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The Studio Governance Mode

|TM

Reliability and organizational judgment in Al assisted work

A practical framework for mission driven organizations

Scout = Reader — Architect = Operator

Why this framework begins with reliability

Al can help an organization move from a question to a finished piece of work with remarkable ease. That
ease creates a responsibility: someone must still establish whether the work is accurate, appropriate to the
mission, and authorized to leave the organization.

The Studio Governance Model™ organizes that responsibility around four recognizable roles. It proposes a
way to make Al work easier to examine, challenge, and govern while preserving human judgment at the
center.

This second edition brings the original concern about Al unreliability into the foreground. It retains the first
edition’s concerns about Al drift and cognitive monoculture, and connects them to practical decisions about
evidence, permissions, review, and evaluation.

Status of the framework
The model is a proposed governance framework. The safeguards and pilot described here are

recommendations for testing in practice. This paper does not report a completed evaluation or establish that
four roles, multiple agents, or multiple models improve reliability.
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Executive summary

An organization can receive an Al output that is fluent, useful, and wrong. It can also receive an output that is
factually accurate but poorly suited to its relationships or mission. Governance needs to address both
possibilities. Reliability includes the quality of the work, the legitimacy of the action, and the organization’s
ability to explain how a decision was reached.

The Studio Governance Model™ separates Al assisted work into four cognitive roles: Scout explores and
gathers evidence; Reader interprets and distills it; Architect develops a response or artifact; Operator
prepares and carries out authorized actions. These are responsibilities within a workflow. They do not require
four employees, four products, or four autonomous agents.

The central proposal is to make each transition visible. Sources should remain available as work moves
forward. Important claims should be checked against those sources. Uncertainty should survive
summarization. An authorized person should approve consequential actions, and execution should be
checked against what was approved.

Role separation can be implemented on one platform, across different models, or through a hybrid
arrangement. Different instructions do not establish independent reasoning. Different models do not
guarantee different errors. The choice should follow the task, the organization’s capacity, and evidence from
comparison.

A practical starting point

Begin with one contained project, such as a small nonprofit’'s grant impact report. Use approved, non-
sensitive records; name a workflow owner and an authorized approver; retain the evidence behind the
report; and compare the proposed workflow with the current process. Measure errors that reach the final
draft, review effort, time, cost, and mission fit. Test approval controls as well as writing quality.

The purpose is intentional design. An organization should be able to say what its Al workflow is meant to
accomplish, where it can fail, who can stop it, and what evidence would justify continuing it.

Reading guide
Sections 2-3 explain reliability and organizational judgment. Sections 4-8 describe roles, evidence,

implementation, and authorization. Sections 9-11 provide a nonprofit pilot and evaluation plan. Sections 12-
13 offer working records and a path forward.
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Unreliability is the starting problem

Al often enters organizational life through ordinary tasks: a first draft of an email, a summary of a long report,
an outline for a grant proposal. Each use can feel modest. Together, they create a workflow in which Al
contributes to what the organization knows, says, and does.

The original motivation for this model is unreliability. A plausible answer is not sufficient grounds for
organizational action. A summary may omit a condition. A report may turn an estimate into a fact. A well-
written message may promise something no one has authorized. The relevant question is what the
organization must check before relying on the output.

Three questions for every project

Is the work supported? Claims, calculations, quotations, and interpretations need an appropriate basis. A
citation is a route to evidence, not proof that the evidence supports the sentence beside it.

Is the work appropriate? Staff must judge whether the proposed language, priorities, and recommendations
fit the organization’s mission and the people affected. Accuracy alone cannot settle a question about dignity,
relationships, or competing obligations.

Is the action authorized? Permission to prepare a draft does not imply permission to publish it, send it,
change a record, or commit resources. The workflow needs a named person who can approve each
consequential action.

Match review to consequence

A private brainstorming note and a public impact report do not need identical controls. Before beginning,
identify the audience, sensitivity of the information, reversibility of the action, and consequences of error.
Increase review where a mistake could mislead a funder, expose personal information, or create a
commitment.

