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Al and the board's fiduciary view

A one-page brief for a non-executive director. A plain-English risk matrix, six questions
worth tabling at the next board meeting, and a minutes-ready paragraph for the risk
committee. Designed to read in five minutes between dinner and the next board dial-in.
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Alis now embedded inside most of the executive systems that the board oversees. It is shaping commercial
decisions, customer experience, and workforce judgement. For a non-executive director, the question is not
whether the executive team is using Al well. It is whether the board has the visibility, the documentation, and
the questions in hand to discharge its duties as the use of Al scales.

KEY TERMS

Fiduciary duty regarding Al
The board's responsibility to ensure visibility, documentation and challenge of Al use across the organisation. The
duty applies whether or not the executive team has formalised an Al strategy.

EU Al Act literacy obligation
The requirement under Article 4 of the EU Al Act, live since 2 February 2025, for organisations to ensure
adequate Al literacy among staff and management dealing with Al systems.

Risk classification
The categorisation of an Al deployment under the EU Al Act risk hierarchy: unacceptable, high, limited or minimal.
The classification determines documentation, oversight and reporting obligations.

Reversal authority

The named individual or body with the standing to suspend, redesign or shut down an Al deployment that
underperforms or drifts. A core test of governance maturity.

Minutes-ready paragraph

A short, defensible board-level statement of position on Al risk, written so the chair or company secretary can
lift it directly into the formal record without further drafting.
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o The positionin three lines

Therisk is not absence of Al. It is absence of governance over Al that has already arrived. Inside most
enterprises, Al sits across multiple functions, purchased separately, configured locally, and owned nowhere
with a full view of consequence. The EU Al Act has already begun to reframe Al as a managed system rather
than a clever tool, with literacy obligations live since 2 February 2025 and the wider high-risk regime arriving
in stages.

The board is one of the few bodies in the organisation with the standing to ask the diagnostic questions

before the system answers for it.

9 The plain-English risk matrix

Three lenses, each with a worst-case the board should be prepared to discuss.

Regulatory

EU Al Act risk classification, Al literacy obligations, documentation of high-risk systems, advance

awareness in workplace deployments.

A high-risk Al system identified post-deployment, with documentation reconstructed

retrospectively, in front of a regulator who has already asked.
Reputational

Decisions made by Al that affect customers, candidates, or employees, with no clear human
owner and no defensible rationale on the day they are challenged.

A material decision attributed to Al that the executive cannot explain, surfacing in a press cycle
or customer escalation before it surfaces in a board paper.

Commercial

Value-drift in the revenue engine. Al shaping lead scores, forecasts, pricing, and customer
prioritisation in ways that drift from the strategy the board signed off.

A materially different commercial trajectory from the one approved at strategy day,
accompanied by dashboards that look healthier than the underlying numbers.
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o Six questions to table at the next board meeting
None of these questions are hostile. They protect the executive team and the board.

Where in our business is Al currently making, or materially shaping, decisions, and which of those
systems are classified high-risk under the EU Al Act?

For each system on that list, who is the named human owner with authority to pause, retrain, or
withdraw it, and is that authority documented?

What is our policy on Al usage at work, when was it last reviewed, and how do we know our employees
are operating within it?

How do we record and demonstrate meaningful human oversight, particularly for systems that
influence customer, employee, or pricing decisions?

How is the executive team monitoring value-drift, the slow change in what Al-mediated workflows are
optimising for, against the strategy this board approved?

If we needed to assert, on demand, that we are operating within EU Al Act obligations, what evidence
could we produce in 48 hours?

o Minutes-ready paragraph for the risk committee

If the board chooses to record its position, the following paragraph is drafted to be transferred directly into
the risk committee section of the next set of minutes.

SUGGESTED MINUTE

The committee noted the increasing use of Al across operational and commercial decisions, including
but not limited to lead scoring, forecasting, customer prioritisation, hiring, and performance
management. It requested management to maintain and present, at the next sitting, a register of Al
systems currently in use, their classification under the EU Al Act, the named human owner
accountable for each, and the documented evidence of meaningful human oversight. The committee
also requested confirmation that the Al literacy obligations applicable since 2 February 2025 are met
by all relevant employees, and that a process for monitoring value-drift in commercial decisioning has
been agreed and assigned. Management was asked to flag any high-risk Al system for which the
documentation, ownership, or oversight is incomplete, and to propose remediation timelines.

Adapt the language to match your committe€e's existing minute style. The substance, register,
classification, ownership, oversight, literacy, drift, remediation, is what carries the discharge of duty.
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The conversation this brief is built for

www.superogtm.com

The most fiduciarily exposed Al decisions in the next twelve months will be the ones the board
never saw. Most of those decisions will already be inside an approved system, configured by a
function the board does not normally interact with, owned by a person the board has not met. The
remedy is not more reporting. It is the right reporting, asked for at the right cadence.

Alex Abbott will brief the executive team and prepare the management response. Cumai Aboul
Housn carries the technical authority for the board's risk committee and the documentation

that supports it.
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