust Al that they are not allowed to challenge.

And no worker should be punished for slowing automation in good faith when trust, safety, legality, fairness,
customer harm, or operational failure may be at risk.

Consent Gates and Human Oversight as Operational Control

Human oversight should be more than a policy statement. For outbound, customer-facing, employee-impacting,
candidate-impacting, or policy-controlled actions, oversight should be operationalized as a gate that can pass, halt, fail
closed, route for review, record the reviewer, and preserve the decision history.

A consent gate should hold risky or policy-controlled outbound work before external action occurs. Human reviewers
should be able to approve, reject, edit, or request regeneration with feedback. Pending approvals, approval history,
reviewer identity, expiry, delivery status, and consent receipts should remain auditable.

Consent and approval gates may govern consequential external agency beyond communications, including sensitive
credential use, privilege or permission changes, external-system access, cross-workspace access, infrastructure changes,
activation of new tools, or interaction with unapproved external targets where the risk justifies deterministic control.

Operating Standard

A governance gate is not real unless it can hold, route, record, and resolve work before external action occurs. If the
consent check fails, the system should fail closed rather than silently sending.

Example

A customer service employee can pause an Al-generated response sequence when the customer appears upset, the facts
are incomplete, the tone is wrong, or the situation requires human judgment.

Review Cadence

Test override protocols before deployment. Review every incident, near miss, or employee escalation. Audit quarterly to
confirm workers know how and when to use stop-work authority.

I build AI to keep work human | myWorkforceAgents.ai 55



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

Phase 9: Confirm Control, Data, Technology, Vendor, and Compliance Readiness

Objective

Confirm the organization is ready to control what it deploys.

Standard

Control readiness asks whether the organization is ready for Al. Digital labor onboarding asks whether the Al agent is ready
for the organization. Before Al absorbs human work or enters live workflows, leaders should confirm:

e Data permissions

e Data quality

e Data lineage

e  Access controls

e  Security controls

o Legal review

e  Compliance requirements

e Auditlogs

e  Records retention

e Vendor risk

e  Support ownership

e Disclosure requirements

e  Bias and fairness review

e Incident response

e Protocol, tool, API, and agent-to-agent access review

e Agent identity and credentialing model

e Tool-use permission boundaries and revocation process
e Cross-agent and tool-invocation audit trail requirements
e  Model access and continuity risk

This step should include third-party accountability. Many organizations will not build Al agents internally. They will buy,
configure, outsource, or integrate vendor tools.

Digital workforce capability may follow the same strategic logic as human capability: build, buy, or outsource.

An organization may build internal Al capability, buy vendor tools, or outsource digital workforce design and management
to specialized providers. Each path creates different risks around control, data access, vendor dependency, cost,
customization, compliance, continuity, and accountability.

Control readiness should include shadow Al discovery. Before leaders assume an Al-enabled workflow is governed, they
should ask whether employees, managers, contractors, vendors, or teams are already using unapproved Al tools, personal
accounts, scripts, automations, agents, browser extensions, or external services to perform the work. Shadow Al may
create data exposure, source-of-truth confusion, performance distortion, undocumented process change, learning erosion,
and continuity dependency. The response should include containment where needed, but also a review of what the
shadow use reveals about unmet work-system needs.

Digital Labor-as-a-Service and Shared Responsibility
Many organizations will not build digital labor internally. They will access it through external platforms, Al vendors,

managed automation partners, industry-specific Al systems, consultants, or Digital Labor-as-a-Service providers. This does
not remove the need for responsible transition. It changes how responsibility is shared.
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Digital Labor-as-a-Service is the external provision of Al-enabled work capacity that performs defined tasks, supports
workflows, interacts with people, or represents the organization under agreed boundaries, controls, and supervision. This
category is similar in business logic to staffing firms, call centers, business process outsourcing, managed service providers,
fractional service firms, and contractor networks. The difference is that the labor capacity is digital rather than human.

Provider Accountability
The provider should be accountable for:

e Agent design and configuration

e  Technical reliability

e Data-use commitments

e  Security controls

e Documentation of model, system, and workflow limitations
e Handoff design support

e  Escalation support

e Incident support

e Change notification

e Performance reporting

e (Claims substantiation for vendor-provided statements

e Safe deactivation or transition support if the service is discontinued

Client Accountability
The client organization should be accountable for:

e Deciding where digital labor belongs

e Defining business context

e  Establishing human oversight

e  Setting customer and employee expectations
e  Assigning internal owners

e Defining approval rights

e Reviewing workforce impact

e  Preserving human judgment

e Training affected employees

e  Monitoring customer and employee trust

e Deciding whether Al-enabled work should continue, pause, restrict, scale, or retire

Shared Accountability
Shared accountability should include:

e  Use-case risk classification

e Data access boundaries

e Handoff requirements

e Human escalation rules

e  Customer disclosure expectations

e Incident response

e  Auditability

e Performance review

e Public claims about capability, safety, savings, trust, or workforce impact
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A responsible digital labor provider should not simply sell automation. It should help the client understand what work is
being transferred, what human judgment remains necessary, what risks must be governed, what claims can be
substantiated, and what controls are required before autonomy scales.

Operating Standard

Organizations should not treat externally supplied digital labor as a way to outsource accountability. If digital labor
performs work inside the business, the organization must still own the consequences of introducing it. Leaders must
understand:

e Vendor data use

e Model changes

e Audit rights

e  Continuity risk

e  Exit options

e  Responsibility if the system fails

e Fallback workflows if the vendor, model, integration, or service becomes unavailable, unreliable, restricted, or
unsafe

Source Discipline and Provenance Readiness

Before digital labor uses enterprise knowledge, documents, dashboards, records, chat history, customer context,
candidate data, or public information, leaders should define which sources are authoritative, contextual, restricted, or
prohibited.

Source discipline should include:

e Authoritative source inventory

e Source owner and freshness standard

e  Conflict hierarchy when sources disagree

e Restricted and prohibited source rules

e Source trail requirements for consequential outputs or actions

e  Escalation rule when the agent lacks enough trusted information

e Review cadence for source drift, stale content, and outdated operational context

In many organizations, the most important work knowledge is not fully documented. It lives in informal judgment,
customer memory, frontline workarounds, manager experience, relationship history, exception handling, and the practical
knowledge people use to keep work moving when the official process is incomplete.

This is sometimes described as tribal knowledge. In TRAIT, tribal knowledge is not treated as a defect to ignore. It is
treated as a discovery requirement. Leaders should not assume undocumented work is ready for automation simply
because the official process map looks simple.

Before Al receives more authority, the organization should observe the workflow under real conditions and identify where
people add context, judgment, trust, repair, prioritization, or exception handling that the system does not yet see.

Practical discovery methods include:

e shadow-mode testing

e frontline interviews

e  exception logs

e handoff reviews

e customer or employee complaint review
e after-action reviews
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e  source-of-truth mapping
e manager review of informal workarounds
e review of cases where the official process did not explain what actually happened

Do not automate the documented process until you understand the real one.

Protocol, Tool, and Agent Interoperability Readiness

Before digital labor connects to external tools, MCP servers, remote agents, internal systems, APIs, data sources, or agent-
to-agent protocols, leaders should define which systems the agent may access, what authority it has, how credentials are
issued, how permissions are scoped, how actions are logged, how access is revoked, and who owns the consequences of
cross-agent or cross-system behavior. Protocol-layer readiness should include:

e Approved MCP servers, APIs, tools, data sources, and remote agents

e Agent identity, credentialing, authentication, and authorization requirements

e Tool-use permission boundaries, context-sharing limits, and data-egress limits

e Agent-to-agent handoff logging and protocol-level audit trails

e Tool, credential, server, and agent revocation procedures

e Cross-agent incident response and human ownership for each connected pathway

External and Personal Agent Interaction Readiness

Organizations should prepare for workflows in which employees, candidates, customers, vendors, counterparties,
advisors, or partner organizations use their own Al agents to interact with organizational systems or personnel.

Before allowing agent-to-agent or outside-agent participation, leaders should define:

e who or what the external agent represents

e what authority has been delegated

e whether the agent may negotiate, commit, submit, request, approve, sign, or transact
e what evidence proves the agent’s mandate

e what sources or claims may be relied upon

e how uncertainty, source conflicts, or conflicting objectives are resolved

e which human or institution owns the interaction

e how the outcome can be proven, challenged, corrected, or recovered

Operating Standard

External agent interoperability should not hide authority, identity, liability, or accountability behind automation.

Agentic Security and Tool-Use Threat Review

Agentic Al creates security risks that ordinary chatbot controls may not fully address. If an Al system can invoke tools, call
APIs, update systems, access records, coordinate with other agents, or trigger downstream actions, the organization must
test whether those capabilities can be misused, manipulated, or extended beyond approved authority.

The review should include:
e  Prompt injection and indirect prompt injection testing
e Tool-use abuse and excessive-agency review
e Agent credential, token, and permission boundary review

e Data exfiltration and sensitive information disclosure testing
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e Tool-chain, vendor, model, and integration supply-risk review
e Human confirmation requirements for sensitive or irreversible actions
e Runtime logging for tool invocations, external calls, and system updates

Trajectory and Permitted-Means Governance

Material agentic systems should be governed not only at the level of individual actions, but across the developing
sequence of actions through which digital labor pursues an objective. An individual action may be permitted while the
resulting trajectory moves toward an outcome the organization never authorized.

Responsible runtime governance should distinguish four levels:

Action Governance: Is the individual action or tool invocation permitted?

Session Governance: Is the digital worker still operating within the expected scope of the assignment?
Trajectory Governance: What outcome is the developing sequence of actions working toward?
Outcome Governance: Is the resulting state authorized, acceptable, and recoverable?

tall S

A legitimate objective does not legitimize every route toward it. Digital-worker role definitions and runtime controls
should therefore define not only the outcome being pursued, but the permitted and prohibited methods, tools,
credentials, systems, targets, routes, and escalation conditions available while pursuing it.

Research, testing, staging, evaluation, and other nonproduction environments should be risk-tiered according to actual
capability and reachable consequence, not merely their environment label. Where long-running or high-risk autonomy is
involved, organizations should also establish reasonable persistence, retry, action, tool-use, and compute thresholds that
trigger review when exceeded.

Operating Standard

Safety-critical actions should require reliable control evidence. If a required safety gate cannot be evaluated or required
safety telemetry cannot be preserved, the action should fail closed. No safety visibility, no autonomy.

Model Access and Continuity Risk

Organizations should not assume that access to a frontier model, agent platform, specialized Al capability, or protocol-
connected toolchain will remain stable. Access may change because of vendor policy, pricing, safety review, regulation,
government restriction, export control, cybersecurity concern, platform outage, model retirement, or provider strategy. If
digital labor depends on a specific model, provider, platform, integration, or protocol, the organization should maintain a
continuity plan for substitution, fallback, restriction, or human takeover. Continuity planning should include:

e  Model access dependency map

e Approved fallback model, provider, or manual workflow

e  Critical workflow model-dependency rating

e  Model retirement, restriction, degradation, or pricing-change response plan

e Vendor notification requirements for material model, protocol, or platform changes
e Human fallback process for model unavailability or unsafe performance

Transaction and Change-of-Control Readiness

When Al-enabled work is acquired, merged, divested, outsourced, or integrated, the organization should review whether
the underlying data rights, model rights, vendor contracts, licenses, prompts, code, source materials, credentials,
integrations, representations, warranties, restrictions, and regulatory obligations survive the transaction. The review
should include:
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e change-of-control restrictions

e  contract assignability

e model-provider and platform terms

e rights to training, operational, customer, employee, or proprietary data

e open-source, code, prompt, and workflow ownership

e Al-specific representations, warranties, indemnities, insurance, escrows, or holdbacks
e vendor support and auditability after close

e continuity obligations and fallback planning

e regulatory role changes after integration

e required notices to affected employees, customers, candidates, or other stakeholders

The target’s pre-close risk classification may not describe the combined company’s post-close obligations.

Integration can change intended use, affected population, system access, authority, volume, geography, vendor
dependence, and consequence level.

Operational Evidence and Activity Receipt Readiness
Before live work begins, leaders should confirm that material agent actions create an inspectable evidence trail.

The evidence trail should include event ledger records, activity receipts, receipt kinds, correlation IDs, run detail traces,
consent receipts, tool-call records when captured, and operator-facing panels that explain what happened without
exposing private chain-of-thought.

Operational evidence readiness should include:

e Tenant-scoped activity receipts for each visible agent event

e Append-only event ledger or equivalent audit spine

e Correlation ID strategy linking conversations, wake turns, peer threads, tool actions, consent gates, and workflow
runs

e Run detail surface showing model, prompt source, prompt hash, context slots, recognitions, tool calls, timing, and
status when captured

e Receipt taxonomy for decisions, handoffs, peer asks, peer replies, consent outcomes, email lifecycle, scheduled
runs, heartbeat wakes, consolidation, and scenario proposals

e Controlled prompt exposure and replay policy for QA environments

Workspace Scoping and Cross-Workspace Access Readiness

Each digital worker should have a scoped workspace that separates state, inbox work, readable profile projection, agent-
created files, and searchable knowledge by organization and agent.

Collaboration across workspaces should be explicit and governed.
Workspace readiness should include:

e Organization-and-agent scoped workspace state

e Scoped inbox for handoffs, heartbeat tasks, requests, and scheduled work

e Governed file creation, provenance metadata, indexing, and retrieval rules

e  Cross-workspace access policy for role-based visibility, request-based sharing, summarized sharing, and receipt-
first access

e Evidence that workspace search is bound to the current organization and authorized agent
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Example
Before launching a customer-facing Al agent, the company confirms what data the agent can access, what systems it can

update, what records are retained, how actions are logged, what vendor terms apply, who owns support, and how
incidents are reported.

Review Cadence

Complete before launch. Review again after system integrations, permission changes, workflow expansion, vendor
changes, regulatory changes, or incidents.
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Phase 10: Onboard Digital Labor Before Trusting It

Objective

Prepare Al agents to represent the organization.

Standard
Al should not simply be deployed into live work. It should be onboarded. Each Al agent should have:

e Role charter

e Purpose

e Boundaries

e Authority limits

e Approval rights

e  Escalation rules

e Performance standards
e Human owner

e Data permissions

e Tool access

e Digital worker handbook

These materials anchor the Al to the organization’s actual environment. Without them, the agent may learn from
inconsistent signals, incomplete examples, messy workflows, informal interactions, or outdated processes that do not
reflect how the organization wants work performed. The goal is to help Al move from working operationally to being
representative of and adaptive to the business without drifting away from its intended purpose.

Structured Agent Identity and Role Registry

Digital labor onboarding should separate an agent's identity from its tool access. A responsible agent profile should be
inspectable as structured parts, not only as one hidden prompt blob. Structured identity may include persona or values,
identity and role self-anchor, operating instructions, tool guidance, business background, customer or audience context,
model settings, voice settings, and lifecycle status. Tool guidance should explain how and when to use tools, but actual
tool availability should remain governed by the tool registry and runtime gating.

Operating Standard

An Al agent's identity should be inspectable, structured, and separable from its tool access. A readable blueprint can
support operator understanding, but the source of truth should remain a governed configuration record.

Digital Labor Check-In and Calibration Periods

Onboarding should not be treated as a one-time launch event. Human employees need check-ins, feedback, clarification,
coaching, performance review, and adjustment as they encounter real work. Digital labor should be managed with the
same operational discipline.

After an Al agent enters live work, leaders should schedule structured check-ins to determine whether the agent is
performing as intended, staying within authority, escalating appropriately, preserving trust, and adapting to the

organization without drifting away from its approved role.

A practical check-in cadence may include:
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e  First live-use review after initial testing

e  7-day stabilization review

e 30-day performance and trust review

e  60-day workflow-fit review for higher-impact use cases

e 90-day autonomy-readiness review

e Quarterly calibration after stabilization

e Immediate review after incidents, complaints, workflow changes, authority changes, vendor changes, data
changes, or performance drift

Calibration Change-Control Standard

Calibration changes digital-worker behavior and should be governed accordingly. Organizations should define who is
authorized to change agent instructions, examples, tone standards, escalation rules, scenario guidance, authority limits,
preferred outputs, or other behavioral controls.

Material calibration changes should have an accountable owner, documented rationale, review or approval proportionate
to risk, and appropriate post-change validation. People closest to the work should contribute to calibration because they
often understand exceptions and operating context best, but informal or shadow calibration should not silently alter

approved digital-worker behavior.

The greater the digital worker's authority or consequence exposure, the stronger the calibration change-control standard
should be.

Operating Standard

Al should not simply be onboarded and trusted. It should be onboarded, observed, checked in on, calibrated, and only
then considered for expanded autonomy.

Example

A real estate Al assistant receives approved tone standards, compliance boundaries, prohibited claims, CRM access limits,
escalation rules, examples of strong and weak responses, and handoff instructions before communicating with leads.

Review Cadence

Review after testing, after the first 30 days in live workflow, then quarterly or whenever the agent’s role, data, authority,
customer interaction, or workflow position changes.
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Phase 11: Representation, Diversity, and Psychological Safety in Al Form Factors

Objective

Ensure Al form factors support inclusion, dignity, accessibility, and psychological safety as Al becomes more visible,
audible, embodied, and human-like inside organizations.

Standard

As Al becomes more visible and human-like inside organizations, leaders should consider not only what Al does, but how
Al appears, sounds, moves, and is experienced by employees, customers, candidates, patients, students, citizens, or
communities. Al avatars, voice agents, synthetic presenters, embodied assistants, digital coworkers, and physical Al should
not unintentionally reinforce narrow assumptions about who belongs, who leads, who serves, who is technical, who is
authoritative, or who performs certain kinds of work.

Al should not default to a single demographic, accent, gender expression, age range, body type, cultural style, or
professional identity unless there is a clear, justified, and context-specific reason. Poorly designed Al representation may
create discomfort, mistrust, stereotyping, exclusion, status anxiety, or the perception that certain groups are being
digitized into service roles while others remain associated with authority.

Leaders should review whether Al representation reflects the diversity of the workforce, customer base, and communities
affected by the technology. They should also consider whether employees and other affected stakeholders have a voice
before Al avatars, voice agents, synthetic presenters, or embodied systems are introduced into their work environment.

Key Questions

e Does the Al’s voice, appearance, name, accent, tone, or persona reinforce stereotypes?

e Does the Al appear to represent only one type of employee, leader, customer, worker, or professional identity?

e  Could certain employees feel mocked, replaced, surveilled, diminished, excluded, or reduced to a service role by
the Al’s form?

e Does the Al’s presentation align with the organization’s values around inclusion, dignity, accessibility, respect, and
psychological safety?

e Are people clearly informed when they are interacting with Al rather than a human?

e s there a human escalation path when the Al’s form, tone, voice, appearance, or behavior creates discomfort,
confusion, mistrust, or perceived disrespect?

e Has the organization reviewed whether the Al form factor is appropriate for the cultural, geographic, legal,
customer, employee, and community context in which it will operate?

e Has the organization considered accessibility, language, disability, age, neurodiversity, and technology-confidence
differences in how people may experience the Al?

Reciprocal Al Participation in Hiring

Al will not enter hiring from only one side. Employers are already using Al to source candidates, screen applications,
summarize resumes, schedule interviews, conduct autonomous interviews, evaluate communication patterns, draft
outreach, compare applicants, and support hiring decisions. Candidates will respond in kind.

