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Opening context

When Al incidents occur, organisations often respond by revisiting policy. Principles are

clarified. Guidelines are issued. Training is refreshed.

These actions provide reassurance, but they rarely address the root cause. In many cases,

policies already existed when the issue occurred.

The failure was not policy. It was execution.

Why this fails in most organisations

Most organisations treat Al risk as a design-time concern. Once systems are approved, attention

shifts away from control.

Al generates risk in execution. Models drift. Automation compounds errors. Interactions create

effects not visible at approval.

Responsibility for managing this risk is often unclear. Policies exist, but no one owns how they

are applied in production.

The operating model insight

Al risk is an execution problem before it is a policy problem.

Effective risk management depends on how systems are observed, decisions are made, and

interventions occur in real time.

Policies set expectations. Execution determines outcomes.
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What this looks like in practice

Organisations that misdiagnose Al risk focus on tightening documentation. Incidents continue.

Organisations that treat risk as an execution discipline monitor continuously, define thresholds,

rehearse escalation, and act quickly.

They are not risk-free, but they are rarely surprised.

Common mistakes to avoid

Responding to incidents with more policy.
Equating compliance with risk management.
Fragmenting oversight through decentralisation.

Centralising control without proximity.

What leaders must do differently

Leaders must shift attention from policy completeness to execution effectiveness.

Risk ownership must extend into production. Governance must operate at the same pace as Al

systems.

Conclusion

Al risk does not arise because organisations lack intent. It arises because execution fails to keep

pace with scale.

Until leaders treat Al risk as an execution discipline embedded in the operating model, policy

will continue to provide comfort without control.
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