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The Convergence

Avrtificial intelligence is no longer a future consideration, it's operational reality. But with this
acceleration comes an urgent question: Who governs the governors? As organizations deploy Al
agents across operations, DevOps, and strategic workflows, traditional IT governance
frameworks prove insufficient. The 'agent boss' is already emerging as a new leadership
paradigm, where humans orchestrate Al-driven teams. Without parallel governance evolution,
organizations risk losing control, inviting ethical missteps, and exposing themselves to regulatory
violations.

This white paper addresses how enterprises can evolve their IT governance structures to
effectively govern Al while maintaining agility and compliance.

Situation: The Rise of the Agent Boss

Technology leaders from Microsoft to ConsultNet have identified an emerging organizational
shift: the 'agent boss.' This is not a remote anomaly but a widespread leadership evolution. Every
knowledge worker will soon manage hybrid teams, combining human expertise with Al agents
that handle research, drafting, analysis, and operational tasks.

In parallel, DevOps is being transformed by Al agents that predict pipeline failures, optimize
cloud resources in real time, and automate infrastructure decisions. SAFe frameworks are being
enhanced with Al to improve forecasting and resource allocation. Traditional IT governance
structures, designed to oversee systems, not autonomous agents, are now insufficient.

Complication: The Governance Gap

Three critical challenges emerge when Al operates without evolved governance:

Al agents operating outside intended parameters create uncontrolled outcomes.

Bias, data privacy violations, and algorithmic failures expose
organizations to regulatory and reputational harm.

Unclear authority and responsibility when autonomous
systems make business-critical decisions.

“Success with Al requires governance structures designed from the ground
up, not retrofitted systems. Intelligence without governance is just risk with
better algorithms.”

— Paul Gulbin, CEO & Founder, Cambridge Transformation Partners
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The Question on Leadership's Mind
"How do we maintain control and compliance while embracing the autonomy that
makes Al valuable?"

This is not a technical question—it's a governance imperative. VP Product and VP Development
teams need frameworks that:

e Enable rapid Al deployment without sacrificing oversight
e Create clear decision authority and accountability across IT and Al teams
e Ensure compliance with evolving Al regulations and data standards

e Align Al investment with business outcomes, not just technical metrics

Solution: The Evolved Governance Model

Pillar 1: Governance Architecture

A multi-layered governance structure establishes clear ownership and decision rights. This
includes:

Al Steering Committee — Strategic oversight of Al portfolio, risk tolerance, and investment
alignment

Model Governance Board — Deployment gates, performance validation, and quality
thresholds

IT-Al Shared Responsibility Matrix — Explicit handoffs between teams, reducing ambiguity

Data & Compliance Council — Standards for data quality, security, bias testing, and
regulatory adherence

Pillar 2: Model Lifecycle & Gate Requirements

Define stages from initiation through deprecation with clear approval gates tied to risk level.
Early-stage models need lighter-touch governance; production systems driving business
outcomes require rigorous validation.

Pillar 3: Standards & Compliance

Codify requirements: data classification, quality standards, security controls, bias detection,
explainability expectations, and audit trails. Automation is your friend, use CI/CD pipelines to
enforce standards before models reach production.

“The best governance is transparent governance. When teams understand
why guardrails exist, they become partners in the process rather than
obstacles to overcome."

— Alisia Genzler Chesen, CEO, ConsultNet
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Solution Options: Three Paths Forward

Option 1: Embedded Governance (Fast-Track)

Integrate governance into development workflows. Al governance board meets bi-weekly. Model
cards, data sheets, and bias reports become part of code review. Use SAFe frameworks to align
Pl planning with Al initiatives. Advantage: Faster deployment, continuous feedback loops.
Challenge: Requires cultural shift and discipline.

Option 2: Center of Excellence Model (Deliberate)

Establish a dedicated Al CoE that owns governance standards, approvals, and continuous
improvement. IT provides infrastructure and SLAs; Al CoE manages model lifecycle and
compliance. Works well for organizations with mature DevOps and clear IT-Al partnership.
Advantage: Centralized expertise, scalable governance. Challenge: Creates potential bottlenecks
if CoE becomes gatekeeping function.

