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IN TR O D U C TIO N

The 23:40 em ail

TU E S D A Y  · 23:40

W ho approved it?

It’s 23:40 on a Tuesday. A n A I system  connected to your E R P  notices that a com ponent is 

running short and em ails a supplier to bring a delivery forw ard by a w eek. The em ail is 

polite, correct in its details and signed w ith your com pany’s nam e. N obody in your 

com pany w rote it.

A t 08:15 the next m orning, the supplier’s account m anager calls your procurem ent lead. 

The earlier delivery com es w ith an express surcharge, and they’d like to confirm  it. Y our 

procurem ent lead has never seen the em ail. N either has anyone else.

The scenario is illustrative, but enterprises are starting to face it.

IN TR O D U C TIO N 03
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01
W hen that call com es in, 

the first question is w ho 

approved it.

02
The second is w here 

the record is.

In m any com panies running A I today, both questions have aw kw ard answ ers. This 

w hitepaper is about those tw o questions.

A I is m oving from  drafting text for people to carrying out w ork in com pany system s: updating 

records, sending m essages, changing data in the E R P , placing orders. O nce a system  can 

act, the governance question changes. Y ou need to know  w hat it did and w ho allow ed it, and 

you need to be able to prove both.

M ost organisations have already w ritten principles for responsible A I. V ery few  have turned 

them  into practice. The W orld E conom ic Forum  reports that few er than 1%  of organisations 

have operationalised com prehensive, end-to-end responsible A I practices [1][2]. The gap 

betw een the policy and the w orkflow  is w here the 23:40 em ail lives.

The chapters that follow  give you a w ay to close it: a w orking fram ew ork for A I that acts. It 

covers w ho ow ns each action and how  to decide w hat A I m ay do on its ow n, w hat regulators 

expect w herever you operate, and w hat happens w hen it gets som ething w rong. R ead it 

before your next m eeting w ith your C IS O , because both questions w ill com e up.

The gap betw een the policy and the w orkflow  is w here the 23:40 

em ail lives.
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01C H A P TE R  01

The A I A ccountability G ap: 
From  P rinciples to P ractice
R esponsible A I has had a good few  years on paper. M ost large organisations have 

a policy, m any have an A I com m ittee, and som e have published their principles 

on their w ebsite. The practice hasn’t kept up.

The num bers

The W orld E conom ic Forum ’s A I G overnance A lliance, w orking w ith A ccenture, studied how 

organisations put responsible A I into operation. Its finding is blunt: only 10%  of organisations 

have effective A I governance structures in place, and few er than 1%  have operationalised 

com prehensive, end-to-end responsible A I practices [1][2]. In the sam e research, 81%  of 

com panies w ere still at a nascent stage of im plem entation [3]. The researchers point to ill-

defined accountability structures and protocols as one of the barriers [3].

P ut sim ply, alm ost every organisation know s w hat responsible A I should look like and alm ost 

none has built it into the w ay w ork gets done.

Few er than

1%
of organisations have operationalised 

com prehensive, end-to-end responsible A I 

practices [1][2]

10%
of organisations have effective A I 

governance structures in place [1][2]

81%
of com panies w ere still at a nascent 

stage of im plem entation [3]
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W hy A I that acts raises the stakes

For the first w ave of generative A I, the gap w as tolerable. A n assistant that drafts a sum m ary 

or suggests a reply produces text, and a person decides w hat to do w ith it. If the draft is 

w rong, the person catches it or doesn’t send it. The hum an is the control point by default.

That default disappears w hen A I starts to act. G artner expects 15%  of day-to-day w ork 

decisions to be taken autonom ously by agentic A I by 2028, up from  0%  in 2024 [4]. E very 

one of those decisions is an action som ebody w ill have to answ er for. G artner also expects 

over 40%  of agentic A I projects to be cancelled by the end of 2027, and nam es inadequate 

risk controls as one of the three reasons, alongside escalating costs and unclear business 

value [4].

S o governance decides w hich A I projects survive. The organisations that can show  w ho 

ow ns each action, and prove w hat happened, w ill keep their projects running. The others w ill 

pause them  the first tim e som ething goes w rong and nobody can explain it.

The accountability gap

The problem  has a nam e in this w hitepaper: the accountability gap. It opens w henever A I acts 

inside com pany system s and nobody clearly ow ns w hat it does.

It rarely starts as a crisis. A  w rong em ail to a supplier turns into a disputed surcharge. The 

dispute turns into an escalation. The escalation reaches an auditor, w ho asks for the record of 

w ho approved the action, and there isn’t one. E ach step is sm all, and each one m akes the 

next harder to fix.

