L]
SECURITY

MULTIPLIERS

A4

SECURITY

MULTIPLIERS

A V4

Starting Your Al Governance Journey

Executive Advisory | Cybersecurity Strategy | Al Governance

Security Multipliers helps organizations strengthen cyber security maturity through strategic advisory,
operating model transformation, Al governance, risk management, and executive level guidance. We work
with enterprise leaders and boards to align cyber security capabilities with business priorities, improve
operational resilience, and build practical programs that scale.
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Executive Summary

Artificial intelligence is moving into enterprise environments faster than most organizations can
govern it.

Business units are experimenting with generative Al tools. Employees are uploading corporate information
into public Al platforms. Vendors are embedding Al capabilities into existing products with limited
visibility into how models are trained, how data is retained, or how decisions are generated.

At the same time, executive leadership teams are under pressure to accelerate innovation, improve
efficiency, and remain competitive.

This creates a difficult balance.

Organizations need to enable responsible Al adoption while maintaining control over security, privacy,
compliance, operational resilience, and business risk.

The challenge is that many organizations do not yet have a practical Al governance model.

They often lack:

e C(Clear ownership and accountability
e Al usage policies and standards

e Data handling guidance

e Risk classification processes

e Vendor assessment criteria

e Executive oversight

e Monitoring and reporting structures

The good news is that organizations do not need to solve everything at once.

Strong Al governance begins with practical foundational controls, clear executive direction, and realistic
operational processes.

This paper outlines a practical approach for CIOs, CISOs, CTOs, and executive leaders that are beginning
their Al governance journey.

Why Al Governance Matters Now

Most organizations are already using Al, whether leadership realizes it or not.

Employees are leveraging public generative Al tools to summarize documents, draft communications,
generate code, analyze data, and automate tasks. Business applications increasingly include embedded Al
capabilities by default. Vendors are rapidly introducing Al features into platforms that already hold
sensitive operational or customer data.

The speed of adoption creates governance challenges.
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Unlike traditional technology deployments, Al tools can be adopted informally and outside formal
procurement or security review processes. This creates operational, legal, privacy, and cybersecurity

exposure before organizations establish appropriate controls.

Executive leadership teams should recognize several important realities:

e Al adoption is already occurring inside the organization

e Traditional governance processes may not scale effectively for Al use cases
e Regulatory expectations are increasing globally

e Security and privacy risks are evolving rapidly

e Al decisions may directly affect customers, employees, and operations

e Third party Al risk can become enterprise risk

Organizations that wait too long to establish governance often find themselves reacting to issues
rather than managing them proactively.

The objective is not to slow innovation.

The objective is to enable responsible and sustainable Al adoption.

The Executive Risks Organizations Need to Understand

Al governance discussions often focus heavily on technical topics. Executive leaders should
instead focus on practical business risks.

Data Exposure and Information Leakage

One of the most immediate concerns is employees submitting sensitive information into public Al
tools without understanding how data is processed, retained, or used.

Examples include:

e Confidential financial information
e Customer records

e Source code

e Legal documentation

e Internal strategies

e Security architecture details

¢ HR or employee information

Without clear governance, organizations may unintentionally expose sensitive intellectual
property or regulated data.

Inaccurate or Hallucinated Output

Generative Al systems can produce incorrect or misleading information with high confidence.
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This creates risk when Al generated content influences:

e Executive decisions

e (Customer communications
e Security analysis

e Legal interpretation

e Financial reporting

e Operational procedures

Human validation and accountability remain essential.

Example Scenario

A business unit adopts a generative Al platform to summarize customer contracts and accelerate internal
reviews.

Employees begin uploading agreements containing confidential customer information and commercially
sensitive terms without understanding how the Al provider stores, retains, or uses submitted data.

Months later, leadership discovers the platform retained customer data for model improvement purposes,
creating potential legal, contractual, privacy, and reputational exposure.

Situations like this are becoming increasingly common as organizations adopt Al faster than governance
processes evolve.

