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Executive Summary 

Agentic AI - artificial intelligence systems capable of autonomous goal pursuit and decision-making 
- represents a significant shift in how organizations can leverage technology. While the promise of 
increased efficiency, scalability, and adaptability is compelling, the reality is more nuanced. 

This whitepaper takes a critical look at Agentic AI from the perspective of a seasoned ISO/IEC 27001 
auditor. It highlights the operational and ethical risks associated with these autonomous systems, 
focusing on key concerns such as accountability, explainability, data protection, bias, and 
governance. 

Rather than discouraging innovation, the paper advocates for awareness and proactive 
governance, urging companies to design AI systems that are transparent, traceable, and 
auditable. 

By embedding responsibility into system design and aligning Agentic AI with existing information 
security and risk management frameworks, organizations can benefit from its capabilities - without 
losing control. 

The message is clear: Autonomy without oversight is a risk. But with the right approach, Agentic 
AI can be governed, trusted, and harnessed effectively. 

 

Introduction: Autonomy Requires Accountability 

Artificial intelligence is no longer a futuristic concept - it’s a standard part of today’s business 
operations. From automation and analytics to intelligent decision support, AI is helping 
organizations operate more efficiently and make faster, more informed decisions. 

But now we’re entering a new phase: Agentic AI. Unlike traditional AI systems, which react to input, 
Agentic AI systems are designed to act with intent. They pursue goals, make decisions  
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independently, adapt to changing conditions, and - critically - do so without constant human 
prompting. 

From a technological perspective, it’s a leap forward. 
From an auditor’s perspective, it’s something that demands our full attention. 

This whitepaper is not a warning. It’s a call for awareness and responsible action. It highlights the 
immense opportunities Agentic AI offers, while focusing primarily on the governance, 
transparency, and ethical risks that must be addressed to adopt this powerful technology safely 
and sustainably. 

 

What Is Agentic AI? 

Agentic AI refers to AI systems that function as agents. They don’t just execute tasks - they plan, 
decide, adapt, and act autonomously. These systems: 

• Set or are assigned goals 

• Break them down into sub-tasks 

• Decide how to act 

• Adapt their actions as circumstances change 

Unlike reactive AI, which waits for instructions, Agentic AI systems behave proactively. This opens 
up a world of possibility - and introduces significant complexity in terms of governance and 
oversight. 

 

The Promise: Efficiency, Scale, and Agility 

Properly implemented, Agentic AI has the potential to: 

• Automate complex, multi-step business processes 

• Reduce human decision fatigue 

• Accelerate time-to-insight and response 

• Adapt to real-time business changes with minimal intervention 

It can drive innovation, free up human talent for strategic work, and increase consistency and 
scalability across global operations. 

But autonomy comes at a price - and that price is responsibility. 
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The Challenge: When Systems Decide Without Us 

From an audit and compliance standpoint, the autonomy of Agentic AI creates new and urgent 
questions: 

1. Accountability 

When a machine makes a decision, who owns the outcome? 
Who is accountable for the consequences of an AI-driven action - especially if harm, bias, or 
financial loss occurs? 

2. Explainability 

Can we trace the logic behind an autonomous decision? 
If the system learns dynamically or is built on black-box models, is it still possible to explain its 
behavior in a way that is auditable? 

3. Information Security & Data Protection 

Are training and operational data properly classified, protected, and compliant with standards like 
ISO 27001 or regulations like GDPR? 
Does the system operate within clear access controls and data boundaries? 

4. Bias and Ethical Integrity 

Do training datasets include hidden bias? Can the system make fair decisions when its data may 
reflect historical discrimination, exclusion, or inequity? 

5. Loss of Control 

Are there clear limits on what the system is allowed to do? 
Without guardrails, Agentic AI could act beyond its intended scope - creating risk exposure that 
traditional controls aren’t designed to manage. 

 

Governance and Oversight: Building Trust into the System 

Agentic AI doesn’t have to be a black box. With the right approach, it can be transparent, 
explainable, and auditable. 

As a Senior Auditor with deep experience in risk-based management systems, I strongly 
recommend that companies: 

• Involve governance early, not as an afterthought 

• Embed explainability into design 

• Define ethical boundaries through clear policies and training data vetting 

• Establish human override mechanisms for high-impact decisions 

• Document decision-making trails so they can be reviewed when needed 
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• Include Agentic AI in risk assessments (e.g., ISO 27005 or equivalent) 

• Assign ownership of AI behavior across business and IT 

This is not just about technology - it’s about embedding responsibility into the entire AI lifecycle. 

 

The Auditor's Role: Driving Awareness, Not Fear 

Auditors are not the “no” people. We’re not here to block innovation - we’re here to help 
organizations adopt new technologies safely, responsibly, and sustainably. 

That means asking the tough questions before things go wrong. 

We don’t wait for incidents to happen. We anticipate where systems might fail. And with Agentic AI, 
the margin for error is much smaller than with traditional software. 

By identifying governance gaps, ensuring documentation exists, and helping leadership understand 
the potential impacts, we support organizations in building trustworthy and resilient AI systems. 

 

Recommended Actions for Decision Makers and Risk Teams 

1. Include Agentic AI explicitly in your information security and enterprise risk frameworks 

2. Perform structured risk assessments before deployment 

3. Build AI ethics policies into your governance model 

4. Train teams on responsible AI behavior and oversight duties 

5. Ensure all AI-driven decisions can be explained, documented, and challenged 

6. Regularly audit AI systems as part of your ISMS or internal control framework 

 

Final Takeaways: Autonomy Needs Governance 

Agentic AI is not inherently dangerous, nor is it inherently safe. 
It is a tool - one with extraordinary potential and equally significant implications. 

The key to success lies in governance, accountability, and transparency. Organizations that move 
forward without these pillars risk reputational, operational, and ethical fallout. Those that embrace 
them early will be the ones who turn Agentic AI into a competitive advantage rather than a 
compliance liability. 

We don’t need to fear Agentic AI. But we do need to understand it, frame it, and govern it - before it 
governs us. Because in the end: Only what is governable can truly be trusted. 

 

https://bilateralgmbh-my.sharepoint.com/personal/s_isele_bilateral_ch/Documents/HelveticMinds.com

