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Agentic AI Accountability Checklist 
A Detailed Guide for Ensuring Responsible Agentic AI Deployment 
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1. Introduction: Why Accountability Matters  
Accountability is a cornerstone of responsible artificial intelligence (AI) deployment, 

especially as systems become more agentic and autonomous. In traditional IT systems, 

responsibility is relatively straightforward-humans design, operate, and make 

decisions. However, agentic AI systems, capable of making independent choices and 

taking actions without direct human input, shift the responsibility landscape 

significantly.  

 What is agentic AI?  

o Agentic AI refers to artificial intelligence systems that possess the capacity to act 

independently, pursue goals, and adapt their behaviour based on real-time 

inputs.  

o Examples: Self-driving vehicles making route decisions; virtual assistants 

autonomously scheduling meetings; AI bots managing supply chains.  

 Why does agentic AI change responsibility?  

o Such systems can make decisions with limited or no human intervention, raising 

complex questions about who is accountable for outcomes, especially when they 

go wrong.  

o Responsibility may become diffused among developers, operators, business 

managers, and executives.  
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1.1 Common Risks When AI Systems Act Autonomously  

 Unintended consequences: AI agents might take actions that meet their goals but 

violate organisational policies or societal norms.  

 Example: An AI tasked with reducing costs might inadvertently cut corners on 

safety.  

 Bias amplification: Autonomous systems can reinforce existing biases present in 

data or design, leading to unfair or discriminatory outcomes.  

 Lack of transparency: It may be difficult to trace why or how an agentic AI 

arrived at a particular decision, hampering investigations and remediation.  

 Operational disruption: Autonomous actions could conflict or interfere with 

other systems or human processes, creating confusion or errors.  

1.2 How This Checklist Should Be Used  

This checklist serves as a practical tool for organisations to systematically ensure 

accountability throughout the lifecycle of an agentic AI system. It is designed to be used 

by project managers, technical leads, compliance officers, and executive sponsors. It 

should be reviewed:  

 Before deploying a new agentic AI system  

 When making significant changes to an existing system  

 During regular audits or risk assessments  
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2. Define Ownership & Responsibility  
Clear ownership and responsibility are vital for effective oversight and management of 

agentic AI systems. Without explicit assignment, accountability may fall through the 

cracks, increasing the risk of unmanaged or unaddressed issues.  

2.1 Identify the Business Owner for Each AI System  

 Assign a senior manager or executive who is ultimately responsible for the 

agentic AI’s alignment with business objectives and regulatory requirements.  

 Example: The Head of Operations owns the AI used for automated inventory 

management.  

2.2 Assign Technical and Operational Accountability  

 Designate individuals or teams responsible for:  

o System architecture and design  

o Model training and validation  

o Ongoing operation and monitoring  

 Example: The Lead Data Scientist oversees the technical performance, while the 

Operations Manager is responsible for day-to-day actions and incident response.  

2.3 Confirm Executive Approval and Oversight  

 Ensure that all agentic AI initiatives are approved by the relevant executive body 

(e.g., board, C-suite).  

 Schedule regular reporting and reviews to maintain ongoing oversight.  
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 Example: Quarterly executive reviews assess the system’s impact, risks, and 

compliance status.  

2.4 Checklist: Who Owns What?  

AI System  Business 

Owner  

Technical Lead  Operational 

Lead  

Executive 

Sponsor  

Customer 

Service Chatbot  

Customer Service 

Director  

AI Development 

Lead  

Support 

Operations 

Manager  

Chief Customer 

Officer  

Automated 

Trading 

Platform  

Head of Trading  Quantitative 

Analyst Lead  

Trading Desk 

Supervisor  

Chief Financial 

Officer  

Smart Logistics 

Scheduler  

Logistics 

Manager  

Systems 

Architect  

Logistics 

Operations Lead  

COO  

 Use this table as a template. For each agentic AI, fill in the designated owners at 

every level.  

 Update the table whenever personnel or system responsibilities change.  

By following this checklist, organisations can ensure that every agentic AI system has 

clear lines of responsibility, from technical design to business outcomes, reducing risks 

and supporting ethical and effective AI deployment.  

  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     6 
 

3. Clarify What the AI Is Allowed to Do  
Establishing explicit boundaries for agentic AI systems is essential for safeguarding 

organisational interests and ensuring regulatory compliance. By defining what the AI 

can and cannot do, businesses prevent unauthorised actions, mitigate risks, 

and maintain trust in automated processes.  