1 W rong em ail 2
D isputed 

surcharge
3 E scalation 4

A uditor w ith 

no record

The gap keeps opening for reasons that sit outside any one team . A I tools arrive faster than 

governance team s can review  them , and departm ents adopt their ow n. V endors ship new 

capabilities every m onth, and each one changes w hat the tool can touch.

O rganisations have tried to close it in fam iliar w ays. They’ve published a responsible A I policy 

on the intranet, set up an ethics board that m eets once a quarter, added m onitoring after a 

tool w ent live and w ritten separate approval rules for every w orkflow  in every tool. E ach of 

these has value. N one of them  sits w here the action happens, w hich is w hy the ow ner and 

the record are m issing at the m om ent they m atter.

The rest of this w hitepaper is about m oving governance to that point: into 

the execution itself.
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W hat the E U  A I A ct asks 
of A I that acts
The E U  A I A ct is one of the m ost detailed A I regulations in force, and it applies 

to m any com panies outside the E U  that sell into the E U  or use A I there. It’s w orth 

understanding even if m ost of your A I use w ill never fall into its strictest category.

W hat applies, and w hen

FIG U R E  1 · W H A T A P P LIE S , A N D  W H E N

2 Feb 2025

P rohibited A I 

practices and 

A I literacy

2 A ug 2025

O bligations for 

general-

purpose 

A I m odels

27 Jul 2026

The A I O m nibus 

enters into force

2 A ug 2026

M ost of the 

rem aining provisions

2 D ec 2027

O bligations for 

stand-alone 

high-risk A I 

system s listed 

in A nnex III

2 A ug 2028

O bligations for 

high-risk A I 

system s 

em bedded in 

regulated 

products 

(A nnex I)

N O T LE G A L A D V IC E

D A TE W H A T A P P LIE S S O U R C E

2 February 2025 P rohibited A I practices and the A I literacy provisions [5][13]

2 A ugust 2025 O bligations for general-purpose A I m odels and the 

governance fram ew ork

[5][13]

27 July 2026 The A I O m nibus enters into force, am ending the A ct. The A I 

literacy duty is softened: organisations m ust now  “take m easures 

to support” sufficient A I literacy

[9][16]

2 A ugust 2026 M ost of the rem aining provisions, including the A rticle 50 

transparency obligations

[9][13]

2 D ecem ber 2027 O bligations for stand-alone high-risk A I system s listed in A nnex III, 

m oved from  A ugust 2026 by the O m nibus

[9][16]

2 A ugust 2028 O bligations for high-risk A I system s em bedded in regulated 

products (A nnex I)

[9][16]
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The delay to D ecem ber 2027 gives organisations tim e. It also m eans 2027 budgets and plans 

are being w ritten now  w hile the deadline is in view .

W hich business uses could be high-risk

M ost everyday business w orkflow s, such as updating a C R M  after a call or com piling a 

m onthly report, sit outside the high-risk categories. S om e com m on enterprise uses sit inside 

them . A nnex III lists, am ong others, A I system s used for the recruitm ent or selection of 

people, including analysing and filtering job applications and evaluating candidates. It also 

covers system s used to m ake decisions affecting prom otion or term ination, to allocate tasks 

based on individual behaviour or personal traits, or to m onitor and evaluate the perform ance 

and behaviour of w orkers [8].

A n H R  team  starts using an A I tool to pre-sort applications for a new  role. It saves the 

recruiters hours each w eek. S ix m onths later, during an internal review , som eone asks 

w hich category the tool falls into under the A I A ct. The answ er is A nnex III, point 4. The 

team  now  has obligations it didn’t plan for, including hum an oversight and log retention, 

and it has until D ecem ber 2027 to m eet them .

A N  ILLU S TR A TIO N .

The practical lesson is to classify each A I use by w hat it does, before it goes live. A  tool’s 

product category says little about its risk, because the sam e tool can do low -risk or high-risk 

w ork depending on how  you use it.

W hat the A ct asks of the organisation using the system

The A ct separates providers, w ho build A I system s, from  deployers, the organisations that 

use them . For high-risk system s, both carry duties. Tw o articles m atter m ost for anyone 

running A I in their operations.

A rticle 14 requires high-risk system s to be designed so that people can oversee them 

effectively w hile they’re in use [6]. The people overseeing the system  m ust be able to 

understand w hat it can and can’t do, stay aw are of the tendency to over-trust its output, 

interpret w hat it produces, decide not to use it or override it, and stop it through a “stop” 

button or a sim ilar procedure [6].
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A rticle 26 turns that into duties for the deployer [7]. The organisation m ust assign hum an 

oversight to people w ho have “the necessary com petence, training and authority, as w ell as 

the necessary support”. It m ust keep the logs the system  generates for at least six m onths, 

unless other law  says otherw ise. A nd an em ployer that puts a high-risk system  into use at 

w ork m ust inform  w orkers’ representatives and the affected w orkers beforehand.