When the available evidence is insufficient, the appropriate output may be a question, an explicitly limited
draft, or a decision to stop. The workflow should make that response possible without treating it as failure.
Completing every stage is less important than knowing when the work is ready to advance.
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Al habits and organizational judgment

The first edition describes Al drift as the gradual reshaping of organizational language, decisions, and
priorities through unexamined Al habits. This remains a central concern. Here, Al drift refers to organizational
practice, rather than a technical change in a model’s behavior over time.

Mission drift

A team may repeatedly choose the version of a message that is easiest to produce or measure. Over time,
questions about response rates can displace questions about trust. A program can become easier to describe
while its harder, less measurable purposes receive less attention. These are risks to examine, not outcomes
this paper has demonstrated.

Al can contribute to that process when staff accept its framing without asking what has been left out. An
accurate report may still present the organization primarily through the measures that happen to be
available. Human review therefore needs to consider the choice of questions and evidence, as well as the
correctness of individual statements.

Governance drift

Practice can move ahead of shared rules. A useful experiment becomes routine; access expands; a draft
becomes a publication process. Without deliberate review, it can become unclear which information may be
used, who is accountable, and when approval is required. Governance drift names that gap between actual
practice and intentional oversight.

Cognitive monoculture

The original paper uses cognitive monoculture to describe a narrowing of perspective when one Al system
dominates research, writing, planning, and communication. A single system may carry its assumptions
through successive stages. However, several systems may also repeat similar assumptions or rely on the
same underlying sources. Product variety is an incomplete measure of intellectual diversity.

Meaningful contrast comes from examining alternatives: different evidence, different interpretations, and
the perspectives of people affected by the work. A program participant’s objection can matter more than
agreement among several models. The organization should preserve room for disagreement even when the
Al output reads smoothly.

The model’s broader ambition is to help people notice how their work is being shaped. Reliability and
organizational judgment belong together because a dependable process must support both accurate work
and deliberate choices about its purpose.
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Four roles with visible responsibilities

The Studio Governance Model™ uses familiar stages of collaborative work. A person may perform more than
one role, and a project may return to an earlier stage. The roles establish responsibilities and handoffs; they
do not certify the quality of an output.

Explore the question and gather relevant

Scout . Source register, scope, gaps, and competing evidence.
material. & Pe, gap peting
S -linked findings, lifications, and Ived
Reader Interpret evidence and preserve its limits. ourc? inked ninclings, qualifications, and tnresolve
questions.
Architect Develop a response grounded in the Draft with traceable claims, options, and explicit
evidence. assumptions.
. . Exact version for approval, action record, and execution
Operator Prepare and perform permitted actions. . PP
evidence.
Scout

The Scout widens the field before the team settles on a story. Discovery should include evidence that
complicates the preferred conclusion. The Scout records what was searched, what was selected, and what
remains missing. Finding a source does not establish that it is credible or relevant.

Reader

The Reader distinguishes what a source says from what the team infers. Dates, populations, definitions,
denominators, and caveats travel with the findings. Contradictory accounts remain visible until someone
resolves them or explains why they cannot be resolved.

Architect

The Architect creates something useful from the analysis. It may be a report, proposal, plan, or
communication. New factual claims introduced during drafting must receive the same scrutiny as claims
supplied by earlier roles. Good narrative structure cannot substitute for support.

Operator
The Operator translates approved work into the required format or system. Formatting can alter meaning, so

the prepared version still needs checking. Execution stays within assigned permissions. A completed action
requires evidence of what happened, rather than a statement from the Al that it is finished.
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The Studio Governance Model ™

Reliability and organizational judgment in Al assisted work

VERIFICATION ACROSS ALL FOUR ROLES

Source checks / Analytical checks / Mission review / Authorization checks
Human review challenges evidence, interpretation, mission fit, and permission before work advances.

(17 [1X] 04

Reader Architect Operator
Explore and gather Interpret and distill Develop a response Prepare the exact version
Relevant material, scope, What sources say, what is Draft grounded in evidence, Check formatting, tables, and destination.
gaps, and competing evidence. —>| inferred, and what is uncertain. —>| with options and assumptions. > ¥

HUMAN REVIEW + AUTHORIZATION

Exact version, action, destination, timing, conditions

WHAT MOVES FORWARD WHAT MOVES FORWARD WHAT MOVES FORWARD
Source register Source-linked findings Draft with Execute within assigned permissions
and original evidence and qualifications traceable claims Verify the result; retain execution evidence. -

ORIGINAL EVIDENCE + TRACEABILITY AT EVERY HANDOFF
Keep original sources and locations accessible alongside each output version.

