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MANOJ TAVARAJOO



BOARDS ARE
EXPECTED TO

AI oversight is expanding rapidly.
Governance capability is not.

Oversee AI risk and system behaviour

Challenge AI decisions and assumptions

Define AI risk appetite and boundaries

Govern autonomous and agentic systems

Respond to growing regulatory scrutiny
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Oversight is being declared faster than it is being built.

MANY ARE DOING SO
WITHOUT

Operational visibility into AI behaviour

Technical fluency to challenge effectively

Independent evidence of control

Defined intervention frameworks

Governance maturity to match ambition

THE OVERSIGHT PARADOX



Far fewer are equipped to
challenge it.

Most boards
are informed
about AI.
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Most boards now
regularly receive...

Awareness is not  governance capability

AI adoption briefings and strategy updates

Risk summaries and regulatory updates

Responsible AI policies for approval

Technology roadmaps and investment cases

AI steering committee minutes
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Board awareness does not automatically create board oversight.

Yet few boards can
answer...

Where critical AI decisions are actually made

How AI behavioural risk is monitored

What intervention thresholds exist

Who can override an automated decision

Whether governance functions in production

THE BOARDROOM AI LITERACY PARADOX



MANY BOARDS ARE

Oversight without challenge
is governance theatre

Receiving management AI updates

Reviewing AI dashboards and reports

Approving AI governance frameworks

Acknowledging AI risk disclosures

Declaring AI oversight in annual reports
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Governance fails quietly long before it fails publicly.

THE PASSIVE OVERSIGHT TRAP

Challenging AI assumptions and decisions

Testing the evidence behind management reports

Interrogating escalation thresholds

Validating control effectiveness independently

Demanding operational visibility in production

FEW BOARDS ARE
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THE GOVERNANCE MATURITY SHIFT

LAYE
R 1

INVENTORY
EVIDENCE
What we
have

AI is emerging on the
agenda.

 Oversight is ad hoc and
episodic.

Understanding what AI is
Early awareness
Isolated use cases

Asks introductory
questions
Relies on management to
lead
Limited challenge

Minimal reporting
Descriptive updates
Little to no metrics

None
Reacts to issues
No defined thresholds

Low oversight
effectiveness
Higher risk of surprises
Value uncertain

The board receives regular
updates on AI activities

and risks.

What AI is being done
Risks and compliance
Activity and progress

Receives regular reports
Seeks clarification
Limited probing

Standard management
reports
Basic metrics and KPIs
Limited trend analysis

Escalates some issues
Inconsistent intervention
Thresholds unclear

Improved visibility
Better risk awareness
Value still variable

The board actively
questions, probes and

tests management.

Is AI delivering value?
Are risks within appetite?
Are controls and
governance effective?

Challenges assumptions
Tests evidence and data
Requests deeper analysis

Comparative analysis
Risk and value evidence
Root causes and
remediation status

Intervenes when
thresholds exceeded
Directs remediation
Monitors effectiveness

Stronger risk control
Improved value
realisation
Governance credibility
grows

The board governs through
evidence, intervenes early

and drives outcomes.

Value creation and risk
management
System performance and
resilience
Continuous improvement

Sets expectations and
boundaries
Demands evidence
Intervenes decisively
when required

Integrated dashboard
Leading indicators and
trends
Assurance and
independent validation

Acts early on leading
indicators
Stops or scales based on
evidence
Drives continuous
improvement

Sustainable value
creation
Risk within appetite
Trusted governance and
resilience
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1. AWARENESS 2. INFORMED 3. CHALLENGING 4. STEWARDSHIP
Reactive Reporting-driven Inquiry-driven Evidence-driven
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MATURITY PROGRESSION

ENABLERS OF MATURITY

Strong
governance
framework

AI literacy for
directors

Clear risk
appetite &

boundaries

Quality data,
dashboards &

metrics

Independent
assurance &

review

THE
BOARD’S
JOURNEY

Real oversight is not about knowing more. It is about
demanding better evidence, setting clear
boundaries, and acting with confidence to protect
value and build trust.

From being informed
to governing with

impact.

FROM PASSIVE OVERSIGHT
TO EVIDENCE-BASED

STEWARDSHIP
The board maturity journey for AI oversight.



AI systems require operational boundaries, 
not just policy statements

Governance becomes effective only when an organisation can determine precisely when an AI system has
moved outside acceptable operating limits. The behavioural envelope is that boundary.

THE BEHAVIOURAL ENVELOPE

AI governance is ultimately the governance of behavioural boundaries.
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AI GOVERNANCE CANNOT
RELY SOLELY ON

Approval processes at point
of deployment

Policy statements and
governance documents

Governance forums and
steering committees

Annual reviews and
compliance attestations

AI SYSTEMS 
REQUIRE

Defined behavioural
boundaries and thresholds

Continuous monitoring of
system behaviour

Escalation triggers with
clear ownership

Intervention rights and
containment capability

THE BOARD 
MUST APPROVE

The dimensions of the
behavioural envelope

The thresholds at which
escalation is triggered

The evidence standard for
ongoing assurance

The conditions under
which intervention occurs



THE OVERSIGHT BOUNDARY

LAYE
R 1

INVENTORY
EVIDENCE
What we
have

Define where and how AI can
be used, tolerances,
thresholds and exclusions.

