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1. The case for
AI Governance

In 2023, the Ireland Data Protection 
Commission fined Meta $277 million. A year 
before, Amazon was fined $877 million for a 
GDPR breach. Data breaches are becoming 
more prevalent as companies increase their 
investments in artificial intelligence. 

Beyond data breaches, AI poses other risks, 
such as perpetuating social biases. Joy 
Buolamwini, a researcher at MIT, observed 
that three commercially released facial 
analysis programs from major technology 
companies demonstrated both skin type 
and gender biases.

As regulatory bodies and institutions look 
to strengthen their guidelines and norms 
on developing and applying AI systems, 
organizations have an individual role to 
play. A strategic AI governance framework 
will help organizations avoid fines and 
breaches and increase the efficacy of their 
AI initiatives.

Enhanced 
compliance

AI governance en-
sures that AI systems 
comply with legal and 
regulatory require-
ments, reducing the 
risk of penalties and 
legal issues.

Improved 
data quality

Governance frame-
works promote data 
quality standards 
and practices, lead-
ing to cleaner, more 
reliable data for AI 
applications, enhanc-
ing decision-making 
and accuracy.

Better decision 
making

With standardized 
processes and 
guidelines in place, 
AI governance sup-
ports more informed 
and strategic de-
cision-making, en-
abling organizations 
to leverage AI effec-
tively to achieve their 
business objectives.

Cost 
savings

By preventing costly 
mistakes or regu-
latory violations, AI 
governance even-
tually saves busi-
nesses money while 
optimizing resource 
allocation and im-
proving operational 
efficiency.

Competitive 
advantage

Organizations with 
robust AI governance 
frameworks are 
better positioned 
to leverage AI tech-
nologies effectively, 
innovate faster, and 
gain a competitive 
edge in their respec-
tive markets. 

As AI technologies penetrate through industries and organizational functions, AI governance 
becomes even more indispensable. AI governance allows organizations to navigate the 
complex ethical, legal, and operational challenges associated with AI applications for innovation, 
automating processes, and gaining competitive advantages.

Advantages of AI governance:  

AI governance involves 
frameworks, policies, and 
processes to ensure the 
responsible development, 
deployment, and use of 
artificial intelligence (AI) 
technologies. 

It involves establishing 
clear guidelines, roles, 
and responsibilities for 
managing the risks and 
maximizing the benefits 
associated with AI 
adoption.
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Before we deep dive into the basic ele-
ments of AI governance and how we can 
implement it in an organizational setup, it 
is important to identify the impact of AI, 
both positive and negative. This facilitates a 
better understanding of AI governance and 
what makes it necessary 

AI as a strategic advantage 

AI technologies can drive significant value 
for enterprises across various sectors. The 
potential benefits of AI adoption can be cate-
gorized into several key areas: 
 
• Operational efficiency and cost reduc-

tion: AI can help an organization improve 
its operational efficiency in many ways. 
Automating routine tasks helps stream-
line repetitive and manual processes, 
reducing errors and freeing up employ-
ees for higher-value tasks. For example, 
J.P. Morgan’s “Contract Intelligence” 
(COiN) platform uses machine learning 
to analyze legal documents, saving over 
360,000 hours of manual work annually.In 
manufacturing, predictive maintenance 
can analyze sensor data from equipment 
to predict when maintenance is required, 
reducing downtime and extending asset 
lifespans. Similarly, AI can help enter-
prises optimize inventory management, 
demand forecasting, and logistics for 
reduced costs and improved customer 
service. 

• Enhanced customer experience and en-
gagement: AI can help organizations es-
tablish a competitive advantage through 
hyper-personalization. AI-powered 
recommendation engines can analyze 
customer data to provide tailored prod-
uct or content suggestions, improving 
customer satisfaction and loyalty. Netflix 
estimates that its AI-driven recommenda-
tions save the company $1 billion annual-
ly in customer retention.

2. AI in the 
organizational context  
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At the same time, sentiment analysis helps 
analyze customer feedback and social 
media mentions to gauge sentiment and 
identify areas for improvement. Meanwhile, 
AI-powered chatbots can provide 24/7 
customer support, answering queries and 
resolving issues quickly and efficiently. 

Bank of America’s “Erica” virtual assistant 
handles over 1 million customer interac-
tions daily, helping customers with tasks like 
transferring money and checking account 
balances.

• Improved decision-making and risk 
management: AI algorithms can analyze 
vast amounts of data to identify trends, 
forecast demand, and optimize business 
strategies. Kroger, a major U.S. grocery 
chain, uses AI-powered predictive ana-
lytics to optimize product assortment, 
pricing, and promotions, increasing 
sales and customer loyalty. Organiza-
tions can also leverage AI to assess and 
mitigate various risk types, from credit 
risk in financial institutions to patient risk 
in healthcare settings.

• Innovation and new product develop-
ment: AI can assist in the design process 
by generating multiple design options 
based on specified parameters and con-
straints. Airbus uses generative AI-pow-
ered design to create lightweight, opti-
mized aircraft parts, reducing material 
usage and improving fuel efficiency. AI 
also helps enterprises create new prod-
ucts, services, and business models. For 
example, Uber’s AI-powered dynamic 
pricing model optimizes fares based on 
real-time demand and supply, revolu-
tionizing the transportation industry. By 
leveraging AI technologies across these 
key areas, enterprises can drive signif-
icant value, including increased oper-
ational efficiency, improved customer 
experiences, better decision-making, 
and accelerated innovation. 

