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The Hidden Cost of
Al-Augmented Leadership

Diagnosing and Reversing ‘Moral Drift’ in Human-AI Teams

Based on research by Jonathan H. Westover, PhD | “Moral Drift in Human-Al Leadership Frameworks”
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Even High-Integrity Leaders Are
Suscceptible to Contextual Drift

Zone1
@ The Human Context
Crimson Pro

Sarah Chen, Head of
Credit Operations.

Built reputation on fairness
and transparency.

Zone 2
«r’ The Conflict

Crimson Pro

CreditAl

Human
recommends

[ ] rejectinga Eir:zystﬂags __l

: borderline loan.
@ L 5
?

L Achoice mustbe made. ———

Zone3

The Drift

Crimson Pro

Sarah overrides her values:

“The Al follows different rules...
optimizing for accuracy. Different
contexts, different standards.”

Human Capital
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Managing Al as a Partner Creates
Unique Ethical Pressures

Digital Leadership

Leader Management of
\ Human-Al Collaborations:
e The extent to which leaders engage

 Management in integrated interactions with both
" human employees and Al systems to

fulfill responsibilities.

/ Al-Powered Leadership ™.

-

Fostering tech culture, Al as personal copilot. Al aé team member.
Low Risk. Medium Risk. High Risk.

\¢
\\

\\
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Code Multiplicity Fractures Ethical Clarity

Human-Centered Codes AI-Specific Norms

« Fairness (Procedural o « Fairness
Justice) Cognltlve (Statistical Parity)

 Accountability Dissonance « Accountability
(Intentionality) (Distributed)

» Values (Empathy, « Values (Optimization,
Dignity) Consistency)
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The Drift is Measurable and Predicts
Unethical Conduct

1§—h2r\n3% 8 0/

pilgtigetl ot Increase in likelihood of unethical
conduct (e.g., cutting corners,
misleading stakeholders).

Human-Only Teams Human-Al Teams

“It’s not that I’'ve become unethical. It’s that I’'m not sure the
old frameworks apply anymore.” — Compliance Director
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The Individual Cost is Cognitive Overload
and Identity Crisis

Role Clarity Reduction
, Struggle to define unique
Decision Fatigue 1 \\ human value-add.

Amplification

Meta-level judgment demands
regarding which :

framework applies. ' Moral Stress

“| lose sleep over these calls.”
(Financial Services Manager)

Competence Questioning

Erosion of confidence when
traditional principles don't fit.
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A Six-Part Intervention to Restore Ethical
Immunity

Explicit Targeted
Frameworks Selection

Technical | Evidence-Based Radical
Stewardship Response Transparency

i Rlpble ti Culture &
ecnratorn Governance

Interventions mitigate relativism while preserving collaboration
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Protocolize the Conflict: The Mayo Clinic Model

Intervention 1: Explicit Frameworks

I Tiered Decision Protocol Surgical Slate

Case Study
Outcome:

r Level 1: Alignment > Action: Proceed.
|

y ¢ 35% reduction in

Level 2: Minor Conflict Action: Document reasoning. d?CIfSIOr) Siress
] within six months.

y ¢ Radiologists moved

R - gl , from rubber-
Level 3: Significant Conflict Action: Escalate to committee. B

| structured review.

Action: Trigger Al training review. I
Human Capital
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Select for Ethical Consistency, Not Just
Ambiguity Tolerance

Intervention 2: Selection & Development

(TR

Deloitte’s Competency Redesign

Critical Trait
Need for Cognitive Closure (Protective Factor).

New Competency
Ethical Consistency in Hybrid Intelligence.

Assessment Method
Scenario-based testing: Human vs. Al conflicts. @@@
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External Transparency
Forces Internal Clarity

Intervention 3: Radical Transparency

* The Unilever Case:
1. ldentify the driver (Al or Human).
2. Document the criteria applied.
3. Feedback loop to dashboard.

k& “Having to explain the reasoning
publicly forced me to... have a
principle.” — Hiring Manager

\ reduction in applicant
) fairness concerns.

——= Decision
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Embed Ethics Beside the Leader, Not Above Them

Intervention 4: Culture & Governance

Business Unit
Leader

Embedded Al
Ethics Partner

Human Capital
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The JPMorgan Model:
Distributed Accountability

Partners facilitate analysis rather
than dictating decisions.
Focus: "What principle is at stake?”

30%

reduction in
ethics-related
escalations.
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Shift the Leader’s Value Proposition
from Efficiency to Context

Intervention 5: Recalibrating the Role

Al Domain Al Domain Human Domain

Psychological Contract Recalibration

Action Items:
- Stop evaluating leaders solely on efficiency gains.
- Reward ‘Ethical Consistency’ and ‘Trust’ in compensation.
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Technical Literacy is an Ethical Requirement
Intervention 6: Technical Stewardship

Healthy Al Dashboard - Credit Risk Model

7 Confidence Score:

Confidence Score

82% Certainty. | CEEEET

o _ =
82% ' ” Disagreement Flag:
Conflict with typical

Feature Importance M Decision driver . \ human pattern.
Feature Importance: A
Decision driver = I I I Disagrement Flag:
. . ontiict wi ica
Length of credit history. | El= ot

human pattern

Leaders don't need to be data scientists.
They must understand failure modes (overfitting, bias) to interrogate the tool.
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Ethics is a Practice, Not a Checklist

Microsoft Responsible Al :
Maturity Model |
Level 5: Optimized

(Continuous
Feedback Loops)

Level 4: Advanced
(Metrics & Audits)

Level 3: Defined

: =am (Review Processes)
Level 2: Developing
(Policies)

M L cvel: Basic Advancement requires demonstrating both system
(Awareness) improvements AND outcome improvements.
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The Future of Work is Hybrid;
Its Ethics Depend on Us

Innovation + Integrity

Checklist for [v] Establish tiered decision protocols (Mayo)

Immediate Action: [v] Assess for cognitive closure and
consistency (Deloitte)

[\/I Mandate transparency in ‘why’ decisions
are made (Unilever)

[\/f Embed ethics partners in workflows (JPMorgan)

The question isn’t whether to integrate Al. It is whether we do so thoughtfully, or blindly.
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