Candidates will use Al to identify roles, tailor resumes, prepare answers, practice interviews, write cover letters, analyze
job descriptions, compare employers, negotiate compensation, and eventually delegate parts of the process to personal

candidate agents.

That’s not an exception to the future of work; it’s the natural progression towards the future of work. If organizations use
Al to evaluate people, people will use Al to present themselves. If employers use recruiting agents, candidates will use
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career agents. If organizational HR agents conduct first-round interviews, personal candidate agents may eventually
prepare, coach, represent, or even participate in early-stage screening interactions.

The question is not whether Al will be used in hiring. The question is what responsible, truthful, and fair Al participation
should look like on both sides. A one-sided Al hiring system creates an imbalance. The employer gains speed, scale, scoring
power, pattern recognition, and automation leverage. The candidate remains expected to perform as though the process
is still entirely human, manual, and analog. That imbalance will not hold.

A responsible hiring system should recognize mutual Al participation while preserving authenticity, fairness, accessibility,
and human accountability.

Equivalent Evidence Standard

If an organization uses Al to screen, rank, summarize, or compare candidates, it should test whether the system can
recognize materially equivalent qualifications expressed in different but accurate language. Candidates should not have to
discover the machine’s preferred vocabulary before their real experience becomes visible.

Candidate Authenticity Standard

e The candidate should be allowed to use Al to prepare, organize, translate, clarify, practice, and present their
qualifications more effectively.

e The candidate should not use Al to fabricate experience, impersonate another person, falsify credentials, conceal
disqualifying facts, evade identity or licensing requirements, or bypass a valid assessment of skills required for the
role.

e A candidate’s Al-assisted application should still represent the candidate’s real experience, real judgment, real
qualifications, and real ability to perform or learn the work.

Employer Accountability Standard

e The employer should be allowed to use Al to improve consistency, reduce administrative burden, summarize
information, schedule efficiently, identify role-relevant patterns, and support better decision-making.

e The employer should not use Al to create opaque rejection systems, infer sensitive traits without justification,
screen people without meaningful review, deny reasonable accommodation, or hide accountability behind an
algorithm.

e An employer’s Al-assisted hiring process should still preserve transparency, human review, appeal or correction
pathways, accessibility, bias monitoring, and clear accountability for employment decisions.

Mutual Responsibility Standard

e Alin hiring should not become a contest between employer automation and candidate optimization. It should
become a more intelligent, more transparent, and more humane matching process.

e The future of hiring may eventually involve organizational HR agents interacting with personal candidate agents.
That possibility sounds strange only because the current hiring system still assumes humans are the only actors in
the process. But if work itself becomes hybrid, hiring will become hybrid too.

e The hiring process will need to evaluate not only what a person can do alone, but how they think, learn, judge,
collaborate, and perform in an Al-enabled work environment.

Employers may need to stop asking only whether candidates used Al and start asking better questions:

e Did the candidate use Al honestly?
e Does the output reflect their actual capability?
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e (Can the candidate explain, defend, and improve the work?
e Can they recognize when Al is wrong?

e Can they exercise judgment beyond the generated answer?
e Can they perform the role in the Al-enabled environment the organization is actually building?
e The same standard should apply to employers:

e Did the organization use Al transparently?

e  Was the process accessible?

o  Was the Al evaluated for fairness?

e  Could candidates correct inaccurate information?

e Did humans remain accountable for high-impact decisions?
e  Was Al used to improve judgment or avoid responsibility?

Hiring has always been a trust exchange. Al does not remove that trust exchange. It makes it more explicit. The
organizations that use Al responsibly in hiring will not demand that candidates remain analog while the company becomes
automated. They will define fair rules for mutual Al participation, disclose how Al is used, give candidates reasonable room
to use Al without misrepresentation, preserve human accountability for decisions, and assess the human capabilities that
still matter: judgment, integrity, adaptability, learning, communication, and context. The future of hiring is human
capability evaluated inside an Al-enabled world. That means both sides may increasingly use agents. And both sides will
need rules.

Operating Standard

Al-enabled hiring should not create one-sided automation power. If organizations use Al to source, screen, interview,
evaluate, or communicate with candidates, candidates should have reasonable rights to use Al to prepare, organize,
translate, clarify, practice, and present themselves, provided the use remains truthful, authentic, and role-relevant.
Employers remain accountable for transparency, accessibility, fairness, human review, correction pathways, and final
employment decisions.

[ Area | Candidate Responsibility Employer Responsibility

Use Al to prepare, organize, translate, Use Al to improve consistency, reduce
Al use clarify, practice, and present real burden, summarize information, and
qualifications. support better decisions.
Do not make opaque or unsupported
decisions that cannot be explained or
reviewed.
Assess role-relevant capability,

Do not fabricate credentials, work history,

U identity, or capability.

Be able to explain, defend, improve, and

Assessment . . judgment, authenticity, and work in
erform work submitted with Al support. ! L
P i the actual Al-enabled environment.
Use Al responsibly for communication, Preserve accommodation pathways
Accessibility translation, confidence, or accessibility and avoid treating reasonable Al

Accountability

Example

support where needed.

Remain accountable for the accuracy and
authenticity of submitted materials.

support as misconduct.

Remain accountable for final
employment decisions and candidate
correction pathways.

A company plans to introduce a synthetic Al presenter for employee training and customer education. Before launch,
leaders review whether the Al’s voice, appearance, name, tone, and behavior unintentionally signal that authority,
expertise, service, or technical competence belongs to only one demographic group.

The review includes HR, communications, legal, accessibility, employee representatives, customer experience, and brand
leadership. The company tests whether employees understand they are interacting with Al, whether the Al’s form feels
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respectful and inclusive, whether accessibility needs are supported, and whether a human escalation path exists for
confusion, discomfort, or mistrust.

The company then adjusts the Al’s form factor, disclosure language, voice options, representation strategy, and escalation
process before deployment.

Operating Standard
Before deploying Al with a visible, audible, embodied, or human-like identity, organizations should review whether the Al’s

form promotes inclusion, avoids stereotypes, supports accessibility, protects psychological safety, and reflects the diversity
of the people it serves and affects.

Review Cadence
Review before deployment, after employee or customer feedback, after complaints or trust concerns, whenever the Al’s

voice, appearance, persona, language, role, audience, or authority changes, and during annual Al governance, brand,
accessibility, and responsible transition reviews.
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Phase 12: Validate Individual Agents, Multi-Agent Orchestration, and Hybrid

Intelligence Work Systems

Objective

Validate that individual Al agents, multi-agent orchestration, and the complete Hybrid Intelligence Work System can
produce the intended trusted outcome safely, reliably, transparently, and within approved authority.

Standard

Validation should occur at three connected levels: the individual digital worker, the coordinated digital workforce, and the
complete Hybrid Intelligence Work System.

Validating individual agents is not the same as validating the system of actors working together. An individual Al agent may
perform well in isolation. It may answer accurately, follow instructions, escalate appropriately, and stay within its authority
during testing. That does not prove that multiple agents can coordinate safely, and successful multi-agent orchestration
does not prove that the broader Hybrid Intelligence Work System is healthy.

A technically successful workflow may still fail at the work-system level if human judgment is unclear, approvals create
bottlenecks, exceptions overwhelm employees, data sources conflict, vendors create dependencies, customer experience
deteriorates, hidden work grows, or no one owns the end-to-end outcome. Once multiple human and digital actors,
systems, data sources, vendors, approvals, and exceptions begin interacting, new risks emerge:

e One agent may pass incomplete context to another.

e Two agents may interpret the same instruction differently.

e A downstream agent may act on an upstream assumption without knowing it was uncertain.

o A workflow may appear successful while accountability becomes unclear.

e Small errors may compound across handoffs.

e Agents may optimize locally while weakening the overall outcome.

e A human may receive a final output without understanding what happened earlier in the chain.

e Human reviewers may become overloaded by exceptions, approvals, or correction work.

e Avendor, model, source, integration, or credential failure may interrupt the entire outcome.

e Atechnically accurate workflow may still damage trust, fairness, continuity, learning, or customer experience.

e Responsibility may become fragmented across teams even though one complete work system produces the
consequence.

Individual Agent Validation

Before an Al agent enters live work, leaders should test whether that agent can perform its assigned role safely and
consistently. Validation should include:

e Role understanding

e  Boundary compliance

e Accuracy

e Tone and communication quality

e  Escalation behavior

e Data permission limits

e  Prohibited actions

e Human override readiness

e Performance against expected scenarios
e Performance against edge cases
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Core question:

Can this agent perform its assigned role safely, accurately, and within authority?

Multi-Agent Orchestration Validation

Before multiple Al agents or actors operate together, leaders must test how the full system behaves across the entire
workflow. This includes human-to-Al, Al-to-Al, Al-to-human, and system-to-system handoffs. Orchestration validation
should include:

Handoff completeness
Context preservation
Authority transfer

State awareness

Exception routing
Escalation timing
Conflicting-agent behavior
Failure recovery

Audit trail continuity
Human visibility into the workflow
End-to-end outcome quality

Core question:

Can the full human-Al workflow produce the intended outcome safely, transparently, and with clear accountability?

Hybrid Intelligence Work System Validation

A Hybrid Intelligence Work System is broader than an Al agent or a group of coordinated agents. It is the complete
operating system through which humans, digital labor, software systems, data, vendors, workflows, approvals, handoffs,
exceptions, controls, and accountable decision-makers interact to produce an outcome.

Work-system validation should therefore test whether the entire arrangement performs responsibly, not merely whether
its digital components function as designed.

Validation should include:

Outcome integrity: Does the complete work system reliably produce the intended business, customer, employee,
or public outcome?

Human role clarity: Do people understand where human judgment, review, approval, escalation, relationship
responsibility, and final accountability remain?

Digital labor role clarity: Are agent roles, authority boundaries, permissions, sources, and prohibited actions
consistent with the approved design?

Handoff integrity: Does context, intent, authority, state, uncertainty, priority, rationale, and accountability survive
movement across humans, agents, systems, and vendors?

Decision-right clarity: Is it clear who may recommend, approve, act, override, restrict, pause, recover, or retire the
work system?

Source-of-truth integrity: Do humans and digital workers rely on governed, current, authoritative sources, with
clear rules when sources conflict or information is incomplete?

Exception capacity: Can the organization absorb the volume and complexity of cases that Al cannot safely resolve?
Human supervision capacity: Do managers and reviewers have enough time, skill, authority, and visibility to
supervise the system without creating hidden overload?
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e  Challenge and stop-work effectiveness: Can affected humans meaningfully question, pause, override, or escalate
work when trust, legality, fairness, safety, or quality is at risk?

e  Control effectiveness: Do approval gates, permission boundaries, audit trails, escalation rules, and fail-closed
mechanisms work under realistic conditions?

e Customer and employee experience: Does the system preserve trust, dignity, accessibility, relationship continuity,
and the experience of being understood where those factors matter?

e Hidden work and burden: Does automation genuinely reduce work, or does it transfer review, correction,
monitoring, emotional burden, or recovery work elsewhere?

e Dependency resilience: Can the work continue if a model, vendor, integration, tool, data source, credential, or
digital worker becomes unavailable, degraded, restricted, or untrusted?

e Human capability resilience: Does the organization retain enough knowledge and judgment to challenge, recover,
or temporarily operate the workflow without its normal digital labor layer?

e Auditability and reconstruction: Can leaders reconstruct material actions across agents, humans, tools, approvals,
sources, and systems without relying on anecdotal explanations?

e End-to-end accountability: Is one named human owner accountable for the performance, trust, learning,
continuity, and consequences of the complete Hybrid Intelligence Work System?

Core question: Can the complete Hybrid Intelligence Work System produce the intended outcome safely, reliably,
transparently, sustainably, and with clear human accountability, even when normal operating conditions break down?

A multi-agent system can pass orchestration testing while the Hybrid Intelligence Work System still fails. Technical
coordination does not prove that the surrounding human roles, controls, sources, vendors, exception capacity, customer
experience, continuity, or accountability model are fit for purpose.

Human Review as a Learning Artifact

Human review should leave an organizational learning artifact when the review reveals reusable judgment, not merely an
approval or rejection record. For material corrections, leaders should consider preserving the missed assumption, relevant
edge case, risk identified, reason the output was unacceptable, corrective principle, and implications for future testing,
human learning, and digital-worker calibration.

The purpose is not to capture every human correction or turn individual judgment into unquestioned policy. It is to
prevent valuable human reasoning from disappearing after the immediate work is completed. Captured judgment should
remain reviewable, attributable, challengeable, and subject to change as evidence and operating context evolve.

Operating Standard

Human oversight should function as both a control mechanism and an input to organizational learning.

Runtime Assurance and Behavioral Drift

Validation should not end at deployment. Agentic Al systems may change behavior when models are updated, prompts
are modified, tools are added, permissions change, vendor systems change, workflows expand, or agents begin interacting
with other agents. Responsible transition requires runtime assurance: ongoing evidence that the Al-enabled workflow
remains within authority, preserves handoff integrity, maintains auditability, and continues to produce trusted outcomes
under real operating conditions.

Runtime assurance should monitor:

e  Model, prompt, tool, vendor, and protocol changes

e Unexpected tool invocation or external system access

e  Cross-agent handoff failures or unexplained action chains
e  Permission boundary violations or attempted overreach
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e  Behavioral drift, recurring near misses, and unexplained quality changes
e Human override availability and evidence that overrides are honored
e Audit-trail continuity from model call to tool action to human approval

Hybrid Intelligence Runtime Assurance

Pre-deployment approval is a point-in-time decision. It reflects what the organization knew when the Al-enabled
work system was reviewed, validated, and approved. Once digital labor enters production, the operating
environment continues to change. Models change, policies change, sources change, vendors update systems,
employees develop workarounds, exception volumes shift, human review capacity changes, and agents may begin
interacting with other systems or agents that did not exist during the original assessment.

Hybrid Intelligence Runtime Assurance is the continuous process of collecting and evaluating technical, operational,
and human evidence to determine whether a Hybrid Intelligence Work System remains within its approved
operating conditions, and to trigger proportionate intervention when it does not.

Runtime assurance extends beyond model monitoring. A model can remain technically stable while the complete
work system becomes unreliable. The agent may still classify cases correctly while the human escalation queue loses
capacity. The agent may follow instructions while the source behind those instructions becomes stale. Individual
agents may remain inside their local boundaries while their combined delegations exceed the organization’s
intended authority. The system may produce faster responses while customer complaints, hidden work, or human
correction burden rises.

Approved Operating Envelope

An organization cannot determine whether a work system has drifted unless it first defines the conditions under
which the system is approved to operate. TRAIT should therefore require an Approved Operating Envelope for
material digital labor and Hybrid Intelligence Work Systems.

The Approved Operating Envelope should define:

e The work the digital labor is assigned to perform
e Permitted and prohibited actions

e Approved tools and systems

e Data-access limits

e Trusted sources and source-conflict rules
e Required human approvals

e Handoff requirements

e Escalation conditions

e Acceptable exception volume

e Human fallback capacity

e Performance ranges

e Fairness and human-impact expectations
e Evidence-retention requirements

e Continuity and recovery conditions

e Accountable human owner

e Circumstances that require reassessment

Some boundaries should be absolute. Other conditions should operate as evidence thresholds that require review.

For example, a hard transaction limit may block an action automatically, while a rising correction rate may require
investigation, added review, or narrower authority.
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The operating envelope should distinguish hard controls from review thresholds.
Operating Standard

Digital labor should not remain approved merely because it once passed governance review. Approval should remain
valid only while the live work system remains inside the conditions that justified approval.

Governance defines the approved conditions. Operation performs the work. Runtime assurance tests whether live
work remains consistent with those conditions and changes the operating state when it does not.

See also Continuous Improvement Operating Rhythm and Phase 13 monitoring metrics.

Observability, Monitoring, Assurance, and Control

Organizations often use observability, monitoring, assurance, and control as if they mean the same thing. TRAIT
should distinguish them.

Observability makes system activity and state visible. It may show which agent acted, which tool it called, which
source it used, which record it changed, and what result followed.

Monitoring compares selected signals with expected conditions. It may detect that correction rates increased, an
unauthorized tool was requested, a source became stale, or exception response times exceeded the target.

Assurance evaluates whether the available evidence supports continued confidence in the work system. It asks
whether observed behavior remains acceptable given the role, authority, risk, human consequences, and approved
operating conditions.

Control changes what the work system is permitted to do. It may block an action, require confirmation, add human
review, reduce authority, reroute work, pause a workflow stage, or move the system into recovery.

A company may possess excellent observability without meaningful assurance. It may log every tool call and still fail
to recognize that customer trust is declining, employees are performing hidden correction work, or escalation
capacity has been exhausted.

Operating Standard

A dashboard that can see the risk but cannot change the system provides monitoring, not control.

Eight Runtime Assurance Categories

The exact signals should vary by risk, industry, workflow, autonomy, and affected population. For material Hybrid
Intelligence Work Systems, TRAIT should begin with eight runtime assurance categories.

1. Authority Assurance. Whether digital labor remains within the authority it was granted, including prohibited-
action attempts, unauthorized tool calls, permission violations, abnormal privilege use, approval-bypass attempts,
unexpected redelegation, and actions outside the assigned role.

2. Source and Data Assurance. Whether the work system is still acting from information it is authorized to trust,
including source conflicts, outdated policies, unapproved data access, missing provenance, failed freshness
checks, restricted-source use, and material source changes without revalidation.

3. Handoff Assurance. Whether enough management intelligence survives when work moves across humans,
agents, systems, vendors, or organizations, including source references, next action, retained authority,
accountable owner, urgency, and recovery responsibility.
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4. Exception and Escalation Assurance. Whether the organization can still absorb what digital labor is creating,
including exception spikes, missed escalations, delayed human response, unresolved exception debt, repeated
fallback activation, and several agents routing work into the same constrained human queue.

5. Performance and Drift Assurance. Whether digital labor is still performing the role it was validated to perform,
including rising correction rates, repeated failure patterns, tone or behavior changes, output-quality
deterioration, hidden work, rework, and performance changes after model, policy, source, vendor, or workflow
updates.

6. Fairness and Human-Impact Assurance. Whether the work system is producing uneven or harmful consequences
for people, including complaint patterns, challenge activity, override patterns, accessibility failures, outcome
differences, Al-access disparities, employee reports of hidden work, and evidence that people have stopped
questioning the system.

7. Continuity Assurance. Whether work can continue when digital labor becomes unavailable, unreliable, or
untrusted, including human fallback availability, time required for human reentry, vendor and model
concentration, manual recovery capacity, retained human knowledge, and the ability to operate safely under
degraded conditions.

8. Evidence-Integrity Assurance. Whether the organization can reconstruct what happened, including complete
logs, trace records, approval records, identified agents, policy versions, source links, handoff receipts,
accountable owners, and retained evidence for audit, learning, correction, and recovery.

Operating Standard

Runtime assurance should evaluate the operating system that forms around the Al, not only the Al component.

Multi-Agent Runtime Assurance

Multi-agent systems make runtime assurance more important because the failure may not live inside any individual
component. One agent may delegate within its apparent authority.

A second agent may interpret the task too broadly. A third agent may act from stale context. Each local action may appear
plausible while the combined outcome exceeds the original mandate.

Multi-agent assurance should examine what happens between agents, including:

e Delegation depth

e Repeated loop count

e Duplicate-action frequency

e Cross-agent disagreement

e  Authority-propagation anomalies

e Context loss between transfers

e Unresolved state divergence

e Cascading correction rates

e Several agents independently creating work for the same human queue

These are emerging operating indicators and should be treated as doctrine candidates until tested in practice.