R ead together, the tw o articles describe a governance m odel: a nam ed person is responsible 

and has the authority to stop the system , there is a record of w hat it did, and the people 

affected are told before it goes into use. Those requirem ents apply by law  only to high-risk 

system s, but they are a sound m odel for any A I that acts.

Those requirem ents apply by law  only to high-risk system s, 

but they are a sound m odel for any A I that acts.

B eyond the E U

R ules differ by region and keep m oving. S w itzerland has no dedicated A I law  in force. In 

February 2025 the Federal C ouncil decided to ratify the C ouncil of E urope’s A I C onvention 

and to adapt S w iss law  sector by sector [14][15], w ith a consultation draft planned by the end 

of 2026 [15]. W ithin the E U , the G D P R  already gives people the right not to be subject to 

decisions based solely on autom ated processing that have legal or sim ilarly significant 

effects on them  [12]. O ther regions follow  their ow n tim etables. A s one W E F contributor put it, 

algorithm s now  travel faster than the agreem ents that govern them  [11].

The W E F’s governance w ork calls for agile, anticipatory governance that can adapt as the 

technology changes [2][10]. For a com pany operating across borders, that points to one 

conclusion. G overnance built for a single regulation has to be rebuilt every tim e a rule 

changes. G overnance built into how  the w ork runs, w ith an ow ner, an approval and a record 

for every action, holds up w herever the rules m ove.

N O T LE G A L A D V IC E This chapter is a sum m ary for orientation and does not constitute legal advice.
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03C H A P TE R  03

The accountability chain
If governance has to live inside the execution, it needs a structure every action 

can pass through. The accountability chain is that structure. It has six links, 

and an A I action is only as accountable as its w eakest one.

FIG U R E  2 · TH E  A C C O U N TA B ILITY  C H A IN

1
O w ner

A  nam ed 

person or role 

is responsible 

for the 

outcom e of 

every 

A I w orkflow

2
R ules

The ow ner 

sets w hat the 

A I m ay touch

3
A pproval

A ctions above 

an agreed risk 

level w ait for a 

designated 

approver 

before 

they happen

4
E xecution

The A I carries 

out the w ork 

w ithin 

the rules

5
R ecord

E very action 

is logged

6
R ecovery

There’s a 

know n w ay to 

stop 

a w orkflow

LIN K W H A T IT M E A N S W H A T FA ILU R E  LO O K S  LIK E TE S T Q U E S TIO N

1. O w ner A  nam ed person or role is 

responsible for the 

outcom e of every A I 

w orkflow , and defines 

w hat the w orkflow  is for.

“The system  did it.” 

N obody can say w ho 

decided the A I should be 

allow ed to act here.

For each A I w orkflow  you 

run, can you nam e its 

ow ner in one line?

2. R ules The ow ner sets w hat the 

A I m ay touch, w hat it m ay 

do there, and w hat it m ust 

never do.

The A I can reach every 

system  its credentials 

allow , and nobody has 

w ritten dow n the lim its.

C ould you hand an 

auditor the list of actions 

this w orkflow  is allow ed 

to take?

3. A pproval A ctions above an agreed 

risk level w ait for a 

designated approver, w ith 

the authority and 

know ledge to accept or 

reject them , before they 

happen.

A pprovals exist in som e 

tools and not others, or 

they are clicked through 

w ithout being read.

For your riskiest action, 

w ho approves it, and 

w hat exactly do they see 

before they do?
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LIN K W H A T IT M E A N S W H A T FA ILU R E  LO O K S  LIK E TE S T Q U E S TIO N

4. E xecution The A I carries out the 

w ork w ithin the rules, and 

only after the approvals 

the rules require.

The approved version and 

the executed version 

differ, and nobody can tell.

Is w hat gets approved 

exactly w hat 

gets executed?

5. R ecord E very action is logged: 

w hat ran, on w hat input, 

w ith w hat output, w ho 

approved it and w hen.

Logs exist but can’t be 

tied to a person, or they’re 

kept for w eeks w hen an 

audit needs m onths.

C ould you reconstruct 

any A I action from  last 

quarter in under an hour?

6. R ecovery There’s a know n w ay to 

stop a w orkflow , correct 

w hat it did and learn 

from  it.

S topping the A I m eans 

revoking credentials in a 

hurry, and nobody know s 

w hat it already changed.

If this w orkflow  w ent 

w rong tonight, w ho w ould 

stop it, and how ?

The chain m aps closely to the governance m odel in the E U  A I A ct. O w ner and approval 

correspond to the oversight duties in A rticles 14 and 26, record corresponds to the log 

retention duty, and recovery corresponds to the ability to override and stop the system  [6][7]. 

