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INTRODUCTION

At first, the questions surprised me.

They started in late December 2022, just as I was settling in for a quiet holiday with family. The first text came from an old friend, an accomplished lawyer, thinking of me because she was playing with new generative artificial intelligence tools like ChatGPT, which had just been released. “What do you think this will do to the legal profession?” she asked. She also wanted to know if I thought these tools had been built responsibly.

That holiday break, between various errands and cups of hot cocoa, I heard from at least a half dozen friends whose curiosity had been ignited. I’ve spent years helping develop guardrails for AI products and advising businesses of all sizes how to get reliable and trustworthy results from AI. It’s second nature for me to track milestones such as AI detecting early signs of cancer or companies putting self-driving cars on the roads. But I knew something had tipped when people who had never expressed interest in AI started asking questions.

When I returned to work, the trickle of calls and texts became a flood of requests for customer meetings. Business leaders from many different industries (and at many different levels in their organizations) were excited by the potential of AI but also highly aware of its risks. While each conversation was unique, two key questions ran across them: What will this mean for how work gets done? And, How do we as business leaders manage the risks?

I might have expected the questions to die down once generative AI tools became more widespread and people got used to them. But the opposite happened. The capabilities of AI technology quickly grew from writing cute poems to improving a range of functions—from customer service to marketing. World leaders held summits on AI risks. Labor unions took notice and began negotiating agreements around AI.

In the beginning, there was something gratifying about seeing people engage seriously on the topic of AI. But I also started to feel unsettled.

The tone of news coverage started to feel hyperbolic. In conferences and in boardrooms, there was excitement, but there was also palpable fear. Especially when people let down their guard in personal conversations, I started to pick up on a sense of powerlessness, a view of AI as some kind of inexorable force descending upon us, rather than a beneficial tool that could support us in myriad ways.

Adding to the confusion, there was considerable uncertainty about how to even think about working with AI. When a company introduces a new app for employees to manage expenses, or a workflow to resolve customer questions, no one seems particularly scared. But with AI there seemed to be confusion about whether the technology was in fact “just a tool”—because you could interact with it in natural language, because so many AI researchers explicitly aim to mimic human intelligence, and because AI seems so capable across so many domains of knowledge work.

Was it better to think about AI as traditional software, or was it, as some had framed it, the equivalent of a coworker?

[image: ]
We are at the precipice of a profound shift in how we interact with technology at work. Particularly as AI agents enter the fray, capable of reasoning and executing a complex series of actions on our behalf, often acting autonomously, we are seeing AI evolve into a dynamic partner in our jobs.

While we all know this shift comes with both promise and peril, it can’t be overstated how crucial it is to keep people at the center of this transformation. Even as AI starts to blur the lines around tasks that we once associated only with humans, even as this capability transforms how work gets done, it’s human choices and human leadership that will determine successful outcomes.

Equally important is ensuring we implement the right guardrails for AI to earn trust from many different stakeholders—our employees, our customers, our end users, and our communities.

This book is a prescriptive guide for how to do just that. Focusing on AI’s application in knowledge work, we’ll walk through integrating AI into the workplace, not just productively but also responsibly. We’ll go on a colorful journey that includes stops such as a small town council in England where workers were rejecting AI despite its potential benefits, to a large bank in Singapore that had successfully prepared employees for new roles during previous waves of automation.

In each part of the book, we’ll go into tangible details of specific business domains. Part I covers customer-facing functions like sales, service, and marketing. Part II covers the intricate and fascinating nexus of AI and people management. And Part III looks at AI’s impact on business areas like legal, strategy, and innovation.

The book’s focus on the practicalities of what AI can and can’t do for particular job functions is very intentional. It’s easy to get stuck in high-level theoretical debates about AI or to feel overwhelmed by sweeping predictions about the end of work. I’m not brushing those topics aside; I take them seriously. The way to address them is by looking closely at how AI is likely to be applied in real contexts, domain by domain, rather than speaking in abstractions. When we zoom in on the context-specific details that matter for businesses, the view gets much clearer, and the choices get much more empowering.

One lesson that becomes clear is that for the foreseeable future, the opportunity is not just about AI. The opportunity is about humans with AI. The opportunity is about how the two forms of intelligence can achieve more together than they can achieve on their own.

