YAKAMICHI

The Executive Guide to Al Governance

Creating the leadership structures, controls and assurance needed to
scale AI with confidence.

ALIGN GOVERN SECURE ASSURE
Business strategy Clear accountability Protect Al assets Monitor continuously

Al governance is not an IT policy exercise. It is the enterprise system for
deciding where AI should be used, who is accountable, which risks are
acceptable and how leadership knows that deployed systems remain secure,
lawful and aligned with business objectives.
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Executive Summary

Al governance is not an IT policy exercise. It is the enterprise system for deciding where AI should be used, who is
accountable, which risks are acceptable and how leadership knows that deployed systems remain secure, lawful and
aligned with business objectives.

For leadership, the objective is to translate emerging Al capability into controlled enterprise value. That requires
visibility, accountable ownership, proportionate safeguards and evidence that controls continue to work after
deployment.

Why This Matters Now

Al adoption often grows faster than policy, ownership and risk visibility.
Public and embedded AI services can expose confidential information through unmanaged use.
Boards increasingly need evidence that material Al risks are identified, owned and monitored.

Third-party models and platforms introduce dependencies that traditional procurement reviews may miss.

Executive Takeaways
1. Establish visibility Know where material Al is used and who owns it.

Apply stronger controls where decisions or exposure

2. Govern by consequence
matter most.

Build safeguards into data, identity, architecture and

3. Secure by design workflow.

Automation never removes executive or business
ownership.

4. Preserve accountability

Monitor outcomes, incidents, suppliers and changing

5. Assure continuously conditions
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The Yakamichi Executive Framework
Link Al investments and use cases to measurable business outcomes.
Define board oversight, executive sponsorship, policies and decision rights.
Assess strategic, operational, privacy, legal, cyber, ethical and third-party exposure.
Protect data, models, prompts, APIs, identities and supporting infrastructure.
Embed fairness, transparency, explainability, accountability and human oversight.

Monitor performance, incidents, compliance, suppliers and emerging threats.

Maturity Model

Unmanaged experimentation;

1— Ad Hoc . Risk is poorly understood.
fragmented ownership. poorty
. Initial policy, reviews and accountable . . .
2 — Emerging policy Controls exist but are inconsistent.
owners.
Enterprise process, risk-tiering and Decisions become repeatable and
3 — Managed prisep ’ & . P
reporting. auditable.
. ntin monitoring, ing an
4 — Adaptive Continuous monitoring, testing and Governance supports confident scale.

improvement.

Operating Principle
The control environment should be proportionate to consequence. Low-risk experimentation should remain usable,

while high-impact systems receive deeper assessment, stronger approval, tighter access and more continuous
assurance.
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Board and Executive Responsibilities
* Which AI systems are business-critical or make consequential decisions?
* Who owns enterprise Al governance and accepts residual risk?
* Do we maintain an inventory of internal, embedded and third-party AI?
* What controls prevent confidential data from entering unapproved Al services?
* How are model performance, incidents and regulatory changes reported to leadership?

Common Failure Patterns

. . . Rules exist but no executive or business owner is
Policy without ownership

accountable for outcomes.
Inventory gaps Leadership cannot govern systems it does not know exist.

Approval is treated as permanent even as models, data and

One-time review .
suppliers change.

Legal, operational, ethical and business consequences are

Technology-only governance separated from technical risk.

Teams lack thresholds for pausing use, accepting risk or

Unclear escalation . o
escalating material issues.

Metrics That Matter

Executive reporting should emphasize material systems inventoried, high-risk assessments completed, overdue
remediation, policy exceptions, incidents, supplier exposure, monitoring coverage, human-oversight effectiveness and
unresolved risks accepted above defined thresholds.
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180-Day Executive Action Plan
0-30 DAYS | Establish visibility

Inventory material Al use cases and appoint an executive governance Sponsor.
31-60 DAYS | Set policy

Define approved use, prohibited use, risk classification and review requirements.
61-90 DAYS | Establish oversight

Create governance forums, ownership and security/privacy review pathways.
91-120 DAYS | Deploy controls

Implement technical safeguards, supplier requirements and staff guidance.
121-180 DAYS | Institutionalize assurance

Introduce executive reporting, periodic testing, monitoring and policy improvement.

Executive Checklist

1 Al strategy and governance policy approved

[ | Executive sponsor and governance body assigned
Enterprise Al inventory maintained

[ Risk classification and impact assessment process operating
Security and privacy reviews embedded

[ Third-party Al providers assessed
Responsible Al principles adopted

[ Human oversight defined for consequential use cases
Incident escalation process documented

[1Board or executive reporting established

Yakamichi Perspective
Organizations that govern Al early do not slow innovation. They create the confidence,
accountability and control environment required to scale it.

The aim is disciplined adoption: enough governance to protect intelligence, secure operations and manage enterprise
risk without suffocating legitimate innovation.

REQUEST A CONFIDENTIAL CONSULTATION

United States: +1 202 413 3763 | Maryland, USA
Nigeria: +234 811 095 0651 | Abuja, Nigeria

YAKAMICHI - Artificial Intelligence ¢ Cybersecurity * Counter-Surveillance ¢ Corporate Risk Intelligence
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