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This resource pack is designed to surface the right questions for your organisation,  not 

to provide a template answer. The gap between knowing what good looks like and 

building it in practice is where Seven Palms Consultancy works.
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What's Inside This Pack
Seven sections designed to move your organisation from honest self-assessment to 

practical, people-centred AI governance.

Five Questions Before You Scale
Self-assessment for leaders

Governance Health Check
Ten indicators with RAG status

People Metrics Gap
What belongs in every AI investment case

Regulatory Snapshot
EU AI Act · GDPR · CSRD plain-English guide

First 90 Days Framework
Responsible AI adoption from day one

Stewarding Intelligence
The tool that makes people-first AI work

Governance Reflection Slides
Key questions to ask
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01 — Five Questions Before You Scale
Take these into your next leadership meeting. Honest answers will tell you where you are.

1

1 — Decision Ownership

Can you name the person accountable for each AI decision 4 not the tool owner, the decision owner? Not 

a committee. A named individual who will be held responsible if the system produces a harmful outcome.

73% of failed AI projects lack clear executive alignment on success metrics.

RAND / MIT / McKinsey synthesis 4 2,400+ enterprise AI initiatives, Pertama Partners 2025326
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2 — Reskilling Budget

Is your reskilling budget proportionate to your automation ambition? If your automation investment is 

growing and your capability development budget is flat, the gap between them is your risk.

71% of EU enterprises that considered AI cite lack of expertise as their primary barrier.

Eurostat 2025 · Deloitte State of AI 2026

3

3 — Workforce Perception

What would your workforce say your AI strategy is actually for? Not what leadership says 4 what the 

people delivering the work day-to-day believe, and whether those two things match.

42% of C-suite executives say AI adoption is tearing their company apart.

Writer / Wharton 2025 · BCG 2025

4

4 — Role Impact Mapping

Have role impacts been formally mapped before any AI goes live? Which roles change, which disappear, 

which require new capability 4 and who is accountable for that transition.

EU AI Act (2024326) classifies most HR and workforce AI as high-risk 4 requiring documented impact 

assessment before deployment.

EU AI Act Official Journal 2024

5

5 — Investment Case Integrity

Is your AI investment case built on people assumptions that have been tested 4 or assumed? Adoption 

timelines, capability requirements, management readiness, workforce trust levels.

88% of AI proof-of-concepts never reach production. 95% of GenAI pilots deliver zero measurable P&L 

impact.

IDC · MIT NANDA GenAI Divide 2025

If you cannot answer these confidently — these are the questions that separate organisations that get value 

from AI from those that generate activity. Seven Palms' Executive AI Sprint is designed specifically to work 

through these with your leadership team before you scale.
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02 — Governance Health Check
Rate each indicator Red, Amber, or Green. More than three Reds means your governance is 

performative, not functional.

# Governance Indicator RAG Status

1 Named individual — not a committee — accountable for each AI deployment. 

Not who chairs the AI governance forum. Who is personally responsible if this 

system produces a harmful outcome.

■ Red 

■ Amber ■ Green

2 Board receives AI performance reporting in non-technical language at least 

quarterly. Reporting that the board can interrogate — not technical dashboards 

they nod at.

■ Red 

■ Amber ■ Green

3 Human oversight roles have defined competence, time, and authority 

requirements. EU AI Act Article 14 requires meaningful oversight — not a 

rubber-stamp process at volume.

■ Red 

■ Amber ■ Green

4 Escalation path exists and has been used in the last 12 months. If no escalations 

have ever been raised, the path is not working — not because everything is fine.

■ Red 

■ Amber ■ Green

5 AI use cases are reviewed against original approved purpose at least annually. 

AI systems drift. A tool approved for one use gets extended. Someone needs to 

be checking.

■ Red 

■ Amber ■ Green

6 Workforce has been formally informed of AI systems affecting their work — 

before deployment. GDPR Article 22 — transparency requirement for 

automated decisions with significant effect.

■ Red 

■ Amber ■ Green

7 Reskilling is budgeted as a line item in the AI programme — not retrospective. 

Capability gaps discovered after go-live cost significantly more to close than gaps 

mapped before.

