EXECUTIVE BRIEFING DECK

Designing for
Uncertainty: The New
2026 Al Product Skill

Al UX is certainly not Ul polish. It is confidence
calibration, graceful fallbacks, traceable evidence, and
user control.

Most Al products do not fail because the Ul is bad. They
fail because the product pretends the Al is certain.

TRUST

$4.4T

Economic value at
risk from Al
failures by 2030

3in5

Enterprise Al
projects that fail to
reach production

BREAKDOWN

72%

Al products
abandoned within
90 days

By: Logan Sivanasen | 20th May 2026
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Al Has Become Workflow Infrastructure

Year

Organizations Using Al (%)
B e e e 8890

The Market Signal

88% of organizations now report regular
Al use in at least one business function,
per McKinsey 2025. This is not
experimentation. This is infrastructure.

82% of leaders say 2025 is a pivotal year
to rethink strategy and operations. 81%
expect agents to be moderately or
extensively integrated within 12 to 18
months.

The question is no longer whether to ship
Al. The question is whether the experience
is honest about what Al actually knows.

Microsoft Work Trend Index 2025



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.microsoft.com/en-us/worklab/work-trend-index/2025-the-year-the-frontier-firm-is-born
https://www.gartner.com/en/articles/gartner-top-10-strategic-technology-trends-for-2025

The Hidden Failure Pattern

Most Al products fail not because the model is wrong. They fail because the UX presents probability as fact. The failure
chain is predictable.

Production Failure
Incorrect output causes trust loss

Blind Acceptance
User trusts the answer without checks

Confident Answer
Model returns a definitive response

Prompt Input

User supplies query or context

N N N N

Confident wrongness is more dangerous than visible uncertainty. When a product hides its confidence level, the user
cannot calibrate their own judgment. The failure compounds silently until it surfaces at scale.



The Mental Model Shift

—_

Prompt

TS

Alternatives

The system performs certainty. The user accepts by Escalation Path
default. User Control

I

Confidence Signal

Prompt

3X 68% 2.4X

Trust Retention Users Stay Engaged Fallback Use

Products with visible confidence signals see When uncertainty is surfaced clearly, users Clear evidence paths increase the likelihood
significantly higher user trust retention. are more likely to continue using the product. of users checking sources before acting.

Great Al products do not pretend to be certain. They make uncertainty operational.



The Uncertainty UX Stack

Five patterns separate Al products that build trust from those that erode it. These are not design details. They are structural
decisions.

Confidence Labels

Signal certainty level so users calibrate their own judgment

Compare Answers

Structure ambiguity rather than hiding it behind a single response

Citations and Trace

Provide a path from claim back to evidence and data lineage

User Override Controls

&

Accept, reject, edit, undo, escalate as core workflow verbs

Safe Defaults

Default behavior should protect the user from downside, not optimize for throughput

2




Pattern 1: Confidence Labels

Before: Performs Certainty After: Makes Uncertainty Visible

& Therecommended treatment is metformin, 500mg twice daily. 6) Likely recommendation: metformin, 500mg twice daily. Confidence: Medium.
Clinical review recommended before prescribing.

The user has no signal about model confidence. There is no cue to verify, pause, or
escalate. The UX trains blind acceptance. Confidence labeling changes the workflow. A medium-confidence flag activates a different
user behavior than a high-confidence one. The label is a decision variable, not a disclaimer.

How Confidence Labels Change User Behavior

Confidence Level

High Confidence

Medium Confidence

Low Confidence
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Behavior Rate

3.1x 47 % 2.8X

More likely to catch errors Reduction in blind acceptance Faster escalation decisions

when confidence labels are shown after confidence Ul is introduced when uncertainty is surfaced



Pattern 2: Compare Answers

Hiding ambiguity behind a single confident answer is a product choice.

Structuring ambiguity into visible options is a better one.

Recommended Answer

Highest probability response
based on available context. Best

fit for standard conditions.

Alternative Answer

Plausible variant given different
assumptions. Useful when context

is ambiguous or incomplete.

Risk-Adjusted Answer

Conservative option that prioritizes downside protection. Appropriate for
high-stakes or regulated decisions.

74%
Reduced Errors

Users who caught
more errors when
shown multiple
answer options vs. a
single response

2.6X

Better Decisions

Higher quality
decisions made
when ambiguity is
structured rather
than hidden

98%
Higher Trust

Users who reported
higher trust in Al
products that surface
alternative answers
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Pattern 3: Citations and Trace

NP

Al Claim

Statement generated by the model.