AI: Risks and challenges

Beyond the business benefits and regulato-
ry requirements, AI governance helps tackle 
the potential challenges and limitations as-
sociated with the technology. Understand-
ing these risks doesn’t just help build an 
effective AI governance framework; it also 
helps communicate and advocate Responsi-
ble AI within organizations. 

• Data quality and availability: AI systems 
rely heavily on high-quality and quantity 
data. Acquiring, cleaning, and anno-
tating such datasets is often time-con-
suming, expensive, and labor-intensive. 
Google took significant time to make the 
Open Images Dataset, which contains 
around nine million labeled images. Data 
privacy and security concerns further 
limit the availability of sensitive data, 
such as personal health information, 
for AI training and deployment. Regula-
tions like GDPR and HIPAA impose strict 
requirements on handling and using 
personal data. These data constraints 
impede AI initiatives as a lack of unbi-
ased and representative data leads to 
unfair and inaccurate results. In 2018, 
Amazon had to scrap an AI recruiting 
tool that showed bias against women, 
as it was trained on historical hiring data 
that reflected male dominance in the 
tech industry.

5
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• Generalizability and context-de-
pendence: AI models trained on one 
dataset or environment may perform 
poorly when applied to new, unseen 
contexts or situations. For instance, an 
AI model trained to recognize speech 
in quiet environments may struggle in 
noisy, real-world settings.Additionally, 
the performance of AI systems can be 
sensitive to changes in the input data, 
such as variations in lighting, angles, and 
backgrounds, for computer vision tasks, 
limiting their reliability and robustness 
in dynamic, real-world environments. 
Transfer learning, which involves adapt-
ing AI models trained on one task to a 
related task, can help address some 
of these challenges. Organizations will 
have to fine-tune and validate the mod-
els significantly. 

• Explainability, transparency and inter-
pretability challenges: Many AI models, 
particularly those based on deep learn-
ing, operate as “black boxes,” making it 
difficult to understand how they arrive 
at their decisions. This lack of transpar-
ency can hinder trust and accountability, 
especially in high-stakes domains like 
healthcare and criminal justice. Enter-
prises can use LIME (Local Interpreta-
ble Model-Agnostic Explanations) and 
SHAP (SHapley Additive exPlanations) 
to improve AI explainability. While these 
tools offer some insights into model 
decisions, they may not fully capture 
the complexity of the underlying algo-
rithms. The trade-off between model 
performance and interpretability can be 
challenging, as more complex, opaque 
models often achieve higher accuracy 
than simpler, more transparent ones.

• Data privacy and security risks: AI’s 
impact on privacy is a growing concern, 
as AI systems can be used to analyze 
vast amounts of personal data, enable 
mass surveillance, and influence indi-
vidual behaviors and choices in subtle 
ways. If this data is not properly secured 
and managed, it can lead to breaches, 
unauthorized access, and misuse. Or-
ganizations must implement robust 

data governance frameworks, including 
strict access controls, encryption, and 
monitoring, to safeguard against these 
risks. They must also comply with rele-
vant data protection regulations, such as 
GDPR and CCPA, which impose strin-
gent requirements for handling and us-
ing personal data. Failure to comply with 
the regulations can result in heavy mon-
etary losses for business corporations. 
Uber was fined $148 million for failing to 
disclose a massive 2016 data breach that 
exposed the personal information of 57 
million users and drivers. The company 
had allegedly paid the hackers $100,000 
to delete the stolen data and keep the 
breach quiet.

• Algorithmic biases and ethical and 
societal implications: AI systems can 
inherit and amplify biases in the training 
data, leading to unfair or discrimina-
tory outcomes. A study done in 2019 
revealed that an algorithm used by US 
hospitals to allocate healthcare resourc-
es systematically discriminated against 
Black patients, reducing their access to 
care.

With the rapid proliferation of AI systems, 
regulatory bodies are closely monitoring 
companies working with AI models that 
could perpetuate societal inequalities, 
particularly in sensitive areas such as hiring, 
lending, and criminal justice.

The US Department of Housing and Urban 
Development (HUD) charged Facebook 
with housing discrimination, alleging that its 
targeted advertising algorithms excluded 
certain protected groups from seeing hous-
ing ads.

To mitigate these risks, enterprises must 
ensure that their AI systems are trained on 
diverse and representative data, regularly 
audited for fairness, and subject to human 
oversight and intervention when necessary.



7
PoV - AI Governance 
2024 Nagarro 

• Unintended consequences and ad-
verse impacts: Organizations leveraging 
AI-powered solutions sometimes wit-
ness unexpected or undesired results, 
particularly when operating in complex, 
real-world environments. These unin-
tended consequences can lead to fi-
nancial losses, reputational damage, or 
even physical harm. In 2016, Microsoft 
launched an AI-powered chatbot called 
Tay on Twitter. Within 24 hours, the bot 
began generating racist, sexist, and 
offensive tweets, learning from the user’s 
behavior. Microsoft quickly shut down the 
bot, bearing embarrassment and reputa-
tional damage. Uber had a similar expe-
rience when one of their self-driving cars 
struck and killed a pedestrian in Arizona, 
raising concerns about the safety and 
reliability of AI-powered vehicles.

