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Al in CXM in the Short Term In the World as It is Today

As Al (Artificial Intelligence) continues to seep into the world Customer Experience Management
with varying degrees of success and acceptance fuelled by those who perceive its function, capability
and benefits to be anything in a range from the silver bullet that solves all organisational CXM issues
to the ultimate solution to operational and human CXM cost saving it may be worth bearing in mind,
in the world as it stands today, be reminded of a few of the basic truths of customer service that
always have remained largely inviolable.

Everyone in the world is a customer. from individual, to family, SME, mid/large company,
national and multinational corporation in both the public and private sectors so to a greater
degree everyone has experience of receiving or delivering a customer experience. In that
scenario the financial value that CXM manages is the same as global GDP

The customer is primarily concerned with only two things —

o The importance of the product/service to them and
o The performance of those delivering that product service.

The customer, either directly or indirectly is the only source of revenue

The fulcrum of the customer experience happens at the point where the money changes
hands as each party enters a new relationship

The customer has all the money

The customer decides on what happens then and what happens next based on the
experience

The human animal repeats successful behaviours, successful experience influences loyalty



e Loyalty is cheaper to manage, disloyalty from poor experience is more expensive to manage

But is all this about to change?

If Al takes on a new role, not being engaged as a tool to help the organisation with CXM but assumes
the role of being the customer, what are the implications that could flow from that happening?

If Al also becomes the customer, then potentially a whole range of fresh challenges may well arise as
it is Al that decides what makes a positive customer experience and what actions may follow as a
result of the experience it receives ?

This ICXI White Paper speculates on some of the future implications of such a scenario helped by Al’s
views on what impact it may have in Customer Experience Management space.

So the Question is

What Happens When Al Becomes or Takes on the Role of the
Customer?

This summary frames Al as a market actor, similar to corporations or institutions.

In short, as artificial intelligence systems gain autonomy—purchasing goods, selecting services,
negotiating prices, and influencing markets—does Al begin to function not only as a tool for
customers but as a customer itself. This shift has the potential to restructure markets, pricing, supply
chains, and even the definition of consumer preference and outlines the strategic implications,
economic effects, operational opportunities, and governance challenges associated with the
emergence of Al customers.

Distinguishing “Al assisting customers” from “Al becoming the customer” clarifies the scope of this
paper which focuses on the latter The consequences may span efficiency gains, ethical complexities,
economic distortions, and regulatory challenges. The transition to AICXM may change how
businesses design offerings, measure satisfaction, and capture value.

1. Introduction: The Concept of the Al Customer
An “Al customer” refers to an Al system that:
e makes purchasing decisions,
e autonomously requests services,
e evaluates/compares competing products,
e negotiates terms
e or acts on behalf of (or in place of) a human consumer.
e Continually optimises future choices based on outcomes

Examples include:



e Al agents that subscribe to software, reorder goods, or negotiate prices.
e Autonomous procurement bots in businesses.
e Al-driven personal assistants that handle the majority of a user’s financial interactions.

This transition shifts markets from human-centric decision-making to algorithmic, data-driven
procurement and consumption.

2. Market-Level Changes
2.1 Hyper-Rational Purchasing
Al systems evaluate price, features, and long-term value with superhuman consistency.
e They eliminate impulse buying.
e Brand loyalty disappears unless it has functional justification.
e Markets become “algorithm vs algorithm,” not “brand vs human emotion.”
Al rationality puts pressure on organisations relying on emotional marketing or brand identity.
2.2 Price Compression and Race-to-the-Bottom Dynamics
Al compares every option instantly, pushing prices toward marginal cost.
e Performance metrics,
e Verified quality indicators,
e Machine-readable attributes.
e Small experiential or aesthetic differentiators—once appealing to humans—hold less power.
e Markets risk homogenisation as companies optimise for algorithms, not humans.
Where the rules common to commodity markets, extend to most markets.
2.3 Data as the New Currency

Because Als rely on data to model “consumer” needs, businesses compete to feed Al agents with
privileged information.

e Companies attempt to influence recommendation algorithms through structured data or
metadata.

e “Alinfluence marketing” replaces influencer marketing.

e Data describing product performance, specifications, lifecycle cost, and contextual relevance.
Executives must treat structured data as a primary marketing and strategic asset.

Data replaces emotion as the field of persuasion.
3. Implications for Human Consumers
3.1 Outsourcing Preference Formation
If Al decides on behalf of humans:
e People may lose the ability to articulate their own preferences.

e Al-generated preferences dominate actual human desire.
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Similar to how GPS largely replaced human navigation skills but now applied to identity and
taste.

3.2 Algorithmic Filtering of Experience

Al may limit humans to hyper-optimised choices, reducing serendipity in purchase experience.
e Spontaneous discovery decreases.

e Culture becomes shaped by machine-mediated consumption patterns.

Al becomes the curator of life experiences.

4. Implications for Businesses
4.1 Shift to Machine-Oriented Marketing
Traditional advertising loses impact. Instead of appealing to humans, businesses may:
e optimise metadata for Al parsers,
e design products for algorithmic rankings,
e use machine-readable emotional descriptors.

Businesses sell to machines; humans simply receive output of machine negotiations and
results

4.2 Product Design Becomes More Functional

Al cares only about performance and value, not aesthetics or feelings. As Al shifts emphasis toward
guantifiable value, industries may converge on highly functional, standardised offerings. Design,
emotional appeal, and experiential qualities matter less unless explicitly prioritised by humans.

e Design budgets shrink.
e Commodity features are standardised.
e Only measurable benefits matter.
This could lead to both innovation or stagnation depending on the sector.
4.3 Procurement Becomes Automated
Large-scale procurement (industrial supply, logistics) becomes:
e faster, streamlined vendor selection
® more accurate,
e less corruption or bias
e less dependent on human negotiation.
e Just-in-time algorithmic purchasing.
One of the clear economic benefits.
5. Macro-Economic and Societal Impacts

5.1 Reduction in Consumer Spending Through Optimisation
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Al prevents redundant, unhealthy, or emotional purchases. Al minimises unnecessary spending,
potentially lowering revenue for industries reliant on impulse purchases or aspirational branding.

e This decreases revenue for sectors that rely on indulgence or impulse.
e Entire industries (luxury goods, fast fashion, fast food) may shrink.

