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Author's Preface

I began this book with a simple observation: it is no longer enough
for a company to merely 'use AlL' Real value appears when
intelligence becomes part of the process — when it receives the
right context, operates inside explicit rules, interacts with real
systems, and brings humans only the decisions where human
judgment matters.

I am not interested in the fantasy of a company without people. A
more powerful idea is a company in which people stop spending
their best hours copying data, searching documents, sorting
messages, and repeating mechanical checks. In that company, Al
becomes leverage rather than the owner of the process.

This Expanded Edition is designed as a practical operating guide. It
includes models, architecture diagrams, ROI examples,
implementation playbooks, and 30 concrete systems. You do not
need to build all of them. Find a few processes where automation
creates measurable value, then move from Assist toward Controlled
Autonomy only as the system earns trust.

Book Principle

Let AI do the work. Let humans own the decision.
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How to Use This Book
The book can be read front to back, but it is also designed as a
working reference. Executives can begin with economics and the
Control Center; operations teams with workflows and the 30
systems; technical teams with agents, knowledge, APIs, and

security.
Role Start with Focus
Founder / CEO Ch. 1-3,9-11, 13-18 Process choice, economics,
control
COO / Operations Ch. 2-5,7,12-15 Workflows, integration,

scale

Sales / Service

Ch.4-5,12-14

Agents, customer
processes, pilots

Al / Automation team

Ch. 3-9, appendices

Architecture, RAG,
security, governance

4

FREE SAMPLE - GENERATECH BOOKS - generatechglobal.com/books




GENERATECH BOOKS - ALEX FIBICH

Contents
PART I — FOUNDATIONS

1. Automation Is Not Autonomy
2. Do Not Automate Chaos
3. From Task to System
PART II — THE INTELLIGENCE LAYER
4. Al Agents: From Chatbot to Digital Operator
5. Workflow: The Nervous System of an AI Company
6. Data: The Fuel of the Intelligent Company
PART III — ACTION, SAFETY & CONTROL
7. APIs and Integrations: How Al Gets Hands
8. Security: Intelligence Without Control Becomes Risk
9. Generatech Control Center: Managing Through Decisions
PART IV — ORGANIZATION & ECONOMICS
10. The AI Operating Model: A New Organizational Structure
11. The Economics of AI Automation
PART V — 30 PRACTICAL SYSTEMS
12. 30 Practical AI Systems for Business
PART VI — IMPLEMENTATION & SCALE
13. How to Choose the First Five Systems
14. The 30-Day Al Transformation Plan

15. Scaling: From the First Workflow to an AI Company

)

FREE SAMPLE - GENERATECH BOOKS - generatechglobal.com/books



GENERATECH BOOKS - ALEX FIBICH

PART VII — METHOD, ACCOUNTABILITY & THE FUTURE
16. The Generatech Method
17. A Company That Runs Itself — but Does Not Govern Itself

18. The Future: Human-Controlled Intelligence

6

FREE SAMPLE - GENERATECH BOOKS - generatechglobal.com/books



GENERATECH BOOKS - ALEX FIBICH

GENERATECH BOOKS

Introduction — The Goal Is
Not to Remove Humans

For decades, business automation followed a simple idea: find a
repetitive task, describe the rules, and let software execute it faster
than a person. Generative Al changes the boundary. Systems can
now read unstructured documents, interpret language, summarize
context, compare options, and propose the next action.

With that capability came a dangerous misconception: that the
ultimate objective is to remove the human from as many processes
as possible. This book offers a different view. Automation should
remove unnecessary work and increase the human capacity to
make high-quality decisions. Autonomy is a tool, not the goal.

An intelligent company is not built around a single chatbot. It is
built around data, workflows, agents, APIs, a knowledge layer,
policy, audit, and clear decision rights. We will therefore treat Al
not as a standalone technology but as a new layer in the operating
system of the business.

Throughout the book we will use the Generatech Five Levels of Al
Automation, Automation Score, System Canvas, Agent Card,
Intelligent Workflow, Trust Matrix, and Generatech Method. These
are not labels for their own sake; they are tools for making
repeatable architecture and management decisions.

