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Executive Summary

Enterprise Al is entering a new operational phase. Driven by powerful model harnesses and low-code agent
builders, autonomous agents now retrieve data, run workflows, and execute decisions at unprecedented speed.
But as deployment velocity accelerates across every major industry, governing these digital workers
responsibly has become an urgent priority.

Yet governance is falling dangerously behind. According to Deloitte's research, fewer than one in five
organizations have a mature Al agent governance model in place—meaning most enterprises are onboarding
digital workers far faster than the operating frameworks required to oversee them.

This gap exposes a fundamental truth: what separates Al programs that scale from those that stall is rarely the
underlying technology. It is the operating model surrounding it. Most agent initiatives do not fail at launch; they
fail at scale, when agent counts multiply, decision stakes rise, and the absence of a control layer creates
untenable operational risk.

To bridge this gap, organizations must build structural oversight into their Al estate early. This paper provides a
practical guide to establishing that control layer—ensuring your enterprise Al scales safely, predictably,
and securely.

The Governance Imperative

Enterprise Al failures are rarely model failures—they are governance failures. When an Al agent makes an
incorrect decision, the model usually performs as built. The real breakdown lies in the surrounding ecosystem:
defined accountability, active observation, continuous lifecycle controls, and shifting operational contexts.

Ask yourself one critical question: When an Al agent makes a wrong decision, who owns the outcome?

Too often, responsibility fragments across teams. Development assumes Operations is monitoring
performance, Operations assumes IT owns the pipeline, and Data Science moves on. Without clear ownership,
risks stay hidden until they manifest as financial, operational, or regulatory fallout.

Research Insight
Only 1in 5 organizations has mature agent governance

Deloitte's 2025 research found that despite widespread agent adoption, fewer than one in five
companies have a mature Al agent governance model in place, meaning most enterprises are
deploying digital workers faster than they are building the operating model to manage them.

Source: Deloitte, 2025

The first wave of enterprise Al was about intelligence.

The next wave is about governance.

Across industries and architectures, enterprise Al failures follow predictable failure modes. While the underlying
technology varies, the root cause remains constant: a failure of governance rather than a failure of code. The
following four real-world scenarios illustrate how these operational blind spots manifest in practice.
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1. The Pricing Agent Nobody Monitored

A retail organization deployed a dynamic pricing agent to optimize overall sales volume. The optimization
logic performed as intended, but an aggressive discount constraint was misconfigured. Without tracking
real-time operational metrics against product profitability, eroded margins remained invisible until quarterly
accounting reviews.

The pricing logic performed exactly as designed. The governance framework failed to monitor
business outcomes.
2. The Fraud Agent Nobody Retrained

A fraud detection agent performed exceptionally at launch, but purchasing patterns shifted following a major
market trend. Legitimate transactions were flagged and blocked with increasing frequency. Although
warning signs were present in false-positive data, no operational mechanism existed to measure concept
drift or trigger an automated retraining pipeline.

The model did not fail. Governance failed to detect and remediate data drift.

3. The Support Agent Nobody Updated

A customer service agent continued delivering policy answers from an outdated document store for several
weeks following a major product revision. Customers received high-confidence guidance that directly
contradicted new terms and conditions, creating compliance exposure and reputational risk with

every interaction.

The agent performed exactly as designed by querying its assigned knowledge base. Governance failed to
synchronize the data pipeline.
4. The Agent Nobody Owned

An organization deployed an autonomous agent to streamline internal vendor onboarding. Months later, the
engineering team was reorganized, and the primary project owner left the company. The agent remained
active in production, retaining elevated administrative privileges with no assigned owner, no access review,
and no oversight.

The agent was working. Governance failed to maintain ownership continuity.

Research Insight
Nearly 2 in 3 organizations report orphaned agents

The Cloud Security Alliance's 2025 study found that nearly two-thirds of surveyed organizations had
experienced Al agents retaining privileged access without ongoing human ownership.

Source: Cloud Security Alliance, 2025

Every governance failure documented here has the same signature:

the Al performed exactly as designed. The organization simply wasn't watching.
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Every governance failure documented here has the same signature: the Al performed exactly as designed. The
organization simply wasn't watching.

