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	About this guide



A governance audit only delivers value if the session is well-run and the findings are acted on. This guide covers three things: how to run the audit session effectively, how to measure whether progress is being made, and how to embed follow-through in your organisation.

	Section 1: Running the Audit Session



Before the Session

The audit works best when participants are not seeing the questions for the first time on the day. Share the Audit Template in advance with a brief note explaining the purpose: honest diagnosis, not performance review.

	Participants
	Leadership team including executive and non-executive directors where both are present. Minimum 3, ideal 4–8.

	Time required
	2–3 hours for first session. 60–90 minutes for subsequent quarterly reviews.

	Format
	Facilitated group discussion. Not individual survey completion. Disagreement between participants is useful data.

	Materials
	Audit Template (one copy per participant or shared screen). Capability & Readiness Tracker (Excel) for score entry.

	Pre-work
	Ask participants to note one AI tool used in the organisation in the last month, and one AI governance question they cannot currently answer.



Facilitating the Session

Open by reading the scoring guide aloud and explaining the "Sometimes" principle: if the governance behaviour depends on who is in the room rather than an embedded structure, the score is "Sometimes" and that is a gap, not a partial credit.

Work through Track 1 before Track 2. Individual director literacy comes before organisational structures in the maturity sequence. A director who cannot describe what Article 4 requires is not in a position to evaluate whether the organisation’s policy meets it.

For each question, invite all participants to give their answer before agreeing a score. If directors give different answers, particularly to "Can you name who is accountable for AI governance?", do not resolve the disagreement by splitting the difference. The divergence is the finding.

Where a question asks for a named document, a named person, or a recent date and participants cannot produce one, record that directly. Absence of an artefact is a governance finding.

After the Session

Before closing, agree:
1. The top three priority gaps - highest-impact domains with the lowest maturity scores.
1. A named owner for each priority action. A specific individual, not a committee.
1. A four-week deadline for the first concrete action on each gap.
1. The date of the next review session.

Transfer scores to the Capability & Readiness Tracker (Excel). The tracker calculates your maturity stage per domain, generates a gap map, and produces the reporting statement for your next board meeting.

	Section 2: How to Measure Success



Track progress across both leading and lagging measures. The goal is honest diagnosis followed by targeted improvement, not a high score.

Leading Indicators (30 days)

1. Audit completed by leadership team as a group, not individually.
1. All eleven domains scored and recorded in the Tracker.
1. Priority gaps identified with named owners and deadlines.
1. First concrete action completed within four weeks of the session.

Lagging Indicators (Quarterly)

1. Maturity stage progression: at least one domain moved forward per quarter.
1. Priority gap actions completed by their deadlines.
1. Article 4 AI literacy compliance: at least one documented step taken since February 2025.
1. AI Bill 2026 implications reviewed by legal or compliance before August 2026.
1. Board AI reporting established as a standing item, not a one-off.

	Board reporting statement



"Capability & Readiness Audit completed [date]. Director capability: [stage]. Organisational readiness: [stage]. Priority gaps: [top 2–3 domains]. Named owners assigned. Next review: [date]."

	Section 3: Embedding the Audit



Making It a Governance Habit

The most common failure mode is completing the audit once and filing the result. The audit is designed for quarterly use. As AI adoption evolves, governance capability must evolve with it.

Build the quarterly review into the governance calendar alongside other standing reviews. After the first session, subsequent reviews focus on: progress against priority actions, score changes in key domains, and any new AI developments requiring governance attention.

Connecting to Other IoD Toolkit Tools

The Capability & Readiness Audit sits at the centre of the toolkit sequence. Use audit findings to direct activity across the other tools.

	Audit Gap
	Recommended next step

	Domain 2A: No AI inventory
	Complete Tool 1.1 (Shadow AI Audit). The discovery survey and risk matrix produce the inventory directly.

	Domain 2B: No AI use policy
	Use Tool 2.1 (AI Use Policy Builder). The template can be adopted and customised in a single session.

	Domain 1A: Low AI literacy
	IoD Digital & AI for Boards programme. Builds the foundational strategic literacy that underpins governance capability.

	Domain 2E: No board reporting
	Establish a standing AI agenda item. Start with the reporting statement format from this guide. Add structure quarterly.





Common Resistance: and How to Counter It

"We already have governance in place."
The audit tests governance substance, not governance form. Structures that exist on paper but are not functional are governance theatre. The "Sometimes" score is the test.
"This will take too long."
The first session takes 2–3 hours. Subsequent reviews take 60–90 minutes. The cost of a governance failure is significantly higher than either.
"Our organisation is too small for this."
The EU AI Act's Article 4 obligation applies regardless of size. The audit is designed proportionately — it does not assume dedicated AI staff or large-enterprise resources.
"We don't use AI in any significant way."
IoD Ireland’s Q1 2026 research found 61% of organisations have already implemented AI. The Shadow AI Audit (Tool 1.1) typically surfaces tools that management is unaware of.

	Regulatory reminder: August 2026 deadline



Ireland’s AI Office must be operational by 1 August 2026. The EU AI Act’s Article 4 AI literacy obligation has been in force since February 2025. Directors of organisations deploying AI systems carry personal governance exposure. The Capability & Readiness Audit provides a structured, documented basis for demonstrating that your organisation has taken its obligations seriously.
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