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Initiatives: People; Strategy, Risks and Opportunities

Develop and enforce governance frameworks that ensure

responsible AI use, regulatory compliance and resilience, fostering

trust among stakeholders in an era of rapid technological change.

More on This Topic
This is part of an in-depth collection of research. See the collection:

The AI Leader’s Guide to Gartner Themes: Prioritizing Investment, Governance and 
Autonomy

■
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Analysis
Figure 1: From Ad Hoc Pilots to Enterprise Excellence

AI governance and organizational trust have become critical priorities because

organizations are undergoing a big transition from experimental pilots to production-

grade, autonomous AI systems. This shift has triggered a crisis of confidence regarding

control, safety and value. The current urgency is driven by five converging factors:

Board mandates and regulatory pressure■

The conflict between “Go Fast” and “Stay Safe”■

The rise of agentic AI and autonomy■

Data sensitivity and privacy in LLM models■

Workforce trust and AI literacy■
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These five factors are converging right now because organizations have hit a critical

inflection point: they are simultaneously attempting to scale AI from pilot to production

while the technology itself is shifting from passive tools (generative AI [GenAI]) to

autonomous actors (agentic AI). Without a well-defined operating model, governance

becomes a bureaucratic layer that blocks innovation rather than an enabler that allows

the business to move fast safely. Organizations are seeking to formalize AI governance

while maintaining operational agility. Stakeholders are also evaluating automated

governance tools and performance metrics to demonstrate the tangible business value

and ROI of their AI investments to executive boards.

Board Mandates and Regulatory Pressure Unlock Governance Budgets

The pressure to govern AI products is intensifying from the top down, with CEOs and

boards of directors taking a more active and scrutinizing role. They are no longer satisfied

with vague assurances, demanding governance that demonstrates AI value and safety. At

the same time, regulatory compliance is becoming unavoidable, as new laws like the EU

AI Act and requirements for audit trails are compelling organizations to move to

formalized, structured governance frameworks. Notably, compliance and regulatory

demands are now among the primary triggers for unlocking budgets dedicated to AI

governance tools, as organizations recognize that meeting these mandates is not

optional, but essential for continued operation and growth.

The Conflict Between “Go Fast” and “Stay Safe” Calls for Governance as an
AI Enabler

The tension between innovation and security has created a critical friction point where

business units, driven by a mandate to go fast, view traditional governance as a

bureaucratic bottleneck. This perception creates a “shadow AI” situation: If oversight is

too slow or cumbersome, employees bypass official channels to use unauthorized tools

and come up with niche, nonscalable approaches. To resolve this, AI governance is being

reframed from a restrictive bottleneck into a strategic enabler. By converging governance

with operations, organizations are building preapproved, secure pathways that allow for

rapid experimentation while preventing compliance risks.
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The Rise of Agentic AI and Autonomy Introduces New Challenges

The recent emergence of agentic AI and autonomous agents capable of making

independent decisions and executing actions across enterprise platforms has become

the most immediate driver for AI governance. Unlike passive chatbots, AI agents

introduce a new level of autonomy that has organizations scrambling to establish

effective guardrails. The fear of agent sprawl and the inability to audit decisions made by

autonomous software has led to heightened concerns about loss of control. The risks

associated with agentic AI are far more complex than those posed by earlier AI, as the

agents can interact with sensitive data and even govern other agents, creating intricate

layers of risk that demand attention and oversight.

Data Sensitivity and Privacy in LLM Models Strain Organizational Trust

Organizations see the greatest value of large language models (LLMs) when using their

own proprietary, sensitive, private data, but they also see it as a great risk and challenge.

As enterprises integrate third-party vendors and APIs, they face a loss of visibility into

data usage, necessitating more rigorous governance and trust frameworks. The privacy

pressure is amplified by regulatory shifts, forcing companies to move from ad hoc

processes to formalized frameworks. LLMs have also introduced the aggregation

problem, where data that is safe in isolation becomes sensitive or even classified when

merged within an AI model. This risk to resultant data creates a unique challenge that

data governance was never designed to address, significantly straining organizational

trust.