■ Red 

■ Amber ■ Green

8 A formal AI strategy exists and success metrics were defined before approval. 

Enterprises with a formal AI strategy: 80% success rate. Without: 37%. — 

Writer/Wharton 2025

■ Red 

■ Amber ■ Green

9 Role impacts have been mapped and documented for all material AI 

deployments. Before deployment — not discovered during the adoption failure 

post-mortem.

■ Red 

■ Amber ■ Green

10 Regulatory compliance is treated as a governance framework, not a minimum 

floor. EU AI Act · GDPR Article 22 · CSRD workforce reporting. A floor protects 

you today. A framework protects you tomorrow.

■ Red 

■ Amber ■ Green

If you answered Red or Amber on more than three indicators, your governance exists on paper but not in practice. 

That is the most common — and most costly — governance failure mode in enterprise AI. Contact Seven Palms

Consultancy to discuss what a governance review and reset looks like for your organisation.
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03 — The People Metrics Gap
Most AI investment cases are built with precise technology costs and approximate people assumptions. The metrics below 

are the ones that most reliably predict whether AI investment will deliver value 4 and the ones most consistently absent 

from business cases before approval.

Adoption Readiness

Psychological safety index by team

When leaders demonstrate strong AI support, 

positive employee sentiment rises from 15% to 55%. 

BCG 2025

Shadow AI usage rate

Widespread unsanctioned tool use signals trust 

failure and adoption risk before it becomes visible. 

MIT NANDA 2025

Manager confidence in AI oversight

Regular AI use: leaders 75%+, frontline 51% and 

stalling. Gap indicates top-heavy adoption that won't 

scale. BCG 2025

Capability Gap

Skills gap size vs deployment 
requirement

Measured before go-live, not discovered after. 70.89% 

of EU enterprises cite lack of expertise as primary AI 

barrier. Eurostat 2025

Time available for human oversight per 
decision

EU AI Act Article 14 - meaningful oversight requires 

documented time and competence. Not just a process 

step. EU AI Act 2024

Proportion of managers with AI 
governance training

Governance delegated to technical teams 

underperforms governance shaped by senior 

leadership. Deloitte State of AI 2026

Leadership Alignment

C-suite sponsorship continuity beyond 6 
months

68% success rate with sustained CEO involvement vs 

11% when sponsorship lapses, the single biggest 

predictor of success. RAND / MIT / McKinsey

Executive agreement on success metrics 
pre-approval

73% of failed AI projects lack clear executive alignment 

on what success means. Pertama Partners / RAND 

2025326

Board AI literacy assessment

Only 34% of organisations truly reimagining business 

with AI. Most board AI discussions remain ceremonial. 

Deloitte State of AI 2026

Workforce Impact

Role impact mapping completion rate

EU AI Act high-risk classification - most 

HR/workforce AI requires conformity assessment 

including role impact before deployment. EU AI Act 

2024

Internal mobility pathway availability

WEF Jan 2026 -92M jobs displaced by 2030. Internal 

mobility structures reduce redundancy cost and 

workforce anxiety.

AI skills wage premium gap within the 
organisation

Workers with AI skills earn 56% more. Internal gap 

predicts both retention risk and capability shortfall. 

PwC AI Jobs Barometer 2025
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04 — Regulatory Snapshot
What leaders need to know right now. This is contextual awareness, not legal advice. Three regulatory frameworks are directly 

shaping the financial and governance risk of AI investment decisions today.

EU AI Act

Phased implementation 2024–26

Risk-tiered obligations. Most HR and 

workforce AI — hiring screening, 

performance management, 

workforce planning  will be classified 

high-risk. High-risk AI requires 

conformity assessment, human 

oversight documentation, and 

transparency before deployment.

Fines up to €35M or 7% of global 

turnover for non-compliance.

Board question: "Which of our AI 

deployments would be classified 

high-risk — and have we completed 

the required conformity 

assessments?"

EU AI Act, Official Journal 2024. 

