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EXECUTIVE SUMMARY

Static Governance for Dynamic Systems — A Mismatch
That Costs Billions

Only 5% of organizations achieve substantial Al value at scale (BCG 2025), while
95% of Al pilots never reach production (MIT NANDA 2025). The governance gap
is not a future problem — it is a present liability. Every Al model running on an
ungoverned platform is a risk that has not yet materialized.

The problem. Platform governance — the structures, processes, and controls that ensure a platform is safe, compliant, and
reliable — was designed for deterministic systems. Change control boards approve releases. Manual compliance checks verify
configurations. Audit trails log events. These mechanisms work when the platform's behaviour is knowable at design time. Al
breaks this assumption at every level: models drift, agents act autonomously, and the system's decisions cannot be fully
predicted.

The convergence. In 2026, two trends are colliding. First, enterprise Al spending will reach $407 billion (IDC), embedding Al
into the core of every major platform. Second, the regulatory environment is hardening: the EU Al Act imposes fines up to €35
million or 7% of global turnover for non-compliance. Gartner predicts Al-specific regulatory instruments will quadruple by 2030,
covering 75% of the world's economies. The intersection of these trends — more Al on more platforms under more regulation
— creates a governance imperative that cannot be addressed with existing tools.

AI PILOTS THAT NEVER ENTERPRISE AI SPEND (IDC FIRMS ACHIEVING MAX EU AI ACT FINE (7%
REACH PRODUCTION 2026) SUBSTANTIAL AI VALUE AT GLOBAL TURNOVER)
SCALE

Sources: MIT NANDA State of AI in Business 2025 - IDC Worldwide AI Spending Guide 2026 - BCG AI Value Survey 2025 - EU AI Act Art. 99

The solution. Platform governance for the Al era must shift from static gates to dynamic guardrails — from approve/release
cycles to continuous, automated, observability-driven governance. The Govantis platform governance framework, developed
across two decades of multi-stakeholder programme management, provides the blueprint.



01 - THE LANDSCAPE

Why Platform Governance Must Change

Three Forces Reshaping Platform Governance

1. Al is embedded, not bolted on. McKinsey's 2025 Global Survey on Al reports that 78% of organizations now use Al in at
least one business function, up from 55% in 2023. Al is no longer a separate capability — it is part of the platform. When a
recommendation engine, a predictive maintenance model, or an autonomous agent is part of the platform, platform governance
must govern the Al, not just the platform.

2. Shadow Al is already pervasive. Industry surveys indicate that the majority of organizations lack comprehensive visibility
into employee Al tool usage. The governance gap is not theoretical — it is an active exposure. Verizon's 2025 Data Breach
Investigations Report found that 31% of all breaches involved the use of stolen credentials, and Al-augmented social
engineering attacks are rising rapidly. Without governance controls, platform operators have no visibility into what models are
running, on what data, with what compliance posture.

3. The value gap is widening. BCG's 2025 Al Value Survey found that only 5% of companies achieve substantial Al value at
scale, while 60% generate no material value despite continued investment. MIT's NANDA initiative reports that 95% of
generative Al pilots fail to deliver rapid revenue acceleration. The bottleneck is not technology — it is governance, process, and
organizational change. Agentic Al — systems that plan, reason, and act autonomously — introduces risks that traditional
governance was never designed to handle.

The exposure gap: The distance between where Al is operating and where governance can see it. For platform operators,
this means Al decisions are being made within your platform that your governance framework cannot detect, let alone
control. Without runtime governance, every Al model is an unknown liability.

The Regulatory Wave Is Real

The regulatory environment is not coming — it is here:

EU Al Act (2024-2026) Gartner Forecast ISO/IEC 42001

Risk-based classification with binding Al regulatory instruments will Al management system certification —
compliance for high-risk systems. quadruple by 2030, covering 75% of the emerging global standard for Al
Fines: €35M or 7% global turnover. economies. Al governance platform governance, providing a compliance
Extraterritorial scope — any Al output market to reach $492M in 2026, passport across jurisdictions.
affecting EU users triggers obligations. exceeding $1B by 2030.

