


"94% ACCURACY.
COMPLIANT.
SOMETHING IS STILL WRONG."

If the model performs perfectly and the system
still fails the model is not the problem.

Governing AI means governing the whole system,
not just the algorithm.



THE MODEL IS NOT
THE SYSTEM

Model Performance ≠ 
System Performance

The unit of management shifts 
from the AI artefact to the 
system in which it operates

Optimising the model without governing
the system creates invisible risk



Decisions cannot be
fully explained Failures propagate fast

Failures emerge from
interactions

Systems can act
without immediate

intervention

Opacity Speed & ScaleComplexity Autonomy

Same input does not
always mean same

output

Actual use can drift
from intended use

The environment
changes the model

Your system can change
when a vendor changes

Probabilistic Output Emergent /
Repurposed UseData Dependency External

Dependency

WHY AI CHANGES THE
GOVERNANCE PROBLEM

AI introduces new forms of complexity, uncertainty and change faster than periodic
governance can respond.



“YOU ARE NOT
MANAGING A PROBLEM.
YOU ARE MANAGING A
MESS.”
Ackoff's insight on “messes” and sub-optimisation

 Optimise the parts separately and you may weaken the whole.



ASHBY: VARIETY DEFICIT
When AI variety exceeds governance variety control becomes structurally limited.



BEER'S VIABLE SYSTEM MODEL
A Systemi Architecture for AI Governance



STRUCTURE 
IS NOT ENOUGH
A viable governance system still needs two things:

BOUNDARY 
What is actually inside

the system?

MECHANISMS
How does governance
become operational?



Boundary is designed
Not assumed

What we include determines
what we govern

DCSYM MODEL



GOVERNANCE MECHANISMS:
FROM POLICY TO BEHAVIOUR
Policy says what should happen.
Mechanism makes it happen repeatedly.



INTERCONNECTED 
GOVERNANCE MECHANISMS



DYNAMIC RISK & FEEDBACK



DELIBERATE 
SYSTEM CHALLENGE



INCIDENTS BECOME LEARNING
SINGLE-LOOP VS DOUBLE-LOOP



SYSTEMIC AI GOVERNANCE
LEARNING CYCLE



SYSTEMIC ASSURANCE & AUDIT

Systemic assurance checks not only what was done but also
Questions Governance



LIFECYCLE & SUPPLY CHAIN
The system extends beyond organisation

The code may not change but AI system’s risk changes



GOVERNANCE OF GOVERNANCE
Who checks wether governance itself is still fit for purpose?

Governance mechanisms must be monitored
challenged and redesigned



FRAMEWORKS AS SUPPORTING LAYERS



FROM COMPLIANCE TO
GOVERNANCE CAPABILITY

Same foundations. A different mindset.



GOVERNANCE BECOMES
COMPETITIVE ADVANTAGE

Governance does not only reduce risk
It compounds organisational capability over time



WHEN GOVERNANCE CAPACITY IS
TESTED

Recent frontier AI incidents show how quickly real-world complexity can exceed intended controls
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