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How Can I Talk Effectively About AI At Work 
 

Introduction 
Most people don’t know how to talk about AI at work. They use the same words but mean 
completely different things, and even when everyone is sitting in the same meeting, they 
are often having five separate conversations without realising it. When someone says AI 
is accurate, they might mean reliable. Someone else hears deterministic. Someone else 
hears automated. Someone else hears cost-saving. The same sentence lands differently 
depending on the role, the fear, and the mental model behind it. 

This is why AI discussions collapse so quickly. Users think about whether the tool helps 
them do their job. Managers think about productivity. Developers think about failure 
modes. Executives think about risk and ROI. Legal thinks about liability. Finance thinks 
about cost. They are all talking about AI, but they are not talking about the same thing. 

Talking effectively about AI at work means recognising these mismatched assumptions 
and adjusting your language so the other person hears what you actually mean. It means 
grounding the conversation in real behaviour rather than hype, explaining what AI can 
be trusted to do and what it cannot, and helping people understand the limits, risks, and 
collapse signatures that matter for their role. When you do that, the conversation stops 
being confusing and starts being useful. 

 

Section 1. The different ways people misunderstand AI at work 
People don’t misunderstand AI in the same way. They misunderstand it in ways shaped 
by their role, incentives, pressures, and what they think they’re responsible for. This is 
why AI conversations fall apart even when everyone is in the same room: the same words 
trigger completely different assumptions. 

1. The CEO: hype, competitive fear, and strategic pressure  

CEOs hear AI and think about competitors, market positioning, and whether 
they’re falling behind. They worry about being seen as slow or missing a wave that 
others are capitalising on. If an AI initiative fails, they know it reflects on them. 
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2. Managers: productivity expectations and operational strain  

Managers hear AI and think about targets, deadlines, and whether they’re 
expected to deliver more with fewer people. They worry about disruption, 
confusion, and being held responsible if the rollout goes badly. 

3. Legal: liability, documentation, and regulatory exposure  

Legal hears AI and immediately thinks about risk: who is accountable, what 
cannot be proven, and what will end up in discovery. They worry about being the 
department that failed to prevent a compliance issue. 

4. Finance: unpredictable costs and ROI pressure  

Finance hears AI and sees variable usage, opaque pricing, and vendors promising 
savings that may never materialise. They worry about approving a cost that spirals. 

5. Developers: instability, drift, and system fragility  

Developers know AI is probabilistic, inconsistent, and sensitive to context. They 
worry about being blamed for behaviour they cannot fully control or debug. 

6. Users: stress, competence anxiety, and job security  

Users worry about whether they can learn the tool, whether it will make their job 
harder, and whether mistakes will be blamed on them rather than the model. Will 
they lose their job to efficiencies or will they lose it because they cant keep up with 
the changing demands. 

7. The public: frustration and lack of human fallback  

The public doesn’t care about architecture. They care that they can’t reach a 
human, the bot misunderstands them, and the company treats the AI as if it’s 
good enough when it isn’t. 

8. Operations: workflow disruption and cascading failures  

Ops sees AI as a new point of failure. If AI breaks a workflow, they’re the ones who 
have to clean up the mess and explain the outage. 

9. HR: training burden, fairness, and organisational impact  

HR worries about training, adoption, fairness, and the political fallout of AI-driven 
changes. If AI causes conflict or inequality, they’re expected to fix it. 

10. Security: data leakage and new attack surfaces  

Security sees AI as a new, unpredictable attack vector. If something leaks or gets 
exploited, they’re the ones who must answer for it. 
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Section 2. Communication, Not Noise. 
AI conversations only work when everyone is using the same definitions, the same 
expectations, and the same terminology. Most organisations fail because every 
department is working from a different mental model. If people cannot agree on what AI 
is capable of today, what it is not capable of, and where it fails under real conditions, then 
every discussion becomes noise. 