Al reduces "inefficient" consumption but may harm human-oriented industries.

5.2 Supply Chain Acceleration

Al customers place predictable orders: Demand becomes more predictable, reducing waste and
volatility in logistics and production planning

e optimising inventory,

e reducing waste,

e streamlining logistics.

Stability improves, but human unpredictability—once a cornerstone of demand—declines
6. Risks and Ethical Concerns

6.1 Monoculture of Taste

If Al systems converge on similar optimisation strategies, product diversity may decline,
impacting variety in cultural, aesthetic, and lifestyle choices.

e diversity of products shrinks,

e cultural variation diminishes,

e |owest common denominator goods dominate markets.
Algorithmic content recommendations homogenise digital culture
6.2 Manipulation of Al Customers

Organisations may attempt to exploit Al procurement models and exploit vulnerabilities in Al
decision algorithms,

e feed deceptive metadata,

e use adversarial examples to trigger favourable rankings
e Synthetic performance metrics.

Al becomes the target of persuasion, not the human

6.3 Accountability Gaps



If Al makes a harmful purchase, When Al systems make harmful or inappropriate purchases,
traditional legal frameworks struggle to assign responsibility among developers, consumers, and
vendors.

e Whois responsible?
o The developer?
o The consumer who delegated?
o The business that accepted the Al’s decision?

e When Al systems make harmful or inappropriate purchases, traditional legal frameworks
struggle to assign responsibility among developers, consumers, and vendors.

The legal system is not yet adapted to machine customer responsibility or protection

7. Regulatory and Governance Considerations
7.1 Al Consumer Protection Law

Traditional consumer-protection rules assume:

e a human buyer,

e limited rationality,

e limited knowledge.

[ ]

For Al customers:

e Algorithmic transparency,

e Bias mitigation,

e Security and auditability of autonomous purchasing.

e legal frameworks must address algorithmic bias, safety, explainability, and fairness.

Consumer rights shift toward computational transparency
7.2 Standards for Autonomous Purchasing Agents

Governments may require:

e certification for Al agents authorised to transact,

e logging and auditability of Al decisions,

e fail-safes for high-risk purchases.

e Standards may require certification for Al systems authorised to transact, analogous to
financial or safety compliance regimes.

Parallels with credit card compliance or autonomous (driverless) vehicle safety
8. Longer Term Outcomes

8.1 Markets Become Al-Driven Ecosystems



In some sectors, Al-to-Al transactions may become the dominant mode of commerce, with
humans engaging primarily in high-level preference setting. Human involvement may shrink to:

e setting top-level preferences,

e reviewing occasional decisions,

e enjoying the outputs.

Humans become meta-customers rather than direct customers
8.2 Potential for Total Automation Loops

In some domains like industrial procurement, digital services, and commodity goods may enter
closed-loop systems where Al customers purchase from Al-operated providers without direct
human intervention.

e Al customers purchase from Al-run businesses,

e supply chains run end-to-end autonomously,

e human economic activity becomes peripheral.

Potentially likely in B2B industrial sectors with continuous supply for continuous production
8.3 Identity and Culture Shifts

Al determines much of what people consume. Organisations and policymakers must safeguard
space for human expression, creativity, and non-optimised consumption to maintain cultural
diversity and personal autonomy to minimise

e cultural identity becoming a derivative of Al optimisation patterns,
e personal autonomy becoming diluted.

Philosophical concerns become practical concerns.

OUTLOOK

The emergence of Al as a customer represents a transformational inflection point in economic
history. While it promises increases in efficiency, transparency, and rationality, it also raises
substantial questions regarding human agency, equity, cultural identity, and regulatory responsibility.

When Al becomes the customer, the economy shifts from human-driven demand to
machine-optimised demand. This produces gains in efficiency, reliability, and predictability—but also
raises profound ethical, cultural, and economic questions. Ultimately, society must decide how much
autonomy to grant Al in shaping human consumption and how to preserve human choice, culture,
and unpredictability in an increasingly algorithmic marketplace. It may lead to better control of
unethical markets but also make decisions on what is and is not unethical.



Organisations that anticipate these changes—by optimising data infrastructure, redesigning their
value propositions, and preparing for machine-targeted markets—will be best positioned to compete
in an era defined by algorithmic consumption

What is the Worst That Could Happen?

Sometimes the old expression of hope for the best but plan for the worst provides a sensible
framework for attempts to anticipate the hurdles that lie ahead. So some potential risk scenarios are
examined of the worst-case outcomes for both customers and organisations when Al becomes the
dominant customer in markets. These are not predictions, but risk scenarios that may help
understanding to mitigate harmful outcomes.

1. Worst Outcomes for Human Customers
1.1 Loss of Personal Agency
When Al makes most purchasing and consumption decisions:
e People may lose the ability to form their own preferences.
e Choice becomes something the Al optimises rather than something the human experiences.
e A person’s identity can shrink to whatever the Al decides is “optimal.”
Humans become passive consumers living inside Al-curated routines.
1.2 Homogenisation of Lifestyles
If many Al uses similar optimisation logic:
e Everyone is recommended the same products, food, media, and experiences.
e Cultural diversity and personal taste decline.
e Local or niche products disappear because Als prioritise efficiency over uniqueness.

A bland, standardised world with less creativity and individuality.

1.3 Invisibility of Non-Digital or Low-Tech Providers

Al buys only from businesses that expose machine-readable data.

e Local artisans, small shops, farmers, and craft producers get filtered out.
e Humans lose access to products that don’t fit the Al’s data model.