3.1 Define Approved Actions and Decision Limits  

 List specific tasks and functions that the AI is authorised to perform, such as 

processing customer queries or scheduling deliveries.  

 Set clear decision thresholds, e.g., the AI may approve invoice payments up to 

£5,000 but must escalate any amount above this limit for human review.  

 Example: An AI-driven expense tool can automatically approve minor 

reimbursements but requires managerial sign-off for expenses over a pre-set 

value.  

3.2 Identify Accessible Systems and Data  

 Document which IT systems, databases, and interfaces the AI can interact with, 

ensuring access is restricted to only what is necessary for its function.  

 Specify permissions for data access, e.g., the AI may retrieve anonymised 

customer records for analysis but must not access sensitive financial data.  

 Example: A customer service chatbot accesses product FAQs and order histories 

but cannot view payment card details.  
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3.3 Set Boundaries for High-Risk Actions  

 Identify actions that carry significant risks-such as financial transactions, legal 

decisions, or changes to critical infrastructure-and require human intervention 

before execution.  

 Establish protocols for flagging and pausing high-risk activities pending manual 

approval.  

 Example: An automated trading platform can recommend trades but cannot 

execute orders above a certain volume without a trader’s confirmation.  

3.4 Checklist: Allowed vs Restricted Actions  

Action  Allowed  Restricted  

Responding to customer 

queries  

Yes  No (if query involves policy 

changes or legal advice)  

Approving expense claims  Up to £500  Above £500  

Accessing customer order 

history  

Yes  No (for payment 

information)  

Initiating high-value trades  No  Yes (requires human 

approval)  

 Regularly review and update the checklist to reflect changes in AI capabilities or 

business requirements.  

 Clearly communicate allowed and restricted actions to all stakeholders.  
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4. Human Oversight & Escalation  
Human oversight is crucial for maintaining control over agentic AI systems, particularly 

in situations involving complex judgement, unexpected behaviour, or high-stakes 

decisions. Effective escalation protocols ensure prompt intervention and safeguard 

organisational interests.  

4.1 When Human Review of AI Decisions Is Required  

 Mandate human review for decisions that exceed pre-defined thresholds or fall 

within sensitive domains (e.g., compliance, legal, financial).  

 Require manual confirmation for all actions flagged as anomalous or outside 

expected parameters.  

 Example: Automated loan approvals above £10,000 are always reviewed by a 

senior underwriter before finalisation.  

4.2 Clear Escalation Paths for Unexpected AI Behaviour  

 Define step-by-step escalation routes for reporting and investigating unexpected 

or undesirable AI actions.  

 Ensure all personnel know whom to contact and how to trigger escalation 

procedures, such as through an incident management platform or direct line to 

the AI oversight team.  

 Example: If the AI recommends a policy breach, the system automatically alerts 

the compliance officer and suspends further actions pending review.  
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4.3 Override and Shutdown Procedures  

 Establish clear protocols for manually overriding or shutting down the AI system 

in case of emergencies, malfunctions, or ethical concerns.  

 Ensure override controls are accessible to authorised personnel and regularly 

tested for effectiveness.  

 Example: The operations manager can deactivate the smart logistics scheduler 

via a secure dashboard if abnormal routing is detected.  

4.4 Checklist: Human-in-the-Loop Controls  

Control  Implemented  Responsible Party  

Threshold-based manual 

review  

Yes  Business Owner  

Escalation protocol for 

anomalies  

Yes  Operational Lead  

Emergency shutdown 

procedure  

Yes  Technical Lead  

Regular override drills  Yes  Executive Sponsor  

 Review and test all controls periodically to ensure readiness.  

 Update procedures as technology and business processes evolve.  

 Train relevant staff on oversight mechanisms and escalation steps.  
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By clarifying AI system permissions and embedding robust human oversight, 

organisations can deploy agentic AI confidently, knowing that appropriate 

safeguards are in place to protect business interests and maintain ethical standards.  
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5. Data & Decision Transparency  
Transparency in both the data that powers AI systems and the decisions they make is 

fundamental for fostering trust, ensuring regulatory compliance, and enabling effective 

oversight. Business leaders and AI managers must be able to clearly articulate where 

data originates, how it is processed, and the rationale behind AI-driven outcomes.  

5.1 Overview of Data Sources Used by AI  

Understanding the provenance and quality of data is critical. AI models are only as 

reliable as the data they are trained and operate on, so it is essential to:  

 Catalogue all data sources: Maintain an up-to-date inventory of structured and 

unstructured data inputs, including internal databases, third-party feeds, and 

real-time streams.  

