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Advance Praise


“Many years ago I wrote a book entitled The Invisible Computer, a prediction that has been realized. Now Harry Glorikian anticipates the future with his book The Invisible Interface, a dramatic change in how we will interact with our digital technologies. His insights into a personal operating layer paint an exciting vision of effortless, comfortable interactions that will feel so natural, so essential, that we will wonder how we ever got along without it. Will it happen? It is already starting, so the real question is not ‘will,’ it is ‘when?’”

—DON NORMAN, Author of The Design of Everyday Things and Design for a Better World

“Most AI books explain the technology. The Invisible Interface explains the economics—specifically, why the layer between users and AI services is the most valuable real estate in the digital economy right now. Harry Glorikian gets the commercial dynamics exactly right: The default is the moat, memory is the switching cost, and trust is the new acquisition channel. From where I sit, that’s not theory. That’s the game.”

—GIANCARLO “GC” LIONETTI, Chief Commercial Officer, OpenAI

“Glorikian defines the shift from apps to agents and introduces the personal operating layer as the foundation for AI-driven execution. His focus on reducing “proofseconds”—the time to validate AI decisions—makes clear why some organizations scale while others stall. We’re living this transition right now— moving from pilots to enterprise scale—and Glorikian’s framework gave us language for exactly where the friction lives.”

—DINESH KULKARNI, Group CIO, Transforming Life Sciences with Data, Digital and AI, Thermo Fisher Scientific

“In The Invisible Interface, Harry Glorikian explains how AI will move computing from clicks to intent and from interfaces to orchestration. His concept of the personal operating layer offers a powerful way to think about how work, productivity, and decision-making will evolve in the coming decade.”

—CHRISTOPHE KOLB, Chief Executive Officer and Founder, Taller and Author of Cognitive Kin

“The Invisible Interface reframes how businesses can and should think about AI. Glorikian does a remarkable job articulating how AI represents a paradigm shift in not only how human beings interact with technology, but how AI allows for personalization of those interactions to the point where technology can operate with intent. This combination of personalization and intentional operation has the potential to transform the way businesses operate, making The Invisible Interface essential reading for any business leader operating in the AI era.”

—EVAN SCHNIDMAN, PhD, Head of Fidelity Labs, Fidelity Investments

“Most people view AI as a better way to do old tasks. Harry Glorikian sees it for what it really is: a fundamental shift in how humans interact with the world. The Invisible Interface provides the perfect framework for delegating the mundane without losing our agency. It’s an essential guide for any leader looking to move past the AI hype and build systems that actually strengthen customer connections.”

—DAVID BERKOWITZ, Founder of AI Marketers Guild and High Caliber AI and Author of The Non-Obvious Guide to Using AI for Marketing
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Introduction The Sound of Silence


Emma Reyes is already late. She’s walking fast, coffee in one hand, phone in the other. She doesn’t open an app. She doesn’t tap through menus. She says, “Book a 7:30 cardio consult at Brigham, use my Anthem plan, and send my father’s labs ahead.”

She feels a soft double-tap at her wrist. Not a notification. More like a receipt.

A thin summary strip floats in her peripheral display:

Actions taken (6). Systems touched (4). Human approvals (0).

Then the details—time-stamped, reversible, and boring in the best possible way. She asked for three things. Her invisible layer delivered six:


	Confirmed the cardiology slot and pushed the updated invite to every affected calendar.

	Verified Anthem eligibility and queued the pre-authorization—because life-critical and paperwork-critical are not the same urgency, but both have deadlines.

	Pulled her father’s most recent labs and dropped them into the clinician’s pre-visit packet.

	Drafted a two-sentence note to Raj flagging she’d be five minutes late to the morning handoff.

	Suggested a backup ride when it detected the subway delay pattern from the last three Tuesdays.

	Logged every step so Emma can audit or undo the workflow in thirty seconds.



That last line is the tell. She asked for three things. The system handled six— and she didn’t need to know the difference until she wanted to. The magic isn’t that the system is quiet. The magic is that the silence has guardrails.

Thirty seconds later, her day is re-stitched: the calendar shift, the message, the chart summary, the driving directions. She never “used software.” She expressed intent, and an invisible layer of intelligence did the orchestration.

