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The argument usually advanced alongside this observation is that the distribution is
not merely of capability but of advantage, and that smaller and mission-driven
organizations may in fact be better positioned than corporations to use these systems
well, because they are leaner, more agile, and free of the bureaucratic overhead a large
human resources department carries. Novara Consulting Group's position is that this
last claim inverts the actual risk, and that the inversion is the central governance
problem for the sector.

The overhead is the accountability. What a

large employer's human resources function a:l; EZ-‘-j_ ===
TLAEIR] 53
contains, beneath the layers that look like °

inefficiency, is a set of controls: legal review

before a tool is deployed, a vendor management process, records retention, a
compliance officer who asks what a system measures, and a business partner whose
job includes noticing when a decision looks wrong. Large corporations adopted these
tools into an environment where that layer already existed. Mission-driven
organizations are adopting the same tools without it, and are being told that its
absence is the benefit.
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Nobody configured it. A small organization runs the vendor's defaults. It did not
select the screening criteria, did not set thresholds, and often does not know which
features are scoring candidates, because several were enabled at implementation and
never reviewed. The question that eventually arrives, asking who set the criteria and
on what basis, has no answer.
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The audit apparatus offered as reassurance does not repair the claim. Research
presented at the 2024 ACM Conference on Fairness, Accountability, and
Transparency examined compliance with New York City's bias audit requirement
across nearly four hundred employers and found affirmative posting rates in the low
single digits, with nearly all published audits reporting impact ratios above the four-
fifths threshold, a distribution that says more about who commissions audits than
about the systems audited. And these instruments measure race and sex. They cannot
measure disability, because employers do not know and may not lawfully ask before a
conditional offer which applicants are disabled.

For a mission-driven organization this is not merely an accuracy problem. An
organization that publicly commits to equitable hiring and privately relies on a
vendor's fairness claim has adopted an assertion it cannot substantiate, in the one
area where its credibility is its principal asset. The correct posture is that these

Page 3 of 7




NOVARA

CONSULTING GROUP

systems are unproven on bias, that the organization is monitoring outcomes itself,
and that it has not delegated the question.
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TIPS

Know something about a sign language Al system that the public should know?
Send it to tips@novaracg.com. Every tip is read by me and kept confidential. If

you work in the UK, writing to us is not by itself a protected disclosure under the
Public Interest Disclosure Act 1998, so before you share employer information,
check your options with Protect (protect-advice.org.uk), the free whistleblowing

advice line.
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