 Assess data reliability: Evaluate data for accuracy, completeness, and 

relevance, noting any known limitations or biases.  

 Document data lineage: Track how data moves from source to processing, 

transformation, and final use in AI models.  

Example: For a credit risk model, data sources might include customer transaction 

histories, credit bureau scores, and publicly available demographic information. Each 

input should be logged and its quality regularly audited.  

5.2 Methods for Explaining and Reviewing Decisions  

AI-driven decisions must be explainable to both internal stakeholders and external 

regulators. Techniques for achieving this include:  
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 Implementing model interpretability tools: Use frameworks such as SHAP or 

LIME to provide human-understandable explanations for model outputs.  

 Providing decision summaries: Present concise, plain-language rationales for 

each significant AI action or recommendation.  

 Conducting regular decision audits: Schedule periodic reviews of AI decisions, 

especially in high-impact domains, to verify consistency and fairness.  

Example: If an AI system denies a loan application, the system should produce a 

summary outlining the main factors (e.g., insufficient income, high debt ratio) that 

influenced the decision.  

5.3 Requirements for Logging and Traceability  

Comprehensive logging is essential for accountability, troubleshooting, and compliance. 

Effective practices include:  

 Recording input data and decision context: Log all inputs, environmental 

variables, and system states relevant to each decision.  

 Tracking decision pathways: Maintain traceable records of model versions, 

parameter settings, and any manual interventions.  

 Securing log integrity: Protect logs against unauthorised access or tampering, 

and establish retention policies aligned with regulatory requirements.  

Example: When a customer support chatbot escalates a conversation to a human agent, 

the system logs the trigger event, conversation history, and escalation reason for future 

review.  
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5.4 Checklist: Explainability Readiness  

Question  Status  

Are all data sources documented and 

regularly reviewed for quality?  

  

Is there a process for explaining key AI 

decisions to stakeholders?  

  

Are decision logs complete, secure, and 

accessible for audits?  

  

Can the rationale for any automated action 

be clearly traced?  

  

Are model interpretability tools routinely 

applied and results reviewed?  

  

 

  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     14 
 

6. Risk & Impact Assessment  
Identifying, evaluating, and mitigating risks associated with AI deployments is a 

cornerstone of responsible AI governance. This involves considering financial, legal, and 

reputational exposures, as well as proactively addressing data quality and bias.  

6.1 Identification of Financial, Legal, and Reputational Risks  

AI systems can introduce or amplify a range of risks. Key considerations include:  

 Financial risks: Mispriced products, erroneous trades, or incorrect forecasts can 

result in significant losses.  

 Legal and regulatory risks: Non-compliance with data protection, 

discrimination, or industry-specific regulations can lead to fines or litigation.  

 Reputational risks: Unfair or opaque AI decisions may undermine stakeholder 

trust and damage brand reputation.  

Example: An AI-powered recruitment tool that inadvertently discriminates against 

certain groups could trigger legal action and public criticism.  

6.2 Considerations for Bias and Data Quality  

Biases in data or model design can produce unfair outcomes. To mitigate these risks:  

 Conduct bias audits: Regularly test for disparate impacts across demographic 

groups and rectify any issues found.  

 Maintain high data quality: Implement processes for cleaning, validating, and 

updating data sets to reduce errors and drift.  
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 Engage diverse stakeholders: Involve a broad range of perspectives in model 

development and review to surface potential blind spots.  

Example: Before deploying a customer service AI, the team tests its responses on 

diverse customer profiles to ensure equitable treatment for all users.  

6.3 Scenario Planning for AI Failure  

Preparing for the unexpected helps minimise disruption and ensures resilience. 

Scenario planning should include:  

 Identifying failure modes: List possible ways the AI could malfunction, such as 

data outages, model drift, or adversarial attacks.  

 Developing response strategies: Establish protocols for rollback, manual 

override, or rapid retraining as needed.  

 Simulating incidents: Conduct tabletop exercises and drills to test team 

readiness and refine response plans.  

Example: A financial services provider conducts quarterly simulations of AI-driven 

trading errors to ensure prompt detection and containment.  

6.4 Checklist: Risk Review Questions  

Question  Status  

Have all major financial, legal, and 

reputational risks been identified?  
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Are there regular audits for bias and data 

quality?  

  

Do risk mitigation strategies exist and are 

they tested?  

  

Are scenario plans in place for critical AI 

failures?  

