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Executive Summary

Artificial intelligence offers significant opportunities for efficiency, decision support, automation,
client service, research, and strategic insight. However, unmanaged AI adoption can expose
organizations to legal, reputational, operational, privacy, cybersecurity, and decision-quality risks.

Many organizations are already using AI systems informally through internal experimentation,
third-party software, generative Al platforms, analytics platforms, or vendor-provided systems. Yet
in many cases, executives lack a clear way to answer basic questions: Who is accountable? What
data is being used? Has the system been evaluated? What happens if the system fails? Can the
organization explain or defend the result?

This white paper introduces the AT Readiness and Governance Framework, a practical model
for assessing AI initiatives before they are approved, scaled, or integrated into critical business
processes. The framework is designed to complement applicable regulatory requirements, including
Canada’s proposed Artificial Intelligence and Data Act (AIDA), the Personal Information Protection
and Electronic Documents Act (PIPEDA), and provincial privacy legislation.

Throughout this white paper, Al initiative refers to any proposed or active Al-enabled project,
procurement, workflow, or deployment. AI system refers to the technical system, model, tool, or
platform used within an Al initiative.

The framework focuses on five executive pillars:

1. Strategic Alignment

2. Data Integrity

3. Model Evaluation

4. Governance and Accountability

5. Operational Resilience

Together, these pillars help leaders move from Al experimentation to controlled, responsible, and

measurable Al adoption.
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1 Purpose of the White Paper

Organizations are under growing pressure to adopt artificial intelligence. Boards, executives, and
senior managers are being asked to approve Al initiatives involving automation, predictive analytics,
generative Al, and vendor-provided Al systems, often before the organization has a clear framework
for governing them.

The central problem is not that organizations are adopting AI. The problem is that many are
adopting Al faster than they can assess, control, monitor, and explain it.

This white paper presents a practical executive framework for moving from Al experimentation
to responsible, accountable, and measurable Al adoption. It is designed for leaders who need to
understand not only what Al can do, but also what risks it creates, what controls are required, and
how to determine whether an Al initiative is ready for real-world deployment.

2 Core Message

AT adoption should not be driven by hype, fear, or vendor pressure. It should be guided by technical
judgment, sound governance, data quality, model evaluation, and operational discipline.

Maple Quanta Inc. provides independent, technically informed advisory services to help organizations
assess whether their Al initiatives are aligned with business needs, supported by reliable data,
technically evaluated, properly governed, and resilient enough for operational use—without vendor
lock-in.

3 The Problem: AI Adoption Without Control

Al systems are increasingly easy to access, but responsible Al adoption remains difficult. Employees
can use generative Al platforms without formal approval. Vendors can embed Al features into
existing software. Teams can develop predictive models without a full understanding of data

limitations, bias, monitoring requirements, or accountability.

This creates a gap between Al capability and organizational control. Common symptoms include:

Teams using Al systems without clear internal policy.

AT initiatives being piloted or deployed without proper evaluation.

Limited documentation of data sources, assumptions, limitations, and failure modes.

Confusion between automation, analytics, machine learning, and generative Al.

Executives lacking a clear method to assess value, risk, and readiness.
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e Al outputs being treated as reliable without adequate testing or human oversight.
e Difficulty explaining Al-supported decisions to clients, regulators, auditors, or the public.

For executives, the issue is not only technical. It is a matter of governance, accountability, risk

management, and organizational trust.

Key Terms Defined

The following terms are used throughout this white paper:

e Automation: Rule-based systems that follow fixed instructions without learning from data.
e Analytics: Statistical methods used to describe, interpret, and visualize data.

e Machine learning: Systems that learn patterns from data and improve their performance

over time.

e Generative AI: Models that produce new content (text, images, code, audio) by learning

patterns from large datasets.

4 The Executive AI Risk Map

Before approving or scaling an Al initiative, leaders should understand the main categories of risk.
The following table maps the five governance pillars to their corresponding risk categories and
representative executive questions.

