
Applying Secure Business AI
How security supports business-led AI development and transformation

Intended business change → credible consequences → desired security conditions → work and protections → scoped evidence → decision and reassessment.

0 Envision

BUSINESS GOAL

Shape and select the
opportunity.

SECURITY HELPS

Surface likely exposure while
choices are flexible.

FOR NEXT DECISION

Owner, value, people, data,
actions and open questions.

1 Discover and guardrail

BUSINESS GOAL

Define a bounded first use.

SECURITY HELPS

Map the workflow,
consequences and guardrails.

FOR NEXT DECISION

Boundary, authority,
obligations, protections and
pilot decision.

2 Pilot

BUSINESS GOAL

Learn from bounded real use.

SECURITY HELPS

Observe behavior and test
protections and recovery.

FOR NEXT DECISION

Scoped evidence, value
results, unknowns and
production needs.

3 Develop

BUSINESS GOAL

Build or configure the
production capability.

SECURITY HELPS

Turn conditions into
implementation and tests.

FOR NEXT DECISION

Design, controls, supplier
evidence, tests, owners and
exceptions.

4 Production transition

BUSINESS GOAL

Decide whether production
use should begin.

SECURITY HELPS

Validate the deployment and
present evidence and limits.

FOR NEXT DECISION

Deployed boundary, operating
readiness, evidence,
exceptions and release
conditions.

5 Operate

BUSINESS GOAL

Keep the capability useful
through change.

SECURITY HELPS

Monitor, respond, reassess
and verify retirement.

FOR NEXT DECISION

Current purpose, evidence,
changes, incidents,
constraints and retirement
needs.

ONE LIVING RECORD ACROSS THE JOURNEY

Facts  |  value  |  consequences  |  conditions  |  obligations  |  controls  |  evidence  |  decisions  |  change

Stages describe an AI effort; governance responsibilities apply throughout.

Material change or new evidence can reopen earlier work.
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