The underlying principle is stronger: an individual agent can remain within its local boundary while the system created by
several agents moves outside the organization’s intended boundary.

Runtime Response States

Assurance signals should change the operating state when evidence shows that approved conditions may no longer hold.
Telemetry has limited value when every signal ends in a dashboard.
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TRAIT should use proportionate runtime response states:
Observe - Warn - Require Confirmation - Add Human Review -> Restrict or Reroute - Pause - Escalate - Recover

This should not be treated as a rigid sequence. A low-consequence anomaly may move from observation to warning. A
source conflict may require confirmation or a second source.

A sustained increase in human corrections may add review and narrow authority. A suspected privacy breach may require
immediate pause and escalation. A financial action outside an absolute limit should be blocked before execution.

The response should depend on consequence, confidence in the signal, reversibility, affected people, authority involved,
potential for harm to scale, and availability of a safe fallback.

Operating Standard

Runtime assurance should not only detect changing conditions. It should define who can change the operating state and
what evidence is required before authority returns.

Hybrid Intelligence Circuit Breaker

A Hybrid Intelligence Circuit Breaker is a predefined technical or operational control that restricts, reroutes, pauses, or
reduces digital authority when observable conditions exceed an approved threshold.

A circuit breaker does not always shut down the entire system. It may:

e  block one tool call

e prevent one transaction

® require a second source

e return the agent from execution to recommendation

e require human approval

e stop new intake

e reroute work to another queue

e restrict one agent while allowing the rest of the workflow to continue
e move the system into manual recovery

Some circuit breakers can be deterministic. Others require human interpretation. A transaction above an approved limit
may be blocked automatically.

A rising correction rate after a model update may require review, reduced autonomy, comparison with the prior model,
and investigation of whether the problem involves the model, source, instruction, handoff, or changed customer behavior.

Operating Standard

Capability expansion should be matched by containment capacity. Digital labor should not become more capable faster
than the organization can observe, constrain, challenge, recover, and retire it.

Autonomy Should Move with Evidence
Autonomy should not remain fixed simply because it was approved once.

Authority should expand only when evidence supports expansion, and it should contract when performance, handoff
quality, escalation behavior, trust, auditability, continuity, or human-impact evidence deteriorates.
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If evidence remains strong, the organization may continue the current authority or consider a narrowly defined expansion.
If evidence weakens, the system may require tighter review, narrower tool access, reduced transaction limits, fewer
eligible cases, changed handoff rules, restricted delegation, a return from execution to recommendation, temporary
suspension, or retirement from the workflow.

The system should not regain authority merely because the incident has ended. Recovery should include evidence that the
cause is understood, affected records or outcomes were reviewed, relevant controls were corrected, the system was
retested, the human owner approved resumption, and the operating envelope remains appropriate.

Operating Standard

A recovered system may resume with less authority than it had before the event.

Runtime Assurance Risks
Runtime assurance can create new risks if it is poorly designed. TRAIT should pressure-test the assurance layer itself:

e Alert overload: The system produces more signals than managers and specialists can examine.

e False assurance: Complete logs create confidence even when the wrong conditions are being measured.

e  Workplace surveillance: Human-impact telemetry is repurposed into employee surveillance or individual
performance judgment without appropriate purpose, access, interpretation, retention, or protection.

e  Brittle thresholds: Poor thresholds block legitimate work, overreact to normal variation, or create repeated
oscillation between operating states.

e Vendor opacity: The organization lacks enough information about model changes, tool use, data handling, trace
evidence, or downstream dependencies to govern its own work system.

e Assurance-layer failure: The monitoring, policy, or control system becomes unavailable, compromised,
misconfigured, or wrong.

e Cost and latency: The assurance burden makes low-risk automation unnecessarily expensive or slow.

e Self-auditing dependency: The Al system becomes the sole authority declaring its own behavior acceptable.

Operating Standard

The assurance burden should increase with consequence, autonomy, data sensitivity, affected population, reversibility,
and recovery difficulty.

Runtime Evidence and Traceability Standard

Runtime assurance should preserve the operational evidence needed to reconstruct a material Al action.

For consequential work, the organization should be able to inspect which model, prompt source, context package,
scenario recognition, confidence level, candidate scenario, tool invocation, handoff, consent gate, human approval, and
source trail shaped the action.

This does not require exposing private chain-of-thought.

It requires production-grade decision evidence: scenario match, confidence, candidates considered, prompt source,
prompt hash, content slots, selected action, gate outcome, linked conversation or thread, and audit receipts.

Operating Standard

Decision visibility should expose operational evidence, not hidden model reasoning. Leaders need enough evidence to
govern the work system without pretending to read the model's mind.
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Planning Standard

Organizations should not scale Hybrid Intelligence Work Systems based only on individual agent performance or successful
multi-agent orchestration. A digital worker may be ready for its role, and a digital workforce may coordinate successfully,
while the complete work system is still not ready for scale.

Before scaling, leaders should run end-to-end work-system simulations, test normal and degraded operating conditions,
review failure modes, validate handoff and escalation quality, confirm human supervision and exception capacity, test
stop-work and recovery mechanisms, and verify that accountable humans can understand, challenge, restrict, recover, and
improve the system when something goes wrong.

The harder lessons are simple:
An agent can pass the test while the workflow still fails.

Orchestration can pass while the work system fails.
Validation is complete only when the outcome-producing system can be governed as a whole.

Review Cadence
Validate before launch and before material scale. Revalidate after changes to agents, models, prompts, authority,
permissions, tools, data sources, vendors, integrations, handoffs, human roles, approval paths, affected stakeholders,

operating volume, or regulatory conditions.

Conduct additional work-system validation after material incidents, recurring near misses, trust failures, continuity events,
or evidence that the operating model is creating hidden human burden.
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Phase 13: Measure Trust, Performance, Fairness, and Transition Health

Objective

Measure whether Al is improving the system, not only whether it is faster or cheaper.

Standard

Speed tells leaders how fast work moved. Accuracy tells them whether the output was technically correct. Neither proves
that Al improved the business.

Organizations should measure whether Al improves the system. Better work may include:

e Higher-quality outcomes

e Lessrework

e Safer handoffs

e Stronger trust

e Better customer experience

e  More meaningful human contribution
e Clearer accountability

e Reduced burnout

e  Fairer outcomes

e Revenue captured or protected

e Time returned to higher-value work
e Lower hidden work burden

Al value should be measured as risk-adjusted value, not just gross savings. Leaders should account for review time, rework,
monitoring, hidden work, incidents, customer recovery, workforce disruption, and trust impact.

Potential Transition Metrics
Evidence-to-Capacity Principle: Validation establishes whether the work system can operate.

Measurement establishes whether it creates responsible value. Redeployment determines where human capability should
move. Continuity determines whether any remaining human capacity can responsibly be removed.

The following are potential transition metrics | have developed in my own work:

e Al equity and access fairness: whether access to Al tools, agents, data, training, workflow support, and
automation enablement is role-appropriate, transparent, and fair enough to avoid new power imbalances,
opportunity gaps, or unfair performance comparisons between more-augmented and less-augmented workers.

o Allabor cost ratio: Al operating cost compared with equivalent human labor cost.

e Customer expectation acceleration: evidence that instant Al response is creating expectations the rest of the
organization cannot consistently support.

o Digital Span of Control: Whether each responsible human owner has sufficient capacity to absorb the volume and
complexity of exceptions, escalations, handoffs, corrections, and recovery events created by the digital labor they
supervise.

e Emotional burden: whether automation concentrates more emotionally difficult exceptions on humans without
recovery time, recognition, training, or support.

e Hidden work cost: time spent reviewing, correcting, escalating, or recovering Al-generated work.

e Human labor value offset: hours saved multiplied by the average loaded hourly cost of the role or workflow
contributors.
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e Net capacity created: hours saved minus human review, correction, escalation, monitoring, and support time.

e Perception of being understood: whether customers, employees, candidates, or partners believe the
organization understands their situation, not only whether the system responded quickly.

e Recovery time after difficult exceptions: whether employees handling escalated, emotionally intense, or trust-
repair work have enough time and support to recover.

e Relationship continuity: whether customers, employees, candidates, or other affected parties continue to
experience consistent human care where the relationship matters.

e Revenue captured: revenue generated or protected through faster response, fewer missed opportunities, or
improved follow-up.

e Rework rate: percentage of Al outputs requiring human correction.

e Time returned: human hours saved based on task time reduction.

e Trust impact: employee and customer confidence, complaint trends, escalation quality, and adoption sentiment.

e Trust recovery: whether the organization can repair trust after Al confusion, escalation failure, poor tone,
incorrect action, or emotionally consequential interactions.

Transition Health Metrics
As digital labor matures, organizations should expand measurement beyond speed, savings, and accuracy.

Responsible transition requires a broader set of indicators that show whether Al is improving the work system or merely
shifting cost, risk, burden, or accountability elsewhere.

The following metrics form a transition-health dictionary. Organizations should not treat every metric as mandatory on day
one. Leaders should select the metrics that match the risk, autonomy, workforce impact, customer consequence,

regulatory exposure, and maturity of the Al-enabled work.

For board or executive reporting, these metrics can be rolled up into six domains: trust, performance, fairness, workforce
transition, resilience, and evidence quality.

For executive review, these detailed measures should be summarized into a small number of roll-up indicators so leaders
can see where the transition is healthy, where it is fragile, and where autonomy should be paused, restricted, expanded,

or retired.

Please refer to the following image for more information:
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TRANSITION HEALTH METRICS ROLL-UP

Six Domains of Sustainable Accountability
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Full metric dictionary in Phase 13 (Transition Health Metrics) ‘
and Phase 16 (Measurement & Reporting).

Accountability drift: Whether work, authority, evidence, or decision responsibility moves across humans, Al
systems, vendors, or external agents faster than ownership and recovery responsibilities are clarified.

Al adoption-to-redesign evidence integrity: Whether leaders distinguish Al access, Al adoption, work redesign,
workforce redesign, and organization redesign before making claims or decisions.

Al-enabled assessment validity: Whether assessments evaluate the human capabilities required in an Al-enabled
work environment, including judgment, explanation, critique, learning, and appropriate Al use.

Al fluency and enablement fairness: Whether employees have the training, confidence, support, tools, and role-
specific guidance needed to use Al effectively and fairly.

Al literacy asymmetry: Whether performance gaps are emerging because some employees, managers, teams, or
regions understand Al significantly better than others.

Al transition debt: Whether the organization is accumulating hidden work, rework, trust erosion, role overload,
poor source discipline, or unmanaged continuity exposure by deploying faster than the work system can absorb.
Apprenticeship preservation: Whether Al-enabled work redesign protects or replaces the developmental
experiences required to build future human expertise.
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Approved operating envelope integrity: Whether the organization has defined and maintained the approved
operating conditions under which material digital labor may operate.

Authority assurance: Whether digital labor remains within permitted roles, tools, actions, approvals, and
authority boundaries.

Autonomy contraction readiness: Whether the organization has evidence thresholds, authority, and operating
procedures for pausing, restricting, rolling back, or retiring Al autonomy when performance, trust, legal, labor,
continuity, or governance conditions deteriorate.

Bounded manager authority: Whether managers responsible for Al-enabled outcomes have the authority to
require human review, restrict autonomy, reroute work, trigger incident review, and escalate structural problems.
Candidate Al participation fairness: Whether candidates are given clear, reasonable, and accessible rules for
using Al in the hiring process without being unfairly disadvantaged against employer Al systems.

Candidate authenticity controls: Whether the organization distinguishes between responsible Al-assisted
preparation and misrepresentation, impersonation, credential fabrication, or assessment evasion.

Candidate correction and appeal pathway: Whether candidates can correct inaccurate Al-generated information,
challenge automated conclusions, or request meaningful human review when appropriate.

Circuit breaker readiness: Whether technical or operational controls can block, restrict, reroute, pause, or reduce
digital authority when thresholds are exceeded.

Claims accuracy: Whether public or internal claims about Al performance, savings, safety, fairness, or workforce
impact can be substantiated.

Co-governance readiness: Whether Al-enabled work affecting represented workers has been reviewed through
the applicable bargaining, consultation, notice, grievance, works-council, or labor-management process.
Connective capacity: Whether Al-enabled work preserves or expands meaningful human connection, trust repair,
relationship continuity, and the experience of being understood.

Cyber and adversarial exposure: Whether Al-enabled workflows create new vulnerabilities to prompt injection,
data leakage, model manipulation, social engineering, unauthorized actions, or adversarial use.

Day One control state: Whether each material inherited Al-enabled work system has a declared state such as
continue, monitor, restrict, isolate, remediate, replace, redesign, or retire.

Decision latency: Whether approval gates, human review, legal review, compliance review, or system limitations
create speed collisions with Al-enabled workflows.

Digital operating culture fit: Whether the acquired company’s Al-enabled workflows reflect compatible
assumptions about trust, escalation, authority, customer treatment, employee support, and acceptable error.
Digital workforce supervision capacity: Whether managers and employees have enough time, training, authority,
and tools to supervise digital workers effectively.

Emerging human work coverage: Whether the organization has identified the new human responsibilities
required by Al-enabled workflows.

Emerging work adoption: Whether newly defined human responsibilities are being performed consistently or
only described aspirationally.

Employer Al transparency: Whether candidates are informed when Al is used for sourcing, screening,
interviewing, ranking, communication, scheduling, or decision support.

Energy and infrastructure impact: Whether Al use increases compute demand, energy consumption,
infrastructure dependency, or operational fragility.

Evidence-integrity assurance: Whether the organization can reconstruct what happened through complete logs,
traces, approvals, policy versions, source records, handoff receipts, and accountable owners.

Exception and escalation assurance: Whether the organization can absorb the exceptions, escalations, fallback
work, and human decision burden created by digital labor.

Exception burden: The volume and complexity of cases that humans must handle because Al cannot resolve them
safely or appropriately.

External agent authority clarity: Whether external, personal, vendor, customer, candidate, or counterparty Al
agents have clear identity, delegated authority, evidence requirements, and accountable human or organizational
owners.

Future work pathway health: Whether the organization is creating credible pathways into Al-enabled human
roles, governance roles, trust roles, quality roles, and digital workforce management responsibilities.

Handoff flexibility: Whether handoff standards transfer enough intelligence to protect accountability without
creating unnecessary bottlenecks for low-risk work.
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Handoff integrity: Whether handoffs preserve the work state and management state required for the receiving
actor to assume responsibility.

Human judgment mobility: Whether human judgment is being moved to higher-value work rather than left
undefined after task automation.

Hybrid capacity retention: Whether the organization preserves the human and digital capabilities that jointly
produce the value acquired in the transaction.

Hybrid Intelligence manager operating rhythm: Whether responsible managers have a defined daily, incident-
based, and weekly cadence for reviewing readiness, exceptions, hidden work, incidents, autonomy state,
employee experience, customer experience, and work-system improvement.

Hybrid Intelligence span of control: Whether the manager’s combined responsibility for people, digital labor,
exception queues, handoffs, approvals, recovery, and customer or employee consequence remains absorbable.
Institutional dependence: Whether the organization becomes dependent on specific models, vendors, agents,
tools, protocols, or infrastructure in ways that weaken resilience or bargaining power.

Insurance and liability exposure: Whether Al-enabled work changes professional liability, employment practices
liability, cyber insurance, technology errors and omissions, directors and officers exposure, or contractual risk.
Inherited digital workforce visibility: Whether the organization can identify Al agents, embedded Al features,
automated workflows, vendor-managed digital services, shadow Al, scripts, APls, and Al-enabled work systems
inherited through a transaction.

Integration authority drift: Whether identity, data, credential, tool, system, or workflow integration expands
digital labor authority without an explicit governance decision.

Long-term work-system health: Whether the Hybrid Intelligence Work System remains reliable, resilient,
explainable, governable, and humanly sustainable over time.

Manager-to-work-system-owner escalation: Whether managers know which problems they can resolve locally
and which must move to the Hybrid Intelligence Work System Owner.

Minimum sufficient governance: Whether the governance structure is appropriately scaled to the organization’s
size, risk, autonomy level, workforce impact, customer consequence, and regulatory exposure.

Model and vendor dependency: The degree to which the organization depends on a specific model, vendor,
platform, workflow provider, or integration.

Model change impact: Whether model updates, vendor changes, prompt changes, system changes, or data-
source changes alter performance, risk, trust, or compliance.

Post-close work-system health: Whether the combined Hybrid Intelligence Work System continues to support the
deal thesis, customer outcome, human judgment, trust, continuity, and evidence quality after integration.
Post-deployment monitoring coverage: Whether functionality, operational, human factors, security, compliance,
and large-scale impact monitoring are in place after deployment.

Readiness-based autonomy: Whether autonomy expansion is supported by manager readiness, source discipline,
evidence quality, escalation capacity, fallback readiness, and trust signals.

Residual human capability: Whether the organization preserves enough human skill to operate critical workflows
during Al outages, vendor failure, cyber events, model degradation, or high-consequence exceptions to maintain
business continuity.

Role clarity for Al-enabled work: Whether emerging responsibilities have named owners, skill expectations,
performance standards, and escalation paths.

Role overload risk: Whether new Al-related responsibilities are being added to existing human roles without
time, authority, compensation, training, or support.

Runtime assurance coverage: Whether technical, operational, and human evidence is continuously evaluated to
determine whether a Hybrid Intelligence Work System remains inside approved operating conditions.
Second-order effects: Whether the Al initiative changes work pace, customer expectations, managerial attention,
professional identity, learning pathways, vendor dependence, or human discretion in ways leaders have not
governed.

Shadow Al exposure: Whether unauthorized Al use is creating unmanaged data risk, performance distortion,
hidden work, learning-pathway erosion, or unauthorized changes to how work is performed.

Source and data assurance: Whether digital labor continues to rely on approved, current, authorized, and
properly governed sources and data.

Stakeholder trust delta: Whether employees, customers, candidates, partners, regulators, or communities trust
the organization more or less after Al-enabled work is introduced.
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e Supervision load: The time and cognitive effort required for humans to monitor, review, correct, approve,
override, or escalate Al-enabled work.

e Sustainability and externalities: Whether Al-enabled work creates operational, human, economic, infrastructure,
environmental, or labor-market effects that should be measured before scale.

e Tribal knowledge discovery: Whether the organization has identified undocumented judgment, informal
workarounds, relationship memory, exception patterns, or frontline practices before Al autonomy is increased or
applied.

e Usable capacity delta: Whether reported Al productivity gains translate into usable human, customer,
operational, or business capacity after review, correction, exception handling, hidden work, and downstream
absorption are counted.

Runtime Assurance Metrics

Connected digital labor requires measurement beyond the original deployment test. Organizations should track whether
agentic workflows remain safe, accountable, and governed as models, prompts, tools, protocols, vendors, and connected
systems change.

e Protocol and tool change impact: Whether new or modified tools, APls, MCP servers, agent connections, data
sources, or workflow integrations change risk, quality, authority, or trust.

e Unexpected tool invocation: Whether an agent calls a tool, accesses a system, updates a record, or triggers a
downstream action outside the expected pathway.

e Cross-agent handoff failure: Whether context, authority, state, rationale, risk, or accountability is lost when work
moves between agents, systems, vendors, or humans.

e Permission boundary violation: Whether agents attempt to access data, systems, tools, functions, records, or
workflows beyond approved authority.

e Unexplained action chain: Whether leaders can reconstruct how an Al-enabled outcome occurred across model
calls, tool invocations, system updates, agent handoffs, and human approvals.

e Evidence freshness: Whether validation evidence, audit results, vendor documentation, model-change reviews,
and scorecard data remain current enough to support continued autonomy.