Yes, AI is a very powerful technology, and it’s only getting better. Its implications for how work gets done are profound. But it also has significant flaws, just like humans do. It is good at some things and not at others. And that’s true of human intelligence, too.

So we’ll talk a lot about designing human-AI collaboration, with the goal of leveraging the best of both types of intelligence. At a micro-level, this is about being thoughtful about the delegation of tasks and the design of workflows—making intentional choices about what to assign to AI and what to assign to humans. At a macro-level, it’s about reimagining how we think about teams and organizations to harness the best of both types of intelligence and to unleash people to do their best work in this new world.

We will also discuss best practices for avoiding known ways in which things can go wrong—not just from AI, but also from human error—and the ways in which governance itself may change in this era (with AI being harnessed as a tool in its own governance).

Effective change management will be crucial to successful results. Not all people trust AI equally, and not all people understand AI equally. For both reasons, we’ll give a lot of thought to how best to prepare employees for a future in which AI is a key part of how knowledge work gets done, how to give them the tools to turbocharge their own work, and how to engage workers as co-owners in this process.

Finally, while some aspects of AI’s capabilities are certainly new, we aren’t starting from scratch. Interspersed among the chapters you will find wisdom and best practices from past technological transformations, including prior waves of AI. It’s tempting to view AI as totally without precedent, but that can be unnecessarily disempowering. We managed to set the “rules of the road” for automobiles, commercial airplanes, the use of advanced technology in medicine, and many other domains. And we already know a lot about the technical controls that can address recurring AI issues such as bias and accuracy—and that can be applied to successive waves of innovation. As with those other technologies, AI is something we can shape and control.

You can read the book in any order. Dive straight into the domains that matter most to you, or move across them for a broader view. But I encourage every reader to spend time with the chapters on people management and teams, because those insights apply across the board, no matter your function.
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I’ve spent a career building, investing in, and advocating for technology as a force to unlock human potential. My first job out of college was at a school in rural India where exposure to technology helped open up paths toward new types of jobs to the children of farmers whose land was being subdivided and becoming economically unviable. I spent many hours in their computer lab, a cinder-block room surrounded by miles of farmland, watching as young students learned how to use a personal computer. This was even before the school could connect those computers to the internet.

Later in my career, I joined Omidyar Network, created by eBay founder Pierre Omidyar and originally set up to invest in tech-driven start-ups that extend opportunity to underserved populations. We supported companies in Africa and Latin America that enabled rural merchants to use their mobile phones to order and manage inventory or that provided rural farmers access to weather data and micro-insurance. In the United States we supported companies using tech to help low-income Americans manage their social safety net benefits or struggling retirees to manage their financial health.

Over the years, I came to understand that technology can also have significant downsides if not harnessed thoughtfully. I founded a technology ethics initiative that engaged with tech companies, investors, and civil society on the question of guardrails. My team worked on frameworks to help technologists anticipate the societal consequences of their products and steer their design toward positive outcomes. We partnered with universities around the world to integrate ethics training into core computer science classes. We wanted technologists of the future to be asking not just can we build something, but should we?

When I joined Salesforce in 2019 as their first-ever chief ethical and humane use officer, there were few established roadmaps for how to do this work. Through multiple generations of AI, we learned by doing how to make technology worthy of the trust of the world’s largest enterprises. We found that it is often guardrails and transparency that allow new technologies to be adopted at scale. Most importantly, we found that as technology advances and becomes more autonomous, people and leadership matter more, not less.

Fears about AI are dominating headlines. Fear of AI making humans obsolete. Fear of AI run amok. Fear of missing out on AI’s benefits.

But my principal goal for you in reading this book is confidence. Confidence that you know what kinds of tasks are good to delegate to AI and where you should prefer human judgment, even as the capabilities of AI evolve. Confidence that you understand where AI might go wrong (or, indeed, where humans may go wrong in working alongside AI), and what kinds of safeguards you want to see implemented in your organization. Confidence that as AI agents start becoming a part of our daily work, you have a compass for how your teams and even your own role might evolve. Confidence that in the process you can do right by your employees, your customers, your business partners, and your community.