Option 3: Hybrid Governance (Balanced)

Light governance for experimental models; rigorous governance for production Al. Automated
controls for low-risk changes; manual approval gates for high-risk decisions. Staged rollouts
(pilot — canary — full). Combines speed and safety. Advantage: Risk-proportionate, flexible.
Challenge: Requires clear risk classification framework.

Most organizations succeed with Option 3, hybrid governance, because it balances
innovation velocity with risk control.

Implementation Roadmap

\ /
PHASE 1 ' PHASE 2 ‘ PHASE 3 PHASE 4

Months 1-2 Months 2-4 Months 4-6 Months 6+
Define governance Codify standards .
structure, accountability (data quality, Launch pilot Scale governance
matrix, and risk security, bias, governance across the
classification framewark. \. explainability) as boards with real organization.
Run governancedesign ~ /~ /' machine-readable  / models. Test ?  Monitor
workshop with CFO, policies. Build CI/CD approval © outcomes, gather
CRO, VP Infrastructure, integrations to workflows, feedback, iterate
VP Product, and | Jutomate feedback lopps. on frameworks.
model owners. \ compliance checks. | and escalation

f \ paths.
N / . . y ' \ /
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The Path Forward

The convergence of IT governance and Al governance is not optional, it's structural. The 'agent
boss' is not a futuristic concept; it's happening now. DevOps teams are already deploying Al
agents to optimize infrastructure. Product teams are building Al-driven features. Without evolved
governance, these initiatives will either move too slowly or introduce unacceptable risk.

Organizations that succeed will be those that:

1. Establish clear accountability and decision authority for Al initiatives
2. Automate compliance checking into development workflows, not as post-facto review
3. Build IT-Al partnerships where both teams own outcome (not just inputs or outputs)

4. Scale governance proportionately to risk—not every model needs a steering committee

The question is no longer 'Should we govern Al?' It's 'How do we govern Al in a way
that enables rather than constrains?'

The answer lies in evolved frameworks that respect both the power and the risk of autonomous
intelligence.

DevOps Al Agents

VERSION
CONTROL

ANSIBLE Azure
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APPENDIX: Implementation Workplan

This appendix provides a detailed implementation framework for establishing enterprise Al
governance. Use these templates, structures, and matrices as the foundation for your governance
program.

A. Governance Structure: Teams, Authority & Frequency

Establish clear governance bodies with defined membership, meeting cadence, decision authority,
and responsibilities. Customize frequency and membership based on organizational size and Al
maturity.

Members Frequency Decision Key

Responsibilities

Authority

Al Steering Chief Data/Al Officer, CFO, BU Heads, Quarterly Strategic approval, Al strategy, high-risk
Committee  CRO portfolio use cases, standards,
prioritization budget allocation
Model Data Scientists, ML Engineers, Bi-Weekly  Deployment gates, Model reviews, go/no-
Governance Compliance, Business, Product performance go decisions, standards,
Board thresholds exceptions
IT VP Infrastructure, Security, Data Ops, Monthly Infrastructure Strategy, incidents,
Leadership Platform Engineering standards, vendor capacity, tool adoption,
Council selection cost optimization
Data Data Stewards, IT Data Lead, Monthly Data standards, Classification, quality,
Governance Compliance, Privacy Officer lineage, access retention, lineage,
Council policies access approvals
Tech Infrastructure/Security/Data/Platform Bi-Weekly  Tech Containers, databases,
Standards Architects standardization, orchestration,
Board tool evaluation deprecation
Transition IT Leadership, CFO, Business, Monthly Skills, process IT evolution, training,
Committee  Compliance updates, risk rollout, risk mitigation

Implementation Guidance:

acceptance

e Quarterly: Strategic reviews, portfolio prioritization, budget decisions

e Bi-weekly: Model gate approvals, deployment decisions, escalations

e Monthly: Infrastructure decisions, incident reviews, standards updates

e Ad-hoc: Escalations, emergency reviews, cross-functional initiatives
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B. Model Lifecycle & Gate Requirements

Define model progression from conception through deprecation. Each phase has specific

deliverables, gate approvers, success criteria, and risk profiles.