A n organisation that builds the chain for every A I w orkflow  is preparing for the high-risk rules 

even w here they don’t form ally apply.

The chain also gives the governance conversation a shared vocabulary. W hen a C IS O  asks 

w hether a w orkflow  is safe, the answ er stops being a m atter of opinion. Y ou can w alk through 

six links and show  w here each one is covered.

A B X  IN  P R A C TIC E

In G ieni A B X , the chain is built into the execution layer. E very app connected to A B X 

exposes the functions A B X  can call, and for each one the organisation chooses w hether 

it runs autom atically, pauses for approval or is blocked entirely. D efaults are set per 

category and can be overridden per function. B efore a change reaches a live system , 

A B X  runs it in a sandbox and produces a review able difference: w hich fields w ill change, 

w hich records w ill be created, w hich m essages w ill be sent. A  person approves that 

exact difference, and every execution is logged w ith its input, output, approver and tim e.
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D eciding w hat A I m ay do 
on its ow n
A utonom y isn’t all or nothing. The sam e A I system  can safely com pile a w eekly 

report w ithout anyone w atching, and should never change a supplier’s paym ent 

term s w ithout a person signing off. The w ork of governance is deciding, action 

by action, w hich level applies.

Four levels of autonom y

FIG U R E  3 · FO U R  LE V E LS  O F A U TO N O M Y

1

R uns on its ow n

Internal, reversible 

w ork such as 

sum m aries and 

internal reports

2

H um an on 

the loop

H igher-volum e w ork 

w here approving 

each action isn’t 

practical but m istakes 

need catching fast

3

H um an in 

the loop

A nything that leaves the 

com pany or changes a 

system  of record, 

including price 

and com m ission changes

4

B locked

A ctions your organisation has 

decided should stay hum an, or 

that w ould bring a use into a 

regulated category you 

haven’t prepared for

LE V E L W H A T H A P P E N S TY P IC A L U S E

R uns on its ow n 

(hum an out of 

the loop)

The A I executes w ithin the defined rules and 

records the action. N o one review s it in real tim e. 

The ow ner checks the record afterw ards.

Internal, reversible w ork such 

as sum m aries and 

internal reports.

H um an on 

the loop

The A I executes on its ow n w hile a designated 

person m onitors it and can intervene or stop it at 

any point.

H igher-volum e w ork w here 

approving each action isn’t 

practical but m istakes need 

catching fast.

H um an in 

the loop

The A I prepares the action and w aits. The 

designated approver review s the exact action 

before it happens.

A nything that leaves the 

com pany or changes a system 

of record, including price and 

com m ission changes.

B locked The A I can’t take this action at all. A ctions your organisation has 

decided should stay hum an, or 

that w ould bring a use into a 

regulated category you haven’t 

prepared for.
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A  system  of record is any system  your organisation treats as the source of truth: the C R M , the 

E R P , the H R  system , the finance ledger. C hanges there spread to every report and decision 

built on them , w hich is w hy they deserve a person’s approval.

Four questions that set the level

Y ou can place any A I action by asking four questions about it.

1 D oes the action leave the com pany? A n em ail to a custom er, a m essage to a supplier, 

an order w ith a vendor.

2 D oes it change a system  of record?

3 C an it be undone com pletely, including its effects on other people?

4 D oes it affect som eone’s em ploym ent or rights? H iring, task allocation, perform ance 

evaluation, access to services.

If the answ er to the first tw o is no and the third is yes, the action can run on its ow n. If it’s 

reversible but needs w atching, a hum an on the loop is enough. If the action leaves the 

com pany or changes a system  of record, it needs a hum an in the loop. If it can’t be undone, 

or it touches som eone’s em ploym ent or rights, it needs a hum an in the loop at m inim um , and 

m ay need to be blocked. A nd any action that answ ers yes to the fourth question should be 

checked against A nnex III of the E U  A I A ct before it goes live [8].

FIG U R E  4 · FO U R  Q U E S TIO N S  TH A T S E T TH E  LE V E L

Q 1
D oes the action leave 

the com pany?

Q 2 D oes it change a system  of record?

Q 3 C an it be undone com pletely?

Q 4
D oes it affect som eone’s 

em ploym ent or rights?

R uns on its ow n

Q 1 no Q 2 no Q 3 yes

H um an on the loop

Q 3 yes and N eeds w atching

H um an in the loop

Q 1 yes or Q 2 yes

H um an in the loop at m inim um , 

or blocked

Q 3 no or Q 4 yes

C heck against A nnex III

Q 4 yes
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A n autonom y m ap in practice

A C TIO N

LE A V E S 

TH E 

C O M P A N Y ?

