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Foreword
A curious thing happened in banks’ never-ending race to win competitive advantage 
through product differentiation: It converged with the AI race.

That development was inevitable. Over the years, product-based differentiation has 
become a game of inches. All banks offer roughly similar, commoditized products and 
services. When one introduces a distinct offering, others follow quickly. Any gains are 
hard-fought, resource-intensive and increasingly marginal.

So banks have pursued differentiation through other means – starting with customer 
experience. Speed, responsiveness and efficiency are not new ingredients for strong 
customer experiences, but they are effective. Especially for banks, this is also a difficult 
path. Even the most sophisticated front-end experience hinges on a wildly complex, 
highly regulated ecosystem of back-end processes. The best intentions eventually run 
into the unyielding reality of this complexity.

This is what makes AI so significant. When product differentiation has plateaued and 
customer experience depends on faster, more effective back-end decision-making,  
AI changes the equation. Banks are already moving beyond isolated pilots toward 
broader deployments designed to reinforce the differentiators that matter most: decision 
quality and trust.

Along the way, they’re encountering an evolving challenge with far-reaching implications: 
How do you govern AI at scale without slowing innovation?

AI governance hits different in banking
For banking leaders who have navigated the adoption of any major technology, 
governance is a familiar issue. With AI, however, it operates at a fundamentally different 
level. AI is designed to cross organizational boundaries – to improve decision quality 
precisely because it operates across functions, systems and previously siloed data.  

But its real distinction lies in how decisions are made. Unlike traditional systems,  
AI models can learn, adapt and influence outcomes in ways that are not explicitly 
programmed. Those are powerful capabilities – and they’re the reason AI introduces  
a new class of governance risk.

AI governance should not be a brake on that power. It should instead make AI 
sustainable and risk-aware – enabling AI to move from experiment to enterprise asset, 
from pilot to trusted production system. 

Banks that understand this are building governance into their AI strategy from the start. 
Those that treat it as an afterthought risk regulatory exposure, operational failure and 
erosion of the trust on which the banking industry depends. 

“Much of the issue 
[regarding ROI on AI] 
has been around 
governance. 
Understanding the 
data, the data quality, 
potential biases and  
the downstream 
impacts of unintended 
consequences – these 
are real barriers.  
Our recent data and  
AI study with IDC 
confirms this. It found 
that organizations that 
prioritize trustworthy 
AI through governance, 
explainability and 
ethical safeguards 
were 60% more likely 
to report double or 
more return on their  
AI projects.”

	 Stu Bradley, Senior 	
	 Vice President of Risk, 	
	 Fraud and Compliance 	
	 Solutions at SAS

https://www.sas.com/en_us/insights/analytics/ai-governance.html
https://www.sas.com/en/whitepapers/how-to-govern-your-ai-strategy-in-a-highly-regulated-world-114264.html
https://www.sas.com/en_us/news/analyst-viewpoints/idc-data-ai-impact-report.html
https://www.sas.com/en_us/news/analyst-viewpoints/idc-data-ai-impact-report.html
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With AI at the core, the stakes are higher
Banking is structurally different from most industries when it comes to AI risk,  
with direct implications for how governance must be designed, executed and managed.

For example, in other industries like retail or media, an underperforming AI model 
produces a suboptimal recommendation. In banking, the same failure can deny credit to 
a qualified borrower, miss fraud signals hidden in data, misprice risk across a portfolio or 
trigger a cascading compliance failure. The environment, expectations and consequences 
are fundamentally different.

For banks, AI is already embedded in credit decisioning, fraud detection, anti-money 
laundering, customer pricing, capital allocation and regulatory reporting – or soon will 
be. These are not experimental use cases. They sit at the operational core of the 
institution, raising the stakes for risk management. 

Those risks can also scale instantly. A flawed model in a manually reviewed process may 
produce a handful of bad outcomes before it’s detected. A flawed model operating at 
scale can produce thousands of harmful outcomes. The error rate is the same, but the 
impact is drastically amplified.

Regulators, boards and bank leaders understand this. The banks that emerge as leaders 
will be those that govern AI with the same strategic rigor they apply to managing capital 
and credit risk. 

