
BTR: Enterprises Confront Growing
Governance Gap as AI Agents Move into Core
Operations

WASHINGTON, DC, UNITED STATES,

February 26, 2026 /EINPresswire.com/

-- As corporations accelerate the deployment of artificial intelligence across operations, a

growing chorus of technologists, regulators and risk specialists is warning that governance,

accountability and intellectual-property protection are lagging dangerously behind innovation.

The move is from a system

that talks to us to a system

that acts for us... AI moved

too fast, and now

responsibility for what

agents do is unclear. That

needs to change quickly.”

Nabil Al Khayat, m-pathy

Among those raising concerns is Nabil Al Khayat, architect

of the MAIOS AI governance framework. He argues that

enterprises are rapidly moving beyond contained

experimentation with generative AI and into autonomous,

agent-driven execution—often without the governance

controls historically required for enterprise software,

regulated data systems or mission-critical automation.  

Independent industry analysis points in a similar direction.

Gartner has reported that a surge of global AI regulation is

expected to drive significant new investment in governance platforms as organizations reassess

how to manage risk, accountability and compliance in increasingly automated environments. The

firm projects spending on AI data-governance capabilities will approach half a billion dollars in

2026 and could surpass $1 billion before the end of the decade, underscoring how governance is

shifting from a discretionary safeguard to a core enterprise requirement.

The scale of enterprise AI adoption further heightens those concerns. Analysts estimate that

global spending tied to AI technologies could reach into the trillions of dollars in the coming

years, suggesting governance frameworks will need to mature rapidly to keep pace with

deployment.

Against that backdrop of accelerating investment and expanding operational reliance on AI, Al

Khayat argues that the underlying transformation is not merely economic but structural. AI in

general, and agentic AI in particular, is reshaping how decisions are executed inside modern

organizations.
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Nabil Al Khayat, m-pathy

“The move is from a system that talks

to us to a system that acts for us,” Al

Khayat said in a recent interview. “Most

CEOs are focused on running the

business. AI moved too fast, and now

responsibility for what agents do is

unclear. That needs to change quickly.”

From Pilot Projects to Autonomous

Action

Over the past three years,

organizations have rapidly progressed

from isolated generative-AI pilots to

broader automation strategies

powered by intelligent agents capable

of initiating workflows, interacting with

customers and executing operational

decisions with minimal human

intervention.

Boards and executive teams, analysts say, are only beginning to confront the operational and

legal exposure that may accompany those deployments. Early AI adoption often focused on

productivity gains or experimentation inside controlled sandboxes. The emerging phase involves

embedding AI into revenue-generating and compliance-sensitive processes, where errors carry

measurable financial or regulatory consequences.  

Al Khayat contends the most immediate danger is not classic cybersecurity intrusion but the

silent erosion of intellectual property as employees interact with public or semi-public AI

systems.

“Information is leaving companies in ways never seen before,” he said. “An employee can discuss

strategy, clients or competitive plans with an AI tool, then leave the company with that

knowledge effectively externalized. It is like handing someone the enterprise server.”

Such risks, he argues, ultimately affect corporate valuation if proprietary knowledge can no

longer be contained or differentiated in the marketplace. Governance, in this framing, becomes

not only a compliance function but a mechanism for preserving enterprise worth.

Governance Before — Not After — the Prompt



Central to Al Khayat’s framework is the idea that AI governance must occur before systems

generate outputs or execute tasks, rather than through retrospective monitoring or incident

response.

He advocates embedding telemetry, rule enforcement and identity tracking into a governance

layer that sits in front of AI models and agents. That layer would log interactions, enforce

executive-defined behavioral rules, preserve audit trails capable of reconstructing decisions and

provide early visibility into behavioral drift.

“The system must know what every agent is capable of, what it did and whether drift is

occurring,” he said. “Today, when something goes wrong, nobody knows where responsibility

sits.”

The approach echoes long-standing enterprise IT disciplines such as asset management, role-

based access control and immutable logging, but reinterprets them for probabilistic AI

environments where outputs are generated rather than explicitly programmed.

Risk specialists increasingly describe this evolution as a movement from cybersecurity toward

decision integrity. It represents a broader domain concerned not only with preventing intrusion

but with ensuring confidence in automated judgment.

A recent report from the Society of Actuaries Research Institute highlights that AI risk

management frameworks must include not only cybersecurity concerns but also the need to

enhance model transparency, explainability, accountability and continuous monitoring — all

elements focused on validating machine-generated outputs rather than just defending

systems.

Registry, Telemetry and the Return of Determinism

Al Khayat describes governance as requiring two structural components: a runtime enforcement

layer and a comprehensive registry of all AI agents, models and expert systems operating within

an organization.