Regulatory and Compliance Exposure

Global regulatory frameworks are evolving rapidly.
Organizations should monitor developments such as:

e NIST Al Risk Management Framework (Al RMF)

e [SO 42001 Al Management Systems

e EUAIACct

e Industry specific privacy and compliance obligations

Even organizations operating primarily in the United States should expect increasing governance
expectations from customers, regulators, partners, and boards.

Third Party and Supply Chain Risk

Many organizations will consume Al through third party vendors rather than building models
internally.

This creates important questions around:

e Vendor data handling
e Model transparency
e Security architecture
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Data residency
Model training sources
Retention policies
Contractual protections
Incident response obligations

Al governance is therefore not only an internal technology issue. It is also a vendor risk
management issue.

Operational and Cybersecurity Risk

Al systems can introduce new attack surfaces and operational dependencies.

Examples include:

Prompt injection attacks

Sensitive data disclosure

Insecure Al plugins or integrations
Unauthorized automation

Model manipulation

Excessive privilege access

Weak API security

Security teams should view Al governance as an extension of enterprise cybersecurity governance
rather than a separate discipline.

Organizations should also recognize that Al introduces emerging cyber security threats that may
not exist within traditional application environments.

Examples include:

Model poisoning attacks

Al generated phishing and social engineering
Data exfiltration through prompts
Unauthorized agentic Al actions

Insecure API integrations

Excessive privilege access

Prompt manipulation and jailbreak attempts
Abuse of Al generated code or automation

As organizations increase Al adoption, cyber security teams should ensure that Al related controls
become integrated into existing security architectures, monitoring capabilities, identity controls,
and incident response processes.
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Why Boards Are Paying Attention

Boards and executive leadership teams are increasingly recognizing that Al introduces enterprise
level risk alongside enterprise level opportunity.

Unlike traditional technology initiatives, Al adoption can occur rapidly, informally, and across
multiple business functions simultaneously. This creates governance challenges involving:

e Regulatory exposure

o Intellectual property protection
o Customer trust

e Operational resilience

e Decision accountability

e Reputational risk

Many organizations are now being asked by customers, regulators, insurers, and partners to
demonstrate how Al usage is governed, monitored, and controlled.

As aresult, Al governance is rapidly becoming a board level discussion rather than solely a
technology discussion.

What Good Al Governance Looks Like

Effective Al governance does not need to be overly complex.
The strongest programs are often practical, business aligned, and scalable.

A good governance model should:

¢ Enable innovation responsibly

e Define accountability clearly

e Protect sensitive information

e Align with existing security and risk processes
e Provide executive visibility

e Scale as adoption increases

Organizations should avoid building governance structures that become excessively bureaucratic
or disconnected from operational realities.

A practical governance model typically includes the following components.



Executive Sponsorship

Al governance requires visible executive ownership.
Leadership teams should define:

e Organizational objectives for Al usage
e Risk appetite

e (Governance expectations

e Decision making authority

e Escalation paths

This is not purely an IT or cybersecurity responsibility.
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Al governance should involve business leadership, legal, privacy, HR, security, compliance, and technology

stakeholders.
Al Usage Policy

Organizations should establish a practical Al usage policy that defines:

e Approved Al tools and platforms

e Restricted or prohibited use cases

e Sensitive data handling requirements
e Human review expectations

e Acceptable use guidance

e Disclosure requirements

Policies should be written clearly enough for employees to understand and apply.
Al Use Case Inventory

Organizations cannot govern what they cannot identify.
Maintaining a centralized inventory of Al use cases helps leadership understand:

e  Where Al is being used

e Which departments are involved

e What data is processed

e What business decisions are influenced

e Which vendors or platforms are involved

This inventory becomes foundational for risk assessment and reporting.
Risk Classification

Not all Al usage carries the same level of risk.

