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TIO Capability P4: Roles
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of Accountabilit

Redesigning human judgment and O
decision rights for the age of Al.
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The Reality

The Danger of Accidental Job Changes

When Al, automation, and new technology are
dropped into an organization, they do not just change
tasks—they silently fracture accountability.
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Shadow Al taking ™ Confusion over
over unmapped human oversight
workflows. and decision rights.

Broken hanc S
between automated
systems and human
operators.
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The Unit of Transformation is the Organization
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Capability P4:
Roles
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Clarifies responsibilities
as work evolves.
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Leadership Data Technology Factory People T
Directs the Informs decisions. Enables safe Produces measured Adopts and
strategy. foundations. value. sustains new work.
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Roles is not generic job-description maintenance. It is the
capability to keep responsibilities, judgment boundaries, and
workforce commitments explicitly clear as automation scales.
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- >\ The Boundary Line: Eliminating f
Skil[SEP 3 \ Organizational Turf Wars Eb
— |Eoas

ry Line

People (The Enablement)

Core Action:

Equips people to do the work. -

Focus: > Focus:
Knowledge, practice, and confidence. . Decision rights, human judgment,
and handoffs.

The Executive Question:

Who owns the outcome when the
system makes a recommendation?

Ultimate Artifact:
Future Role Profile.

The Executive Question:

Do people have the practical ability
to use the new tools?

Ultimate Artifact:
Role-Based Learning Path.
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TIO Sz - |
THE JUDGMENT SCALE: e oY
HOW ACCOUNTABILITY SHIFTS Accountability

PEOPLE CAPABILITY - Clarify Work and Judgment

TIO 25 of 25 . S—
Routine Tasks, Data 9, 3
Movement, Assembly :
‘%
Absorbed by Al
& Automation o)

SUMMIT

Automation does not reduce the need for human accountablllty, It concentrates it.
The role must be redesigned to support higher-tier judgment.
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\Work Redesign is Human Redesigry \

You must redesign the role, not only the task.

- / — Role Impact Topology
Current State The Fracture Future State
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The work cannot change clearly if the roles do not change clearly.
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TiOzzzer  \ The Role Design Engine /—

TIO 25 of 25

bo—< -1. Map _
@27 ) Understand current tasks,

Check after launch whether decisions, handoffs,

roles are working and
accountability is clear.

5. Review =

and pain points.
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"% onetime L) —e 2. Redesign
\ % HR project. ==~ Define how work wil
- N P (, (e change and what each
> ) /oMl h‘/ role will own.
4. Supn SO /)
an the transition, % .
reskilling, coaching, and oF7 3. CIa"fy. -~ : M
manager support. |~ 4o Make responsibility, human judgment, 2542 .

.- . - . . !
D and decision rights explicit. SUMMlT
D L ) '_:"'ff'.~ BCR G — R - - - :

Make responsibility, human judgment, and decision rights explicit.
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T 16D Te rtctigen \Phase 1: Deconstruct and Define Ve

“ Focus: Explicitly categorize the
new workflow: What is removed?

i What is assisted by Al?

What is fully automated? What

remains exclusively human?

Focus: Do not just map tasks.

|dentify decision points, manual
handoffs, existing controls,
judgment points, and current

. friction.

¥
-

[Rule: You cannot redesign

fule: Define who owns the futur

what you cannot see. work before the tools are turned orJ

SEESE wA .'7_

Deconstruct the present to architect the future.
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1§ [0 s \Phase 2: Clarify, Support, and Verify/

TIO 25 of 25

Review

e Establish : : Post-launch
human | Buuld.the brldge. verification.
judgment Align skills Does the role
boundaries, handoffs, manager actually work in .
escalation paths, coaching, reality? Are
and decision redeployment ‘ escalation paths
rights. actions, and functioning?
clear workforce Are people
| 4l | commitments. overwhelmed or
— supported?
Who decides when
) [ the Al is wrong? j AN
e S , SUMMIT

ecision rights explicit. ﬂ '

A NotebookLM




TIO===%" Keys to Scale: The 3 Practical Outputs Sifmi

T0260125] A mature capability produces actionable blueprints, not conceptual whitepapers.