McKinsey's research on Al high performers adds another dimension: organizations that capture the most value from Al are 2x
more likely to have redesigned end-to-end workflows before selecting modelling techniques. They invest disproportionately in
governance, change management, and workforce training — not in algorithms. Governance is not a cost centre — it is a
performance multiplier. BCG confirms this: successful Al deployments allocate 70% of resources to people and process
change, not to algorithms or technology infrastructure.



02 - THE FRAMEWORK

Platform Governance for Al-Augmented Platforms

Platform governance for Al requires a shift from static compliance gates to dynamic observability-driven guardrails. The
Govantis framework is built on four layers, each addressing a distinct governance dimension.

Layer 1: Design-Time Governance — Built In, Not Bolted On

Before an Al model or agent reaches the platform, governance must be embedded in the development and deployment
process. This is analogous to platform engineering's shift-left — catching issues before they reach production.

CAPABILITY WHAT IT DOES GOVERNANCE VALUE

Model Risk Each model is classified by domain risk (network, customer, Ensures proportionality — higher-risk
Classification security, financial) before deployment models get higher scrutiny

Data Lineage & Every training dataset, feature, and inference is traceable to Audit trail for EU Al Act compliance; enables
Provenance source root-cause analysis

Bias & Fairness Automated testing as part of CI/CD pipeline before model Detects demographic bias, concept drift
Testing approval precursors, edge cases

Model Card Structured documentation of intended use, limitations, Transparency for regulators; operational
Generation performance characteristics context for platform teams

Conformity Automated check against EU Al Act requirements for high- Regulatory compliance gate before
Assessment risk systems production deployment

Layer 2: Runtime Governance — Guardrails, Not Gates

In production, governance shifts from approval processes to continuous monitoring and automated intervention. This is the
layer that traditional platform governance most needs to evolve.

Drift Monitoring Automated Rollback Immutable Audit Logs
Continuous tracking of data drift, When drift or performance Every inference is logged with: input,
concept drift, and prediction degradation is detected, the platform output, confidence score, model
confidence. Automated alerts when automatically rolls back to the last version, feature values, and

metrics cross thresholds. Target drift known-good model version. No timestamp. Immutable and

detection latency: < 1 hour. human-in-the-loop required for independently verifiable.

rollback — speed matters.

Human-in-the-Loop Escalation Agent Action Tracking Shadow Al Detection
Configurable thresholds for when a For agentic Al: every action the agent Platform-level detection of

human must review an Al decision. Not takes is logged, including the unapproved Al usage — models
rubber-stamping — purpose-built HITL reasoning path, action taken, and running without governance, ad-hoc
tooling that presents context, not just outcome. Enables post-hoc review and scripts in production, employees using
alerts. accountability. external Al tools on platform data.

Layer 3: Lifecycle Governance — From Birth to Retirement

Models and Al agents have lifecycles that must be managed systematically:
PHASE GOVERNANCE ACTIVITY FREQUENCY
Onboarding Risk classification, data lineage, bias testing, model card creation Per model

Deployment Conformity assessment, approval gate, production monitoring activation Per release



Active Operation Continuous drift monitoring, automated rollback, incident detection Real-time

Review

Periodic performance audit, bias re-assessment, regulatory compliance check Monthly

Retirement Model sunset plan, data cleanup, dependency check, retirement approval Per model

Layer 4: Organizational Governance — Roles, RACI, and Culture

Governance is not a tool — it is an operating model. The organizations that succeed with Al governance are not the ones with

the most expensive platforms. They are the ones that have defined who owns what.

Key roles for Al platform governance:

Chief Al Officer / Al Governance Lead

The CAIO role is the fastest-growing C-suite position in enterprise technology. This role owns the Al governance framework, risk
appetite, and regulatory engagement. Reports to the board. Organizations with a dedicated Al governance lead show measurably
higher deployment velocity and lower regulatory friction.

