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This summarizes the Chief AI Officer Playbook, a controlled document of twenty one sections setting out how the organization establishes, governs, and scales artificial intelligence under a single accountable officer.
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[bookmark: _Toc241649679]Important Disclaimer
This document is not a Microsoft product and is not official Microsoft content.
This playbook was created by John Straumann and is the independent work of its author. It is not produced, reviewed, endorsed, approved, or published by Microsoft Corporation. Although the author works at Microsoft, nothing in this document is an official Microsoft statement, commitment, recommendation, roadmap, or position, and it does not create any obligation on Microsoft.
Not official curriculum or exam preparation: this document is not official Microsoft training material, official Microsoft curriculum, or preparation for any Microsoft certification examination. It is intended for self-paced reading and as a working reference. Where Microsoft Learn or Microsoft documentation is referenced, that content remains the authoritative source and is governed by its own terms.
No warranty: the material is provided “as is”, without representation, guarantee, condition, or warranty of any kind, whether express or implied, including as to accuracy, completeness, currency, merchantability, or fitness for a particular purpose. Microsoft makes no guarantees or warranties about this material and accepts no responsibility or liability for it. To the maximum extent permitted by law, neither Microsoft nor the author is liable for any loss or damage of any kind arising from reliance on this document.
Please also note the following before acting on anything in this playbook:
This is not legal, regulatory, compliance, privacy, tax, financial, actuarial, or audit advice. Regulatory material reflects the author’s understanding as of the date shown on the cover and changes frequently. Obtain advice from qualified counsel and confirm current obligations with your own regulators and supervisors before making decisions.
Azure and Microsoft service names, capabilities, regional availability, service limits, licensing, and pricing change often, and some capabilities described here may be in preview. Verify everything against current Microsoft documentation and your own commercial agreements before you design, budget, or commit.
Organization names, roles, metrics, scenarios, and figures are illustrative. “The Organization” is a generic placeholder and does not describe any specific customer, and no confidential or customer-identifying information is included.
Architecture, governance, risk-tiering, and control recommendations are starting points that must be adapted. Accountability for any adoption, deployment, or governance decision remains entirely with the adopting organization.
In short: treat this as one practitioner’s structured, self-paced reference, not as a Microsoft deliverable, and not as a substitute for your own legal, risk, security, and architectural review.
Microsoft, Azure, Microsoft 365, Microsoft Entra, Microsoft Purview, Microsoft Fabric, Dynamics 365, Power Apps, and Copilot are trademarks of the Microsoft group of companies. All other trademarks are the property of their respective owners.
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The organization is already using artificial intelligence, through consumer tools bought on expense claims, features enabled by vendors without notice, and departmental automation provisioned outside review. None of it is inventoried, tiered for risk, evaluated for quality, or attributable to a named owner. The decision in front of leadership is not whether to adopt AI, but whether adoption becomes directed and accountable or remains incidental and unmanaged. Regulators, auditors, insurers, and customers are now asking for AI inventories, risk classifications, and evidence that controls operate. Those requests are answered either from records that already exist, or through a reconstruction exercise that reveals the absence of underlying discipline.
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The playbook establishes the Chief AI Officer as a decision-making office rather than a coordination function, with documented authority to approve, stop, and suspend AI systems. That authority is exercised through three mandates that operate as one system.
	Mandate
	What It Establishes
	Why It Is Required

	Operating Model and Portfolio Governance
	A governance council, a complete AI inventory with risk tiers and named owners, intake stage gates, and a decision record
	Decides what is built and who answers for it, converting scattered activity into a directed portfolio

	Risk, Assurance and Regulatory Readiness
	Evaluation and adversarial testing as blocking release gates, living impact assessments, drift monitoring, and a standing evidence position
	Proves systems work as claimed, so scrutiny is answered from records rather than from a scramble

	Platform and Data Foundation on Azure
	A governed landing zone, private networking enforced by policy, entitlement-preserving retrieval, shared guardrails, and attributed cost
	Makes each initiative cheaper and safer than the last, since uniform construction is what allows governance to be automated



Each mandate is weakened without the others. Remove the platform and assurance becomes bespoke and unaffordable. Remove assurance and governance becomes ceremonial. Remove governance and the platform serves an ungoverned portfolio very efficiently. Azure is the platform because the control requirements demand it: Microsoft Entra ID carries existing identity and privileged access controls into AI workloads, Azure Policy enforces isolation preventively at scale, Microsoft Purview supplies the classification and retention the evidence obligations require, and Microsoft Fabric keeps the analytical estate and grounding content in one governed environment.
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The first system delivered under this model costs more than it otherwise would, because it pays for the landing zone, retrieval pattern, guardrail layer, evaluation harness, and governance process. The second inherits all of it, and by the fifth both marginal cost and marginal risk are materially lower. This is why the platform and assurance mandates must be funded centrally: charging them to the first use case does not avoid the cost, it defers it and adds the price of retrofitting. The playbook sets a concrete first quarter, sequenced authority first, then platform, then pilot.
Days 1 to 30: charter and decision rights approved by the chief executive, executive listening tour completed, shadow AI discovery finished, and the mandate portfolio agreed.
Days 31 to 60: governance council meeting, inventory populated with owners and risk tiers, intake gates live, and the platform foundation deployed.
Days 61 to 90: one low-risk pilot in controlled production with evaluation, monitoring, human oversight, and a tested kill switch, with baselines recorded and the first board report delivered.
The principal risk is stated plainly in the playbook: the Chief AI Officer is given accountability without authority. Where that happens, every decision becomes a negotiation and controls are advisory and therefore optional. It is treated as a matter for the board rather than something the officer absorbs.
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Six decisions are required within the first month, each owned by a named role.
Approve the Chief AI Officer charter and decision rights, and publish them. Owner: Chief Executive Officer.
Confirm the funding envelope for the platform and assurance mandates as central capability. Owner: Chief Financial Officer.
Constitute the AI Governance Council and confirm its authority to withhold approval. Owner: Chief Executive Officer.
Approve the acceptable use standard and authorize its communication to all staff. Owner: Chief Human Resources Officer with the General Counsel.
Release the named individuals and time commitments required for the first quarter. Owner: Chief Information Officer.
Agree the board reporting cadence and the officer's access to the audit or risk committee. Owner: Board Chair.
These controls are not a brake on adoption. They are what allows the organization to move quickly without discovering later that speed was purchased with exposure it did not price. A governed inventory, a shared platform, evaluated systems, and a single accountable officer make it possible to say yes faster, because whether a proposal is safe can be answered in days rather than argued for months.
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