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From strategy and pilots to production outcomes.

AI Governance & Risk Benchmarks
Enterprise 2026.
Policy, red-teaming, HITL, audit and regulatory readiness benchmarks across 250+ enterprise AI

programs. What top-quartile governance actually looks like — with a maturity model, a controls library

and an EU AI Act readiness self-assessment.
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AI governance moved from committee slide to board obligation in 2026. The EU AI Act, NIST AI RMF,

ISO/IEC 42001, and a growing patchwork of US state laws are converging on a common baseline. This

benchmark distills what top-quartile enterprise governance programs actually do — not what their
policies say.

What this report answers

01 The four practices top-quartile programs share
A written risk classification for every production workload. Pre-deployment red-teaming against a documented policy set.

Incident-response runbooks that treat AI failures as first-class incidents. Production gates tied to evaluation pass rates.

Only about a third of middle-quartile programs do all four consistently. That is where most audit findings land.

02 The EU AI Act readiness gap

Enterprises that mapped their workloads to Article 6 risk tiers before Q4 2025 are absorbing conformity work at planned

cadence. Those that started later are running 8 to 12 week rework cycles per workload.

The mapping itself is not the hard part. The hard part is the operating discipline it exposes.

03 Red-teaming that scales

Quarterly red-teaming with a mix of internal and external teams is the emerging standard. Coverage should include prompt

injection, jailbreak, data exfiltration and agentic tool misuse — not just harmful content.

Findings that do not close inside a defined SLA are the leading indicator of a governance program losing altitude.

04 Human-in-the-loop as a design pattern

Four HITL patterns show up repeatedly in production: sample-based review, exception routing, pre-action approval, post-

action audit. Each has a specific placement in the workflow.

Programs that treat HITL as a single pattern usually end up with theater. Programs that treat it as four distinct patterns end

up with control.
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Governance maturity model — 5 levels, with observed controls at each

Red-teaming cadence, scope and staffing benchmarks

Human-in-the-loop patterns that actually stick in production

Audit trail, model registry and change-management practices

EU AI Act readiness — self-assessment worksheet included



05 Model registry, audit trail, change management

The unglamorous three. Every top-quartile program has a working model registry with owner, version, evaluation history

and risk class attached. Every one has audit trails on prompts, tools and outputs. Every one has a change-management

gate on model version bumps.

THE  BOTTOM  L IN E

AI governance in 2027 stops being a policy exercise and becomes an operating discipline. The enterprises that build

the muscle now will move faster, not slower, when the next regulation lands.

Questions we get asked

Is the EU AI Act worksheet usable as-is?

Yes — the worksheet maps each AI system risk class to the controls in the brief, with a scored self-assessment you can
present to your risk committee.

What does a top-quartile red-teaming program look like?

Quarterly cadence, a mix of internal and external red-teamers, coverage of jailbreak, prompt-injection, data-exfiltration and

agentic tool-misuse scenarios, with findings tracked to closure in the model registry.

How is HITL structured in production?

The report documents the four HITL patterns that stick — sample-based review, exception routing, pre-action approval and
post-action audit — with observed placement by risk class.

Benchmark your own program. Model the business case with

our ROI calculators, or book a working session with the
practitioners who ship these programs.
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