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Executive thesis

Al creates institutional value only when it strengthens accountable decisions, trusted services, and
operational learning without displacing legal authority, human responsibility, or data sovereignty.
This paper presents a future-oriented governance model; it does not claim that Al functions are

currently deployed within ESSBC platforms.

The recurring failure pattern

Opaque decisions

Outputs may be difficult to explain, challenge, or
audit.

Automation bias

Staff may defer to a model even when context or
law requires judgment.

The proposed model

Mandate alignment

Every use case must have a defined institutional
purpose and accountable owner.

Human authority

High-impact decisions require review, override,
appeal, and documented responsibility.

Risk tiers

Controls should increase with legal, financial, safety,
rights, or reputational impact.

Transformation logic

Data exposure

Sensitive institutional data can cross unintended
technical or jurisdictional boundaries.

Model drift

Performance and risk can change as data, policies,
and operating conditions evolve.

Sovereign data controls

Data classification, residency, access, retention, and
reuse must be explicit.

Traceability

Inputs, model versions, prompts, outputs, approvals,
and downstream actions must be recorded.

Continuous assurance

Monitor quality, bias, drift, incidents, and policy
compliance throughout operation.

Validate
data

Classify use
case

Approve
controls

Monitor &

Pilot safely review

A governed sequence linking intent, architecture, execution, and learning.

Implementation priorities

e Establish an Al governance board with legal, business, data, security, and operational representation.
e Maintain an approved use-case register and prohibit unassessed shadow Al.
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* Require human-readable reasons and appeal routes for material decisions.
e Separate experimentation environments from production data and services.
¢ Define stop conditions, incident escalation, rollback, and periodic re-approval.

Executive decision questions

Is the decision advisory, operational, or legally determinative?

Which data may enter the model, and where may it be processed?

¢ Who remains accountable when the output is wrong?

Can the institution explain, reproduce, challenge, and reverse the outcome?
What evidence will trigger suspension or redesign?

ESSBC practitioner publication. The framework is intended for executive and institutional discussion
and should be adapted to applicable law, policy, sector, risk, infrastructure, and organisational
context.
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