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Establishing Ethical,
Accountable Al Governance

How to turn Al principles into platform-enforced controls —
governance you can show a regulator, not a slide deck you
show a committee.

CORE FUNCTION FUNCTION FUNCTION
Govern Map Measure Manage

Anchored to the NIST Al Risk Management Framework — Govern at the core, Map - Measure - Manage running continuously
around it.

Tom Ward linkedin.com/in/tomward
Enterprise Architect - Cloud & Al July 2026
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Accountability Chain "Who answers for it?"

Every Al system needs a clear line from the board that sets risk appetite, through the council or center of
excellence that translates it into policy, down to a single named human who owns each production system.
"The model decided" is not an answer a regulator, a customer, or a court will accept — and diffuse
accountability is how organizations discover that the hard way. The chain is the load-bearing structure of
everything else in this deck.

The architect's contribution is to make the chain explicit and mapped, not implied. Who signs off to deploy?
Who is paged when it misbehaves? Who can order it shut down? If those names aren't written down per
system, you don't have governance — you have hope.

KEY DECISIONS WATCH OUT FOR

+ What does the board actually see and approve, X An Al council that advises but owns no decision
and how often? and no budget.

+ Does every production system have one named X Accountability that stops at "the Al team" — a
accountable owner? group, not a person.

+ Who holds authority to halt a system, and how fast X Board oversight that sees a quarterly slide, never
can they? the incident log.

Principles Made Testable "Aspiration — assertion"

Every organization can publish principles — fairness, transparency, human oversight, privacy. Few can prove
they hold. The governance work is translating each aspiration into a testable assertion: fairness becomes a
measured disparity threshold across protected groups; transparency becomes an explainability requirement
tied to the decision's stakes; human oversight becomes a named checkpoint with an SLA. A principle you can't
test is a press release, not a control.

Not every principle applies equally to every use case, and pretending otherwise produces box-ticking that
protects no one. Tie the depth of each test to the risk tier of the system — a marketing-copy generator and a

credit-decision model deserve very different fairness scrutiny.

KEY DECISIONS WATCH OUT FOR

+ Which principles convert to measurable X Principles that sound good but map to no
thresholds, and at what values? measurable test.

+ What level of explainability does each decision's X One-size fairness checks applied without regard to
stakes require? risk tier.

+ How is "human oversight" defined concretely — x "Explainable" claimed for a model no one can
who, when, with what authority? actually interrogate.
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Model Risk Management "Risk-tiered and validated"

Banking has managed model risk for a decade under the SR 11-7 tradition, and the discipline transfers directly:
tier every model by the harm its errors can cause, subject high-tier models to independent validation by
someone who didn't build them, and document each one — purpose, data, limits, known failure modes — in a
model card. Al doesn't need a brand-new risk discipline invented from scratch; it needs the mature one
extended to non-deterministic systems.

The extension that GenAl demands is continuous. A traditional model was validated and largely fixed; a
foundation model behind your system can change under you, and your data and users drift. Validation
becomes a recurring obligation, not a launch gate you clear once.

KEY DECISIONS WATCH OUT FOR
+ What is the risk-tiering rubric, and who assigns the X Validation by the same team that built the model.
tier?

X One-time approval for a model whose provider
+ Who performs independent validation, and what silently updates it.

can they block? x Model cards written once and never revisited.

+ What must every model card record before
deployment?

Controls as Code "Enforced, not encouraged"

This is the pillar that separates governance that works from governance that meets. A policy in a PDF is a
suggestion; a policy expressed as code in the deployment pipeline is a control. The goal is to move as many
governance requirements as possible from "reviewed by a committee" to "enforced by the platform" —
automated gates that block an unvalidated model from production, guardrails the model cannot talk its way
past, entitlements checked at runtime.

Controls as code is also what makes governance scale. A committee reviewing every Al change is a bottleneck
that guarantees shadow Al; a pipeline that enforces the rules automatically lets teams move fast within the
guardrails. Reserve human review for the genuinely novel and high-stakes; automate the rest.

KEY DECISIONS WATCH OUT FOR

+ Which policies can become automated gates X Governance that exists only as documents
instead of manual reviews? nobody's pipeline enforces.

+ What blocks a deployment automatically, with no X A review board so slow it drives teams to shadow
human in the path? Al.

+ How do teams move fast within the guardrails x Guardrails a sufficiently clever prompt can route
without a committee? around.