Challenges specific 
to large language models (LLMs)

• Hallucination: LLMs may generate 
content that seems plausible but is not 
factually accurate, as they can com-
bine information in novel but incorrect 
ways.

• Bias amplification: LLMs trained on 
internet data may pick up and amplify 
societal biases present in the training 
data.

• Lack of context awareness: LLMs 
may struggle to fully understand the 
context and nuance of a conversation, 
leading to responses that are irrele-
vant or inappropriate.

Navigating these risks requires a proactive and holistic approach to AI governance. Organizations 
must develop comprehensive risk management frameworks encompassing data governance, 
model transparency, ethical considerations, and ongoing monitoring and evaluation.

An effective data governance strategy doesn’t just help tackle these challenges; it also helps 
maximize the efficacy of your AI initiatives. In the next sections, we look at what constitutes an AI 
governance framework and how organizations can conceptualize, develop and implement these 
frameworks.
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The role of the Board
 in understanding AI

Given the strategic importance and poten-
tial risks associated with AI adoption, cor-
porate boards must develop a deep under-
standing of these technologies and their 
implications. 

To achieve this, boards should consider the 
following specific recommendations:

• Implement a mandatory AI education 
program for all board members

• Establish a dedicated AI committee with-
in the Board

• Hold quarterly AI briefings from man-
agement and external experts

• Conduct regular stakeholder engage-
ment sessions

• Develop a clear AI governance frame-
work and risk management plan

By implementing these specific recommen-
dations, corporate boards can develop a 
deep understanding of AI and its implica-
tions, enabling them to provide effective 
oversight and guidance for their organiza-
tions. 

This proactive approach to AI governance 
can help organizations harness the benefits 
of these technologies while managing the 
associated risks, ensuring responsible and 
sustainable AI adoption.



9
PoV - AI Governance 
2024 Nagarro 

These four pillars play a crucial role in en-
suring that AI systems are developed, de-
ployed, and used responsibly, ethically, and 
sustainably. 

They help organizations seamlessly navigate 
the complex AI landscape, mitigate risks, 
and maximize impact. Let’s dive deeper into 
these four AI governance pillars.

        Trust 

To ensure that the AI systems are reliable, 
safe, and aligned with their organization’s 
values, organizations can take the following 
steps:

• Rigorous testing and validation of AI 
models to ensure their intended perfor-
mance and avoid unintentional harm.

• Establishing clear ethical guidelines and 
principles, such as the IEEE’s Ethically 
Aligned Design standards for AI devel-
opment and deployment, to ensure 
they are aligned with societal values and 
norms.

• Implementing robust security mea-
sures like encryption, access controls, 
and continuous monitoring protects AI 
systems from malicious attacks and data 
breaches.

• Regularly engage with stakeholders, 
such as customers, employees, and 
regulators, to understand their concerns 
and expectations. 

        

        Transparency 

Organizations can ensure transparency and 
accountability on AI use by taking the follow-
ing steps:

• Providing clear and accessible informa-
tion to all stakeholders  

• Disclosing the purpose of AI systems, 
training data, and the key performance 
metrics used to evaluate their effective-
ness. 

• Using explainable AI techniques, such as 
LIME and SHAP, to gain insights into how 
AI models make decisions. 

• Publishing regular reports on AI initia-
tives, including successes, challenges, 
and lessons learned, can help build trust 
with stakeholders and demonstrate a 
commitment to transparency. 

• Ensuring compliance with the relevant 
laws and regulations, such as GDPR and 
CCPA, and being transparent about 
compliance efforts can help mitigate 
legal and reputational risks. 

         Diversity 

Fostering diversity and inclusiveness in 
developing and deploying AI systems is es-
sential to ensure they are fair, unbiased, and 
representative of their populations. 

3. Pillars 
of AI governance  

Trust Transparency Diversity Capability
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Organizations can take the following mea-
sures to ensure diversity in their AI initiatives: 

• Ensuring AI teams are diverse in terms 
of gender, race, age, and background to 
represent a range of perspectives and 
experiences, reducing the risk of blind 
spots and biases. 

• Engaging with diverse stakeholders, 
such as community groups and advoca-
cy organizations, to meet the needs of all 
society members and prevent the per-
petuation of existing inequalities. 

• Conducting regular audits to identify 
and mitigate biases. IBM’s AI Fairness 
360 toolkit is one such tool that helps 
ensure fairness and non-discrimination.

         Capability 

Building the necessary skills, knowledge, 
and resources within the organization to de-
velop, deploy, and govern AI systems effec-
tively is critical for success. Capability-build-
ing measures include:  

• Investing in AI education and employ-
ee training programs for technical and 
non-technical staff helps build a shared 
understanding of AI and its implications 
across the organization.

• Establishing a dedicated AI governance 
function with clear roles and responsibil-
ities helps organizations ensure that AI 
initiatives are aligned with their overall 
strategy and risk management frame-
work. 

• Collaborating with external partners like 
academic institutions, industry associa-
tions, and AI vendors helps access spe-
cialized expertise and resources, accel-
erating AI adoption and innovation. 