Organizations should classify Al initiatives based on factors such as:
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e Data sensitivity
e (Customer impact
e Regulatory exposure
e Degree of automation
e Business criticality
e External visibility

This helps determine which use cases require additional oversight or approvals.
Vendor Governance

Al related vendor reviews should become part of procurement and third party risk management
processes.

Organizations should evaluate:

e Security controls

e Data retention practices

e Model governance

e Compliance alignment

¢ Incident response capabilities
e Contractual protections

e Auditrights

This is especially important as existing vendors introduce embedded Al functionality into
established platforms.

Monitoring and Reporting

Leadership teams should maintain visibility into:

e Al adoption trends

e High risk use cases

e Policy exceptions

¢ Data handling concerns

e Vendor exposure

e (Governance gaps

e Regulatory developments

Governance programs should evolve continuously rather than remain static.



A Practical Al Governance Operating Model
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The most effective governance models are designed to support operational execution, not just

policy creation.

Below is a simple starting framework.
Executive Al Governance Structure
Executive Steering Group

Provides strategic oversight, governance direction, and executive accountability.

Participants may include:

e CIO

e C(ISO

e CTO

e Legal

e Privacy

e Risk Management
e HR
e Business leadership

Al Governance Working Group

Supports operational coordination and governance execution.
Responsibilities may include:

e Reviewing proposed Al use cases
e Maintaining Al inventory

e Performing risk assessments

e Coordinating policy updates

e Monitoring vendor usage

e Supporting awareness initiatives

Core Al Governance Principles

Organizations should establish governance principles that guide decision making consistently

across Al initiatives.

Examples include:

e Human accountability remains mandatory

e Sensitive data must be protected

e Al decisions should be explainable where practical
e High risk use cases require additional oversight



Governance should enable innovation, not block it

Al usage must align with organizational ethics and compliance obligations

Security and Risk Functions

Provide:

Security review

Data protection guidance
Identity and access controls
Monitoring requirements
Incident response alignment
Third party risk evaluation

Business Owners

Remain accountable for:

Business justification
Appropriate usage

Data handling compliance
Human oversight
Operational controls

Al Governance Maturity Progression

Level Description

Ad Hoc

Informal Al usage with minimal oversight

Emerging Initial policies and visibility established

Defined Governance workflows and accountability defined
Managed Risk monitoring and reporting operationalized
Optimized Governance integrated into enterprise operations
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Al GOVERNANCE OPERATING MODEL

A practical framework for responsible Al adoption

EXECUTIVE LEADERSHIP
Board | CIO | CISO | CTO | Legal

Sets strategic direction, approves governance policies,
and provides oversight and accountability.

|

Al GOVERNANCE STEERING GROUP
Governance Direction & Oversight

Provides cross-functional oversight, sets priorities,
and ensures alignment with enterprise strategy and risk appetite.

|

Al GOVERNANCE WORKING GROUP
Policy | Risk | Compliance | TPRM

Develops policies and standards, assesses risk,
evaluates use cases and vendors, and monitors compliance.

'

BUSINESS
USE CASES

@

« |dentify and prioritize
Al opportunities

» Define use case
requirements and value

¢ Ensure business
accountability

SECURITY &
RISK

¢ Conduct security and
risk assessments

« Define technical controls
and guardrails

* Monitor threats and
operational risk

-

LEGAL &
PRIVACY

Ensure regulatory
compliance

Review contracts and
data handling

Protect privacy and
intellectual property

Y

MONITORING & EXECUTIVE REPORTING
Risk | Adoption | Exceptions | KPIs

Continuously monitors Al usage, risks, and performance.
Provides insights, metrics, and reporting to executives and the board.

CONTINUOUS
FEEDBACK
AND
IMPROVEMENT

This operating model ensures Al adoption is aligned with business objectives,
managed within risk tolerance, and governed with transparency and accountability.
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Practical Starting Recommendations

Organizations beginning their Al governance journey do not need a massive transformation effort
on day one.

A practical phased approach is often more effective.

