The Middle Path:

Project Level Governance for Accountable Al

JAMES J. FRUSCIONE, CIP

EAl-IM

GLOBAL SUMMIT



EAlIM

SUMMIT

' Today's Topics:

Al governance and its value proposition in the rapidly evolving Al
environment

The Al governance challenge (challenge associated with the
enterprise model)

Project level Al governance as a possibility for organizations facing the
enterprise level challenge

Author produced the following slides and graphics with the help of GenAl.



The Evolution of Al

1980s 2000s 2010s 2020s Now

Expert Machine Deep Generatlve Agent,c Al
Systems Learning Learning

Rule-Based Logic  Statistical Models  Neural Networks  Content Creation
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Al is shifting from content
creation to autonomous action

Agentic Al introduces new
opportunities and risks

Organizations must adapt
governance accordingly
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A basic definition of governance: A SUMMIT
‘

Governance in the information fechnology

arena encompasses institutional processes and
decision-making rights that establish controls and
performance criteria for IT investments, IT-enabled
service delivery, and legal, regulatory and policy
compliance.

Selig, G. J. (2016). IT governance-an integrated framework and roadmap: How to plan,
deploy and sustain for improved effectiveness. Journal of International Technology and Information
Management, 25(1). https://doi.org/10.58729/1941-6679.1252

Some examples of frameworks that deal with Al governance:
» European Union's Arfificial Intelligence Act (2024)

« ISO/IEC standards 38507 (2022) and 42001 (2023)

* National Institute of Standards and Technology (2023)

+ U.S. Government Accountability Office (2021)
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How Governance Delivers Value

Accouptable Al drives
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Why Enterprise Level Al Governance Can be Challenging

« Demands sustained leadership, resources, and coordination, which may be

lacking
« Current standards and laws are highly rigorous -- for example, they entail:

O
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Formal organizational structures
Centralized risk management
Exacting policies and procedures
Formal and sustained coordination across disciplines like IT, data science,
cybersecurity, legal, procurement, ethics, HR, linguistics, and more
Centralized review and approval to ensure accountability, efc.



Resulting Governance Gaps
 Many organizations sfill lag in effective Al governance, despite
progress.
e Gaps may be most common in organizations that are:
= Small or decentralized
= Under pressure to innovate rapidly
= Limited in leadership, budget, or tfrained staff
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The Challenge Restated

e Enterprise-wide, centralized Al governance is the gold standard.

 But many organizations lack the resources, structure, or appetite for full
formal enterprise level governance.

e |In such circumstances, what should Al advocates doe¢

Options for Dealing with the Governance Challenge

Governance '/

Enables rapid Al deployment.

Option ¢ Pros »- Cons / Risks
_ ¢ e Can lead to institutional paralysis
1. Defer J ) :;gldtsior:ks offigsimentsd and missed strategic
Rt opportunities.
» Creates higher risk of system
2.lgnore 2 failures, legal/ethical breaches,

harms, negative financial and
reputational consequences, etc.

3. Choose a
Middle Path:
Project-Level
Governance

Apply governance techniques
locally, at the project or business
unit level.

Emphasizes quality and responsible
implementation without waiting for
enterprise-wide structures to be
implemented.

* |t may be challenging to keep
governance consistent across
projects, thus potentially
requiring more work to harmonize
projectlevel information if/when
the organization moves to
centralize governance.




The Middle Path: Project Level Governance
* Move responsibility closer to Al design and development to:
o Reduce reliance on centralized structures and approval flows.
o Shift focus from compliance alone to the production quality,
accountable Al systems.
o Use processes that can ultimately evolve into flexible, scalable models
for enterprise governance.