This workflow isn’t hypothetical. Variations of this are already happening inside real organizations, unevenly, and often without the controls we’d demand if we were being honest.

If this feels like science fiction, that’s the point. The future didn’t arrive with a bang. It arrived by subtracting friction. When the interface gets quiet, most leaders miss the moment it became strategic.

Elements exist as I write this in 2026, and the full picture will unfold over the next decade. Some capabilities are here now; others are a few years out. The most transformative shifts will take longer. But the pace of change is accelerating. What took five years in the last cycle may take two in this one. The question isn’t whether this transition happens. It’s whether your organization is positioned to benefit from each wave or be disrupted by it. This book gives you the strategic frameworks to make that determination.



WHY THIS MATTERS: AN INVISIBLE TRANSFORMATION IS COMING


Management teams and boards are used to asking, “What’s the new product?” or “What’s the new channel?” This change is sneakier. The channel is disappearing.

For the last forty years, software has lived behind screens, dashboards, menus, and workflows. We trained people to adapt to software. Now the software is adapting to people. That’s the shift.

You can call it “AI” (artificial intelligence), but that label is already overloaded. What’s changing is the interface layer: the way work gets done, decisions get made, and services get delivered. The interface is moving from clicks to conversation, and from conversation to delegation.

Here’s what matters: When the interface changes, the winners are not the companies with the best feature list. The winners are the companies that capture the new defaults—and build enough trust that customers, regulators, and employees let the system act on their behalf.

This is a fiduciary decision. The choices your organization is making now about AI delegation, trust architecture, and default positioning will affect enterprise value for a decade. Leaders who treat this as “an IT matter” will find themselves explaining to shareholders why they ceded strategic ground while optimizing last year’s metrics.




THE INTERFACE DIDN’T DIE. IT DISSOLVED.


A “disappearing interface” doesn’t mean screens vanish. It means screens stop being the center of gravity.

The old model:


	People learn the software.

	People do the glue work (copy/paste, status chasing, handoffs).

	Core systems stay locked behind rigid workflows.



The new model:


	People state intent.

	A personal operating layer (POL) sits between the person and the tools, translating intent into actions across calendars, documents, messaging, and core business systems.

	The system returns a result and logs what it did.



In Chapter 1, I’ll define the POL and separate the hype from the mechanics. For now, internalize this idea: The interface is moving from “operate the software” to “delegate the outcome.”




THE MOVING WALKWAY EFFECT


My favorite metaphor is the moving walkway at the airport. The walkway doesn’t change where you’re going; it changes how fast you get there.

A POL turns “glue work” into background processing. It drafts, summarizes, searches, schedules, and coordinates. That’s more than productivity; it’s also competitive compounding.

Most knowledge work is drowning in coordination: meetings, messages, follow-ups, and tool switching. That’s a tax on execution.

When you remove taxes on execution, the best teams change the shape of work:


	Sales teams close loops sooner.

	Product teams ship tighter iterations.

	Customer service resolves faster because context is pre-assembled.

	Clinicians spend more time on decisions and less on documentation.



If your competitor’s walkway is moving and yours isn’t, how long do you have before “small” efficiency gaps turn into market share gaps?

What changed? The interface got quieter. The moment systems can remember context, take actions, show receipts, and stop on command, we’ve moved from answers to operations. I’ll lay out the proof points in Chapter 2. Here, I want you to feel the shift: The silence is where the work is moving.

To be clear: As I write this, this level of delegation is realistic only in governed workflows, where tools, permissions, and rollback are engineered up front. The open-world version is still an active problem.





A MAP OF THE TERRITORY


Here’s what this book covers.

CHAPTER 1 asks whether this technology shift is genuinely different— and presents the evidence that it is.

CHAPTER 2 pressure-tests that claim with proof points from real deployments.

CHAPTER 3 examines what changes when software stops informing and starts acting.

CHAPTER 4 identifies the four trust signals that determine whether users will delegate.

CHAPTER 5 introduces proofseconds, the metric that separates deployments that scale from those that die at pilot.

CHAPTER 6 maps the memory war: who owns the context that makes a POL valuable.