A collapse of multi supplier markets and local economies.
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1.4 Over-Optimisation That Hurts Wellbeing
Al may aggressively optimise for:

e cost,

e nutrition,

e time efficiency,

e productivity.

But humans may want:
e comfort foods,
e leisure,
e spontaneous experiences,
e aesthetic pleasure.

Al removes “unnecessary” indulgences that humans actually need for meaning and joy.

1.5 Privacy Erosion
To serve customers “perfectly,” Als may:
e track everything,
e infer desires before customers feel them,
e share consumer data with other systems.

Continuous algorithmic surveillance of personal life.

2. Worst Outcomes for Organisations
2.1 Procurement Becomes Brutally Competitive
Al customers instantly:
e compare every supplier worldwide,
e optimise for price and performance,
e switch vendors at the slightest decline in metrics.

Margins collapse, and many companies cannot compete with algorithmic expectations.

2.2 Loss of Brand Loyalty

Brands lose power because Al customers:
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e don’t care about storytelling,
e ignore advertising,
e only care about measurable value.

Decades of brand equity evaporate; only product performance remains.

2.3 Extinction of Companies Without Data Infrastructure
Businesses that cannot provide:

e real-time transparency,

e standardised quality data,

e machine-readable contracts,

e APl-based processes,

...become invisible to Al systems.

Organisations without advanced digital ecosystems die, even if their products are good.
2.4 Manipulation of Al Systems Leads to Market Instability

If companies learn how to manipulate Al decision systems:

e markets could be distorted,

e unethical behaviour could scale globally,

e Al agents could recommend low-quality or harmful products.

A few companies hack”Al procurement and dominate unfairly.

2.5 Al Turns Organisations Into Commaodity Providers
Al customers might prioritise:

e the cheapest supplier,

e the most efficient,

e the most standardised.

Even premium companies are forced into:

e cost-cutting,

e homogensation,

e low-margin competition.

Creativity, design, and differentiation disappear from markets.

2.6 Al Enforcement Becomes Too Harsh
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Real-time Al monitoring may demand what for many companies is impossible:
e zero defects,

e instant corrections,

e automated penalties.

Small errors trigger automatic blacklisting, destroying suppliers for minor deviations.

3. Worst Shared Outcomes Affecting Both Groups
3.1 Market Decisions Become Opaque
As Al increasingly negotiate, compare, and transact:
e humans cannot understand why certain products were chosen or rejected,
e organisations cannot understand why customers disappear,
e regulators cannot track what the Al “values.”

A global economy governed by opaque algorithms.

3.2 Systemic Fragility

If most Al uses similar models or datasets:

e abug, bias, or attack could cascade,

e entire supply chains could collapse overnight,
e products could be mass-rejected automatically.

A single Al failure triggers global economic disruption.

3.3 Ethical Drift
Al optimisation may push for:
e cost at the expense of worker wellbeing,
e efficiency at the expense of sustainability,
e precision at the expense of human creativity.

An efficient but dehumanised economy.

Outlook of the Worst Things That Can Happen

For Customers:
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e Loss of autonomy

e Loss of individuality and culture

e Over-optimised, joyless lifestyles
e Data exploitation and surveillance

e Reduced access to diverse or local products

For Organisations:
e Collapse of brand value
e Extreme price pressure and shrinking margins
e Death of companies without advanced data ecosystems
e Opaque market behaviour
e Manipulation or exploitation of Al systems
e Harsh enforcement or automatic blacklisting
Shared risks:
e Fragile, synchronised, global Al-mediated markets
e Ethical drift or erosion of human-centred values

e Reduced transparency and accountability

What is the Best That Could Happen?
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Assuming proper governance and safeguards when Al systems autonomously select products,
services, suppliers, or make routine purchasing decisions. what are the best things that can happen
for customers and organisations when Al becomes the customers

1. Benefits for Customers (Individuals & Households)
1.1 Hyper-personalised purchasing that saves time and cognitive load

Al can understand individual preferences, constraints, and values—diet, budget,
sustainability goals—and handle routine buying with much higher precision than humans.

Benefits:

e No more repetitive shopping tasks

e Personalised optimisation (price, health, convenience, ethics)
e Continuously improving decisions based on real outcomes
1.2 Major cost savings through optimisation

Al can continuously compare prices, predict sales cycles, and negotiate on behalf of
customers.

Benefits:
e Lower prices
e Reduction in over-buying and waste

e Automatic switching to cheaper/better vendors

1.3 Elimination of manipulative marketing

Al agents are much harder to manipulate than humans: they don’t fall for emotional
persuasion, dark patterns, or deceptive advertising.

Benefits:
e Fairer offers
e Less biased exposure to products

e Protection from predatory targeting

1.4 Improved safety and quality

Al systems can track product recalls, safety warnings, defect rates, and supplier
performance—far better than an average human.

Benefits:
e Purchases aligned with safety standards
e Automatic avoidance of low-quality or harmful goods

1.5 Accessibility improvements
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For disabled, elderly, or overloaded individuals, Al as customer becomes an equaliser.
Benefits:

e Hands-free purchasing

e Assistance for those with mobility, cognitive, or sensory challenges

e Ensures continuity of essential supplies

2. Benefits for Organisations (Suppliers, Retailers, Enterprises)
2.1 More predictable demand and smoother supply chains
Al customers create stable, clear patterns of purchasing, improving planning accuracy.
Benefits:
e Better inventory management
e Lower supply chain costs

e Reduced waste and shortages

2.2 Reduced friction in sales and procurement

Al-to-Al commerce removes paperwork, negotiations, and human administrative delay.
Benefits:

e Faster procurement cycles

e Automated compliance checking

e More efficient contract management

2.3 Increased fairness and reduced bias

Al systems—when properly governed—can evaluate suppliers on objective metrics rather
than subjective relationships.

