Your first 90 days of AI governance
Thirteen weeks from no policy, or a ban, to a working, proportionate governance system. Assumes an owner with about a day a week, and help from IT, data protection and HR. Tick as you go.
	Owner
	[Name, role]

	Start date
	[Date]

	Board report due (week 13)
	[Date]


Weeks 1–2: decide and look
☐  Name the owner, and agree with the board who may accept AI risk, and up to what level.
☐  Ask people, privately and without consequence, what AI they use, on which accounts, with what information.
☐  List the routes to AI today: personal apps, AI inside existing software, API keys.
☐  Choose the sanctioned tool on a business or enterprise plan, and check its data, retention and training terms.
☐  Move the directors onto it first.
Weeks 3–4: provide and tell
☐  Set up the workspace: single sign-on, retention, audit logging on from day one.
☐  Issue the one-page AI policy and traffic-light card.
☐  Brief everyone for twenty minutes, directors first, and record attendance.
☐  Draft the literacy plan by role, starting with the people who will oversee tier 3 uses.
☐  Update the privacy notices for customers and staff.
☐  Once the workspace is in use, close the personal-account route on company devices.
Weeks 5–6: find and sort
☐  Build the AI inventory from the snapshot, expense claims, sign-in logs, browser extensions, procurement records and vendors' release notes.
☐  Tier every entry with the five questions.
☐  File each provider's terms, data processing addendum and sub-processor list.
☐  Add the AI workspace to the systems searched for subject access requests.
Weeks 7–8: the uses that matter
☐  Complete an impact assessment and decision-rights row for each tier 3 use.
☐  For each system that can act, write down what it may do, and test its off switch.
☐  Check the EU and other market rules that apply to tier 3 uses.
☐  Brief finance: call-backs on a separate channel, and two people for payments and bank-detail changes.
Weeks 9–10: evidence
☐  Check the main AI suppliers, and the suppliers of every tier 3 system.
☐  Test each tier 3 system on real cases, against a threshold the owner sets, before accepting it.
☐  Add AI incidents to the existing incident procedure.
☐  Start a decision log with every decision made so far.
Weeks 11–12: outward
☐  Note the rules in each country your AI use reaches.
☐  Decide on standards: align with ISO/IEC 42001, certify, or revisit later.
☐  Ask your insurance broker how AI is covered.
☐  Review client contracts for confidentiality, copyright and AI terms, largest first.
Week 13: report and review
☐  Send the first one-page report to the board, with the decisions it needs to make.
☐  Review the policy: what it did not answer, which amber uses should become green, which tools people still want.
☐  Put the governance calendar in the diary for the year: weekly, monthly, quarterly and annual.
At day ninety you hold
☐  The AI policy and traffic-light card, issued and briefed.
☐  The literacy plan by role and the training record.
☐  The AI inventory, owned and tiered.
☐  An impact assessment and decision-rights row for each tier 3 use.
☐  For each system that can act, its limits and off switch.
☐  Supplier checks and acceptance tests for the systems that need them.
☐  The incident procedure and the decision log.
☐  The market register and the standards decision.
☐  The first board report and the governance calendar.
From Enceladus AI (enceladus.ai), adapted from GOVERN by Dr Paul M. Gibson. A starting point, not legal advice.