Governance Across Multiple Al Platforms

The four patterns mentioned above become harder to prevent as agent estates grow. Most enterprises do not
run a single Al platform. Different teams adopt different tools—foundation models from one provider, workflow
automation from another, enterprise integration from a third. That diversity is a natural outcome of innovation
at scale.

The governance problem is that each platform brings its own logging formats, access controls, and operational
processes. As environments expand across business units and cloud providers, visibility fragments, ownership
blurs, and consistent policy enforcement becomes structurally difficult.

Enterprise leaders trying to govern this environment are ultimately trying to answer five core questions:

1. Which Al agents are currently running in production?

2. Who owns each agent and its business outcomes?

3. What systems and data can each agent access?

4. Are agents performing as expected?

5. Are they operating within organizational and regulatory policies?

The challenge is not choosing the right Al platform. It is maintaining consistent governance across all of them.
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Five Stages of Governed Al Maturity

Organizations do not adopt agentic Al uniformly. They move through recognizable stages, each with
characteristic capabilities and failure modes. Understanding which stage you are in determines which
governance investments will yield the highest return.

Stage Label Characteristics Key Risk

1 Experimentation Isolated Al pilots; no No reuse; duplicated
shared standards; risk surface. Most
teams build value locked in silos.
independently.

2 Deployment Production agents with Siloed ownership; policy
defined scope; some gaps across teams; limited
governance policies observability.
in place.

3 Proliferation Agent count grows Inconsistent controls;
rapidly; multiple shadow Al; accountability
vendors and starts to fragment.

frameworks in use.

4 Orchestration Cross-functional agent Coordination failures
pipelines; shared between agents; unclear
orchestration layer escalation paths.
emerging.

5 Governed Intelligence Enterprise-wide Sustaining controls as
governance; HITL as agents self-improve and
standard; full audit trail; scope expands.

cost management.

Minimum Viable Governance
Every agent entering production should satisfy these five conditions
Without these, governance becomes reactive and problems surface as failures rather than warnings.

« A named business owner: one person accountable for the agent's performance and outcomes,
not a team or a platform

« Documented success metrics: measurable KPIs defined at deployment so degradation can be
detected objectively over time

« Anapproved deployment process: formal sign-off that the agent has been tested, validated, and
cleared for production

» Tested rollback procedures: a confirmed path to revert or disable the agent if behaviour changes

unexpectedly

A baseline performance record: quality, accuracy, latency, cost, and business KPIs captured at go-live
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The Critical Transition: Proliferation to Orchestration

The most consequential moment in any organization's Al maturity journey is the transition from Proliferation to
Orchestration. At Stage 3, agent deployment has typically outpaced governance. Multiple frameworks are in
use, policy enforcement is inconsistent, and accountability begins to fragment across teams.

Organizations that do not introduce a shared orchestration and governance layer at this point tend to stall.
They accumulate technical debt and compliance risk simultaneously. Retrofitting governance onto a scaled,
fragmented agent estate is significantly more expensive than building it in from the start.

At Stage 5, governance is not a constraint on agent velocity. It is what enables agents to be trusted with higher-
stakes decisions. The most mature enterprises treat governance as a competitive differentiator, not a
compliance overhead.

Research Insight
Only 23% of organizations deploy Al agents at true enterprise scale

McKinsey's 2025 State of Al survey found that although experimentation with Al is widespread, fewer
than one in four organizations report deploying Al agents at enterprise scale.

Source: McKinsey, State of Al, 2025

Decision Governance by Risk Level

Effective governance does not apply the same control to every agent action. A practical model differentiates by
decision risk. Human-in-the-Loop (HITL) is not a design limitation; it is the mechanism that allows organizations
to extend agent autonomy incrementally as trust is established through demonstrated accuracy, auditability,
and policy alignment.

Risk Level Examples Governance Control

Low FAQ responses, report Automated: logged, no human
summaries, internal search, review required
document drafts

Medium Supplier confirmations, Human-in-the-loop: agent
customer communications, proposes; human approves
policy recommendations before action

High Claims adjudication, Human-in-command: agent
regulatory filings, financial supports analysis; human decides
instructions, safety decisions and executes
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The Agent Library: From Framework to Execution

Understanding governance maturity is necessary, but the practical barrier most organizations face is the time
and cost required to build governance-compliant agents from scratch for every domain.