¢ Runtime assurance status: Whether the live Al-enabled workflow continues to operate within approved
authority, expected behavior, trust thresholds, and recovery requirements.

Operational Evidence and Runtime Governance Metrics

Material Hybrid Intelligence Work Systems should measure whether digital labor remains observable, bounded, and
recoverable during real operation. These metrics help leaders distinguish well-governed digital labor from fast but opaque
automation.

e Activity receipt completeness: Whether material decisions, handoffs, tool uses, consent outcomes, scheduled
runs, heartbeat wakes, and scenario proposals create visible, scoped receipts.

e Correlation traceability: Whether events can be linked across conversation, wake turn, peer thread, task, tool
call, consent gate, and workflow outcome.

e Consent gate effectiveness: Whether controlled outbound actions are passed, halted, failed closed, approved,
rejected, edited, regenerated, sent, failed, or expired with audit history.

e Context assembly health: Whether source context, identity slots, memory snapshots, decision guidance,
compaction, prompt source, and prompt hash are recorded or provable for material runs.

e Workspace boundary health: Whether workspace reads, writes, search, file creation, and cross-workspace
sharing remain scoped, authorized, and receipt-backed.

e Heartbeat and liveness health: Whether always-on agents record tick status, wake reasons, claimed work, ack or
requeue outcomes, scheduled-run receipts, and liveness signals.

e Agent-to-agent envelope integrity: Whether peer asks, replies, work handoffs, thread IDs, hop counts, expiry
rules, and bounded histories remain valid and loop-safe.
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e Human-gated learning quality: Whether new scenario proposals, playbook changes, learned behaviors, and
prompt or instruction updates remain inert until reviewed and approved.

2026 Hybrid Intelligence System Metrics

Here we have executive measures that show whether Al is improving the full Hybrid Intelligence Work System rather than
only increasing output speed:

e  Architecture proportionality: Whether the organization selected the least-agentic architecture capable of
producing the outcome responsibly.

e Manager readiness: Whether managers have the skill, time, authority, and tools to supervise the human-digital
work system.

e  Hybrid Intelligence Work System ownership: Whether each material Hybrid Intelligence Work System has a
named human owner accountable for outcomes, handoffs, evidence, learning, trust, and recovery.

e Continuity readiness: Whether the work can continue or degrade safely if the model, vendor, integration, tool,
source, protocol, or digital worker fails.

e Evidence quality: Whether claims about Al performance, savings, safety, fairness, autonomy, and workforce
impact are supported by the right evidence class.

e Judgment health: Whether human judgment is being developed, used, challenged, transferred, and protected as
Al changes the work.

e Source discipline health: Whether Al-enabled outputs and actions can be traced to trusted, current, governed
sources.

e Autonomy governance: Whether autonomy expands, contracts, pauses, or retires based on evidence rather than
enthusiasm.

e Organizational intelligence maturity: Whether Al-enabled dashboards improve sensing and decision support
without replacing leadership judgment.

e Equivalent evidence consistency: Whether an Al-enabled hiring process reaches materially similar conclusions
when the same qualified candidate profile is expressed using different but accurate terminology.

Operating Standard

If leaders cannot measure the burden Al creates, the trust it changes, the claims it makes, the dependencies it introduces,
and the human capability it displaces, they are not ready to judge the real value of digital labor.

Public and Internal Measurement

Metrics should be separated into public and internal layers.

Public-facing scorecards may show responsible commitments, governance categories, workforce transition principles,
training commitments, trust indicators, and progress signals. Internal scorecards should include more sensitive details such
as incident logs, risk tiers, vendor findings, security gaps, detailed Hybrid Intelligence Work Balance Scenarios, workflow

vulnerabilities, complaint trends, and audit results.

Public accountability should create trust without exposing sensitive workforce, security, legal, or operational details.

Example
A company tracks not only hours saved, but also customer satisfaction, complaint trends, human correction rates,

employee trust, handoff failures, escalation quality, redeployment outcomes, Al incidents, hidden work costs, and whether
Al-created work holds up over time.
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Review Cadence

Track monthly during rollout and quarterly after stabilization. Include results in the Al Transition Pledge scorecard and
annual workforce strategy review.
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Phase 14: Redeploy Human Capability & Judgment Before Reducing Human Capacity

Objective

Redeploy human capability, judgment, and emerging human work to where they create the most value before reducing
human capacity.

Standard

Redeployment should not simply move people into any available role. It should deliberately reposition human capability
and judgment where they create the most value in the new operating model. As Al absorbs tasks, human capability may
become more valuable in:

e Supervision

e  Exception handling

e  Customer trust

e  Workflow ownership

e Quality review

e Training

e Compliance

e  Escalation

e Digital performance management

This is where human judgment becomes a strategic asset rather than a displaced cost. Redeployment should be supported
by named roles, skill pathways, training resources, timelines, and accountable owners.

The goal is to move human judgment to where it creates the most value. That capability and judgment may move
upstream into workflow design, downstream into quality review, or across the Hybrid Intelligence Work System into Al
supervision, exception handling, customer trust, compliance, training, handoff management, or other emerging human
responsibilities.

Al adoption metrics should not be used as direct evidence for workforce reduction. Before reducing human capacity,
leaders should distinguish Al access, Al adoption, work redesign, workforce redesign, and organization redesign.

Each level requires different evidence. Usage, acceptance, or productivity metrics may show that Al is being used. They do
not, by themselves, prove that the remaining work is sustainable, that human judgment has moved responsibly, that
apprenticeships are protected, that managers can absorb the new burden, or that the organization can continue when
digital labor fails.

Emerging Human Work in Hybrid Intelligence Organizations

As digital labor enters real workflows, organizations should not assume that the only workforce question is which roles
may be reduced. Responsible transition also requires leaders to identify the new human work that becomes necessary
when people, Al agents, software systems, vendors, customers, and accountable decision-makers begin operating
together.

Many of these future roles will not be “Al jobs” in the narrow technical sense. They will be governance, coordination,
judgment, trust, learning, compliance, customer experience, and operational resilience roles that emerge because Al is
performing work. The future workforce will need people who can manage the conditions under which Al is allowed to
work. Examples of emerging human work may include:

e  Hybrid Intelligence Work System Owner. Owns the end-to-end outcome, decision rights, handoffs, exception
capacity, trust, continuity, learning, and accountability of a material Hybrid Intelligence Work System.
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e Hybrid Intelligence Manager. Runs the local operating rhythm for people, assigned digital labor, exceptions,
hidden work, escalation, and daily work-system improvement.

e  Hybrid Intelligence Workflow Architect. Designs how work moves across humans, digital labor, systems, vendors,
approvals, data sources, and accountable decision-makers.

e Hybrid Intelligence Work Redesign Lead. Decomposes roles and workflows into automation, augmentation,
judgment, relationship, learning, and continuity work before workforce decisions are made.

e  Hybrid Intelligence Handoff Integrity Lead. Designs, tests, and audits human-to-Al, Al-to-Al, Al-to-human,
system-to-system, vendor-to-organization, and cross-organizational handoffs.

e Hybrid Intelligence Runtime Assurance Lead. Defines operating envelopes, assurance signals, intervention
thresholds, circuit breakers, evidence retention, and autonomy contraction or recovery requirements.

e Hybrid Intelligence Source Discipline Lead. Maintains source-of-truth maps, provenance rules, source freshness,
conflict rules, restricted source boundaries, and evidence trails.

e  Hybrid Intelligence Trust and Transition Analyst. Measures employee trust, customer trust, hidden work, rework,
Al access fairness, escalation quality, handoff integrity, and transition health.

e Hybrid Intelligence Enablement Lead. Ensures workers and managers have role-specific Al training, support,
confidence, accessibility accommodations, language support, and non-punitive learning pathways.

e Hybrid Intelligence Incident Review Lead. Coordinates after-action reviews when Al failures, near misses,
handoff breakdowns, customer harm, employee harm, candidate harm, or trust failures occur.

e Hybrid Intelligence Representation and Experience Reviewer. Reviews how Al appears, sounds, behaves, and is
experienced by employees, customers, candidates, patients, students, citizens, or communities.

e  Hybrid Intelligence Vendor and Shared Accountability Manager. Manages accountability boundaries between
the organization and external digital labor providers, Al platforms, automation partners, consultants, managed
services, and data providers.

¢ Human Judgment and Capability Resilience Lead. Protects human judgment, apprenticeship pathways, human
capability reserves, fallback skills, and learning loops when Al absorbs routine or developmental work.

When Al begins performing work, humans must take on new responsibilities for supervision, judgment, trust, learning,
escalation, design, and accountability.

e Aresponsible transition does not ask: What jobs might Al reduce?
e It asks: What human work must now be created, protected, redesigned, or elevated because Al has entered the
workforce?

Operating Standard

Organizations should identify emerging human work before reducing human capacity. If Al changes the operating model,
leaders should define what new human responsibilities are required, who owns them, what skills they require, how they
will be measured, and whether they belong in new roles, existing roles, fractional roles, or external support models.

Emerging Human Work Why It Emerges Where It Fits

Material Al-enabled work needs an accountable human
Hybrid Intelligence Work  owner for the end-to-end outcome, decision rights,
System Owner handoffs, exception capacity, trust, continuity, learning,
and accountability.

Executive leadership, business
unit leadership, operations,
transformation

Managers need a daily, incident-based, and weekly
Hybrid Intelligence operating rhythm for people, assigned digital labor,
Manager exceptions, hidden work, escalation, and local work-
system improvement.

Operations, HR service delivery,
customer operations, business
unit management

. . Work must be designed across humans, digital labor, Operations, transformation,
Hybrid Intelligence .
. systems, vendors, approvals, data sources, and process excellence, service

Workflow Architect e .

accountable decision-makers. design

Roles and workflows must be decomposed into
Hybrid Intelligence Work  automation, augmentation, judgment, relationship, HR, workforce strategy,
Redesign Lead learning, and continuity work before workforce decisions operations, transformation

are made.
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Emerging Human Work

Hybrid Intelligence Digital
Labor Onboarding Lead

Hybrid Intelligence Handoff
Integrity Lead

Hybrid Intelligence
Runtime Assurance Lead

Hybrid Intelligence Source
Discipline Lead

Hybrid Intelligence Trust
and Transition Analyst

Hybrid Intelligence
Enablement Lead

Hybrid Intelligence Incident
Review Lead

Hybrid Intelligence
Representation and
Experience Reviewer
Hybrid Intelligence Vendor
and Shared Accountability
Manager

Human Judgment and
Capability Resilience Lead
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Why It Emerges

Al agents and digital workers need role charters,
approved sources, authority limits, escalation rules,
operating boundaries, and review cadences before they
are trusted.

Al multiplies handoffs across humans, agents, systems,
vendors, and organizations, increasing the risk that
context, authority, and accountability are lost.

Material digital labor needs operating envelopes,
assurance signals, intervention thresholds, circuit
breakers, evidence retention, and autonomy contraction
or recovery rules.

Al-enabled work depends on trusted sources, source
freshness, provenance, conflict rules, restricted-source
boundaries, and evidence trails.

Leaders need to measure trust, hidden work, rework, Al
access fairness, escalation quality, handoff integrity, and
transition health.

Access to Al is not the same as readiness to benefit from
Al. Workers and managers need role-specific training,
support, confidence, accessibility, and non-punitive
learning pathways.

Al failures, near misses, handoff breakdowns, trust
failures, and human-impact issues require after-action
learning and control correction.

Al form factors, tone, language, appearance, and behavior

can affect trust, dignity, accessibility, psychological safety,
and stakeholder experience.

Digital Labor-as-a-Service, Al platforms, managed services,

external agents, automation partners, and data providers
create shared accountability boundaries.
Al may remove the work that once built future judgment,

apprenticeship, fallback skill, and human capability
reserves.

Where It Fits

HR, IT, operations, Al
governance, platform ownership

Operations, customer
experience, compliance, risk

Risk, compliance, security,
operations, Al governance

Data governance, knowledge
management, legal, compliance,
operations

HR analytics, people analytics,
risk, customer experience

L&D, HR, change management,
business enablement

Risk, compliance, operations,
legal, customer experience

HR, customer experience,
accessibility, communications,
DEI

Procurement, legal, IT, risk,
vendor management

L&D, workforce planning, talent
strategy, operations continuity

Capacity Removal Gate: Human capacity should not be permanently removed until Phase 15 continuity, recovery, and
Human Capability Reserve requirements have been satisfied and tested against the real Hybrid Intelligence Work System.

Example

An administrative employee whose scheduling and status-update tasks are automated may move into Al quality review,
client experience follow-up, workflow coordination, exception handling, training the Al with better examples, or
monitoring whether Al-generated work protects customer trust.

Review Cadence

Review before any workforce reduction decision. Reassess redeployment outcomes at 30, 60, and 90 days, then during
talent review, succession planning, and workforce planning cycles.
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Phase 15: Maintain Human Capability Resilience and Hybrid Intelligence Continuity

Objective

Ensure the organization does not become operationally dependent on digital labor faster than it can supervise, challenge,
recover, restrict, or temporarily replace that digital labor when needed.

Standard

Digital labor should not become more operationally critical than the organization’s ability to supervise, challenge, recover,
restrict, replace, or continue the work system responsibly.

Organizations should maintain a Human Capability Reserve for material Hybrid Intelligence Work Systems. This reserve is
not idle headcount. It is the documented and exercised capacity of people to understand, supervise, challenge, recover,
and temporarily operate critical workflows if digital labor becomes unavailable, degraded, restricted, compromised, or
untrusted.

Why It Matters
Digital labor can create speed, consistency, coverage, and scale. It can also create dependency.

If people stop practicing the underlying work, if standard operating procedures live only inside prompts or vendor
configurations, or if no one can manually operate the workflow during degradation, the organization has converted
efficiency into fragility.

Continuity Before Capacity Removal

Before removing human capacity because digital labor can perform the work, the organization should prove that the work
can continue, recover, and remain accountable if digital labor fails, degrades, becomes restricted, or loses stakeholder
trust. Continuity readiness should include:

e Dependency map for models, vendors, integrations, sources, tools, credentials, and human owners

e Fallback workflow for Al outage, model degradation, vendor failure, cyber event, protocol failure, or regulatory
restriction

e Residual human capability review for high-consequence judgment, rare exceptions, customer recovery, and
manual operation

e Degradation rehearsal or readiness drill before permanent capacity removal

e Decision record showing whether Al-created capacity is being reinvested, redeployed, or converted into labor
reduction

Capacity should not be removed until continuity, recovery, and human-capability readiness have been tested against the
real work system.

Operating Standard
Human capability must remain recoverable. The organization does not need humans in every loop at every moment, but it

must know where humans can re-enter the loop, how quickly they can do so, what knowledge they need, what authority
they hold, and how the work system will continue during failure, restriction, or loss of trust.
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Required Artifacts

Artifact

Human Capability Reserve Plan
Hybrid Intelligence Continuity Drill
Skill Atrophy Review

Human Recovery Pathway
Institutional Memory Register

Continuity Decision Record

Suggested Metrics

Metric
Skill Atrophy Index

Human Recovery Time

Institutional Memory Depth
Human Capability Reserve

Continuity Drill Pass Rate
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Purpose

Identifies the human judgment, manual capability, and institutional knowledge that must
remain active

Tests whether the work system can operate during digital labor degradation or shutdown

Measures whether humans still know how to perform, supervise, or challenge the underlying
work

Documents how humans reclaim work, authority, sources, queues, and exceptions

Confirms that critical workflow knowledge exists outside model behavior, prompt history, or
vendor systems

States whether the system should continue, expand, restrict, redesign, pause, or retire

Question

How long since a qualified human manually performed or fully reconstructed the
workflow?

How quickly can a human team safely take over the work?
Is the workflow knowledge documented outside the Al system?

Is there enough trained human capacity to sustain critical operations at a reduced
but acceptable level?

Did the work system pass its last fallback or manual recovery exercise?

Residual Human Judgment Coverage Are the judgment points required for safe recovery still assigned to capable people?

Human Capability Must Remain Recoverable

Digital labor may execute work, but the organization should preserve enough human knowledge, judgment, and fallback
capability to continue, recover, or responsibly shut down the work system when digital labor fails, changes, loses trust, or

becomes unavailable.

This complements the existing Field Manual standard that leaders should prove continuity before removing capacity. The
manual already states that current digital performance is not enough evidence to eliminate the human capability needed

during degradation or failure.

Hybrid Intelligence Continuity Exercise

A scheduled or controlled exercise where a material Al-enabled workflow is partially or fully operated without its normal

digital labor layer.

The exercise should test:

e whether humans can access raw queues, source data, and workflow records;

e whether employees understand the underlying process;

e whether handoffs can continue without the agent;

e whether exceptions can be triaged manually;

e whether customers, employees, candidates, or stakeholders can still be served;
e whether SOPs are human-readable and current;

e whether the organization can resume digital labor safely after recovery.
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Phase 16: Report Al Transition Accountability and Impact

Objective

Convert responsible Al transition measurement into accountable reporting that builds trust with employees, customers,
job candidates, partners, investors, regulators, communities, and other affected stakeholders.

Standard

Organizations should not treat Al transition measurement as an internal dashboard only. If Al is changing how work is
performed, supervised, staffed, evaluated, experienced, or governed, leaders should determine what information should
be reported publicly and what information should remain internal for management, legal, security, workforce, or
operational reasons.

The Al Transition Scorecard or Impact Report should help stakeholders understand how the organization is introducing
digital labor, what safeguards are in place, what progress has been made, what risks are being monitored, and what still
requires attention.

Public reporting should be transparent enough to build confidence without exposing sensitive workforce, legal, vendor,
cybersecurity, privacy, or operational details. Over time, the Al Transition Scorecard can become a new market green flag
for consumers, employees, job candidates, partners, investors, and top human talent. The strongest organizations will use
the scorecard not only to prove Al activity, but to show responsible Al maturity.

Public-Facing Scorecard Categories
A public-facing Al Transition Scorecard or Impact Report may include:

e Al Transition Pledge commitments

e Governance structure

e Al governance council or accountable owner

e Workforce transition principles

e Human oversight commitments

e Employee training and Al literacy commitments

e Responsible redeployment principles

e Human challenge and stop-work rights

e Broad trust and accountability indicators

e Responsible vendor and data-use principles

e Accessibility, inclusion, and Al representation commitments
e Al equity and access fairness commitments

e  Progress against responsible transition milestones

e General lessons learned and planned improvements

Internal Scorecard Categories
An internal Al Transition Scorecard should include more detailed operating intelligence, such as:

e Detailed Hybrid Intelligence work balance scenarios

e Transition caps

e  Use-case risk tiers

e Autonomy levels and approved autonomy boundaries
e Alincident logs
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e Handoff failures

e Human override events

e Hidden work burden

e Human rework burden

e Employee trust and sentiment trends

e  Customer complaint trends

e Representation or form-factor concerns

e Al equity and access fairness indicators

e Vendor findings

e  Security gaps

e  Privacy or compliance concerns

e  Audit findings

o  Workflow vulnerabilities

e Detailed workforce impact by role, team, function, or geography
e Al autonomy readiness decisions

e Decommissioning or retirement triggers

e  Human capability resilience and continuity

Market Trust Standard
The public scorecard should help the market answer a simple question:
e Is this organization adopting Al in a way that people can trust?
For customers, it may signal that Al is being used transparently and responsibly.

