CAUGHT BY Y

Moving beyond the illusion of perfect AL

THE SEAM
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polish to the reality of accountable work.
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A false victory in the detection game

The Artifact The Absence
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The Output The Human

s D |
An employee is fired for undisclosed Al use. - The system composed the termination notice.
An Al system writes a song about it. The . notice. The work was present. The worker, in
moral is clean. The door is closed. | some essential sense, was not.

Firing someone for undisclosed Al use treats a symptom.

The deeper problem is structural—it is the distance between a tool and a mask.
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Expanding the perimeter of accountability

Culture
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Infrastructure

N (Workflow architecture)

To solve the Al governance problem, . \! ..
we must move outward from individual _. \ !'

blame to systemic architecture,

and finally back to individual obligation. Person
(The individual failure)



Reading the rhythm of metabolic work

Expected Human Effort

Z>% 1 he Speed Inversion

A\ The seam

Complex Basic Complex Basic Complex Basic
Systemic Human Systemic Human Systemic Human
Tasks Tasks Tasks Tasks Tasks Tasks

Detection starts in the body before the report. It arrives as an institutional unease that the
rhythm is off. The hard tasks are suspiciously easy. The easy tasks are suspiciously hard. The
sequence of strain no longer matches the shape of the work.




Cali

Survelillance

brating the institutional response

Generous Suspicion Denial

Treating every anomaly Admiring polished outputs

as an indictment.
Paranoia.

while losing contact with

The Calibration Question: comprehension. Naivete.

| notice the hard part seemed instant
and the easy part took three days. Walk
me through how you approached it.

The Goal: Keep detection inside the social contract. Create space for

legitimate support, hidden blockers, or open tool use to be disclosed.
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The gap between proximity and possession

Model A: Possession _ Model B: Proximity

Production can be proxied; navigation must be carried. When an artifact is asked to answer back in real-time—a live
tweak, a changed assumption—the seam becomes visible. Artifacts without comprehension do not survive live contact.
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Paying the defense tax
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Mental Model Adapts Re-enters Adjusts Work moves

Live Exists structure assumptions forward
Change

Requested
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No Mental Stalls Scans artifact Reverse- Offers vague Tries to protect
Model like an outsider engineers logic  paraphrase ownership

The defense tax is the cognitive burden of trying to protect ownership
of work you cannot comfortably inhabit. The person is no longer working
with the artifact; they are defending a claim to it.
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Distinguishing the relationship to the tool

We cannot govern the instrument; we must govern the relationship to it.
The tool is identical. The relationship is nc

Curiosity-Driven Use

Substitution-Driven Use

Relationship Open, discussable, used to Concealed, used to vanish
to Tool think against. while preserving signature.
Live-Edit Mental model exists; may Structural gap; logic never
Performance need a moment to surface. settled in the person.
Comprehension and Polished surface passing
The Goal stress-testing. iInspection.
Post-Failure Sits forward, discloses, Doubles down, minimizes,
Pivot adjusts workflow. defends the surface.
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Organizations get the Al use they deserve

The

Midnight
Deck

Substitution thrives in cultures
that reward individual genius
over collaborative sensemaking,
polished deliverables over
inhabitable method, and speed

over comprehension.

If you celebrate a gleaming

presentation without ever asking
how it was built, you have issued
unwritten invitation to substitute.
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The generic helpfulness problem

A

Input Field

The AI tool is unhelpfully, comprehensively, generically helpful. It
processes the request because that is what it does. It does not know your
NDA, your donor privacy agreements, or your data sovereignty protocols.
The system lacks a conscience. But worse, the workflow lacks an interface
for the conscience that already exists in the institution.
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Designing the architecture of conscience

Pressure erodes individual conscience first. At 10:47 PM on a deadline, the
distance between possession and transmission is a single paste operation.
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Disclosure Checkpoint Context Gate Attribution Layer Uncomfortable Pause
(A slot for honesty (Asking data ownership (Metadata tracking (A forced reflection window)
at submission) before external API call) provenance)

We must build deliberate, well-placed friction into the interface.
Designing the right choice to be easier than the wrong one.
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Friction as a feature

What am | signing
my name to?

The pause is not a waiting room; it is a mirror. It is a designated slot in the interface for the
knowledge you already have to reach the surface before the action is irreversible.
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The compliance surface versus inhabitation

Architecture is necessary but insufficient. A worker can click through every
friction point, context gate, and pause the way a commuter walks through a
turnstile—touching the surface without occupying the space.

The Compliance Surface Inhabitation

Once the system does its part, the individual
owes the system their actual presence.
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The consequence grad

Tying consequence to architecture. You cannot punish someone for failing a workflow you didn’t build.

System State

g System Did Its Work.
Tier3 (Friction, pauses, and culture in place).

; System Partially Built.
Tier2 (Ambiguous culture).
Tier 1 System Gave Them Nothing.

(No friction, no gates).

ient

Institutional Response

Disciplinary action. Repeated concealment
here burns trust capital, not just skill
confidence. This is a presence failure.

Shared responsibility. Developmental
support for the person, architectural
improvement for the system.

Coaching, checkpointing.
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The spectacular firing is almost
always the last refuge of an

institution that refused to design i
ordinary accountability. ==l

We must build sociable systems
for the Al era.

The workflow can ask
the question; only the
person can mean the
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