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— 4 SOMETHING IS STILL WRONG."
w:;__; : \¥ f the model performs perfectly and the system
~:..-.~,._. 2 ‘ }’g; still fails the model is not the problem.
z}*%“ Governing Al means governing the whole system,
. not just the algorithm.
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Optimising the model without governing "N
the system creates invisible risk , 4



WHY Al CHANGES THE
LOVERNANCE PROBLEM

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

complexity Opacity Autonomy Speed & Scale
Failures emerge from Decisions cannot be Systems can act |
T nteractions fully explained W'thOtUt |mr?ed|ate Failures propagate fast
intervention

AL

Data Dependency Probabilistic Output DeEpXécﬁglgﬂcy ReErl?reprgsGencf l/Jse
The environment Sline 'Q?#éadnoseasrggt Your system can change Actual use can drift
changes the model youtput when a vendor changes from intended use




“YOU ARE NOT 0000
MANAGING A PROBLEM.

YOU ARE MANAGING A

MESS.”

AcCkoff's Insight on “messes” and sub-optimisation



ASHBY: VARIETY DEFICIT

When Al variety exceeds governance variety control becomes structurally limited.

- .
i Al VARIETY - Two complementary strategies for manageable Al governance.
| Probabilistic sutputs |
! Data / model drift
Vendor solutions
User adaptation 5
Agentic autonomy
Schle B Interconneced use | ATTENUATE AMPLIFY
Al VARIETY ADEQUATE GOVERNANCE VARIETY
) Reduce unnecessary VARIETY Increase sensing &
complexity. Focus on what response capacity.
VARIETY DEFICIT matters, o " 3
S ——— i £} Approved models _ Q Automated monitoring
GOVERNANCE VARIETY B) Standard use cases - ~ 298  Risk-based resources
Cverly rigid governance ﬂ Contain controls - i!'l Delegated authority
TR = Risk lassification ®© Real-time escalation
Annual sudits only T _ "
Manusl review Brocesaes 4 =-_=_ Restricted actions L,_'H Environmental scanning
Unclear roles & authority | = _
NTRIRCERIOIER D o Manageable Al Governance =

reduce unnecessary variety + Increase governance response variety where nacessary.




BEER'S VIABLE SYSTEM MODEL

A Systemi Architecture for Al Governance

iAol GOVERNANCE MECHANISMS
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The same structure and kg apply 81 tesm, butengis -whil and onterprise Wvel

But by the predsence, conneclion and sulhanly of theiss funclions,

A viable Al governance systedm is not defined by its parts, )
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STRUCTURE
1S NOT ENOUGH

A viable governance system still needs two things:
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BOUNDARY MECHANISMS
What Is actually inside How does governance

the system? become operational?
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DCSYM

Systemic Al Governance System

Business
Owners

Regulators 3
(Laws, Standards)

Al Governance
Lead

Society —p Vendors /
(Trust, Impact) 'l Third Parties
. r (Supply Chain)

Risk
Management

f
Market » \x f-’ &—— Environment

(Competition,

Expectations) / Social)
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8anisatjonal Bou
. — - External Environment

(Economic, Political,

Boundary is designed
Not assumed

What we include determines
what we govern
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LOVERNANCE MECHANISMS:
FROM POLICY TO BEHAVIOUR

Policy says what should happen. N
Mechanism makes it happen repeatedly. =

= Dwnership Adoption f
Wher 4 accowenfahia? I dF O Py ragaef ¥

POLICY BEHAVIOUR

GOVERNANCE
MECHANISM

Princinles '9 nputs. =3 [ Tool / 'Workflow ] * Dutputs % Repeatabde decisions

Rules Traceable evidence

Heek appetite Closed-loop oporational prrangomient Consistent control application

Boundarnies Detectable deviations

Defines what ,:,TE:,T,I.;I: F;;:Lnliumu:m Observable governance
should happen. How dads it aept? in practice.

EXAMPLE

Risk assezsment Business ownia Appraval Monitoring Only then does the Al system
- = % —+  Production
DEPLOYMENT GATE completed stk sign-aff in placi N move to production.