Workforce Trust and AI Literacy Are Prerequisites for Scaling AI

Achieving trust requires addressing a workforce that is typically AI-skeptical or

underskilled. While many organizations are prioritizing AI literacy programs to build

confidence, true literacy must go beyond how-to training to include critical thinking about

AI strengths and limitations. A primary barrier to trust are hallucinations and bias, but

simply viewing these as risks to mitigate overlooks the reality that probabilistic systems

can never be 100% reliable. Governance must define trust, transparency, diversity and

human-in-the-loop verification. It must act as a transparent bridge — not just by setting

rules, but by fostering a culture of informed skepticism that ensures AI provides

measurable value without inviting a reputational disaster.
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Gartner’s Positions

Your Journey as an AI Leader

Journey Step: Design Governance Frameworks

Create policies for responsible, compliant and ethical AI use.

Featured Insights Supporting This Journey Step

Journey Step: Mitigate Top AI Risks

Address the immediate AI risks, mitigating via policy controls and tooling.

Featured Insights Supporting This Journey Step

Journey Step: Set Up Your AI Governance Structure and Operating Model

Assign clear ownership for AI risk and performance.

Featured Insights Supporting This Journey Step

Govern your today’s AI portfolio, not the tomorrow’s risks you fear.■

Understand that governance is the linchpin — risk, compliance and trust shape every

aspect of AI’s enterprise impact.

■

Have adaptive guardrails that grow with your AI; don’t get trapped by legacy speed.■

Establish accountability for high risk and freedom for low risk.■

■ Simplifying AI Regulatory Compliance — A Unified Approach for a Fragmented 
Landscape

Artificial Intelligence Requires an Extended Governance Framework■

■ AI Governance Controls Must Be Embedded Into System Design

■ Use TRiSM to Manage AI Governance, Trust, Risk and Security

■ A Guide to Generative AI Risk Management for Assurance Leaders

■ Implement an Adaptive Assessment to Manage AI Use Case Risks

■ How to Build a Lightweight Organizational Structure for AI Governance

■ How to Design an AI Organization

Gartner, Inc. | G00847835 Page 5 of 7



Journey Step: Monitor and Enforce Compliance

Deploy automated tooling to track AI usage, detect bias or policy violations and flag

issues in real time.

Featured Insights Supporting This Journey Step

Journey Step: Scale AI Governance

Use adaptive governance for accelerated, yet trustworthy AI adoption.

Featured Insights Supporting This Journey Step

Please click here for more on this mission-critical priority:  Establish Robust AI 
Governance and Organizational Trust.

How to Design an Effective AI Governance Operating Model■

■ Governing AI With Guardrails From Executive Intent to Technical Controls

■ Ethics, Governance and Compliance Are AI’s Next Frontier

■ 7 Key Guardrails for Conversational AI Agents and Assistants

■ Market Guide for AI Governance Platforms

■ Governance Challenges and Solutions for AI Agents

■ Reference Guide for AI Governance
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Position your organization for success. Explore these additional 
complimentary resources and tools for CIOs:

Actionable, objective insights

Article

AI Governance Requires More 
Than Policies

Build a stronger foundation for AI trust, risk 
and security.

Read Now

Hub Page

Gartner AI Hub

Discover practical AI insights for confident 
decision making.

Learn More

Virtual Briefing

IT 2030: Empowerment or 
Chaos? CIO’s Role in AI-Powered 
Democratization

Learn how CIOs can enable AI innovation 
while managing risk.

Watch Now

Tool

Gartner AI Maturity Assessment

Assess your AI maturity and build a roadmap 
to scale impact.

Explore Tool

Already a client? Get access to even more resources in your client portal. 
Log In ↗

https://www.gartner.com/en/articles/ai-governance-trism?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING 
https://www.gartner.com/en/ai?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING 
https://www.gartner.com/en/ai?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING 
https://www.gartner.com/en/webinar/982106/1968562-virtual-briefing-it-2030-empowerment-or-chaos-cios-role-in-ai-powered-democratization?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING 
https://www.gartner.com/en/chief-information-officer/research/ai-maturity-model-toolkit?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING
https://www.gartner.com/en/chief-information-officer/research/ai-maturity-model-toolkit?utm_medium=asset&utm_campaign=RM_GB_2026_ITAI_NPP_IA1_ITSYM26AIPOSITIONING
http://gartner.com/account/signin


Connect with us
Get actionable, objective business and technology 
insights that drive smarter decisions and stronger 
performance on your mission-critical priorities. 
Contact us to become a client:

U.S.: 1 855 322 5484

International: +44 (0) 3300 296 946
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