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What Leaders Need to Know to Make Sound Decisions 

John Gnotek | Gnotek Ai | 9-11-26 

AI leaders, researchers, vendors, journalists, and policymakers are making 

increasingly dramatic claims about artificial intelligence. 

Some describe capabilities that already exist. Some extrapolate from 

genuine advances. Some raise serious but uncertain risks. Others turn 

possibilities into predictions and predictions into inevitabilities. 



For leaders, the challenge is not deciding who is “right” about the future of AI. 

It is determining: 

What do we know, how certain are we, how relevant is it to our 

organization, and what happens if we are wrong? 

That distinction matters because the news cycle increasingly collapses very different 

claims into the same category. AI systems are already known to hallucinate, mishandle 

information when poorly governed, assist with cyber activity, generate convincing false 

content, and create new accountability problems. These are present risks. 

AI systems are also becoming more capable of using tools, conducting extended 

workflows, writing code, and performing increasingly autonomous tasks. These are 

emerging capabilities. 

Claims about artificial general intelligence, recursive self-improvement, 

superintelligence, mass unemployment, or human extinction are different. Some may 

deserve serious attention because their consequences could be enormous, but they 

are not established outcomes. 

A Better Way to Judge AI Claims 
Leaders can separate claims into five levels of evidence: 

Observed — it has happened. 

Demonstrated — the capability has been reliably shown. 

Emerging — credible evidence suggests it is developing. 

Projected — it is inferred from present trends. 

Speculative — it is possible but not empirically established. 



These categories describe evidentiary confidence, not importance. 

For example: 

“AI can produce confidently incorrect information.” 

That belongs in Observed. It occurs today and can be directly tested. Demonstrated. 

“AI agents will soon operate large portions of businesses autonomously.” 

Current systems provide evidence of increasing autonomy, so the underlying capability 

may be Emerging, but the claim about widespread business autonomy is still 

Projected. 

“AI will inevitably become superintelligent and escape human control.” 

That remains Speculative. It may deserve serious study because of its possible 

consequence, but possibility should not be communicated as inevitability. 

This is also where Hype enters. 

Hype is not simply a claim with weak evidence. 

A speculative risk can be responsibly communicated when its uncertainty is clearly 

stated. Hype occurs when evidence, probability, assumptions, or limitations are 

obscured—when could becomes will, emerging becomes inevitable, or a laboratory 

result becomes a claim about every organization. 

The same discipline applies to optimistic claims. Demonstrated productivity gains in 

certain tasks do not prove that AI will transform every company, eliminate every job, or 

produce value simply because it is deployed. 



Uncertainty Is Not a Reason for Paralysis 
The difficulty for cautious organizations is that all of these discussions arrive under  

one label: AI. 

But AI is not one thing. 

Using AI to summarize documents, organize knowledge, draft communications, 

compare requirements, support training, or assist an employee with a defined task  

is fundamentally different from giving an autonomous system authority over 

consequential decisions or critical systems. 

For many organizations, the safest beginning is not automation. It is assistance. 

A bounded AI system can help a person find information, identify patterns, generate 

alternatives, or reduce repetitive work while authority and accountability remain human. 

Avoiding all AI because of uncertainty surrounding advanced AI can therefore create  

its own cost. Organizations may forgo practical, low-risk improvements while waiting for 

questions that may take years to resolve. 

Caution is appropriate. Blanket avoidance is not the only cautious option. 

Translate the Claim Into an Organizational Decision 
Once leaders understand the evidentiary level of a claim, they should ask what it 

actually means for the organization: 

• What problem are we trying to solve? 

• What evidence supports the capability or risk being claimed? 



• What information would the AI access? 

• What may it recommend, and what may it actually do? 

• Who remains accountable? 

• What happens if it is wrong? 

• Can the outcome be reviewed or reversed? 

• Is the expected value worth the risk? 

The answers should determine the level of control. 

The burden of proof should rise as AI gains capability, access, autonomy, scale, and 

irreversibility. An assistant drafting a document does not require the same controls as 

an agent modifying production systems. A recommendation is not the same as an 

autonomous action. Experimentation is not the same as delegation. 

And a speculative civilization-scale risk should not automatically determine whether  

an employee may safely use a bounded AI assistant. 

Neither Enthusiasm Nor Fear Is a Strategy 
AI hype can push organizations in very different directions. One organization may hear 

that AI will transform every business and rush into poorly understood deployments. 

Another may hear warnings of uncontrollable superintelligence and conclude that AI 

should not be considered at all. 

Those reactions are not equivalent, because the evidence behind individual claims 

differs. But they share one failure: 

the decision is being driven by the narrative rather than the evidence and 

the organizational context. 



Leadership should instead distinguish: 

> What is known? 

> What is emerging? 

> What is forecast? 

> What remains speculative? 

> What actually matters here? 

There are many ways to use AI responsibly when purpose is clear, authority is bounded, 

limitations are understood, and governance is proportionate to risk. Good governance 

is not a brake on adoption. It is what allows an organization to explore useful AI without 

surrendering judgment. 

The objective is not to decide whether AI is broadly good or bad. It is to decide: 

Where can AI create value, where does it introduce unacceptable risk, what  

should remain under human authority, and what evidence is required before that 

boundary moves? 

AI capability will continue to advance. The more important question is 

whether leadership judgment advances with it. 
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