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Compliance-Only AI Governance Is Dangerous 

The AI Operating Model Playbook 

Manoj Tavarajoo  

 

Opening context 

As AI risk and ethical exposure increase, many organisations respond by strengthening 

compliance. Policies are updated. Controls are documented. Assurance activity increases. 

Compliance offers reassurance. It provides structure, defensibility, and familiar mechanisms. 

Yet as AI scales, compliance-only governance increasingly becomes part of the problem. 

 

Why this fails in most organisations 

Compliance frameworks verify adherence to predefined rules. They assume risk can be 

specified in advance and managed through documentation. 

AI violates this assumption. Risk emerges dynamically through learning, interaction effects, 

and automated decision-making at scale. 

When governance relies primarily on compliance, organisations focus on documentation rather 

than behaviour. Assurance becomes retrospective. Awareness lags reality. 

The danger is not non-compliance, but delayed insight. 

 

The operating model insight 

Compliance is necessary, but not sufficient. 

Effective AI governance requires behavioural oversight. Governance must observe how 

systems act in production and intervene quickly when behaviour diverges. 

Compliance should be the floor, not the ceiling. 

 

https://www.linkedin.com/in/manojtavarajoo/
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Figure 1: AI Governance: Policy-Based vs Behavioural 

 

What this looks like in practice 

Compliance-only governance produces familiar patterns. Audits pass while issues persist. 

Controls multiply without improving outcomes. 

Organisations that go beyond compliance embed governance into execution. They review 

system behaviour, not just artefacts. Risk is addressed where it emerges. 

 

Common mistakes to avoid 

Equating regulatory alignment with control. 

Delegating governance entirely to compliance functions. 
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Attempting to codify every scenario. 

Responding to incidents by tightening rules universally. 

 

What leaders must do differently 

Leaders must ensure governance operates at the same cadence as AI systems. Ownership for 

monitoring and intervention must be explicit. 

Governance will feel less tidy than compliance. That discomfort is unavoidable. 

 

Conclusion 

Compliance-only AI governance is dangerous because it creates the illusion of control. 

As AI scales, governance must move from documentation to execution-level oversight. 

 