For employees, it may signal that Al is being introduced with voice, oversight, redeployment consideration, learning
pathways, and challenge rights.

For job candidates and top human talent, it may signal that the organization understands the future of work and is not
using Al as a silent displacement strategy.

For investors and partners, it may signal that Al-enabled productivity is being pursued with governance, resilience,
reputational discipline, and long-term operating maturity.

For regulators and public-sector stakeholders, it may show that the organization is not waiting for external enforcement
before adopting responsible standards.

Example

A company publishes an annual Al Transition Impact Report modeled after the discipline of ESG, DEI, climate, safety, or
corporate responsibility reporting.

The public version includes Al Transition Pledge commitments, governance structure, workforce transition principles,
human oversight commitments, training efforts, responsible redeployment principles, Al equity commitments,
representation and accessibility principles, and progress against transition milestones.

The internal version remains more detailed and includes risk-tier classifications, incident logs, audit findings, vendor issues,
human rework burden, hidden work cost, handoff failures, workforce impact by role or function, employee trust trends,

customer complaints, form-factor concerns, and autonomy-readiness decisions.

The public report builds trust. The internal scorecard guides management action.
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Reporting Standard

Organizations should separate public accountability from sensitive internal operating intelligence. The goal is to be
transparent enough to earn trust without exposing confidential workforce, security, legal, vendor, privacy, or operational
details. Reporting should be honest about progress and limitations. It should not become reputation cover for Al-enabled
workforce decisions that were already made without responsible review.

Claims Substantiation and Public Trust Controls

Organizations should create a claims substantiation process before making public or internal claims about Al capability,
productivity, workforce impact, safety, savings, fairness, reliability, autonomy, or trust. Al-related claims may appear in
marketing materials, sales decks, investor updates, recruiting messages, customer communications, employee
announcements, board materials, vendor proposals, procurement documents, and public scorecards. Unsubstantiated Al
claims create trust, legal, reputational, regulatory, and operational risk. A responsible claims process should verify:

e What claim is being made

e Who approved the claim

e What evidence supports it

e  Whether the evidence is current

e  Whether the claim depends on specific conditions

e Whether results vary by workflow, customer, region, role, or use case

e Whether human review, hidden work, rework, monitoring, or escalation time is included

e  Whether the claim could mislead employees, customers, investors, regulators, or the public
e Whether the claim should be revised, qualified, delayed, or removed

Examples of claims requiring substantiation include:

e Al saves 40 percent of labor cost

e This agent replaces a full-time employee

e  Our Al is unbiased

e  Our Al is fully autonomous

e Our Al eliminates human error

e Our Al handles customer service safely

e No jobs will be affected

e Employees are being redeployed responsibly

e The organization is Al-ready

e The organization is using digital labor responsibly

Operating Standard

A public Al Transition Scorecard or Impact Report should reflect measurable commitments, honest limitations, meaningful
governance, and evidence that the organization is managing digital labor responsibly.

Review Cadence
Review the internal scorecard monthly during active implementation and quarterly after stabilization. Publish a public Al

Transition Scorecard or Impact Report annually, or more often when major Al-enabled workforce changes, high-risk use
cases, incidents, public commitments, or regulatory obligations require additional transparency.
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Cross-Framework Unintended Consequences Review

Purpose

This review is not a sequential phase. It should be applied before material scale, autonomy expansion, workforce redesign,
or capacity removal, and revisited after significant changes.

A responsible Al transition cannot predict every consequence. It can, however, create enough governance, human

judgment, and review capacity to notice consequences before they become failures. Before scaling digital labor, leaders
should review whether the Al transition may unintentionally weaken the systems the organization depends on.

Review Areas
1. Customer Expectation Acceleration

e Could Al create customer expectations the organization cannot consistently satisfy?
People have always been wired for speed and convenience. When Al satisfies customer needs in milliseconds,
expectations may reset quickly. If the front end becomes instant while fulfillment, approval, compliance review, or human
escalation remains slow, the experience may feel broken even when the organization has technically improved. Leaders
should ask whether they are redesigning the whole service experience or only making the first response faster.
2. Demand-Side Economic Risk

e  Could workforce reduction weaken customer demand, community trust, or market stability?
Al savings inside the business may create costs outside the business if displaced workers reduce purchasing power, local
economic stability, or long-term customer confidence. The Al Layoff Trap is not only a company-level risk. At scale, it
becomes a market-level risk.
3. Apprenticeship Collapse

e Could Al remove the entry-level work that builds future human judgment?

If Al takes over the work that once trained people, leaders must design new learning pathways before the future talent
pipeline weakens.

4. Hidden Work and False Productivity

e Does Al create review, correction, escalation, monitoring, or recovery work elsewhere?
Al may reduce visible task time while increasing invisible human work in another part of the system.
5. Trust Collapse from One Bad Failure

o  What happens if this Al workflow fails publicly?

A single visible failure can damage confidence in the entire Al program if leaders cannot explain what happened, protect
affected people, correct the system, and restore trust.

6. Power Imbalance From Unequal Al Access

e Does unequal Al access create new performance, status, or opportunity gaps?
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Al access may become a power multiplier. Employees with stronger Al tools, better agents, richer data access, or more
automation support may outperform equally capable peers who were never given the same digital leverage. Leaders
should review whether Al access is role-appropriate, transparent, and fair enough to avoid distorted performance
comparisons or new power imbalances.

This may become a workplace equity issue before it becomes a formal legal one. If access to Al is controlled only by those
who already hold organizational power, Al may quietly widen the gap between those who can compound their capability
and those who cannot.

7. Managerial Adaptation Gap

e Are managers prepared to supervise humans, systems, and Al agents together?

Al may expose a leadership gap before it exposes a technology gap. Hybrid Intelligence Leadership will need to be studied
and developed.

8. Human Meaning and Identity Loss
e What identity, dignity, usefulness, or status might this change disrupt?

People receive Al psychologically before they receive it operationally. Leaders should understand how role changes may
affect belonging, pride, mastery, and trust.

9. Dependency and Resilience Risk
e Which capabilities must remain human-owned even if Al can outperform humans?

Organizations should preserve enough human capability to remain resilient during outages, vendor failures, cybersecurity
events, model failures, regulatory changes, and high-consequence exceptions.

10. Digital Labor Classification Gap
e Are we clear whether this Al is a tool, assistant, agent, digital worker, or digital employee?

Digital labor is not a legal employment category yet. It is an operational category for Al systems that perform work
requiring supervision, governance, and accountability.

11. Externalized Social Cost
e Are we shifting costs onto workers, customers, communities, public systems, schools, or future talent pipelines?

Leaders should evaluate whether the business case captures the full cost of transition or only the savings inside the
organization.

12. Latency Mismatch and Infrastructure Drag

e Could fast Al collide with slow infrastructure, weak connectivity, legacy systems, human approvals, or outdated
workflows?

When agentic Al moves faster than the environment around it, the organization may experience retry loops, duplicated
work, premature escalation, customer frustration, employee overload, or broken handoffs.

Leaders should evaluate whether the workflow, infrastructure, service levels, and support model can keep pace with the
Al-enabled work.

Key operational question: Are we designing the operating model to match Al speed, or are we attaching fast intelligence
to slow infrastructure?
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13. Representation, Diversity, And Psychological Safety in Al Form Factors
e Could Al avatars, voice agents, synthetic presenters, embodied assistants, digital coworkers, or physical Al
unintentionally reinforce narrow assumptions about who belongs, who leads, who serves, who is technical, who is
authoritative, or who performs certain kinds of work?
As Al becomes more visible and human-like inside organizations, leaders should consider not only what Al does, but how
Al appears, sounds, moves, and is experienced by employees, customers, candidates, patients, students, or citizens. Al
should not default to a single demographic, accent, gender expression, age range, body type, cultural style, or professional

identity unless there is a clear, justified, and context-specific reason.

Poorly designed Al representation may create discomfort, mistrust, stereotyping, exclusion, status anxiety, or the
perception that certain groups are being digitized into service roles while others remain associated with authority.

Leaders should review whether Al representation reflects the diversity of the workforce, customer base, and communities
affected by the technology. They should also consider whether employees have a voice before Al avatars, voice agents, or
embodied systems are introduced into their work environment.

14. Al Fluency and Enablement Fairness

e Do employees have not only access to Al, but the training, confidence, support, and role-specific enablement
needed to use Al effectively?

Al access is not the same as Al readiness. Employees may technically have access to Al tools while lacking the practical
ability, confidence, context, manager support, language support, accessibility support, or cognitive bandwidth to use them
well. This can create unfair performance comparisons between employees who are Al-enabled and employees who are
merely Al-exposed.
15. Supervision Load and Cognitive Burden

e Does Al create a new layer of monitoring, approval, correction, escalation, and emotional labor for humans?
Al may reduce task time while increasing the cognitive burden placed on supervisors, managers, reviewers, and frontline
employees. Leaders should measure whether Al is truly reducing work or simply moving invisible work to humans
responsible for oversight.

16. Vendor and Model Concentration Risk

e |s the organization becoming dependent on one model, vendor, platform, cloud provider, integration, or Al service
provider?

A digital labor strategy can become fragile if critical workflows depend on a single provider or model family. Leaders
should evaluate exit options, portability, continuity planning, audit rights, pricing exposure, and the operational impact of
vendor failure or model changes.

17. Cyber, Adversarial, and Misuse Risk

e  Could Al-enabled workflows be manipulated, attacked, impersonated, misused, or redirected?

Agentic systems may create new risk surfaces, including prompt injection, data exfiltration, social engineering, tool misuse,
unauthorized workflow actions, synthetic identity abuse, and malicious automation.

Controls should reflect the fact that Al is not only a productivity tool, but also a potential attack surface.
18. Board, Fiduciary, and Executive Accountability Risk
e Has leadership defined board-level and executive accountability for Al-enabled workforce transformation?
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As Al affects cost structures, workforce models, customer trust, data risk, compliance, cyber exposure, and reputation,
governance may become a board-level responsibility.

Leaders should clarify what the board sees, how often it reviews Al transition risk, and how Al-enabled workforce decisions
are documented.

19. Insurance and Liability Exposure

e Does digital labor change the organization’s liability profile?
Al-enabled work may affect cyber coverage, technology errors and omissions, employment practices liability, professional
liability, directors and officers exposure, contractual indemnities, customer harm, and vendor accountability. Leaders
should review whether insurance, contracts, and risk transfer mechanisms match the Al operating model.

20. Energy, Infrastructure, and Environmental Burden

e Does Al adoption increase compute demand, energy consumption, infrastructure dependence, or environmental
exposure?

Responsible Al transition should account for the physical infrastructure behind digital labor. Leaders should evaluate
whether Al scaling creates new energy, resilience, cost, vendor, or sustainability considerations.

21. Capital Market and Investor Narrative Risk
e Are Al productivity claims being interpreted by investors, lenders, boards, or markets as guaranteed savings?

Leaders should avoid overstating Al-enabled margin expansion, headcount efficiency, or productivity gains before hidden
work, rework, trust impact, regulatory exposure, vendor costs, and transition burden are understood.

22. Pledge Misuse and Moral Hazard

e Could the Al Transition Pledge be used as reputation cover without meaningful governance?
A pledge can create moral hazard if organizations use responsible-sounding language to justify workforce changes that
were already decided. Leaders should ensure the pledge remains tied to measurable governance, employee voice, review
rights, transition caps, scorecards, and public accountability.

23. Candidate Al Asymmetry Risk

e Could Al-enabled hiring create a one-sided automation advantage for employers while candidates are expected to
remain manual, analog, or unsupported?

As organizations use Al to source, screen, interview, rank, communicate with, and evaluate candidates, candidates will
reasonably use Al to identify opportunities, prepare materials, practice interviews, translate experience, and navigate the
hiring process. A responsible hiring system should distinguish truthful Al-assisted participation from deception, fabrication,

impersonation, or assessment evasion.

Leaders should evaluate whether candidate-facing Al rules are transparent, accessible, role-relevant, and fair enough to
avoid punishing candidates for responsible Al use while still protecting authenticity, validity, and human accountability.

24. Operational Evidence Gap

e  Could the organization be unable to reconstruct what the Al did, why it acted, which sources shaped it, which
controls fired, or who owns follow-up?

Digital labor can appear governed while leaving leaders dependent on anecdotal explanations if activity receipts, event
ledgers, correlation IDs, trace views, and run-level evidence are incomplete or unavailable.
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25. Context Engineering and Decision Matrix Drift
e Could the agent be making decisions with stale, overbroad, conflicting, or poorly assembled context?

A model may appear to fail because of reasoning when the deeper problem is missing context, wrong audience framing,
stale memory, outdated scenario guidance, or unapproved learned behavior.

26. Always-On Runtime and Liveness Failure

e  Could always-on digital labor silently stop waking, fail to promote scheduled work, lose pending tasks, retry
indefinitely, or operate without evidence that the worker loop is alive?

Background autonomy creates operational risk when liveness, wake reasons, ack/requeue behavior, and scheduled-run
receipts are not monitored.

27. Workspace Boundary and Agent-to-Agent Loop Risk

e  Could agents share too much context, access the wrong workspace, ask the wrong peer, create a loop, or pass
work without a governed envelope?

Cross-agent collaboration should be bounded by scoped identity, thread IDs, hop limits, expiry rules, request-based
sharing, and receipt-backed handoffs.

28. Technology-Shaping and Institutional Effects

e What may this technology cause the organization to become?
Every major Al initiative should examine not only what the system will do, but how using it may change the organization
over time. Leaders should review whether the system may reshape managerial attention, work pace, customer
expectations, professional identity, learning pathways, authoritative records, human discretion, vendor dependence, and
tolerance for ambiguity or waiting.

Technology does not only solve work problems.

It can change what the organization notices, values, measures, expects, forgets, accelerates, and tolerates. Responsible
transition requires leaders to evaluate those second-order effects before they harden into the operating model.

29. Sustainability and Externalities

e |s the Hybrid Intelligence Work System sustainable for the business, the people, the infrastructure, and the market
it depends on?

Al-enabled work should be reviewed for operational sustainability, human sustainability, economic sustainability, and
infrastructure sustainability. Leaders should evaluate whether the system creates excessive cognitive load, emotional
burden, exception concentration, vendor concentration, energy use, compute dependency, continuity exposure, labor-

market effects, or long-term human capability erosion.

Hybrid Intelligence should not be judged only by what technology adds. It should also be judged by what the organization
removes, preserves, redistributes, becomes, and remains capable of governing.

30. Hybrid Intelligence M&A Integration Risk
o What digital workforce risks may be inherited, amplified, duplicated, or hidden through a transaction?

M&A can change the risk profile of digital labor even when the underlying model or workflow appears unchanged.
Integration may expand access, connect data, merge identities, duplicate agents, create source-of-truth conflicts, remove
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hidden oversight roles, eliminate digital leverage that made employees effective, or impose culture through system
configuration before leaders discuss it openly.

Leaders should review whether the transaction may create authority drift, duplicate digital workers, source conflicts,
platform dependence, human judgment erosion, vendor concentration, path dependency, or unvalidated practices that
spread across a portfolio.
31. Co-Governance and Represented Work Risk
e  Could Al-enabled work affect represented workers, bargaining-unit work, works-council obligations, negotiated
job duties, scheduling, surveillance, discipline, safety, apprenticeship, or working conditions without proper notice,
consultation, bargaining, or labor-management review?
Al may change represented work even when leaders frame the change as technology deployment. Leaders should review
whether the Al-enabled workflow requires consultation, bargaining, a Technology Impact Assessment, a grievance
pathway, algorithmic management limits, or negotiated work rules before deployment or scale.

32. Shadow Al and Informal Performance Distortion

e Could unauthorized Al use create hidden performance advantages, hidden risks, hidden learning erosion, or
undocumented workflow changes?

Shadow Al may change output quality, speed, expectations, and manager perception before the organization knows the
work method changed. Leaders should review whether performance comparisons, learning pathways, Al access fairness,
data protection, and work-design assumptions are being distorted by hidden Al use.

33. External Agent Authority and Counterparty Risk

e Could an outside Al agent act on behalf of a candidate, customer, vendor, partner, employee, advisor, or
counterparty without clear authority, identity, accountability, or recovery rights?

As external and personal agents enter business workflows, organizations should review whether the agent is authorized,
what it may do, what evidence it may submit, what commitments it may make, and who remains accountable if the
interaction produces harm, misunderstanding, or disputed action.
34. Apprenticeship Erosion and Expertise Supply Risk

e Could Al remove the work through which future human expertise is developed?
Leaders should review whether Al is absorbing the routine, entry-level, observational, or supervised work that previously
built judgment, skill, customer understanding, professional identity, or craft knowledge. If that work disappears, the
organization should define replacement learning loops before claiming the transition is sustainable.

35. Adoption-to-Redesign Overclaiming

e Could Al usage metrics be used to justify workforce or organization redesign without evidence that work-system
conditions support the decision?

Adoption metrics can show that people are using Al. They do not automatically prove that work has been redesigned, that
human capacity can be removed, or that the operating model should change. Leaders should require evidence appropriate
to the decision level.
36. Post-Deployment Monitoring Gap

e  Could the organization fail to detect drift, misuse, overload, hidden work, changing customer expectations,

security exposure, compliance gaps, or human-factor breakdowns after deployment?
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Pre-deployment validation cannot see every real-world condition. Leaders should define post-deployment monitoring
before scale, especially for material, high-autonomy, customer-facing, worker-impacting, or regulated workflows.

37. Runtime Assurance Failure

e Could the organization approve an Al-enabled work system and then fail to detect that the live operating
conditions have changed?

Pre-deployment approval does not guarantee continuing safety, reliability, fairness, trust, or accountability. Models,
sources, policies, vendors, workflows, exception volume, human capacity, and stakeholder behavior may change after
deployment. Leaders should review whether the organization can detect material deviation, interpret the evidence,
change the operating state, preserve records, protect affected people, and recover responsibly.

38. Assurance-Layer Overreach

e  Could the runtime assurance system create surveillance, alert overload, false confidence, brittle thresholds, vendor
dependence, cost, latency, or self-auditing risk?

Assurance should make governance more reliable, not create a second unmanaged system. Leaders should define the
purpose, access, interpretation, retention, and response rules for assurance evidence before using it to judge employees,
customers, vendors, or work-system performance.

39. Manager Accountability Without Authority

e Could managers be held accountable for Al-enabled outcomes without the authority, information, staffing,
telemetry, escalation rights, or fallback capacity needed to protect the outcome?

Managers often have to stabilize the work before governance or technical teams can respond. Leaders should review
whether the manager has bounded authority to require human review, restrict autonomy, reroute work, trigger incident
review, and escalate systemic problems to the Hybrid Intelligence Work System Owner.

40. Dashboard Productivity Versus Usable Capacity Gap

e Could Al appear to improve productivity while hidden work, exception burden, review time, correction work,
emotional labor, or downstream absorption prevents the organization from receiving usable capacity?

Faster response time, more output, or higher completion volume may not mean the work system is healthier. Leaders
should review where Al-created output is being absorbed, corrected, reworked, or emotionally carried by people.

41. Hybrid Intelligence Span-of-Control Overload

e  Could a manager appear to have fewer human direct reports while actually supervising a more complex work
system?