Ultimately, the business case for governing all of this isn't limited to regulatory 
compliance. It's about trust – trust in models that perform as designed, that support core 
banking processes at scale and that drive long-term profitability. Governance is how 
banks earn it.

Systemic risk: Why banking is different
In banking, the consequences of poorly governed AI are categorically more serious 
compared to other industries – and they don't stay contained. When many institutions 
rely on similar models, a single flaw in similar or shared models can propagate across the 
financial system in ways no single bank controls. Systemic risk makes banking different. 
Here are some examples:

•	 Flash crashes. High-frequency trading algorithms operate in milliseconds. A flawed 
model can trigger a market crash before any human intervention is possible.

•	 Credit bias. Models trained on historical data can embed indirect discrimination 
through proxy variables – quietly restricting credit access in ways no one is 
monitoring.

•	 Investment liability. Robo-advisors and customer-facing AI create direct financial 
exposure when outputs are wrong, manipulated or hallucinated.

•	 Systemic contagion. When many institutions rely on similar models (model herding), 
identical reactions to market signals can cause synchronized liquidity failures that no 
single bank controls.

https://blogs.sas.com/content/sascom/2026/01/28/ai-risk-is-not-a-black-swan-its-a-flock-of-grey-swans/
https://www.sas.com/en_us/software/credit-scoring.html
https://www.sas.com/en_us/software/anti-money-laundering.html
https://www.sas.com/en_us/software/anti-money-laundering.html
https://www.sas.com/en_us/webinars/credit-risk-decisioning-using-intelligent-decisioning.html
https://www.fsb.org/2024/11/the-financial-stability-implications-of-artificial-intelligence/
https://www.fsb.org/2024/11/the-financial-stability-implications-of-artificial-intelligence/
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•	 Regulatory exposure. Banks don't govern AI under one framework. They operate 
within a dense and fragmented regulatory landscape that can span regional, national 
or international jurisdictions. This includes frameworks such as MaRisk, EBA MRM 
and DORA in Europe, along with SR 11‑7 in the US, and comparable supervisory 
guidance elsewhere. The EU AI Act adds another layer of complexity.

•	 Cybercrime. AI agents enable highly automated fraud and social engineering attacks 
at a scale and sophistication no human-led operation could match.

Speed without control is a liability
AI processes information faster than human analysts, identifies patterns invisible to 
conventional analysis and applies rules with high consistency. When they work well, 
AI systems are highly efficient and lightning-fast. 

But speed alone is not an advantage without control. Even the fastest race cars rely on 
carefully engineered control systems – from real-time telemetry and design constraints 
to rigorous testing and oversight – not to constrain performance, but to make extreme 
speed viable. In banking, where errors carry systemic consequences, robust AI 
governance serves the same purpose: without it, impressive performance can quickly 
give way to negative outcomes. 

Plus, AI usage in banks leads to another risk: opacity. Many of the fastest and most 
capable, efficient AI models, particularly those used in credit, fraud and pricing,  
operate in ways that can be difficult to explain. When a decision can’t be explained,  
it can’t be challenged, audited or defended to a regulator. In banking, that creates a clear 
compliance failure.

In banking, that combination of speed and scale translates into a set of critical AI risks 
that governance must explicitly address:

•	 Black-box decisions can leave banks unable to respond when customers challenge 
outcomes or regulators demand explanations.

•	 Bias creeps into models trained on historical data that reflects past inequities –  
and perpetuates them.

•	 Model drift occurs when market conditions shift, customer behavior evolves or 
economic cycles follow unpredictable patterns. As a result, a model that was 
accurate at deployment becomes unreliable in production, and performance falters.

•	 Shadow AI emerges when teams deploy models outside formal review processes, 
creating an invisible inventory of ungoverned risk.

In this context, any bank treating governance as an afterthought is exposing blind spots 
in the risks it’s already taking.   

https://www.consumerfinance.gov/about-us/newsroom/cfpb-issues-guidance-on-credit-denials-by-lenders-using-artificial-intelligence
https://www.consumerfinance.gov/about-us/newsroom/cfpb-issues-guidance-on-credit-denials-by-lenders-using-artificial-intelligence
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How transparency and traceability build trust
Ask 10 leaders in a bank what “AI governance” means, and you’ll probably get  
10 different answers. 