The practical section covers thirty systems, from email triage and
lead qualification to contract analysis, procurement, executive
briefings, and a Control Center. For every system, the central
question is the same: where should automated work stop and
human accountability begin?
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Core Formula

CODE when rules are clear. AI when context matters. HUMANS when
consequences matter.
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PARTI

FOUNDATIONS

From the difference between automation and autonomy to process
selection and system design.
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CHAPTER 1

Why now: from experiments to an operating model
Over the last two years, the enterprise Al conversation has shifted.
The question “can generative Al be useful?” is increasingly
becoming “which workflows are we prepared to redesign around
it?” McKinsey’s 2025 global survey reported that 71% of
respondents said their organizations regularly used generative Al
in at least one business function. Microsoft’s 2025 Work Trend
Index reported that 46% of leaders said their organizations were
already using agents to fully automate workstreams or business
processes, while 82% described the year as pivotal for rethinking
strategy and operations. These indicators come from different
questions and samples and should not be compared directly, but
together they show the direction of travel: Al is becoming part of
the operating model rather than a side experiment. [7][8]

In 2026, the emphasis moved further toward human agency: as
agents take on more execution, people have more room to direct
work, make decisions, and own outcomes. That is consistent with
the core argument of this book. High automation and strong human
control are not opposites; they require deliberate allocation of
authority. [9]

For that reason, this book treats AI as more than another software
category. It is an organizational layer spanning process design, data,
permissions, decision architecture, metrics, economics, and human
roles. The earlier these elements are designed as one system, the
less likely the organization is to accumulate disconnected pilots that
cannot be trusted or scaled.
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Research snapshot: Al is moving from experimentation to operating model

Leaders calling year pivotal
for strategy/operations 82%
(Microsoft 2025)

Leaders reporting agents
automate workstreams 46%
(Microsoft 2025)

GenAl used in =1
business function 71%
(McKinsey 2025)
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Percent of respondents

Separate survey indicators; not directly comparable. Sources: McKinsey (2025), Microsoft Work Trend Index (2025).

Figure. Research context for 2025. The indicators reflect different questions and
samples and are not a direct comparison.

Automation Is Not Autonomy

Capability Is Not Authority

Modern Al can read emails, understand documents, prepare
proposals, call APIs, and update business systems. Yet technical
capability does not equal permission. An Al system may be able to
perform an action without being authorized to perform it
autonomously. This separation between capability and authority is
a foundational design principle.

Traditional software usually stayed inside explicitly coded
branches. Al can interpret unusual situations and propose steps
that were not manually enumerated for every case. That flexibility
is useful, but it requires explicit boundaries: what the system may
observe, what it may recommend, what it may execute, and when a
human must decide.
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The Generatech Five Levels of AI Automation

Level 1 — Assist: Al helps analyze and draft, while the human acts.
Level 2 — Recommend: Al recommends a next step, but the human
decides. Level 3 — Approval-Based Automation: the system
prepares an action, a human approves it, and automation executes
it.

Level 4 — Controlled Autonomy: Al acts on its own inside
predefined limits and escalates exceptions. Level 5 — Autonomous
System: a narrow process can operate largely on its own while
humans supervise the system. A higher level is not automatically
better; the correct level depends on risk, reversibility, and the cost
of error.

The Human Approval Matrix

A practical organization can classify actions into three groups.
GREEN actions are low-risk and automatic, such as classification or
summarization. YELLOW actions require confirmation, such as
non-standard pricing or an important external communication.
RED actions remain human decisions, such as major payments,
binding legal commitments, or irreversible data deletion.

The level of human control should follow the consequence of error,
not the apparent complexity of the task. A technically simple
transfer can carry enormous risk, while a complex analysis may be
low-risk if it only produces a recommendation.

Design Decisions That Matter

authority

Treat “authority” as a design constraint rather than a slogan. The
objective here is matching authority to the consequence of an
action. Make that boundary explicit in configuration, policy, or
workflow state so the operating team can inspect it without reverse-
engineering a prompt.
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reversibility

In production, “reversibility” should be implemented through
explicit action classes, reversibility checks, and a policy layer
outside the model. Keep exact rules deterministic and use AI only
where interpretation adds value; that separation makes the system
easier to test, change, and audit.

automation levels

From a management perspective, “automation levels” changes who
owns the outcome. The practical control is risk-based approval that
becomes stricter as actions become harder to reverse. Name the
business owner and escalation path before the system gains write
access or external authority.