First 30 Days

Establish Executive Ownership

Identify executive sponsorship and define who owns Al governance coordination.
Publish Interim Guidance

Provide immediate guidance around acceptable Al usage and sensitive data handling.
Identify Existing Usage

Begin documenting known Al tools, platforms, and use cases already in use across the
organization.

First 60 Days
Develop Core Governance Policies
Establish foundational:

e Al usage policies

e Risk review processes

e Vendor review expectations
e Data handling guidance

Engage Security and Legal Teams
Ensure Al governance aligns with:

e Existing cybersecurity governance
e Privacy requirements

¢ Compliance obligations

e Vendor risk management processes

First 90 Days
Build Governance Workflows

Define:



Approval processes
Escalation paths
Exception handling
Monitoring expectations
Reporting routines

Prioritize High Risk Use Cases

Focus governance efforts on areas involving:

Sensitive data
Customer impact
Automation

External exposure
Regulatory obligations

Begin Executive Reporting

Provide leadership visibility into:

Common Mistakes to Avoid
Organizations often encounter similar governance challenges during early Al adoption.
Treating Al Governance as Only a Security Issue

Al governance requires cross functional coordination.

Current Al adoption

Key risks

Governance gaps
Recommended next steps
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Technology, legal, privacy, HR, compliance, risk, and business stakeholders all play important roles.

Overengineering Governance Too Early

Excessively complex governance models can slow adoption and encourage workarounds.

Start practical and mature over time.

Ignoring Shadow Al Usage

Employees will often adopt Al tools independently if governance is unclear or overly restrictive.

Visibility and guidance are more effective than unrealistic prohibition.
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Focusing Only on Technology

Al governance is also about:

e Decision making

e Accountability

e Operational processes
e Data governance

e Human oversight

e Business impact

Assuming Existing Vendor Controls Are Sufficient

Organizations should validate how vendors implement Al functionality rather than assuming
governance maturity automatically exists.

Final Thoughts

The goal is not to eliminate risk entirely.

The goal is to establish enough governance, visibility, accountability, and operational discipline to
enable responsible Al adoption at enterprise scale.

Organizations that begin governance early will be significantly better positioned than those
attempting to retrofit controls after widespread adoption has already occurred.

Al governance should not be viewed solely as a compliance initiative or technical exercise.

It should be viewed as a foundational business capability that helps organizations:
- Protect sensitive information

- Reduce operational and regulatory risk

- Support responsible innovation

- Improve executive visibility

- Build long term organizational resilience

Organizations do not need to solve every challenge immediately.

They simply need to begin with practical governance foundations that can mature over time.



3

o
SECURITY
MULTIPLIERS

A4

Referenced Frameworks and Guidance

Organizations developing Al governance capabilities should monitor evolving industry standards,
frameworks, and regulatory guidance.

Examples include:

- NIST AI Risk Management Framework (Al RMF)

- ISO/IEC 42001 Artificial Intelligence Management Systems
- EU Al Act

- OWASP Top 10 for Large Language Model Applications

- OECD Al Principles

- Microsoft Responsible Al Guidance

- Google Secure Al Framework (SAIF)

Organizations should evaluate which frameworks align best with their industry, regulatory
environment, risk profile, and operational maturity.
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How Security Multipliers Can Help

Security Multipliers helps organizations establish practical, business aligned Al governance
capabilities.

Areas of support may include:

Al governance readiness assessments
Executive workshops

Al usage policy development
Governance operating model design
Al risk assessments

Vendor governance reviews

Security and privacy alignment
Executive reporting frameworks

Al governance maturity roadmaps

Our approach focuses on practical execution, operational realism, and measurable improvement.

For organizations beginning their Al governance journey, Security Multipliers can help define the next

steps.
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About Security Multipliers

Security Multipliers provides strategic cyber security and technology advisory services focused on helping
organizations mature their security capabilities, reduce operational risk, and improve executive decision
making. Our experience spans cyber security strategy, Al governance, infrastructure modernization,
operating models, risk management, and board level advisory.

Helping clients with their journey to true cyber security maturity
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