Platform Engineering Lead

Owns the runtime governance layer — drift monitoring, automated rollback, audit logging. Responsible for embedding
governance into the platform infrastructure, not as a bolt-on.

Model Owner

Accountable for a specific model's lifecycle — from risk classification to retirement. The person who answers "is this model safe
to deploy?" and "when should this model be retired?"

Compliance & Regulatory Liaison

Owns regulatory mapping (EU Al Act, NIST RMF, sector regulation), conformity assessments, and audit coordination. Translates
regulatory requirements into engineering specifications.



03 - THE ROADMAP

From Assessment to Maturity

Al platform governance cannot be implemented overnight. The Govantis maturity model defines four stages, each with clear
milestones and outcomes.

Maturity Model
STAGE DESCRIPTION KEY MILESTONE TIMELINE
Stage 1: Ad No formal Al governance. Shadow Al is pervasive. Model Complete Al inventory and risk 4-6 weeks
Hoc deployment is ungoverned. classification
Stage 2: Al governance framework exists. Design-time governance is in First model through full 8-12
Defined place. Runtime governance is manual. governance lifecycle weeks
Stage 3: Runtime governance is automated — drift monitoring, rollback, Zero manual approval for 12-20
Automated audit logging. CI/CD gates enforce governance. standard-risk models weeks
Stage 4: Governance is fully embedded in the platform. Agentic Al is Regulatory compliance is 20-32
Continuous governed. Governance metrics are tracked as KPls. automated and continuous weeks

Stage 2: Defined Wk 6-18

Stage 4: Continuous Wk 28-60

Core Governance Metrics

METRIC WHAT IT TRACKS TARGET CADENCE
Model Coverage % of production models under governance 100% Weekly
Drift Detection Latency Time from drift onset to automated alert < 1 hour Real-time
Audit Completeness % of inferences with full audit trail 99.9% Monthly
Regulatory Compliance Score % of EU Al Act / NIST RMF requirements met > 90% Quarterly
Shadow Al Detection Rate % of unapproved Al usage detected > 80% Weekly

Governance ROI Operating profit impact of governance investment > 10% Quarterly



04 - ACTION

Recommendations for Platform Leaders

Conduct an Al Platform Governance Sprint

Two-week intensive: inventory every Al model and agent on your platform, classify by risk, identify governance gaps, and create
a remediation roadmap. This is the baseline. Estimativa Govantis — 2 weeks.

Design the Al Governance Operating Model

Define roles (CAIO, Model Owner, Platform Engineering Lead), decision rights, and escalation paths. Integrate with existing
platform governance (change control, risk management). Estimativa Govantis — 4-6 weeks.

Build the Runtime Governance Layer

Instrument your platform with drift monitoring, automated rollback, immutable audit logging, and shadow Al detection. This is
the non-negotiable foundation. Estimativa Govantis — 8-12 weeks.

Pilot with One High-Risk Model
Run the full governance lifecycle — design, deployment, monitoring, retirement — with a single model. Learn before scaling.
Estimativa Govantis — 6-8 weeks.

Scale to Agentic Al Governance

As agents are deployed, extend runtime governance to track agent actions, reasoning paths, and outcomes. Use Singapore's
graduated autonomy framework to classify agents by autonomy level. Estimativa Govantis — 8-12 weeks after agent
deployment.

Platform governance for Al is not a compliance project. It is a competitive
advantage — the operators that govern well deploy faster, earn more trust, and
face less regulatory friction. The cost of governance is an investment in
deployment velocity.



O
About

Govantis is an Al-native platform consultancy founded by engineers who spent decades inside Deutsche
Telekom, Vodafone, BT, and NOS. We design architectures, lead platform migrations, and build governance
programmes for the world's most complex infrastructure platforms.

Three capabilities. Built for your platform.

Complex Delivery Al Products & Scale Governance & Strategy

RDK prpl Foundation Deutsche Telekom Vodafone BT NOS

Governance is not a department. It is a capability.

If Al platform governance matters to your infrastructure, it matters to us.
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