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The AFS Governing Law 
The one rule everything else follow . 

By Mario Aiello – Adaptive Ways 

 

FITNESS IS PROVEN, NOT PRESUMED. 

Every transformation deck arrives with confidence already installed. Somebody read a case 

study, or sat through a talk by someone who read a case study, and by the time the idea 

reaches your leadership team it's carrying a track record it borrowed from a different 

organisation entirely. 

The Governing Law is the correction to that. Nothing is fit because it worked somewhere else, 

because a framework says it should, or because the person proposing it is confident. It's fit 

because you tested it, in this system, under these conditions, and it held. Presumption is cheap. 

Proof costs something, which is exactly why most organisations skip it. 

In practice this means refusing to let diagnosis get shortcut by conviction. It means Reverse 

Validation before commitment, not after. It means treating "everyone does it this way" as a 

hypothesis to test, not a reason to proceed. 

The failure mode has a name: Fitness-Washing, presenting something as validated when it's 

really just familiar, popular, or convenient to believe. The Governing Law is what makes Fitness-

Washing visible as a failure rather than just business as usual. 

Fitness Before Intervention 

The AFS Precautionary Principle follows directly from the Governing Law: don't intervene until 

you've established what fitness would actually look like here. Acting first and validating later 

isn't adaptation, it's presumption with extra steps. 

Fitness Requires Honesty 

Proof only means something if you're willing to believe it when it goes against you. The 

Governing Law asks for evidence over presumption, but evidence is only useful to an 

organisation that will act on the bad news as readily as the good. 
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Most systems don't fail this at the diagnosis stage. They fail it at the moment the Friction-

Fitness Map shows Hidden Misfit or System Strain and the instinct is to re-run the test, reframe 

the metric, or wait for a better quarter. That instinct is Fitness-Washing wearing a patient face. 

Honesty here isn't a virtue add-on. It's the mechanism. Without it, the Governing Law collapses 

back into presumption, just presumption with a validation step bolted on for appearances. 
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