CHAPTERS 7 & 8 trace the economic consequences, first for the attention economy, then for market structure.

CHAPTER 9 reveals why defaults become destiny when agents choose on your behalf.

CHAPTER 10 confronts what we owe each other as cognitive work shifts.

CHAPTER 11 catalogs predictable failure patterns so that you can avoid them.

CHAPTER 12 frames the decisions your organization faces in the near term.

CHAPTER 13 looks at the capabilities arriving next: the ones that will determine whether everything I’ve described becomes ordinary.

Let’s start with the shift itself.


PAUSE AND REFLECT

Pick one critical workflow—the one that drives revenue, safety, or customer trust.

In a single page, answer:


	What parts of this workflow are “glue work” that a POL could remove in the near term?

	Where would delegation be unacceptable without explicit controls?

	If a third party set the default here tomorrow, would we even notice? And if we noticed, could we change it?










PART I THE PLATFORM SHIFT








Chapter 1 The Disappearing Interface


Is this technology shift different? Should we be placing big bets?

1987, Sunnyvale, California. Mike’s back hurts. He’s been hunched over a beige Compaq for forty-three minutes, watching a floppy disk grind through a quarterly spreadsheet. The DOS cursor blinks. Error message. He tries again. The file corrupts. Three hours of work disappears. Dinner is cold. Mike locks his office at 9:47 p.m. and spends the weekend rebuilding what the computer “ate.”

Present day, Brooklyn, New York. Zoe is making tea when her laptop chimes. “Your Q3 pitch deck is ready,” it reports. “Charts updated with this morning’s sales data. Fonts match brand guidelines. The demographic slide uses the format you prefer.” She glances at the screen. Fifteen seconds from ask to answer. The system remembered last week’s conversation about the demographic split. It knew her brand colors. It did the coordination.

Mike had to learn the machine’s language. Zoe just stated her intent.

That inversion—from humans adapting to software, to software adapting to humans—is the signature of an interface shift. And interface shifts don’t reverse.



WHY THIS MATTERS: INTERFACE SHIFTS REMAKE EVERYTHING


Is AI going to lead to an interface shift that really matters?

If you’ve been burned by AI pilots that never scaled, by “automation” projects that created more exceptions than outcomes, or by chatbots that made customers angrier instead of happier, good. That scar tissue is useful. It keeps you from confusing demos with durable change.

But scar tissue can also slow you down when the underlying physics shift.

Every few decades, we see an interface transition that rewrites how humans turn intent into outcomes. When that happens, the competitive map changes fast. Companies don’t lose because they’re dumb. They lose because they keep using yesterday’s scorecard to judge tomorrow’s game.

This chapter gives you a framework to evaluate what I call the personal operating layer (POL) and to decide whether you’re looking at a genuine platform shift or a feature dressed up as one.

Every major interface revolution creates new winners and makes old advantages obsolete. The graphical desktop era minted Apple and Adobe. The web era reshaped retail and advertising. Mobile rewired consumer behavior and the dominance of the infinite scroll.

The POL era is different in one crucial way: It collapses the gap between intention and execution.

In prior eras, software made you faster at operating software. You clicked. You searched. You copied and pasted. You coordinated across apps. You became the “glue.”

A POL moves that glue work into the machine.

When the interface disappears, the question for leadership changes from “Which software should we buy?” to “Where does our business depend on human friction, and what happens when that friction goes away?”




WHAT IS A PERSONAL OPERATING LAYER?


A personal operating layer is the software layer between your intention and execution—an AI layer that:


	knows your context (preferences, history, constraints)

	reasons across that context (tradeoffs, priorities, sequence)

	acts across your systems (calendar, email, files, apps, services)

	keeps you in control (visibility, approvals, override)



Think of it as a chief of staff with perfect recall and infinite follow-through. It doesn’t answer questions. It orchestrates outcomes.

When Emma in the Introduction whispered, “Book a 7:30 cardio consult at Brigham, use my Anthem plan,” and the system coordinated insurance checks, scheduling, records, and logistics, that was orchestration: one intent triggering a coordinated set of actions across systems.