You may be a seasoned CEO or CIO charged with leading this technology transformation, or you may be early in your career, wanting insights for how this transformation will change how you pursue your career. You may be a human resources leader preparing for how organization and teams are going to change as AI agents show up in force. You may be a lawyer wondering where you can trust AI and where you shouldn’t. You may be a marketing or digital commerce leader trying to figure out how to balance human taste-making and creativity with the power of AI for personalization. We’ll go deep on all these questions and many more.

Bringing humans and AI together at work is one of the biggest business challenges and opportunities of our time. It can seem overwhelming, because the technology is progressing so quickly and on so many fronts, and because it is often presented as an impenetrable topic, understandable only to technical experts. But AI is far too important a topic to leave only to those experts. We’re all going to need to own it. And when we do, we have the means to write our own futures.

We have a choice between a future of work in which AI is merely a tool for efficiency, or one in which efficiency gains are coupled with human agency, human control, and a blossoming of human potential. This book is about what happens when humans and AI come together to make human organizations better for the people we serve. It’s a guide for how to stand at the helm of your own AI journey.








Chapter 1

WHAT’S NEW, WHAT’S NOT

In just a few years, AI has gone from a specialist topic to something everyone has opinions on. It has been praised as miraculous, condemned as dangerous, and debated everywhere from boardrooms to dinner tables. But between these poles of euphoria and dread lies the reality most of us now face: a technology powerful enough to reshape how work gets done, yet still deeply dependent on human judgment.

The headlines focus on extremes, but the practical questions are far more grounded. How do we manage this technology? How do we and our teams work alongside it effectively? How do we capture its benefits without compromising our values or our goals?

To find useful answers, we have to start by understanding where we are, what has truly changed, and what has not.

Artificial intelligence, after all, is not new. It has been with us since at least 1956, when a small group of computer scientists gathered at Dartmouth College to explore a deceptively simple question: Can machines think? Since then, the technology has seen decades of progress and setbacks, so-called AI summers and winters.

AI didn’t suddenly appear in the world in the 2020s. But powerful, general purpose AI systems pushed the technology into mainstream awareness in ways that earlier breakthroughs never did. It’s natural that the reactions have been polarized; rapid change often leaves people unsure what comes next.

Today’s systems are powerful and raise new challenges, and we will take those challenges seriously throughout this book. But they are not as alien or unmanageable as they are sometimes made out to be. We already have decades of lessons and frameworks from earlier generations of AI and from other complex technologies, from aviation to automobiles to power plants, all of which can be adapted to this moment.

We’ll focus in this chapter on understanding what’s the same and what’s different about this moment for AI and work, and how we can build on what we already know. If you’re new to AI, the chapter offers a map of essential concepts so you can navigate confidently. If you’ve been here for a while, it reframes the challenge, moving the conversation toward leadership and collaboration rather than technical mastery alone.

After all, how we choose to work with AI, and who we’ll become in the process, is something we still get to decide.

WHAT’S DIFFERENT ABOUT TODAY’S AI?

A number of factors have propelled today’s AI from data science laboratories into the center of everyday business conversations. The technology has not only gotten more powerful, but harder to ignore.

Generalists, Not Specialists: For decades, AI was used behind the scenes, embedded in models that (for example) predicted customer churn or flagged fraud. Those systems were specialists, usually trained for one narrow task and confined to it. Today’s AI models are generalists. These “foundation models” are vast neural networks trained on oceans of data and capable of being adapted across contexts. The same model that helps a developer write code can also be harnessed to help a marketer write copy or an HR leader write a job description. That versatility is what brought AI out from the back office and into nearly every corner of knowledge work.

AI That “Speaks Human”: A second shift is that AI now speaks our language, literally. We no longer need to code or click through rigid menus to interact with AI. We can simply use everyday language, and the responses come back in polished, humanlike prose, making the technology broadly accessible. These systems can also generate new content, including text, images, and beyond—which is why this wave is often called “generative AI.” But that ease of use creates a new kind of business responsibility. We must now learn when to trust AI’s output and when to challenge or shape it.

AI That Takes the Next Step: The third change, and perhaps the most profound, is agency. AI no longer just analyzes or predicts. Now it acts. “Agentic AI” can plan steps toward a goal, call for the right tools, check its own work, and keep going from there. A single AI agent can draft an email, open a ticket, schedule a delivery, and log the transaction, all without a human clicking “send.” This can bring immense productivity potential but also raises new questions. How much autonomy should we give AI? What does accountability look like when decisions are distributed across humans and machines?