• Allocating sufficient financial and human 
resources to AI initiatives, including gov-
ernance and risk management efforts, 
ensures long-term sustainability and 
effectiveness. 
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An effective AI governance frame-
work has the following components:

• Policies and procedures: The availabil-
ity of clear guidelines and processes for 
monitoring the development, testing, 
deployment, and ongoing monitoring of 
AI systems.s. Google’s AI Principles, such 
as “Avoid creating or reinforcing unfair 
bias” and “Be accountable to people,” are 
a foundation for the company’s AI devel-
opment and deployment practices.  

• Roles and responsibilities:  Should be 
clearly defined for the various stakehold-
ers involved in AI governance, including 
executives, managers, data scientists, and 
ethical review boards. At Microsoft, the 
Office of Responsible AI (ORA) is tasked 
with implementing the company’s AI prin-
ciples, providing guidance and oversight 
for developing and using AI across the 
organization.

• Transparency and accountability: Mecha-
nisms to ensure transparency and explain-
ability in AI-related decision-making and 
accountability for AI outcomes. The Cities 
of Amsterdam and Helsinki have devel-
oped AI registers that provide transparent 
information on how AI systems are used 
and how they impact decision-making. 

• Stakeholder engagement: Processes for 
engaging internal and external stakehold-
ers, including ensuring AI systems align 
with societal values and expectations. The 
IEEE’s Global Initiative on Ethics of Auton-
omous and Intelligent Systems engages 
stakeholders worldwide to develop stan-
dards and guidelines for the ethical design 
and use of AI systems. 

• Risk management and compliance: Pro-
cesses for identifying, assessing, and 
mitigating the risks associated with AI 
adoption and ensuring compliance with 
relevant laws and regulations. 

Under the European Union’s General Data 
Protection Regulation (GDPR), companies 
must conduct Data Protection Impact As-
sessments (DPIAs) when using AI systems 
that process personal data and pose high 
risks to individual rights and freedoms. 

The US Federal Trade Commission (FTC) has 
also issued guidance on using AI and ma-
chine learning, emphasizing the importance 
of transparency, fairness, and accountability 
in AI-based decision-making.

Effective AI governance is intricately linked 
to broader corporate governance practices. 
It requires the active involvement and over-
sight of the Board of directors and close 
collaboration between various functions, 
including IT, legal, compliance, and risk man-
agement. 

Regulatory bodies also emphasize the 
Board’s role in ensuring responsible AI. Nas-
daq’s AI Governance Framework emphasiz-
es the Board’s role in overseeing AI strategy 
and risk management and the importance 
of cross-functional collaboration in AI gover-
nance.

Cross-functional collaboration for 
effective AI governance

Effective AI governance relies on seamless 
collaboration and alignment across various 
organizational functions and stakeholders. 
A cross-functional approach ensures that 
AI initiatives align with business objectives 
and comply with legal and ethical standards 
while effectively managing associated risks.

Organizations can establish a robust AI 
governance framework that strategically 
aligns initiatives, ensures compliance, and 
effectively manages risks by fostering close 
collaboration among businesses and IT, 
legal, compliance, and risk management 
functions. 

4. Key components 
of AI governance 
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Business and IT collaboration is key to this 
endeavor, involving joint efforts from busi-
ness units and IT teams throughout the AI 
development lifecycle. This includes engag-
ing business stakeholders to:

• Define use cases and requirements

• Establish joint project teams

• Foster knowledge sharing between the 
two business and IT teams

Legal and compliance teams ensure ad-
herence to laws and regulations. Involving 
them in early development phases helps 
review and approve AI use cases and model 
designs while collaborating on policy devel-
opment and conducting regular compliance 
audits.

Risk management coordination is essential 
for identifying, assessing, and mitigating 
AI-related risks. Collaboration between risk 
management, IT, and business functions 
ensures:

• Comprehensive risk assessments

• Development of mitigation strategies

• Integration of AI risk management into 
the organization’s overall risk framework

The Board’s role in promoting
collaboration

Corporate boards are crucial in promoting 
collaboration and ensuring the effective co-
ordination of AI governance efforts. As the 
highest governing body in an organization, 
the Board sets the tone, provides guid-
ance, and allocates resources to support 
cross-functional collaboration in AI gover-
nance.

Setting the tone

• Communicate the importance of col-
laboration and cross-functional coordi-
nation in AI governance through formal 
statements, such as board charters, 
company policies, and annual reports.

• Demonstrate commitment to collabora-
tive AI governance by regularly discuss-
ing AI initiatives and governance prac-
tices in board meetings and external 
communications.

• Encourage a culture of collaboration and 
knowledge sharing by recognizing and 
rewarding teams and individuals who 
exemplify these values.

Given the potential risks, many corporate 
boards consider AI governance a key busi-
ness priority. A prominent technology com-
pany’s Board of directors publicly endorsed 
the company’s AI principles, which include 
fairness, reliability, privacy, and account-
ability. The Board’s endorsement strongly 
conveys the importance of responsible AI 
governance throughout the organization.
In another such example, the Board of direc-
tors at a large multinational investment bank 
regularly reviews the bank’s AI initiatives and 
governance practices, including updates on 
cross-functional collaboration and stake-
holder engagement, to ensure alignment 
with the bank’s values and risk management 
framework.