C H A N G E S 

A  S Y S TE M 

O F 

R E C O R D ?

FU LLY 

R E V E R S IB LE ?

A FFE C TS 

E M P LO Y M E N T 

O R 

R IG H TS ? LE V E L

C om pile the w eekly pipeline 

report for the sales team

N o N o Y es N o R uns on its ow n

Tag and route incom ing 

support tickets

N o N o Y es N o H um an on the loop

U pdate the C R M  record and 

deal stage after a call

N o Y es Y es N o H um an in the loop

S end a follow -up em ail 

to a custom er

Y es N o N o N o H um an in the loop

A sk a supplier to bring a 

delivery forw ard

Y es Y es N o N o H um an in the loop

C hange com m ission rates in 

the E R P

N o Y es P artly Y es H um an in the loop

R ank job applicants 

for a shortlist

N o Y es N o Y es B locked until 

review ed against 

A nnex III

The m ap above is a starting point. Y our ow n answ ers depend on your processes, your sector 

and the rules you operate under. The value is in having the m ap at all: a single docum ent that 

show s, for every A I action you run, w hat it’s allow ed to do and w hy.

O nce it exists, the conversation w ith your C IS O  changes. Y ou arrive w ith every A I action 

already classified, the ow ner nam ed and the level justified. The w orksheet at the end of this 

chapter is designed for exactly that m eeting.

A B X  IN  P R A C TIC E

In G ieni A B X , these levels are settings. Internal w ork that stays inside the com pany, such 

as a sum m ary or a w eekly report, can run w ithout interruption. A nything that w rites to 

another system  or leaves the com pany, like sending an em ail, updating the C R M , 

changing data in the E R P  or placing an order, is prepared by A B X  and w aits for approval. 

A utonom y is granted by the organisation, function by function, and never assum ed.

C H A P TE R  04 · D E C ID IN G  W H A T A I M A Y  D O  O N  ITS  O W N 14



W orksheet: your autonom y m ap C H A P TE R  04

W O R K FLO W  

A N D  A C TIO N O W N E R

LE A V E S  TH E 

C O M P A N Y ?

C H A N G E S  A 

S Y S TE M  O F 

R E C O R D ?

FU LLY 

R E V E R S IB LE ?

A FFE C TS 

E M P LO Y M E N T 

O R  R IG H TS ? LE V E L A P P R O V E R
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05C H A P TE R  05

W hen A I gets it w rong
A I w ill get things w rong. S o w ill people, and so w ill every system  an enterprise has 

ever run. A  governance m odel that assum es perfection breaks the first tim e 

it m eets reality, and a vendor that prom ises perfection gives you a reason to doubt 

everything else it says.

The useful question is w hat happens next. A  w ell-governed A I w orkflow  handles an error in 

four steps.

FIG U R E  5 · D E TE C T, C O N TA IN , TR A C E , C O R R E C T

1
D etect

2
C ontain

3
Trace

4
C orrect

B E TTE R  G O V E R N E D

S TE P W H A T IT TA K E S

D etect S om eone or som ething notices. A pprovals catch errors before execution. R eview s of 

the record catch them  afterw ards. M onitoring catches patterns, such as a sudden 

rise in actions of one type.

C ontain The w orkflow  can be paused at once, by a nam ed person, w ithout revoking access 

across the w hole system .

Trace The record show s exactly w hich step w ent w rong: the input, the rule applied, the 

output, the approval. Y ou can tell w hether the error cam e from  the data, the rules or 

the A I.

C orrect The effects are reversed w here possible, the affected people are inform ed, and the 

rule or the autonom y level is changed so the sam e error is caught next tim e.

C H A P TE R  05 · W H E N  A I G E TS  IT W R O N G 16
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The last step m atters m ost over tim e. E very corrected error should leave the w orkflow  better 

governed than before. S om etim es that m eans m oving the action to a stricter level. S om etim es 

it m eans a clearer rule or a better approval screen. The record of errors and corrections 

becom es evidence in its ow n right: proof that governance w orks w hen it’s tested.

B eing open about this builds trust w ith the people w ho have to sign off. A  C IS O  w ho hears “it 

w ill never go w rong” starts looking for the hidden risk. A  C IS O  w ho hears how  errors are 

caught, contained, traced and corrected can evaluate the answ er.

E very corrected error should leave the w orkflow  better governed 

than before.

A B X  IN  P R A C TIC E

B ecause every G ieni A B X  execution is logged step by step, an error can be traced to the 

exact step, input and approval involved.

C H A P TE R  05 · W H E N  A I G E TS  IT W R O N G 17



06C H A P TE R  06

The questions your C IS O , 
law yer, w orks council and 
procurem ent team  w ill ask
E very A I initiative that acts in com pany system s w ill m eet the sam e gatekeepers. 

