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Yo uman Capia
The danger of extrapolating cognitive
surrender to moral choices

Cognitive Surrender (Shaw & Nave, 2026) oo Cﬁt*a&fﬁ‘mﬁfw@w er

S

The Proven Reality s L

Laypeople rate Al-generated ethical guidance as roughly equivalent in quality to human experts (Meincke et al., 2026).
If algorithmic authority operates identically across all domains, organizations face an existential bilateral risk.
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Cognitive Authority

dﬁ%ﬁo/o Human Capital
Disentangling the three domains of algorithmic authority

Predictive Authority

Normative Authority

Definition: Trust in factual
or analytical accuracy.

Definition: Confidence in
algorithmic forecasts.

Definition: Guidance on
what one should do.

Verifiable Ground Truth?
Yes.

Verifiable Ground Truth?
Yes (eventually).

Verifiable Ground Truth?
No (value-based).

Human Response:
Symmetric Deference

Human Response:
Symmetric Deference

Human Response: }
Asymmetric Confirmation

Normative decisions involve value judgments. Al is asserting authority over domains
traditionally governed by social norms, organizational culture, and individual conscience.
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Al influence inverts human behavioral
contagion patterns

Human-to-Human Contagion Human-Al Contagion

' v‘" Prosocial +1 5

~ Influence Percentage Points in
| Prosocial Transfers

Human Al
Peer Advisor

Antisocial
Dominance ¥ Null Effect
(Dimant, 2019) v (Dimant, 2026)

- . Al recommendations generated a 15-point increase in
Bad behavior spreads easily among human peers. other-regarding transfers, but produced zero detectable
downward shift when advising antisocial actions.
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Algorithms supply permission structures, not community standing

The Permission Structure Model

-

State A: Confirmation (Upward Flow) State B: Override (Blocked Flow)

Lack of
Community
A Standing X

Al supplies normative validation for actions Al is not a member of the moral in-group; its approval
individuals are already disposed to take. carries no social weight to displace existing norms.
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A men e
Shifting from bilateral risk management
to prosocial amplification

The Old Calculus The New Calculus

The Prosocial
Amplifier

The Moral Floor
Protection

Assumption of Bilateral Risk: Governance focuses heavily Evidence-Based Reality: Governance shifts to safely
on preventing the machine from corrupting employees. harnessing upward momentum.

Al cannot easily override personal moral convictions. It does not act as a corrosive dark
pattern for ethics, but rather as an asymmetric amplifier of existing prosocial impulses.
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Scaling the economic value of prosocial
behavioral shifts

The Behavioral Shift The ROI

High
b 1 5% Engalgere:ent
Conversion

Al prompts manager to v/ Peer recognition Stronger /~— Improved
recognize an overlooked + Charitable giving : ; Retention

team member. + Knowledge sharing

(Anchored by Frey & Meier, 2004)

Minor algorithmic nudges in the normative domain generate economically significant
changes in organizational social capital with near-zero marginal implementation cost.
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A men e
The Threat Matrix: Where asymmetric influence fails

Context Collapse

Expectation Violation

Inequality in Influence

Symptom: Employees ignore
prosocial prompts.

Symptom: All Al moral guidance
is discounted as naive.

Symptom: Widening gaps in
organizational citizenship.

Cause: Al recommends
costless generosity in a
resource-constrained,
high-pressure reality.

Cause: Al only ever gives
positive advice, losing
credibility over time.

Cause: Al only amplifies
employees who already lean
prosocial; those lacking a
compass show muted
responses.

Context-aware
deployment.

- Balance
recommendations with
operational realities.

Targeted capability
building.
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The 5-Pillar Operational Framework for Normative Al

1. Transparent
Communication
(Labeling & Legibility)

5. Financial
& Benefit
Supports
(Incentive
Alignment)

4. Operating
Governance
(Bias Audits
& Overrides)

2. Procedural
Justice
(Voice &

Contestability)

3. Capability
Building
(Scenario
Practice)
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To harness the prosocial
amplifier while defending
the moral floor,
organizations require a
structured deployment
playbook backed by
enterprise evidence.
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Microsoft

Pillar 1:
Transparency

oAdroaman oot
Pillar 1 & 2: Legibility and participatory system design

Intervention

Explicitly labeling Al-generated

meeting recognition prompts
and tying them to inclusive
values.

Managers followed ~60% of
prompts. Providing context
empowered them to act on
existing positive
assessments.

Unilever

Pillar 2;
Procedural Justice

Intervention

Al shift-scheduling system
built with employee-defined
fairness criteria, outputting a
fairness score with
modification rights.
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Six-month data revealed
higher schedule satisfaction
and lower turnover versus
traditional scheduling.
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Pillar 3: Developing capability for algorithmic
moral reasoning

Step 1: The Conflict Step 2: The Step 3: The
Presentation Reflective Pause Conscious Override

Al recommends a talent Manager is forced to Manager modifies the Al
review rating; human is articulate reasoning input, treating it as
provided conflicting against a structured advisory rather than
localized data. ethical framework authoritative.
(stakeholder analysis).

Salesforce Ethical Al Training: Post-training assessments show a marked
increase in manager confidence in treating Al as one input among many,
prerenting the erosion of human judgment.
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Pre-Deployment:
Impact metrics
defined

Deployment:
Behavioral outcomes
tracked

Intervention:
Override analysis and
Bias Audits triggered

Human Capital
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Pillar 4: Establishing robust operating models
and governance

IBM Al Ethics Board

Board mandated quarterly reviews for
behavioral Al. Discovered a pilot system
disproportionately recommending
increased workloads to high-performing
women (perpetuating equity gaps).

The rollout was immediately paused and
redesigned to counteract historical bias.
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Pillar 5: Aligning incentives to
subsidize prosocial action

70% Deloitte Performance
Innovation Lab

Created a coaching credit system over
an 18-month pilot. Managers who follow
Al recommendations to develop direct
reports receive credit toward their own
development goals. Removing the
the friction unlocked the prosocial
Mismatched Aligned potential.

Incentives Incentives

Al recommends manager spend
time coaching; manager absorbs
the time cost without reward.
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The ultimate safeguard:
Preserving the moral community

Because Al lacks

community

standing, it must be

integrated as a

tool that helps

employees act on Organizational
shared values, not Identity

a substitute for

collective moral

judgment.

www.innovativehumancapital.com

Patagonia

Al system surfaces
environmental initiatives.
Because
recommendations
perfectly align with the
existing identity (what
people like us do),
participation rates
exceed 80%. The Al acts
as a reinforcing loop for
an already robust culture.
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The Al Moral Integration Architecture

The Moral Community &
Organizational Identity

Compass

Governance

Al can amplify our virtues, but it cannot invent them. The future of human-Al collaboration
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