A POL is not defined by a user interface (chat, voice, text). It’s defined by what happens behind the interface: persistent context, cross-system action, and controllable autonomy.

Here’s a terminology sanity check:


	Model: the reasoning engine (for example, a large language model, or LLM).

	Agent: a model plus tools and permissions that can take actions.

	POL: the layer that makes that agent persistent and governable, including identity, memory, integrations, and receipts.

	Token: the unit of text the model reads and writes.

	Context window: the model’s working memory; how much information it can consider in one go.



If you treat a POL like “one more app,” you will underinvest in the integration, governance, and operating model needed to capture value. A POL is closer to an operating system upgrade than a feature rollout.




THE FOUR-QUESTION POL SMELL TEST


The market is flooded with products claiming “agentic” or “assistant” capabilities. Most are features. A POL is a platform.

Here’s the smell test I use. If the answer to all four questions isn’t “yes,” you’re not looking at a POL, you’re looking at a narrow tool.


	Remember: Can it remember you across sessions (preferences, patterns, constraints), or does every conversation reset to zero?

	Act: Can it take actions across multiple systems (not just suggest), or is it trapped inside one application?

	Show: Can you see what it did and why (sources, steps, uncertainty signals), or is it a black box?

	Stop: Can you stop it instantly and override any step, or once you delegate, are you just along for the ride?



As I write this in 2026, most products can pass one or two of these questions in isolated workflows. “Remember” and “Show” are becoming common. “Act” and especially “Stop” across multiple systems are where the hard engineering and governance is. Treat that gap as a roadmap that these systems are learning to cross, not a reason to dismiss the shift.

Why these four questions?

Because they map to the two failure modes:


	No memory, no compounding. If context doesn’t persist, productivity gains don’t compound. Users who have to “teach” the system every time will abandon it.

	No control, no adoption. If humans can’t verify and override, they won’t delegate anything that matters, especially in regulated industries.



The smell test is not about whether the system can produce a clever answer. It’s about whether the system can be trusted to participate in a workflow. Management and boards don’t fund “clever.” They fund repeatable outcomes.

If a vendor’s demo looks great but it fails “Remember” or “Show,” you’re looking at a productivity sugar high. It will spike interest, then crash adoption.

If you’re reading this and thinking, “So can we do all four today?” here’s my blunt answer: pieces of it. The industry can pass all four questions inside a controlled workflow, but as I write this, we cannot pass all four across the open world, reliably, without tradeoffs.

That’s the normal sequence of every platform shift: narrow and governed first, broad and magical later. Here’s how this looks as I write about it:


	Remember: Mainstream assistants are starting to ship opt-in memory, but it’s still uneven and not inherently portable. The hard problem isn’t storing facts; it’s governing them: what gets remembered, who can see it, how it can be deleted, and how it moves when you switch systems.1

	Act: Tool-calling and workflow execution are real, but safe action is constrained. The moment a model can click “send,” your enterprise inherits an entire new attack surface (prompt injection, insecure output handling, data exfiltration). That’s why production agents live inside a policy box: limited tools, limited scopes, and approvals on high-impact steps.2

	Show: We’re getting better receipts‚ citations, step logs, and decision trails, but “auditor-grade” traceability still requires deliberate engineering. This is why risk frameworks matter: The governance layer is what turns capability into adoption.3

	Stop: The off switch is solvable, but only if you design for reversibility. Cancelling a chat is easy; rolling back a sequence of real-world actions across systems is an engineering discipline. It has to be built into the workflow engine, not bolted onto the UI.



At the end of 2025, The Wall Street Journal’s CIO Journal ran a roundtable in which its reporters basically said the quiet part out loud. Three years into the boom, much of “enterprise AI” remains summaries, customer-service automation, and workflow cleanup, often an extension of automation programs already underway.4

And when they pushed on “agents,” the constraint was managerial, not technical. One executive’s answer to “How is it an agent, how is it taking autonomous action?” was “We don’t want it to take autonomous action.”5 That’s not a bug. That’s the “Stop” requirement showing up in the wild.

Then you get the outlier. NVIDIA’s Jensen Huang has been explicit internally: Use AI for every task you can. He reportedly called it “insane” when managers told teams to use less.6,7 That’s CEO-driven adoption, and it’s a preview of what happens when a company treats AI as a baseline skill rather than a skunkworks experiment.