See: Sen, R. et al. (2025). PwC's responsible Al survey: From policy to practice.
PwC. https://www.pwc.com/us/en/tech-effect/ai-analytics/responsible-ai-survey.htmi
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Concept of Project Level Governance - Phases and Key Actions

Purpose Key Actions
@ Establish leadership and  * Coalesce leadership around a project vision
i + Configure a collaboration/governance hub
oJlLo prfo ject gavemance Coordinate governance and project-management
1 infrastructure i, ; g
information flows
§ Phase 2 ORfENT ‘ - * Formalize the vision for the Al application
2 Clarify direction, roles, . Nf)pom_t responsible staff
Q h and human involvement * Maintain a focus on human involvement
* Pinpoint and analyze stakeholders
' Phase 3: DEVELOP « Describe the data sources
. mm . (=) Buildthetechnical and * Assess data quality
—I|IFII risk foundation for . 8ocgment hargit\;/arg and soft;ware components
: ; » Confirm security/privacy posture
‘-> responsible Al * Conduct risk assessments and develop mitigation plans

e PLEME| * Execute and document testing
7o) @"\- Ensure a controlled, » Conduct a rigorous and documented
% "= j well-documented deployment  implementation process

Sustain governance and : : ot :
close the project responsibly Close project and institute ongoing governance

**The project-level concept presented here is substantial, but still only illustrative. Leaders should adapt the model to their specific

‘Cc: organizational contexts by adding, removing, or modifying elements as needed.
“—— 0o
_ "7 @
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Synchronize Project Level Governance with Project Management

Governance ensures accountable Al; project management delivers functional Al. Only when applied together
can organizations build Al systems that are both responsibly governed and successfully executed

8 THE INTEGRATED PROJECT GOVERNANCE & MANAGEMENT LlFECYCLE
} PL’°Je°t Governance |
evel

(‘\ Governance
| Phases Phase :"

' _— ‘ h Correspondlng 1

~ Focus | PM Phase
ALIGNMENT -

Leadership alignment

!
governance hub,
information flows

Feasibility/Initiation

Chartering, sponsorship, X
early risk framing

——

Stakeholder
_ _ management,
 /\~ requirements analysis
Data, quality,

components, security, nb
m,, risk, testing

Scheduling, resource
Execution &——— allocation, quality
SR ——— control, risk management

A
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Project Level Governance - Concept Review

PROJECT PHASES

1.0 Prepare | 2.0 Orient 3.0 Develop | 4.0 Implement § 5.0 Operate

Establish leadership Clarify direction, Build the techiical and Ensure a controlled, Sustain governance
& project governance roles, and human risk foundation . Well-documented R and close the project

infrastructure | ) involvement | forresponsible Al i  deployment ) responsibly
SN | 2 o™ [: ¢ > =T

,n, 2 et AL kT =

Q === ‘ LTI \ — ?\ﬂ..

The governance actions in this model appear in sequence, but it is best to think of
governance in heuristic terms, such that project participants reflect, revisit and revise

their thinking and techniques as they experience and learn from the results of their
work. JF




Phase 1.0 Prepare
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1.1 Coalesce Local Leadership Around Governance and Project Vision
Foundation for Weaving Documented Human Judgement into the

Creative Process

Establish a commitment to governance and unified, compelling vision for the Al initiative
Align technical and business leaders around shared vision of beneficial outcomes

Who is Likely to Lead? What the Vision Does
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1.2 Identify & Configure a Collaboration / Governance Hub

**Use Al to help capture, curate, analyze and report on governance actions and
inferactions

Why a Hub Is Essential Key Capabilities Examples Considerations

Governance is not possible without a means to record and make accessible institutional memory
about the use of AL. Therefore, these hubs are indispensable and indeed mandatory, whatever
form they ultimately take. JF
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1.3 Coordinate Governance & PM Information Flows

Streamline and Consolidate Governance and PM Information.

Why Coordination Matters Conceptual Mapping Link/Interface/
Integrate Flows
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Phase 2.0 Orient
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2.0 - The Human Component

2.1 Formalize the Vision & 2.2 Designate Responsible 2.3 Maintain Human 2.4 Pinpoint & Analyze
Use Case Staff Involvement Stakeholders

Together, these actions create a disciplined, human-centered governance foundation that reduces risk,
strengthens accountability, and increases the likelihood that the Al system delivers meaningful, fair, and
measurable organizational outcomes.
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55  AIGOVERNANCE: KEY ROLES & RESPONSIBILITIES ...

