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Section 1: Rapid Al Governance Readiness Check

Foreword

AT is changing our industries at a breakneck pace. We're seeing tools like
ChatGPT or AI agents create a real buzz, and the market is awash with new Al
applications promising to reshape how we work, from marketing and sales right
through to strategy. It’s a technology that can spark genuine creativity, make
us significantly more efficient, and carve out entirely new paths for growth. As
leaders, our task is to guide our companies through this, empowering our teams
to make the most of these tools.

But let’s be clear: Al is complex. It also carries substantial risks, especially when
new tools are adopted quickly without proper oversight. If we don’t get a handle
on these risks, the fallout — on our brand, our customers, and our compliance —
can be quite serious.

This Toolkit is for you, the C-suite leader — whether you're a CEO, CMO, or
CSO. It’s designed to cut through the hype and the dense academic theories,
offering you practical first steps you can put into action today. Think of it not as
an exhaustive textbook, but as a straightforward, clear guide to help you ensure
your teams can use Al responsibly and effectively.

My years in technology and in highly regulated industries have taught me one
crucial thing: good AI Governance isn’t about adding more bureaucracy. It’s
a smart, strategic way to innovate safely, keep your operations robust, and earn
that all-important trust. It’s fundamentally about making AI work for your busi-
ness, the right way. This kit is your first step towards finding what I call “The AI
Equilibrium”: harnessing AI’s immense power while meticulously managing
its risks. I sincerely hope you find it valuable.

Section 1: Rapid Al Governance Readiness Check

ATundoubtedly offers big opportunities for marketing, sales, and overall business
efficiency. However, using it well and, crucially, safely, hinges on having solid A1
Governance in place. This quick check is designed to help you, as a leader, take
an honest look at where your company currently stands with AI Governance
— particularly concerning how your teams might be using, or wanting to use, the
latest Al tools. If you find yourself answering ‘No’ or ‘Unsure’to several of these
questions, it’s a strong indicator that you have some important gaps to address
before broadly deploying new AI technologies or allowing their unchecked use.
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2.1 The Checklist: 12 Key Questions for Your Al Governance Readi-
ness

For each question, please answer ‘Yes’, ‘No’, or ‘Unsure’ based on your current
understanding of your company’s practices.

1. AI System Visibility: Do we actually have a simple, up-to-date list of all
AT systems and major Al tools (think generative Al platforms for content,
AT sales assistants, etc.) that our teams are using or currently building and
piloting? (It’s simple: if you can’t see it, you can’t manage it. This list is your
first step to understanding your Al footprint, especially with all the new,
easily accessible tools out there.)

2. Designated Accountability: Is there a specific person, or perhaps a
formal group, who is clearly in charge of AI Governance and ethics for the
entire company? Does this include setting guidelines for adopting new Al
tools? (Without someone clearly responsible, AI Governance for tool usage
often loses direction or becomes inconsistent across the business.)

3. Basic Ethical Framework: Have we actually written down and shared —
even in simple, straightforward terms — our company’s main ethical princi-
ples for how our teams should be using AI (for instance, regarding customer
data, content creation, or decision-making)? (These ethical principles are
your compass for Al decisions, guiding you beyond just what’s legally
required and helping protect your brand and customer trust.)

4. Al Risk Awareness at Leadership Level: Are we, as leaders, actively
discussing the specific risks Al brings (things like biased outputs from mar-
keting Al, data privacy concerns with sales tools, or potential brand damage
from Al-generated misinformation) when we consider new Al projects or
greenlight team access to new tools? (Leadership awareness is absolutely
vital for setting the right tone and ensuring focus on managing the risks
that come with new Al tool adoption.)

5. Data Quality for AI: Do we have clear, established processes and people
who are in charge of making sure the data our teams use to train or operate Al
systems (like customer data for AI-powered marketing campaigns) is good,
accurate, and genuinely appropriate for the task? (Remember, AI tools run
on data. ,Garbage in, Garbage out” isn’t just a saying; it directly impacts
campaign effectiveness, customer experience, and fairness.)

6. Data Privacy in AI Context: When our teams use Al tools, particularly
those that process customer data, are we taking a specific look at how that
personal data is being used, protected, and governed — going a step beyond
our general data protection rules? (Many new AI tools introduce unique
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privacy challenges that your existing general rules might not fully cover,
and that can impact both compliance and trust.)

. Meaningful Human Oversight: For Al tools that are making, or helping

to make, critical decisions (for example, in automated customer service, lead
scoring, or personalized offers), do we have clear, practical ways for our team
members to review things, approve them, and step in if necessary? (This
ensures someone is accountable and acts as a crucial safeguard against Al
mistakes that could negatively affect customers or key business outcomes.)

. Clear Business Case for Al Tools: Does every significant new Al tool or

platform our teams adopt come with a clear business reason? Does it define
its value (e.g., better marketing ROI, improved sales efficiency) and how
we’ll measure success, rather than just being the latest trendy gadget? (This
ensures that investments in Al tools are practical, make business sense, and
are aligned with overall company goals.)