Notice what ties these together: Early ROI often looks like cost avoidance (the hire you didn’t make) and cycle-time compression, not a brand-new revenue line. That’s why my likely timeline is narrow and governed first, broader delegation later.


	2025–2026: “Proto-POLs.” “Remember” in small doses, “Act” inside a few integrated systems, “Show” via basic receipts, “Stop” via approvals and task cancellation.

	2026–2028: “Receipted autonomy.” More durable memory with governance, action across more systems, audit trails that satisfy risk teams, kill switches that operate at the workflow level.

	2028–2030+: “Portable agency.” Memory and permissions become migratable, multi-agent orchestration becomes normal in organizations, and POL becomes less a product and more a layer you assume exists.



Demos are cheap; integration is expensive. That’s why the real POL competition won’t be won in the model lab. It’ll be won in trust infrastructure, workflows, and operations.





THE 5R FRAMEWORK (WHAT A POL MUST BE ABLE TO DO)


The smell test is a gate. The 5R framework is the capability spec. A durable POL needs five non-negotiables:


	Remember (context that compounds). A POL carries forward your preferences and history, so every interaction gets cheaper and better over time. The “memory” is operational: what you approve, what you reject, how you like things formatted, which stakeholders matter, which constraints are real.

	Reason (synthesis across constraints). A POL does more than retrieve information. It connects dots. “Find a dinner spot for the team” becomes a multi-constraint problem: time, location, dietary needs, budget, relationship dynamics, tomorrow’s calendar, and the reality that the chief executive officer (CEO) hates loud restaurants.

	Reach (action across systems). A POL executes rather than just advising. One intent can trigger calendar changes, emails, reservations, document updates, and notifications across multiple services. This is where most “AI assistants” fail in practice. They generate text, but they don’t close loops. Management and boards should care about loop closure. Outcomes reduce cycle times and cost.

	Reflect (transparency you can trust). A POL shows its work. In a leadership setting, this is the difference between “interesting demo” and “operational system.” If users can’t verify, they won’t delegate. If auditors can’t reconstruct, you won’t deploy at scale. Reflection is also how errors get corrected. Without visibility, mistakes become superstition: Users don’t know what went wrong, so they stop trusting the system.

	Respect (boundaries that hold). A POL honors the permissions and limits your set. It asks before doing high-risk actions. It keeps private data private. It has a real kill switch. It understands that “do not contact this client” is not a suggestion. A POL without Respect is not a productivity tool. It’s a liability generator.







WHAT CHANGES INSIDE A COMPANY WHEN A POL ARRIVES


If you want to understand why the impact of a POL is a management/board topic, don’t start with models. Start with work.

Most enterprise work is coordination wrapped around knowledge:


	gathering information from multiple systems

	reconciling differences (“which number is right?”)

	routing decisions to the right people

	documenting what happened for compliance

	following up until the loop is closed



That coordination is expensive, slow, and mostly invisible on a profit and loss statement because it’s spread across roles. It shows up as “overhead,” “administrative burden,” “process,” and “time spent in meetings.”

A POL attacks that coordination tax by turning workflows into intent.

Instead of: Open the customer relationship management (CRM) system, open email, open calendar, search the contract folder, copy a few lines into a deck, message finance for an updated number, schedule a review, then follow up twice …

You get: “Prepare the renewal package for Acme and schedule the internal review for Tuesday. Use the latest pricing and include the last three support escalations.”

The machine does the scavenger hunt. You do the judgment.

That has three implications leadership should not underestimate:


	1. Cycle time becomes a competitive weapon. When coordination cost drops, decisions move faster. Sales cycles compress. Hiring cycles compress. Clinical throughput improves. Faster cycles go beyond improving efficiency; they change market behavior.

	2. Standardization becomes easier, not harder. Most “standardization” efforts fail because they require humans to remember and comply. A POL can enforce standards by default: templates, approvals, naming conventions, routing rules, and documentation. Defaults beat policy memos.

	3. The bottleneck shifts to trust. Once a system can act, the constraint is no longer “can it generate?” It’s “Will we let it execute?” That’s a governance problem as much as a technology problem.



