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Most organisations still evaluate AI as if it only advises, summarises, classifies, or recommends. That 
assumption is starting to break. 

The next stage of AI adoption is increasingly about systems that can act. They can release payments, settle 
claims, approve bookings, change access rights, trigger procurement, disclose regulated information, or 
issue operational instructions. Once AI is allowed to do that, the buying decision changes. 

The question is no longer if  the AI looks impressive in a demo. The question is if your organisation can still 
control it at the exact point where its action becomes real. 

That is the problem OTANIS is designed to address. 

What OTANIS is 
OTANIS is an open governance architecture for high-consequence (critical) agentic AI systems. 

In business terms, it is a structured way to ensure that an AI system does not move from proposal to real 
world action unless the right authority, checks, and evidence still exist at the moment the action commits. 

It is designed for situations where AI is no longer only helping a person think, but is increasingly allowed to 
act on behalf of the organisation. 

Why this matters 
The risk profile changes the moment AI is allowed to act. 

If an AI recommends a payment, someone can still stop it. If it sends the payment, the organisation is 
already exposed. 

If it suggests a claims outcome, that can still be reviewed. If it releases settlement, the financial and 
regulatory consequences are immediate. 

If it proposes an access change, there is still time to intervene. If it grants live production access, the risk is 
already real. 

This is the core business shift. It is the shift from recommendation to commitment. 
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Many organisations already have AI policies, approval workflows, governance committees, and audit logs. 
These are useful, but they are not enough if the system can still take a binding action without proper control 
at the final point of execution. 

That is the gap OTANIS is meant to close. 

What problem OTANIS solves 
OTANIS does not promise perfect AI.​
 It does not claim models will never be wrong.​
 It does not make operational risk disappear. 

What it does is give organisations a more disciplined way to govern AI where business consequences are 
real. 

It helps answer five practical questions. 

 What is the AI actually allowed to do?​
 Where does a recommendation become a real action?​
 What must be true before that action is allowed to happen?​
 What happens if those conditions are not met?​
 Can the organisation prove afterwards that the action was legitimate? 

That is what turns governance from policy language into operational control. 

Where OTANIS fits best 
OTANIS is intended for systems where AI can create meaningful external consequences. 

Typical use cases include 

●​ payments and treasury actions​
 

●​ claims settlement​
 

●​ booking confirmation​
 

●​ access control changes​
 

●​ logistics and dispatch​
 

●​ regulated disclosure​
 

●​ selected operational workflows with irreversible effects​
 

It is not intended for everything. 

It is usually unnecessary for simple advisory tools, reporting assistants, internal drafting tools, or systems 
that do not take binding action. 



It is also better suited to focused business systems than to broad open-ended AI environments. It works 
best where the organisation can clearly define what the system is allowed to do, where the point of no 
return sits, and what conditions must hold before action is taken. 

What adopting OTANIS looks like 
Adopting OTANIS does not usually mean replacing your current systems. 

In most organisations, it means strengthening the small number of points where AI becomes operationally 
significant. 

The starting point is usually a limited set of high-risk workflows such as payments, claims, bookings, access 
changes, or dispatch. The organisation identifies where the true point of commitment sits, defines what the 
system is and is not allowed to do, specifies the required conditions for action, and ensures those 
conditions are checked where the action actually commits rather than earlier in the process. 

That governance design then becomes a specification for engineering and control implementation. OTANIS 
defines what must be enforced. Engineers implement how it is enforced in the live environment. 

For most organisations, the sensible route is phased adoption. Start with one or two critical workflows, 
prove that control holds where it matters, and then extend the approach carefully into adjacent areas. 

Why senior leaders should care 
For CIOs and CTOs, OTANIS is about architecture, control, and production suitability. It helps distinguish 
systems that are ready for live operations from those that still carry hidden structural weaknesses. 

For CROs, compliance leaders, and risk committees, it is about preventing failures that arise when authority 
is unclear, approvals are stale, evidence is missing, or the system acts without proper control at the final 
moment. 

For boards, it is about accountability. If something goes wrong, can the organisation show that the action 
was properly authorised, properly controlled, and properly recorded when it happened? 

That is a much stronger standard than simply asking whether the vendor says the system is safe. 

The procurement question 
The most useful procurement question is not 

Does this vendor have AI governance? 

The better question is 

Can this system show where real business action happens, and can it prove that the right control 
still exists there at the moment of execution? 

If the answer is vague, incomplete, or dependent on earlier approvals that may no longer hold, the 
organisation should be cautious. 

 



What business leaders are actually buying 
When organisations engage around OTANIS, they are not buying a licence to a closed framework. 

They are typically buying one or more of the following 

●​ an architectural review of an existing AI system​
 

●​ a feasibility assessment for introducing AI into a critical workflow​
 

●​ a pressure test of governance, authority, and execution controls​
 

●​ a design programme for higher-consequence agentic workflows​
 

●​ procurement support to assess whether a vendor architecture is genuinely governable​
 

●​ implementation guidance for engineering teams and decision-makers​
 

That is the practical commercial value. It helps an organisation avoid deploying AI into workflows where 
control looks adequate on paper but fails under real operating conditions. 

Final view 
Agentic AI can create real commercial value. It can improve speed, responsiveness, consistency, and 
scale. 

But once AI is allowed to act rather than advise, the standard has to change. 

The question is not simply whether the system can do the job. 

The question is whether the organisation can still control it when the job becomes real. 

That is what OTANIS is for. 

OTANIS is open because governance architectures for critical AI systems should be open to scrutiny. The 
value is not in restricting access to the architecture. The value is in helping organisations apply it properly 
when designing, reviewing, procuring, or deploying high-consequence agentic systems. 
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