Without that registry, he said, uncertainty begins immediately as systems interact with unknown

or unapproved components. Informal or shadow AI deployments further compound that

exposure.

Implementation begins with mapping an organization’s existing AI usage, followed by registering

permitted tools and embedding governance prompts and telemetry into each interaction.

Outputs can then be cryptographically hashed and stored to create tamper-resistant audit

https://www.soa.org/globalassets/assets/files/resources/research-report/2025/ai-risk-management-frameworks-report-2025.pdf


records resembling financial ledgers in their evidentiary reliability.

The objective is to restore determinism to software behavior at a time when generative systems

introduce probabilistic outcomes and blurred accountability.

“We cannot use software without limits,” he said. “Otherwise we have responsibility without

limits.”

That framing aligns with regulatory discussions now emerging globally around how assurance,

audit and liability models must adapt to adaptive AI systems.

Compatibility Across Hybrid Enterprise Reality

Large enterprises increasingly operate AI across hybrid, multi-cloud and embedded-application

environments, from standalone chat interfaces to AI-enabled enterprise-resource-planning,

finance and supply-chain platforms.

Al Khayat argues governance must span all of them.

Wherever information is sent to a model, governance rules and telemetry should accompany the

request, ensuring consistent compliance regardless of vendor or deployment model. For

regulated sectors such as pharmaceuticals, finance and government, that capability may prove

essential for executive certification and regulatory reporting.

Analysts note this requirement could elevate governance layers to the same architectural

importance once held by identity management or network security.

Innovation Versus Control

There is, of course, those who caution against over-regulation and control. There are, after all,

critics of strict AI governance who warn that heavy controls suppress experimentation or slow

discovery. Technology culture, they argue, has long favored rapid iteration over formal

constraint.

Al Khayat rejects that premise, distinguishing between genuine innovation and uncontrolled

system behavior.

“Drift and hallucination are not innovation,” he said. “Humans innovate. But they need an

ecosystem they can rely on.”

Providing trustworthy infrastructure, he argues, ultimately accelerates meaningful progress by

allowing organizations to scale AI with confidence rather than hesitation. Governance, in this

view, becomes an enabler of adoption rather than a barrier to creativity.



Industry observers increasingly compare the moment to earlier transitions in cloud computing

and cybersecurity, where resistance to governance gave way to standardized controls as

enterprise dependence deepened. Industry analysts have documented that early cloud adoption

was initially marked by skepticism toward formal governance, with many organizations treating

governance as a cost center rather than a core operational capability. 

Over time, as cloud services became mission-critical, structured frameworks such as the Cloud

Security Alliance’s Cloud Controls Matrix, NIST cloud guidance and related enterprise risk

standards emerged to provide consistent governance models and operational assurance.

Regulation, Liability and the Emerging Accountability Economy

The governance debate arrives as regulators worldwide advance frameworks to classify and

control high-risk AI uses, while U.S. policymakers and sector regulators explore disclosure, audit

and liability expectations.

At the same time, insurers, auditors and corporate boards are beginning to ask how AI-driven

decisions will be documented, explained and defended. That shift is giving rise to what analysts

describe as an accountability economy, where transparency and traceability become

prerequisites for deploying automation at scale.

In that environment, governance architectures such as the one Al Khayat describes could move

from optional safeguards to operational necessities.

That shift in expectation is already shaping how analysts view the trajectory of enterprise AI

adoption. Industry observers increasingly frame AI governance as the next major phase of

enterprise AI maturity. Organizations that delayed cloud governance often faced costly

remediation. A similar dynamic may now be unfolding with AI.

Al Khayat believes the window for gradual adjustment is closing.

“Today you can make a smooth change,” he said. “Tomorrow it becomes an amputation.”

Whether through regulation, litigation, competitive pressure or internal risk realization,

enterprises may soon be compelled to formalize AI accountability faster than current roadmaps

anticipate.

The Stakes Ahead

As AI agents move from assistants to autonomous actors inside enterprise workflows, the

https://www.cloudsecurityalliance.org/research/cloud-controls-matrix/
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question confronting boards may no longer be whether governance is necessary, but how

quickly it can be embedded into operational architecture.

For organizations balancing competitive urgency against systemic risk, governance is emerging

as both shield and strategy. It can be used to protect intellectual property, clarify accountability

and enable scalable trust in machine-driven decisions.

“The train is already moving,” Al Khayat said. “Governance decides whether we stay in control of

it.”

To read the Q&A based on this interview, click here: https://www.biztechreports.com/news-

archive/2026/2/24/governance-accountability-and-the-rise-of-autonomous-ai-why-enterprise-

leaders-must-rethink-control-as-intelligent-agents-move-from-assistance-to-execution-maios-ai-

insert-date
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