Encouraging diverse perspectives

Promote diversity and inclusiveness in AI 
governance discussions and decision-mak-
ing by ensuring diversity in the Board re-
garding gender, race, age, and professional 
background.
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• Encourage stakeholders, including 
employees, customers, partners, and 
regulators, to actively participate in AI 
governance discussions and decisions.

• Foster an open dialogue and construc-
tive debate culture where diverse opin-
ions and concerns are freely expressed 
and considered in AI governance deci-
sions.

The Board of directors at a multinational 
technology company has encouraged open 
dialogue and debate on AI ethics and gover-
nance, including through the company’s ini-
tiative that brings together researchers, poli-
cymakers, and social sector organizations to 
explore the societal implications of AI.

Providing resources and support

• Ensure AI teams have the financial, 
technological, and human resources to 
collaborate effectively and deliver on AI 
governance objectives.

• Support collaborative AI governance 
efforts by providing access to external 
expertise, such as legal counsel, ethical 
advisors, or industry associations.

• Establish clear governance structures 
and processes that enable cross-func-
tional collaboration and coordination, 
such as AI governance committees or 
working groups.

The Board of directors at a leading pharma-
ceutical company has engaged external ex-
perts in bioethics and data privacy to guide 
and support the company’s AI governance 
efforts, particularly in drug discovery and 
patient data analytics.

By actively promoting collaboration, encour-
aging diverse perspectives, and providing 
resources and support, corporate boards 
can create an enabling environment for 
effective cross-functional coordination in AI 
governance. 

This approach ensures that AI initiatives 
align with organizational values, legal and 
ethical standards, and stakeholder expec-
tations while driving responsible and sus-
tainable adoption of these transformative 
technologies.
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Operationalizing the pillars of trust, trans-
parency, diversity, and capability requires 
organizations to establish clear governance 
structures and policies for AI development 
and deployment. 

This involves defining roles and responsibil-
ities, developing and implementing policies 
and procedures, and establishing risk man-
agement frameworks.

Roles and responsibilities:  Organizations 
must establish a cross-functional AI gover-
nance committee led by an AI ethics officer 
or a similar role. The AI ethics officer would 
oversee developing and implementing AI 
policies and procedures. 

Then comes the process of defining and as-
signing the roles and responsibilities to the 
Board, senior management, IT, legal, com-
pliance, and risk management functions 
about AI governance, such as: 

• Board: Provide strategic oversight and 
guidance on AI initiatives and ensure 
alignment with corporate values and 
stakeholder expectations.

• Senior management: Develop and exe-
cute AI strategy, allocate resources, and 
monitor performance and risks.

• IT: Develop and deploy AI systems, en-
sure technical robustness and reliability, 
and implement security and privacy 
controls.

• Legal: Ensure compliance with relevant 
laws and regulations, such as GDPR, 
CCPA, and anti-discrimination laws.

• Compliance: Monitor adherence to AI 
policies and procedures, conduct audits 
and assessments, and report on compli-
ance status.

• Risk management: Identify, assess, and 
mitigate AI-related risks, including those 
related to data privacy, security, and al-
gorithmic bias.

Policies and procedures:  Policies and pro-
cedures help implement and monitor the AI 
governance framework. Developing a com-
prehensive set of policies and procedures 
for ethical AI development, testing, deploy-
ment, and monitoring involves:

• Establishing guidelines for data manage-
ment, including data collection, storage, 
access, and use, to ensure data privacy, 
security, and quality.

• Defining model validation procedures, 
including testing for accuracy, fairness, 
and robustness, and documenting mod-
el performance and limitations.

• Implementing post-deployment moni-
toring processes to detect and address 
any issues or unintended consequenc-
es that arise during the operation of AI 
systems.

• Developing human oversight and inter-
vention protocols, including escalation 
procedures for high-risk or high-impact 
AI decisions.

• Regularly reviewing and updating AI 
policies and procedures to ensure their 
relevance and effectiveness considering 
the rapidly changing technologies and 
market conditions.

5. Establishing governance
structures and policies 
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Risk management frameworks:  Risk man-
agement frameworks help identify, assess, 
and mitigate the various risks associated 
with AI adoption through: 

• Regular risk assessments of AI systems, 
including data privacy and security risks, 
algorithmic bias and fairness risks, and 
operational risks.

• Develop risk mitigation strategies and 
contingency plans for each identified 
risk, such as implementing data encryp-
tion and access controls, conducting 
bias audits, and establishing incident 
response procedures.

• Integrating AI risk management into the 
organization’s overall enterprise risk 
management framework ensures that 
AI risks are considered alongside other 
business risks.

• Regularly reporting on AI risk manage-
ment to the Board and senior man-
agement, including key risk indicators, 
mitigation efforts, and any incidents or 
issues.

• Continuous monitoring and updating 
of the risk management framework to 
ensure it remains effective in managing 
the evolving risks associated with AI 
adoption.

By establishing clear governance structures 
and policies, organizations can ensure that 
AI initiatives align with corporate values, 
comply with relevant laws and regulations, 
and effectively manage the associated risks. 

This requires a collaborative effort across 
multiple functions, including the Board, se-
nior management, IT, legal, compliance, risk 
management, and ongoing monitoring and 
improvement of governance practices. 
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Effective AI governance requires diverse 
skills and expertise, spanning technical 
knowledge, legal and regulatory under-
standing, ethical considerations, and do-
main-specific knowledge. 