If you deploy POL capabilities without redesigning workflows, you’ll get isolated productivity wins, but you will not get compounding advantage. The value shows up when you re-architect work around intent, delegation, and verification.




WHERE VALUE MIGRATES WHEN THE INTERFACE DISAPPEARS


Interface shifts move value from one layer of the stack to another.

In the web era, value migrated toward search and distribution. In mobile, value migrated toward app ecosystems and notifications. In the feed era, value migrated toward attention capture.

In the POL era, value migrates toward three things:


	Orchestration: Whoever can reliably coordinate across systems captures the “outcome layer.”

	Integration: Connectors aren’t plumbing. They’re power. Whoever owns the permissions and pathways owns the ability to act.

	Trust architecture: Transparency, control, auditability, privacy, and safety become adoption gates, not “nice-to-haves.”



The visible UI becomes less important than the invisible infrastructure around memory, action, and governance.

So, who wins? That question is premature. The better question is: What parts of our business depend on customers tolerating friction, and how fast can a POL remove it?





THE FOUR COMPONENTS OF POL ARCHITECTURE


You do not need to be an engineer to evaluate a POL, but you do need to know what parts must exist. Every functioning POL has four components:


	Memory layer: Stores the user’s operational context, including preferences, patterns, relationships, and prior decisions.

	Reasoning engine: Plans tasks and sequences actions. This is where the “thinking” happens.

	Connectors: The integrations, often via application programming interfaces (APIs), that let the POL operate across calendars, email, documents, and external services.

	Safety controls: Approvals, audit trails, and override mechanisms that keep the human in charge. The safety controls component is where most enterprise deployments succeed or fail. We’ll go deeper on trust architecture later in the book.



Here are the questions that matter:


	Where is memory stored, and who owns it?

	What systems does it touch, and with what permissions?

	What is logged, and can you audit actions end-to-end?

	What is the failure mode when it’s wrong? Suggestion, draft, or action?



If any one of these components is missing, you can still have a useful product. But you don’t have a POL.




WHAT A POL IS NOT


Clarity matters because vendors love to blur categories.

A chatbot converses but typically does not retain durable context or execute work across systems.

A copilot can assist inside an application (write a paragraph, generate a slide) but usually cannot orchestrate a multi-step workflow across your entire toolchain.

Robotic process automation (RPA) can automate scripted workflows, but it is brittle: great for predictable steps, poor at adapting to messy human reality.

A standalone “agent” can execute tasks, but without transparency and control it becomes a risk surface, not a productivity surface.

A POL is the combination: persistent context plus cross-system reach plus user-controlled autonomy. That combination is what turns “AI features” into a platform shift.




THE LAWS OF INTERFACE EVOLUTION


After decades of digital transformation, one pattern keeps repeating: The interface, not the underlying technology, often determines who wins. Four laws show up consistently:

Law 1: Friction collapses. Each interface shift reduces the effort required to get outcomes. The result isn’t faster. It’s feasible. When friction drops far enough, people do entirely new things.

Law 2: Winners get replaced. New interfaces create new giants and strand old advantages. The skill that mattered yesterday can become irrelevant tomorrow. When interfaces shift, categories re-segment around new power centers.

Law 3: The best interface is the one you forget. You don’t “use” electricity. You flip a switch. That’s where interfaces tend to go: from visible to invisible. The winning interface removes cognitive overhead.

Law 4: Speed beats perfection. In platform shifts, waiting for maturity is a strategy for becoming a fast follower, at best. Imperfect products compound learning. Perfect products often arrive after the market has picked default winners.

Every interface transition in the past fifty years has produced new dominant players and destroyed many incumbents who moved too slowly. The companies that lost weren’t stupid; they were optimizing for yesterday’s game. Directors should ask management: “Are we treating POL as a feature upgrade or a platform shift? What’s our evidence for that assessment, and what’s our exposure if we’re wrong?”