Human Approval Matrix

Validate “Human Approval Matrix” with operating evidence rather
than demo quality. Track override rate, unauthorized-action
attempts, exception volume, and loss avoided. These measures
reveal whether the system is creating real leverage or simply
moving hidden work to reviewers and exception queues.

progressive autonomy

Define a safe boundary for “progressive autonomy” before scale.
The system should stop, abstain, or escalate when the model is
uncertain, a limit is exceeded, or the action cannot be reversed. A
clear no-action path is a production feature, not a failure of
intelligence.
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Risk and Autonomy
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Figure 1.1. Practical chapter model.
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Generatech signature infographic.
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Decision Rights Map: design authority, not only capability
In a mature system, authority cannot be described with one switch
— “Al can” or “Al cannot.” For every decision class, define who may
propose, who may approve, who may execute, and who remains
accountable for the consequence. This turns an abstract human-in-
the-loop principle into concrete decision architecture.

At minimum, separate four categories. Informational decisions
create summaries, classifications, or recommendations and usually
have a low blast radius. Reversible operational actions update
status, create tasks, or send standard notifications. Commercial and
financial commitments affect pricing, money, contracts, or
customers. Strategic and difficult-to-reverse choices require the
highest level of human ownership.

Decision class Example Default control
Informational Classification, summary Automatic + audit
Reversible operational Create task, update Controlled autonomy

noncritical status

Commercial commitment Discount, proposal, refund  Threshold-based approval

Financial / legal Payment, contractual Mandatory confirmation
obligation
Strategic / irreversible Investment, close a Human owns the decision

business line
Thresholds should depend on more than the action type. A €30
refund in a routine case and the same refund in a suspected-fraud
case have the same amount but different risk. The policy layer can
consider value, customer type, data confidence, legal context,
exception history, and reversibility.

The most useful design habit is to ask not “can Al technically do
this?” but “what is the minimum authority the system needs to
create value?” This reduces blast radius and makes later autonomy
easier to justify.
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Practical Case

An online retailer receives roughly 1,800 return requests per
month. The system checks the order, purchase date, and reason for
return automatically. Standard returns below €30 are executed
automatically, €30—€200 requires specialist approval, and larger
amounts or legal threats escalate to a manager. Routine work
disappears while financial and reputational accountability remains
human where the cost of error matters.

What to Notice

The maturity signal is not how much autonomy the system has, but
how precisely authority is bounded. A Level 3 design with explicit
approvals can be more production-ready than a Level 5 demo with
unclear responsibility.

For your own process, list every external action, rank the
consequence of error, and decide the highest autonomy level you
can justify today. Revisit the level only after real operating evidence

accumulates.
Stage What happens Control

Signal An event exposes a | Gather evidence
need around through explicit
matching authority | action classes,
to the consequence | reversibility checks,
of an action and a policy layer

outside the model

Decision Al interprets Risk-based approval
context; that becomes
deterministic rules | stricter as actions
enforce hard become harder to
constraints reverse

Outcome Execute, escalate, or | Track override rate,
deliberately take no | unauthorized-action
action attempts, exception
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volume, and loss
avoided

Economics and ROI

If manual handling of a standard return takes seven minutes and
the automated route leaves one minute of human effort for
exceptions, 1,800 monthly requests release roughly 180 hours. At an
illustrative loaded cost of €30 per hour, that is €5,400 of potential
operating capacity before AI and support cost.

Step-by-Step Implementation

List the actions AI could potentially perform.

Score consequence and reversibility for each action.
Assign an autonomy level and human gate.

Restrict write permissions technically.

Run shadow mode and measure human override rate.

SR W

Increase autonomy only after sustained evidence.

Implementation Note

Production rule: define the no-action path before launch. Stop,
abstain, or escalate when the model is uncertain, a limit is
exceeded, or the action cannot be reversed.

Common Failure Modes

e Automating before the team has agreed on matching authority
to the consequence of an action.

e Letting explicit action classes, reversibility checks, and a policy
layer outside the model exist only as undocumented
implementation detail.
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e Treating risk-based approval that becomes stricter as actions
become harder to reverse as optional when delivery pressure
increases.

e Measuring model activity instead of override rate,
unauthorized-action attempts, exception volume, and loss
avoided.

e Scaling despite the fact that the model is uncertain, a limit is
exceeded, or the action cannot be reversed.

Questions Before Launch

e  Which measurable outcome will improve if we get matching
authority to the consequence of an action right?

e  Which systems and data make explicit action classes,
reversibility checks, and a policy layer outside the model
trustworthy?

e Exactly where should risk-based approval that becomes stricter
as actions become harder to reverse intervene, and who owns
that decision?

e Which baseline lets us prove improvement in override rate,
unauthorized-action attempts, exception volume, and loss
avoided?

e What is the safe behavior when the model is uncertain, a limit is
exceeded, or the action cannot be reversed?

Chapter Takeaway
The maturity signal is not maximum autonomy but precisely
bounded authority.
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