A manager may supervise fewer people but also oversee digital workers, automated workflows, exception queues, failed
handoffs, quality checks, Al corrections, customer escalations, and recovery during outages. Span of control should be
evaluated by work-system burden, not only human headcount.

Operating Standard

Before scaling digital labor, organizations should conduct an unintended consequences review that examines customer
expectations, economic effects, learning pathways, hidden work, trust failure, Al equity, managerial readiness, human
meaning, resilience, classification clarity, externalized social cost, infrastructure readiness, representation risk, provider
dependency, cyber misuse, board accountability, liability exposure, energy burden, investor narrative risk, and pledge
misuse, and candidate Al asymmetry, operational evidence gaps, context engineering drift, always-on runtime failure,
workspace boundary risk, and agent-to-agent loop risk.
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The review should be documented, assigned to accountable owners, revisited after major workflow changes, and
incorporated into the Al Transition Scorecard or Impact Report where appropriate.
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Implementation Examples

Purpose

The framework becomes more useful when leaders can see how the operating sequence applies in real organizations. The
following examples are illustrative, not prescriptive. Each organization should adapt the sequence based on size,
geography, industry risk, workforce structure, customer impact, and Al autonomy level. Each example shows how leaders
might apply the core operating logic of the framework. The examples are intentionally summarized and do not repeat
every phase in full detail. Organizations should still apply the full sequence, including representation review, transition-
health measurement, and Al Transition Scorecard or Impact Report planning, where relevant.

Example 1: Small Business / Real Estate Team

Scenario

A five-person real estate team wants to add Al agents to handle missed calls, qualify leads, draft listing content, follow up
with prospects, and summarize client conversations. The risky path would be to turn on every automation at once and
assume the team has become more efficient because response time improved. The responsible path applies TRAIT in a
lightweight but disciplined sequence.

For this small business, the full framework can be translated into five practical artifacts: an Al Clarity Manifesto, a Human
Owner and Backup Rule, a Role Guardrail Profile, a 7-Day Shadow-Mode Launch Schedule, and a Micro-Upskilling and
Capacity Reinvestment Log. The goal is enough governance to protect customers, employees, and the business without
imposing an enterprise operating model on a five-person team.

1. Governance And Stakeholder Voice

Because this is a small business, governance does not require a formal council. The broker or team lead becomes the
accountable owner. The real estate agents, assistant, and outside compliance or legal support provide input before
customer-facing workflows go live. The owner confirms that each Al-enabled workflow aligns with the Al Transition
Pledge: Al should reduce overload, improve responsiveness, and capture missed opportunity without replacing human
judgment in high-trust moments. The broker signs a one-page Al Clarity Manifesto explaining:

e Why the Al receptionist is being used

e Whatit maydo

e What it may not do

e When a human must step in

e Who owns the workflow

e How team members can challenge or pause the system

2. Map, Simplify, and Classify the Work

Before introducing an Al agent, the team maps the current missed-call and lead-intake workflow. The team asks whether
any steps can be removed, simplified, standardized, or handled through deterministic automation before Al is added.

The work is then separated into four categories:
e Automation: call capture, transcript creation, CRM logging, appointment reminders
e Augmentation: drafted follow-up messages, appointment suggestions, conversation summaries

e Judgment: urgency assessment, client sensitivity, compliance risk, unusual property questions
e Relationship: pricing guidance, negotiation, emotional client conversations, trust-building follow-up
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This prevents the team from assuming that because Al can answer the phone, the entire human support function is
unnecessary. Workers closest to the workflow also identify hidden work, such as remembering client history, recognizing
frustration, understanding urgency, and knowing when a conversation should move immediately to a human.

3. Risk-Tier the Use Case and Define Autonomy Boundaries

Missed-call response is treated as a moderate-risk use case because it touches prospective clients, brand trust, and
compliance-sensitive communication. The initial autonomy level is Act with Approval or tightly bounded Act Within Limits,
depending on the action.

The Al may:

e Answer or acknowledge a missed inquiry
e  Gather caller information

e Summarize intent

e Capture property interest

e Recommend next steps

e Suggest appointment times

e Create approved CRM records

The Al may not:

e Negotiate

e  Make pricing commitments

e  Provide legal advice

e  Make fair-housing-sensitive statements

e  Commit the agent or brokerage to contractual terms

e Send emotionally sensitive responses without human review

The autonomy boundary is explicit: the Al may act only within approved sources, tools, communication rules, and
escalation conditions.

4. Reduce Disruption Before Reducing Human Capacity
The first goal is not workforce reduction. The team uses Al to absorb pressure from:

e  Missed calls

e  After-hours inquiries

e Repetitive CRM entry

e Appointment coordination
e  Follow-up backlog

e  Administrative overload

This allows the team to improve service and recover opportunities before considering whether any human capacity should
eventually change.

5. Protect Learning and Future Human Capability

If junior assistants or newer agents previously learned the business through routine intake calls, those learning
opportunities should not disappear silently. Replacement learning loops may include:

e Reviewing Al transcripts
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e  Comparing Al summaries with human interpretation
e Identifying missed nuance

e Reviewing compliance-sensitive conversations

e  Practicing escalation decisions

e Discussing difficult calls with experienced agents

The goal is to preserve judgment development even if Al absorbs some routine work.

6. Define Hybrid Intelligence Work Balance and Transition Pace

If junior assistants or newer agents previously learned the business through routine intake calls, those learning
opportunities should not disappear silently. Replacement learning loops may include:

e Reviewing Al transcripts

e  Comparing Al summaries with human interpretation
e |dentifying missed nuance

e Reviewing compliance-sensitive conversations

e  Practicing escalation decisions

e Discussing difficult calls with experienced agents

The goal is to preserve judgment development even if Al absorbs some routine work.

7. Design Handoffs as Intelligence Transfer

The Al-to-human handoff should transfer more than a notification that says "new lead." A responsible handoff may
include:

e Who contacted the team

e  What they asked for

e Property interest

e Urgency

e Timeline

e Emotional tone

e  Compliance flags

e What the Al already communicated
e Recommended next action
e Confidence level

e Who owns follow-up

The goal is intelligence transfer, not merely data transfer.

8. Establish Human Challenge and Stop-Work Rights
The agent or assistant can pause Al follow-up when:

e The customer appears upset

e Facts are incomplete

e The tone feels wrong

e The request may create legal or fair-housing risk
e The Al appears uncertain

e Human judgment is clearly required

I build AI to keep work human | myWorkforceAgents.ai 104



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

A simple kill switch routes calls or follow-up into a human-controlled process until the issue is reviewed. No team member
should be punished for slowing an Al-enabled workflow in good faith when trust, legality, fairness, or customer harm may
be at risk.

9. Confirm Control, Data, Technology, Vendor, and Compliance Readiness
Before launch, the team confirms:

e CRM access limits

e (Call recording and consent requirements where applicable
e  Approved scripts

e  Prohibited claims

e lLead-data retention rules

e Vendor data-use terms

e  Escalation contacts

e Tool permissions

e Owner for technical issues

e  Audit or activity records

e  Fallback plan if the Al phone agent fails

The team also confirms that the selected technology can enforce the previously designed boundaries, handoffs, and stop-
work requirements.

10. Onboard Digital Labor
The Al receptionist receives a role charter and digital worker handbook. The handbook defines:

e Role purpose

e Tone

e Approved questions

e Prohibited statements
e  Compliance boundaries
e CRMrules

e Data permissions

e  Escalation triggers

e Human owner

e Examples of strong and weak responses
e Handoff expectations

This anchors the Al to the team’s actual operating environment instead of allowing it to learn only from inconsistent
interactions.
11. Review Representation and Form Factor

e Because the Al is customer-facing and may use voice, the team reviews:

e Name
e Voice
e Tone

e Accent

e Disclosure that the customer is interacting with Al
e Accessibility
e  Whether the voice or persona creates unnecessary stereotyping

I build AI to keep work human | myWorkforceAgents.ai 105



The Responsible AI Transition (TRAIT) Framework | September 2026 Update

e  Whether customers can reach a human easily

e The goal is not to humanize the Al unnecessarily. It is to make the interaction respectful, transparent, accessible,

and appropriate for the brokerage's customers.

12. validate the Agent, Orchestration, and Work System
The team first validates the phone agent itself.
Canit:

e Answer accurately?

e  Follow boundaries?

e  Escalate correctly?

e  Capture the right information?
e  Avoid prohibited claims?

e  Respect tool and data limits?

Then the team validates orchestration.
Can the phone agent:

e Update the CRM correctly?

e Trigger a calendar option?

¢ Notify the appropriate agent?
e Preserve context?

e Route exceptions correctly?

Finally, the team validates the full Hybrid Intelligence Work System:

Does the complete arrangement of Al, agents, CRM, calendars, human review, escalation, and customer follow-up produce

the intended outcome without creating hidden workload, broken handoffs, unclear ownership, or customer confusion?

A 7-day shadow-mode launch can be used for a lower-risk workflow. The Al begins with human review, progresses to
limited reversible actions, and receives live authority only if quality, escalation, and handoff behavior are stable.

13. Measure Trust, Performance, Fairness, and Transition Health

The team measures beyond speed. Potential metrics include:

e  Missed-call recovery rate

e Average response time

e Qualified lead capture rate

e  Human follow-up completion rate
e Human correction rate

e  Escalation accuracy

e Handoff completeness

e Customer sentiment

e Time returned to agents

e Revenue opportunities captured
e  Compliance exceptions or near misses
e Hidden human review time

e  Customer complaints

e Human trust in the system
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The real question is whether Al improved the work system, not merely whether it answered faster.

14. Redeploy Human Capability and Judgment

If Al absorbs routine call capture and scheduling, the human assistant is not automatically reduced. Human capability may
move into:

Client experience follow-up

e Al quality review

e Lead prioritization

e Listing coordination
e  Compliance review

e  Workflow ownership
e  Relationship-building
e  Exception handling

The owner records how Al-created capacity is reinvested rather than allowing saved time to disappear into vague
productivity assumptions.

15. Maintain Human Capability Resilience and Continuity

Before any permanent human capacity is removed, the team confirms that someone can still operate the critical workflow
if the Al fails. The team should know:

e Who can access the raw lead queue

e Who can answer or retrieve missed calls

e Who can access CRM records

e How follow-up continues manually

e Who can pause or disable the Al

e What happens if the vendor or model becomes unavailable

For a small business, the Human Capability Reserve may be as simple as one trained owner and one trained backup who
can continue the workflow safely.

16. Report Accountability and Impact
A five-person team may not need a public annual report. It should still maintain an internal record of:

e  What the Al does

e  What authority it has

e  What value it creates

e  Complaints or incidents
e Human overrides

e Time returned

e  (Capacity reinvestment
e Changes to autonomy
e Lessons learned

If the brokerage makes public claims about response speed, savings, customer service, or Al capability, those claims should
be supported by actual evidence.
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Responsible Outcome
A responsible result is not simply: “Al answered faster.”
A responsible result is that the team captures more opportunities, protects client trust, reduces administrative overload,

preserves human judgment in sensitive moments, maintains continuity, and allows autonomy to expand only when
evidence supports it.
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Example 2: Midsize Professional Services Firm

Scenario
A 400-person consulting, legal, accounting, or HR advisory firm wants to use Al to draft client summaries, prepare internal

research briefs, route intake requests, and support proposal development. The tempting path is to calculate hours saved
and immediately reduce junior hiring. The responsible path treats the transition as work-system redesign and human R&D.

1. Governance and Stakeholder Voice
The firm creates an Al review group with:

e  Practice leaders

e HR
o T
o Legal

e Compliance

e Knowledge management

e Risk

e Junior-professional representation

The group reviews whether Al use aligns with the Al Transition Pledge and whether the transition protects client quality,
professional standards, confidentiality, human learning, and accountability.

A named Hybrid Intelligence Work System Owner is assigned for each material workflow.

2. Map, Simplify, and Classify the Work

The firm maps how research, drafting, review, client advice, approval, and delivery currently occur. Before adding Al,
leaders ask:

e  Which steps are redundant?

e  Which approvals are unnecessary?

e  Which work exists because of legacy systems?

e  Which handoffs can be removed?

e  Which tasks can be standardized or automated deterministically?

The remaining work is classified:
e  Automation: source collection, transcript summarization, formatting, routing
e Augmentation: first drafts, issue spotting, comparison tables, proposal outlines
e Judgment: client context, risk interpretation, professional conclusions, regulated advice

e  Relationship: client communication, trust-building, negotiation, sensitive advice

This prevents the firm from confusing faster drafting with complete professional judgment.

3. Risk-Tier Use Cases and Define Autonomy Boundaries

Internal research summaries may be moderate risk. Client-facing legal, financial, compliance, employment, or other
consequential recommendations are high risk. Higher-risk work remains Act with Approval.
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Al may:

e  Gather and summarize approved sources
e Draft outlines

e Identify issues

e  Compare information

e Recommend questions for review

Al may not independently:

e Issue regulated advice

e  Make final professional conclusions

e Send consequential recommendations to clients
e Override professional judgment

e Use unapproved confidential sources

Autonomy boundaries specify approved sources, tool access, human review thresholds, client-facing restrictions, and
escalation conditions.

4. Reduce Disruption Before Reducing Human Capacity
The firm initially applies Al to:

e  Administrative burden

e Internal research backlog
e  Repetitive formatting

e  Proposal preparation

e Meeting summarization
e Intake routing

e Low-value drafting work

The first objective is to return capacity to professionals rather than immediately reduce junior roles.

5. Protect Learning, Apprenticeship, and Future Talent Pathways

The firm recognizes that junior drafting and research have historically served as judgment-building work. If Al absorbs part
of that layer, replacement learning pathways are created before the pipeline weakens. These may include:

e Al-output review rotations

e Source-validation assignments

e Red-team critique

e (Client-context analysis

e  Senior judgment debriefs

e Exception-case rotations

e Simulated professional decisions

Junior employees learn not only how to produce work, but how to evaluate and improve Al-produced work.

6. Define Hybrid Intelligence Work Balance and Transition Pace

The firm defines its target work mix:
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e Al-led: first-pass summaries, source clustering, meeting recaps, intake routing

e Al-assisted: research briefs, proposal drafts, client-ready outlines

e Human-led: final advice, risk interpretation, professional judgment, regulated recommendations, relationship
management

e System-led: document routing, matter tracking, notifications

The firm also establishes transition caps. For example, Al may absorb a limited percentage of junior drafting capacity in
year one, but only if replacement learning pathways, human-review capacity, and evidence requirements are already in
place.

7. Design Handoffs as Intelligence Transfer
A handoff from Al research to a human advisor should include:

e Approved source list

e  Key findings

e Areas of uncertainty

e  Risk flags

e Assumptions

e  Conflicting evidence

e Recommended next review step
e Confidence level

e  Accountability owner

The goal is not a polished answer alone. The receiving professional needs enough intelligence to evaluate and continue the
work responsibly.

8. Protect Human Challenge and Stop-Work Rights
Any employee may stop or escalate an Al-generated deliverable if:

e Facts are incomplete

e Sources are weak

e Reasoning overreaches

e (Client context is missing

e The Al appears overconfident

e Confidentiality may be compromised
e The output may mislead a client

No employee should be punished for slowing an Al-enabled deliverable in good faith. High-risk client work should fail
closed when required human approval is unavailable.

9. Confirm Control, Data, Technology, Vendor, and Compliance Readiness
Before launch, the firm confirms:

e C(Client confidentiality rules

e Privileged-data restrictions

e Approved data sources

e (Citation and source-validation requirements
e Records retention

e Vendor data-use terms
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e  Security controls

e Tool permissions

e Identity and access rules

e Human-review requirements
e Incident reporting

e  Auditability

e  Fallback workflows

e Vendor exit options

The organization confirms that its technology can support the designed handoffs, authority limits, and review gates.

10. Onboard Digital Labor

Research agents, proposal agents, and intake agents receive separate role charters and digital worker handbooks. Each
handbook defines:

e Role purpose

e Approved sources

e Scope

e Authority

e  Prohibited claims

e Confidence labeling

e (itation requirements

e Tool access

e  Escalation triggers

e Human owner

e Examples of acceptable and unacceptable output
e Unique, industry, or custom requirements

Different digital workers do not automatically receive the same authority.

11. Review Representation and Form Factor
If Al interacts directly with clients, candidates, or employees, the firm reviews:

e Disclosure

e Tone

e Persona

e Voice where applicable

e Accessibility

e Professional appropriateness
e  Cultural and geographic fit

e Human escalation pathways

Back-end research agents may require only a minimal form-factor review, while client-facing agents may require a much
more robust one.

12. Validate Individual Agents, Multi-Agent Orchestration, and the Work System

Each agent is validated independently. The firm then tests orchestration.
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summary to a proposal agent while preserving source context, uncertainty, assumptions, and accountability.

Finally, the complete Hybrid Intelligence Work System is validated. The firm asks whether:

e Humans know their responsibilities
e  Exception volume is manageable

e Review capacity is sufficient

e Handoffs preserve intelligence

e (Client confidentiality remains intact
e  Audit trails are reconstructable

e  Stop-work rights function

The end-to-end outcome meets professional standards

13. Measure Trust, Performance, Fairness, and Transition Health

Potential metrics include:

e Draft cycle time

e  Partner correction rate

e Unsupported-claim rate

e Source-validation pass rate

e (Client revision requests

e Junior learning milestone completion
e Human review burden

e Rework rate

o Billable capacity returned

e Quality-review pass rate

e Employee confidence working with Al
e Hidden work cost

e Client trust

e  Autonomy readiness

e Incident frequency

The firm evaluates risk-adjusted value, not gross time savings alone.

14. Redeploy Human Capability and Judgment

As Al reduces low-value drafting time, human capability may move into:

e Source validation

e Client-context review

e Red-team critique

e Quality assurance

e  Proposal strategy

e Client trust

e  Exception handling

e Al supervision

e  Workflow ownership

e  Professional development

Emerging human responsibilities are given named owners, training pathways, and performance expectations.
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15. Maintain Human Capability Resilience and Continuity
Before materially reducing junior capacity, the firm asks whether enough human capability remains to:

e Reconstruct the research process

e Validate sources

e Draft manually when needed

e Handle rare exceptions

e Recover from vendor or model failure

e Maintain professional judgment

e  Continue critical client work during degradation

The firm periodically tests whether employees can still perform or reconstruct critical workflows without their normal
digital labor layer.

16. Report Accountability and Impact
Internal reporting may include:

e  Risk tiers

e  Autonomy boundaries

e Human review burden

e Learning-pathway health
e Incident data

e (Client complaints

e Source-validation quality
e Hidden work

e Redeployment outcomes
e  Continuity readiness

Public reporting should be proportionate and should not expose confidential client, legal, or security information. Any

external claim about Al productivity, cost savings, professional quality, or workforce impact should be supported by
evidence.

Responsible Outcome
The firm’s goal is not simply to reduce junior labor. The responsible outcome is to remove low-value friction while

preserving professional judgment, protecting client trust, developing future experts, and ensuring that Al-created
productivity does not weaken the capability the firm will need later.
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Example 3: Enterprise Shared Services / Customer Operations

Scenario

A global enterprise wants to deploy Al agents across HR shared services, customer support, IT help desk, finance
operations, and procurement intake.

The risky path is fragmented adoption. Each function launches its own Al agent, each vendor uses different controls, and
no one owns cross-functional handoffs.

The responsible path treats the enterprise as a set of governed Hybrid Intelligence Work Systems rather than a collection
of isolated Al deployments.