&

Linked Source

Direct reference to the original document.

O

Timestamped Version

Record of date and document version.

£

Full Lineage

Complete chain from claim to raw data.

57%
Uncited Errors

Al outputs containing at least one factual
error when uncited (Stanford HAI 2024)

4x

Higher Trust

Why Provenance Is Not Optional

Fluent-sounding output creates an illusion of reliability. Without
a traceable path from claim to source, users cannot distinguish
well-grounded answers from confident confabulation.

Citations are not a legal protection layer. They are a trust
mechanism. They allow the user to verify, escalate, or reject at
the claim level, not just at the answer level.

Reference: NIST Al Risk Management Framework

91%

Auditability

Higher user trust when citations are Enterprise buyers who say auditability is a

present vs. absent

top Al procurement criterion


https://www.nist.gov/itl/ai-risk-management-framework

Pattern 4: User Override Controls

Control Is a Trust Mechanism

Al products that remove user control to optimize for speed trade long-term trust for short-term throughput. The calculus is wrong.

Reference: BCG Human Oversight 2025

Override Controls

Full override controls

Partial controls -

No override controls -

Trust Score

Products with more user override options consistently earn higher trust scores.

2.2X 63% 89%
Retention Abandoned Required

Higher long-term retention in products with Users who abandoned an Al product after an Enterprise teams that require human-in-the-
undo/reject controls irreversible wrong action loop for high-stakes Al decisions


https://www.bcg.com/publications/2025/wont-get-gen-ai-right-if-human-oversight-wrong

Pattern 5: Safe Defaults

The default state of an Al product is a design decision. It should protect the user from downside risk, not optimize for the

appearance of capability.

Low Confidence

Escalate to human

Medium Confidence

Recommend with review

High Confidence

Automate with audit trail

High Confidence Medium Confidence Low Confidence

Automate with audit trail. Notify user of Surface recommendation. Require Escalate to human. Flag reason. Do not
action taken. explicit user approval before execution. automate.




Industry Vertical Application Matrix

Uncertainty design requirements are not universal. Each vertical has a distinct failure mode and a corresponding UX obligation.

Primary Risk Uncertainty Design Obligation

Healthcare Clinical harm from Escalation triggers at medium and low confidence
overconfidence

<

6‘ Finance Compliance exposure Full audit trail on every Al-influenced decision

' Insurance Discriminatory outcomes Fairness flags and explainability at claim level

i@iﬂé’ REIE] Preference misfit User correction loops visible in the product

" SEER) Low adoption from loss of control Undo and approval mechanisms in every workflow

m Legal Fluency masking error Claim-level citations, not document-level sourcing

@ Marketing Brand safety violations Pre-publish confidence review and override

#. Manufacturing Operational cost from false Threshold alerts before automated action
positives

a Cybersecurity Automated response to false Human approval required before execution
signals

m Public Sector Rights implications of automated Appeal path preserved for every Al outcome

decisions



Healthcare, Finance, Legal

N

73% 4.2x 89%

Clinical risk Fines risk Liability concern
Clinical Al errors attributed to Regulatory fines more likely when Al Legal professionals who say Al citation
overconfident output with no escalation  decisions lack a documented audit trail errors are their top liability concern

path (JAMA 2024)

‘ In high-stakes verticals, uncertainty is not a UX problem. It is a liability problem.


https://www.gartner.com/en/articles/ai-trust-and-ai-risk
https://www.gartner.com/en/articles/ai-trust-and-ai-risk

Retail, SaaS, Marketing

=

2.3X 24 % 3.7X

Higher adoption Retail drop-off Brand safety
Higher Al feature adoption when undo Retail users who stopped using Al More brand safety incidents in Al
controls are present (Forrester 2025) recommendations after one bad misfire content pipelines without pre-publish
review

‘ In consumer verticals, trust is earned through correction, not perfection.



Manufacturing, Cybersecurity, Public Sector

Manufacturing

Uncertainty becomes cost when it
triggers automated action
prematurely. A false positive on a
production line stoppage is
expensive. Al systems in operational
environments need threshold-based
alerts that require human
confirmation before physical or
financial action is executed.

$2.1M

False-positive shutdown

Average cost of a false-positive
automated shutdown on a production
line (McKinsey 2024)

Cybersecurity

Uncertainty must slow automation,
not accelerate it. Automated threat
response based on a low-
confidence signal can cause more
damage than the original threat.
Human approval is not a bottleneck.
It is the appropriate constraint on
automated execution in adversarial
environments.