Carry assumptions, unresolved questions, reviewer decisions, and the next required review forward.

FEEDBACK / Correct upstream evidence and findings; recheck dependent work.

Advance only when ready. Return to any earlier role when evidence or review requires it.

If the approved content, recipients, destination, or conditions change, obtain approval again.

Proposed governance framework; reliability must be evaluated in practice.

Source: Second Edition, sections 4-6, 8, and 13. Roles are responsibilities; review is not a fifth role.
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Evidence must survive the handoff

A staged workflow introduces a particular risk: an early error can become the accepted premise for
everything that follows. If the Reader misstates a source, the Architect may build a persuasive report around
that mistake. The Operator may then give the report a polished appearance and distribute it. Additional
stages can spread an error as well as expose it.

Keep the original within reach

Each handoff should include the task, output version, relevant original sources, source locations,
assumptions, unresolved questions, and the next required review. A shared folder and a simple project log
can support this for a small team. An Al-generated summary should not become the only surviving record of
the evidence.

For an important claim, record the sentence or finding, its source and page or record location, whether it is a
direct statement or an inference, and the reviewer’s disposition. Check the claim in context. Confirm that the
source supports the scope and wording of the claim, rather than merely discussing the same topic.

An illustrative error

Suppose a program record lists 120 attendances across several sessions. The Reader calls these 120
participants. The Architect writes that the nonprofit served 120 distinct people. A reviewer who compares
the draft only with the summary may approve it. A reviewer who opens the program record can see that
repeat attendance has not been excluded.

The correction belongs upstream as well as in the final paragraph. Revise the finding, identify the drafts and
slides that used it, and check every dependent claim. If a distributed report contains the mistake, a named
staff member should decide how recipients will be informed and which copies need replacement.

Preserve uncertainty

An estimate should remain an estimate. A small survey should retain its response count and limits. Missing
data should remain visible. If two records disagree, mark the discrepancy and ask the responsible person to
resolve it. Repeated agreement among Al outputs does not resolve a conflict in the original evidence.

The proposed safeguard is traceability plus review. Its effectiveness depends on access to the right evidence
and on the reviewer’s ability and time to examine it. The evaluation must test whether errors are actually
caught.
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Review without adding a fifth role

Quality review is a responsibility across all four roles. It does not need to become a fifth cognitive role. The
workflow owner decides who checks the work, what they inspect, and what findings must be resolved before
the project advances.

Review the basis of the work

A source check asks whether a statement is supported. An analytical check asks whether an interpretation
follows from the evidence. A mission review asks whose perspective is represented and whether the
proposed framing fits the organization’s commitments. An authorization check asks whether the action and
approver are permitted. These checks answer different questions.

An Al reviewer can help locate inconsistencies or generate questions. Give it access to original evidence and
clear review criteria. Where useful, ask it to assess the evidence before showing it the earlier interpretation.
This is a proposed way to reduce dependence on the previous answer; it does not make the reviewer
independent or establish that its judgment is correct.

Make human review workable

Name a reviewer with enough subject knowledge and authority to challenge the work. Provide the exact
draft, supporting records, known uncertainties, and a short list of decisions needed. Allow time for
correction. A person who can only approve a finished artifact under deadline has little practical oversight.

For a small team, the author may also check routine details. For a consequential report, arrange a second
person’s review where feasible and record any limits in coverage. If the team lacks the expertise to resolve an
important question, narrow the claim, seek qualified help, or defer the action.

Handle disagreement explicitly

When reviewers disagree, record the disputed claim, the evidence on each side, and who will decide. Do not
ask models to keep revising until they appear to agree. Agreement may reflect accommodation to the
prompt rather than resolution of the issue.