This chapter gathers the questions they ask m ost often and w hat a good answ er 

contains. It’s w ritten to be forw arded.

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

For the C IS O

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

W hat can the A I access? O nly the system s and functions explicitly connected, w ith 

the list available in w riting. A ccess is granted per function 

and can be w ithdraw n per function.

D oes our data leave 

the com pany?

The country and hosting provider w here data is processed 

and stored. W hether your data is used to train m odels, and 

on w hat term s. The deploym ent options, including one that 

keeps data inside your ow n infrastructure. D ocum ents your 

security team  can check, such as a data processing 

agreem ent and an independent security certification.

D oes the system  rem em ber 

our data?

W hether anything is kept betw een runs, such as past 

inputs, outputs or learned preferences. If so, w hat is kept, 

w here and for how  long. Y ou can see it, sw itch it off and 

delete it on request. Y our data stays separate from  other 

custom ers’ and isn’t used to im prove the vendor’s m odels 

w ithout your agreem ent.

C H A P TE R  06 · TH E  Q U E S TIO N S  Y O U R  C IS O , LA W Y E R , W O R K S  C O U N C IL A N D  P R O C U R E M E N T TE A M  W ILL A S K 18



C H A P TE R  06 · TH E  Q U E S TIO N S  Y O U R  C IS O , LA W Y E R , W O R K S  C O U N C IL A N D  P R O C U R E M E N T TE A M 

W ILL A S K  · C O N TIN U E D

For the C IS O

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

W hat is logged, 

and for how  long?

E very action w ith its input, output, approver and tim e, 

including rejected and blocked actions. A  record that can’t 

be edited afterw ards, and that you can search and export 

for an audit. A  fixed retention period you can extend to 

m atch your audit needs. For high-risk uses, at least six 

m onths, as the E U  A I A ct requires for deployers [7].

H ow  do w e stop it? A  designated person w ith the authority to pause any single 

w orkflow  im m ediately, w ithout w aiting for the vendor or a 

ticket. The other w orkflow s keep running. A ctions w aiting 

for approval are held, not executed. The pause is recorded 

w ith w ho did it and w hen. W hat happens to actions in 

progress, and how  a paused w orkflow  restarts safely.

TH E  A B X  W H ITE P A P E R S · 02 · A I G O V E R N A N C E  FO R  A U TO N O M O U S  B U S IN E S S 

E X E C U TIO N : H U M A N  O V E R S IG H T A N D  A C C O U N TA B ILITY  IN  P R A C TIC E
gieniabx.com
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W ILL A S K

For Legal and the D P O

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

W ho is accountable 

for an A I action?

The organisation rem ains accountable, and says so 

internally. E ach w orkflow  has a nam ed ow ner w ho answ ers 

for its outcom e, and each action that needs approval has a 

designated approver, so no action sits w ith “the A I” or “the 

vendor”. The record show s both nam es against every 

action. W hat the contract w ith the vendor says about 

responsibility for errors, so the legal position is know n 

before go-live.

D oes any of our use fall 

under the E U  A I A ct’s high-

risk rules?

E ach A I use classified by w hat it does, not by the tool’s 

label, against the A nnex III categories [8]. E m ploym ent uses 

flagged first, such as ranking applicants, allocating tasks or 

m onitoring w orkers. The classification w ritten dow n, dated 

and signed off by a nam ed person, w ith Legal involved. 

D one before go-live and review ed w henever the use 

changes. For any use that is high-risk, the date its 

obligations apply [9][16] and the extra duties that follow , 

such as oversight, logging and inform ing w orkers’ 

representatives.

TH E  A B X  W H ITE P A P E R S · 02 · A I G O V E R N A N C E  FO R  A U TO N O M O U S  B U S IN E S S 

E X E C U TIO N : H U M A N  O V E R S IG H T A N D  A C C O U N TA B ILITY  IN  P R A C TIC E
gieniabx.com
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W ILL A S K  · C O N TIN U E D

For Legal and the D P O

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

A re w e m aking autom ated 

decisions about people?

A  list of every action that affects an individual’s job, pay, 

credit, contract or access to a service, such as rejecting an 

application or changing a com m ission rate. For each one, a 

hum an w ho review s the decision and has the authority to 

change it, rather than approving it by default. N o decision 

that has a legal or sim ilarly significant effect on a person 

m ade solely by autom ated m eans, unless G D P R  A rticle 22 

allow s it and safeguards are in place [12]. A  w ay for the 

person affected to ask for hum an review  and contest the 

outcom e.

C an w e show  a regulator 

w hat happened?