1. Governance and Stakeholder Voice

The company creates an Al Transition Council with:

e HR

e Operations

o T

e  Security

o Legal

e Compliance

e  Finance

e Customer experience
e Risk

e Employee representation

In jurisdictions with works councils, unions, or formal consultation obligations, those requirements are built into the
implementation plan. The council approves material use cases, monitors workforce impact, reviews trust metrics, sets
enterprise standards, and confirms alignment with the Al Transition Pledge. Each material Hybrid Intelligence Work System
also receives a named human owner.

2. Map, Simplify, and Classify the Work
The enterprise maps workflows rather than only departments. For example, an employee leave request may involve:

e The employee
e Manager

e HR
e  Payroll
o Legal

e Compliance

e (Case-management software
e Knowledge sources

e One or more Al agents

The organization first asks whether steps, approvals, policies, and handoffs can be simplified before Al is added.

The work is then classified into:
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e  Automation

e Augmentation
e Judgment

e Relationship

For an HR leave workflow, routine status updates may be automated, policy explanation may be Al-assisted, case
interpretation may require human judgment, and emotionally sensitive conversations may remain human-led.

3. Risk-Tier Use Cases and Define Autonomy Boundaries
Risk and autonomy are assigned by workflow, not by technology alone.
Examples:

e  Password-reset automation may be low risk and permitted to act within narrow limits.

e  Procurement intake may be moderate risk and allowed to recommend but not approve commitments.

e Employee-relations intake is high risk and should escalate quickly to trained humans.

e Payroll disputes, harassment reports, medical leave, legal escalations, or safety issues require stronger human
review.

Every workflow receives an explicit autonomy boundary covering:

e Data access

e System access

e Allowed actions

e Prohibited actions

e Approval thresholds

e  Escalation triggers

e Exception conditions

e  Restriction and retirement criteria

4. Reduce Disruption Before Reducing Human Capacity
The enterprise first targets Al at:

e  Service backlogs

e Open vacancies

e High overtime

e Repetitive intake

e Routine FAQ volume

e  After-hours demand

e  Administrative overload

o  Difficult-to-fill roles

e  Seasonal spikes

e High-volume status requests

This allows the organization to absorb pressure and improve service before workforce displacement becomes the primary
objective.
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5. Protect Learning and Future Talent Pathways

The enterprise reviews whether Al is removing entry-level development paths in:

e HR

e Finance

e  Procurement
o T

e  Customer support
e Operations

Where learning pathways are threatened, replacement mechanisms may include:
e (Case-review rotations
e Al-output critique
e Supervised exception handling
e Simulation labs
e Manager-guided judgment development
e  Cross-functional shadowing

e Human-Al after-action reviews

The enterprise treats judgment development as a human-capability supply chain.

6. Define Hybrid Intelligence Work Balance and Transition Pace

The enterprise defines work allocation by function and risk.

Examples:
e  Al-led: low-risk FAQs, password resets, invoice-status checks, routine procurement routing
e Al-assisted: benefits explanations, ticket triage, finance exception summaries, procurement recommendations
¢ Human-led: employee relations, medical leave, harassment reports, payroll disputes, legal escalations, high-

emotion customer complaints
e System-led: routing rules, access workflows, notification triggers, audit events

Transition caps vary by risk.

Lower-risk workflows may move faster. High-impact employee, customer, regulated, or irreversible workflows move more
slowly and require stronger evidence before autonomy expands.

7. Design Handoffs as Intelligence Transfer
Enterprise handoffs must transfer more than ticket numbers.

A handoff should preserve:

e (Context

e Intent

e Authority

e  Current state
e  Priority
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e Risk

e Uncertainty

e Accountability
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For example, if an Al HR assistant escalates a leave issue to a human specialist, the handoff should include:

e The employee’s question

e Relevant policy context

e  Known facts

e  Missing information

e What the Al already communicated
e  Risk flags

e Urgency

e Recommended next action

e  Who owns the case

8. Protect Human Challenge and Stop-Work Rights

Employees and managers must be able to pause Al-enabled work when a case involves:

e Emotional distress

e Legal exposure

e  Fairness concerns

e Incomplete facts

e  Safetyissues

e Employee harm

e  Customer harm

e  Uncertain authority

e Suspected policy conflict

Consent or approval gates should hold consequential outbound actions before external execution.

Human challenge rights are part of the operating design, not an informal expectation.

9. Confirm Control, Data, Technology, Vendor, and Compliance Readiness

Before deployment, the enterprise confirms:

e Data permissions

e Identity and access controls
e Auditlogs

e Vendor terms

e Data retention

e  Privacy impact

e  Security review

e  Compliance obligations

e Employee-notice requirements
e Incident response

e  Fallback workflows
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e Tool permissions

e Credential revocation

e Model dependency

e Source-of-truth hierarchy

e  Agent-to-agent communication controls
e Runtime evidence requirements

The organization also confirms that providers can support enterprise handoff, auditability, continuity, and human-
oversight requirements.

10. Onboard Digital Labor

Each Al agent receives a role charter and handbook.

The HR service agent, procurement agent, finance agent, and IT agent do not share identical authority.
Each receives distinct:

e Role scope

e Source rules

e  Escalation paths

e Data permissions

e Tool access

e Approval rights

e  Performance standards
e Human owners

e Prohibited actions

e (Calibration requirements

11. Review Representation, Diversity, and Psychological Safety

For visible, audible, or human-like agents, the enterprise reviews:

e Persona
e Voice

e language
e Accent

e Accessibility

e Disclosure

e  Cultural fit

e  Psychological safety

e  Stereotyping risk

e Human escalation pathways

The review is proportionate to form factor and stakeholder exposure.

An internal workflow agent may require little representation review. A recruiting agent, voice agent, or employee-facing
digital coworker may require extensive review.
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12. validate Agents, Multi-Agent Orchestration, and Hybrid Intelligence Work Systems

The enterprise validates each agent individually. It then validates orchestration. A benefits agent may answer accurately
alone, but the workflow may still fail if it hands an employee issue to payroll, legal, or an HR specialist without preserving
context, privacy requirements, urgency, or accountability. The enterprise then validates the complete Hybrid Intelligence
Work System.

Leaders ask:

e Are human responsibilities clear?

e Can managers supervise the system?

e Are exception volumes sustainable?

e Do controls and approval gates function?

e Are handoffs complete?

e Can actions be reconstructed?

e Are customers and employees experiencing the intended outcome?
e Can the system recover under degraded conditions?

e [sone human owner accountable for the end-to-end outcome?

13. Measure Trust, Performance, Fairness, and Transition Health
Potential measures include:

e Resolution quality

e  First-contact resolution

e  Escalation accuracy

e Handoff completeness

e Human rework rate

e Employee trust

e  Perceived fairness

e  Customer trust

e  Complaint trends

e Alincident rate

e Hidden work cost

e Vendor performance

e Autonomy readiness

e Redeployment outcomes

e  Entry-level learning impact
e  Exception burden

e Human supervision load

e  Cost savings net of review, correction, monitoring, and support time
e  Continuity readiness

The enterprise asks whether the work system is becoming healthier, not merely faster.

14. Redeploy Human Capability and Judgment

As Al absorbs routine service volume, employees may move into:
e Al quality review
e  Exception handling

e Employee experience
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e  Customer recovery

e  Workflow ownership

e  Compliance monitoring

e Knowledge-base maintenance

e Digital performance management
e Handoff governance

e  Trust management

e Al supervision

These responsibilities should be formally assigned rather than added invisibly to existing roles.

15. Maintain Human Capability Resilience and Hybrid Intelligence Continuity
Before human capacity is permanently reduced, the enterprise proves that critical workflows can continue during:

e Model outages

e Vendor failure

e  Cyber events

e Integration failures

e Data-source degradation
e  Regulatory restriction

e  Loss of stakeholder trust

The organization maintains:

e Human Capability Reserve plans
e  Manual fallback workflows

e Institutional memory

e Human recovery pathways

e  Continuity drills

e  Skill-atrophy reviews

e Named recovery owners

A technically successful system is not resilient if no qualified human can reconstruct or recover the work.

16. Report Al Transition Accountability and Impact
Internal reporting may include:

e Risk tiers

e  Autonomy boundaries

e Incidents

e Human overrides

e Handoff failures

e  Trust metrics

e Hidden work

e Vendor findings

e  Security gaps

e Workforce impact

e Redeployment outcomes
e  Learning-pathway health
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e  Continuity readiness
e Human Capability Reserve status

Public reporting should communicate responsible commitments and progress without exposing confidential workforce,
legal, cyber, privacy, or operational details.

Material claims about Al savings, autonomy, fairness, productivity, or workforce effects should be supported by the
appropriate evidence class.

Responsible Outcome
The enterprise’s real performance question is not: “How many tickets did Al close?”

It is: Did Al make the service system healthier, more trusted, more resilient, more accountable, and more capable of
combining human and digital labor responsibly?

Cross-Industry Lesson

Across small businesses, midsize firms, and global enterprises, the pattern is the same. Responsible Al transition is not
simply tool adoption.

It is the deliberate redesign and governance of Hybrid Intelligence Work Systems.

Leaders must establish governance, understand and simplify the work, classify risk and autonomy boundaries, protect
learning and human capability, define the intended Hybrid Intelligence Work Balance, design handoffs and challenge
rights, confirm operational readiness, onboard and validate digital labor within the complete work system, measure
transition health, redeploy human capability responsibly, preserve continuity, and report accountability and impact.

The amount of structure should scale with the organization, the risk, the autonomy, and the consequences.

The scale changes.
The discipline does not.

[}S)
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Example 4: HR Hybrid Intelligence Reference Implementation

Scenario

HR should help lead the workforce side of agentic Al, but it should not do so only through policy advice, adoption
dashboards, or enterprise guidance. Before HR asks the rest of the organization to redesign work around agentic Al, it
should prove that it can apply the same standards inside one bounded HR workflow.

An HR Hybrid Intelligence Reference Implementation is a bounded HR workflow redesigned as a governed human-and-
digital work system, then used to produce reusable enterprise standards for work design, authority, human judgment,
performance, learning, continuity, assurance, and accountability.

A practical starting point may be an employee policy question moving from request to responsible resolution. This
workflow is useful because it includes routine information, sensitive data, policy interpretation, employee trust, handoffs,
exceptions, source-of-truth questions, continuity, and the need for human escalation.

It is complex enough to teach the organization something, but bounded enough to govern responsibly. The purpose is not
to prove that HR can deploy a chatbot. The purpose is to prove that HR can redesign a work system. The reference
implementation should establish eight forms of proof:

1. Outcome Proof
e Did the redesigned workflow improve the outcome that matters to the employee or business?
2. Work-redesign Proof

e  Did HR examine how the work actually occurs, including informal judgment, workarounds, hidden review, source
conflicts, relationship repair, and exception handling?

3. Governance Proof

e Does the workflow have a named Work System Owner, clear business and technical ownership, identified digital
labor roles, authority limits, trusted sources, handoff rules, challenge rights, incident ownership, vendor
accountability, and evidence-retention rules?

4. Human-system Proof

e Did HR design the human side of the work system, including employee participation, Al access fairness, workload,
hidden work, role identity, psychological safety, accessibility, manager capacity, learning exposure, and judgment
preservation?

5. Operational Proof

e Does the complete work system work outside the clean demonstration path, including stale sources, unavailable
human owners, sensitive employee requests, failed handoffs, system outages, volume spikes, model changes,
vendor degradation, incomplete evidence, and exception queues reaching capacity?

6. Economic Proof

e Does HR measure sustainable net capacity rather than gross time savings alone? Sustainable net capacity is the
capacity remaining after review, correction, escalation, monitoring, support, recovery, additional demand, and
capacity reabsorption are considered.

7. Assurance Proof

e Can the live work system show whether the conditions supporting approval remain true after deployment,
including source changes, correction trends, handoff failures, complaints, trust changes, unavailable human
capacity, missing logs, and recovery readiness?

w
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8. Transfer Proof

e Can HR convert the experience into reusable enterprise standards, while also documenting what cannot be
transferred to other domains without new discovery, risk assessment, human participation, and validation?

Operating Standard

HR should go first by producing operating evidence, not by adopting visible Al earlier than everyone else.
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Scorecard Stewardship, Incidents, and Global Adaptation

Public scorecards should build trust without exposing sensitive operational details. Over time, responsible Al transition
practices may become a talent, customer, investor, partner, and market trust signal. The Al Transition Scorecard can
become the market’s green flag: a visible signal that an organization is adopting digital labor with discipline, transparency,
and care.

Al Incident After-Action Reviews
Al failures should trigger after-action reviews. These reviews should examine:

e  What happened?

e  What did the Al do?

e  What did humans see?

o Where did the handoff fail?

e What controls were missing?

o What signals were ignored?

e  Was the Al acting within authority?

e  Was human override available?

o What must change before the system returns to scale?

The goal here is system learning. Material incidents, recurring near misses, or unresolved control failures should inform
the internal scorecard and, when appropriate, the public Al Transition Impact Report.

Global Adaptation Notes

This framework should be adapted to local legal, labor, cultural, and regulatory requirements. In some jurisdictions, Al-
enabled workforce changes may require employee consultation, works council engagement, union notification, bargaining
obligations, statutory redundancy processes, privacy impact assessments, sector-specific compliance review, or public
procurement requirements. For small businesses, the governance council may be one accountable owner supported by
outside legal, IT, security, or compliance support where needed.

Small and lower-resource organizations can right-size the framework, but they should not skip the essentials: named
ownership, work-system mapping and classification, risk and autonomy review, human-impact and learning protection,
handoff design, challenge rights, control readiness, validation, measurement, continuity, claims substantiation, and
appropriate reporting. For regulated industries, the same framework should be applied with stronger controls,
documentation, auditability, human review, legal oversight, cyber readiness, insurance review, and reporting discipline.

September 2026 Best-Practice Anchors

TRAIT is not a legal standard, technical standard, labor contract, security framework, or regulatory compliance manual. It is
a management framework that should be adapted to the organization’s jurisdiction, industry, risk profile, workforce
model, technology stack, and governance maturity. The September 2026 update is informed by several current best-
practice anchors:

e Agent runtime governance practices: current agent-security and agent-governance approaches increasingly
emphasize structured logging, policy enforcement, anomaly detection, kill switches, circuit breakers, execution
limits, and runtime controls for autonomous systems.

e AHRQ handoff guidance: reinforces that handoffs transfer information along with authority and responsibility.

e EU Al Act high-risk and deployer obligations: reinforce human oversight, documentation, logging, deployer
responsibility, worker notice where applicable, and risk controls for high-impact systems.

W

I build AI to keep work human | myWorkforceAgents.ai 12


https://arxiv.org/abs/2603.16586
https://www.ahrq.gov/teamstepps-program/curriculum/communication/tools/handoff.html
https://artificialintelligenceact.eu/article/26/

The Responsible AI Transition (TRAIT) Framework | September 2026 Update

¢ HR dual-mandate and agentic-HR operating-model research: current HR transformation research reinforces that
HR must help the enterprise redesign around Al while also transforming itself. It also warns that disconnected HR
pilots can harden fragments of the inherited operating model before the function has defined the future human-
agent design. TRAIT translates that warning into an HR reference implementation standard: HR should prove the
method inside one bounded, governed HR work system before presenting the model as enterprise guidance.

e ISO/IEC 42001: supports the management-system logic of assigned responsibilities, performance evaluation,
monitoring, and continual improvement across Al-related activity.

e Labor Al agreements and protections: current agreements and union actions in media, entertainment, and
gaming show that Al use affecting represented work may require consent, notice, bargaining, human oversight,
negotiated boundaries, or labor-management review.

e Manager Al adoption research: recent manager research indicates that managers often feel personally
responsible for team Al adoption while also needing hands-on training, clear strategy, technical support, and
formal tracking mechanisms. Use this as a source anchor for the Manager Operating Rhythm section, not as a
claim that every organization has the same manager experience.

e  Microsoft Work Trend Index 2026: reinforces that organizational factors such as culture, manager support, and
talent practices account for more than twice the reported Al impact of individual factors, supporting TRAIT’s focus
on work-system readiness rather than individual Al literacy alone.

e NIST Al Risk Management Framework: supports scalable governance, mapping, measurement, and management
of Al risk.

e NIST deployed-Al monitoring guidance: reinforces that pre-deployment evaluation is not enough and that post-
deployment monitoring is necessary to validate real-world reliability, track unforeseen outputs, identify
unexpected consequences, and understand how Al systems behave in deployment contexts.

e NIST Generative Al Profile: reinforces generative-Al-specific risk management across the lifecycle.

e  OECD algorithmic management research: supports the need for manager explainability, accountability clarity,
worker consultation, and attention to worker well-being when algorithmic tools influence managerial work.

e OWASP GenAl risk categories: reinforce controls around prompt injection, sensitive information disclosure,
insecure plug-ins, supply-chain vulnerabilities, excessive agency, overreliance, and related security risks.

e UC Berkeley Haas ethnographic Al work study: illustrates that generative Al can expand task scope, work pace,
parallel work, and workday intensity, reinforcing TRAIT’s distinction between Al output and usable capacity.

These anchors do not replace legal, labor, security, privacy, compliance, or technical review. They help leaders understand
why TRAIT treats Al-enabled work as a management system, not a tool rollout.

Long-Term Stewardship

The Al Transition Pledge should eventually live beyond any one company or originator. Its long-term home should be a
transparent nonprofit or public-interest body capable of maintaining standards, publishing guidance, supporting
scorecards, coordinating stakeholder input, and evolving the pledge as technology, labor markets, organizational practice,
and regulation change. The purpose is to create a living standard for responsible digital labor transition.

Over time, the pledge, framework, scorecard, and impact-reporting model should evolve together as evidence, regulation,
workforce expectations, and organizational practice mature.
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Project Manager Planning Checklist

To make this framework operational, a project manager should confirm the following deliverables exist before scaling Al
into live work. This checklist should be right-sized to the organization.

This checklist is a menu of governance artifacts, not a demand that every organization creates every deliverable for every
use case.

Project managers should select the minimum sufficient deliverables required by the risk tier, autonomy level, workforce
impact, customer consequence, regulatory exposure, and organizational maturity of the work system.

Small and lower-resource organizations may not need every formal artifact, but they should not skip the essentials: named
ownership, work-system mapping, risk and autonomy review, human-impact and learning review, handoff design,
challenge rights, control readiness, validation, measurement, and continuity.