Role Impact Magﬂf@

What it is

The formal record of the
decision (Scale, Redesign,
Pause, etc.).

What it is

A centralized repository of
winning designs.

What it is
The blueprint for expansion.

What it proves

Proves the organization
captures reusable
playbooks, prompts,
controls, and lessons so
that enterprise value
compounds effortlessly.

‘ Proves the orgamzatlon ~
knows exactly where the
Y use case will go, who owns &
it, and what support is
required for the receiving

~ happens next. - | team. *

What it proves

Proves the organization
used hard evidence and

/';\

Q These physwal assets unlock the next stage of orgamzatlonal maturlty D
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T I ( * The Intelligent
. ~ . Organization

TI0 26 of 25

= Them
UMMIT

Leadership Alllance
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BRSD

The visual topography of how Al, automation, and work
redesign affect tasks, decisions, handoffs, and people.

|
]‘ ) Whatitcontains ) m

o 4 ||

- - Current vs. Future task map.
- Affected roles and workforce implications.
| - New human review points.

+ - Employee and manager concerns. 1

A

H—— unnnusn ] B
AL i ]

“~ |t must be granular enough that a frontline |

~ employee can look at it and say, “Yes, |

) that is exactly how my job is changing.” |
4
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T I ( “ The Intelligent
. Organization

TI0 26 of 25

The definitive architectural document defining what the —
role will own after the work changes.

mem =
UMMIT

Leadership Alllance

'|— , ﬁ—|

| - Clear new responsibilities and accountabilities. | |
- Hard human judgment boundaries. -
| - Tool use expectations and limits.
- Escalation paths (what to do when the system fails).

+ +
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- |t must replace ambiguity with absolute
clarity on decision rights and relationship
handoffs.
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T I ( . The intelligent
. Organization

TIO 26 of 25

(2)w

What it is
The operational bridge showing how people move safely

from current expectations to future expectations.

hat it contains

[ s Y Y T—]
| - Skills handoffs (integrating with Capability P3).
+ - Required manager support and coaching. E
| - Redeployment or reskilling actions.
- - Timing and review checkpoints.
5 +
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It must be a logistical schedule of support,
not just a communications email.

lan SUMMIT

Leadership Alllance
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TI(\ The intelligent —— == | == = | ——
“ Organization i Vo ) alaln = Lo ’ ARCVC =

Input Processing Tangible Outputs Verification
(The Factory Domain) (The Roles Engine) (The Artifacts) (The Evidence Gates)

Executive
sign-off
confirming the
workforce is
protected and
accountable

Abproved Al |
— Use Case/ .
Work Redesign |

-

Roles IS the translation layer between‘
technological capability and human accountallllty

| before scaling. //
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Leadership Alllance
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The Staircase of Evidence: Verifying the Change

Score evidence, not aspiration.

I Level 5 - Optimized: Live role architecture. " : -
The organization upgrades work and | = : T
human judgment with absolute trust. s

Al Level 4 - Managed: Role changes ' l' :
. J are actively measured via issue logs l\ =
1L and post-launch (eviews. :
» —-___—T‘Z\ | .-;::'_-.:_

‘ Level 3 - Defined: Roles are reviewed
‘ | consistently for material changes.
. Future Role Profiles are standard. -

evel 2 - ﬁepeatable:
Basic Role Impact Maps exist
for priority Al Use Cases.

SN ARt oy - 7_ § - ';._‘___

O

N

/e
Level 0 - Absent:
'i Jobs change by accident.
No maps, no profiles.
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T I (‘ The Intelligent e —— ﬂ(\(\
"~ Organization \ ' ’
’ B~ . SUMMIT
A 3 > 8 / Leadership Alliance
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You do not need a massive enterprise
job-architecture project to begin.

You need a practical way to see how
changed work affects real people today.

=~ Draft one Future Role
W Profile for the most
/' heavily impacted job.

=, Map exactly how it
| W\ affects tasks, decisions,
handoffs, and human
~review points.

f W disruptive Al Use Case
/' or automation currently
Lo 7 ~inflight. !
R e ea——

The work cannot change clearly
if the roles do not change clearly.
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