But there is a clear answer, and leaders with responsibility for AI should be aligned on it:  
AI governance is the combination of oversight, accountability and life cycle control,  
guided by values and principles. When it works, it’s a tool that connects the bank’s values, 
principles and how AI is used across the enterprise.  

Let’s take a closer look at those three elements.

•	 Oversight. Humans remain in the decision-making loop, ensuring AI-driven decisions  
can be reviewed, challenged and overridden when necessary. 

•	 Accountability. Someone is responsible for every model in production, managing and 
monitoring its performance, limitations and compliance with regulatory and institutional 
requirements. In a governed environment, there are no orphaned models.

•	 Life cycle control. Governance spans the full life cycle of a model, from design and 
validation through deployment, monitoring, adaptation and retirement.

Without governance, AI is only a high-risk experiment. With governance, it becomes a 
trusted banking capability – deployed with confidence, scaled responsibly and defensible 
under regulatory scrutiny.

Regulatory pressure reinforces the need  
for governance
As commercial AI adoption accelerated, regulatory frameworks evolved in parallel.  
Today, expectations are clearer and scrutiny is increasing. AI governance – a crucial part of  
any AI strategy, regardless of regulatory context – is increasingly essential and likely to be 
subject to even more rigorous oversight soon.  

For example, the EU AI Act classifies many banking AI applications as high-risk and regulates 
them accordingly. Regulators across geographies are actively examining how banks manage 
model risk in AI-driven systems. While requirements may differ from one jurisdiction to another, 
one thing is consistent: regulators expect banks to demonstrate that their AI systems are 
governed, not merely deployed.

Overall, regulators are looking for strong governance in four key areas:

•	 Explainability: The ability to articulate, in terms a regulator or customer can understand, 
why an AI system reached a particular conclusion.

•	 Auditability: Recordkeeping and data storage that allow regulators and banks to reconstruct 
and review decisions after the fact.

•	 Human oversight: Evidence that humans remain meaningfully involved in decision-making, 
with the authority to review, challenge or intervene.

•	 Traceability: The ability to track a decision back through the data, models and processes 
that produced it.

Banks investing in AI governance today are already well positioned to meet these expectations. 
Those that are not may face a far more difficult retrofit as regulatory scrutiny intensifies.  

https://www.nist.gov/itl/ai-risk-management-framework
https://www.sas.com/en/whitepapers/how-to-govern-your-ai-strategy-in-a-highly-regulated-world-114264.html
https://eur-lex.europa.eu/eli/reg/2024/1689/oj/eng
https://www.bis.org/fsi/fsipapers24.pdf
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AI and the limits of traditional model  
risk management 
Model risk management has been a cornerstone of banking risk practices for decades 
– a disciplined approach to validating, documenting and monitoring statistical models 
used in credit and risk functions. 

But legacy approaches to model risk management were built for a different world.  
They were designed to govern models that were largely static: built once, validated once, 
deployed into relatively stable environments and updated on a known schedule.

AI upends this familiar, predictable dynamic. Machine learning models learn from new 
data. Systems are increasingly interconnected – the output of one model may feed 
directly into another. AI systems can identify hidden patterns in data, generate results 
and make probabilistic decisions with limited human intervention. 

As a result, unexpected outcomes and decisions can introduce new and unfamiliar risks. 
Deployment is often continuous, and the boundary between “build” and “operate” has 
effectively disappeared.

In response, governance must span the entire AI life cycle – from design and validation 
through deployment, ongoing operation and eventual retirement. Each stage introduces 
distinct risks that require different forms of oversight and control.

Fortunately, banks aren’t starting from scratch. They already operate on a strong 
foundation of model risk management principles. Those principles remain sound,  
but they must be applied differently in an AI environment – broadening their scope, 
accelerating review cadences and strengthening governance capabilities to match the 
scale, reach and speed of AI-driven systems. 

AI governance: The building blocks 
Effective AI governance is a strategic capability – a set of frameworks, controls and 
practices that make it possible to deploy AI at scale with confidence.  
It requires five core capabilities:

•	 Model definition and inventory are where governance begins. A bank cannot govern 
what it cannot see. A comprehensive, current inventory of every AI model in 
production – who owns it, what decisions it influences, what data it uses, when it was 
last reviewed – is foundational. When regulators examine a bank’s AI portfolio,  
they want evidence that the institution knows exactly what it has and who owns it 
– and that model owners have attested to their current status.