Framework Pillar Risk Category Executive Question

Strategic /

. Is the AI initiative connected to a clear
Operational

organizational need and measurable value?

Strategic Alignment

Legal/ Privacy /

Data Integrity Is the data reliable, lawful, relevant,

C li .
omptance representative, and fit for purpose?
: Technical
Model Evaluation eehica / Has the Al system been evaluated beyond
Operational .
demos and ideal use cases?

G d Legal . .
Azzsiiiglz?li?n Rigitz/l tional Who owns, approves, monitors, and remains
Y P accountable for the Al system?

ional ional
Ope‘r‘a tiona O.p erat‘l onal / Can the Al system be monitored, maintained,
Resilience Financial

suspended, corrected, and recovered if it fails?

Table 1: Executive Al Risk Map
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This risk map is intentionally simple. Executives do not need to become machine learning engineers,
but they do need a disciplined way to ask the right questions before Al systems influence real
decisions.

Canadian Regulatory Context

Canada has not yet enacted a comprehensive federal private-sector AI statute.
Bill C-27, which included the proposed Artificial Intelligence and Data Act
(AIDA), did not become law. Nevertheless, organizations still face Al-related gov-
ernance obligations through privacy law, sector-specific regulation, procurement
requirements, contractual duties, and emerging international standards. Organi-
zations in regulated sectors (financial services, healthcare, federal government)
also face Al-related obligations under OSFI guidelines, PIPEDA, and applicable
provincial privacy laws (e.g., Quebec’s Law 25). The governance pillars in this
framework are designed to help organizations prepare for these requirements.

5 The AI Readiness and Governance Framework

Maple Quanta Inc. helps organizations assess Al adoption through a practical five-pillar framework.
Each pillar builds on the one before it: strategic alignment must precede data integrity, which must
precede model evaluation. Governance and operational resilience apply throughout.

N\ 4 . A 4 . A 4 ( 1\
Pillar 1 Pillar 2 Pillar 3 Pillar 4 Pillar 5
Strategic Data In- Model Governance Operational
Alignment tegrity Evaluation & ReefiPeres
> . > . ili
Clear organiza- Quality, Robust testing, Accountability Ongoing
tional objective accuracy, metrics, and Defined roles, monitoring and
and measur- compliance, edge-case policies, and failure recovery
able value ] and privacy ) analysis J risk owners J L )

v v v v v

EXECUTIVE CONTROL & RESPONSIBLE AT ADOPTION

Figure 1: The Five Pillars of the Al Readiness and Governance Framework. Pillars 1-3 are sequential;
Pillars 4-5 (shaded) apply across all stages.

5.1 Pillar 1: Strategic Alignment

The first question is whether the Al initiative serves a real organizational purpose. An Al initiative
should be connected to a clear business, operational, analytical, or public-service objective. Al
should not be adopted simply because the technology is available or fashionable.

Key questions include:
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What problem is the Al initiative intended to solve?

Is Al necessary, or would a simpler solution be more appropriate?
e What measurable value is expected?
e Which business process or decision will the Al system affect?

e Who benefits from the Al initiative, and who may be exposed to risk?

Red flag: If no one in the organization can articulate a specific, measurable outcome the Al system
is expected to produce, the initiative should not proceed to procurement or deployment.

5.2 Pillar 2: Data Integrity

AT systems are only as reliable as the data and assumptions behind them. Data integrity requires
more than having access to large datasets. Organizations must understand the origin, quality,
limitations, permissions, representativeness, and sensitivity of the data used.

Key questions include:

e What data is being used?

Is the data lawful, accurate, complete, relevant, and representative?

Are there privacy, security, or confidentiality concerns?

e Are known biases or data gaps documented?

Can the data pipeline be audited or reproduced?

Red flag: If the organization cannot identify who approved the use of data feeding an Al system,
or cannot confirm that data handling complies with applicable privacy law, the initiative carries

unacceptable legal and reputational risk.

