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From Experimentation to Executic

Al models are being used by workers. Al applications are being created by business units. Developers are embedding Al into
their products. Intelligent customer experiences are now a norm. Autonomous agents are starting to take decisions and
perform actions.

The problem is not that enterprises are deploying Al
too soon.

This is the Al Blind Spot — and it could become one of
the biggest enterprise risks for coming years.

The classic enterprise risk management framework assumed known systems, known ownership, approved process, and
predictable spending. With Al, this assumption no longer holds.

+ Al can be implemented without an official + Al spending can grow in unexpected ways compared
project. to traditional software.
Al can be making decisions without someone . Al can access enterprise data in ways that leadership
verifying each decision. didn't expect.

Investments in Al can scale across business units without anyone knowing what kind of business value these investments

produce.



Enterprise Al Governance Reality Check

Across many large organizations, Al implementation is
becoming more decentralized across business functions,
technology teams, employees, and third-party platforms.
The result is an increasing gap between Al
implementation and Al visibility.

Strategically, this means that organizations could scale their Al faster
than the governance mechanisms required to measure its cost, risk,
accountability, and business value.



Ol.“The Al Blind Spot” Is | arger Than “Shadow Al”

While executives immediately recognize
“ungoverned Al” as “Shadow Al” where
employees are using Al tools without
permission, there is more to it than that.
The real problem is much larger.

Even though the company knows that
there are a few official projects, it may
not have any clear idea of:

This is what is known as the “Al
Visibility Gap":

And the gap can develop at a rate faster than
the organization’s ability to manage it.
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02. Seven Al Blind Spots Every Executive Should be Asking about

The most important question for any It is:
leadership is not:

“Are we able to see and manage

Do we have an Al the Al strategy that we are

strategy?”

actually implementing?”

There are
areas in
companig

especiall




211Invisible Al Adoption

r A

Al is not limited to just IT anymore.
Marketing uses it for content and
campaigns, sales for research and
prospecting, finance for analysis, HR
for recruiting and employee assistance,
developers use it at all stages of

software development, operations use EXECUTIVE QUESTION:
it to automate decisions. | Do we have a complete picture of where

Al is being used in the company — both
All of the above adoption might never formally and informally?

come out as a separate IT project.



2.2 Untrusted Al Decisions

The value of Al comes from its ability to affect decisions. But
that is exactly where increased risk arises. Think of a case in
which the Al system affects:
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In case something goes wrong, the organization
needs to know who is accountable for it, why it
made the particular decision, what information was
considered by the Al system, and whether the
decision fits into the existing policy.

Otherwise, the Al will create accountability gaps.



2.3 Uncontrolled Al Spend

One of the key challenges of using Al is a fundamentally
different cost challenge. In traditional enterprise technology
investments there is usually an approval process through
projects, budgets, contracts, procurement. But the
consumption of Al can be very flexible.

The usage can quickly increase. There can be multiple
models for the same problem. Al agents can trigger
other services. Employees can buy Al capabilities
without the consent of the purchasing department.

It is possible to spend a lot of money on Al before the
finance department realizes the amount of Al
consumed.



2.4 The Al Silo Problem

Organizations are approaching Al through
individual functions — one business unit
builds a solution, another buys a platform,
another creates an internal assistant,
another involves a vendor, another

experiments with autonomous agents.

Separately, each initiative looks reasonable.

Overall, however, the company is creating:
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2.5 Lack of Al Trust

Any Al adoption relies on trust. Employees will not use Al confidently if
they don’t trust the output. The customers will not adopt Al-based
decisions if they think the process is unfair or opaque. Executives will not
scale Al if they don’t understand the risks of such approach. The
regulators will start requiring the organizations to prove responsible
approaches to Al.

The trust, therefore, becomes a valuable asset
| —and it cannot be created merely through
policy documents. The company needs to
demonstrate that Al is used responsibly,
consistently and within some limitations.



