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WHO OWNS
AI GOVERNANCE?
A Practical Guide to Shared Responsibility and Clear

Accountability

Good governance is cross-functional. Good accountability is specific.
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1 Assigning Ownership to a Single Individual

T H E  C E N T R A L  P R I N C I P L E
AI governance is shared work, but shared work cannot mean shared ambiguity. Every major governance
decision needs a clear owner, informed partners, and a visible path from policy to everyday practice.

Ask five leaders in the same organization who owns AI governance and you will get five answers: IT, legal, the
innovation team, whoever ran the last training, and a shrug. Each of them is partly right, which is exactly why
nothing happens.

Distributed responsibility with no named owner is functionally the same as no responsibility at all. The correction
is not to hand it all to one function. AI touches how work is done, which means it genuinely spans several groups.
The correction is to be specific about which part belongs to whom, and to name a person at the top who owns the
whole.

T H E  S I N G L E  D E C I S I O N  T H AT  M AT T E R S  M O S T
One person, by name, owns AI governance for the organization. Not a department, not a committee chair
rotating quarterly, not “the leadership team.” Everything that follows assumes that name exists. If it does not,
the rest of this document describes work that will not get done.

2 Why Ownership Matters
AI governance touches technology, data, people, risk, workflow design, leadership, and daily decision-making,
which is why no single department can govern it well alone. “Everyone owns it” is not an operating model either.
When responsibility is vague, decisions stall, exceptions multiply, and employees are left to interpret rules for
themselves.

The practical goal is not to build a large bureaucracy. It is to make sure the right functions contribute to the right
decisions, and that employees know who has authority when a question, risk, or new use case appear.

3 The Ownership Principle

E X E C U T I V E  D I R E C T I O N
Leadership sets the purpose, risk

posture, and accountability
expectations.

T E C H N O L O GY  &  DATA
IT and security define technical
controls, data protections, and

approved environments.

L E G A L  &  C O M P L I A N C E
Legal and compliance interpret

obligations, regulatory exposure,
and policy implications.

P E O P L E  &  C A PA B I L I T Y
HR and L&D connect governance to
workforce expectations, training,

and employee experience.

WO R K F L O W  R E A L I T Y
Operations and process owners
translate governance into how

work actually happens.

DAY- T O - DAY  P R AC T I C E
Managers reinforce expectations;

employees apply judgment and
surface uncertainty.

T H E  Q U E S T I O N  T O  S TA R T  W I T H
The first question is not “Who should sit on an AI committee?” It is “Which decisions must be made, and
which function is best positioned to own each one?”
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4 Who Owns What
Ownership begins with the decisions each function is best positioned to make. The descriptions below are
intentionally high-level; the exact structure should reflect your size, industry, risk profile, and existing governance
practices.

1

EXECUTIVE LEADERSHIP
The position and the resources.
› State why this organization is doing this, in terms

of the work rather than the cost base.
› Name the governance owner and give them the

authority the role requires.
› Fund the training the policy assumes, and protect

the time it takes.
› Use the tools visibly, including the parts that go

badly.

WATCH FOR Announcing an initiative and then treating governance as somebody else's implementation
detail. Staff read the gap between the announcement and the follow-through accurately.

2

IT AND SECURITY
The technical assessment and the account configuration.
› Review data handling, retention, and training

terms before a tool is approved.
› Configure organizational accounts, permissions,

and audit logging.
› Maintain the approved list and answer requests

within a stated timeframe.
› Say yes to something. A blanket no moves usage

onto personal accounts.

WATCH FOR
Owning the decision rather than the assessment. IT is well placed to judge whether a tool is
safe and poorly placed to judge whether the work needs it. Security approval is also not proof
that a tool suits every workflow.

3

LEGAL, COMPLIANCE AND RISK
The obligations and the language.
› Identify what existing contracts, funder

agreements, and regulations already require.
› Review the policy before publication, particularly

data, disclosure, and confidentiality.
› Advise on disclosure obligations by jurisdiction

and by sector, and on records and IP exposure.
› Flag where AI use creates a duty the organization

has not considered.

WATCH FOR Being handed the whole thing. A policy drafted entirely by counsel is legally sound and
operationally unworkable, because the people who do the governed work were not consulted.

4

HR, LEARNING AND PEOPLE TEAMS
The workforce dimension and the separation of concerns.
› Separate the capability conversation from the

performance conversation, publicly.
› State whether and how AI skill will affect

evaluation. Silence on this is read as yes.
› Own the training commitment: who, on what, by

when, including new hires.
› Handle the employment-decision boundary, where

AI must not make or appear to make the call.