Phase

Initiation

Development

Validation

Staging
Deploy

Prod Pilot
Prod Rollout

Monitoring

Deprecation

‘ Duration

1-2 weeks

4-8 weeks

2-3 weeks

1 week

1-2 weeks

1 week

Ongoing

1-2 weeks

Deliverables

Business case, data
assessment, resource plan

Code (>80% coverage),
version control, experiments

Performance report, bias
testing, explainability
artifacts

Staging validation, live data
test, rollback plan

Canary (5%), dashboards,
runbooks

100% traffic, monitoring,
alerts

Dashboards, drift alerts,
retraining logs

Final report, successor
validation

Gate Approval Authority:

Gate Approval

Low: COE Dir; Med:
Steering; High:
CFO+CRO

COE Director review

Model Governance
Board

Model Governance
Board

DevOps + Model Lead
Model Governance
Board

Continuous escalation

COE Director

e Low Risk (e.g., experimental): COE Director or VP Engineering

e Medium Risk (e.g., staging): Model Governance Board

Success Criteria

Clear problem, data
available, metrics aligned

Standards met, SLAs met,
reproducible, peer review

Accuracy =threshold,
fairness OK, explainability
documented

Performance +2%, latency
<SLA, no errors

No degradation, no error
spikes, stable

Validation levels, alerts
working, on-call ready

Accuracy maintained, drift
detected, SLA compliant

No traffic, rationale
documented, successor live

e High Risk (e.g., production, business-critical): Al Steering Committee + CFO sign-off
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C. Data, Security & Compliance Standards

Codify non-negotiable standards across data governance, security, bias testing, explainability,
and compliance. Each standard includes requirement, enforcement mechanism, monitoring
approach, and ownership.

Standard

Requirement

Enforcement

Monitoring

Data

Classification

Data Quality

Documentation

Access Control

Infra Security

Secrets

Management

Patches

Model Artifacts

Bias & Fairness

Explainability

Compliance

Cost Allocation

Tiers: Public, Internal,
Sensitive/PIl, Restricted

<5% missing, annual validation,
unique, <24hr SLA

Dictionary required, provenance,
logic, retention

RBAC, default deny, temporary,
audit trail

Private subnets, VPN/bastion,
cert auth, policies

Vault/Secrets Manager, 90d
rotation, audit access

Critical 48h, standard 2w,
weekly scan

Model card, data sheet, bias,
explainability

Parity checks, odds testing,
documentation

Low: importance; Med: SHAP;
High: card+audit

Audit trails, lineage, provenance,
approvals

Chargeback by compute, tiering,
reserved, spot

Enforcement Strategy:

Per-tier controls,
encryption, audit logs

Pipeline validation, SLA
alerts

Mandatory in registry

IAM enforced, no manual

OPA/Kyverno, daily
scanning

Auto scan, block if exposed

Auto scan, blocks non-
patched

Mandatory for production

Auto CI/CD test, block if
fail

Mandatory, stored,
reviewed

Immutable logs, auto
scanning

Auto metering, monthly
billing

Quarterly access review,
scanning

Daily health, monthly audit

Monthly audit, lineage
tracking

Monthly review, real-time
logs

Real-time detection,
weekly check

Daily logs, anomaly alerts,
Q audit

Weekly report, SLA
tracking

Quarterly audit, peer
review

Monthly tracking, annual
audit

Quarterly audit, compliance
check

Monthly report, real-time
alerts

Weekly usage, monthly
review, Q forecast

e Automated: CI/CD validation, real-time scanning, policy-as-code enforcement

e Manual Review: Board approval gates, quarterly audits, peer review

e Escalation: Owner involvement for gaps, remediation timelines, board reporting
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D. IT-Al Shared Responsibilities & Handoffs

Eliminate ambiguity by explicitly defining which team owns what, decision authority, handoff
points, and escalation protocols for each major function.