•	 Life cycle management extends oversight across the full arc of a model’s existence 
– governance checkpoints at design, validation, deployment and retirement, with 
clear processes for updates and version changes. Each transition in the life cycle 
requires signoff from relevant stakeholders, with clear notification across the 
organization. Different model types may also require different workflows in line with 
the risks they carry.

•	 Explainability is both a regulatory requirement and an operational necessity.  
Models that cannot be explained can’t be challenged, defended or trusted.  

https://www.federalreserve.gov/supervisionreg/srletters/SR2602.htm
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It’s important to build explainability in from the start. It’s also essential for guarding 
against bias. Knowing what’s actually happening inside a model – and building in 
automated testing for fairness and disproportionate impact – is how banks keep AI 
from inadvertently working against the customers it’s meant to serve.  

•	 Monitoring and drift detection address the fact that models do not stay accurate 
indefinitely. Their operating context changes – including market conditions,  
customer behaviors, organizational strategies and the competitive landscape.  
An unmonitored model can quietly degrade until it’s harming customers – and by then, 
the regulatory and reputational damage is already in motion. Using an AI platform 
with performance metrics and KPIs already built in helps identify and address 
problems before they escalate.   

•	 Auditability is the thread that runs through each of these building blocks.  
Every consequential decision should be traceable – back through the model that 
produced it, the data that informed it and the governance process that validated it. 
Auditability is what makes AI defensible to regulators, bank leaders, boards, 
customers and even the media. That means maintaining a complete audit log –  
who approved what, who signed off on exceptions and so on. This challenge 
intensifies when banks run a patchwork of AI tools that don’t communicate with one 
another. Building audit capabilities into the underlying infrastructure, rather than 
bolting it on later, is the only way to make it work properly.  

Executed together, these capabilities enable a bank to move faster, deploy with greater 
confidence and scale AI responsibly. They also strengthen what risk professionals call 
the three lines of defense: the business units using AI, the independent risk and 
compliance functions overseeing it and the internal audit function validating both. 

A complete, end-to-end audit trail reinforces all three – and it does something else, too. 
When employees have access to a governed catalog of approved AI models and use 
cases, they can experiment and innovate with confidence, knowing their actions are 
auditable and in line with organizational boundaries and priorities.

What we see in practice is that the banks making  
the most progress on AI governance have stopped 
treating it as a set of policies and started treating it 
as a set of platform capabilities. The documentation, 
audit trails, monitoring – when those are automated 
and built into the workflow, governance actually 
happens.

	 Peter Williams, Head of Partner Technology,  
	 Global Financial Services at Amazon Web Services
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Running AI at scale requires governance  
The difference between a bank that has deployed AI and one that is operating AI at  
scale is significant. Many banks have successfully launched pilots or isolated use cases. 
As Boston Consulting Group and others have observed, far fewer have achieved 
pervasive, enterprise-wide AI deployment across critical decisioning processes.

Governance is the most important distinction between deployment and scale. It’s what 
transforms AI into an enterprise asset – one that leaders can deploy with confidence. 
Models are managed against common standards. The same controls apply whether an 
AI system supports credit decisioning, fraud detection or customer pricing. Risk is 
visible. Accountability is clear.

In governed AI environments, teams move faster because foundational controls are 
already in place. Validation processes are standardized rather than reinvented for each 
use case. Innovation is safer because governance establishes clear guardrails.  
And regulatory responses are more efficient because auditability is embedded 
throughout the life cycle, not added after the fact.

The transition from siloed AI initiatives to governed enterprise decisioning depends  
on a deliberate commitment to treat AI with the same rigor banks apply to any other 
systemic risk.

AI governance in the spotlight
Analysts and market observers are confirming what leading practitioners of AI 
in banking already know about the importance of governance.

In 2026, Chartis Research named SAS a category leader in the Chartis RiskTech 
Quadrant® for AI Governance Solutions. Among the 28 vendors it examined in the 
quadrant, Chartis also recognized SAS as best-in-class in the model 
management and workflow categories. 