Put these shifts together, and it makes for potentially confusing implications for how work gets done. If AI can “reason” through tasks and carry out steps without a human at every turn (and if its outputs look and sound like a colleague’s message rather than robotic communication) the line can start to blur between using AI as a tool and AI being part of the team.

But just like previous waves of AI, generative AI (which creates new content like text, images, or code) and agentic AI (which can take actions independently to complete multistep tasks) are good at some things and bad at others.

An AI agent can draft a sophisticated legal memo. But it can also confidently misread a contract’s indemnity clause. It can write working code, yet stumble on a small, unspoken requirement a junior engineer would catch. Harvard’s Fabrizio Dell’Acqua (with his colleagues) describes this as the “jagged technological frontier” of AI.1 AI can amaze us with its ability to do some tasks and similarly stupefy us with its lack of common sense regarding others.

The task for us now is to learn that frontier: to know when to rely on AI, when to supervise it, and when to step in with uniquely human judgment. But to do that well, we need a clearer map of the technology’s actual capabilities and its limitations.

ASSESSING CAPABILITIES

Keeping score of what AI can and can’t do, let alone how it differs from how humans think, is harder than it sounds. Entire disciplines and shelves of books exist to define “intelligence,” human and machine alike. In Silicon Valley, we obsess over leaderboards and benchmarks that test and track a model’s general abilities. Following them could be a full-time job. But more to the point, they’re often the wrong yardstick for business outcomes.

It’s impressive when a model aces a math olympiad competition. But if I’m a finance professional, I want to know whether the AI can read my company’s chart of accounts, extract the right data for revenue and expense lines, and calculate remaining performance obligation correctly, every time. The olympiad medal doesn’t answer those questions.

Rather than trying to pin down exactly how smart or capable AI is, it may be more useful to think about AI capabilities and Achilles’ heels in the context of how work gets done. Seen this way, AI and humans each have distinctive advantages—and failure modes. Think of these not as fixed laws but rather a spectrum from which to design how technology gets used at work, leveraging the best of both human and artificial intelligence.

AI COMPETENCIES

Breadth and Speed: The most fundamental advantage of AI has always been its reach and velocity—the sheer scale of information it can process, and how fast it can do it. Sometimes this means simply crunching vast datasets at speeds no human could match. In scientific research, for instance, Google DeepMind’s AlphaFold model has discovered new proteins.2 Google executives have estimated that it would take humans hundreds of millions of researcher-years to achieve the volume of protein structure predictions that AlphaFold has been able to produce.3

Precision: AI’s processing power also gives it a kind of microscopic vision, an ability to detect patterns humans can’t always perceive. In radiology, AI vision models can flag early signs of cancer by picking up micro-textures or contrast gradients too subtle or dispersed for the human eye.4 Manufacturing offers a similar story. At Nissan, AI-powered visual inspection systems evaluate the paint finish on vehicles. A trained human inspector typically catches 85 to 95 percent of paint flaws; the AI system consistently identifies over 98 percent, including imperfections as small as 0.2 millimeters.5 The AI provides a steadier, more reliable check because it never fatigues and can compare each car against a massive library of known defect patterns.

Combine that breadth and precision with the newer abilities discussed earlier—such as the ability to communicate in natural language—and you get tools that slot naturally into knowledge work.

Some of today’s use cases accelerate familiar workflows. Think of personalizing marketing at global scale (now multilingual and with on-brand visuals), reviewing contracts across terabytes of documents, or powering customer service that not only answers questions but also prepares refunds or schedules pickups.

Others feel genuinely new: AI coaches that help managers rehearse hard conversations; synthesis engines that pull weak signals from reviews, support tickets, and even competitors’ patent filings to come up with product or packaging ideas a human team might not have envisioned.

In short, AI extends the range of what humans can see, decide, and do. But only if we understand where that extension should end.

AI VULNERABILITIES

For all its strengths, AI also comes with deep-rooted weaknesses. Some are as old as the field itself, while others emerge from today’s generation of models.