1. Agree on what AI actually is. 

AI is pattern recognition, not reasoning. It predicts text, it does not understand. If 
people start from different assumptions, every conversation collapses. 

2. Be explicit about what AI cannot do. 

It is not deterministic, not reliable under load, not self-correcting, and not aware 
of context the way humans are. If this is not stated clearly, expectations drift 
immediately. 

3. Separate marketing demos from real work.  

Demos are curated, short, and run under ideal conditions. Real work is long, 
messy, ambiguous, and full of edge cases. Everyone must understand this gap, or 
they will make bad decisions. 

4. Make common failure points explicit. 

Drift, collapse, hallucinations, misinterpretation, overconfidence, context loss, 
and structural breakdowns are normal. If people do not know these exist, they will 
misdiagnose every problem. 

5. Define the new opportunities and the new dangers. 

AI can accelerate work, automate routine tasks, and support decision-making. It 
can also create new risks, amplify mistakes, and introduce invisible failure 
modes. Both sides must be understood together. 

6. Establish shared terminology across the organisation. 

Terms like failure modes, drift, collapse signatures, non-determinism, 
behavioural load, and recovery must mean the same thing to everyone. Without 
shared language, people cannot communicate. 

7. Use LLM INQUISITOR as the common vocabulary. 

INQUISITOR provides a structured set of terms for behaviour, load, collapse, 
recovery, and evidence. It gives every department a way to talk about the same 
behaviour without confusion. 
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8. Include every department in testing  

Development sees stability. Legal sees liability. Finance sees cost. HR sees 
training burden. Ops sees workflow risk. The CEO sees headlines. If they are not 
all in the testing loop, blind spots multiply. 

9. Recognise that what looks good to one group may be a disaster for another  

A model that looks efficient to development may be a legal minefield. A feature 
that impresses the CEO may breach data protection. A workflow that saves time 
for managers may overwhelm users. Cross-department review prevents these 
collisions. 

10. Make communication the goal, not persuasion  

The point is not to convince people AI is good or bad. The point is to ensure 
everyone is talking about the same thing, using the same terms, with the same 
understanding of capability and risk.  

11. Write the limitations and working methods into the operations manual. 

The organisation must formally document what AI can and cannot do, the known 
failure modes, the correct working methods, and the expected user responses 
when things go wrong. If AI fails, do not hide it. Point it out, record it, find a 
workaround, and carry on. This normalises failure as part of the workflow instead 
of treating it as a personal mistake. 

 

Conclusion 
Talking effectively about AI at work only becomes possible when everyone is working from 
the same reality. That means being clear about what AI is, what it is not, what it can do 
today, and where it fails under real conditions. It means closing the gap between 
marketing demos and operational reality, naming the common failure modes, and 
agreeing on shared terminology so people can communicate with each other rather than 
talk past each other. 

When every department understands the same concepts — non-determinism, drift, 
collapse signatures, behavioural load, recovery — the organisation can finally have 
honest conversations about capability, risk, and opportunity. And when all departments 
are included in testing, each group can flag the issues the others cannot see: what looks 
stable to development may be a legal problem, what looks exciting to leadership may 
breach data protection, and what looks efficient to managers may overwhelm users. 

The goal is not to make AI look perfect. The goal is to make its behaviour visible, shared, 
and understood. When limitations are documented, when failures are acknowledged 
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instead of hidden, and when workarounds are part of the normal workflow, AI becomes 
something the organisation can use safely rather than something it hopes will behave. 

If your organisation is struggling with confusion around AI in the workplace, you’re not 
alone. Many companies are rushing into AI adoption without understanding the pitfalls, 
the limitations, or the operational realities. Incorporating the LLM INQUISITOR 
METHODOLOGY into your workflows gives everyone a shared language, a shared 
understanding of behaviour, and a structured way to surface problems early instead of 
discovering them in production. 

 

Links: 
Inquisitor Labs Homepage: 

https://assimilatedhuman.github.io/inquisitor-labs/index.html 
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