The owner can accept a supported interpretation, remove a weak claim, or preserve the uncertainty in the
final text. Any decision should be understandable later. Human accountability requires the ability to explain
why a choice was made, including when the organization chose to proceed with a known limitation.
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Choose an implementation you can govern

The model is tool-agnostic. A platform is the environment used to access tools and models. A model is the
underlying system producing an output. An agent is a configured system that may carry out tasks using
instructions and tools. Several agents on one platform can share a model; one platform can also provide
access to several models.

. Separate instructions, records, and review Shared assumptions; context carried between

Single platform . .
steps for the four roles. stages; actual model configuration.

Multi-model Use different underlying models at selected Overlapping errors; incompatible outputs; added
stages or for review. cost, transfers, and data exposure.
Keep routine work in one environment and

. o Whether the extra check catches relevant errors and
Hybrid add selected external checks or human

. remains manageable.
expertise.

Start with responsibilities

Choose the evidence, handoffs, reviewer, and approval rules before assigning products. A small nonprofit
may reasonably start on one approved platform because staff can manage it. Separate work sessions or task
instructions can clarify responsibilities, although they do not guarantee fresh reasoning or prevent shared
mistakes.

A multi-model arrangement offers another opportunity for contrast. It also introduces more transfers to
check and more settings to understand. Model diversity should be evaluated by relevant disagreements and
errors caught, rather than by the number of product names in a workflow.

Use additional complexity selectively

A hybrid approach might keep drafting and formatting on one platform while a second model checks
disputed interpretations against approved sources. Alternatively, a human program lead may provide the
needed contrast without another model. The appropriate choice depends on what the additional review
contributes.

Before transferring material, confirm that the destination and its data handling are approved for that
information. Record the configuration used during the pilot and repeat relevant checks after a material
change. If the team cannot explain or maintain a workflow, its apparent sophistication provides little basis for
trust.
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Authorization and execution

Permission to read, permission to draft, permission to approve, and permission to execute are separate
decisions. The Operator must not acquire approval authority simply because it can reach a publishing or
communication tool. A prompt asking for approval is not evidence that the requester has that authority.

Approve a specific action

Before execution, the authorized person should see the exact version, intended audience or destination,
action, timing, and any material conditions. Record who approved it and when. If content, recipients,
destination, or relevant conditions change, obtain approval again. Establish when an approval expires or
must be reconfirmed.

In a manual pilot, keep the final send or upload with the named person and keep Al access limited to
preparation. In an automated workflow, permissions and approval checks must be enforced by the
surrounding system. An instruction telling an Al to obey the approver is not an adequate substitute for access
controls.

Treat source content as evidence

A document, website, or incoming message may contain instructions directed at the Al. Those instructions do
not gain authority merely by appearing in source material. The workflow should treat them as content to
inspect, preserve the approved task boundaries, and stop if a source attempts to redirect an action or obtain
information outside scope.

Verify what happened

After execution, check the destination, version, and result using evidence from the receiving system or a
direct inspection. Record failures and partial completion. If the system times out, establish whether the
action occurred before retrying; an unexamined retry could create a duplicate message or record.

Keep a practical stop procedure. Name who can pause the workflow, remove tool access, correct an artifact,
and notify affected people. Some actions cannot be fully undone. That is a reason to place review before
execution and to keep the pilot contained.

These are proposed requirements for a governed implementation. Their presence in a written workflow does
not establish that they work. Unauthorized approvals, changed versions, incorrect destinations, and
interrupted execution should be tested before consequential use.
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A small nonprofit pilot

Consider a small nonprofit preparing a grant impact report. This is an illustrative pilot, not a case study or a
report of results. The aim is to learn whether a structured workflow produces acceptable work with a level of
review the team can sustain.

Set a contained scope

Use a completed reporting period and a fixed packet of approved records: aggregate program counts, the
relevant grant requirements, an approved budget summary, and feedback cleared for this use. Exclude
identifiable client information and unapproved quotations. Keep external sending or submission outside Al
access during the pilot.

Name a staff lead as workflow owner, a program colleague as evidence reviewer, and a director or other
designated person as final approver. One person may hold several responsibilities if staffing requires it, but
record that overlap. The pilot tests a modest process; it does not require new departments.