Data Limitations: The oldest cliché about AI remains true today: It’s only as good as the data it is trained on or can access. When data inputs are wrong, stale, or missing important context, models reach faulty conclusions at scale. One major tech company learned this the hard way, reporting a nine-figure revenue hit after ingesting incorrect customer data into its ad systems.6

Even with clean data, not everything that matters is easily transformed into code. Consider a buyer quietly flagging internal politics after a reorg, or an employee hesitating to share honest feedback during a meeting. Even when those signals exist in meeting transcripts or recordings, AI often needs human judgment to weight them correctly. It’s not always easy to distinguish a euphemism from a commitment, or a pause that means disagreement from bad audio. AI can also reflect old biases embedded in historical data, replicating patterns organizations may now be trying to undo.

Judgment Transfer: AI excels in structured environments with clear rules and abundant data. But it can falter when rules change or the context shifts. This was famously the case during the COVID-19 pandemic, when demand and inventory models trained on pre-pandemic patterns broke down because underlying consumer behaviors (like traveling or eating out) changed overnight.

That brittleness persists. In 2023, the US Department of Transportation levied a record $140 million penalty on a major airline, citing the collapse of its crew-rescheduling software under irregular conditions.7 It’s a vivid example of why experts often advise reserving AI and AI agents for repeatable, well-bounded circumstances, and routing ambiguous or high-stakes situations to humans who can apply judgment.

Such challenges with data and edge cases have been present in every generation of AI, but today’s generation of AI presents two new challenges:

Nondeterminism: Today’s big AI models are “nondeterministic,” which adds a new twist. Ask the same question twice and you may get two different answers. That’s fine for brainstorming or creative work. But when there is a correct answer (which is needed in a lot of business use cases), vigilance is necessary, including for so-called hallucinations, instances when AI confidently provides wrong answers to your query. Imagine a manager using AI to summarize peer feedback for a direct report and getting “generally positive” results on Monday and “mixed, with key concerns about collaboration” on Tuesday from the same data. Variability that delights in art can cause major problems in everyday business operations.

The Risks of Autonomous Action: The rise of autonomous AI agents (systems that can take actions, use tools, and even talk to other agents) raises the stakes. The more autonomy we grant, the greater the amplification if something goes wrong. A seemingly simple goal like “ensure we never run out of parts” could drive an inventory agent to over-order massively if it misreads a temporary sales spike as a trend.

In security contexts, the danger is sharper still. A hijacked or corrupted agent could autonomously execute a complex, multistep attack—like scanning drives, requesting access, and exfiltrating data—turning a small vulnerability into a full-scale breach.

HUMAN COMPETENCIES

In some ways, the more interesting part of the conversation about AI at work isn’t about what machines can do. It’s about what people do uniquely well. Of course, generalizing about human intelligence is also tricky business, and even a task to which some might take offense. It’s not my intention to boil down the diversity of human thought and behavior into two pages; instead, it is to highlight some key strengths—and flaws—that matter profoundly for how we collaborate with AI.

Contextual Judgment: This is a vital human strength to preserve and amplify in an AI-enabled workplace. Humans, unlike AI, excel at applying past experiences to new and novel situations. AI researcher and Turing Award winner Yann LeCun often illustrates the gap: A human can learn to drive in fifteen to twenty hours, whereas AI needs millions of hours of training data to achieve the same competence.8 That’s because humans build mental models of how the world works and can flex those models to reason through novel circumstances.

This ability is why a seasoned fraud analyst may be able to flag a novel scam after just one incident, while an AI model may need to see hundreds of examples. It’s also why in times of crisis or turbulence, such as a supply-chain shock or geopolitical instability, we require human judgment to weigh the pros and cons of different possible courses of action for our businesses. Humans make mistakes here, too, but we can judge a situation based on the big picture and its potential impact—something that’s essential when past patterns no longer apply.

“Relational intelligence,” a term coined by education expert Isabelle Hau, is another clear signature of the strengths that humans bring to work.9 Decades of research show that how we relate to one another—our empathy, communication, and sense of belonging—shapes how well we learn, decide, and perform.

A landmark study by Gregory Walton and Geoffrey Cohen, reported in the journal Science, found that students’ academic performance improved when they felt they belonged.10 Another study, by Anita Woolley and colleagues, also reported in Science, showed that the best-performing teams succeed less because of individual IQs and more because of high social sensitivity and equal turn-taking.11

In business, this plays out everywhere. Relationships help determine which vendors we rely on, how quickly teams gel and execute, and so on. Connection is a core driver of results.

