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Building a Business Case

A practical guide for IT leaders, CFOs, and procurement teams

Executive Summary

Al adoption is accelerating across every sector. But for most organisations,
governance has not kept pace. Al systems are being deployed - and in many cases
are already in production - without clear accountability, risk classification, or
compliance documentation.

This briefing makes the business case for structured Al governance. It addresses
both sides of the argument: the risk and liability exposure from ungoverned Al, and
the operational and commercial value that governance delivers when
implemented well.

The conclusion is straightforward: governance is not a cost to be minimised. It is
the mechanism by which Al delivers durable, auditable, and trusted value.

Key finding

Organisations that treat Al governance as a compliance checkbox are missing the
strategic point. Those that embed it into how Al is deployed, monitored, and
approved gain a structural advantage - in risk management, in stakeholder trust, and
in their ability to scale Al confidently.

The Risk Side: What Ungoverned Al Actually Costs

Regulatory exposure is real and growing

The EU Al Act is now in force, with obligations applying from August 2026.
Organisations deploying high-risk Al systems - in HR, credit scoring, critical
infrastructure, and law enforcement - face mandatory conformity assessments,
technical documentation requirements, and human oversight obligations. Non-
compliance carries fines of up to €30 million or 6% of global annual turnover.

ISO 42001, the international standard for Al management systems, is already
being referenced in procurement requirements and supplier due diligence
questionnaires. GDPR obligations around automated decision-making (Article 22)
remain in effect and are increasingly scrutinised by data protection authorities.
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Shadow Al is already in your organisation

In most organisations, Al adoption is not centralised. Individual teams are
procuring and deploying Al tools independently - often without IT or legal
awareness. Industry surveys consistently find that the majority of Al tools in active
use within an organisation were never formally approved.

Each unclassified system is a liability: potential GDPR exposure, unknown data
flows, no audit trail, no accountability chain. When something goes wrong - a
biased output, a data breach, a regulatory inquiry - the absence of governance
documentation compounds the problem significantly.

Risk scenario

An HR team deploys a CV screening tool sourced directly from a Saa$S vendor. It
operates for 18 months before a candidate complaint triggers a regulatory review.
There is no impact assessment, no data processing agreement on file, no record of
who approved the deployment. The cost of the resulting investigation - legal fees,
remediation, reputational damage - significantly exceeds what a structured
governance process would have cost.

The cost of an incident without governance in place

Cost category Typical exposure

Regulatory fine (EU Al Act, high-risk) Up to €30M or 6% global turnover
GDPR enforcement action Up to €20M or 4% global turnover
Legal and remediation costs Significant - often exceeds fine value
Reputational damage Difficult to quantify; long-lasting
Operational disruption (system Lost productivity, contract exposure
withdrawal)

The Value Side: What Governance Delivers

Operational clarity and faster deployment

A common objection to governance is that it slows things down. The evidence
suggests the opposite. Organisations with mature Al governance processes deploy
Al systems faster because the approval pathway is clear, the documentation
requirements are known in advance, and there is no ambiguity about who signs off.

Without governance, deployment often stalls informally - waiting for legal review,
security sign-off, or management approval that was never formally requested.
Governance replaces this ad hoc friction with a defined, repeatable process.
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Procurement and supplier leverage

Al governance documentation - impact assessments, data processing agreements,
risk classifications - gives procurement teams the framework to evaluate Al
vendors systematically. Organisations with structured governance are better
positioned to negotiate contractual protections, enforce data minimisation
requirements, and exit vendor relationships cleanly.

Increasingly, enterprise procurement processes require suppliers to demonstrate
Al governance maturity. An organisation that cannot produce governance
documentation is disadvantaged in competitive situations.

Stakeholder and board confidence

Boards and executive teams are increasingly being asked to provide assurance on
Al risk. In many jurisdictions, directors have personal accountability obligations
relating to technology risk. Al governance provides the audit trail and
documentation that enables executive sign-off to be meaningful rather than
assumed.

For customer-facing organisations, governance maturity is also a market
differentiator. The ability to demonstrate that Al systems have been assessed,
approved, and are monitored builds customer and partner trust in ways that
generic assurance statements do not.

Scalability: governance that grows with Al adoption

Ungoverned Al scales badly. As the number of Al systems in an organisation grows,
so does the complexity of managing them informally. Governance infrastructure -
a system inventory, a risk register, a defined approval workflow - scales in a way
that spreadsheets and ad hoc processes do not.

Organisations that invest in governance early are able to onboard new Al
systems, manage vendor changes, and respond to regulatory updates without
starting from scratch each time.

Making the Case Internally

Framing for different audiences

Audience Primary concern How to frame
governance

CFO / Finance Cost and liability Risk-adjusted cost:
governance investment vs.
incident cost

CTO / IT leadership Operational efficiency Faster deployment cycles;
reduced rework; audit-
ready by design

Legal / Compliance Regulatory exposure EU Al Act, GDPR Article 22;
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structured documentation
trail

Procurement Vendor risk Systematic vendor
assessment; contractual
leverage; exit clarity

Board / CEO Reputation and Executive assurance;
accountability market differentiation;
stakeholder trust

Questions to answer before presenting
- How many Al systems are currently in use across the organisation, and how
many were formally approved?

- What documentation exists for each system - impact assessments, DPAs,
risk classifications?

- Which systems would be classified as high-risk under the EU Al Act?
- What is the current escalation path when an Al-related incident occurs?
- What would a regulatory audit of our Al systems reveal today?

If the answers to these questions are unclear, that itself is the business case.

What Good Governance Looks Like

Effective Al governance does not require a large team or a multi-year
programme. It requires clarity on four things:

- A complete and current catalog of Al systems in use, with
ownership, risk classification, and deployment status. Inventory

- A structured process for evaluating each system against applicable
regulatory requirements, organisational risk appetite, and data
protection obligations. Assessment

- Documented controls for each system, mapped to relevant
standards (EU Al Act, ISO 42001, GDPR), with evidence of
implementation. Controls

- Ongoing oversight of Al system behaviour, with incident reporting,
compliance tracking, and regular review cycles. Monitoring

These four elements - discover, assess, control, monitor - form the backbone of any
credible Al governance programme, regardless of organisation size or sector.

Get started

GovLoX helps organisations build and maintain Al governance programmes -
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from system discovery and risk classification through to compliance
documentation and ongoing monitoring.
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