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Coda	to	Part	VI	—	The	board	that	cannot
see

Responsibility	without	visibility
A	 board	 approves	 a	 strategy.	 Management	 deploys	 autonomous	 systems	 to
carry	it	out.	Agents	make	consequential	decisions	across	procurement,	finance,
operations	 and	 customer	 relationships.	 Their	 permissions	 are	 bounded,	 their
logs	complete,	and	their	aggregate	performance	positive.	The	board	receives	a
dashboard	full	of	green	indicators.

What,	precisely,	does	it	know?

It	 knows	 what	 the	 system	 reports.	 It	 may	 not	 know	 whether	 the	 decisions
behind	 those	 reports	 were	 supported	 by	 the	 institutional	 judgment	 the
organization	was	obliged	to	exercise.	This	is	the	responsibility–visibility	gap:
consequential	 action	 is	 distributed	 across	 machines	 while	 the	 human
institutions	 responsible	 for	 directing	 and	 overseeing	 the	 enterprise	 cannot
individually	see,	reconstruct	or	challenge	every	decision.

Legal	duties	do	not	disappear	because	software	acts,	and	what	they	amount	to
for	 a	 given	 director	 depends	 on	 jurisdiction	 and	 facts.	 The	 claim	 here	 is
organizational,	 not	 legal:	 the	 scale	 of	 delegated	 action	 creates	 a	 visibility
problem	that	boards	must	address	within	whatever	mandate	they	actually	hold.

More	reporting	is	not	the	same	as	more	governance
The	 inherited	 answer	 to	 complexity	 is	 reporting:	 another	 dashboard,	 another
committee,	another	quarterly	audit.	Each	may	help.	None,	by	 itself,	solves	the
arithmetic.	 A	 human	 board	 cannot	 review	 every	 machine-speed	 decision.	 A
summary	 of	 successful	 executions	 does	 not	 reveal	 whether	 the	 underlying
decision	authority	was	legitimate	or	the	decision	basis	adequate.

The	board’s	task	therefore	shifts	in	emphasis	from	examining	every	decision	to
overseeing	 the	architecture	 under	which	 decisions	 are	 permitted.	Which
classes	 of	 decisions	 may	 proceed	 autonomously?	 Which	 require	 independent
scrutiny?	Who	is	authorized	to	set	and	change	the	boundaries?	When	must	an
agent	 escalate?	 Who	 verifies	 the	 verifier?	 What	 evidence	 survives	 for	 later
challenge?



The	 Blueprint,	 the	 SIA	 and	 the	 Ledger	 are	 instruments	 for	 answering	 these
questions.	They	expose	authorization,	constraints	and	provenance	at	the	level	of
the	 decision.	 They	 do	 not	 replace	 the	 director’s	 own	 judgment;	 they	 give	 it
something	to	be	exercised	on.

One	machinery,	distinct	authorities
The	 Introduction’s	claim	 is	 that	management	and	governance	act	 through	one
machinery.	 It	 is	 not	 a	 claim	 that	 they	 become	 one	 authority.	 A	 common
architecture	is	not	a	common	signature:	a	technical	operator	does	not	acquire,
by	running	the	machinery,	the	authority	that	belongs	to	a	responsible	human	or
a	governing	body,	and	a	board’s	approval	of	an	architecture	is	not	approval	of
every	action	taken	under	it.

The	 board	 cannot	 be	 everywhere	 the	 enterprise	 acts.	 Its	 oversight	 must
nevertheless	 reach	 the	 structures	 through	 which	 the	 enterprise	 delegates
consequential	action.	That	is	the	new	board	question:	not	Did	every	agent	pass
its	checks?	but	Can	we	account	for	the	authority	and	judgment	under	which	the
enterprise	decides?
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