Five Questions Every Board Should Ask About AI
A non-technical oversight checklist for boards and executive teams, with space to record the answers and the actions that follow.
Before you start
When this fits
1. Board members, audit and risk committees, and executive teams who approve or oversee AI but are not technical specialists.
1. Setting the agenda for an AI governance review, or preparing management for questions they will be asked.
1. Any organisation using AI in decisions that affect customers, employees or the public, including through vendor products.
When it doesn't fit
1. It is not a technical audit. It tests whether the organisation can answer for its AI, not whether the AI is well built.
1. It is not legal advice. Where answers touch regulation, involve your legal and compliance teams.
How to use this document
1. Before the meeting, share the five questions with the executives who will answer them.
1. In the meeting, record the answer to each question in the shaded box, then mark whether the answer was clear, partial or missing.
1. Use the Q1 inventory table to capture the systems named. It becomes your AI register.
1. Finish with the action table at the end: every partial or missing answer should leave the meeting with an owner and a date.

	Shaded boxes are for your answers
Everything in a shaded box is yours to fill in. The rest is the framework, which you can edit or cut to suit your organisation.

	The principle behind the questions
These questions need no technical expertise, only the accountability to ask them and expect a clear answer. Accountability comes from the right questions, not deep expertise.




The five questions
Question 1: Accountability inventory
Which AI systems in our organisation are making or significantly influencing decisions that affect people?
Includes employees, customers, and anyone who interacts with the organisation. Not having a complete inventory is itself a governance finding.
A good answer includes:
1. A complete list, including vendor tools with AI features, not only systems built in-house.
1. What each system decides or influences, and who it affects.
1. Each system's risk tier, based on the consequence of it getting something wrong.

	Our answer
	

	Who answered / evidence
	

	Status
	☐ Clear answer     ☐ Partial answer     ☐ No answer



AI system inventory
	AI system
	What it decides or influences
	Who it affects
	Accountable owner
	Risk tier

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


For tiering each system, the AI Risk Tiering Register on the same frameworks page does this in a spreadsheet.
Question 2: Named accountability
For each of those systems, who is personally accountable for its performance and its outcomes?
Not which team manages it, but who comes to the board if it causes harm, and who has the authority to make that right.
A good answer includes:
1. A named individual for every system, not a team or a vendor.
1. Usually the business owner of the function the system serves, since the business decision is the one with consequences.
1. Seniority that matches the system's risk tier.

	Our answer
	

	Who answered / evidence
	

	Status
	☐ Clear answer     ☐ Partial answer     ☐ No answer


Question 3: Testing and review cadence
What testing was done before deployment, and when was performance last reviewed?
The answer should include what failure modes were identified and what was done about them. Vendor performance metrics are not a substitute.
A good answer includes:
1. Documented evidence of what the system was tested on, before it went live.
1. The failure modes found and how each was handled.
1. A date for the last performance review, and a defined review cycle.

	Our answer
	

	Who answered / evidence
	

	Status
	☐ Clear answer     ☐ Partial answer     ☐ No answer


Question 4: Data privacy compliance
How does each AI system handle personal data, and has this been reviewed against applicable data protection law?
In a region with active and evolving data protection regulation, this should have a documented answer for any AI system processing customer or employee data.
A good answer includes:
1. A documented legal basis for each system that processes personal data.
1. A review against the laws that apply to you, such as UAE PDPL, Saudi PDPL, or DIFC and ADGM rules.
1. A process for handling data subject requests that involve AI decisions.

	Our answer
	

	Who answered / evidence
	

	Status
	☐ Clear answer     ☐ Partial answer     ☐ No answer


Question 5: Incident response readiness
What is our plan if one of our AI systems causes significant harm, financial, reputational, or to an individual?
The incident response question is almost never asked before an incident. Organisations with a clear answer recover faster and with less exposure.
A good answer includes:
1. Who is told, how quickly, and who can switch the system off or override it.
1. How affected people are identified and put right.
1. How the incident feeds back into testing and governance.

	Our answer
	

	Who answered / evidence
	

	Status
	☐ Clear answer     ☐ Partial answer     ☐ No answer




Meeting record and actions
	Date
	

	Attended
	

	Next review date
	



	Q
	Action needed
	Owner
	Due
	Done

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	



Repeat the review at least once a year, and whenever a new AI system is approved that affects people.

Source
AI Governance and Risk: What Every Business Leader Needs to Know  https://asktanzz.com/blog/ai-governance-and-risk
Framework from the AskTanzz.com blog series on data and AI.
Source: AI Governance and Risk: What Every Business Leader Needs to Know