. Third-Party AI Tool Risk Assessment: When our teams are looking to

use Al solutions from other companies (especially cloud-based tools), do we
have a specific, consistent process to check the vendor’s own AI Governance,
their data security practices, their ethical standards, and the potential risks
they might introduce before we allow widespread use? (AI tools from outside
vendors can bring significant, unmanaged risks into your organization if
theyre not properly vetted first.)

“Shadow AI” Visibility: Do we have a reliable way to find out about and
then check the Al tools or apps (especially those free or low-cost online AI
services) that our teams might be using without official approval from IT
and governance? (Unmanaged “Shadow AI” is a major source of security,
privacy, and compliance headaches, and this is particularly true with the
new wave of easily accessible generative Al tools.)

AI-Specific Security Measures: When using Al tools, are we actively
thinking about and dealing with the security threats that are unique to
them (things like injecting malicious prompts into generative Al, or data
leakage through third-party Al services) on top of our general cybersecurity
measures? (Al tools can present new weak spots that your traditional
cybersecurity setup might not be designed to cover.)

Basic AI Governance Training for Teams: Have the employees who
are keen to use new Al tools received any specific training on responsible
Al practices, how to handle data correctly, ethical considerations, or our
company’s own rules for using Al tools? (Your team members’ understand-
ing and actions are absolutely crucial if they’re going to use new Al tools
responsibly and effectively.)
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What Your Score Means:

Fewer than 5 ‘No’ or ‘Unsure’ answers: It sounds like your company has
some basic awareness and controls in place for Al tool use. That’s a good start,
but there’s certainly room to strengthen your AI Governance to better enable
your teams safely.

5 to 8 ‘No’ or ‘Unsure’ answers: This suggests there are important areas
of AI Governance related to tool adoption that need your prompt attention.
Addressing these will help reduce emerging risks and build a solid framework
for safe innovation.

More than 8 ‘No’ or ‘Unsure’ answers: This points to significant gaps
in your AI Governance, especially concerning the use of new Al tools. Your
C-suite needs to act quickly to establish clear guidelines and controls. This
will ensure your teams can explore AI’s benefits responsibly, while protecting
the company from potentially serious operational, financial, and reputational
harm.

Whatever your score, this Toolkit is designed to help you take immediate, prac-

tical steps forward.

Section 2: Kick-Starting Your Al Governance

To truly harness the power of new Al tools effectively and safely, your leadership

team needs to be aligned on strategy. This section provides key questions to guide

those critical initial discussions, focusing on how you can enable your teams

— whether in marketing, sales, operations, or elsewhere — to innovate with Al

responsibly.

1. What Do We Want from AI Tools? What Are Our Ethical Bound-

aries for Their Use?

« What are our company’s non-negotiable core values (think customer trust,
brand integrity, responsible innovation) that absolutely must guide how our
teams select, test, and use any Al tool? And critically, how will we make sure
this actually happens?

« What’s our big-picture vision for how new AI tools can genuinely enhance
our business — for example, improve marketing campaigns, boost sales
productivity, or personalize customer experiences? How can AI Governance
help us achieve this vision, acting as an enabler for confident use rather than
just a set of restrictions?
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What are our absolute “red lines” when it comes to Al tool usage? Are
there specific applications, data handling practices, or types of Al-generated
content that our company will simply forbid, based on our values, our risk
appetite, and evolving legal or regulatory obligations (like those in the EU
AT Act)?

How do we create some simple, clear “rules of the road” that allow our teams
to experiment responsibly with promising new Al tools (like generative Al
for brainstorming content or for sales prospecting) while more comprehen-
sive AI Governance frameworks are being developed?

2. What AI Tools Are Being Used or Explored? What Are the Key Risks
to Our Business?

What’s our current, honest, high-level understanding of the Al tools already
in use or being piloted by various teams across the company — including any
“Shadow AI” that might have been adopted without formal approval? What
practical steps can we take right now to get a clearer inventory, especially of
tools that have access to company or customer data?

From a CEO, CMO, or CSO perspective, what are the top 3 to 5 risks
specifically associated with the unmanaged use of new Al tools that pose
the biggest immediate threat to our business? (Examples might include
brand damage from inaccurate Al-generated content, customer data privacy
breaches via third-party AI, legal headaches from copyright infringement
by generative Al, or biased outputs in Al-driven customer interactions.)

How will we ensure we’re consistently applying a definition of an ‘Al system’
— one that’s in line with relevant legal frameworks like the EU AI Act — to
properly scope our Al Governance efforts? This definition needs to cover the
full spectrum, from the simple automation tools our teams might use, all the
way to advanced Al platforms, so we know precisely what needs oversight.

. Who’s Overseeing Al Tool Adoption? What’s the Initial Plan?

Who, at the C-suite level, will be the sponsor or interim lead responsible for
developing guidelines and overseeing the responsible adoption of new Al
tools across the company, particularly in functions like marketing and sales?

