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—— HUMAN OVERSIGHT: THE OPERATOR

The hardest part of
automation is the
human you leftin
charge.

Every agent deployment keeps a human in the loop. AlImost none
design that role. So the human clicks approve on work they cannot

check, vigilance decays, and the oversight a regulator was
promised becomes theatre. This briefing is about the operator: why
verification is now the scarce skill, how to route human attention to
where it actually changes the outcome, and how to make an
approval real instead of forgeable.

FOR COMPANION BRIEFINGS GROUNDED IN DIRECT LINE
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02 THE AUTOMATION PARADOX

The better the automation, the
harder the human's job.

In 1983, Lisanne Bainbridge described an irony that has outlived every
technology it was written about. Automate the routine work, and you leave the
human only the rare, the abnormal, the hard. Then you ask that human to stay
sharp enough to catch the one case the machine got wrong, on a task they
almost never practise. Agentic Al has rediscovered the irony at scale.

You cannot stay vigilant watching a system that is right ninety-nine times out of a
hundred. Then the hundredth arrives.
THE IRONY OF AUTOMATION, 1983

The pattern is predictable. An agent handles the easy ninety-nine percent well, so the
human reviewing it learns, correctly, that approving is almost always safe. Attention
drifts. The approval becomes a reflex. And the one case that needed a human, the
unusual invoice, the subtly wrong summary, the action just outside policy, arrives when
the human is least prepared to catch it, because the system has spent months training
them not to look.

This is not a failure of diligence. It is the designed-in consequence of putting a human
in a loop without designing the loop. The fix is not "tell people to pay more attention." It
is to build oversight that earns the human's attention only when it matters, gives them
what they need to judge, and makes their judgment binding. That is the subject of this
briefing.
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03 THE THESIS

The operator owns the output.
Verification is the scarce skKill.

When an agent produces work, someone is accountable for it. Not the model, not
the vendor, the person who signed off. That person is the operator, and the skill
that makes them worth keeping in the loop is not the ability to prompt. It is the
ability to verify.

Generating plausible work has become free. Judging whether it is correct has not.
A language model will produce a confident, well-formatted, entirely wrong answer as
readily as a right one, and the two are indistinguishable to anyone who cannot
independently check the substance. Plausible and correct are not the same thing, and
the gap between them is exactly the operator's job.

This reframes what an organisation is short of. It is not short of people who can ask an
agent for a contract summary; anyone can do that now. It is short of people who can
read the summary, notice the indemnity clause it quietly dropped, and stop the deal.
As the routine work automates, the value migrates to verification, and verification is a
skill that has to be deliberately built and deliberately supported by the tools around it.

Anyone can ask the agent. The operator is the one who can tell when it is wrong.
VERIFICATION IS THE NEW CORE COMPETENCE
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04 THEATRE VS REAL OVERSIGHT

A human in the loop is not the
same as oversight.

Most "human-in-the-loop" controls are oversight theatre: a checkbox that
satisfies a policy on paper while changing nothing about the outcome. Real
oversight has properties theatre does not. The difference is designable, and an
auditor can tell them apart.

OVERSIGHT THEATRE REAL OVERSIGHT

Looks like control Changes the outcome
Every action routed to a human, so none gets real o Only uncertain or high-stakes actions reach a human.
attention. e The reviewer sees the evidence, the confidence, and
Approve and reject, with nothing in between and no what changed.
context.

e The reviewer has the skill, and the time, to judge.
The reviewer cannot independently check the

e The action cannot complete until approval is granted,
substance.

and the approval cannot be forged or skipped.
Approval is a click; the agent could have proceeded
anyway.

e Every decision is logged with the context it was made
on.
No record of what the human saw when they decided.

The test for theatre is one question: if the human always approves, does anything bad get through? If the
answer is yes, the loop is decoration. The rest of this briefing is how to make the answer no.
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05 ROUTE ATTENTION BY UNCERTAINTY

Spend the human where the
human matters.

The way to beat the automation paradox is to stop asking humans to watch
everything. If the system can measure its own confidence, it can route only the
cases that need a person, and a reviewer who sees ten genuinely hard cases a
day stays sharp in a way one who rubber-stamps a thousand never will. This is
what calibrated confidence buys you.

RELIABLE Autonomous
-~ 0.90 The system has measured, calibrated confidence above the workflow's threshold. It proceeds and logs.
- No human needed, and none wasted.
UNCERTAIN Routed for review
070=0.90 Confidence sits in the grey zone. A human sees it, with the evidence and the reason it was flagged, and
: Y decides. This is where oversight earns its keep.
LOW OR HIGH- Escalated, action blocked
SRS Low confidence, or an action over a risk threshold regardless of confidence. The action cannot complete
<0.70 without explicit, out-of-band approval.

The confidence figure is not a vibe. It comes from the reliability method in Briefing 02:
conformal prediction and self-consistency, calibrated against held-out data so that
"0.90" means what it says. The point here is the operational consequence. Calibrated
confidence is what lets you give a human fewer cases and more attention per
case, which is the only way oversight survives contact with scale.
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06 THE UN-FORGEABLE APPROVAL

When a human must decide, the
agent cannot decide for them.

A control is only real if it cannot be bypassed by the thing it controls. For the
highest-stakes actions, approval must be requested through a channel the agent
does not control, and the action must be impossible until that approval comes
back. This is the difference between a guardrail and a suggestion.

TIER 1- AUTONOMOUS TIER 2 - SOFT APPROVAL TIER 3 - STRONG APPROVAL
Proceed and log Proceed unless held Blocked until granted

Within policy and above the Moderate risk. The operator is notified High stakes or low confidence.
confidence threshold. The agent acts; and can intervene within a window. Requested out-of-band, through a
the action is recorded for audit. No Good for reversible actions where channel the agent cannot reach. The
interruption. speed matters. action cannot complete without it.

