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Al Governance Made Practical:

Global

Standards with Local Flavour
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ong Kong continues to solidify its position as a

premier global hub for technology and innovation,

recently climbing to 4th place in the IMD World

Digital Competitiveness Ranking (WDCR) 2025.
This leadership was further validated by the United Nations’
“Technology and Innovation Report 2025: Inclusive Artificial
Intelligence for Development,” published on December 19,
2025. Evaluating over 100 economies, the report identifies
Hong Kong as a global leader in Al readiness, awarding it the
highest rating in all three critical pillars: infrastructure, data,
and skills.

As Artificial Intelligence moves from the "experimental” phase
into the core of corporate operations, the burden of oversight
has shifted squarely to the Boardroom. For Hong Kong
Directors, the challenge is no longer just "if" to adopt Al, but
"how" to govern it amidst a complex web of global standards
and local expectations.

While Hong Kong’s regulatory bodies provide essential
high-level
transparency, and fairness—they do not prescribe a specific

principles—focusing on accountability,
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operational "how-to" manual. To bridge this gap, boards
should look to the NIST Al Risk Management Framework
(NIST AI RMF) and ISO/IEC 42001, the two preeminent
global frameworks defining how organisations design, deploy,
and monitor Al responsibly. Yet, Directors must remain
vigilant; while these international standards are world-class,
they must be infused with a "local flavour" to meet Hong

Kong’s unique regulatory requirements.
NIST AI RMF: The Toolkit
The NIST AI RMF is a globally

recognised toolkit used to build and

deploy artificial intelligence safely. It

addresses  Al-specific  challenges
such as algorithmic bias, @ coven
hallucinations, and system

Manag®

transparency. The toolkit is built
around four core functions: Govern
(setting the rules), Map (identifying specific risks), Measure
(testing performance), and Manage (day-to-day oversight).
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For Board members, the NIST toolkit acts as a strategic
bridge that turns technical complexity into manageable

business risk:

¢ Fiduciary Oversight: It provides a "common language" for
Directors to communicate with technical teams, ensuring
Al risk is managed as a core business liability rather than
an isolated I'T issue.

¢ Regulatory Compliance: While voluntary, this toolkit aligns
with global laws (such as the EU AI Act) and local
guidelines (like those from Hong Kong’s PCPD), helping
the Board shield the company from legal and reputational
damage.

¢ Informed Decision-Making: The toolkit mandates
evidence-based reporting—such as bias audits and error
rates—giving Directors the tangible data they need to
approve Al investments with confidence.

* Building Market Trust: Using the NIST toolkit signals to
investors and customers that the organisation is a
responsible steward of technology, thereby protecting the
brand’s long-term value and "license to operate."

Major global corporations and professional services

firms—including JPMorgan Chase, Microsoft, Google, IBM,

and the “Big Four” consultancy firms—utilise the NIST Al

RMF as the gold standard for managing Al risk and building

trustworthy systems. The framework is free and publicly

available via the NIST website.

ISO/IEC 42001: The Certificate

ISO/IEC 42001 is
certifiable

the world’s first
standard for an Artificial
Intelligence Management System (AIMS).
It is applicable across all industries and

relevant for public sector agencies as well

as companies or non-profits.
Implementing this standard offers significant benefits
centred on risk management, regulatory compliance, and

gaining a competitive advantage.

Unlike the NIST framework, ISO/IEC 42001 allows a
company to achieve formal certification via accredited
third-party auditors—a process that involves a financial
investment. Certification is increasingly becoming a
prerequisite for international procurement, proving to
stakeholders that an organisation has a verifiable, repeatable

system for managing Al.

For a Director, its primary value lies in its ability to treat Al as

a core enterprise function rather than a siloed I'T project. The
standard requires the Board to define a formal Al policy and
assign clear roles and responsibilities. This ensures that
accountability for Al outputs rests with senior leadership,
providing the clear chain of command that local authorities
expect from licensed corporations.

