
Strategic Implications for 
Security Leaders
For security leaders, the differentiator in 2026 will be demonstrable control. Organisations that respond 
effectively will not be those with the most comprehensive policy documents, but those that can answer 
simple questions with evidence.

Shift from tool governance to data governance in AI contexts
Approving an AI tool does not equate to approving all uses of that tool. Treat prompts, uploads, and 
pasted content as data movement and govern them accordingly.

Measure reality, not intention
Treat claims of “full visibility” as hypotheses to validate. Shadow AI detection is not a failure; it is insight 
into where productivity demand exceeds official enablement.

Turn committees into operating mechanisms
Governance groups should produce enforceable artefacts: policies that can be implemented, exception 
rules that can be executed, and metrics that reflect real behaviour.

Build an AI control plane that matches how AI is actually used
Risk does not arrive through a single sanctioned platform. It emerges through browsers, plugins, 
embedded assistants, developer integrations, and personal accounts. Controls must cover these paths.

Align AI controls to regulatory evidence requirements
Confidence is not evidence. Expect regulators, customers, and auditors to ask how AI usage is 
monitored and controlled in practice.

Optimise for safe productivity, not maximum restriction
If safe usage is harder than unsafe usage, shadow AI will persist. Proportional guardrails and just-in-
time guidance reduce risk without undermining adoption.
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