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Executive summary
Al governance must extend to the connections around AI.

As organisations move AI from experimentation into operational use, AI-enabled activity may begin
to connect with tools, systems, data, workflows, providers and external services. These connections
can increase usefulness, but they also create governance questions that cannot be answered by

AI capability or supplier choice alone.

The issue is not simply whether Al can integrate with other systems. The issue is whether those
integrations are governed as operational boundaries.

A connection may determine what data AI can access, what tools it can invoke, what systems it
can affect, what provider is involved, what evidence is captured and who remains accountable
for the resulting activity.

Organisations therefore need to govern Al connections, tools and providers as part of the operating
environment. They need to understand what is connected, why it is connected, what conditions
apply, what evidence exists and how governance remains coherent as providers, tools and runtime
conditions change.

Cortex treats interoperability boundaries and provider abstraction as core requirements for
governed Al operations.

The issue
Many Al adoption efforts focus first on capability.

Organisations ask what a model can do, which provider to use, which tools to connect, which
workflow to automate or which use case to prioritise. These questions are understandable. AI
hecomes more operationally useful when it can interact with the systems, data and tools that
support real work.

But usefulness increases consequence.
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A standalone AI tool may be limited to generating text, summarising information or supporting

a user. Once Al is connected to operational systems, document stores, workflow tools, ticketing
platforms, data sources, APIs, case-management systems or decision-support environments, the
governance challenge changes.

Al is no longer only producing an output. It may be drawing on organisational data, shaping
operational choices, invoking tools, passing information across boundaries, influencing downstream
activity or creating records that others rely on.

At that point, integration is not just a technical concern. It becomes a governance concern.

The organisation needs to know which connections exist, what each connection permits, what
constraints apply, what evidence is captured, what provider or runtime is involved and how
accountability is preserved.

Without that view, AI connections can become operational blind spots.

Why connections become boundaries

In conventional technology programmes, integration is often treated as a technical design problem:
how one system connects to another, how data moves, how access is authenticated and how
workflows are supported.

Those questions still matter. But in AI-enabled operations, connections also need to be understood
as governance houndaries.

A boundary is where conditions matter.

It may define what information can pass from one environment to another. It may define which
user, role or process is permitted to use a tool. It may define whether Al can retrieve, summarise,
recommend, generate, route or act. It may define which provider is involved. It may define what
evidence must be retained and what review process applies.

If those boundaries are not governed, organisations may struggle to understand whether Al use
remains within intended conditions.
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A tool connection may seem harmless until it exposes sensitive data. A provider integration may
seem flexible until it creates dependency, residency, assurance or continuity questions. A workflow
connection may seem efficient until Al-generated content begins to influence decisions in ways
that are hard to review. A data connection may seem useful until downstream use changes the
significance of the activity.

The governance question is therefore not simply: Can Al connect?

It is: Should it connect, under what conditions, with what visibility, and with what accountability?

Why provider and runtime change matters
Al supply is dynamic.

Models change. Providers change. Capabilities change. Pricing changes. Terms change. Runtime
options change. Internal deployment patterns change. New tools emerge. Existing tools gain
embedded Al features. Organisations may need to shift between providers, combine providers
or restrict providers for specific use cases.

If governance is tightly bound to a single model, provider or implementation, organisations may
find it difficult to maintain control as conditions change.

This is especially important in high-consequence, regulated or operationally complex environments.
A provider change may affect data handling, evidence, assurance, performance, availability,
jurisdiction, security, procurement, continuity or user behaviour. A runtime change may affect where
activity happens, what can be observed, what is retained and how governance is applied.

Provider choice is therefore not only a commercial or technical question. It is a governance question.

Organisations need to ask whether governance remains coherent if the underlying Al
supply changes.

They need a way to reason about the relationship between AI use, operational context, evidence,
accountability and provider change.

Why it matters operationally

Al connections can change the operational significance of a use case.
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A drafting assistant used by a small team may carry one level of consequence. The same capability
connected to sensitive records, case-management workflows, operational planning tools or
customer-facing processes may carry a very different level of consequence.

The connection changes what Al can touch.

It may expand the data available to AL It may allow AI to support or trigger action. It may create
dependency on a third-party provider. It may introduce new evidence requirements. It may affect
who can review what happened. It may alter where responsibility appears to sit.

In real operations, these questions are practical.

Leaders need to understand what dependencies are being created. Security teams need to
understand access and boundaries. Architects need to understand interfaces, systems and runtime
patterns. Governance teams need to understand permissions, constraints and review obligations.
Procurement and commercial teams need to understand provider and supplier implications.
Assurance stakeholders need evidence that can support review.