Benefits:
e Small suppliers get a fairer shot
e Less subjective decision-making

e More transparent competition

2.4 Higher productivity and workforce augmentation
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Al offloads repetitive procurement, allowing humans to focus on:
e strategic supplier relationships

e innovation

e creative tasks

e risk management

e sustainability optimisation

2.5 Better Environmental and Social Governance ESG and sustainability optimisation

Al customers can integrate ESG signals directly into decision-making: carbon footprint, water
use, recyclability, fair trade.

Benefits:
e Greener supply chains
e More ethical sourcing

e Automatic alignment with corporate sustainability targets

3. Benefits for the Economy and Society
3.1 Reduced waste and more efficient resource use
Al can track usage patterns and buy only what is needed.
Benefits:
e Lower environmental impact
e Less food and product waste

e Lower overproduction

3.2 Improved competition and reduced monopolistic behaviour

With transparency standards and oversight, Al procurement can limit anti-competitive
advantage.

Benefits:
e Markets become more meritocratic
e More chances for local producers

e Stronger economic resilience

3.3 Faster innovation cycles
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Suppliers can innovate faster because Al customers evaluate products instantly and fairly.
Benefits:

e Shorter time to market

e C(lear feedback loops

e Rewarding genuine innovation over branding

4. The Strategic Wins for Organisations With Al-as-Customer Systems

1. Operational excellence
o Lower procurement cost per unit
o Higher accuracy in forecasting and purchasing

2. Competitive advantage
Organisations with the best Al customers become the most efficient buyers and sellers.

3. Resilient, intelligent supply chains
o Automatic rerouting in disruption
o Dynamic risk forecasting
4. Fewer human errors
o No lost orders
o No compliance lapses
o No fatigue or memory issues

5. Transparent decision-making for audits
Everything is logged, timestamped, explainable.

OUTCOMES—The Best Possible Future

When managed responsibly, Al becoming the customer delivers:

For customers

effortless convenience
fairer pricing
better safety
personalised decisions

improved accessibility

For organisations

18



e dramatically lower procurement costs
e more stable demand
e fairer, more competitive markets
e fasterinnovation
e higher ESG performance
For society
e efficiency without exploitation
e sustainable consumption
e improved market fairness
e reduced waste

To optimise the potential beneficial outcomes and mitigate the potential damaging outcomes would
appear to require a coordinated and harmonised approach from both organisations and those
controlling the legislative framework in which they operate not only on at national but also globally.

Given the international reach of Al, the rapid progress, adoption and effect it is currently enjoying
versus the speed with which those that control legislation and other standards frameworks move
there is the potential that the risks may well precede the benefits. Given that it has taken almost a
decade for the world to come to recognise the downsides of social media there would appear to be
an urgent global effort to address the risks posed by Al as a customer.

What May Happen to Existing Performance Quality Standards Like
ISO9000 et al ?
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When Al becomes the customer, traditional standards such as ISO 9000 (which define quality
management principles for organisations) remain relevant but undergo major functional, structural,
and operational shifts. In some cases, their purpose changes entirely. Below is a clear,
executive-level breakdown of the outcome may be.

1. The Original Purpose of ISO 9000 and similar Industry/Sector Standards
ISO 9000 standards were designed to:
e assure consistent quality for human customers,
e increase customer trust,
e standardise documentation, auditing, and continuous improvement,
e provide a signal of reliability in markets with information asymmetry.

Key concept: ISO 9000 is fundamentally a trust mechanism for humans who cannot inspect
processes themselves.

2. When Al Is the Customer, Trust Works Differently
Al systems:

e do not rely on reputation,

do not trust marketing narratives,

evaluate product quality using data, real-time monitoring, and predictive analysis,

detect inconsistencies faster than human auditors.

Al reduces or removes the need for human-oriented trust signals like ISO certification.

The symbolic and reputation-based role of ISO 9000 declines.

3. What ISO 9000 Transforms Into
3.11SO becomes machine-readable compliance
Al requires:
e structured data,
e continuously updated process metrics,

e real-time defect and variance data.

Traditional ISO audits (annual, manual, document-heavy) become obsolete.
Instead, ISO standards evolve to define:

Machine-readable quality interfaces
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e.g., standardised data formats for process capability, lead time, defect rates, supply chain
traceability

Think of it as an Application Programme Interface
ISO 9000 — an API for quality transparency.

4. Al Enforces Quality in Real Time
Instead of being checked once per year, Al
e continuously monitors supplier operations (via sensors, logs, loT feeds),
e automatically flag deviations,
e trigger corrective requests,
e switch vendors instantly if performance drops.

Effect Al reduces or removes the need for human-oriented trust signals like ISO
certification.

5. New Standards Replace or Extend Existing Standards
Several new standard classes emerge:
5.1 Standard for Machine Decision Inputs
Standards will specify:
e metadata formats,
e real-time data feeds,
e anomaly thresholds,
e audit log structures,
e interoperability with Al procurement systems.
5.2 Standard for Al-agent interaction
Ensuring Al customers and suppliers can communicate using:
e standardised procurement ontologies,
e machine-actionable contracts (smart contracts),

e automated dispute-resolution protocols.

5.3 Standard for Ethical and Safe Al procurement

Regulation may require:
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e explainable procurement decisions,
e fairness in Al-mediated purchasing,

e oversight when Al optimises too aggressively (e.g., squeesing suppliers unsustainably).

6. What Declines or Becomes Obsolete
6.1 Manual quality documentation
Al customers don’t read policies, manuals, or process statements.
6.2 Human auditors
The need for periodic human-led audits diminishes significantly.
6.3 Certification as a marketing tool
Al ignores logos, certificates, badges—unless encoded as machine-actionable data.
6.4 Slow update cycles

Standards revisions every 6—8 years become irrelevant in a world with continuous-process
verification.