That’s not to say AI can’t play a supporting role in helping us improve our business relationships. But durable trust and long-term relationships still hinge on shared experience and accountability—areas where AI can’t really compete.

Vision and Values: Finally, direction and discernment remain areas in which human leadership is key. Machines don’t have a built-in sense of why something should be done or what trade-offs are acceptable; they optimize the objectives that humans give them. Human leaders need to set direction when data are noisy or incomplete—naming a desirable future, picking bold bets, and deciding when to stop doing something even if it still “works.” Values help leaders decide which trade-offs are acceptable—how we price, whom we serve, and what risks we won’t take.

HUMAN ERRORS

Just as AI makes mistakes, so do humans. Some errors are mundane, slips born of fatigue or distraction. Others can stem from deeper cognitive patterns, shortcuts that our brains use to make quick judgments, which sometimes lead us astray.

Psychologists have cataloged these cognitive biases for decades. For instance, we tend to trust the opinions of those who resemble us (affinity bias), rely on the first piece of information given to decide, even if it’s less important than information revealed later (anchoring bias), or seek evidence that confirms our existing beliefs (confirmation bias).12

These tendencies are not new. But in an AI-augmented workplace, the stakes are raised. When designed well, AI can counterbalance human bias: surfacing disconfirming evidence, making uncertainty visible, and slowing us down when we might otherwise jump too quickly. Designed poorly, it can amplify our blind spots, reinforcing our confidence in wrong answers.

Over-Trust in AI: Sometimes called “automation bias,” this happens when an AI answer arrives so polished and confident that we stop questioning it. A hiring manager accepts a “data-driven” shortlist that subtly replicates past demographic patterns. A sales manager treats a model’s first forecast as gospel and barely adjusts it after new signals emerge.

The problem is well-documented. A 2021 study by Gagan Bansal and colleagues demonstrated that when AI made a mistake but provided a plausible-sounding explanation, human partners were significantly less likely to correct it.13 And the issue is compounded when the number of things to check is large, or the system rarely errs.

Under-Trust in AI: Also known as “algorithm aversion,” this is the flip side of over-trust. We sometimes dismiss valid insights after one visible mistake, or when an AI answer contradicts our story. Studies show that people often abandon an algorithm after seeing it err even once, even when it still outperforms humans.14 The effect can be especially strong when the error happens early in use.15 A single false positive from a security scanner can cause engineers to tune out future alerts. A buyer might discount an AI-flagged supplier risk because it doesn’t match experience.

Both forms of bias, over-trust and under-trust, highlight the same truth that runs through every chapter of this book. The success of AI at work depends not just on the intelligence of machines but on the wisdom of the humans who work with them.

LEARNING FROM OTHER TECHNOLOGIES

So how exactly do we create systems for the use of AI at work that not only harness its powers and mitigate its shortcomings, but also play to human strengths and ideally minimize human error and cognitive biases?

It can be tempting to think of this moment as totally without precedent, but that is yet another way in which the current narrative on AI is unnecessarily disempowering. There’s a lot we already know about how to guide this moment in technology.

Historically, when we have faced a technology that has the potential to allow people to do new things, but also brings a risk of harm or key mistakes, we have created ways to interact with that technology that increase the chance of its success and mitigate risk.

When automobiles were first introduced, they drove on the same paths as horse-drawn carriages. Casualty rates were grim. The benefit of being able to get to more places faster motivated society to find a way to use this technology with greater safety. We not only developed common rules of the road—and devices for communicating these rules, such as stop signs and traffic lights. We also developed safety innovations for the car itself, such as seatbelts, and later airbags and blind-spot indicators.

Over time and across multiple other technologies, we’ve learned that success is not just about designing a technology to be safe, but also designing the system around the technology to maximize the chance that human users can achieve their intended, positive outcomes.

We don’t just certify an aircraft’s hardware. We standardize cockpit layouts so critical controls are within reach. We color and shape switches to be hard to confuse. We use simulators to train human pilots and drill them for rare emergencies. We use prescribed communication protocols to reduce miscommunication. During takeoff and landing, pilots are instructed to keep the cockpit free of nonessential conversations and to verbally cross-check each other’s readings.