Without clear governance over Al connections, organisations may introduce new dependencies
faster than they can understand them.

That can create risk, but it can also slow adoption. When boundaries are unclear, serious
organisations may become reluctant to scale Al use because they cannot see how it will
remain governed.

The Cortex view
Cortex starts from the view that AI connections should be governed as operational boundaries.

This does not mean blocking useful integration. It means making connections understandable,
governable, visible and reviewable.

For Cortex, Al governance should extend to the points where Al-enabled activity touches tools,
systems, data, workflows, providers and external services. Those points are where operational
consequence often changes.
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Cortex Gate is the platform plane associated with interoperability boundaries. It supports the
governance of connections between AI-enabled activity and the tools, systems or environments
around it.

Cortex Bridge is the platform plane associated with provider and runtime abstraction. It supports
governance continuity as models, providers and runtime conditions change.

Together, Gate and Bridge help organisations avoid treating AI integration as a purely technical
matter. They support a more disciplined way to reason about what AI connects to, what conditions
apply and how governance remains coherent when the underlying Al supply changes.

This is not a claim that all integration risk can be removed. It cannot. It is a way of making AL
connections more visible, bounded and accountable.

Al connections create governance questions

Al connections create practical governance questions that should be answered before
adoption scales.

CONNECTION ELEMENT PUBLIC ROLE

Tools Defines what AI can use, invoke, support or influence during
operational activity.

Systems Shows which platforms, applications or workflows AI activity
may touch.

Data Clarifies what information AI can access, generate, transform or
expose.

Providers Identifies the model, service or external capability involved in Al
use.

Boundaries Defines the conditions, permissions, constraints and review

points around connection.

Evidence Shows what material is captured to support review, assurance
and accountability.

Connections are not only technical interfaces. They are points where governance, evidence and
accountability need to remain visible.
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What organisations should consider

When connecting Al to tools, systems, data or providers, organisations should ask
boundary-first questions.

They should ask:

What is AI being connected to?

Why is that connection needed?

What data, system, tool or workflow does the connection expose?
What can Al retrieve, generate, recommend, route, invoke or affect?
Which users, roles or processes can use the connection?

Which policy, risk, security or assurance conditions apply?

What evidence will be captured when the connection is used?

Who can review that evidence?

What provider or runtime is involved?

What changes if the provider, model, tool or runtime changes?

How will the organisation know if use moves beyond the intended boundary?
Who remains accountable for activity that crosses the boundary?

These questions are not intended to prevent Al integration. They are intended to make
integration governable.

A boundary-first approach helps organisations connect Al to useful operational capability without
losing sight of context, evidence, review and accountability.

It also helps avoid treating provider choice as a one-off decision. As Al supply changes,
organisations need to understand how governance will remain coherent.

How Cortex relates

Cortex supports governed AI connections through the relationship between operational context,
runtime governance, interoperability boundaries, provider abstraction and evidence.

Cortex Atlas helps establish the operational context around AI use.
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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 provider and runtime abstraction as Al supply and deployment
conditions change.

Together, these planes help organisations understand not only what AI does, but what it touches,
what it depends on and how its connections remain governable.

Cortex does not claim universal interoperability. It does not remove supplier, security, legal,
procurement or assurance obligations. It does not make provider risk disappear. It provides a
structured foundation for governing Al connections in operational environments.

Closing statement
Al governance must include the connections around Al

As Al becomes more useful, it is likely to connect to more tools, systems, data sources, workflows
and providers. Those connections may increase capability, but they also create boundaries that
need to be governed.

Organisations need to understand what AI connects to, what it can affect, what conditions apply,
what evidence is available and who remains accountable.

Integration without governance can create blind spots. Governance without integration can
remain theoretical.

The challenge is to bring the two together.

That is why Cortex treats interoperability boundaries and provider abstraction as core parts of
governed Al operations.

SUGGESTED ONWARD READING
Explore Cortex Gate to understand how Cortex frames interoperability boundaries.
Read Cortex Bridge to understand provider and runtime abstraction.

Review Interoperability Governance to see why Al connections should be treated as
governed boundaries.

Read Runtime Governance to understand how governance applies while Al-enabled
activity operates.

For broader context, read Briefing 01: Al as Operational Infrastructure, Briefing 02:
Why Operational Context Matters for AI Governance, Briefing 03: Runtime Governance
and Briefing 04: Evidence, Traceability and Accountability.
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