Gartner: 40%+ of agentic AI projects 

predicted cancelled by 2027 due to 

inadequate risk controls.

GDPR / UK GDPR Article 
22

Individuals retain the legal right to 

human review of any decision made 

solely by automated processing that 

has legal or significant effect. 

Applies directly to AI-assisted hiring, 

performance management, and 

credit decisions.

'Human in the loop' written into a 

process document does not satisfy 

Article 22 — the human must have 

genuine competence, time, and 

authority to intervene.

Board question: "For each AI system 

influencing decisions about people 

— can we demonstrate that human 

oversight is meaningful, not 

performative?"

GDPR Article 22, EU Regulation 

2016/679. ICO guidance on 

automated decision-making, UK.

CSRD

Corporate Sustainability Reporting 

Directive

Workforce impact of AI is 

increasingly a reportable ESG 

matter for large organisations. 

CSRD requires disclosure of how 

technology adoption affects the 

workforce, including displacement, 

reskilling investment, and inclusion.

This connects AI strategy directly to 

sustainability reporting.

Board question: "Is our AI 

programme's workforce impact ; 

role changes, displacement risk, 

reskilling investment, captured in 

our sustainability reporting?"

CSRD Directive 2022/2464/EU. 

WEF Future of Jobs Jan 2026.

The governance question that sits above all three: Are you treating regulatory compliance as a floor , the minimum you must 

do to avoid a fine , or as a governance framework , the structure that keeps your AI investment aligned to your values and 

protected as the landscape shifts?

Organisations that treat it as a floor will face continuous retrofit cost. Those that treat it as a framework build once and adapt 

incrementally.

This is a contextual overview for leadership awareness, not legal advice. Seek qualified legal counsel for compliance 

decisions specific to your organisation.
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05 — First 90 Days of Responsible AI 
Adoption
The organisations that get value from AI do not move faster than others. They move more deliberately. They 

diagnose before they design, align before they build, and pilot with purpose rather than ambition.

PilotAlignDiagnose

Days 1–30 · Diagnose

Output: Decision 

accountability map. Shadow AI 

audit. Workforce sentiment 

baseline.

Days 31–60 · Align

Output: Agreed AI strategy 

statement. Human oversight 

standards. Capability gap 

assessment.

Days 61–90 · Pilot

Output: Pilot review report with 

people metrics. Board-level 

impact statement. Go/no-go for 

scale.

2x
Financial Returns

More likely to report significant 

financial returns when workflows 

are redesigned before tools are 

selected. McKinsey 2025

68%
CEO Involvement

AI success rate with sustained 

CEO involvement vs 11% when 

sponsorship lapses. RAND / MIT / 

McKinsey — 2,400+ initiatives

88%
PoCs Fail

of AI proof-of-concepts never 

reach production — capability and 

governance gaps are primary 

causes. IDC

How this connects to Stewarding Intelligence: The 90-day framework creates the conditions for AI 

adoption. Stewarding Intelligence creates the organisational knowledge that makes those 

conditions work in practice; documenting the roles, tasks, decision-making authority and workflows 

that AI systems need to be effective from day one, rather than spending 40–60 hours per role re-

teaching context after deployment.
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06 — Stewarding Intelligence
A SEVEN PALMS CONSULTANCY SERVICE

One of the most consistent findings across AI adoption research is that organisations spend 40–60 hours per role re-

teaching AI systems the organisational context they need to be effective. Every new tool. Every new deployment. The 

same conversations, the same explanations, the same institutional knowledge 4 re-entered from scratch.

Stewarding Intelligence solves this. It is a systematic role and task documentation service that creates comprehensive, 

privacy-protected maps of how your organisation actually works - the responsibilities, workflows, decision-making 

authority, and institutional knowledge that currently exists only in people's heads.

The Problems It Solves

The AI Context 
Gap

LLMs require detailed 

organisational context 

to be effective. Without 

it, AI outputs miss the 

mark, require constant 

correction, and never 

deliver the productivity 

gains the investment 

case promised.

The 
Organisational 
Knowledge Gap

Role clarity is often 

informal and 

undocumented. 