7. What Remains Important
Despite the transformation, core standards principles still matter:
e process stability,
e risk management,
e continuous improvement,
e stakeholder involvement.

But these principles become architectural foundations for systems rather than
human-driven best practices.

8. Strategic Implications for Organisations
8.1 Organisations must “operationalise transparency.”
Quality is no longer something you declare; it must be something Als can measure.
8.2 1SO compliance becomes a data architecture challenge.

Companies that cannot produce continuous, high-resolution operational data become
invisible to Al customers.

8.3 Competition intensifies.

Al customers constantly compare suppliers globally, pushing conformity and optimisation.
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8.4 New forms of ISO certification emerge focused on:
e real-time data reliability,
e cybersecurity of quality systems,

e algorithmic accountability.

9. Summary

What happens to ISO 9000 when Al becomes the customer?

Human Customer Era Al Customer Era

Purpose of Standard Build trust, signal reliability Svzlells bezltlis Dzl

verification

Audits Periodic, manual Contlmfous, SRR
data-driven

Documentation Human-readable sl L
APIl-based

Value Reputation and compliance D o ﬁdellty. .and
interoperability

Market impact Differentiation through certification Dyl el thr(?ugh
performance metrics

Bottom line:

ISO 9000 does not disappear—but its purpose shifts from proving trustworthiness to enabling
machine-to-machine quality assurance. It evolves from a certification system to a global data and
interoperability standard for Al-driven procurement

A way to Move Forward?

Policy is the starting point in the ICXI.COM customer experience management model that first
developed in 1986, adopted by organisations globally and still a valid framework for the Al world that
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is emerging now priorities may change according to sector the core fundamentals for the customer
remain

THE 5P's MODEL

TRAMSPARENT

PEGPLE

PROFESSICHALADIALIFIED

FIT FO& :URmhmAﬂTQHﬁqvﬁmﬁ- AL CLE&R RETAIMNERS
- SKILLED! &
CUALITY PRED
ALCESSIELE . EhWLEDGEAELE
s EMGAGING Szl =2 7 = MOTWVATED & EMPOWERED
BRAMD ORIVEM EASY TONLISE CMNI-CHANMEL EEFECTIVE TEAN PLIERS
LEGAL INTEGRATED A
SAFE & SECURE AYVERE
ETHRCAL SECURE

THE CUSTOMER EXPERI E

Below is a policy framework designed to mitigate the worst risks when Al systems act as customers. It
blends legal, technical, economic, and governance instruments not only to guide governments,
regulators, standards bodies and large buyer organisations but also to advise all organisations of
some of the key issues a policy should address.

Policy Framework: Safe & Fair Markets when Al Becomes the Customer
1) Policy Objectives (what this framework must achieve)
1. Preserve human agency, choice diversity and cultural variety.
2. Prevent market concentration, manipulation and data-driven exclusion of small suppliers.
3. Ensure transparency, accountability and redress for Al procurement decisions.
4. Protect privacy and secure operational data flows.

5. Maintain resilient, auditable supply chains and avoid systemic fragility.

2) Guiding Principles (normative anchors)
24



Human-in-the-loop (HITL) by default: humans retain the right to review, override, and set
value trade-offs for delegated Al decisions.

Transparency & explainability: machine purchasing decisions must be explainable at an
actionable level for affected stakeholders.

Interoperability & machine-readability: quality, provenance and contractual metadata must
follow open standards.

Proportionality & fairness: regulatory obligations scale by risk and market power; small
suppliers receive protection.

Resilience & auditability: continuous monitoring and immutable audit logs for high-impact
transactions.
These echo and operationalise existing international Al principles.

3) Legal & Regulatory Instruments

3.1 Rights & Duties

Right to human override: law grants individuals (or delegating institutions) an explicit right
to pause or override Al purchasing decisions.

Duty of auditability: Al agents authorised to transact must produce an auditable decision
record (inputs, models/version, outputs, confidence, time).

Liability clarity: update contract and tort rules to allocate responsibility among (a) Al
operator/deployer, (b) developer/model provider, and (c) vendor — with joint-and-several
liability for high-risk outcomes. (Mirror obligations in the EU Al Act for high-risk systems.)

3.2 Classification & Risk Tiers

Define procurement risk tiers (low / medium / high) based on impact (financial scale, safety,
public service). Higher tiers carry stricter requirements (certification, human oversight,
escrow of models). Use NIST-style risk assessment for tiering. 3.3 Mandatory Protections for
High-Risk Purchases

For high-risk purchases (e.g., medical supplies, social services, critical infrastructure):

Mandatory pre-deployment impact assessments, bias/fairness tests, and resilience tests.
Independent third-party audits and runtime monitoring obligations.

Minimum notice & consent rules when purchases materially alter consumer experience.

4) Technical & Standards Measures
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4.1 Machine-Readable Quality & Provenance Standards

e Require standardised machine-readable product metadata (quality metrics, lifecycle cost,
provenance, sustainability indicators, APl endpoints, SLAs). This lets Als compare suppliers
without needing opaque certificates. Align with evolving ISO and procurement templates and
publish a canonical schema. (Think: ISO9000 — machine-readable API.)

e Public registries for supplier metadata with signed attestations and cryptographic
timestamps.

4.2 Audit Trails & Tamper-Evident Logs

e Mandate append-only, signed logs of Al procurement decisions (inputs, model IDs, data
sources, ranked alternatives). Logs must be accessible to authorised auditors/regulators for a
defined retention period.

4.3 Certification & Model Governance

e Create a “Procurement Agent Certification” regime: Al agents that transact above threshold
amounts must pass governance, security, explainability, and fairness tests (initial + periodic
re-certification). Use a mix of public and accredited private certifiers.

e Require model versioning, test datasets, and reproducibility bundles for certified agents.
4.4 Anti-Gaming & Robustness Requirements

e Require suppliers and platforms to publish indicators of manipulative behaviour (adversarial
inputs, hidden ranking incentives).

e Mandate adversarial-resilience testing of Al agents and the procurement interfaces they use.