61%

Damage from signal

Cybersecurity teams that experienced

damage from automated response to a

false signal

Public Sector

Uncertainty must preserve rights.
Government Al decisions that affect
benefits, licensing, or enforcement
carry legal weight. The appeal path
is not a UX afterthought. Itis a
constitutional obligation. Every Al-
influenced outcome must be
contestable by the affected party.

78%

Human-reviewable

Citizens who say Al government
decisions should always be human-
reviewable

In operational and civic verticals, the cost of a wrong automated action is not a UX metric. It is a financial or rights violation.



Google Al Overviews: Confident Wrongness Scales

Google Al Overviews reached over 2 billion monthly users across more than 200 countries and territories by July 2025. The scale of deployment made
confidence errors highly visible. Early odd results prompted rapid product corrections and design iteration.

The lesson is not that the model failed. The lesson is that the product allowed confident output in contexts where the product should have escalated to
human-reviewed results or flagged low confidence explicitly.
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https://blog.google/company-news/inside-google/message-ceo/alphabet-earnings-q2-2025/
https://blog.google/products-and-platforms/products/search/ai-overviews-update-may-2024/

CASE STUDY 02

GitHub Copilot: Trust Through Control

A controlled experiment published by arXiv (2023) showed developers completed a task 55.8% faster with GitHub Copilot. The mechanism
matters: Copilot suggests, the developer accepts or rejects, and the workflow keeps the human as the final decision point.

Speed gains were realized precisely because control was preserved. The developer never had to trust blindly. They evaluated, which is a
fundamentally different cognitive posture than acceptance.

) GitHub Copilot
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get_items.py %
import requests

def issues (owner: str, repo: str):
url = f“https://api.github.com/repos/{owner){repo}/issues"
headers = {"Accept”: "application/vnd.github+json"}
resp = requests.get{url, headerssheaders)
resp.raise_for_status()
return resp.json(})

def get_all_issues(owner: str, repo: str):
issues = []
page = 1

Al pair programmer

4. Copilot suggestion

{ while True:

url = f*https://api.github.com/repos/{owner}/{repo}/issUés?per_page=168"
resp = requests.get(url, headers={"Accept”: "application/vnd.github+json"})

data = resp.json()
if not data:
break
issues.extend(data)
page += 1
return issues
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) GitHub Case Study

Al earns trust when
the user keeps control.

Copilot suggests. You decide.
Human judgment at the
point of execution.

Copilot Workflow

7N
P 2

Human Contmlv You Review

in the Loop & Decide

Trust through user control

[E_’)—>|3-).—>[2|->E

Context  Suggest  Review Decide  Execute

Controlled Experiment Result ®

0
55.8%
faster task completion

with GitHub Copilot
(vs. contral group)

Impact

ﬂ Higher developer productivity
O Improved code quality

@ More time for high-value work

@ Greater developer satisfaction

Adoption Principle

Assist next

Automate later

Build trust. Prove value.
Expand responsibility over time.


https://arxiv.org/abs/2302.06590

Adobe Firefly: Commercial Trust Requires Provenance

Adobe Firefly generated more than 22 billion assets globally by April 2025. Scale at this level is only commercially viable because Adobe built on
commercially safe training data and embedded content credentials and provenance metadata into the workflow.

Enterprise buyers did not adopt Firefly because the outputs were beautiful. They adopted it because the legal exposure was bounded. Provenance,
permissioning, and workflow design were the product, not the creative quality alone.

Adobe Firefly
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https://news.adobe.com/news/2025/04/adobe-revolutionizes-ai-assisted-creativity-firefly

Who Owns Uncertainty?

Uncertainty design is a cross-functional accountability, not a product team problem. Each executive role owns a specific dimension of the
trust architecture.

m Ownership Domain Uncertainty Design Obligation

CEO Accountability boundary Define where Al acts autonomously versus where human sign-off is required
CTO Confidence and drift Monitor model confidence calibration and production drift continuously
CPO Uncertainty UX Ensure every Al surface exposes confidence, alternatives, and override

mechanisms

CISO Access and execution risk Gate automated execution on confidence thresholds and access controls

Legal Auditability Ensure every Al-influenced decision is logged, explainable, and contestable

CMO Brand safety Enforce confidence review before Al content is published externally

CFO Cost of error Price the downside of false positives and automate only above acceptable risk
thresholds

COO Workflow resilience Design Al workflows with human fallback paths, not single points of automated
failure

The next Al product skill is not prompting. It is designing for uncertainty. Where does your Al product still perform certainty when it
should be designing trust?

By: Logan Sivanasen | 20th May 2026
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