Building and sourcing the necessary talent 
and resources for effective AI governance 
is a critical challenge for organizations 
seeking to harness the benefits of AI while 
mitigating its risks. By developing compre-
hensive strategies for training and develop-
ment, recruitment and retention, and part-
nerships and collaboration, organizations 
can cultivate the skills and expertise needed 
to develop and maintain robust AI gover-
nance frameworks.

To successfully implement and maintain 
robust AI governance frameworks, orga-
nizations must develop comprehensive 
strategies for building and sourcing these 
critical skills.

Training and development

One key aspect of building AI governance 
capabilities is providing training and devel-
opment opportunities for existing employ-
ees. This enables organizations to upskill 
their workforce and create a culture of con-
tinuous learning. 

Some key considerations for training and 
development include:

• Identifying skill gaps:  Conducting a 
thorough assessment of the organiza-
tion’s current AI-related skills and identi-
fying areas with training requirements.

• Developing targeted training pro-
grams:   Training programs that address 
specific AI governance needs, such as 
data privacy regulations, ethical AI de-
sign principles, or technical skills.

• Offering a mix of learning formats, such 
as in-person workshops, online courses, 
and projects, to cater to different learn-
ing styles and preferences.

• Encouraging knowledge sharing: Fos-
tering a culture of knowledge sharing 
and collaboration where employees can 
learn from each other.

Recruitment and retention 

Attracting and retaining top AI talent is cru-
cial for organizations seeking to build strong 
AI governance capabilities. Given the high 
demand for AI skills in the market, this can 
be challenging. 

A few strategies that can help organizations 
recruit and retain AI talent include:

• Defining clear job roles and require-
ments: Develop detailed job descrip-
tions that outline the specific skills, expe-
rience, and qualifications required for AI 
governance roles like AI ethicists, data 
protection officers, or machine learning 
engineers.

• Offering competitive compensation 
and benefits: Providing competitive sal-
aries, bonuses, and benefits packages to 
attract and retain top AI talent.

• Creating attractive career develop-
ment opportunities: Offering clear 
career progression paths and oppor-
tunities for growth and development, 
such as leadership training, mentorship 
programs, or exposure to cutting-edge 
AI projects.

• Building a strong employer brand: Cul-
tivating a reputation as an employer of 
choice for AI professionals by highlight-
ing the organization’s commitment to 
responsible AI, innovation, and employ-
ee well-being.

6. Talent resources 
and considerations  
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Partnerships and collaboration 

Collaborating with external partners, such 
as academic institutions, research organiza-
tions, and industry associations, can provide 
organizations with specialized AI expertise 
and resources. 

Some key considerations for partnerships 
and collaboration include:

• Defining clear collaboration objectives: 
Establishing clear goals and objectives 
for each partnership, such as joint re-
search projects, talent exchange pro-
grams, or developing AI governance 
best practices and standards.

• Identifying relevant partners: Mapping 
the landscape of potential partners like 
universities with strong AI research pro-
grams, industry associations focused on 
AI ethics and governance, or technology 
vendors with expertise in AI governance 
tools and platforms.

• Establishing effective communication 
and coordination: Drafting robust com-
munication and coordination mech-
anisms for smooth collaboration and 
knowledge sharing.

• Monitoring and evaluating partnership 
outcomes: Regularly assess the effec-
tiveness and impact of partnerships 
and tweak the partnership objectives to 
deliver value for all parties.

Ultimately, investing in AI governance talent 
and resources is not just a matter of compli-
ance but a key driver of competitive advan-
tage and long-term success in the age of AI.



18
PoV - AI Governance 
2024 Nagarro 

7. Board’s role 
in AI governance
As AI technologies become increasingly in-
tegral to business strategies and operations, 
boards must actively engage with manage-
ment to ensure that AI is being deployed 
responsibly and in alignment with the orga-
nization’s values, goals, and risk appetite. 

The Board’s role encompasses several key 
responsibilities:

Engaging with the management:  Regular 
and meaningful engagement between the 
Board and senior management is essential 
for effective AI governance oversight. 

Through regular engagement with manage-
ment, the Board can understand the organi-
zation’s AI landscape and provide valuable 
guidance and oversight to ensure responsi-
ble AI deployment.

This ongoing dialogue should cover a range 
of topics, including:

• AI strategy: The Board must imbibe the 
organization’s AI strategy, including its 
key objectives, use cases, and expected 
benefits of AI deployment. This under-
standing should be grounded in a real-
istic assessment of the organization’s AI 
capabilities and resources.

• Governance approach: The Board must 
review and provide input on the organi-
zation’s AI governance approach, includ-
ing the key elements of the governance 
framework, such as policies, procedures, 
roles and responsibilities, and perfor-
mance metrics.

• Risk management practices: The Board 
should probe management on the orga-
nization’s AI risk management practices, 
including the processes for identifying, 
assessing, mitigating, and monitoring 
AI-related risks.

Reviewing policies and procedures:  An-
other critical aspect of the Board’s AI gover-
nance oversight role is reviewing and ap-
proving key policies and procedures related 
to AI development, deployment, and moni-
toring. 

These policies and procedures should be 
comprehensive, covering a wide range of 
topics such as:

• Data governance: Policies and proce-
dures related to data collection, storage, 
use, and protection, including compli-
ance with relevant data privacy regula-
tions.