“The SAS® Viya® platform includes leading governance capabilities that extend 
classic machine learning, model risk management, explainability, bias detection, 
privacy protection and end-to-end monitoring to the broader enterprise  
AI environment. 

“By combining these capabilities with its deep expertise in regulated industries, 
SAS is in a position to demonstrate AI as a growth strategy for clients  
and prospects." 

Michael Versace, Research Director for Governance, Resilience and Compliance 
at Chartis Research, in the Chartis Vendor Spotlight

The banks that have 
moved from pilot to 
enterprise AI are those 
that made governance 
decisions early – about 
data lineage, model 
versioning, access  
controls and audit  
logging, for example.  
Those decisions can 
appear to be distractions 
during early stages.  
At scale, they’re what 
make AI-embedded 
business processes viable.

	 Peter Williams 
	 Head of Partner 			 
	 Technology, Global 		
	 Financial Services at 		
	 Amazon Web Services

https://web-assets.bcg.com/1a/b0/007d0359442eb77e5f3aaf07b5c1/for-banks-the-ai-reckoning-is-here-may-2025.pdf
https://www.sas.com/en_us/industry/banking/solution/fraud-financial-crimes-compliance.html
https://www.sas.com/en_my/software/viya.html
https://www.sas.com/en_my/software/viya.html
https://www.sas.com/en_us/news/analyst-viewpoints/chartis-risktech-quadrant-ai-governance-solutions.html
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The real business impact – beyond good defense
AI governance is often viewed as a defensive strategy. And it unquestionably plays a 
critical role in managing risk and regulatory exposure. But that’s only part of the picture. 
As noted in recent McKinsey research, banks that invest in governance aren’t just 
avoiding bad outcomes – they’re enabling better ones.

•	 Faster time to value. Standardized validation, clear documentation requirements and 
established monitoring infrastructure in place mean models reach production faster 
– and remain viable longer.

•	 Reduced compliance friction. Governed environments respond to regulatory inquiries 
with clear evidence and audit trails, not hurried, ad hoc reconstructions.

•	 Greater trust. Trust isn’t created through marketing. It’s earned over time.  
AI governance is how banks demonstrate that AI-driven decisions are reliable,  
fair and accountable.

•	 Confidence to deploy generative AI (GenAI) responsibly. Banks with mature 
governance frameworks are positioned to extend them to GenAI. Banks without them 
face the dual challenge of building governance from scratch while managing the risks 
of capabilities already deployed across the organization. 
 
The real business case for AI governance isn't only compliance. It's confidence –  
in models that can be trusted to perform as intended, hold up under pressure and 
keep costs moving in the right direction.

https://www.mckinsey.com/capabilities/tech-and-ai/our-insights/tech-forward/state-of-ai-trust-in-2026-shifting-to-the-agentic-era
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Askari Bank -  
Facts & Figures

3.06 million
customers

720
branches

US$8.8 billion
in total assets

Governance in action: Askari Bank
Askari Bank is one of Pakistan's leading financial institutions, serving more 
than three million customers across a network of more than 500 branches.  
As the bank has grown, so has the complexity of its risk and compliance 
environment – more transactions, more oversight and greater operational risk.

For years, Askari Bank managed its risk and compliance processes through a 
patchwork of disconnected systems and manual processes. Fragmented data 
and inconsistent reporting slowed decision-making and limited visibility 
across the enterprise. Without a unified platform, Askari Bank faced 
regulatory pressure, operational inefficiencies and an increasing risk of 
bottlenecks at critical moments.

To address these challenges, Askari Bank implemented SAS® Governance and 
Compliance Manager, consolidating risk and compliance activities in one 
platform. "We chose SAS for its integrated, automated and scalable platform 
for risk and compliance management," says Jawad Khalid Mirza,  
Chief Information Security Officer at Askari Bank. The result: 

•	 Data clarity and visibility – Previously, data lived in different systems, 
often duplicated or inconsistent. Now, Askari Bank has consolidated 
everything into one reliable source of truth. Leaders have real-time 
dashboards that make it easier to spot risks, track trends and respond  
with confidence.

•	 Automation and efficiency – Banking processes once bogged down by 
spreadsheets and manual work are now streamlined. Automated risk 
workflows save time, reduce errors and free employees to focus on more 
strategic initiatives.