We also learn from failures, continuously improving systems. In 1972, a crash on Eastern Airlines was the result of pilots fixating on a landing-gear indicator light and not noticing that autopilot had disengaged and the plane was descending. In response, a new wave of design focused on tiered alert systems, distinct auditory tones, and color-coded lights to draw attention to the most critical warnings first and prevent overload or misinterpretation.

We have also employed organizational and process design in fields like medicine and energy management, where mistakes can lead to catastrophe. Operating rooms often require that surgery staff take a brief pause just before the first incision is made. All activity stops, and the team collectively reviews and confirms essential details of the procedure, unifying common understanding as a team. Professionals operating power plants, likewise, often have process protocols such as two-person verification for critical decisions and written control-room procedures to guard against human error.

AI SAFEGUARDS

One of the advantages we have in this new era of AI is that we’re not starting from scratch. The field has been evolving since the 1950s, and there’s a lot we already know about technical safeguards and protocols that can be applied to common business problems—much of it invented long before today’s AI tools. Let’s start with some illustrative examples.

Assessing Accuracy: Anyone who has asked AI a simple question and gotten an answer that’s almost—but not quite—right knows why assessing accuracy matters. But this challenge is hardly new. In the 1960s, information-retrieval pioneers like Cyril Cleverdon were already grappling with how to judge whether library search systems were returning the right documents. They helped create measurements to assess false positives (AI returning information that wasn’t relevant) and false negatives (AI skipping over information needed for a complete answer). Variations of these measurements are still in use today, helping businesses see whether their AI assistants skip important details, and whether employees are getting the information they need.

Mitigating Bias: As machine learning began influencing decisions that directly affected people’s lives (in domains such as hiring and lending), researchers and regulators asked a different question: Is the system treating everyone fairly? They adapted long-standing civil rights guidance, such as the “four-fifths rule,” which flags selection outcomes for further review when one group’s selection rate falls below 80 percent of the most-selected group. Variations of this rule still guide audits of modern hiring and credit models.

Protecting Sensitive Data: The business use of AI has also deepened our
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Praise for Manage the Machine

“I’ve spent my career at the intersection of capital and conscience. Manage the Machine gave me hope—and a road map—for why the leaders who invest in people in the age of AI will be the ones who win.”

—Darren Walker, former president, Ford Foundation, and president and CEO, Anonymous Content

“Paula Goldman keeps humans at the helm of the AI transformation, where they belong. Manage the Machine is a balanced, practical guide that shows leaders how trust, structure, and the right guardrails are what get the best from people and AI working together.”

—Nita Farahany, author of The Battle for Your Brain

“The leaders who figure out how to use AI to unleash their people, all their people, will build an edge that’s hard to replicate. Manage the Machine cuts through the noise and is the blueprint for how to do it right.”

—Cristina Mancini, CEO, Black Girls Code, and founder and CEO, Beyond Code Collective

“AI is the most transformative technology of our time—but its true impact will be defined by how we shape the partnership between humans and machines. Manage the Machine lays out a clear road map for how businesses can harness AI’s immense potential while keeping trust, creativity, and human judgment at the center. It’s an essential guide for building an AI future that drives business value and expands human potential.”

—Marc Benioff, chair, CEO, and cofounder, Salesforce

“Mastering the partnership between human judgment and AI is the defining challenge we face today. Manage the Machine offers the clarity needed to step out of the passenger seat, navigate the risks, and drive toward the ambitious breakthroughs that were previously out of reach.”

—Sukhinder Singh Cassidy, CEO, Xero, and author of Choose Possibility

“Too much of the conversation about AI focuses on the latest model release, and not nearly enough on how leaders should actually wield it. Manage the Machine fills that gap brilliantly: a practical, human-centered guide for the moment we’re in.”

—Baroness Martha Lane Fox, cofounder, lastminute.com

“A practitioner-oriented guide to how AI is changing knowledge work, deeply reported and grounded in real case studies.”

—Tim O’Reilly, founder and CEO, O’Reilly Media

“The next era of AI in the workplace is about bringing human intuition and machine reasoning together. This book captures exactly how a collaborative, human-centered approach can amplify what we’re capable of achieving.”

—Marissa Mayer, CEO, Dazzle AI
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