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WHAT SHIFTED

Enterprise Al is a chance to
reinvent service delivery, not
to patch cheaper pipes.

M

ost enterprises are approaching Al as plumbing repair. Replace one pipe here,

another there, book the cost saving, move on. That framing quietly wastes the

opportunity. The real prize in the enterprise context is not efficiency on the old

process. It is the chance to reinvent service delivery itself, to rethink how the whole

experience works when intelligence is part of it.

Once you allow yourself that rethink, the possibilities
open up fast. You can reimagine how an entire service is
delivered, how work moves, what the operator does,
what the customer feels. In the imagination stage, there

is almost no limit to how far the reinvention can go.

Then reality arrives, and it arrives as a constraint most Al
enthusiasm skips over. The entire structure of regulation,
compliance and liability in the enterprise is built around
the human operator. That structure did not appear by
accident. It exists because someone must be accountable

when a decision goes wrong.

The moment an Al becomes the primary operator, that

accountability gets genuinely complex. A human

operator can be subjective in the moment and the law
accommodates that. An Al cannot. Whatever logic it
follows has to be specified in advance, and the company
owns that logic and its consequences. At enterprise scale,
across thousands of decisions, the liability picture

becomes very hard to reason about.

Which leads to the uncomfortable truth behind the hype:
you cannot simply lift out the human operator overnight.
Not because the Al is incapable, but because the legal
and liability scaffolding of the enterprise still runs
through a human. So the design problem is not "how do
we replace the operator." It is "how do we reinvent the
service while keeping an accountable human where the

law and the risk require one."

The opportunity isn't cheaper pipes. It's reinventing service
delivery, without pretending the human operator can simply be

removed.
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THE LIABILITY PROBLEM, MADE CONCRETE

When the machine decides,
someone still has to answer for it.

MIT's Moral Machine made the problem impossible to wave away. It asks the public a deceptively simple question

about a self-driving car facing an unavoidable accident: who should it choose to harm? Swerve into the barrier or stay

the course? Fewer lives or more? A younger person or an older one?

The point of the exercise is not the specific answer. It is
what the exercise reveals. A human driver who reacts in
that split second is judged as a human, with all the
subjectivity and mercy the law extends to people in
impossible moments. An autonomous system has no
such luxury. Its decision was written into its logic
months earlier, by named people, in a boardroom, on

purpose.

That is the shift that makes enterprise Al liability so
complex. Subjective, in-the-moment human judgment is
replaced by pre-specified, auditable machine logic that a
company chose and owns. The decision becomes a
documented corporate act rather than a human reflex.

Everything an autonomous operator does can, in

principle, be traced back to a deliberate design choice

and to whoever signed it off.

Now scale that from one car to an enterprise running
thousands of consequential decisions a day: approvals,
denials, escalations, payouts, refusals. Each one an Al
makes alone is a decision the organisation must be able
to explain, defend and stand behind, in advance, in
writing. This is why "just automate it" collapses under its

own weight at enterprise scale.

The lesson is not that Al is too risky to use. It is that
autonomy without an accountable human in the right
places is a liability structure no serious enterprise can
carry. The human operator cannot be removed. The
question is how to design their role so the system is both

reinvented and defensible.

A human driver is judged as a human. An autonomous system is
judged by the logic a company wrote in advance, and owns.
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THE FUTURRIS MODEL

Trust runs in a chain.
You design every link.

Trust here is not one relationship, it is a chain. Regulators and governing bodies must be able to trust the human
operator. The operator, in turn, must be able to trust what the Al is about to do. And the business needs that whole chain
to hold while it actually delivers outcomes. Break any link and the system stalls, or worse, acts without anyone who can

answer for it. The thing you design is the trustscape: the layers that make each link hold.

THE TRUSTSCAPE Trust runs in a chain. Each layer makes the next link hold.

must be able to trust the human operator

[ REGULATOR / GOVERNING BODY ]

trusts 1

THE HUMAN OPERATOR

accountable, in the loop, purposeful

trusts 1

7\

‘ 04 - PURPOSE

The operator still judges, rather than rubber-stamps. The design
object is not
the AL It is

03 - CONSENT the trust

A named human signs off, so the law has someone to hold. between them.

02 - CONTROL

Oversight of the process, and of the outcomes it will deliver.

TRUST IS EARNED UPWARD

01 - CONFIDENCE

Transparency and proof of accuracy, so the agent can be trusted.

The trustscape: the four layers that make the chain hold, from the agent's action up to the regulator's confidence.

Read the layers as the mechanics of that chain. Confidence is how the operator comes to trust the agent: transparency
into what it is doing, and visible proof of its accuracy. Control turns that trust into oversight, a grip on the process and
on the outcomes it will deliver. Consent is where the chain reaches the regulator, because a named human signed off and
the law has someone to hold. And purpose is what keeps the human worth trusting at all: strip them of judgment and

meaning, and you get an operator who rubber-stamps, which breaks the chain exactly where the law assumes it holds.

"Everyone is racing to build the Al. The interface you are
actually building is trust: regulator in the operator, operator in
the agent. Design that, or the system never ships."

Don't ask Ask
That's not

a model problem or a compliance problem. It's a product-experience problem.




ABOUT THIS BRIEF

Futurris Frontier is a monthly read on
where financial product experience is
heading.

One structural shift, the evidence behind it, and the read only a behavior-engineering
firm would give you. Built for product leaders who can't afford to be six months

behind. No vendor hype, no feature lists. Just the signal and what to do about it.

Futurris is a product design and behavior engineering firm working with payments,
credit, banking, broking and wealth companies. We design the trustscapes that let
enterprises reinvent service delivery with AI while keeping an accountable, purposeful

human operator in the loop.

CONTINUE THE CONVERSATION

Speak to us about transforming
your digital experience -

We work with product and business teams on activation, retention, feature adoption

and journey redesign, from diagnosis through to shipped experience.

"Trust is the interface now. The regulator has to trust the operator,
the operator has to trust the agent, and it's the product's job to make

both of those true."

Amber Krishan