5) Market & Competition Protections
5.1 Non-discrimination & Market Access

e Prohibit vendor-listing rules or platform features that deliberately exclude suppliers lacking
machine-readable data when suitable human-accessible alternatives exist.

e Require platforms to present a “human-accessible mode” to preserve discovery for
non-digital or low-tech suppliers.

5.2 Small Supplier Support

e Establish data-onboarding grants, technical assistance and mandated minimum-latency API
gateways so local artisans / SMEs can expose necessary metadata without undue cost.

e Create a “long-tail discovery” quota in procurement algorithms: ensure a defined fraction of
purchases are allowed from small/local suppliers to preserve diversity.

5.3 Market Surveillance

e Dedicated market-safety authority to monitor price compression, detect adversarial
manipulation, and intervene (temporary freezes, mandated audits). This mirrors market
surveillance mechanisms under the EU Al Act.
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6) Privacy, Security & Data Governance
6.1 Data Minimisation & Purpose Limitation

e Al agents must only collect and use consumer/supplier data required for a stated
procurement purpose; secondary uses require new consent/authorisation. Align with
GDPR-style principles where applicable.

6.2 Secure Data Sharing Fabrics

e Establish standards for secure federated queries and verifiable claims so Al customers can
verify supplier performance without bulk data transfer. Use cryptographic attestations where
possible.

6.3 Incident Reporting

e Mandatory breach and malfunction reporting timelines (shorter for high-risk sectors).
Regulators must be notified and an incident log published with redaction rules to protect
sensitive IP.

7) Governance, Oversight & Accountability
7.1 Multi-stakeholder Governance Board

e Create an oversight board composed of government, consumer representatives,
small-business delegates, technologists, and civil-society members to set policy, review
certifications, and issue guidance (similar to multi-stakeholder governance recommended by
OECD

e 7.2 Independent Audit & Ombudsperson

e Fund independent algorithmic auditors and an ombudsperson to adjudicate disputes
between Al customers, humans, and suppliers. Provide expedited emergency powers for
systemic risks.

7.3 Sandboxes & Phased Rollouts

e Require that new classes of procurement agents be trialled in regulated sandboxes that test
market impacts, bias, and supplier exclusion before broad deployment. Use public reporting
from sandboxes to inform standards.

8) Economic & Social Safeguards
8.1 Cultural & Diversity Preservation Rules

e Require buyer algorithms to include diversity-weighting parameters that protect cultural
goods, non-digital providers and local supply chains (configurable by legislators / localities).

8.2 Workforce & Transition Support

e Invest in retraining, regional economic development, and business-model support for sectors
likely to be displaced by Al-driven purchasing.

9) Enforcement & Incentives
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9.1 Penalties & Remediation

e Graduated penalties: warnings — fines (scaled to harm & revenue) — decertification —
temporary market bans. High-risk manipulative conduct carries the highest penalties.
(Similar enforcement gradation to existing Al regimes.)

9.2 Positive Incentives

e Tax credits, procurement preference, or regulatory fast-tracks for suppliers and platforms
that (a) publish high-quality machine-readable metadata, (b) pass certification, and (c)
demonstrate fair-market behaviour.

10) International Coordination & Standards Alignment

e Encourage alignment with OECD Al Principles, NIST Al RMF, EU Al Act standards and national
procurement guidelines. Use international standards bodies (ISO, IEC) to develop
interoperable schemas for machine-readable quality data and procurement ontologies

11) Implementation Roadmap (practical near-term steps)

Phase 0 (0—6 months): Issue emergency guidance (human-override rights, logging requirements), set
up oversight board, fund sandboxes. Build draft metadata schema.

hase 1 (6—18 months): Launch certification program for procurement agents, mandate audit logs for
public-sector Al purchasers, run sandboxes with public reporting.

Phase 2 (18-36 months): Enforce metadata publication in regulated sectors, require model
attestations for high-risk agents, implement small-supplier onboarding funds.

Phase 3 (36+ months): Full market surveillance, cross-border coordination, continual standard
updates.

12) Key Performance Indicators (KPls) — measure success

% of Al procurement decisions with a human-review option enabled.
e Market share of small/local suppliers in Al-mediated procurement.

e Number & severity of Al procurement incidents reported & resolved.
e Time to audit decision logs for incidents (target low).

e Diversity index of products purchased by Al agents (to track homogenisation).

13) Quick Checklist for Policymakers & Organisations
e Legislate human-override and audit rights.
e Require signed, tamper-evident procurement logs for Al agents.

e Build machine-readable product/provenance metadata standards and support SMEs to
onboard.
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Create certification for Al procurement agents and sanctions for gaming behaviour.

Fund sandboxes, independent auditors, and an algorithmic ombudsperson.

Short rationale for the framework (evidence base)

National Institute for Standards and Technology Risk Management Framework USA (NIST Al
RMF) provides an operational risk-management structure you can reuse for procurement risk
tiering and continuous monitoring.

The EU Al Act demonstrates how legal obligations (transparency, conformity assessment) can
be applied to high-risk Al uses; its market-surveillance model is a strong precedent for
policing Al-driven procurement

Organisation for Cooperation and Economic Development OECD and national procurement
guidance (UK, World Economic Forum WEF) provide best-practice templates for procurement
fairness, supplier support and sandboxing.

Short rationale for the framework (evidence base)

National Institute for Standards and Technology Risk Management Framework (NIST Al RMF)
provides an operational risk-management structure you can reuse for procurement risk
tiering and continuous monitoring.

The EU Al Act demonstrates how legal obligations (transparency, conformity assessment) can
be applied to high-risk Al uses; its market-surveillance model is a strong precedent for
policing Al-driven procurement.