IT Owns

Al Owns

Authority

Escalation

Use Cases Capacity, provisioning

Data Avail Pipeline ops, uptime,
SLA, infra

Development Compute, CI/CD,
version control

Validation CI/CD automation, test
env

Deployment Provisioning, CI/CD,
canary

Monitoring Infra health, uptime

Degradation Diagnose infra,
restore, logs

Incidents On-call, SEV 1/2,
recovery

Costs Right-size, spot,
reserved

Compliance  Controls, encryption,

logs, scanning

Key Handoff Points:

Requirements, metrics

Requirements, quality,
features

Algorithms, training,
tracking

Performance, bias,
explainability

Sign-off, thresholds,
rollback

Performance, drift,
quality

Diagnose drift,
retrain/rollback

Model issues,
decisions

Efficiency, frequency,
features

Docs, bias,
explainability

Governance Board
Data Council

COE Director
Governance Board
Governance Board +
DevOps

Both (own domains)
Model Lead then

Board

Incident Commander
(weekly)

CFO + COE Director

Compliance Officer

Approved — provision; ready
— develop

Req — build; live — validate

Ready — develop; done —
stage

Code — auto test; pass —
domain test

Staged — canary; stable —
rollout

Live — both monitor; alert —
investigate

Drop — investigate; infra —
fix; model — retrain

Infra — IT leads; model — Al
leads

Utilization report —
recommendations

Requirement — both
implement; audit — prep

Conflict — VP Infra +
COE Dir

SLA miss — joint
review

Build fail —» Tech
Board

Fail — Governance
Board

Failure — incident
command

Both issues — joint
review

Unclear — joint
command

Cross-functional —
escalate

Overrun — alignment
meeting

Gap — Compliance
Officer

1. Requirements — Build: Al team specifies data, performance targets; IT team provisions infrastructure

2. Code — CI/CD: Development team commits; automated tests and compliance checks run; artifacts

stored in registry

3. Testing — Staging: Validation complete; IT team provisions staging environment with production-

like data

4. Approval — Deployment: Board approval; IT executes canary rollout; Al team monitors performance

5. Live — Monitoring: Both teams monitor; alerts trigger joint investigation; clear escalation path to

incident commander
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E. 6-Month Implementation Roadmap

A phased approach ensures governance is embedded without disrupting existing workflows.
Each phase builds on the previous; completion criteria are explicit.

Phase ‘Timeline

1: Design  Month 1-2
2: Month 2-4
Standards

3: Pilot Month 4-6
4: Scale Month 6+

Success Metrics:

Key Activities

Governance design workshop,
accountability matrix, risk
framework

Codify standards, build CI/CD
plugins, policy templates

Launch boards with real models,
test workflows, gather feedback

Full rollout, monitor KPls, iterate,
communicate wins

Deliverables

Owner

Governance charter, RACI, risk tiers ClO + COE Dir

defined

Standards guide, automated
checks in Jenkins, policy repository

3-5 models through gates, board
feedback, process docs

All models on framework, monthly

reporting, lessons learned

e Month 2: Governance structure documented and socialized; stakeholders trained

e Month 4: All standards encoded in CI/CD; first models pass automated gates

e Month 6: Pilot board has approved 3+ models; deployment cycle time <3 weeks

e Month 6+: Zero compliance violations; 100% model uptime; team satisfaction >80%

CONSULTNET
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F. Quick Reference: Risk Classification Framework

Use this simple framework to determine governance intensity. All models start in Tier 1;

promotion requires board approval.

Profile

Governance Requirements

Tier 1:
Experimental

Proof-of-concept, internal
tools, <10 users

Tier 2:
Production

Internal automation, 50-500
users, moderate data
exposure

Tier 3: Critical Customer-facing, >500
users, financial impact,

compliance required

Classification Decisions:

Basic standards: code review,
documentation, no PII

Full standards: validation, staging
test, monitoring setup

Rigorous: board review, staged
rollout, compliance audit, SLA
agreement

Approval Deployment
Path Speed

COE Director 1-2 weeks
only
Model 3-4 weeks
Governance
Board
Al Steering 6+ weeks
Committee +
CFO

Start with Tier 1 (low-risk) for all new models unless explicit business justification for higher tier

Tier promotion triggered by: increased scale, production deployment, business criticality, regulatory

exposure

Tier review every 6 months; document rationale for changes; communicate clearly to stakeholders
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