• Model development and validation: 
Guidelines for developing, testing, and 
validating AI models, including require-
ments for transparency, fairness, and 
robustness.

• Deployment and monitoring: Proce-
dures for deploying AI systems into pro-
duction environments and monitoring 
their performance and impact over time.

• Incident response and escalation: Pro-
tocols for identifying, investigating, and 
responding to AI-related incidents or 
issues, including clear escalation paths 
to the Board when necessary.

Performance monitoring and compliance: 
Effective AI governance requires ongoing 
monitoring of the performance and com-
pliance of AI systems against established 
metrics and standards. 

By closely monitoring AI performance and 
compliance, the Board can identify potential 
risks or areas for improvement and ensure 
that management is taking appropriate ac-
tions to address them.
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The Board should regularly review key per-
formance indicators (KPIs) and compliance 
reports related to AI, such as:

• Model performance metrics: KPIs 
related to the accuracy, fairness, and 
reliability of AI models, as well as trends 
over time and comparisons to industry 
benchmarks.

• Compliance and audit reports: Reports 
from internal or external audits assess-
ing the organization’s compliance with 
AI-related policies, procedures, and 
regulations.

• Incident and issue logs: Records of 
AI-related incidents or issues, including 
root cause analyses, impact assess-
ments, and corrective actions taken.

Ensuring accountability:  Finally, the Board 
is responsible for holding senior manage-
ment accountable for implementing AI 
governance frameworks and using AI tech-
nologies responsibly. 

By holding management accountable for AI 
governance, the Board can drive a culture of 
responsibility and integrity throughout the 
organization.

Organizations can achieve accountability 
through various mechanisms, such as:

• Performance evaluations: Incorporat-
ing AI governance objectives and KPIs 
into senior management’s performance 
evaluations and compensation struc-
tures.

• Regular reporting: Ask management 
for regular reports on the status of AI 
governance initiatives including prog-
ress against key milestones, challenges 
encountered, and continuous improve-
ment plans.

• Escalation and consequence manage-
ment: Establishing clear protocols for 
escalating AI-related issues or concerns 
to the Board and ensuring that there are 
appropriate consequences for non-com-
pliance or unethical AI practices.

Corporate boards have a critical role in 
overseeing AI governance and ensuring that 
their organizations are deploying responsi-
bly and sustainably. 

By actively engaging with management, 
reviewing and approving key policies and 
procedures, monitoring performance and 
compliance, and ensuring accountability, 
boards can help their organizations navi-
gate the complex landscape of AI gover-
nance and harness the benefits of AI while 
mitigating its risks. 

As AI continues to evolve and transform 
businesses and industries, effective board 
oversight will be essential for building trust 
with stakeholders and promoting the orga-
nization’s long-term success.
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            AI Governance case studies 

IBM’s algorithmic bias detection and mit-
igation: IBM’s AI Fairness 360 toolkit is an 
open-source library that helps detect and 
mitigate bias in machine learning models. 

It includes a comprehensive set of metrics 
for testing datasets, models for any prev-
alent biases, and algorithms to mitigate 
them.

LinkedIn Fairness Toolkit (LiFT):  LinkedIn 
has developed this toolkit to measure and 
mitigate algorithmic bias in its talent search 
and recommendation systems.

LiFT uses statistical methods to detect bias 
and provides tools for diagnosing and ad-
dressing the root causes of bias.

Apple’s data governance and privacy 
practices framework: Apple’s differential 
privacy framework allows the company to 
collect and analyze user data while protect-
ing individual privacy. 

This framework adds noise to the data 
before collection, masking the individual’s 
identity while allowing for aggregate in-
sights.

Model cards for model documentation and 
transparency: Google developed Model 
Cards to document and share information 
about machine learning models. 

Model Cards include details about the mod-
el’s architecture, training data, performance 
metrics, limitations, and ethical consider-
ations or potential biases.

SafetyNet framework:  The Partnership on 
AI, a multi-stakeholder organization consist-
ing of leading technology companies and 
civil society organizations, has developed 
the SafetyNet framework for documenting 
and assessing the safety and reliability of AI 
systems. 

It includes guidelines for documenting the 
intended use, potential risks, and testing 
procedures for AI systems.
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8. Continuous monitoring
and improvement
As organizations increasingly adopt AI 
technologies, ensuring that AI systems are 
effective, efficient, and aligned with corpo-
rate values and stakeholder expectations is 
critical. This requires continuous monitoring 
and improvement of AI systems and gover-
nance practices. This, in turn, requires orga-
nizations to establish clear metrics and KPIs 
for AI systems, gather feedback from stake-
holders, address unintended consequences 
and adverse impacts, and engage the Board 
in oversight.

Here are some specific examples of how 
organizations are implementing continuous 
monitoring and improvement practices for 
AI systems:

• Establishing metrics and KPIs for AI 
systems:  Organizations must draft a 
set of metrics and KPIs to identify and 
address biases and study the implica-
tions of their AI systems. Airbnb, for 
instance, has developed a set of fairness 
metrics for its AI-powered pricing and 
booking systems, including metrics for 
measuring the distribution of prices 
and bookings across different demo-
graphic groups. The company regularly 
monitors these metrics to identify and 
address any biases or disparities in the 
system.