WATCH FOR
Silence on whether any of this affects reviews, or reducing governance to an annual policy
acknowledgment. Ambiguity here produces anxiety in exactly the people you most want
engaged, and they will not raise it.

© 2026 The Jonesi Consultancy. All rights reserved. Who Owns AI Governance?  ·  3



5

OPERATIONS AND PROCESS OWNERS
The work itself.
› Decide where AI belongs in a specific workflow

and where a human decides.
› Write the procedure down so it survives the

person who developed it.
› Capture the baseline before the change, because it

cannot be recovered afterward.
› Report which rules turn out to be unworkable in

practice.

WATCH FOR
Being left out of governance design entirely, or designing controls around how work is
documented rather than how work actually happens. This is the group that knows whether a
rule can be followed, and the group least often in the room when it is written.

6

MANAGERS AND SUPERVISORS
Whether any of it happens.
› Ask about it in the ordinary one-to-one. Anything a

manager never asks about is optional.
› Correct privately, credit publicly, and be specific in

both.
› Escalate the questions they cannot answer rather

than improvising an answer.
› Notice who has gone quiet and approach them

privately.

WATCH FOR
Assuming the announcement did the work, or becoming the de facto final authority on every AI
question without guidance. Reinforcement lives in the weekly conversation where work gets
directed, and nobody else is in that conversation.

7

EVERY EMPLOYEE
The output that carries their name.
› Follow the boundaries, and ask when a situation is

not covered.
› Verify AI-assisted work before it leaves their

hands.
› Report a mistake promptly rather than hoping it

does not matter.
› Say when a rule is getting in the way of the work.

WATCH FOR Being given accountability without clarity, tools, or time. That combination is not a standard, it
is an unfair expectation, and people respond to it by going quiet.

L E A D E R S H I P  C H E C K P O I N T
Good governance supports judgment. It does not abandon employees to it. Accountability without clarity,
tools, or time is not a standard, it is an unfair expectation, and people respond to it by going quiet.
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5 Where Ownership Overlaps
Cross-functional governance works best when collaboration is tied to a specific decision. This is not a formal RACI
or a committee charter. It is a practical way to think about who leads the conversation and who must be heard
before the decision is final.

GOVERNANCE DECISION PRIMARY VOICE CRITICAL PARTNERS

Why and where the organization will
use AI

EXECUTIVE
LEADERSHIP

Operations, finance, HR/L&D, IT/security,
legal/compliance

Whether a tool is technically and
securely acceptable IT & SECURITY Data owners, legal/compliance,

procurement, operations

What data, obligations, or
restrictions affect use

LEGAL /
COMPLIANCE

IT/security, privacy, HR, operations,
subject-matter experts

What employees must know and
how they will learn it HR / L&D Managers, legal/compliance, IT/security,

operations, employees

Where AI fits in a workflow and
where humans must review

OPERATIONS /
PROCESS OWNER

Managers, employees, quality,
IT/security, legal/compliance

How expectations are reinforced
during daily work MANAGERS HR/L&D, operations, employees

Whether a new use case, incident,
or exception needs escalation

DESIGNATED
OWNER

The functions relevant to the specific risk
or decision

What No Single Function Can Own Alone

AI RISK IN THE ABSTR ACT
Risk changes with the tool, data, workflow,
decision, user, and consequence.

EMPLOYEE BEHAVIOR
Rules matter, but so do training, manager behavior,
workload pressure, and psychological safety.

HUMAN OVERSIGHT
Legal language may require it, but operations must
define where review occurs and managers must
reinforce it.

GOVERNANCE EVOLUTION
Tool changes, new use cases, incidents, and
feedback all create reasons to revisit earlier
decisions.

A  U S E F U L  D I S T I N C T I O N
Collaboration should broaden the evidence behind a decision. It should not blur who is authorized to make
the decision.
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6 The 4 Questions That Expose the Gap
Ask these in a leadership meeting and watch where the eyes go. The pause before somebody answers is the
finding.

1 Who approves a new AI tool, and how long does it take?
If two people give different answers, or the honest answer is that nobody has ever done it, you have no approval
process regardless of what the policy says.

2 Who does an employee ask when they are unsure whether something is allowed?
A name, reachable, who will answer the same day. If the answer is “their manager,” check whether managers know
the answer.

