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Al governance becomes real in the procurement file, where an institution records the evidence

behind a deployment that affects disabled people.
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Someone has to describe what the system is allowed to do. Someone has to decide what
evidence is sufficient to support the vendor's claims. Someone has to identify the people who
may be harmed when the system fails. Someone has to determine which failures require
human intervention, which changes require reevaluation, and which conditions require the
system to be suspended. If those decisions are not documented before deployment, an Al
governance policy does not cure the omission. The procurement file is where institutional

principles become operational commitments.
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Organizations are building increasingly sophisticated Al governance structures. They
establish responsible Al principles, create review committees, maintain inventories, and
classify systems according to risk. They adopt policies requiring fairness, transparency,
accountability, privacy, accessibility, and human oversight. Then procurement begins. A
vendor responds to a solicitation. Product demonstrations are scheduled. Accessibility
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documentation is collected. Security questionnaires are completed. Legal terms are
negotiated. Business owners describe the efficiencies they expect. The technology clears the

institution's established gates and enters service.
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That distinction becomes especially important when AI mediates access for disabled people. A
system may summarize information, communicate with patients, evaluate applicants,
translate language, generate instructional material, prioritize cases, assist employees,
authenticate users, answer questions, or, increasingly, act on behalf of an institution. In each
case, accessibility is not simply a characteristic of the interface. It is part of the decision
architecture. A disabled person may encounter a system differently from the population on
which it was primarily designed, tested, or validated, and an accessibility failure may alter the
information that person receives, the choices available to them, their ability to respond, or the
institution's interpretation of their behavior. The procurement record therefore needs to
establish more than whether accessibility was considered. It needs to establish what was
considered, what was tested, what remains unknown, and what the institution decided to do

about the uncertainty.
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Procurement files are often understood primarily as administrative records. For Al, they
should increasingly be understood as governance instruments. A mature Al procurement
record should allow an independent reviewer to reconstruct the institution's reasoning
without relying on the institutional memory of the people who participated in the purchase.

That means the record should answer several questions:
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The procurement record should therefore identify foreseeable accessibility interactions. Does
the system process speech? Does it generate or interpret language? Does it depend on vision,
hearing, dexterity, cognition, timing, biometric characteristics, or a particular mode of
communication? Does it infer intent or competence from behavior that disability may affect?
Does an inaccessible output alter a person's ability to participate in a subsequent decision?

These questions convert accessibility from a compliance artifact into a system-risk inquiry.
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Every consequential vendor claim relied upon during procurement should have an evidentiary
status. Not every claim requires independent testing, but institutions should distinguish
among at least three categories. A capability is claimed when the vendor states that it exists. It
is demonstrated when evidence shows that it has been observed under specified conditions. It
is established for deployment when evidence reasonably supports reliance on it in the

institution's intended context. Those categories are not interchangeable.
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A vendor claim status meaning evidence reasonably supports reliance on the capability
in the institution's actual, intended context, not merely that the capability has been

observed under demonstration conditions.

Page 5 of 11



RMEERBREARR

NOVARA

CONSULTING GROUP

4. M3 IRE

8. 4. MILIRFE

HVERERNIEEERWHFERESFR, HUSERWAET#E SRS ENIRE NG
T . BIRME. ERSERAUSBXMEEIEE. EBIXRAR— M FAIZMNER. JF
RERN—H AR —REZIHERS B MUMER SR TFII—75,

Independent assurance does not mean recreating the vendor's engineering program. It means
testing the claims that matter to the purchasing decision under conditions capable of
disproving them. For accessibility-related Al, this may require evaluation involving people
with the relevant disability and, where linguistic access is involved, qualified members of the
language community. The objective is not ceremonial participation. It is evidentiary authority.
The people capable of identifying a consequential failure must have a mechanism for causing
that failure to affect the procurement decision. Otherwise, participation exists without

governance.
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Every Al procurement should contain a written answer to a single question: what happens
when the system does not work? "Human in the loop" is not an adequate answer. The record
should identify the human, the trigger, the authority, the response time, and the alternative

pathway available to the affected person.
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This is particularly important in public institutions because procurement is where abstract
institutional commitments encounter money, contracts, vendors, statutory duties, and people
who cannot simply choose another government, school, hospital, court, or public service
when the technology does not work for them. The procurement file therefore performs a
function much larger than recordkeeping. It establishes the institution's theory of acceptable

risk.
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Novara Consulting Group holds that AI systems affecting disabled people should not be
approved solely because they have satisfied an organization's general Al governance process.
The procurement record should contain sufficient evidence to reconstruct and defend the

specific deployment decision.
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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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