The architectural point is the third tier. A strong approval is WHY OUT-OF-BAND
requested through a path the agent has no access to, so the agent

9 g P 9 9 If approval travels through the same system
cannot approve itself, cannot replay an old approval, and cannot the agent controls, a compromised or

proceed on a timeout. The approval is bound to the specific action confused agent can manufacture it. Out-of-

and expires. This property is formally specified and machine- band means the human's "yes" originates
checked; it is one of the two invariants the survey of major somewhere the agent cannot.
platforms in Briefing 01 found none of them enforces at the THE COMPANION

architecture level. The gate, the registry and the system card

that carry these tiers are detailed in Briefing
03.
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07 THE REVIEWER'S SCREEN

Give the operator what they need
to decide.

An approval request that says only "Agent wants to proceed. Approve?" forces a
blind decision, which means a rubber stamp. A real approval surfaces the action,
its confidence, what triggered the flag, and one click to the evidence, so the
human can actually judge in the seconds they have.

® APPROVAL REQUIRED - OUT-OF-BAND ACCOUNTS-PAYABLE AGENT - V4.2
ACTION Release payment of €48,200 to payee "Meridian Supplies Ltd"
RELIABILITY 0.71 - below the 0.90 gate for payment release

WHY FLAGGED new payee amount > €25k 2 of 3 invoices matched

EVIDENCE P0-88421.pdf invoice-7731.pdf unmatched: inv-7732

REVERSIBLE No. Payment settles immediately on approval.

Notice what the screen does. It tells the operator the system itself is not confident,
names the three things that look wrong, puts the unmatched invoice one click away;,
and warns that the action is irreversible. A reviewer with this in front of them can catch
the duplicate-payment fraud in seconds. A reviewer with "Approve?" cannot catch it at
all. The interface is the oversight.
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08 THE VERIFICATION-SKILLS GAP

The tools route the case. 1he
operator still has to judge it.

All the architecture in this briefing puts the right case, with the right context, in
front of a human. None of it decides for them. The remaining variable is whether
that human can actually tell right from plausible, and in most organisations that
capability is thinner than the deployment assumes.

The gap is specific. Teams adopted Al by learning to prompt, THE HONEST CONSTRAINT

because prompting is what the tools asked for and what the demos

o ] . Better tooling raises the floor of who can
rewarded. Verification was never trained, because for a while the

verify. It does not remove the need for

volume of Al-generated work was small enough to absorb. Now e T e R e e
the volume is not small, and the organisation discovers it has many operator approving medical, legal or
people who can generate and few who can confidently check. financial actions needs the underlying

judgment; the screen makes that judgment

Closing the gap is partly structural, the routing and the reviewer's faster, not optional.

screen in this briefing, and partly human. Operators need to know
o WHERE COHORTE FITS
the characteristic failure modes of the systems they oversee:

The deployment ships the routing and the
screens. The enablement builds the
operators who use them well. Both are in
scope.

where this agent tends to hallucinate, which inputs trip it, what a
subtly wrong output looks like in their domain. That knowledge is
built deliberately, through the system cards, the incident log, and
the calibration cadence, not absorbed by osmosis.

An amplifier makes a strong operator stronger and a weak one faster at being
wrong.
THE HUMAN IS THE VARIABLE
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09 COMMON MISTAKES
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Four ways oversight collapses into

theatre.

Each is common, each is a direct consequence of not designing the loop, and

each has a correction drawn from the pages above.

MISTAKE 01
Route everything to a human.

Approval on every action guarantees attention on none. The

reviewer habituates and rubber-stamps.

Instead: route by calibrated confidence; spend the human
on the cases that need one.

MISTAKE 03
Approval the agent can fake.

If sign-off travels through the agent's own channel, it can be

manufactured, replayed, or timed out past.

Instead: request strong approvals out-of-band; block the
action until a binding, expiring approval returns.
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MISTAKE 02
Approve with no evidence.

A bare "Approve?" forces a blind decision. The human
cannot judge what they cannot see.

Instead: surface the action, confidence, flags and one-click
evidence. The interface is the oversight.

MISTAKE 04
Train prompting, not verifying.

The organisation can generate Al work at volume and
cannot confidently check it. The gap surfaces as incidents.

Instead: build verification skill deliberately, on the system's
known failure modes.
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10 WHAT THIS IS NOT

Three things this is not.

The position here is precise, and easy to misread as one of three nearby ideas it
is not.

Not "keep a human on everything." That is the failure mode, not the goal. Universal
review destroys attention and slows the system to no benefit. The aim is fewer, better-
supported human decisions on the cases that actually need them.

Not "distrust the Al." Calibrated confidence is precisely how you earn the right to let
the system act alone on the routine majority. Good oversight increases safe autonomy;
it does not shrink it.

Not a training course bolted onto a tool. The routing, the reviewer's screen and the
un-forgeable approval are engineering. The operator's skill is built on top of them.
Neither half works without the other, and selling one as if it were both is how oversight
ends up as theatre.

Design the loop, then staff it. A human placed in an undesigned loop is not a
safeguard. They are an alibi.
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One discovery call. We look at
where your humans actually sit
in the loop.

Sixty minutes with our founder. We walk one live or planned
agent workflow, find where oversight is real and where it is
theatre, and you leave with the routing, the reviewer's screen,
and the approval tiers it actually needs. No deck.

teams@cohorte.co

Cohorte SAS - Société par actions simplifiée, registered in France - founded
September 2022 - Paris & Rabat
The full briefing series, the open-source stack, and the research record at

teams.cohorte.co/trust—and—governance