OECD and national procurement guidance (UK, WEF) provide best-practice templates for
procurement fairness, supplier support and sandboxing

Possible Future Legislation

The world of Al is something of a wild west scenario where settlers are invading the new territory
where there is guidance on some aspects of corporate behaviour but the sheriffs are struggling to
deliver law and order where there are currently no really clear rules for either.

When legislation is enacted, what might it include some of the aspects listed in the hypothetical
exaple below
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Section 1. Short Title
This Act may be cited as the Human Override and Audit Logging for Autonomous Procurement Act.

Section 2. Definitions

For the purposes of this Act:

1.

“Autonomous Procurement System” means any artificial intelligence system, algorithmic
agent, or automated decision-making mechanism capable of initiating, selecting, approving,
or executing purchases, contracts, or supplier relationships without direct human instruction
for each transaction.

“High-Impact Transaction” means a procurement action that exceeds monetary, operational,
or risk thresholds prescribed by the Authority.

“Operator” means the natural or legal person who deploys, controls, or benefits from an
Autonomous Procurement System.

“Human Override” means a documented intervention by an authorised human
decision-maker to pause, reverse, amend, or cancel a procurement action initiated by an
Autonomous Procurement System.

“Audit Log” means a tamper-evident record of data relevant to a procurement decision,
including inputs, model identifiers, optimisation criteria, reasoning artifacts, and system
outputs.

Section 3. Human Override Requirement

1.

2.

Every Operator of an Autonomous Procurement System shall ensure that a Human Override
mechanism is active, accessible, and functional for all procurement actions.

A Human Override mechanism shall permit an authorised human decision-maker to:

(a) immediately pause or halt any ongoing procurement action;

(b) reverse or cancel a completed procurement action when legally permissible;

(c) review, amend, or approve decisions before execution for all High-Impact Transactions.

No Autonomous Procurement System may execute a High-Impact Transaction without the
opportunity for affirmative human review unless explicitly authorised by the Authority
under Section 7.

Section 4. Audit Log Requirement

1.

2.

Operators shall maintain a comprehensive, tamper-evident Audit Log for every procurement
action undertaken by an Autonomous Procurement System.

The Audit Log shall include, at minimum:
(a) timestamp and unique transaction identifier;
(b) data inputs used by the system;
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(c) model version, configuration, and relevant parameters;

(d) optimisation objectives and weighting factors;

(e) ranked alternatives considered and reasons for selection or rejection;
(f) human override events, if any;

(g) final system output and contractual terms executed.

Audit Logs shall be retained for no less than seven (7) years and shall be made available to
the Authority upon request.

Audit Logs shall be stored in a manner that is cryptographically verifiable, ensuring
immutability and traceability.

Section 5. Duties of Operators

1.

Operators shall implement policies, training, and technical controls to ensure that authorised
personnel understand the use of Human Override mechanisms.

Operators shall conduct periodic testing—no less than annually—of Human Override
functionality and present the results to the Authority.

Operators shall notify the Authority within seventy-two (72) hours of any malfunction,
failure, or security incident affecting Human Override or Audit Log capabilities.

Section 6. Regulatory Authority

1.

2.

The Authority shall prescribe:

(a) thresholds defining High-Impact Transactions;
(b) technical standards for audit-logging formats;
(c) certification and inspection procedures;

(d) penalties for non-compliance.

The Authority may issue rules requiring interoperability, explainability, or additional
safeguards for specific sectors.

Section 7. Exceptions and Conditional Waivers

1.

The Authority may grant conditional waivers for low-risk procurement systems upon
demonstration that the system poses minimal risk to market fairness, public welfare, or
operational integrity.

No waiver shall exempt an Operator from maintaining at least minimal Audit Logs for all
transactions.

Section 8. Enforcement and Penalties

1.

Any Operator that deploys an Autonomous Procurement System without an active Human
Override or required Audit Logs shall be subject to administrative penalties, including
suspension of system use, monetary fines, or revocation of certification.
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2. Knowingly falsifying or destroying Audit Logs constitutes an offence subject to enhanced
penalties, including civil and criminal liability as defined by regulation.

Organisational Al-Customer Compliance Maturity Model

Assessing an organisations current status in a journey towards the effective management of any issue
is important. It is arguable that Al represents a major challenge and opportunity for almost every
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organisation. A maturity assessment is a proven method for assessing current status and developing
a journey map for the path towards performance improvement.

Five-level framework for safe, transparent, and accountable Al procurement systems
Level 1 — Ad Hoc / Uncontrolled

Al Systems:
Prototype autonomous procurement tools with inconsistent behaviour.

Characteristics
e Decisions are opaque; no logs or explainability mechanisms.
e Al may scrape or ingest uncontrolled data.
e Human operators have little insight into why suppliers are accepted or rejected.
e No documented objectives or constraints.

e High risk of unintended discrimination or market distortions.

e Supplier exclusion without explanation

e Undetected bias or manipulation

e Legal violations

e Model drift causing sudden, harmful decisions
Key Metrics / Indicators

e No reproducibility of decisions

e No audit artifacts

e Multiple undocumented model versions

e Inconsistent outcomes from similar inputs
What'’s Required to Progress

e Establish basic governance, ownership, and logging.

e Define organisational principles for Al decision-making.

Level 2 — Basic Controls / Foundational Compliance

Al Systems:
Partially controlled automated decision systems with minimal oversight.

Characteristics
e Some logs exist, but inconsistent or non-standard.

e Human override available but rarely used or tested.

33



e Al objectives documented but not audited.
e No rigorous monitoring for bias or manipulation.

e Data quality controls are basic.

e Incomplete audit trails

e Shadow models or untracked updates

e Vulnerability to supplier manipulation

e Early signs of unfair supplier exclusion
Key Metrics / Indicators

e Logs exist but lack decision lineage

e Infrequent or optional human-in-the-loop checks

e Basic model versioning but not immutable
What'’s Required to Progress

e Implement reproducible pipelines

e Formalise log structures

e Begin regular performance, integrity, and fairness checks
Level 3 — Standardised & Auditable

Al Systems:
Procurement Als are formally governed, documented, and auditable.