INTERCONNECTED  ©©9©°
LOVERNANCE MECHANISMS

/ Continuous Learning & Improvement \

@ ® 3 @ O ® pr
= VAN =8 B ) - (O &
S [ ..ul'lu,,.nl"': | —
/ . ' “
e . = J . '\-.___--- ""-\.___ -
Al Imventory Risk Classification Approval & Monitoring & Audit & Mechanism Review Corrective Action
What do we have? & Impact Assessment Deployment Gate incident Detection Systemic Assurance & Reframing & Control Change
What are the rmeks? Can il o hve? How is if pavlorrming? ks wovking What needs o change? Irnpléevnant and aciapd
a5 ntenmded?
Feedback from Dperations, Risk and Environmant _—//"/
A : </> % @ «
KEY ACTORE g - f EXTERMAL ENVIRTIMIMENT %

LS Al Gonedrance Bussiness Al [ Ergreering Rtk / Compliance / Reguistory & Al Supply Chan
L Chamieet At Sociotal Prodaones & Verord




ocooo OYNAMIC RISK & FEEDBALK

EXTERNAL CHANGE

,‘ Regulation shift |  Providerchange | Data/modeldrift |  Scale increase :
Risk Incident
f b \ / \
insights &

Restore Detect risk signals Better Root cause
+ mc:ntl:urlng
e
- HiSH EGVERHANCE +
CONTAINMENT + + LEARNING
. Stabilises — Improves
‘:ﬂl"ltﬂln the Al 5}:5[5;” ASSESS ""' ----------- E'E' d'E'F'lﬂll" fhg gnvgrﬁun[:- Sys tem HEﬂhﬂ !'IIE?H

improved controls review
\ / & reduced risk _I\ /.l.
Escalate Redesign

@———— A control that reacts too slowly may be functionally equivalent to no control at all,. ————@




°°°° DELIBERATE
SYSTEM CHALLENGE

Challenge the system before the environment does.

Stress testing Security testing Al Red Teaming Remediation Retest
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INCIDENTS BECOME LEARNING
SINGLE-LOOP VS DOUBLE-LOOR

n,a

An incident can restore the system — or improve the governance system.
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| STRONGER, SAFER, MORE RESILIENT Al SYSTEMS



SYSTEMIC Al GOVERNANCE oo0o0o0
LEARNING CYCLE

@ (e (o

Diagnose Plan Check Re-diagnose /

Understand Define actions Imple ment Monitor Take corrective Hefmme

the system and controls and operate and evaluate action Incorporate
(context, risks, new insights
(stakeholders) and adjust

the governance modal

\\\\‘ CONTINOQUS LEARNNG AND IMPROVEMENT
oy ; F
NN Diagnose first. Govern better.

\ B MORE RESILIEMNT Al FUTURE
A
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SYSTEMIC ASSURANCE & AUDIT

E
“ s
CONFORMANCE EFFECTIVENESS ASSUMPTIONS
Did we follow the criteria? Did the mechanism work? Are the criteria still valid?
Are policies, procedures and Are the controls achieving Do the underlying assumptions
requirements being followed? the intended outcomes? still hold in a changed context?

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



ocooo LIFECYCLE & SUPPLY CHAIN

The system extends beyond organisation

. bl YOUR
UPSTREAM DOWNSTREAM
oo |  AISYSTEM [_____._E’___f_. 3 ]
Foundation API Cloud / Training Users Workflows Affected
model provider model service data communities

@ Risk inheritance S Supplier change a Information rights E} Exit strategy
Monitor use-context drift continuously.

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



LOVERNANCE OF GOVERNANCE oooo

Who checks wether governance itself Is still fit for purpose?

COVERAGE QUALITY VELOCITY OUTCOME

Are we governing all Are mechanisms producing Can governance respond Is governance actually
relevant Al systems? !_ meaningful outputs? fast enough? reducing risk and

improving performance?