Currently, building an agent requires using available frameworks to construct a harness tailored to a specific
industry problem. While substantial, some organizations hesitate to invest unless accuracy and effectiveness
are guaranteed. However, custom harness development risks becoming redundant as foundation models
natively integrate these capabilities over time. Leaders face a clear strategic choice: build domain harnesses
internally or adopt pre-governed domain frameworks.

An Agent Library addresses this directly. Rather than starting each use case from a blank canvas, organizations
build from a catalog of pre-built domain agents with governance controls embedded by design: audit logging,
Pl masking, confidence scoring, and human-in-the-loop escalation paths calibrated for specific risk profiles.
This governed baseline serves as the starting point, configured to meet specific enterprise policies and

systems.

Over time, the library becomes an organizational asset. Governance patterns established for one agent inform
the design of the next, accelerating the safe deployment of new automation domains.

Industry Baseline Implementations

Pre-built domain agents include embedded governance considerations configured for specific regulatory
environments. For example, QBurst's Agent Library covers four industry verticals, each with pre-built agents
and governance considerations defined for that domain's regulatory environment and risk profile.
Organizations start from this baseline and extend it to their governed client estate.

Domain

Pre-Built Agents

Governance Considerations

Insurance

Retail

Manufacturing and
Supply Chain

Financial Services

AHigh Al-G
Company

Qpurst

Claims Processing, Fraud
Detection, Underwriting Support,
Customer Onboarding,
Regulatory Reporting

Commerce Companion, Agentic
Contact Center, Demand
Forecasting, Dynamic Pricing,
Returns & Fulfillment

Supplier Risk Monitoring,
Predictive Maintenance, Quality
Defect Analysis, Agentic Inbox
(Email Ops)

KYC & Onboarding, Portfolio
Monitoring, Compliance
Screening, Client
Communications
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Pll masking mandatory; adjudication
requires HITL; full regulatory audit
trail.

Customer consent for
personalization; pricing guardrails;
cross-region policy variation.

Safety-critical actions require
human approval; ERP write
guardrails; supplier data sensitivity.

Regulatory compliance (FINRA, FCA,
RBI); all recommendations require
human authorization
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Building the Architecture for Governed Al

A governance framework without an architectural foundation is merely a policy document. Sustainable
enterprise Al governance requires a layered architecture that decouples business applications, Al execution,
and governance controls. This separation enables organizations to adopt new models and platforms without
re-architecting governance every time s.
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The Agent Control Plane

The Agent Control Plane is the defining capability of this architecture. Rather than embedding governance
inside individual agents—where it becomes inconsistent, invisible, and difficult to audit—the Control Plane
establishes a shared management tier. It delivers uniform policy enforcement, human oversight, auditability,
and operational visibility across all agents and models.

Operational Characteristics of Enterprises with Governed Intelligence
Organizations that achieve Governed Intelligence share four core operational capabilities:

1. Continuous Performance Management: Continuous monitoring of model drift, execution performance,
business outcomes, and infrastructure costs. New model versions are validated against production
workloads prior to deployment.

2. Governed Cost Management: Active management of compute consumption driven by recursive reasoning
loops, tool calls, and retrieval queries. Token budgets, intelligent model routing, and business-unit spend
attribution keep costs predictable.

3. Explainability by Design: Every decision is recorded with sufficient context for operational review and
regulatory audit: model version, confidence score, supporting evidence, approval history, and escalation logs.

4. Responsible Decision Governance: Continuous evaluation of Al outcomes for fairness, consistency, and
policy alignment, paired with regular assessments of which decisions remain suitable for automation.
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To Conclude

Organizations that achieve Governed Intelligence distinguish themselves through three actions:

1. They treat governance as a core design requirement from the first agent, rather than a retrofit after the
tenth.

2. They leverage an Agent Library to start from a governed baseline rather than rebuilding controls for every
new domain.

3. They invest in a Control Plane architecture that converts governance into a permanent organizational
capability.

By investing in governance architecture early, enterprise leaders establish the necessary foundation to safely
scale autonomous agent capabilities across the organization.
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