5.3 Pillar 3: Model Evaluation

Al systems should be evaluated before they are adopted. A system that performs well in a
demonstration may fail in real operational conditions. Proper evaluation should examine accuracy,

robustness, bias, uncertainty, explainability, and failure modes.

Key questions include:

e How was the Al system evaluated?

e What benchmarks or baselines were used?
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e What are the known weaknesses of the Al system?
e How does the Al system perform on difficult, ambiguous, or edge cases?

e What human review is required before action is taken?

Red flag: If the only evidence of performance is a vendor demonstration or a proof-of-concept
result on curated data, the system has not been adequately evaluated for operational deployment.

5.4 Pillar 4: Governance and Accountability

Responsible Al requires clear ownership. Organizations need defined roles, approval processes,
documentation standards, risk thresholds, review cycles, and escalation paths. Without governance,

Al systems can become operational risks rather than strategic assets.

Key questions include:

e Who owns the Al system?
e Who approves its use?

e Who monitors performance and risk?

Who is accountable if the AT system causes harm or produces incorrect outputs?

What policies govern acceptable and unacceptable use?

Red flag: If the answer to “Who is accountable?” is “the vendor” or “the model,” the organization

has not established adequate governance.

5.5 Pillar 5: Operational Resilience

AT systems must survive real-world use. Deployment is not the end of the process. Al systems
require monitoring, maintenance, incident response, user training, performance review, and periodic

reassessment.

Key questions include:

e Can the Al system be monitored after deployment?

What happens when data changes?

e How are errors detected and corrected?

Is there a fallback process if the Al system fails?

Can the organization suspend or modify the AI system quickly if needed?
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Red flag: If there is no monitoring plan or fallback process, the organization is operationally
dependent on a system it cannot adequately control.

6 Illustrative Scenario: A Municipal AI Procurement

The following hypothetical scenario illustrates how the five-pillar framework applies in practice.

Situation: A mid-size municipality is evaluating an Al-assisted permit review tool proposed by a
software vendor. The tool claims to reduce permit processing time by 60% using machine learning.

Pillar Observation Status

Strategic Alignment Processing backlog is documented; measurable Satisfactory
target defined (60-day reduction).

Data Integrity Training data is from a different municipality Gap identified
with different zoning rules. Representativeness
unclear.

Model Evaluation Only vendor demo provided. No independent Gap identified

testing on local permit data.

Governance & Ac- No internal Al policy. No named owner or risk Gap identified
countability contact.

Operational Re- Vendor SLA exists, but no fallback process for Partial
silience system failure or model degradation.

Table 2: Framework Applied: Municipal Al Permit Review Tool

Recommendation: The initiative should not proceed to deployment until data representativeness
is confirmed, independent evaluation is conducted on local data, and internal governance roles are
established. A structured pilot with defined evaluation criteria and a fallback process should precede

full deployment.

7 Al Governance Maturity Model

Maple Quanta recommends that organizations assess their Al governance maturity before scaling Al
adoption. A maturity assessment helps leaders understand where the organization currently stands,
what risks remain unmanaged, and what practical steps are required to move toward controlled,
accountable, and strategic Al adoption.

Self-Assessment: Where Is Your Organization?

Use the following questions to determine your organization falls on the maturity scale:
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Level Name Description and Indicators

1 Ad Hoc Al adoption is informal, undocumented, and unman-
aged. No policies exist. Accountability is unclear.

2 Experimental Teams are testing Al systems. Some documentation
exists, but governance, accountability, and risk controls
remain limited.

3 Controlled Policies, reviews, documentation, and technical checks
are in place. Roles are defined. A named Al owner
exists.

4 Integrated AT governance is aligned with business processes, risk

management, procurement, and operational monitor-
ing. Regular reviews occur.

5 Strategic AT governance enables innovation, trust, resilience,
measurable value, and competitive advantage. Gover-
nance is proactive, not reactive.

