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A] work can remain private while it is exploratory; once the
business relies on it, the context, challenge and ownership
must become visible.

KEY POINTS

What this paper means for leaders

2l Do not monitor every exploratory prompt; define the moments when Al-assisted
work becomes an organisational responsibility.

02 Make work visible when it is handed over, approved, acted on or allowed to affect a
colleague, customer or public outcome.

03 Require the decision context, unresolved questions and accountable owner—not a
raw transcript by default.

o Give managers and affected workers a role in designing the workflow, not merely
training on the tool.

05 Use shared platforms and external partners to strengthen institutional judgement
rather than create vendor dependence.

THE LEADERSHIP DECISION
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Draw the line between exploration
andreliance

rivate Al use is not automatically a governance failure. It gives people room to
explore, ask naive questions and develop an idea before it is ready for the

organisation. The failure begins when that private work becomes a business input
without becoming visible as one.
On 3 September, a World Economic Forum contributor described the organisational cost:
colleagues may receive a polished answer without the assumptions, failed approaches or
remaining uncertainty behind it. The underlying study involved 80 professionals and does
not establish a global rule. The management problem is nevertheless familiar. Work that

. . 1
others must inherit, approve or defend needs enough context to be challenged. -

Keep exploration private where it should be. Make
reliance visible where it must be.

WHAT CHANGED

" Individual speed canhideateam
cost

0

he first workplace use case was personal acceleration: summarise, draft, research
I and prepare. It was easy to measure the minutes saved by one person. It was harder
to see what disappeared when more problem-solving moved out of conversations
with colleagues and into isolated chats—incidental learning, shared judgement and visibility

of uncertainty.



The University of Wyoming's newly announced approach is one institutional response.
After a cross-campus planning and procurement process, it selected a common
environment offering access to more than 38 models with training, collaboration and
governance. This is an announcement, not evidence of improved learning or performance.
Its importance is the operating choice: the institution is giving experimentation a shared
home instead of leaving every faculty member, employee and student to assemble one

2
alone. ~

THE VISIBILITY RULE

Four moments turn personal work
into organisational work

03

et the boundary around reliance rather than around the tool. The first trigger is

handoff: another person must continue or depend on the work. The second is

approval: a manager or professional must sign, certify or accept responsibility. The
third is action: the output can change a record, workflow, payment, message or system. The
fourth is consequence: a customer, worker, citizen or other person may be materially
affected.
At any of those points, move the useful context into the ordinary shared system—case file,
project record, decision paper, customer record or approval workflow. Capture the purpose,
material inputs, assumptions, unresolved questions, checks performed and final owner. A
raw chat transcript is rarely the right default. It can expose personal exploration,

confidential information and noise without improving the decision.

THE ORGANISATIONAL RELIANCE BOUNDARY

HANDOFF




Someone inheritsit

Share the purpose, state and unresolved questions.

Team continuity

APPROVAL

Someone signsit

Make the basis and challenge visible to the approver.

Decision quality

ACTION

A system changes

Record what may act, where and under whose authority.

Operational control

CONSEQUENCE

Someone is affected

Preserve the path to explanation, contest and remedly.

Accountability

THE MANAGER'S ROLE

4 Manage the decision, not the
prompt history

0

anagers do not need to become prompt inspectors. They need to clarify which

outcomes matter, where human judgement is required and what colleagues must



be able to question. The shared record should make a decision legible without pretending
that every intermediate thought is important.

New research points in the same direction. An EMNLP 2026 paper on a simulated multi-
agent hiring process found that balanced final hiring rates could conceal unequal
investigation and reasoning paths. Its setting is bounded and the reported reductions
should not be generalised to real recruitment. The useful leadership signal is simpler:

looking only at the final number can miss how the system reached it. :

Visibility should make challenge possible, not make
private exploration impossible.

WHO MUST SHAPE IT

" The workforce is partofthe
operating design

0

he International Labour Organization argues that HR leaders should participate in
I the design, implementation and oversight of Al systems, and that workers should

be involved where systems shape scheduling or performance. Its examples are not a
universal causal study, but they expose a recurring error: buying an easy-to-use tool can
outsource decisions that managers and workers still need to understand. 2
Singapore's DBS-Institute of Banking and Finance partnership makes the broader point.
The announced programme connects Al training for 14,800 Singapore-based employees
with role redesign, career pathways and portable accreditation. The target is not a measured
result. It shows that workforce transformation is an institutional partnership among
business leaders, managers, employees, educators and industry bodies—not a software

. . 4
deployment with a training attachment. ~



PARTNERSHIP RADAR

Choose partners that improve the
organisation's ability to decide
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xford's new BOLD programme brings several universities, government research
O funding and industry compute partners into one open research environment. Its

stated purpose is to attempt work beyond the reach of fragmented research
groups while using open scientific practices. The partnership is national and early; its
outcomes are not yet known. It offers leaders a useful test: does the arrangement create
shared infrastructure and durable institutional capability, or only access to a partner's
product? >
The best partner for workplace Al may therefore be a professional body, educator, worker
representative, independent researcher or organisational-design specialist—not another
model provider. Select the missing capability or constituency first. Then decide which

organisation can supply it without owning the whole definition of success.

WHERE THE RULE CHANGES

Thetrigger travels; consultation
and privacy do not

07

uropean institutions place stronger formal weight on worker information and social
E dialogue. The European Commission is currently consulting social partners on
algorithmic management and Al at work as part of a proposed Quality Jobs Act; the
consultation closes on 28 September and is not enacted law. Existing duties and the later Al
Act dates still require role- and use-specific analysis. :
Other markets rely on different combinations of employment law, privacy rules,

professional duties, collective representation and organisational practice. Smaller firms and

institutions may not have a shared enterprise platform. Languages and local operating



knowledge can also decide who is able to challenge the work. Australia adds no universal
shortcut here: leaders should apply current workplace, privacy and discrimination duties to

the use concerned. Keep the four reliance triggers, then design the record and consultation

locally.

THE NEXT 30 DAYS

Make one consequential workflow
visible

0

( : hoose one workflow in which Al-assisted work is already handed over, approved,

acted on or experienced by someone outside the team. Ask where the private
exploration ends and organisational reliance begins. Then define the smallest

useful shared record: purpose, important inputs, assumptions, unresolved questions,

challenge performed and accountable owner.

Put that record inside the workflow people already use. Give the manager a clear

intervention point and ask affected workers whether the design helps them question the

work or merely increases monitoring. Review the result after 30 days. The goal is not more

documentation. It is to keep individual experimentation while making consequential work

easier to inherit, improve and own.

The board question: where does private Al work become
a decision the organisation must be able to explain?

RESEARCH RECORD



Method and limitations

Method

This briefing compares current workplace commentary, institutional and workforce programme
announcements, ILO analysis, an official EU consultation and the 3 September arXiv release batch. It
retains the boundary between announced operating designs, institutional analysis, accepted research
and preprints. The Institute synthesises these signals into one leadership rule rather than presenting a

technical or research digest.

Limitations

The strongest current workplace-visibility article is contributor analysis and its cited study included 80
professionals. Institutional announcements do not establish outcomes. The arXiv creativity paper is a
preprint, while the accepted hiring paper uses a bounded simulated setting. Legal and consultation duties
vary by jurisdiction, sector and use. This is an operating brief, not legal or employment advice.
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