2. BEHAVIOURAL ENVELOPE
Approve the dimensions and
limits of acceptable AI
behaviour.

3. POLICY & GOVERNANCE
EXPECTATIONS
Approve policies, principles,
governance model and
oversight approach.

4. ACCOUNTABILITY
STRUCTURE
Ensure clear executive
accountability for AI
outcomes.

5. OVERSIGHT & CHALLENGE
Review evidence, challenge
management and ensure
remediation of gaps.

6. INTERVENTION &
ESCALATION
Intervene, escalate or stop
when thresholds are
breached.

LAYE
R 1

INVENTORY
EVIDENCE
What we
have

EVIDENCE FLOW

Management
provides timely,

accurate and
decision-ready

evidence across all
oversight domains.

CHALLENGE & FEEDBACK

The board challenges
assumptions, tests

evidence and
provides guidance.

Identify use cases, prioritise
and align AI initiatives to
strategy.

2. DESIGN & BUILD
Design models and systems,
select tools and technologies.

3. DATA & CONTROLS
Manage data quality, privacy,
security and controls.

4. MONITOR & OPERATE
Monitor performance, drift,
usage and human oversight.

5. VENDOR & THIRD PARTIES
Manage suppliers, model
providers and third-party risk.

6. INCIDENTS & REMEDIATION
Respond to issues, remediate
and prevent recurrence.

BOARD DOMAIN – GOVERN

Sets direction, expectations and boundaries

1. RISK APPETITE & EXCLUDED
USES

MANAGEMENT DOMAIN – OPERATE

Executes strategy within approved boundaries

1. STRATEGY EXECUTION

THE BOUNDARY
Oversight, not operation
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INTERVENTION THRESHOLD
Board intervention triggered when:

Behavioural envelope breached
Risk appetite exceeded

Value not materialising
Accountability unclear or failing

Assurance gaps are material
Regulatory or legal exposure

Principle: Clear boundary. Strong evidence. Timely escalation. Disciplined intervention.

Boards should govern boundaries, not operations

Strong oversight does not mean operational interference.

Clarifying what the board governs, what management owns, and how evidence flows.
THE AI OVERSIGHT BOUNDARY MAP



THE EVIDENCE PROBLEM

ORGANISATIONS
TYPICALLY REPORT

Most boards receive governance narratives, 
not governance evidence

Governance structures and committee activity

AI policies and framework documentation

Responsible AI principles and commitments

Regulatory compliance attestations

Framework adoption and training completion
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Governance without evidence is ultimately an act of trust.

EFFECTIVE
GOVERNANCE REQUIRES

Behavioural monitoring in production environments

Evidence that controls are operating as designed

Threshold escalation records and response logs

Independent assurance of control effectiveness

Intervention evidence, not assurance narratives



Challenge operational
assumptions

Govern AI continuously, not
episodically

Define explicit AI risk
appetite

Establish escalation
expectations

Risk appetite is set with
measurable thresholds, not

expressed as general
principles. The envelope is

approved, not assumed.

Boards actively probe
management claims. Evidence
is tested. Assurance narratives

are not accepted without
independent validation.

Intervention thresholds are
defined before they are

needed. Boards know precisely
when and how they will be

engaged.

Oversight is not confined to
quarterly meetings.

Governance systems generate
continuous evidence that the

board can access and
challenge.

Demand evidence of control
effectiveness

Reporting shows that controls
are working in production, not

that they were designed to
work. The difference is

material.

WHAT EFFECTIVE BOARDS DO DIFFERENTLY

High-performing
boards govern
differently
Effective oversight is operationally
informed, not structurally declared.
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Can our board challenge AI decisions or only receive updates about them?1

WHAT THIS MEANS FOR YOUR BOARD

Five questions boards should be
uncomfortable answering

Have we defined explicit AI risk appetite boundaries?2
Would we know immediately if a critical AI system moved outside acceptable limits?3
Are we receiving evidence of control effectiveness or management assurance narratives?4
Is our governance capability maturing at the same pace as our AI ambition?5
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If any of these are difficult to answer, the governance model needs to be redesigned, not reported upon.



THE GOVERNANCE SHIFT

AI governance is no longer a question of
whether boards are aware of AI.

Most boards are
informed about AI.
Far fewer are equipped
to challenge it.

It is whether boards can challenge it,
govern it, intervene in it, and assure it

operationally.

The organisations building durable AI advantage are not those
with the most AI activity. They are those whose governance

maturity is evolving at the same pace as their AI ambition.
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MYCONSULTANCY AI TRANSFORMATION APPROACH
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ABOUT

Manoj Tavarajoo has spent over two decades working with
boards, executives and senior leaders across enterprise,
digital and AI transformation. His work sits at the intersection
of strategy, operating model design, governance and
execution, where transformation ambition becomes
measurable enterprise capability.

He is the author of Leading the AI Transformation, The AI
Operating Model Playbook and The AI Governance
Imperative, together forming a practical leadership trilogy on
how organisations lead AI, organise for AI and govern AI at
enterprise scale.

Manoj leads MyConsultancy, an independent advisory and
transformation practice based in Australia, partnering with
boards and executive teams on enterprise, digital and AI
transformation spanning strategy, operating model design,
governance and execution. He also undertakes select senior
embedded leadership roles where sustained executive
ownership is required to translate strategy into measurable
enterprise outcomes.

Manoj Tavarajoo

@manojtavarajoo

www.myconsultancy.com.au
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