•	 Accountability and compliance – Role-based workflows ensure every task 
has a clear owner and leaves an audit trail. Compliance processes that once 
meant heavy paperwork and manual checks are now far more efficient, 
reducing costs and lowering the risk of penalties.

The same unified, auditable, automated approach that brought clarity to the 
bank's risk and compliance environment is precisely what AI governance 
frameworks require – especially as AI systems take on more tasks across 
banking operations.

https://www.sas.com/en_us/customers/askari-bank-en.html
https://www.sas.com/en_us/software/governance-compliance-manager.html
https://www.sas.com/en_us/software/governance-compliance-manager.html
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The road ahead for AI governance in banking
The governance challenges banks face today will intensify as AI extends its reach and 
influence across the industry. 

GenAI is already being embedded in areas such as customer service, document analysis, 
code generation and decision support. These systems are more powerful than their 
predecessors but can be more difficult to explain. They can produce outputs that appear 
fluent and confident while being incomplete, incorrect or inappropriate. As adoption 
accelerates, governance frameworks must evolve to ensure these systems remain 
controlled, auditable and fit for purpose. 

Agentic AI raises the stakes further. These highly autonomous systems are already used 
to support credit decisioning, next-best-offer marketing, robo-advisory investment 
platforms and other automated decision engines. By design, they act with a higher 
degree of autonomy, which introduces more complex governance challenges around 
accountability, explainability and control.  

Banks with mature AI governance frameworks will be better positioned to manage both 
GenAI and agentic AI responsibly – as well as future capabilities that are not yet fully 
visible. The core capabilities – model inventory, life cycle management, explainability, 
monitoring, auditability – apply just as strongly to autonomous decisioning systems as 
they do to traditional machine learning models.

Ultimately, the goal is to have a resilient governance foundation in place before the scale 
and autonomy of AI adoption outpace banks’ capacity to oversee it.

Self-assessment: Where is your bank today?
AI governance practices vary significantly across banks. Understanding where your bank 
stands today is the starting point for improvement. One persistent challenge: ownership. 
Data scientists, chief risk officers, IT leaders, chief data officers and others often claim 
governance as their domain. The specifics matter less than the outcome – clear, 
unambiguous accountability is most important, regardless of ownership. 

Regulatory requirements add another layer of complexity. Frameworks like SR 11-7 in the 
United States, OSFI E-23 in Canada and PRA SS1/23 in the UK set expectations that 
differ by jurisdiction. For banks operating across borders, navigating that patchwork is 
itself a governance challenge.

In practice, these pressures result in distinct levels of AI governance maturity across 
banks. These stages reflect how systematically governance is defined, enforced and 
integrated into day-to-day operations.

•	 Fragmented – Governance exists in pockets, if at all. No enterprise-level inventory, 
no common validation framework, no systematic monitoring. Risk is invisible because 
it has never been mapped. For example, credit lenders using predictive AI tools can 
contribute to bias risk if lending or credit decisions inadvertently produce disparate 
outcomes – not through intent, but through blind spots in data or design that no one 
is monitoring.  

•	 Emerging – Initial structures are in place. Some model documentation exists.  
But coverage is inconsistent and life cycle management is reactive. Banks in this stage 
must seek to hold AI usage to the same level of rigorous standards applied in other 
banking processes.  

“On trustworthy AI, 
banking leads every 
sector in our recent 
IDC study – and even 
so, most banks’ 
foundational readiness 
is nowhere near where 
it needs to be. Roughly 
nine in 10 banks have 
yet to fully align trust 
with proof.”

	 Stu Bradley, Senior 	
	 Vice President of Risk, 	
	 Fraud and Compliance 	
	 Solutions at SAS

https://www.sas.com/en_us/insights/analytics/generative-ai.html
https://www.sas.com/en_us/insights/analytics/ai-agents.html
https://www.sas.com/en_us/news/analyst-viewpoints/idc-data-ai-impact-report.html
https://www.sas.com/en_us/news/analyst-viewpoints/idc-data-ai-impact-report.html
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•	 Operationalized – Governance frameworks are defined and applied consistently. 
Model inventory is maintained. Life cycle processes are standardized.  
Regulatory compliance is managed proactively. Transparency across stakeholder 
relationships and jurisdictions at this stage can help banks reach difficult decisions 
faster – resolving problems before they contribute to operational  
or reputational losses.  