Tom Ward - Enterprise Al Playbook Page 3 of 6



ENTERPRISE Al PLAYBOOK - DEEP DIVE Establishing Ethical, Accountable Al Governance

Evidence & Audit "Prove it, don't promise it"

Governance you can't evidence is governance you don't have. Every consequential decision an Al system
makes should leave a trail complete enough to reconstruct what happened, what data drove it, and which
policy version was in force — immutable, time-stamped, and retained to the regulator's schedule, not yours.
When the audit or the incident comes, the difference between a controlled response and a crisis is whether that
evidence already exists.

Evidence is not only backward-looking. Continuous monitoring turns the audit trail into an early-warning
system — drift, disparity, and anomaly detected while they're cheap to fix — and a rehearsed incident-
response plan turns an Al failure from an existential event into a managed one. Assume something will go
wrong, and design so that when it does, you can see it, explain it, and stop it.

KEY DECISIONS WATCH OUT FOR

+« What is logged per decision, and is the log X Logs too thin to reconstruct a decision after the
immutable and retained? fact.

+ What does continuous monitoring watch, and who X Monitoring infrastructure health but not model
acts on the alerts? behavior.

+ Is there a rehearsed incident-response plan for an X An incident plan that has never been tested
Al failure? against a real scenario.

m Standards Alignment "Speak the vocabulary regulators recognize"

None of these controls should be invented in a vacuum. Map them to the frameworks regulators and auditors
already know — the NIST Al RMF (Govern, Map, Measure, Manage) for the US, the EU Al Act's risk tiers and
obligations for anything touching Europe, ISO/IEC 42001 for a certifiable Al management system, and your
sector's own rules for model risk, privacy, and consumer protection. Alignment isn't bureaucracy; it's leverage.
When your control catalog speaks the regulator's vocabulary, a governance review becomes a mapping
exercise instead of a translation fight — and the same evidence satisfies multiple regimes at once.
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Committee Theater vs. Wired-In Governance

The same org chart can produce either. The difference is whether governance lives in documents and

meetings, or in the platform itself. One reassures leadership; the other survives an audit.

Committee Theater

X
X

Principles published; no test proves they hold.

A board reviews a quarterly slide, never the
incident log.

Policy lives in a PDF no pipeline enforces.

Sign-off is a meeting; the control is a signature.

Evidence is assembled scrambling, after the
audit lands.

Accountability stops at "the Al team."

Wired-In Governance

v

v
v
v

Each principle maps to a measured, tiered
threshold.

Oversight sees live monitoring, not a snapshot.
Policy is code; the pipeline blocks violations.

Sign-off is an automated gate with a human
exception path.

Evidence is generated continuously, ready on
demand.

One named person owns each production
system.

Eight signs your Al governance is real

O

Every production Al system has one named accountable owner — a person, not a team.

Each ethical principle you publish maps to a measurable test tied to the system's risk tier.

High-tier models get independent validation by someone who didn't build them.

At least one governance policy is enforced as code in the deployment pipeline, not just documented.

An unvalidated model cannot reach production without a logged, deliberate exception.

Every consequential Al decision leaves an immutable, reconstructable audit trail.

Your control catalog is mapped to NIST Al RMF (and the EU Al Act, if you touch Europe).

Your Al incident-response plan has been rehearsed against a real scenario.
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Going Deeper: References

The frameworks and standards to map your controls against.

NIST Al Risk Management Framework

The US backbone — Govern, Map, Measure, Manage.
Map your controls here and regulator conversations get
easier.

nist.gov/itl/ai-risk-management-framework

EU Al Act Explorer

A navigable, plain-language companion to the Act's
articles and annexes — faster than the legal text.
artificialintelligenceact.eu

OECD Al Principles

The international principles most national regulations
trace back to — useful for multi-jurisdiction alignment.
oecd.ai/en/ai-principles

Google — Al Principles

Another vendor's operationalized principles and
governance structure — useful for triangulating your
own.

ai.google/responsibility/principles

About the Author

EU Al Act — Regulatory Framework

The European Commission's official overview of risk
tiers and obligations — mandatory reading if you touch
the EU.

digital-strategy.ec.europa.eu/en/policies/regulatory-fra
mework-ai

ISO/IEC 42001 — Al Management System
The certifiable management-system standard for Al —
the ISO 27001 equivalent for Al governance.
iso.org/standard/81230.html

Microsoft — Responsible Al

A mature enterprise implementation of principles-to-
practice — a concrete model to borrow from.
microsoft.com/en-us/ai/responsible-ai

Tom Ward is an Enterprise Architect with 20+ years across Fortune 500 financial services, retail, and government —

including Wells Fargo and Bank of America — specializing in EA governance, reference architectures, hybrid cloud,
and legacy modernization, with recent hands-on GenAl and mobile delivery work.

Let's connect: linkedin.com/in/tomward
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