A  record for each action show ing w ho ow ned the w orkflow , 

w hich rules applied, w ho approved and w hat executed, in 

one place and in the order it happened. The rules show n 

are the version in force at that m om ent, not today’s. The 

record can be produced w ithin days, as a file the regulator 

can read w ithout the vendor’s help. It holds up as evidence 

because it can’t be edited after the event. A  rehearsal: 

som eone in the com pany has picked a real action and 

rebuilt it from  the record.

TH E  A B X  W H ITE P A P E R S · 02 · A I G O V E R N A N C E  FO R  A U TO N O M O U S  B U S IN E S S 

E X E C U TIO N : H U M A N  O V E R S IG H T A N D  A C C O U N TA B ILITY  IN  P R A C TIC E
gieniabx.com
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W ILL A S K

For the w orks council

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

W ill this system  evaluate 

or m onitor em ployees?

A  w ritten yes or no, not “not by design”. If the answ er is 

yes, or the system  could be used that w ay, w hat it records 

about people and w hich uses are ruled out, such as 

scoring perform ance or tracking activity. The em ployee 

data it can reach, such as em ails, calendars and activity 

logs, and w hich of it is excluded. A ny use that touches 

w orker m anagem ent treated as potentially high-risk and 

classified before go-live [8]. W orkers’ representatives and 

affected em ployees inform ed before the system  goes into 

use [7], and a check w hether local law  requires 

consultation or agreem ent, not only inform ation.

W hat happens to the 

people doing this 

w ork today?

The tasks that m ove to A I, nam ed one by one, and the 

tasks that stay w ith people. W hat people do instead, such 

as review ing, approving and handling exceptions, and w hat 

training or tim e they get to do it. W ho decides how  roles 

change, and w hen the people affected hear about it, before 

the system  goes live rather than after. W hether any role, 

hours or pay is expected to change, and w hat the plan is if 

so. A  route for staff to raise concerns, and a review  after a 

few  m onths to check w hat actually changed.

W ho keeps control? A  designated approver for every action that needs 

approval. The autonom y m ap show ing, action by action, 

w hich of the four levels applies: runs on its ow n, hum an on 

the loop, hum an in the loop or blocked. C ontrol that stays 

w ith the organisation, w ith no action left to the A I or the 

vendor by default.

TH E  A B X  W H ITE P A P E R S · 02 · A I G O V E R N A N C E  FO R  A U TO N O M O U S  B U S IN E S S 

E X E C U TIO N : H U M A N  O V E R S IG H T A N D  A C C O U N TA B ILITY  IN  P R A C TIC E
gieniabx.com
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W ILL A S K

For P rocurem ent

C IS O LE G A L &  D P O W O R K S  C O U N C IL P R O C U R E M E N T

Q U E S TIO N W H A T A  G O O D  A N S W E R  C O N TA IN S

C an the vendor show 

the accountability 

chain w orking?

A  live run of one real task, w ith no slides standing in for it. 

The ow ner’s rules visible before it starts. The action held 

for approval, w ith the approver seeing exactly w hat w ill 

change before it happens. The execution itself, then the 

record show ing ow ner, rules, approver, input, output and 

tim e. A  rejected action and a stopped w orkflow , as w ell as 

the one that succeeds. The sam e record produced 

afterw ards as a file you can keep.

D oes governance depend 

on how  each w orkflow 

is built?

G overnance that applies to every action by default, 

w hoever builds the w orkflow . A pprovals, logging and a stop 

control that a new  w orkflow  gets w ithout the builder adding 

them . R ules set in one place and changed for all w orkflow s 

at once. A  test you can run: build a w orkflow  w ith no 

governance steps and check the controls still apply.

TH E  A B X  W H ITE P A P E R S · 02 · A I G O V E R N A N C E  FO R  A U TO N O M O U S  B U S IN E S S 

E X E C U TIO N : H U M A N  O V E R S IG H T A N D  A C C O U N TA B ILITY  IN  P R A C TIC E
gieniabx.com
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S tarting w ith governance first
G overnance is w hat earns A I m ore room . The organisations that can show  w ho 

ow ns each action and prove w hat happened are the ones that get perm ission to 

give A I m ore room .

W here to start

FIG U R E  6 · S TA R TIN G  W ITH  G O V E R N A N C E  FIR S T

1
P ick one 

w orkflow

2
N am e its 

ow ner

3
M ap its 

actions

4
A gree the 

approvers 

and the 

record

5
R un it and 

review  the 

record

6
W iden 

autonom y 

w here the 

record 

earns it

1 P ick one w orkflow . C hoose one that runs often, costs your team  real tim e and has 

errors you can recover from . If you’re not sure w hich one fits, the readiness score in 

W hitepaper 01, “A utonom ous B usiness E xecution: D efinition, B enefits and A pplications”, 

ranks your w orkflow s so you can start w ith the best candidate.