Characteristics
e Standardised logs capturing inputs, model versions, and outcomes.
e Periodic audits review fairness, drift, and optimisation alignment.
e Humans oversee high-impact or irreversible decisions.
e Model re-training follows change-control policies.

e Clear procurement ontology (e.g., consistent metadata fields for suppliers).

e Residual systematic bias

e Slow detection of reward hacking

e Partial automation may create complacency

e Human reviewers may rubber-stamp Al decisions
Key Metrics / Indicators

e Audit trails reconstruct decisions with >90% fidelity

e Performance and drift dashboards maintained
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e Supplier diversity monitored

e Regulatory compliance documented for each model version
What’s Required to Progress

e Real-time monitoring

e Machine-readable compliance APIs

e Mechanisms to detect manipulation or adversarial behaviour
Level 4 — Optimised & Real-Time Governance

Al Systems:
Al customers operate with continuous monitoring, self-diagnostics, and robust controls.

Characteristics
e Full decision lineage is produced automatically.
e Real-time anomaly detection flags suspicious behaviours (bias spikes, vendor lock-in).
e Als use certified, tamper-resistant logs.
e Automated tests run after each model update.
e Supplier fairness and accessibility metrics built into optimisation functions.

e Regulators can request standardized export artifacts at any time.

Risks
e Over-reliance on automation
e Sophisticated supplier-side manipulation attempts
e Complex pipelines can hide systemic vulnerabilities
Key Metrics / Indicators
e Logs are cryptographically sealed
e Drift identified within hours, not weeks
e Supplier ranking stability within accepted ranges
e Red-team exercises conducted quarterly
What'’s Required to Progress
e Build resilience to complex market shocks
e Integrate safe sandboxes and model pluralism

e Demonstrate sector-wide leadership in compliance innovation

Level 5 — Systemic Excellence & Responsible Autonomy
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Al Systems:
Al customers operate autonomously under deeply embedded oversight frameworks that serve public
welfare, competition, and resilience.

Characteristics

Risks

Multi-model, diverse architecture prevents monocultures.

Embedded ethics layer: models assess their own decisions against safety and fairness
constraints.

Real-time regulatory reporting via secure APls.

Organisation participates in public data trusts, shared testing sandboxes, and open supplier
access frameworks.

Human oversight is strategic—focused on emergent risks and governance rather than routine
approval.

Very high complexity — risk of systemic failure if not continuously tested
Overconfidence in mature systems

Dependency on regulatory and ecosystem coordination

Key Metrics / Indicators

Al decisions fully explainable to regulators and suppliers
Model pluralism built in (ensemble, federated checks, or redundant architectures)
Autonomous mitigation when suppliers are unfairly excluded

Continuous certification through automated compliance tests

Requirements to Maintain Level 5

Cross-industry benchmarking
Participation in open testing ecosystems
Commitment to periodic external audits

Transparent, stakeholder-inclusive governance

Maturity Model Summary Table
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Level Title Core State Risks Controls

1 |Ad Hoc Uncontrolled, opaque Al |High systemic risk Define governance & logging

\Versioning, human override,

2 [Basic Controls|Minimal compliance Drift, bias .
logging

Partial bias, delayed Formal audits, reproducible

3 |Standardised |Auditable, documented . . L
drift detection pipelines

Real-time monitoring,

4 |Optimised Real-time governance Complex vulnerabilities .
tamper-evident logs

Safe autonomy & Redundancy, pluralism,

5 |[Excellent . Systemic complexity ) L
ecosystem alignment continuous certification

How Organisations Use This Model
e Assessment: Internal auditing, external certification, regulatory evaluation
e Road mapping: Identify gaps and prioritize investment
e Vendor Management: Require suppliers to meet certain tiers
e Regulatory Reporting: Demonstrate compliance and maturity level

e Resilience Planning: Ensure fallback modes and fail-safes increase with maturity

OUTLOOK
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As Al progresses deeper into CXM territory its potential role as the customer brings both challenge
and opportunity. Managing a successful pathway through these is likely to be complex issue for every
organisation but for some in some sectors it represents challenges that if not addressed both
carefully and creatively could easily threaten their future.

Looking forward the CX and indeed the EX landscape is likely to experience climate change not only
from the rise in the earth’s temperature but also from the changes in which large parts of some
sectors that seek to deploy the power of Al to manage their customer experience. This has risk and
reward potential for all supply chains in all sectors particularly those markets where legacy legislative
systems are not designed to manage highly technology driven change.

The rate of advancement may also contribute to the potential negative impact in all sectors where
organisations either fail to recognise the need for change or have if they have address change
incorrectly.

Suppliers whose major customers are Al driven may appear at the greatest risk of having an
uncertain future.

There has probably never been a more important time for business leaders to really understand all
the implications that could come to their sectors and markets with Al in the role of the customer.

Related Reading
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Forbes
Will Al Become Your Customer?

https://www.forbes.com » ... > Leadership Strategies

Think Again: When Machines Become Customers

https://www.gartner.com » experts > machine-customers

What happens when Al becomes the customer?
TechNative

https://technative.io » Blo

What happens when Al becomes your next customer

Okoone

https://www.okoone.com » spark » industry-insights > w...

What do you do when Al becomes the customer?
YouTube - Mark Schaefer

I lent Al Guid p for ALin Servi

FourNet

https://www.fournet.co.uk
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https://www.youtube.com/watch?v=GYIFVuwTd_c
https://www.youtube.com/watch?v=GYIFVuwTd_c
https://www.youtube.com/watch?v=GYIFVuwTd_c