Governance Deliverables

e  Executive sponsor

e Al governance council or accountable owner

e Employee or stakeholder voice mechanism

e  Decision-rights matrix

e Approval process

e  Escalation process

e Pause, restrict, scale, and retire authority

e Al Transition Pledge scorecard

e Framework owner

e  Misuse guardrail acknowledgment

e  Public/private scorecard decision

e Al equity and access fairness review

e Protocol governance owner

e Agent identity, credentialing, and revocation owner

e Collaboration-agent workspace access policy

e External and personal agent participation policy

e  Affected-party correction pathway owner

e  Subtraction-before-automation decision record

e  Control-boundary map

e Technology-shaping and institutional effects review

e  Governance-layer model showing board, executive governance body, work system owner, and digital workforce
manager responsibilities

e  Minimum sufficient governance determination

e  Pledge-to-accountability ladder review

e Implementation reality check

e  Workforce decision accountability pathway

e Represented-workforce applicability review

e  CBA, works-council, consultation, or labor-management obligation review

e  Co-Determined Hybrid Intelligence governance record

e Technology Impact Assessment for represented work

e Shared evidence pack for labor-management review

e  Manager versus Hybrid Intelligence Work System Owner responsibility map

e Bounded manager authority decision record

e  Escalation path from manager to Work System Owner

e  Material-change reopener trigger for Al-enabled work-system changes

e HR Hybrid Intelligence Reference Implementation selection
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e  HR Work System Owner charter
e HRreference implementation evidence plan

Workforce Deliverables

e  Strategic Workforce Planning

e Hybrid Intelligence work balance scenarios

e Transition caps

e  Workforce impact assessment

e Redeployment plan

e Redeployment pathway requirements, including named roles, skill pathways, training resources, timelines, and
accountable owners

e Human R&D / entry-level learning plan

e Manager enablement plan

e Employee feedback process

e  Workforce confidence measurement

e Worker agency and task preference review

e Al-created capacity reinvestment log

e  Capacity allocation and redeployment decision record

e  Connective capacity assessment

e Human role sustainability review

e Emotional burden and recovery-time review

e Relationship work preservation decision record

e  Tribal knowledge discovery record

e Readiness-based autonomy review

e Al transition debt review

e Apprenticeship preservation gate

e  Production, learning, review, and independent-validation mode map

e Shadow Al workforce impact review

e Al access and adoption parity review

e Hybrid Intelligence Manager Operating Rhythm

e  Manager role-specific Al training plan

e Manager hidden-work reporting pathway

e Employee challenge and correction escalation pathway

e Represented-worker notice, training, challenge, and grievance pathway review

e  HR work-redesign proof review

e  HR human-system proof review

e HRlearning and judgment preservation review

e Al access fairness review inside the HR reference workflow

Risk and Compliance Deliverables

e Responsible Al transition pledge and framework

e  Use-case risk tier

e Autonomy level

e  Autonomy boundary statement

o Legal review

e  Compliance review

e  Privacy review

e  Bias and fairness review

e Vendor risk assessment

e  Build/buy/outsource digital workforce sourcing decision
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e Records retention plan

e  Audit log requirements

e No-go decision criteria

e Protocol, tool-use, API, and agent-to-agent risk review

e Agentic security review for excessive agency, prompt injection, data exfiltration, and unauthorized tool use
e Fallback and continuity plan

e Tool provenance and agent marketplace risk review

e Approved tool, plug-in, skill, script, MCP server, and workflow-component inventory

e Affected-party correction, appeal, and human-review process

Operational Deliverables

e  Workflow map

e Task decomposition

e Individual agent validation plan

e  Multi-agent orchestration validation plan

e  Hybrid Intelligence Work System validation plan
e Human supervision and exception-capacity validation
e End-to-end accountability validation

e Runtime assurance plan

e  Continuity-before-capacity-removal gate

e Human Capability Reserve Plan

e Hybrid Intelligence continuity drill

e Cross-agent audit trail requirements

e Tool invocation logging requirements

e Handoff rules

e Human override protocol

e  Kill switch process

e Incident response process

e  Support ownership

e Post-implementation review plan

e Hidden work measurement

e Collaboration-agent participant awareness rules
e Shared-workspace context retention limits

e  External-agent interaction boundaries

e  Subtraction-first workflow review

e Handoff removal or simplification review

e Deterministic-rule alternative review

e  Operational sustainability review

e Informal workflow and workaround review

e Handoff flexibility review

e Shadow-mode learning review

e Al adoption-to-redesign evidence ladder

e Handoff work-state and management-state specification
e External and personal agent interaction policy

e Shadow Al discovery and response procedure

e  Post-deployment monitoring plan

e Hybrid Intelligence Assurance Map

e Warning and intervention thresholds

e Human decision-owner map for runtime conditions
e Fallback and recovery evidence requirements

e Daily readiness review

e  Exception queue review
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e  Manager incident sequence

e  End-of-shift hidden-work review

o Weekly work-system review

e  Assurance-layer risk review

e HRreference workflow baseline

e HR operational proof test plan

e HRsustainable net-capacity analysis

e HRtransferability and non-transferability review

Digital Labor Deliverables

e Alrole charter

e Digital worker handbook

e Authority limits

e Data permissions

e Tool access

e  Approved tool, API, MCP server, and remote-agent inventory
e Agent identity and credentialing model

e Tool-use permission boundaries

e Access revocation process

e  Escalation rules

e Performance expectations

e Human owner

e  Calibration schedule

e Autonomy expansion criteria

e Retirement or decommissioning triggers

e Containment-to-capability readiness check

e  Autonomy boundary statement

e  Rollback, restriction, and retirement plan

e  Observability and action-control review

e  Autonomy readiness evidence

e  Restriction, rollback, and retirement criteria for autonomy that outruns readiness
e External agent authority record

e Handoff integrity evidence record

e Approved Operating Envelope

e Runtime assurance plan

e Hybrid Intelligence Circuit Breaker plan

e Runtime response-state rules

e  Authority contraction and recovery requirements

e  Multi-agent assurance indicators

e Evidence-retention requirements for runtime assurance
e Autonomy contraction, restriction, rollback, and retirement trigger record
e Post-deployment drift and integration-effect review

Measurement Deliverables

e Quality metrics

e  Trust metrics

e  Fairness metrics

e  Escalation accuracy

e Handoff completeness
e Rework rate
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Al incident rate

Redeployment outcomes

Customer impact

Employee sentiment

Time returned

Human labor value offset

Al labor cost ratio

Risk-adjusted ROI

Hidden work cost

Customer expectation acceleration

Revenue captured or protected

Autonomy readiness

System health review

Runtime assurance metrics

Protocol and tool change impact indicators
Unexpected tool invocation indicators

Al equity and access fairness indicators
Representation and form-factor impact indicators
Al-created capacity reinvestment measures
Affected-party correction request and resolution metrics
Collaboration-agent trust and privacy signals
Connective capacity measures

Relationship continuity measures

Trust recovery measures

Human learning and judgment preservation measures
Long-term work-system health measures
Second-order effects measures

Sustainability and externality measures

Minimum sufficient governance metric

Tribal knowledge discovery metric
Readiness-based autonomy metric

Al transition debt metric

Accountability drift metric

Al adoption-to-redesign evidence integrity metric
Apprenticeship preservation metric
Co-governance readiness metric

External agent authority clarity metric

Handoff integrity metric

Post-deployment monitoring coverage metric
Shadow Al exposure metric

Authority assurance metric

Source and data assurance metric

Handoff assurance metric

Exception and escalation assurance metric
Performance and drift assurance metric

Fairness and human-impact assurance metric
Continuity assurance metric

Evidence-integrity assurance metric

Hybrid Intelligence manager operating rhythm metric
Bounded manager authority metric

Usable capacity delta metric

Hybrid Intelligence span-of-control metric
Manager-to-work-system-owner escalation metric
Runtime assurance coverage metric
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e HRreference implementation proof metric
e Sustainable net-capacity metric
e Transfer proof metric

Reporting Deliverables

e Al Transition Scorecard

e Al Transition Impact Report

e  Public/private disclosure boundary

e Reporting cadence and accountable owner

e Internal scorecard categories

e  Public-facing trust indicators

e Post-incident reporting and correction process

e Capacity reinvestment summary for public or internal reporting, where appropriate
o Affected-party correction pathway reporting boundary

Digital Labor Service Provider Deliverables

e Digital Labor-as-a-Service responsibility matrix

e  Provider accountability statement

e (Client accountability statement

e Shared responsibility model

e Vendor change notification process

e Model update review process

e Exit and portability plan

e  Service continuity plan

e Provider incident response process

e  Provider claims substantiation evidence

e Human escalation support process

e  Protocol connection disclosure

e Tool invocation audit log access

e Model access, restriction, and retirement notification process
e Provider tool provenance, marketplace asset, and component dependency disclosure
e Data-use and retention confirmation

Al Enablement and Fluency Deliverables

e Alliteracy baseline assessment

e Role-specific Al training plan

e Manager enablement plan

e Non-punitive learning period

e  Accessibility and language support review
e Al confidence measurement

e Al aptitude support pathway

e Human review training

e Al supervision training

e Employee feedback mechanism

Emerging Work and Role Design Deliverables
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e Emerging human work assessment

e Al-enabled role inventory

e Digital workforce management responsibility map

e Handoff integrity ownership map

e Human judgment preservation map

e Al supervision responsibility map

e Trust and transition analytics ownership

e Al fluency and enablement ownership

e Alincident review ownership

e Alrepresentation and experience review ownership

e Human R&D pathway map

e Role overload risk review

e  Emerging work skill requirements

e  Emerging work training plan

e Decision on which responsibilities belong in new roles, existing roles, fractional roles, or external support models
e 30-, 60-, and 90-day review of newly assigned Al-enabled human work

Assurance and Claims Deliverables

e (Claims substantiation register

e  Public claims approval process

e Internal claims approval process

e Evidence owner for each Al claim

e Review cadence for Al-related claims

e  Public/private disclosure boundary

e Scorecard evidence repository

e Legal, compliance, and communications review
e Vendor-provided claim validation

e  Correction process for inaccurate claims

Resilience and Dependency Deliverables

e Vendor concentration review

e Model dependency review

e Model access continuity plan

e  Fallback model, provider, or workflow plan
e  Model restriction, degradation, or retirement response plan
e Protocol dependency review

e Credential and tool-access revocation plan
e  Cyber and adversarial risk assessment

e Prompt injection and misuse testing

e  Business continuity plan for Al outage

e  Manual fallback process

e Residual human capability review

e Energy and infrastructure impact review

e Insurance and liability review

e Board-level Al transition risk briefing

Board and Executive Oversight Deliverables
e Executive owner for responsible Al transition
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e Board reporting cadence

e Al transition risk dashboard

e  Material Al incident escalation path

e  Workforce-impact decision record

e Al-enabled savings and hidden-cost review

e  Public trust and reputation review

e Regulatory horizon scan

e Annual Al Transition Impact Report approval process

e  Material Hybrid Intelligence Work System inventory

e  Authority levels by material work system

e  Exception burden and human-review capacity

e Incidents, near misses, and unresolved control issues

e  Continuity exposure and model/vendor dependency

e Vendor concentration and protocol dependency

o  Workforce effects and capacity-removal decisions

e Evidence classes for material Al claims

e Unsupported, expired, or unverified claims requiring review

e Autonomy expansion, contraction, pause, and retirement decisions
e  Material Hybrid Intelligence Work System inventory

e  Exception burden report

e Human-review capacity report

e  Continuity exposure report

e Vendor concentration report

e Evidence-class report for material Al claims

e Unsupported or expired claims review

e  Material Al-enabled transaction review

e Inherited digital workforce risk briefing

e MQ&A digital labor continuity and authority-expansion review
e Transaction-related vendor, model, platform, and source-dependency exposure
e  Post-close Hybrid Intelligence Work System integration report

Hybrid Intelligence M&A Deliverables

e Digital Labor Disclosure Schedule

e Al and digital-labor inventory for the target or acquired business

e Hybrid Intelligence Work System maps for material Al-enabled workflows

e Human and digital labor due diligence record

e Human culture and digital operating culture review

e  Critical human-talent list for Al-enabled work

e  (Critical digital-capability list

e Hidden human work, calibration, exception, and fallback dependency review
e Digital labor ownership and work-system ownership map

e Source, data, intellectual-property, license, and contract rights schedule

e Agent identity, role, access, authority, and credential records

e Vendor, model, platform, cloud, data-provider, and managed-service dependency map
e Performance and claims evidence register

e Alincident, complaint, override, and near-miss history

e Change-of-control and contract assignability review

e Day One control-state plan for inherited Al-enabled work

e No-unapproved-permission-expansion control

e Cross-company data-access approval rule

e Post-close 30-, 60-, and 90-day Hybrid Intelligence review plan

e  Future-back workflow harmonization decision record
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e Retain, recalibrate, restrict, redeploy, replace, redesign, isolate, or retire decision record for material digital
capabilities
e Deal-thesis alignment review for material Hybrid Intelligence Work Systems

Al-Enabled Hiring and Candidate Participation Deliverables

e Candidate Al use policy

e Employer Al use disclosure for recruiting, screening, interviewing, scheduling, ranking, and decision support
e Candidate authenticity standard

e Employer accountable evaluation standard

e Assessment rules distinguishing responsible Al assistance from prohibited misrepresentation
e Candidate correction and appeal pathway

e Human review pathway for high-impact hiring decisions

e  Accessibility, translation, accommodation, and communication support review

e Bias and adverse-impact monitoring for Al-enabled hiring tools

e Candidate-facing explanation standards

e Recordkeeping for Al-assisted employment decisions

e Agent-to-agent hiring scenario review for future candidate and employer Al interactions

Legal, Labor, and High-Consequence Deliverables

e legal review for high-impact Al-enabled work

e labor-management consultation or bargaining record where applicable

e worker representative notice record where applicable

e human-only decision-right review for discipline, termination, compensation, and other high-consequence
workforce actions

e affected-party correction, appeal, grievance, or human-review pathway

e regulatory monitoring and jurisdiction-specific obligations review

Hybrid Intelligence Work System Deliverables

e Hybrid Intelligence Work System inventory

e Hybrid Intelligence Work System owner for each material workflow

e Technology escalation and architecture fit decision record

e Least-agentic architecture rationale

e Manager readiness assessment and enablement plan

e Digital workforce infrastructure readiness review

e Agent identity, access, credentialing, revocation, and lifecycle controls

e  Source-of-truth map and source provenance rules

e Evidence and claims ladder for material Al statements

e Human judgment supply-chain review

e  Continuity-before-capacity-removal decision record

e Al-created capacity reinvestment or redeployment log

e Organizational intelligence dashboard guardrails

e Autonomy expansion, contraction, pause, and retirement criteria

e Readiness drill or operational rehearsal for high-impact Hybrid Intelligence Work Systems

e Discipline crosswalk confirming people management, digital labor management, process management, Al
governance, and data governance ownership

e Operational absorption capacity review for volume, exceptions, handoffs, supervision load, communications, and
recovery burden
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e Continuous improvement operating rhythm for calibration, source, handoff, autonomy, readiness, and trust
reviews

e  Forms of intelligence map

e Technology-shaping assessment

e Containment-to-capability readiness check

e Demographic capacity and continuity assessment

e Connective capacity assessment

e Human role sustainability review

e  M&A applicability review for acquired, merged, divested, outsourced, or integrated Hybrid Intelligence Work
Systems

e Day One controlled-continuity plan

e Inherited digital workforce visibility review

e Hybrid Intelligence M&A Gate completion record

e  Post-close work-system health review

Operational Evidence and Runtime Deliverables
Event ledger or equivalent audit spine:

e  Activity receipt model and receipt kind taxonomy

e Correlation ID standard across conversations, wake turns, peer threads, tasks, consent gates, tool calls, and
workflow runs

e  Run detail or trace view requirements

e  Prompt source, prompt hash, model identifier, context slot, and decision recognition evidence policy

e Controlled prompt exposure and replay policy for QA environments

e Heartbeat and liveness monitoring plan

e Scheduled task promotion, ack, requeue, retry, and terminal skip rules

Context Engineering and Decision Matrix Deliverables

e  Scenario playbook inventory by agent and work system

e Scenario recognition, boundary, action space, priority, and constraint records
e Context assembled log or equivalent evidence checkpoint

e Source, memory, skills, compaction, and guidance injection evidence

e Human-gated learned-scenario review workflow

e Decision gate enforcement and re-prompt behavior for blocked actions

Workspace and Agent-to-Agent Communication Deliverables

e Organization-and-agent scoped workspace policy

e  Workspace search, indexed knowledge, and agent-file provenance rules

e  Cross-workspace sharing policy for role-based, request-based, summarized, or receipt-first access
e Agent-to-agent envelope contract

e Thread ID, hop cap, TTL, bounded history, and fail-closed rules

e Peer ask, peer reply, work handoff, reject, and enrich-request logging requirements

Consent Gate and Human Oversight Deliverables

e Consent gate policy for outbound, customer-facing, employee-impacting, candidate-impacting, or policy-
controlled actions
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e Pending approval queue and approval history requirements

e Approve, reject, edit, and regenerate-with-feedback workflows

e Fail-closed rule for consent errors or unavailable gate checks

e Reviewer identity, expiry, delivery status, and consent receipt audit requirements
e An agent to human oversight list/map

Digital Labor Check-In Deliverables

e  First live-use review after testing

e 7-day stabilization review

e 30-day performance and trust review

e  60-day workflow-fit review for higher-impact use cases

e 90-day autonomy-readiness review

e Quarterly calibration schedule

e Event-triggered review process after incidents, complaints, workflow changes, authority changes, vendor
changes, data changes, or performance drift

Why These Standards Must Start Now

e  Establishing responsible digital labor standards is critical before physical Al becomes common in the workplace.

e Digital Al already forces leaders to define authority, fairness, transparency, escalation, accountability, handoffs,
human override rights, and trust. Physical Al will raise the stakes further because digital decisions may eventually
connect to physical action, proximity, safety, property, and human well-being.

e If organizations cannot responsibly govern digital labor, they are not ready to govern physical labor Al performs.

e The time to establish these standards is before intelligence becomes embodied at scale.

What TRAIT Is Not
TRAIT is not anti-Al.
e [tis not anti-automation.
e Itis not an argument for preserving inefficient work.

e Itis not a prediction that every organization will transition in the same way.

It is a management framework for helping organizations introduce Al responsibly while protecting accountability, human
judgment, trust, resilience, learning, and long-term organizational capability.

Technology changes organizations. TRAIT exists to help organizations choose what they become.
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Final Operating Line

The Al Transition Pledge is not the end of responsible Al adoption. It is the beginning of a long, disciplined transition. The
organizations that do this well will ask whether they are ready to govern, redesign, measure, report, and humanize the
work once digital labor enters the workforce. Hybrid Intelligence should not be judged only by what technology adds. It
should be judged by what the organization removes, preserves, redistributes, becomes, and remains capable of governing.
In a transaction, the same discipline applies before the deal closes: before leaders buy the company, they should
understand the invisible digital workforce they may inherit.

TRAIT does not assume perfect organizations. It assumes real ones: resource-constrained small businesses, legacy
workflows, undocumented judgment, financial pressure, uneven manager readiness, and technology that changes faster
than people can be trained. The purpose of the framework is not to pretend those conditions do not exist. The purpose is
to give leaders a way to act responsibly inside them.

The September update reinforces a practical truth: accountability must survive movement. Work will move from human to
Al, Al to Al, system to agent, vendor to organization, employer to candidate, customer to business, and one organization’s
digital labor to another’s. The question is not only whether the work moved. It is whether authority, evidence, human

judgment, accountability, and recovery moved with it.

Governance sets the conditions for operation. Runtime assurance keeps those conditions visible, enforceable, and
revisable while the work is live.

Al adoption is not workforce redesign. A handoff is not accountability. A sandbox is not governance. A pledge is not
enforceability unless a system is attached to it. Digital labor is not responsible simply because it is capable.

TRAIT exists to help leaders build that system.
Match Al autonomy to the organization’s ability to own, explain, challenge, and recover from it.

TRAIT is not asking leaders to slow the future. It is asking them to own the consequences of the future they choose to
build.

If you found value in this free resource, go deeper with Hybrid Intelligence Organizations: A Field Manual for Managing
Human and Digital Work, available in an Amazon Primer Edition and the Full Premium Field Manual.

TRAIT defines the governance standard. The Field Manual teaches organizations how to operationalize that standard
through implementation guidance, examples, templates, prompts, and workflow-specific practices.
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