2.6 Unknown Business Value

Probably the most costly Al blind spot is the lack of an answer to a
rather simple question:

Many Al initiatives measure activities — the number of users, the
number of models, the number of Al applications, the number of Al
experiments, the number of people using copilots. But activity is not
value.

The executive discussion should
move from counting things to
measuring revenue impacts, cost
savings, efficiency improvement, risk
reduction, customer experience
improvement, speed-to-market,
employee efficiency and competitive
advantage.



2.7 Loss of IP and Enterprise Data

Al adds a new dimension of enterprise information risk. People and applications can
work with external models, third-party Al services, agents and Al-enabled platforms.
The question is:

Where does our information 80 The risk doesn't have to be malicious behavior.

when Al is involved? Sometimes it is just a lack of awareness of
where the information is used, processed and

exposed. Therefore, the Al governance cannot
The sensitive information includes, but is not limited to: be limited to the governance of models - it
needs to be extended to the business context
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03. The True Cost of the Al Blind Spot

An Al blind spot never emerges as a single catastrophic incident. The real risk is that it builds up through many smaller
events — one Al tool used without permission, one duplicate Al investment, one model decision that is never explained, one
bill that is not understood, one piece of data that leaks, one Al project that fails, one customer experience that is degraded
because of an incorrect Al output.

By themselves, each of those may not seem like a major issue. Together, they create a much bigger problem for your organization:

Financial Risk
Uncontrolled spending, duplication of efforts
and poor Al ROL.

Reputation Risk
Loss of trust in the customer and employee
experience driven by Al.

Security & IP Risk

Your enterprise information that travels through
Al-powered platforms without proper control.

Operational Risk
Al that is embedded in critical processes
without proper oversight.

Compliance Risk
Lack of transparency around responsible and
compliant Al deployment.

Strategic Risk

Investment in Al without a clear view of
initiatives that need to scale.

Al governance has evolved into an enterprise

This is why Al governance cannot be the responsibility of IT,

cybersecurity, compliance or legal functions alone. management discipline.




04. A New : Governing Al Based on Business Outcomes

The best Al governance framework must connect four core questions that executives have

about their Al portfolio.

1- What Al do we have?

Visibility — Get a clear picture of Al
applications, models, agents, vendors,
users and use cases.

3 - What is Al costing us?

Optimization — Control consumption,

budgets, utilization, duplication and

I cost-to-value ratio.

Together, these form a simple leadership formula:

&?&
2-What is Al doing?

Accountability — Understand decisions,
ownership, risk, data usage and business
impact.

4 - What value is Al creating?

Business Value — Understand how your
Al investments translate into business
benefits.

lity - Control » Optimization - Value

This is the foundation of scalable Al governance.



05. Questions for Your CEO, CIC FO

Al governance works much better when executives are asking the right questions.

CEO ClO / CTO CFO
Are we scaling Al fast enough to gain Can | have a full view and control of Can | see where my Al money goes
competitive advantage and all Al that is deployed in the and how it translates into business
responsibly enough to protect our enterprise, including Al that exists value?
organization? outside of IT?

ciso CHIEF RISK / BUSINESS LEADERS

COMPLIANCE OFFICER

How is Al changing my attack surface Can we prove that Al is working What Al initiatives should we scale,
and introducing data exposure risks? according to our policies and terminate, consolidate or invest in?
regulatory requirements?

Those are not technology questions.

They are enterprise performance questions.



06. From Al Governance to Al Operat line

The next-generation Al governance framework must evolve beyond just enforcing policies. It must become an enterprise
operating discipline based on seven dimensions:

Shadow Al CO Responsible Al F

Identify and track all Ensure that Al follows
instances of Al organizational policies
deployment in the and principles.
enterprise.