Role / Function Responsibilities
- Sponsorship Sg\i,ggg ttgg nA(: gf;girsti(f)r:.r:)n g:;lalopment through implementation and operation; serves as Iead. .
@ Busmess Expertlse - Shapes Al functions, conducts testing/administration, ensures business objectives are continually met
M| T Support = Oversees technology adoption and mtegratnon (Cloud/on-prem); includes architects, ¢
programmers, data scientists, and data engineers
%7 Procurement Manages acquisition of hardware software, and services; ensung contract compliance
51 Information Security Protects data and systems from unauthorized access, disclosure, or destruction
1> Legal / Regulatory Defines Iegal boundaries for Al use and ensures compliance with laws and standards
¢ Ethical Screening Identifies bias/unfairness in data and models; recommends actions to ensure fair outcomes
Mghﬁggﬁ'{‘em / Surfaces potential negative consequences of Al use and develops mitigationplans »~°
=) Records Management Sets policies for retention and disposition of Al-related records and data
<> External Support Provides vendor, cloud, and partner expertise for underlying Al systems and services
&\ Stakeholder Advocacy = Ensures Al processes reflect the needs of customers, staff, and societal groups
& Budget / Fiscal Approves and allocates funding for development, implementation, and ongoing operations
€L, Audit " Evaluates compliance with standards, laws, and performance expectations e,
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Caveat

If the project team senses it lacks the ability to address key roles such as those above, it will need

to acquire advice and support outside of its immediate ambit -- from other units within the organization
and/or from external advisors such as consultants, academic institutions, or the non-profit sector. If it is not
possible to address key roles, then indeed, deferring action on an opportunity may be advisable. JF
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Phase 3.0 Develop
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3.0 The Technical Component

3.1 Describe the Data 3.2 Assess Data Quality 3.3 Document Hardware
Sources and Software
Components

Collectively, Phase 3.0 actions form the backlbone of accountable Al development. By
A executing these actions, the organization shows that, in advance of implementing an
Q Al system/service, it understands its data, technology, processes, risks, and security
'_\_°.A l % | pq posture. Documenting these elements goes to the heart of tfransparency, reliability,
N ¥ ® and trustworthiness.
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3.0 The Technical Component (Continued)

3.4 3.5 Conduct Risk 3.6 Execute and
Confirm Security/Privacy Assessments & Develop Document Testing
Posture Mitigation Plans
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4.0 Implement
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4.0 Implement - Bringing the Vision to Fruition

4.1 Conduct a Rigorous and Documented Implementation Process

4.1.1 Align Operational 4.1.2 Conduct 4.1.3 Transitioning to
Staff Roles Training, Communicate Production
and Fund

Executing these actions will help the organization that the Al system/service

is deployed effectively and governed responsibly. By aligning roles, training staff,
and securing resources, it sets the foundations for operational resiliency.
Targeted communications and disciplined fransition planning reduce the risk of
failure, promote accountability, and support long-term success.




Phase 5.0 Operate
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5.0 Operate - Vigilance and Lifecycle Learning

5.1 Close the Project & Institute Ongoing Governance

Ensure orderly project close out and transitioning to sustained governance
through the Al system/service life-cycle

5.1.1 Monitoring 5.1.2 Auditing 5.1.3 Evaluating

,c Phase 5 actions help to ensure the Al system/service continues to be safe,
—o v effective, and aligned with organizational values /strategy long after it is
_* L J

implemented.
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5.0 Operate - Vigilance and Lifecycle Learning (Continued)

5.1.4 Employing Change / 5.1.5 Aligning with 5.1.6 Decommissioning
Enhancement Control Organizational Controls
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Conclusion

In the absence of centralized, enterprise level governance programs, individual business

units and small organizations can apply project level Al governance to bring about the use of
accountable Al. Project level governance allows for the sustained application of

the technology in a way that adds value to the organization and helps its stakeholders

in justifiable, safe, transparent, responsive, and productive ways. Project level

governance stands as a middle path between institutional inertia and fragmented,
uncontrolled application of the technology, and meshes with the creative thrust of project
management. Applied in tandem, the two disciplines of project level governance and
project management help organizations transform visions of Al use cases into working, well-
managed realities. JF
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THANK YOU!

James Fruscione
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WE WANT YOUR FEEDBACK

RATE THIS SESSION
NOW

Open the AlI+IM Global Summit app, find this session,
and leave your rating and comments.
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