  

Is there a clear escalation path for emerging 

risks?  
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7. Vendor & Third-Party AI Controls  
As organisations increasingly rely on external AI solutions, ensuring robust controls 

over vendor and third-party AI systems becomes a vital part of responsible AI 

governance. Effective management in this area reduces operational, reputational, and 

regulatory risks, and provides confidence that external tools meet the same standards 

expected of internal systems.  

7.1 Accountability for External AI Tools  

Accountability for AI systems does not end at the organisation’s boundary. When third-

party AI is deployed, it is crucial to establish clear lines of responsibility for outcomes, 

including errors, data breaches, or unintended bias.  

 Assign internal owners: Designate staff responsible for vendor AI oversight and 

integration.  

 Define escalation paths: Set procedures for reporting and resolving incidents 

linked to external AI.  

 Example: If a third-party chatbot misclassifies customer queries, the designated 

owner coordinates with the vendor to address the root cause and informs 

affected stakeholders.  

7.2 Contract and Responsibility Checks  

Contracts with AI vendors must explicitly address roles, responsibilities, and 

expectations regarding data use, model behaviour, and compliance. Regular reviews 

ensure that agreements remain up to date with changing regulations and business 

needs.  
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 Data protection clauses: Specify data handling, storage, and transfer protocols, 

with clear liability for breaches.  

 Performance and transparency obligations: Require vendors 

to disclose model logic, updates, and limitations as appropriate.  

 Termination and exit strategies: Outline processes for discontinuing a 

vendor’s AI solution, including data return or deletion.  

 Example: A financial services firm’s contract with an AI credit scoring provider 

includes regular audits and the right to request model explainability reports.  

7.3 Monitoring Third-Party AI Behaviour  

Ongoing monitoring of external AI systems is essential to detect performance issues, 

non-compliance, or emerging risks. This continuous oversight involves both technical 

and organisational measures.  

 Performance tracking: Implement metrics to monitor accuracy, fairness, and 

reliability over time.  

 Incident reporting: Establish channels for users and staff to flag concerns with 

third-party AI behaviour.  

 Regular reviews: Schedule periodic assessments of vendor AI systems, 

including checks for bias and alignment with organisational values.  

 Example: A retailer integrates a third-party recommendation engine and 

reviews its output monthly to ensure product suggestions remain unbiased and 

relevant.  
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7.4 Checklist: Vendor Governance  

Question  Status  

Are all external AI tools inventoried and 

assigned internal owners?  

  

Do contracts clearly define data, 

performance, and accountability 

expectations?  

  

Is third-party AI 

performance monitored and reviewed 

regularly?  

  

Are there clear escalation and incident 

management procedures for vendor AI 

issues?  

  

Are exit strategies and data return policies 

in place for all vendor AI solutions?  
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8. Compliance & Governance Alignment  
Ensuring that AI deployments align with internal policies, regulatory requirements, and 

industry best practices is fundamental to effective AI governance. This section outlines 

how organisations can demonstrate compliance, maintain audit readiness, and foster a 

culture of transparency.  

8.1 Alignment with Internal Policies  

AI systems must adhere to established organisational policies, including those covering 

ethics, data protection, and acceptable use. Regular policy reviews and integration of AI-

specific guidelines are recommended.  

 Policy mapping: Cross-reference AI use cases against existing internal policies 

to identify gaps or conflicts.  

 Employee training: Provide targeted training to ensure staff understand their 

responsibilities regarding AI compliance.  

 Example: An insurer updates its data privacy policy to explicitly cover the 

handling of customer information by AI-powered claims assessment tools.  

8.2 Audit and Regulatory Readiness  

Organisations must be prepared to demonstrate compliance to auditors and regulators 

at any time. This entails having accessible records, clear documentation, and processes 

for responding to information requests.  

 Maintain audit trails: Ensure logs and decision records for all AI systems are 

complete, secure, and readily retrievable.  
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 Regulatory watch: Monitor developments in relevant laws and standards, 

updating controls as needed.  

 Example: During a regulatory review, a bank is able to produce comprehensive 

logs for its automated loan approval system, showing compliance with anti-

discrimination rules.  

8.3 Documentation Expectations  

Comprehensive documentation supports transparency, facilitates audits, and enables 

continuous improvement. Documentation should cover the lifecycle of each AI system, 

from design through deployment and retirement.  

 System documentation: Describe intended use, data sources, model 

architecture, and validation methods.  

 Change management: Record all significant modifications to AI systems, 

including rationale and impact assessments.  