2 N am e its ow ner. O ne person or role, w ritten dow n.

3 M ap its actions. R un each one through the four questions in C hapter 4 and set its 

autonom y level.

4 A gree the approvers and the record. D ecide w ho approves w hat, w hat they see before 

they approve and how  long the record is kept. C hoose approvers for their authority and 

know ledge of the process, not their availability.

5 R un it and review  the record. A fter a few  w eeks, look at w hat the A I did, w hat w as 

approved and w hat w ent w rong.

6 W iden autonom y w here the record earns it. A n action that has been approved 

unchanged m any tim es m ay be ready for a low er level of oversight. A n action that 

keeps needing corrections stays w here it is.
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The trade-off

G overnance has a cost, and it’s better to nam e it upfront.

A ctions that leave the com pany or 

change a system  of record gain an 

approval step.

The controls apply to every w orkflow 

autom atically, but each new  one needs 

a short set-up: its ow ner nam es the 

actions and decides the level for each.

In exchange, you get a record you can 

show  an auditor, a clear answ er to the 

question “w ho approved this?” and a 

basis for w idening autonom y w ith 

evidence.

That exchange com pounds. E very w orkflow  you govern this w ay becom es the tem plate for 

the next one, using the sam e chain and the sam e levels. The second w orkflow  takes less set-

up than the first, and by the fifth the approach has becom e routine.

E very w orkflow  you govern this w ay becom es the tem plate 

for the next one.
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The 23:40 em ail, answ ered

N E X T M O R N IN G  · 08:05

A P P R O V A L

P rocurem ent lead

A pproved 08:05

E m ail sent 08:06

R E C O R D O W N E R  · P R O C U R E M E N T LE A D P R O P O S E D  · O N E  W E E K  E A R LIE R C H A N G E D  · TW O  D A Y S

A P P R O V E D  · 08:05 S E N T · 08:06

It’s 23:40 on a Tuesday. The sam e A I system  notices the sam e com ponent running short. 

It prepares an em ail asking the supplier to bring the delivery forw ard by a w eek, and it 

flags that the supplier’s term s include an express surcharge.

The w orkflow  belongs to your procurem ent lead, w ho set its rules. S upplier em ails sit at 

hum an in the loop, so the em ail w aits. A t 08:05 the procurem ent lead opens the approval, 

sees the exact em ail and the surcharge, and decides a tw o-day shift is enough. S he edits 

the date and approves. A t 08:06 the em ail goes out.

W hen the supplier calls at 08:15, there’s nothing aw kw ard to explain. The record show s 

w ho ow ned the w orkflow , w hat the A I proposed, w hat w as changed, w ho approved it 

and w hen.

A N  ILLU S TR A TIO N .
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B oth questions from  the first page now  have answ ers. That’s w hat A I 

governance looks like in practice. E very action has an ow ner w ho set its 

rules and an autonom y level that fits its risk, and the record show s 

w hat happened.

H ow  G ieni A B X  delivers this

G ieni A B X  is an autonom ous execution system  for professional w ork. It plans, coordinates 

and executes w ork across the system s your organisation already runs, w ithin the rules, 

perm issions and approvals you define. A utonom y is granted function by function and never 

assum ed. E very change runs in a sandbox first, a person approves w hat m atters, and every 

action is recorded w ith its input, output, approver and tim e. H um ans stay in com m and 

w herever judgem ent or approval is required. G overnance in A B X  is part of how  every action 

executes, so it applies by default to every w orkflow  you run, w hoever builds it.

C O N TR IB U TO R S

A uthor: A nne C ristea 

E xpert review : S am uel B ucher, Tim ur G öreci

TH E  A B X  W H ITE P A P E R S  · 02

S ee it on a real task

B ring one w orkflow  from  your autonom y m ap. In a 20-m inute w alkthrough, 

G ieni A B X  connects to your system s and runs it in a sandbox w hile you w atch: 

the rules, the approval, the execution and the record, every step visible before 

anything reaches production.

B ook A B X  P roduct D em o

https://cal.com/timurgoreci/gieni-abx-demo


A B O U T

A bout G ieni A B X

G ieni A B X  is an autonom ous execution system  for professional w ork. It plans, coordinates 

and executes w ork w ithin clearly defined rules, perm issions and approvals. H um ans rem ain in 

control w herever judgem ent or approval is required.

D efine the outcom e. A B X  executes the w ork. P art of G ieni A G .

TH E  A B X  W H ITE P A P E R S

01 A utonom ous B usiness E xecution: D efinition, B enefits and A pplications

02 A I G overnance for A utonom ous B usiness E xecution: 

H um an O versight and A ccountability in P ractice

gieniabx.com A vailable on M icrosoft M arketplace
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