Move through the four roles

Scout assembles the packet, checks coverage against the funder’s questions, and identifies missing or
conflicting records. Reader prepares findings with source locations, definitions, and caveats. A program
colleague checks consequential counts and interpretations before they become the report’s foundation.

Architect develops the narrative, maintaining a link between material claims and their evidence. It marks
unsupported requests for clarification instead of filling gaps with plausible language. The human reviewer
examines the draft against the packet and asks whether it represents the program and community fairly.

Operator prepares the report in the required format, checks tables and totals after formatting, and presents
the exact version for approval. The designated person makes the actual submission. The project log records
the final version and confirmation of receipt.

Keep the learning question narrow

Begin on one approved platform. Add a second model only if a specific uncertainty warrants a comparison
and the information may be shared there. The pilot asks whether this workflow helps this team produce this
kind of report. It cannot establish that every nonprofit or task will benefit.

A useful pilot may end with a decision to simplify, narrow Al use, or stop. The objective is evidence for a
decision, rather than a successful demonstration at any cost.
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A six week learning cycle

The following schedule is a proposed starting point. Adjust it to staff capacity and the reporting deadline.
Establish data rules, review responsibilities, and approval boundaries before the first working draft.

Record prOd uced

Week 1 Map current practice and agree on scope, roles, One-page pilot charter and baseline process
permissions, and acceptance criteria. map.

Week 2 Prepare the fixed evidence packet and assessment rubric. Source register, checked facts, baseline draft,
Produce a baseline draft using the current process. and time log.

Weeks 3-4 Run the four-role workflow on the same packet. Keep Handoffs, claim record, draft versions, and
review effort and corrections visible. review notes.
Score outputs and run failure exercises. Resolve issues .

Week 5 P L. Comparison results and control test records.
before any actual submission.

Week 6 Review outcomes with staff and decide whether to Decision, limitations, owner, and next review
continue, revise, or stop. date.

What completion means

The team should have a visible map of Al use, a documented project, evidence of review and approval, and a
comparison with current practice. It should also know what the pilot did not test. A neatly organized folder is
useful, but it is not evidence of improved reliability on its own.

Protect staff capacity

Agree on an effort budget before starting. Count time spent preparing sources, coordinating handoffs,
reviewing drafts, correcting mistakes, and managing tools. If the workflow adds more work than the team
can sustain, examine which steps contribute before expanding it.

After the pilot, continue only within the tested scope. Review again when the reporting task, data sensitivity,
model, tool access, or staffing changes materially. Over the next several months, incorporate useful checks
into existing templates and meetings. Governance becomes more practical when staff can use it as part of
ordinary work.
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Measure reliability rather than assume it

Compare the current process with the proposed workflow using the same task requirements and source
packet. Where feasible, score drafts without revealing which method produced them. Separate the quality of
the first completed draft from the quality after human correction. Otherwise, extensive review can conceal
weaknesses in the generation process.

. Count unsupported, incorrect, or misleading claims per report and per 100 checked factual
Material errors . . . .
claims. Define materiality before scoring.

Omissions Count required reporting items that are missing, with a separate count for consequential
omissions.

Share of checked factual claims whose cited source location actually supports the wording and
scope.

Traceability

Human minutes for source checks, mission review, approval, and correction; record generation

Review effort S
and coordination time separately.

Time and cost Elapsed time to an acceptable version, total staff time, and direct tool costs.

Human rubric for respectful representation, preservation of context, alignment with mission, and

Ission visibility of uncertainty.

Control performance Pass or fail for each authorization and execution test, with evidence and unresolved defects.

Agree on decision rules in advance

For example, require no unresolved material factual errors before release, support for every checked
consequential claim, and successful rejection of every unauthorized action in the test set. These are
proposed release criteria, not measured results or universal thresholds. Set a tolerable effort budget and the
desired improvement over the baseline before viewing scores.

One report can test feasibility and reveal failures. It cannot support a general claim of superior reliability. If
capacity permits, repeat with several comparable past reports. Track what was checked, how many claims
and documents were examined, who scored them, and where reviewers disagreed. Report counts alongside
percentages and preserve uncertainty from small samples.