3 Who finds out when something goes wrong, and how quickly?
If the route runs through the person who would be embarrassed by the report, it is not a route.

4 Who is responsible for the policy still being accurate in six months?
A name and a date. Without both, the document decays quietly and the first sign is an incident it should have covered.

T H R E E  S I G N S  O W N E R S H I P  I S  T O O  A M B I G U O U S
1. The same AI question receives different answers depending on whom an employee asks.
2. Decisions are repeatedly delayed because every function is consulted but no one has authority to close

the issue.
3. Employees bypass the governance process because they cannot tell who owns routine questions,

exceptions, or approvals.
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7 Fill This In
Five names and one date. If you cannot complete this page today, that is the most useful thing this document will
tell you.

Governance owner (name and title)

Approves new tools (name)

Answers “am I allowed to” questions (name)

Receives incident reports (name)

Owns the training commitment (name)

Next policy review (date)

R E A D I N G  T H E  B L A N K S
A blank line is not an administrative gap. It is a decision nobody has made, and every one of them is currently
being answered informally by whoever is nearest the problem. The employee under deadline pressure is
already answering all six.
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8 The AI Governance Ownership Test
Can your organization answer these without sending employees on a scavenger hunt? Use it as a leadership
discussion tool rather than a compliance score. A “no” or “not sure” points to an ownership gap that produces
delay, inconsistent decisions, or hidden AI use.

AREA QUESTION YES REVIEW

EXECUTIVE
SPONSOR

Can we name the executive sponsor accountable for AI
governance as an organizational priority?

TOOL APPROVAL Is there a clear owner for approving or rejecting AI tools and
technical environments?

OBLIGATIONS Is there a clear owner for interpreting legal, regulatory,
contractual, privacy, or policy implications?

TRAINING Is someone accountable for employee training, onboarding, and
governance communication?

WORKFLOW
ENTRY

Do process owners know who decides where AI may enter a
workflow and where human review is required?

MANAGER
AUTHORITY

Do managers know what they can resolve themselves and what
must be escalated?

EMPLOYEE ROUTE Do employees know where to ask questions, request a new use
case, or report a suspected problem?

TIE-BREAKER Can we identify who owns the final decision when several
functions disagree?

UPKEEP Is there a defined owner for reviewing governance as tools,
workflows, and risks change?

PRINCIPLE TO
PRACTICE

Can leadership explain how governance decisions move from
principle and policy into daily practice?

T H E  O N E  T H AT  M AT T E R S  M O S T
“Who owns the final decision when several functions disagree?”
An organization that cannot answer that one has consultation rather than governance, and consultation
produces a backlog.
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9 Two Structures That Work, and One That Does Not

THE SINGLE OWNER Works well under roughly 200 people.
One named person owns governance, consults the functions above as needed, and has the authority to decide. Fast, clear,
and entirely dependent on that person staying. Document what they decide so the capability survives them.

THE SMALL STANDING GROUP Works well above roughly 200 people.
Four or five people meeting on a set cadence, with one of them named as the owner and empowered to decide between
meetings. It works because it has a chair with authority rather than a committee seeking consensus.

THE CONSENSUS COMMITTEE Reliably does not work.
A large group where every decision requires agreement and no individual can act alone. It produces thorough deliberation
and no decisions, which employees experience as a prohibition. Shadow AI grows fastest under this structure, because
the sanctioned route is visibly stalled.

The variable is not the size of the group. It is whether one person can decide. Governance bodies that require
consensus for every question produce a backlog, and a backlog is read by everyone downstream as a no.

10 Where to Start
Name the owner. Everything else can be sequenced afterward, and none of it happens without that first decision.
The right person is usually not the most technical one available. It is the one with enough organizational standing
to say no to a department head and enough proximity to the work to know when saying no is wrong.

Then give them the five other names, a review date, and a standing item on an agenda somebody already attends.
Governance that requires a new meeting tends not to survive its second quarter.

C L O S I N G  P R I N C I P L E
AI governance should be cross-functional without becoming ownerless. The strongest systems make
responsibility visible: leadership sets direction, specialists shape the guardrails, process owners connect
them to real work, managers reinforce them, and employees know how to act and where to escalate.

AI governance works when responsibility is shared and accountability is clear.

General educational resource. Not legal, privacy, cybersecurity, employment, or compliance advice.
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Working out who owns what in your organization.
We help leadership teams assign it, then build the practice that makes it
hold.
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