•	 Embedded – Governance is inseparable from how AI is built and deployed.  
Designed at the model level, automated where possible, enforced through platform 
controls. AI decisions are explainable, auditable and defensible – by default.  
Today, no bank has fully reached this stage, but it is the right destination.  
Banks that reach this level will find the same governance rigor extending into AI 
practices throughout the business – in HR, customer experience, operational 
processes and more. 

These stages illustrate how AI governance maturity evolves from fragmented controls to 
enterprise-wide integration. Understanding where governance often breaks down is 
essential to prioritizing what must change next.

Capable governance comes from culture
Governance frameworks are only as valuable as they are used. As Deloitte has noted, 
that’s not primarily a technical challenge – it’s a leadership and cultural challenge. 
Governance succeeds when:

•	 Leadership sets expectations. When the CRO, CDO and CEO treat AI governance as 
a strategic priority rather than as a compliance function, the organization follows.  
When teams see that governance can enable faster, more confident AI deployment, 
they’re more likely to embrace it than to resist.

•	 Accountability is clear. Every model in production must have an owner –  
someone accountable for its performance, its compliance and its full life cycle.  
At the enterprise level, executives are responsible for ensuring that accountability is 
enforced consistently across business lines and use cases. 

•	 Teams trust the framework. When governance is experienced as a bureaucratic 
obstacle, workarounds inevitably follow. Shadow AI, undocumented deployments and 
informal validations introduce invisible risks. Governance frameworks that reduce 
friction, clarify expectations and integrate into existing workflows earn the trust of 
the teams that build, deploy and manage AI.

Ultimately, governing AI with rigor – in a way that accelerates rather than impedes the 
business – requires visible, sustained commitment from the top.

https://www.deloitte.com/global/en/issues/trust/progress-on-ai-in-the-boardroom-but-room-to-accelerate.html
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In banking, trust is everything – this is an  
important moment 
For banks, trust isn’t just a brand promise. It’s the product.

Customers trust their bank to make sound decisions, apply rules fairly, protect their 
interests and act with integrity across every interaction. As AI becomes deeply 
embedded in those interactions, trust is no longer shaped one decision at a time –  
it’s built (or eroded) at scale.

AI governance is one way banks can protect that trust while expanding the role of AI in 
the industry. Governance provides the assurance that automated decisions are working 
as intended, remain under control as conditions change, and can be explained, 
defended and justified when it matters most. With strong governance in place, banks 
can confidently deliver better service faster – while demonstrating accountability to 
regulators, boards and customers alike.

The banks that lead in AI governance will not simply avoid failure. They will earn the 
confidence to scale AI across core banking processes, move faster than their 
competitors and turn trust itself into a durable competitive advantage.

If your bank is looking to move from isolated AI deployments to governed, 
enterprise‑scale decisioning, SAS can help. Together, we support banks in building the 
governance foundation required to deploy high‑impact AI – responsibly, confidently 
and at scale.

The future of banking  
is taking shape now

New forces are redefin-
ing how banks compete, 
manage risk, deploy AI and 
more. Explore the trends 
banks must navigate as the 
industry evolves.

https://www.sas.com/sas/whitepapers/a-comprehensive-approach-to-trustworthy-ai-governance.html
https://www.sas.com/en_us/industry/banking/trends.html


For more information, please visit sas.com/aigov.
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About SAS
SAS is a global leader in data and AI. With decades of experience in the industry,  
our international team of experts works with more than 1,600 banking and financial 
services firms in more than 92 countries. In fact, more than 90 of the top 100 largest 
banks around the world are SAS customers.	

SAS provides banking analytics solutions that accelerate decision-making across 
every aspect of the business. Our real-time analytics and advanced AI and machine 
learning capabilities help financial institutions detect threats early, adapt to emerging 
risks, deliver seamless, loyalty-enhancing customer service and so much more.

Next steps
Learn how you can empower responsible AI innovation through comprehensive AI 
governance frameworks that adapt to an evolving regulatory landscape.

https://www.sas.com/en_us/solutions/ai/governance.html
https://www.sas.com/en_us/industry/banking.html
https://www.sas.com/en_us/solutions/ai/governance.html