Institutional knowledge 

leaves when employees 

depart. Onboarding 

takes 336 months 

because nobody has 

written down how 

things actually work.

What It Delivers

40–60% faster AI tool implementation - context 

built in, not retrofitted

Reduced onboarding from months to weeks - 

documented workflows from day one

Privacy-protected by design - role 

documentation, not individual surveillance

Living documentation - updated as roles evolve, 

not a one-time project

Employee-centric -  every participant reviews 

and approves their documentation before it is 

finalised

People first means giving your AI systems the human context they need to work well 4 and giving your people the 

clarity they need to work alongside AI without anxiety or ambiguity. Stewarding Intelligence is the operational 

expression of everything discussed in this session: documented accountability, mapped roles, tested assumptions, and 

institutional knowledge that stays when people leave.

Executive AI Sprint
A structured leadership session 

aligning your executive team on AI 

strategy, governance and people 

readiness before you scale.

Stewarding Intelligence
The documentation service that 

gives your AI systems and your 

people the organisational context 

they need from day one. 

- Privacy-protected. 

- Employee-approved. 

- Built to scale.

Start a Conversation
hello@sevenpalmsgroup.com

+44 (0)735 621 9967

sevenpalms.group

8

https://gamma.app/docs/screenshot
mailto:info@sevenpalmsgroup.com
http://sevenpalms.group/


07 — Governance Reflection
Key questions to raise within your organisation. Each question has a rationale; the reason it matters and what an 

honest answer tells you.

1 What governance questions ensure AI remains aligned to organisational 
priorities?
Governance that governs technical performance but not strategic alignment is governance theatre. The 

question is not whether your AI works - it is whether it is still doing what you said it would do, for the 

reasons you said it would do it.

Gartner 2026 · Deloitte State of AI 2026

2 Is executive intent aligned?
Can every member of your leadership team state your AI strategy in one sentence and say the same thing?  

Misalignment at the top is the most common and most expensive source of failed AI investment.

73% of failed projects lack clear executive alignment on success metrics 4 RAND/MIT/McKinsey synthesis

3 Is decision accountability named?
Not which committee owns AI governance. Which individual is personally accountable for each decision the 

system influences and will be held responsible if it produces a harmful outcome.

RAND Corporation 2024 4 accountability gaps are a leading cause of AI project failure

4 Have role impacts been mapped?
Before deployment, not after adoption fails. Which roles change, which disappear, which require new 

capability and who is accountable for that transition.

EU AI Act 2024 4 high-risk AI classification requires documented role impact assessment

5 Is reskilling funded and prioritised?
As a capital investment proportionate to your automation ambition, not a training budget line added after 

the technology spend is approved. If the automation investment is growing and the capability development 

budget is flat, the gap between them is your risk.

Deloitte State of AI 2026 · Eurostat 2025 4 skills gap cited as #1 barrier by 71% of EU enterprises

6 What should leaders formally document before scaling AI?
The decisions that were made, by whom, on what basis, and what the review mechanism is. Not to satisfy an 

audit but to create the institutional memory that allows you to govern what you have built as it grows.

MIT NANDA GenAI Divide 2025 · Pertama Partners 2025326
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Taking This Further
If working through these questions surfaces more gaps than you expected, that is the most common 

experience of organisations at the start of a serious AI governance conversation. It is not a reason to slow 

down , it is a reason to build the right foundations before you scale.

Seven Palms Consultancy works with leadership teams to move from honest self-assessment to practical 

governance that functions in reality, not just on paper.

Executive AI Sprint
A structured leadership session 

to align your executive team on 

AI strategy, governance, and 

people readiness — before you 

scale.

Governance Review & 
Reset
A diagnostic and rebuild of your 

AI governance — moving from 

performative compliance to 

governance that functions in 

practice.

Stewarding 
Intelligence
The documentation service 

that gives your AI systems and 

your people the organisational 

context they need from day 

one.

People First, Always - Let's Start a Conversation
hello@sevenpalmsgroup.com   +44 (0)735 621 9967 sevenpalms.group
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