L Review -—>» Learn -—> Reframe —>* Improve (——//

\\.. Governance mechanisms must be monitored
S\

~~~~~ \ challenged and redesigned



FRAMEWORKS AS SUPPORTING LAYERS oooo0

Complementary frameworks. A coherent governance system.

Integrates and connects
SYSTEMIC SYSTEM“.: 'TM!AEEMEHT the frameworks.
MANAGEMENT ntegrative logic R ,
Provides the Integration | Feedback | Adaptation logic, governance architecture
integrative logic - and learning capability.
f TS : ™ _
‘ ISO/IEC 42001 ——@ Provides structure.
B ; Management system structure -~ | ; HmE dwE o pe———
= - ' and use of Al

SUPPORTING = Y T ——
FRAMEWORKS ¥ -
Provide N X W EU Al ACT F ) Sets obligations.
requirements, e, TR Risk-based regulatory obligations=" E?:lh:yﬁnﬁ L
obligations and . - . -
risk methodology o =

@ Provides methodology.

Practical guidance for
identifying, assessing, managing
and monitaring Al risks.

\_ NIST | NIST Al RMF

; Risk methodology & process
h‘_“ S

ey

@ ‘ Frameworks provide requirements.
Systemic Management provides coherence.




FROM COMBPLIANCE T0O
cooo OVERNANCE CAPABILITY

Same foundations. A different mindset.

COMPLIANCE GOVERNANCE CAPABILITY

Minimum reguirements Ungoing value and resilience

Controls exist Risks are sensed continuously

Evidence is produced Decisions adapt to context

Mechanisms learn from incidents

Requirements are met

= 4 e Governance itself evolves
Review is periodic

Sense —3 Respond —» Learn —3» Adapt

@HE®

Compliance proves that controls exist.
Capability proves that governance can remain effective as the system changes.



ocooo GOVERNANCE BECOMES
COMBETITIVE ADVANTAGE

Systemic
Governance
Capability

Strategic Alignment

Al used where
it creates real value

\\ \ Governance does not only reduce risk

4 It compounds organisational capability over time



\ . WHEN GOVERNANCE CAPACITY IS oooo
\  TESTED

7 ' ¢ ™
ANTHROPIC — 2026 A\ HUGGING FACE / OPENAI — 2026 m,a,m.. <
Claude models gained unuathorized accoss Madels broke out of an isolated test environment
to real thard-party systems during cybersecurity ANTHROPIC and accessed Hugging Face production infrastructure @
evaluations. during cybersecurity evaluations. OpenAl

WHAT HAPPENED

b internal evaluations, Clavde models accessed real
third-party systems after test environments had unintended
Eefnet SCCOSS

WHAT HAPPENED
I recl-teaming evaluations, Opendl models used
avaluation ool conversations (Search, web-browse vainemabilitoes,

gained inernet access and reached Hugging Face tysterms.

ROOT CAUSE KEY FACTORS
Attnibution tUracod) 1o evaluation emsronmant [ governance Reward hacking, persistence on seemingly impossible tasks,
fadure (misconhguration, combined with model behavious insufficient contalnment and egress saleguards given
wigice open-ended Tog Lakks). thair Cord abulitges,
CONSEQUENCE CONSEQUENCE
Anthropic reported theee Incldents, revitwed = 14,000 runs, Openhl strengthened worklioad isolation, network controls,
and strengthened tsolation, monitoring and safeguards., manitaring and safeguards for research ervironments
QUESTION RAISED 5 QUESTION RAISED
Can governance capacity keep pace with Al capability? ; What happens whan Al speed and autonomy exceed

AL | manitoring and intervention speaed?

N v

The boundary existed in design.
But it failed in operation.




Governability depends on:

® @ @ @

Variety Observability Latency Authority Learning Capacity
Enough responses See what is happening Act fast enough intervene when Adapt and improve
for an uncertain world in time needed continuously

- CAN WE GOVERN
. SUPERINTELLIGENCE?

An open question for the next stage of this research.
N == ;} e '

___..-'" r . " p ; | __- - H"'-.____..-x
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( Governability cannot be assumed. It must be continuously demonstrated. )

--- -.

.____--.
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