Table 3: Al Governance Maturity Model

1. Does your organization have a written Al policy? (No = Level 1; Draft only = Level 2; Yes,
approved = Level 3+)

2. Is there a named individual accountable for each AI system in use? (No = Level 1-2; Yes =
Level 3+)

3. Are Al systems reviewed on a defined schedule after deployment? (No = Level 1-2; Ad hoc =
Level 3; Structured = Level 4+)

4. Are Al procurement decisions subject to a formal governance review? (No = Level 1-2;
Sometimes = Level 3; Always = Level 4+)

5. Does Al governance connect to your broader risk management and regulatory compliance
processes? (No = Level 1-3; Yes = Level 4—5)

The goal is not for every organization to reach Level 5 immediately. The goal is to understand the
current maturity level, identify the gaps, and define a practical roadmap for improvement.

8 What Executives Should Ask Before Approving Al
Before approving, procuring, or scaling an Al initiative, executives should ask:

e What decision, workflow, or service will this Al system influence?
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What data was used, and who approved its use?

Has the AI system been independently evaluated?

What are the known limitations and failure modes?

How will bias, error, and uncertainty be handled?

e Who is accountable for the Al system’s outputs?

What human oversight is required?

e What monitoring exists after deployment?

Can the organization explain the Al system’s behaviour to clients, regulators, auditors, or the
public?

What is the exit plan if the Al system does not perform as expected?

Does this Al initiative comply with applicable Canadian law, including privacy and data

governance requirements?

These questions help shift Al adoption from enthusiasm to executive control.

9 Conclusion

AT adoption should not be blocked by fear, but it should not be driven by hype either.

Organizations need practical, technically informed governance that allows them to innovate re-
sponsibly. The strongest Al strategies are not simply about adopting new systems. They are
about building the capacity to assess, control, monitor, and explain Al systems in real operating

environments.

Maple Quanta Inc. provides independent advisory services in artificial intelligence, data science,
and quantum technology. Through Al readiness assessments, Al governance reviews, data science
and Al technical audits, model evaluation, and strategic technical advisory services, Maple Quanta
helps leaders move from uncertainty to disciplined implementation.

The question for executives is no longer whether AI will affect their organization.

The question is whether their organization is ready to govern it.

Next Step: Request an AI Readiness Assessment

A Maple Quanta AI Readiness Assessment delivers a structured, independent review of your
AT initiatives across all five governance pillars. Within two to four weeks, you will know
where your gaps are, what your risk exposure is, and what practical steps are required to

10
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proceed with confidence.

Book a 30-minute conversation: maplequanta.ca
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About Maple Quanta Inc.

Maple Quanta Inc. is an Ottawa-based independent advisory firm supporting organizations in
artificial intelligence, data science, and quantum technology.

The company helps leaders assess technical opportunities, governance risks, data quality, Al readiness,
model performance, and implementation tradeoffs. Maple Quanta provides clear, technically informed
advice without vendor lock-in.

Services include:

e Al Readiness Assessment — Know within two weeks whether your Al initiative is safe to

proceed, where the gaps are, and what governance steps are required.

e Al Governance Review — Evaluate whether existing Al policies, roles, and controls are
adequate for your regulatory and operational context.

e Data Science and AI Technical Audit — Independent review of data pipelines, model
assumptions, evaluation methodology, and documentation.

e Model Evaluation and Risk Assessment — Structured testing of Al systems for accuracy,
robustness, bias, and failure modes before or after deployment.

e Strategic Technical Advisory — Clear, independent technical guidance for executives and
boards making Al and data strategy decisions.

e Quantum Technology Advisory — Strategic guidance on quantum computing readiness,
quantum-safe cryptography, and emerging quantum applications. A dedicated Maple Quanta

white paper on quantum technologies is planned and will be released in due course.

Maple Quanta Inc.
Ottawa, Canada
maplequanta.ca
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