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Executive summary
Al-enabled activity needs to be visible, traceable and reviewable.

As AI moves into operational use, organisations need more than confidence that a model can
produce useful outputs. They need evidence that can support governance, assurance, review and
accountability when Al contributes to decisions, recommendations, actions or operational work.

Evidence does not replace legal, audit, compliance, security or assurance obligations. Nor does

it automatically prove that an AI use was appropriate, safe or compliant. But without structured
evidence, organisations may struggle to understand what happened, why it mattered, what context
surrounded it and who remained accountable.

Traceability matters because AI use rarely sits in isolation. It may involve users, prompts, systems,
data, tools, providers, policies, approvals and downstream processes. If those relationships are
not visible, governance becomes harder to apply and harder to evidence.

Cortex treats evidence and traceability as core requirements for governed AI operations.

The issue
Many organisations are beginning to recognise that AI governance depends on evidence.

Policies, principles and approval processes are important, but they are not enough on their own.
When Al-enabled activity enters real operations, organisations may need to answer practical
questions after the fact, during review, or as part of assurance, oversight or incident response.

They may need to understand what AI was used for, who used it, what information was involved,
which systems or tools were connected, what output was produced, what action followed and
which governance boundary applied.

In many cases, the evidence needed to answer those questions may be incomplete, fragmented
or difficult to interpret.
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Some evidence may sit in application logs. Some may sit in user records. Some may sit in supplier
systems. Some may sit in workflow tools, audit trails, case files, emails, spreadsheets, dashboards,
ticketing systems or informal notes. Some may not be captured at all.

That creates a governance problem.

If organisations cannot reconstruct Al-enabled activity in a meaningful way, they may struggle to
review whether use remained appropriate, whether policies were followed, whether escalation
was needed, whether accountability was clear, or whether changes are required.

The issue is not simply whether evidence exists somewhere. The issue is whether evidence is
structured, connected and meaningful enough to support review.

Why traceability matters
Traceability is the ability to follow the relevant path of AI-enabled activity.

That path may include the operational context, the user or role involved, the process being
supported, the data used, the model or provider involved, the tool or system connected, the output
generated, the boundary applied and the evidence captured.

Without traceability, AI governance can become dependent on assumptions.

A record may show that a model was used, but not what process it affected. A log may show that an
output was generated, but not whether it informed a decision. A policy may say that escalation is
required, but not whether the operational conditions for escalation were visible. A supplier record
may describe system behaviour, but not how that behaviour related to organisational accountability.

Traceability helps turn isolated records into reviewable evidence.

It allows organisations to ask not only “what happened?” but also “what did this relate to?”, “why
did it matter?”, “who was involved?”, “what boundary applied?” and “what evidence exists
for review?”

In high-consequence environments, this matters because review often depends on context. A record
without context may be technically accurate but operationally weak.

© 2026 Cortex — Governed AI operational infrastructure. Page 2



GJ CORTEX EXECUTIVE BRIEFING 04

Why accountability can become harder to see
AI can make accountability harder to see if organisations do not deliberately preserve it.

In most serious environments, Al should not replace human responsibility. But even when a human
remains accountable, AI may still influence the information they see, the options they consider,
the recommendation they receive, the action they take or the confidence they place in a result.

This creates a practical challenge.

If AI contributes to a decision, recommendation or operational action, organisations may need
to understand how that contribution was made. They may need to distinguish between human
judgement, Al-generated support, system routing, tool execution, policy constraints and
operational context.

If that distinction is not visible, accountability may become blurred.

The phrase “human in the loop” is not enough on its own. A human can only exercise meaningful
oversight if the conditions of Al use are understandable, reviewable and connected to the process
in which the activity occurs.

Accountability therefore depends on evidence.

Not evidence as a defensive archive, but evidence as a structured basis for review, explanation,
learning and governance.

Why it matters operationally

Evidence, traceability and accountability matter because Al-enabled activity can become
embedded in the ordinary flow of work.

An AI tool may support case preparation. It may summarise operational data. It may recommend a
next step. It may assist with triage. It may generate a draft response. It may help compare options.
It may connect to a tool or system. It may produce a record that is later used by someone else.

Each of these uses may appear manageable in isolation. But once they become part of operational
work, organisations may need to understand how they interact with existing responsibilities,
policies, risks and assurance processes.
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Without structured evidence, organisations may find it difficult to:

review AI use after the event;

understand whether use stayed within intended conditions;
investigate unexpected outcomes;

support audit or assurance conversations;

explain how AI contributed to a process;

identify where accountability remained,;

improve governance over time.