To learn whether a second model adds value, compare it with the single-platform role workflow using similar
review time. Changing roles, models, and review effort together may improve an output but will not show
which change contributed. Distinguish a decision to adopt a useful package from a causal claim about any
one component.
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Test the workflow when something goes wrong

Use copies of records and a sandbox or manual simulation. Introduce controlled faults into the test materials
and keep them out of the actual submission. The tests below are proposals for acceptance testing; passing
them does not prove the system will catch every future failure.

m Expected behavior and evidence

Change attendances to distinct participants. Review identifies the mismatch against the

Incorrect summar ..
i original record and corrects dependent drafts.

Supply two different totals. The workflow flags the conflict and pauses the affected claim for

Conflicting records .
human resolution.

Attach a real source that does not support the claim. Review rejects the claim or requests

Unsupported citation ) .
PP appropriate evidence.

A person without approval authority attempts release. The action is blocked, remains

Unauthorized approval
! . pprov unapproved, and the attempt is recorded.

Revise content or recipients after approval. The changed action cannot proceed on the

Changed approved version .
& PP earlier approval.

Insert a request to bypass review or send material elsewhere. The workflow preserves task

Instruction in a source . . .
boundaries and records the attempted redirection.

Simulate an interrupted send or upload. The owner checks whether it occurred before

Uncertain execution .
allowing a retry.

Use failures to revise the process

For each test, record the setup, expected result, observed result, evidence, owner, and corrective action.
Repeat a failed test after the correction. If a control cannot be enforced reliably, remove the relevant Al
permission or retain that action with a person until the weakness is resolved.

Review tests also have limits. Knowing that errors have been planted can make reviewers unusually alert.
Keep ordinary project results separate from deliberately seeded tests. Both are useful, but they answer
different questions about the workflow.

Decide what the evidence permits

Continue when the tested scope meets the agreed criteria and staff can sustain the process. Revise when the
weaknesses are specific and remediable. Pause when material errors or authorization failures remain
unresolved. Record the reasons, rather than converting a mixed result into an unqualified success story.
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Working records and the next decision

A small organization can begin with a shared folder and a short project log. Record enough to reconstruct
consequential decisions without creating an administrative burden that overwhelms the work. Restrict access
to the records and retain them according to the organization’s applicable policies.

A compact project record

Pilot charter: task, audience, scope, information allowed, exclusions, workflow owner, reviewer, approver,
permitted actions, acceptance criteria, and effort budget.

Source register: file or source identifier, version or date, location, reason for inclusion, sensitivity, and known
limitations. Preserve the reviewed versions so that a later change does not silently alter the basis of the
report.

Claim and handoff record: output version, material claim, supporting location, interpretation or assumption,
unresolved issue, reviewer, disposition, and next responsible person. Use the same identifiers across drafts
where practical.

Approval and execution record: exact approved version, action, audience or destination, approver, time,
conditions, actual result, and confirmation. Include corrections or incidents and the person responsible for
resolving them.

Evaluation record: baseline and pilot outputs, assessed claims, errors and omissions, review time, costs,
rubric scores, test outcomes, limitations, and the decision to continue, revise, or stop.

Designing Al habits deliberately

The Studio Governance Model™ begins with a practical concern: organizations need a way to decide when Al
assisted work deserves reliance. Its four roles make the work visible. Source verification, review, and
authorization give that structure operational meaning. Evaluation asks whether the resulting process is worth
keeping.

The intellectual concern remains broader than factual accuracy. Organizations also need to notice which
perspectives become familiar, which questions disappear, and whether efficient language still expresses the
mission. No configuration of Al tools can make those judgments on an organization’s behalf.

Circulation over isolation remains a useful principle: exploration informs analysis, analysis informs creation,
and creation informs execution. At each transition, people need access to the evidence and authority to
challenge the result. The framework earns its place through what a team can observe, explain, and improve
in practice.

Edition note

This second edition develops The Studio Governance Model™: Multi-Model Thinking for Organizations Using
Al, the original 15-page white paper. It preserves the four roles and the concepts of Al drift, cognitive
monoculture, and human judgment while adding proposed reliability safeguards and an evaluation plan. The
nonprofit example and all test criteria are illustrative; no pilot outcomes are claimed.
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