 Stakeholder communication: Summarise documentation in accessible formats 

for non-technical audiences when necessary.  

 Example: A healthcare provider maintains a living document detailing updates 

to its diagnostic AI, with summaries shared in staff newsletters.  

8.4 Checklist: Compliance Readiness  

Question  Status  
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Are all AI systems mapped to relevant 

internal policies?  

  

Is staff training up to date regarding AI 

compliance requirements?  

  

Are audit trails and documentation 

available on demand?  

  

Is there a process for monitoring and 

adapting to regulatory changes?  

  

Are documentation standards and 

templates in place for all AI projects?  

  

By systematically applying these controls and aligning AI initiatives with established 

compliance and governance frameworks, organisations can confidently manage both 

internal and external AI risks, ensuring ethical, transparent, and effective use of 

artificial intelligence.  
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9. Skills & Training Check  
Effective AI governance relies on ensuring that all relevant teams possess the necessary 

skills and understanding to oversee, explain, and manage AI systems. This encompasses 

not only technical expertise but also awareness of associated risks, ethical 

considerations, and the ability to communicate AI decisions transparently. The 

following sections outline essential elements of a comprehensive skills and training 

framework, supplemented with practical examples and actionable bullet points.  

9.1 Understanding How AI Works  

It is essential that staff-not just data scientists-grasp the basic workings, capabilities, 

and limitations of AI systems in use. This foundational knowledge enables informed 

oversight and responsible deployment.  

 Basic AI concepts: Ensure all team members understand what AI is, how it 

differs from traditional software, and the types of algorithms used (e.g., machine 

learning, natural language processing).  

 System-specific training: Provide tailored sessions on the particular AI models 

and tools deployed within the organisation.  

 Example: An HR team using an AI-powered CV screening tool attends a 

workshop explaining the model’s decision logic and the data it analyses.  

9.2 Training on Oversight, Explainability, and Risk  

AI oversight requires more than technical skill; it demands the ability to question 

outcomes, interpret model rationale, and recognise potential risks or unintended 

consequences.  
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 Oversight training: Equip teams to monitor AI outputs, spot anomalies, and 

escalate concerns using defined processes.  

 Explainability modules: Teach staff to interpret and communicate AI decisions 

in clear, non-technical language for internal and external stakeholders.  

 Risk awareness: Highlight common AI risks such as bias, data drift, privacy 

breaches, and regulatory non-compliance.  

 Example: Customer service staff receive scenario-based training on handling 

queries about AI-driven eligibility decisions, including how to explain the 

reasoning behind outcomes.  

9.3 Ongoing Learning Requirements  

Given the rapid evolution of AI technologies and regulations, skills development must 

be an ongoing commitment rather than a one-off exercise.  

 Regular refresher courses: Schedule annual or biannual training to update staff 

on advances in AI and changes in governance policies.  

 Access to learning resources: Provide online modules, reading lists, and 

opportunities to attend industry seminars or conferences.  

 Peer knowledge sharing: Encourage cross-team workshops or ‘lunch and learn’ 

sessions where teams share practical insights and lessons learnt.  

 Example: A finance team maintains access to an e-learning portal covering new 

developments in AI-driven fraud detection and compliance requirements.  

http://www.gsdcouncil.org/


 
 

www.gsdcouncil.org                                                     25 
 

9.4 Checklist: Skills Gap Assessment  

Question  Status  

Do all relevant staff understand the AI 

systems they interact with?  

  

Is regular training provided on AI oversight 

and explainability?  

  

Are teams aware of key AI risks and how to 

escalate concerns?  

  

Is there a process to identify and address 

skills gaps in relation to new AI initiatives?  

  

Are learning resources and refresher 

courses readily available?  

  

By addressing skills and training needs systematically, organisations empower staff to 

not only operate AI systems effectively but also to champion ethical, transparent, and 

compliant AI practices across the enterprise.  
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Conclusion 
Agentic AI can deliver real value, but only when accountability is clearly defined and 

actively managed. As AI systems gain the ability to make decisions and act 

independently, organizations must remain responsible for how those decisions are 

made and carried out. 

This checklist is designed to help teams establish clear ownership, set practical controls, 

and maintain human oversight across the AI lifecycle. By regularly reviewing these 

accountability measures, organizations can reduce risk, improve transparency, and 

build trust in autonomous AI systems. 

Accountability is not a one-time exercise. It is an ongoing commitment that enables 

organizations to use agentic AI confidently, responsibly, and sustainably. 
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