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Al is playing an increasing role in cybersecurity and
enterprise operations, but CISOs face a practical
reality: tools alone don’t reduce risk or deliver value.
What counts is where Al is applied, how it’s governed,
and how it works with human teams. From SOCs to
the edge and across data pipelines, success depends
on deliberate adoption, strong oversight, and
alignment with measurable business outcomes.

This guide outlines the Al trends CISOs must address
in 2026, with actionable steps to manage risk, enforce
governance, and unlock measurable value from Al.
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I#1 Al Governance Won’t Be Optional

Boards and regulators will hold CISOs accountable for Al governance. Without clear ownership
and oversight, Al initiatives can infroduce compliance gaps, bias, or reputational risk. Strong

governance ensures risk is managed, decisions are accountable, and stakeholders can frust Al
outcomes.

CISO
2% IMPERATIVES

» Appoint Al-responsibility » Evaluate vendor solutions P Establish ongoing

leads and embed for both technical monitoring, auditing, and
oversight info existing capability and reporting to ensure Al
GRC programmes. organisational/process outputs remain frustworthy

maturity. and compliant.
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I #H2 CISO
IMPERATIVES
Synthetic Data Drives

S‘tr‘ategic Advantage Build pipelines for generating,

validating, and governing

Organisations will increasingly rely on synthetic datasefs.

synthetic data to frain Al models, but without
Implement controls to manage

bias, drift, and quality, ensuring
models remain reliable and

mature data governance, this can infroduce
bias, compliance risk, and unreliable outputs.
CISOs must treat synthetic data pipelines as _
. compliant.
first-class, controlled assets to enable safe,

high-value Al adoption. o .
Maintain end-to-end ownership

of the synthetic data process;
don’t rely solely on vendor
platforms.
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I#3 Prioritised Al Adoption Delivers Measurable Value

Al will only deliver value in security operations when foundational capabilities — processes,
telemetry, and talent — are mature. Premature full-scale Al deployment can overwhelm teams,
produce false alerts, and erode trust. Prioritised, incremental adoption ensures measurable

outcomes and sustainable integration.

CISO
2% IMPERATIVES

Ol. 02. 03.

Begin with narrow pilots, Ensure clean, structured Invest in feam training,
such as reducing phishing data and integration with telemetry, and process
false positives or automating SIEM/SOAR platforms. maturity before scaling Al

log ingestion. broadly.
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Hybrid Human-Al Teams
Become Standard

Al will augment analysts and operational
staff rather than replace them. Effective
adoption depends on redefining roles,
training employees to understand Al
insights, and preserving human decision-
making authority. Failure to integrate Al
responsibly risks inefficiency and mistrust.

CISO
26y IMPERATIVES

» Redesign roles and workflows to
incorporate Al-assisted decision-
making.

» Train staff to inferpret Al outputs,
understand biases, and
recognise limitations.

» Maintain human authority in
critical decisions while
leveraging Al for friage and
automation.
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I#S Edge-Al Expands Through Controlled Pilots

Deploying Al at the edge (loT, OT, factory floor) introduces operational, connectivity, and security
challenges. Uncontrolled expansion can expose critical systems to risk. CISOs must prioritise high-
value pilot deployments with robust governance and cross-team coordination.

CISO
248 IMPERATIVES

Restrict deployment to Ensure secure firmware, Coordinate OT and IT

targeted, high-value use- resilient network teams to mitigate

cases and critical assefs. connectivity, and clear operational and security
incident-response risks.

procedures.
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