The point is not to create unnecessary bureaucracy. The point is to make Al-enabled activity
reviewable enough for the environment in which it operates.

The Cortex view

Cortex starts from the view that governed Al operations require evidence that is connected to
operational context.

Evidence is only useful if it can be interpreted.

A raw log may be useful technically, but governance needs more than technical records. It needs
evidence that can be related to people, processes, systems, data, boundaries, decisions, actions
and accountability.

Cortex Lens is the platform plane associated with observability and traceability. It helps make
Al-enabled activity visible and reviewable in relation to the operational conditions around it.

Cortex Ledger is the platform plane associated with structured evidence and accountability records.
It supports the creation of evidence that can help organisations understand what happened, what
context surrounded it and what may need to be reviewed.

Together, Lens and Ledger help move AI governance beyond vague confidence and isolated records.
They support a clearer view of activity, evidence and accountability.

This does not mean Cortex replaces formal audit, legal review, compliance processes, security
assurance or organisational accountability. It does not. It provides structured material that can
support those conversations.
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Evidence and traceability connect

Evidence and traceability help connect Al-enabled activity to the conditions needed for review.

EVIDENCE ELEMENT PUBLIC ROLE

Activity

Context

Boundary

Output

Review

Accountability

Shows what Al-enabled activity took place.

Relates activity to the people, processes, systems, data and
dependencies around it.

Shows which policy, permission, risk or governance condition
applied.

Captures what was produced, recommended, routed,
summarised or generated.

Supports assurance, audit, governance or operational review
conversations.

Helps keep responsibility visible when Al contributes to
decisions, recommendations or actions.

Evidence and traceability do not guarantee that an AI use was appropriate. They give organisations
a better basis for understanding, reviewing and improving how Al is used.

What organisations should consider

When adopting Al in operational settings, organisations should ask evidence-first questions.

They should ask:

What evidence will be created when Al is used?

What does that evidence show?

What does it not show?

Can evidence be connected to operational context?

Can reviewers understand which process, user, system or boundary the activity related to?

Can the organisation see whether AI influenced a decision, recommendation or action?

Can evidence support audit, assurance, governance or incident-review conversations?

Who can access the evidence?

How long should evidence be retained?

How will accountability remain visible if AI use changes over time?
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These questions should be considered before Al use scales.

If evidence requirements are considered only after AI has become embedded, organisations may
find that the material they need was not captured, was captured in the wrong place, or cannot
be connected to the operational questions that later arise.

A good evidence approach should be proportionate. Not every Al use needs the same level of
traceability. But the more consequential the environment, the more important it becomes to
understand what evidence is needed and how it will support accountability.

How Cortex relates

Cortex supports evidence, traceability and accountability through the relationship between
operational context, runtime governance and structured records.

Cortex Atlas helps establish the operational context around AI use.

Cortex Conduit supports governance while Al-enabled activity operates.

Cortex Lens helps make activity observable and traceable.

Cortex Ledger supports structured evidence and accountability records.

Cortex Gate helps govern the boundaries between Al tools, systems and providers.

Cortex Bridge supports continuity across changing models, providers and runtime conditions.

Together, these planes help organisations move from isolated AI use to governed AI operations
that can be reviewed, evidenced and improved.

Cortex does not claim that evidence alone delivers assurance. It does not replace audit, compliance,
security or legal review. It does not determine legal responsibility. It provides a structured
foundation that can support clearer governance and accountability conversations.
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Closing statement
Al operations need evidence that can be reviewed.

As AI becomes part of real work, organisations need to understand what happened, what it related
to, what evidence exists and who remained accountable.

Traceability helps connect AI activity to operational context. Evidence helps make that activity
reviewable. Accountability helps ensure that responsibility does not disappear behind technology.

Without those foundations, AI governance risks becoming difficult to prove, difficult to review and
difficult to trust.

That is why Cortex treats evidence, traceability and accountability as core components of governed
Al operations.

SUGGESTED ONWARD READING
Explore Cortex Lens to understand how Cortex frames ohservability and traceabhility.
Read Cortex Ledger to understand structured evidence and accountability records.

Review Governance Evidence to see how evidence supports assurance, governance
and review conversations.

Read Observabhility and Traceability to understand why visibility matters for
Al governance.

For broader context, read Briefing 01: AI as Operational Infrastructure, Briefing 02:
Why Operational Context Matters for AI Governance and Briefing 03:
Runtime Governance.
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