How can we quickly pull together a nimble, cross-department working
group for AI Governance that’s specifically focused on tool usage? Which
key functions (for instance, Legal, IT/Data Security, Marketing leadership,
Sales leadership, HR) absolutely must be involved from day one to ensure
we get a balanced approach that considers innovation, risk, and compli-
ance?
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« What are the key, measurable goals for this group in its first 9o days? (Per-

haps drafting basic “Acceptable Use Guidelines for AI Tools,” identifying

and assessing the top 5 most used or most requested Al tools, and estab-

lishing a simple process for teams to request a review of new Al tools they’re

interested in).

Section 3: Validating Your Approach - Key Pitfalls

As your teams explore and adopt new Al tools, it’s all too easy to encounter

common pitfalls that can undermine AI Governance and create significant,

unforeseen risks. Use these critical questions to sense-check your company’s

approach and ensure you're fostering responsible Al innovation from the outset.

Common pitfalls in AI Governance implementation

Common Pitfall

Critical Validation Question(s) for Your
Team (from a C-level Perspective)

Mistake 1: Treating Al Governance for Tools as
Just an IT or Legal Checklist.

Mistake 2: Underestimating Data Risks When
Using New Al Tools.

Mistake 3: Adopting Al Tools Without a Clear
Benefit or Proper Risk Check.

Mistake 4: Allowing Al Tools to Make Critical
Decisions Without Human Judgment.

“How are we making absolutely sure that deci-
sions about using new Al tools actively involve
business leaders — like our Marketing or Sales
heads who understand the strategic goals —
working alongside IT and Legal, rather than
this just becoming a siloed compliance task?”

“When our teams use Al tools, especially third-
party ones, with company or customer data,
what clear, documented processes do we
have to ensure that data is handled securely,
ethically, and in full compliance with privacy
laws like GDPR? Crucially, who is actually
checking this before a new tool gets widely
adopted?”

“For every significant new Al tool our teams
are keen to use (say, for marketing automa-
tion, sales intelligence, or content generation),
can we clearly articulate its expected business
benefit and the potential risks — to our brand,
legally, and to customer trust? And honesily,
is this tool demonstrably better than existing
methods?”

“If Al tools are influencing critical interactions
— things like personalized pricing, key cus-
tomer communications, or significant content
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Common Pitfall

Critical Validation Question(s) for Your
Team (from a C-level Perspective)

Mistake 5: Allowing Unfettered Use of Gener-
ative Al without Content & IP Guardrails.

Mistake 6: Not Knowing About or Controlling
“Shadow Al” Tool Use Across Teams.

Mistake 7: Assuming General Cybersecurity
Covers Risks of New Al Cloud Tools.

releases — what concrete safeguards do we
have in place to ensure a human from our
team reviews and approves the output, espe-
cially where our brand reputation or legal
compliance is on the line?”

“What specific, practical guidelines do our
marketing, sales, and content teams actually
have for using generative Al tools? How do
we ensure factual accuracy, avoid plagiarism,
protect our company’s intellectual property,
maintain our distinct brand voice, and clearly
disclose Al-generated content when it’s appro-
priate or required?”

“What active steps are we genuinely taking to
discover and assess the risks of Al tools that
our teams — especially in marketing, sales, or
R&D — might be using ‘under the radar’ simply
because they are easy to access? How do
we then guide them towards safer, approved
alternatives, or bring these tools under proper
governance?”

“Beyond our standard cybersecurity mea-
sures, how are we specifically assessing and
mitigating the unique risks that come with new
cloud-based Al tools our teams might use? I'm
thinking of things like data leakage to third-
party Al models, insecure APIs, or prompt
injection attacks that could generate harmful
or off-brand content.”

Section 4: Next Steps: From Ignition to Sustainable

Governance

This Toolkit has provided you with a Readiness Check and a set of Key Questions

for your leadership. These are vital first steps to gain some real traction and begin

establishing basic AI Governance in your company, particularly around the use

of new and exciting Al tools. These resources are designed for swift assessment

and focused strategic conversations, helping you give your initial actions that

vital impetus.
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Laying this groundwork is absolutely crucial. It’s the foundation that will allow
your teams to explore and leverage the power of Al tools with far greater
confidence and safety. However, building a truly strong, scalable, and lasting AI
Governance framework — one that can fully address the complexities of enter-
prise-wide Al adoption, including the fast-evolving world of Al tools — naturally
requires a more comprehensive, in-depth approach.

AI Governance is a field that’s constantly changing, particularly with new Al
tools emerging almost daily. For ongoing practical insights, expert analysis, and
actionable advice on Al ethics, governance, risk management, and responsible Al
implementation for your teams, I invite you to subscribe to my newsletter, ‘The
Al Equilibrium.’

Click here to subscribe

Al played a part in doing the research for this material, which was then written,
thoroughly reviewed and edited by Krzysztof Goworek.

The information provided here is for general guidance and informational pur-
poses only. It does not constitute legal, financial, or professional advice. Readers
should consult with appropriate qualified professionals before making any deci-
sions based on the content of this toolkit.
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