• Continuous feedback and improve-
ment processes: The ever-evolving 
nature of AI demands a system for con-
tinuous monitoring and feedback pro-
cesses. The AI ethics officers/ teams can 
collaborate with other business func-
tions to successfully implement these 
processes. Organizations seeking guid-
ance in this context can refer to the IEEE 
P7001 standards that provide guidelines 
for incorporating stakeholder feed-
back and continuous improvement into 
designing and deploying AI systems.ate 
actions to address them.

• Addressing unintended and adverse AI 
impacts: Given the rich history of unin-
tended AI consequences, it is prudent to 
have response mechanisms for dealing 
with contingencies while minimizing 
economic and reputational losses. In 
2016, when Microsoft’s AI-powered chat-
bot generated offensive and discrimina-
tory tweets, they promptly shut it down 
and made an apology. Microsoft has 
since implemented stricter controls and 
testing procedures for its AI systems.

• The incident response guidelines for 
AI systems by the Parentship on AI 
is: A good framework for identifying, 
assessing, and mitigating the risks of AI 
incidents. The guidelines include recom-
mendations for conducting root cause 
analyses, communicating with stake-
holders, and implementing remediation 
measures.

• The Board’s role in overseeing con-
tinuous improvement:  The corporate 
Board must closely review and monitor 
the company’s AI system performance 
and KPIs. In case of an issue, they must 
proactively look for solutions in collabo-
ration with the company management. 
This would prevent similar issues from 
happening again in the future. Addition-
ally, they should regularly assess if the 
employees follow the AI guidelines and 
principles.

By implementing these continuous monitor-
ing and improvement practices, organiza-
tions can proactively identify and address 
issues with their AI systems, ensure ongo-
ing alignment with corporate values and 
stakeholder expectations, and drive better 
outcomes for all stakeholders. As AI tech-
nologies evolve and become more integral 
to business operations, a commitment to 
continuous monitoring and improvement 
will be essential for responsible and sustain-
able AI adoption.
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9. Building AI 
governance capabilities
Building AI governance capabilities is not a 
one-time effort but rather an ongoing pro-
cess that requires sustained commitment 
and investment from leadership and en-
gagement and empowerment of employees 
at all levels. The Board is key in guiding and 
overseeing these capability-building efforts, 
ensuring alignment with overall corporate 
strategy and values, and delivering the in-
tended benefits.

Here are some significant components in-
volved in building an AI governance frame-
work: 

• Investment in AI skills and expertise: 
Organizations can establish dedicated 
AI divisions to build internal expertise, 
support employees, and ensure respon-
sible AI adoption. These divisions, com-
prising data scientists, machine learning 
experts, and AI ethicists, must collabo-
rate with other departments to ensure 
that the AP application aligns with the 
organization’s values and missions.
Organizations can leverage training and 
development programs from institutes 
like the Alan Turing Institute in the UK 
for skilling. Multiple such programs offer 
workshops and seminars on emerging 
AI technologies and their implications 
for society.

• Developing processes and account-
ability mechanisms: From a governance 
perspective, companies must establish 
AI ethics principles and guidelines, in-
cluding data privacy and security re-
quirements and testing and monitoring 
of AI systems, to ensure seamless oper-
ations. 

The IEEE Standards Association has 
developed a set of standards for ethical 
and responsible AI, known as the IEEE 
P7000 series. These standards provide a 
framework for organizations to develop 
and implement AI governance process-
es and accountability mechanisms, in-
cluding risk assessments, impact assess-
ments, and transparency reports.

• Fostering a culture of Responsible AI: 
To establish a culture of responsible AI, 
organizations can set a review process 
that mandates a rigorous assessment of 
projects for potential risks and benefits 
before they go live. Additionally, they 
can lay down principles for responsible 
AI, ensuring transparency, accountabili-
ty, and inclusivity.

By investing in AI governance capabilities, 
organizations can ensure that they are 
well-positioned to harness the benefits of AI 
while mitigating risks and unintended con-
sequences. Through ongoing commitment, 
investment, and engagement from leader-
ship and employees at all levels, organiza-
tions can build the skills, processes, and cul-
ture needed to ensure that AI is developed 
and used responsibly and beneficially.
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10. The AI power paradox
and need for AI governance
In conclusion, the AI power paradox em-
phasizes the importance of responsible AI 
governance. As AI technology advances, it 
is essential to balance its benefits with the 
potential risks and challenges it presents.

While governing AI may be difficult due to 
its rapid evolution, we have the ability and 
responsibility to do so. Governments, inter-
national organizations, and businesses must 
work together to establish guidelines and 
frameworks for responsible AI deployment.

Organizations play a crucial role in ensuring 
AI is used ethically and responsibly. By in-
vesting in AI governance and collaborating 
with industry partners, they can minimize 
risks and build trust with stakeholders.

Ultimately, the future impact of AI on our 
world will be determined by those who 
develop and implement this technology. It is 
up to them to prioritize responsible AI prac-
tices and ensure that AI serves as a force for 
good in society.

As we move forward, it is clear that AI gov-
ernance is not an option, but a necessity. By 
working together and prioritizing respon-
sible AI development, we can harness the 
incredible potential of this technology while 
mitigating its risks and challenges.
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