THE ARC OF INTERFACE EVOLUTION (WHY POL IS THE NEXT STEP)


Each era eliminated one kind of friction while creating another:

Command line era (1970s–1984): Eliminated paper filing but created a priesthood of specialists. You had to learn the machine’s language. I remember visiting a hospital in the early 1980s where one person knew the billing system commands. When she went on vacation, billing slowed to a crawl. Immense power was locked behind specialized knowledge.

GUI era (1984–1995): The graphical user interface (GUI) made computing accessible to non-specialists. When Apple announced the Macintosh in 1984, it was a cultural moment because it made the “desktop” metaphor legible to humans.8 I watched a senior physician who had refused to touch a computer sit down at a Macintosh and start exploring within minutes. “It’s like a desk,” he said. That’s the GUI story: Power becomes usable.

Web era (1995–2007): Hyperlinks and browsers turned information into a global utility, but the web created a new friction: finding, filtering, and trusting information at scale.

Mobile era (2007–2016): The iPhone moved the internet into your pocket and normalized “always available.” Apple announced iPhone on January 9, 2007. Mobile also fragmented work into dozens of apps. It made everything reachable, but it made you the orchestrator.

Feed era (2016–2023): The interface became an algorithmic stream. Engagement became the product. We trained an entire generation to live inside infinite scroll.

POL era (emerging): Now the interface collapses into intent. You express what you want. The system coordinates the how. The remaining friction shifts from “How do I use the software?” to “Do I trust the software to act?”

This is why I call it the disappearing interface: The user-facing layer becomes a thin expression of intent while the real product moves into orchestration, memory, and control.

Every interface rewrite rewires the economy. Command lines created programmers. GUIs created designers and spreadsheet jockeys. The web created a new profession around distribution and discoverability (think search engine optimization [SEO]). Mobile created an app economy.

POLs will create a different class of professionals: people who guide rather than do, who curate rather than create, who orchestrate rather than execute. That shift matters because it changes what “talent” looks like inside companies as well as what training, incentives, and org design will work.




FIVE STAGES OF HUMAN-COMPUTER COLLABORATION


POLs don’t appear overnight. Organizations move through stages:

Stage 1: Manual operations. Humans do the work end-to-end. Every email is typed from scratch. Every status update is assembled by hand. Most organizations still have pockets of Stage 1 hiding inside “modern” workflows.

Stage 2: Rule-based automation. If-then scripts and workflows. Powerful and brittle. Great for repeatable steps, but fragile under real-world variation.

Stage 3: Intelligent assistance. The system helps with bounded tasks: drafting, summarizing, searching, extracting. Humans still drive the workflow. The system is a tool, not a partner.

Stage







THE INCUMBENT BLINDNESS PATTERN








	Nokia reported an estimated 40% device market share in Q4 2007, dominance by any reasonable standard.9

	In 2007, Microsoft CEO Steve Ballmer dismissed iPhone’s prospects, one of the most expensive laughs in tech history.10

	Microsoft announced a deal to buy Nokia’s Devices & Services business in September 2013; the sale completed in 2014.11

	Kodak’s engineer Steven Sasson built the first portable digital camera at Kodak in 1975.12 Kodak filed for Chapter 11 bankruptcy protection in January 2012.13











WHY MANAGEMENT AND BOARDS ARE TALKING ABOUT THIS NOW

















	Where do your customers still “navigate complexity” to get outcomes?

	Which internal workflows exist mainly because your systems don’t talk to each other?

	If a competitor gave your shared customers a POL that eliminated that friction, what would happen to your margins and retention?








EXECUTIVE TAKEAWAYS




	Use the smell test early. Remember, Act, Show, Stop. If a vendor fails any one, treat it as a feature, not a platform.

	Apply the 5R framework as your requirements list. If the product can’t Remember, Reason, Reach, Reflect, and Respect, it will not scale beyond novelty.

	Treat “connectors” and “controls” as first-class requirements. Demos fail in the enterprise because integration and governance are afterthoughts.

	Place your organization on the five-stage collaboration curve. Strategy depends on whether you’re optimizing Stage 2 automation or building toward Stage 4–5 orchestration.

	Watch for incumbent blindness in your own thinking. If you judge POL with yesterday’s scorecard, you’ll miss what customers value once the interface disappears.

	Trust is the throttle. Capability creates possibility; governance creates adoption.
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