Adoption is already visible among global leaders. Google
obtained certification for its Cloud services, while KPMG was
among the first of the “Big Four” to attain ISO/IEC 42001
certification. Locally, Hong Kong-headquartered DYXnet, an
AI+ Cloud-Network-Security service provider, was one of the
first IC'T service providers in the region to obtain this

certification in July 2025.
Local Flavour

International frameworks like the NIST AI RMF and ISO/IEC
42001 are not "plug-and-play" solutions for Hong Kong. In the
HKSAR’s sector-led regulatory environment, increasingly
coordinated by the Digital Policy Office (DPO), international
standards may serve as a baseline but should be synchronised

with local statutory mandates.

Boards must ensure their teams customise international

frameworks to address Hong Kong’s statutory and

sector-specific requirements:

¢ Personal Data Privacy: Compliance with ISO or NIST does
not equate to compliance with Hong Kong’s Personal Data
(Privacy) Ordinance (PDPO). To provide a clear local
roadmap, the Office of the Privacy Commissioner for
Personal Data (PCPD) issued the “Guidance on the
Ethical Development and Use of Artificial Intelligence”
and the “Artificial Intelligence: Model Personal Data
(2024). Organisations should

embrace three fundamental values: being respectful,

Protection Framework”

beneficial, and fair to stakeholders. Top management is
expected to formulate a clear (ethical) Al strategy and
establish an Al Governance Committee with sufficient
authority and expertise to oversee the entire Al lifecycle,
including the procurement of third-party solutions.

¢ Financial Sector Accountability: The SFC explicitly links
Al governance to senior management responsibilities,
mandating that Managers-in-Charge (MICs) and senior
management ensure effective policies and internal controls
are in place throughout an Al model's lifecycle. Similarly,
the HKMA has established guiding principles for Big Data
and Al (BDAI) focusing on four major areas: (1)

accountability, (2)

governance and fairness, (3)

transparency and disclosure, and (4) data privacy and
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protection. The HKMA holds the board and senior
management accountable for Al-driven decisions and

expects specific "Human-in-the-Loop" safeguards that are

often more prescriptive than general international guidelines.

* Healthcare & Medical Requirements: Organisations
deploying Al in healthcare must align with the Department
of Health’s Technical Reference TR-008: “Artificial
Intelligence Medical Devices (AI-MD)”. It provides clarity
for devices using Al and machine learning, including
Continuous Learning Capability (CLLC) and the technical
requirements expected for listing these devices on the
Medical Device Administrative Control System (MDACS).
This ensures that Al-driven medical devices meet local
clinical safety and administrative control requirements
before being listed for use in the HKSAR.

Strategic Advantages

Successfully integrating international frameworks with Hong

Kong regulations offers three distinct advantages:

1. Regulatory Future-Proofing: By adopting these standards
now, companies position themselves ahead of potential
future binding legislation. A firm already aligned with
ISO and NIST will find any transition to new laws and
regulatory guidance far more seamless.

2. Global Interoperability: For Hong Kong-listed companies
with global operations, these standards allow for a "build
once, comply everywhere" approach, navigating the reach
of foreign laws like the EU Al Act.

3. Maintaining Digital Leadership: Robust, localised
governance ensures that Al innovation does not lead to
reputational setbacks. As Hong Kong cements its status
as a global digital hub, Boards that bridge the gap
between global standards and local rules will be the ones

to secure long-term market trust.
Conclusion

In 2026, Al governance is no longer a “tech issue” but a core
fiduciary duty that demands board-level attention. While the
NIST toolkit and ISO certification provide world-class
foundations, their true value in Hong Kong is unlocked only
when localised to meet our unique sectoral guardrails. By
bridging the gap between international best practices and
Hong Kong’s specific regulatory expectations, Directors do
more than just ensure compliance; they build a foundation of
trust that protects their organisation’s reputation and secures
its place at the forefront of the city's digital future. B
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