Explainable Al

. ~ 0
Al FinOps v Ensure that Al Trusted Al Al ROI
decisions are clear and . Track business
Control and accountable. Establish benefits from \
optimize Al

_ confidence in Al your Al
consumption and outputs. investments.
spending. N I- '

These dimensions are not supposed to be separate programs.
They need to be integrated as a single governance fabric.



O7. The Role of Technology: Vake Goverr UOUS

Here is where technology becomes important — but only after an enterprise Al operating discipline is designed. An advanced Al
governance platform should provide answers to the following:

What Al exists? Where is it deployed?
Who owns it?

DISCOVER

What decisions is it making? What
data is involved? What risks does it
introduce?

UNDERSTAND

What changes based on Al
behavior?

IMPROVE

This is a move from
Periodic Governance

What business results is generated? What decisions is it making? What
Which Al initiatives need to be to Continuous data is involved? What risks does it

scaled? Governance introduce?

OPTIMIZE

Are we spending efficiently on Al? Are we
duplicating efforts? Are we using Al enough?



08. A Practical xecutive

An enterprise does not have to solve all of its Al problems on day one. There is a pragmatic path forward

with five key steps.

O1

Establish the Al Truth

Create an enterprise-wide
inventory of Al applications,
agents, models, vendors and use
cases.

If you cannot see it, you
cannot govern it.

02

Define Al Risk Tiers

Not all Al initiatives require equal
governance oversight. Classify
Al according to business impact,
data sensitivity, autonomy and
criticality of decision.

Govern risks — not
activities.

ap

03

Put an Owner to Every
Al Initiative

Each Al capability needs a

business and technology owner.

Without owner —
unmanaged risk.

04

Connect Al Spending
to Results

Track all Al consumption and
spending versus business
benefits.

Without measuring
business benefits, Al
spending is just a cost.

05

Make Governance
Continuous

Switch from annual assessments
and static policies to continuous
visibility, monitoring, policy
enforcement and performance
measurement.

Govern Al where it operates
— not months later.




08. How NEUPAC™ Solves th 1 of the Blind Spot

NEUPAC™ is a patented enterprise platform for Al that operates on the same triad executives need to govern their Al with
confidence — and transform the roadmap outlined above into an actual operating capability, not yet another initiative.

_ Continuous

Govern Optimize Scale G OV
Enterprise-grade Continuous optimization Build once, deploy Check each Al interaction
governance of any agent of any model you have anywhere — multi-tenant against NIST Al RMF, EU Al
— BYOA, FinOps for Al — BYOM, interoperable management, agentic Act, OECD Al Principles
data privacy & PIl control, Al, intelligent workflows, enterprise and ISO/IEC 42001 —
role-based access recommendations, connectors. allow, warn or block,
control. MCP-native integration. right away.

NEUPAC™ turns your Al blind spot into a governed, optimized and scalable enterprise capability — one platform for seeing all agents,

trusting all decisions, measuring all dollars of Al value.




Conclusion: The Greatest Risk of Al May Be |

The current Al discussion revolves mostly around Al
potential for the organization. The next one needs
to be about risks of Al becoming too large, too
distributed and too autonomous to be governed
using the traditional enterprise governance tools.

Al will not stay in innovation labs. It will become an
integral part of your product, processes, decisions,
customerexperience and employee workflows. This
means that Al governance is inevitable.

But the question is whether Al governance will be a
bottleneck or an operating capability enabling the
enterprise to scale Al with confidence.

The winners in Al are not likely to be those who
deploy the most models, build the most agents or run
the most pilots. They will be those who can answer
three questions better than their competition:

@ Where is our Al?
Can we trust and control it?

@ Does it generate measurable business benefits?

That is the difference between Al adoption and Al maturity.
And ultimately, the biggest Al risk may not be a bad decision made by Al.

It may be that your executives do not know that the decision was made in the
first place.

The Leadership Imperative
Do not just scale your Al.

First, make it visible. Make it accountable. Measure it. And then, scale with confidence.

NEUPAC™ — www.neupac.com



