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EXECUTIVE SUMMARY

This report surveyed 150+ B2B SaaS
companies ($1M-$500M ARR) in June
2026 on how they govern autonomous Al
systems in revenue operations. The
headline finding is stark: nearly half are
operating agentic Al with no documented
governance at all.

The companies winning with agentic
Al aren't the ones deploying fastest.
They're the ones with the strongest

governance architecture.

THE KEY TAKEAWAY

Companies with operationalized
governance — mapped to NIST / ISO
frameworks — report measurably
better outcomes:

5 2.5%

higher confidence higher revenue impact

in audit readiness from Al investment



THE SURVEY

156 S28M 12 Jun 2

B2B SaaS companies median ARR ($1M- high-performer fielded online +
surveyed $500M range) follow-up interviews interviews

WHO RESPONDED

CRO / VP Sales I
RevOps / Operations lead _ 34%
CFO / Finance ] 18%
CEO / Founder _ 10%
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GOVERNANCE MATURITY TIERS

Every surveyed company maps to one of four tiers, defined by how governance is
documented, enforced, and embedded — and what that produces in error rate,
audit readiness and revenue.

+ +

TIER 1 — AD-HOC 22% of companies RISK: HIGH

CHARACTERISTICS 15_220/0 0_5%

e Agents running in production with

Error rate Revenue impact
minimal oversight

e "Governance" = manual spot-checks by the Profile: Early-stage, pre-Series C, founder-
led operations. No clear accountability when

something breaks; one failure can trigger
shutdown of the whole system.

ops team
e No documented decision framework

e Audit trail nonexistent or fragmented

"We deployed agents and... they work? Sometimes. We're not really tracking what they do.
If something breaks, we just turn it off and move on."

_|_
+

B TIER 2 — DOCUMENTED  38% of companies RISK: MEDIUM

CHARACTERISTICS ‘lU_‘lBO/O 8_]50/0

e Governance framework written down (usually in
a doc)

Error rate Revenue impact

e Basic audit logging — who did what, when Profile: Series A/B, growth-focused. Rules
exist but aren't always enforced; defensible

retrospectively, but processes aren't
approval-required automated.

e Decision tiers defined: autonomous vs.

e Audit trail complete, but not easily queryable

"We have policies documented. We log everything. But if an auditor asked us to prove
compliance, we'd have to do a lot of manual digging through logs."
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+ +
B TIER 3 — OPERATIONALIZED  32% of companies wisK: Low
CHARACTERISTICS o o

4-8% 15-30%
e Governance framework automated Error rate Revenue impact
and enforced
o« Mapped to NIST Al RMF, ISO 42001, EU Al Act Profile: Series B/C+, dedicated governance
_ o ) owner, ops team with ops engineering.
* High-stakes decisions blocked until Governance isn't optional — it's built into the
human approves system.
e Audit trail fully queryable,
exportable, defensible
o Kill switches trigger automatically if error
rates spike
"An auditor asked us about our Al governance. We gave them a 15-minute walkthrough.
They asked two follow-ups. We had the answers in the logs. Done. No compliance anxiety."
+ +

B TIER 4 — COMPOUNDING | e companis
CHARACTERISTICS 2 40/ 25 400/
- o - (@)

e Governance embedded in culture, not .
Error rate Revenue impact

just systems
Profile: Series C+, Al governance as core
competency. Agents genuinely autonomous

Continuous loops: decisions = outcomes

- retraining . .
for most decisions; pattern recognition

Monthly reviews with full stakeholder buy-in becomes a revenue driver.

Ready for regulatory changes within weeks

"Our agents are making decisions better than our VP Sales would. Governance isn't a
constraint — it's how we compete."
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BENCHMARK FINDINGS, BY THE NUMBERS

Tier1 B Tier2 B Tier3 W rier s

TIME TO DEPLOY (WEEKS) FEEL READY FOR EXTERNAL AUDIT

. 6-8 Tl 12%

T B 10-12 " I 1%
T O 12-16 o I
A . o v I

Tier 3+ take longer upfront but compress months
of headache into weeks. Tier 1 companies
redeploy 3-4x due to failures.

Audit readiness is the sharpest divide in the
dataset — it jumps from 31% to 89% at the Tier 2
-> Tier 3 boundary.

ERROR-RATE TRAJECTORY — FIRST 90 DAYS

18%

13%

9%

T2-6.5%
T3-55%
4%
T4-3%
0
Day1 Day 30 Day 90

All tiers start near 16-18%. Tier 3+ benefit from closed feedback loops and keep falling; Tier 1 plateaus because
failures aren't systematically learned from.
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REVENUE IMPACT — 12-MONTH WINDOW (RANGE, 0-40%)
Tier1 2-5%
Tier 2 ] 8-15%
Revenue impact scales with governance maturity — not deployment speed. Tier 4's compounding loops roughly 8x
the return of Tier 1.

+
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THE HIGH-PERFORMER PROFILE

Five things Tier 3 & 4 companies do differently — each paired with the action that
closes the gap.

01 Executive Alignment on Al Risk

94% of Tier 3+ companies have CEOQ/CFO explicitly signed off on the Al risk profile — versus
just 18% of Tier 1.

ACTION - Get CFO + CEO in a room: here's how we govern Al, here's the risk, here's the upside.

02 A Dedicated Governance Owner

Tier 3+ companies have one person owning governance. In Tier 1-2, governance is "someone's
job in addition to their actual job."

ACTION = Assign ownership. Make operationalizing governance someone's explicit OKR.

03 Clear Decision Tiers

TIER EXAMPLES GOVERNANCE

Autonomous Scoring leads, flagging stale deals Logged, asynchronous review
Approval-required Changing forecast, terminating a deal Real-time approval gate
Human-only Firing a rep, strategic pricing changes No autonomy

ACTION - Define tiers explicitly. Tier 1 companies have none — everything is "hope it works."

04 Monthly Governance Reviews

Tier 3+ companies run a monthly check-in on error rates, escalations, and feedback-loop
quality. Tier 1 companies only review governance when something breaks.

ACTION - Put a recurring 60-minute governance review on the calendar this month.
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05 Transparent Reasoning in Agent Decisions
Every Tier 3+ agent decision comes with a decision tree — why did it decide that? In Tier 1, the
agent says "deal at risk" and nobody knows why.

ACTION - Require every autonomous decision to log its reasoning path.
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SELF-ASSESSMENT TOOL

Score yourself on these 15 questions. Count your "Yes" responses, then find your
tier below.

. Do you have a written governance framework
for your agentic Al systems?

. Are your governance policies automatically
enforced by your tech stack?

. Do you have an audit trail that captures every
Al decision?

. Can you export your audit trail for
external auditors?

. Have you mapped your governance to NIST
Al RMF?

. Have you mapped your governance to
ISO 420017

. Do you have a documented person/role
responsible for governance?

10.

11.

12.

13.

14.

15.

. Do you have clear decision tiers (autonomous

vs. approval-required)?

. Does your governance framework define kill-

switch criteria?
Do you conduct monthly governance reviews?

Do your Al decisions include reasoning /
decision trees?

Have you conducted a governance audit in the
last 6 months?

Do your agents have escalation protocols for
novel scenarios?

Are you capturing feedback loops (predictions
vs. outcomes)?

Has your CEO/CFO explicitly signed off on your
Al risk profile?

0-4 YES W 5-9 YES M 1013 YES W 14-15 YES
Tier 1 Tier 2 Tier 3 Tier 4
Ad-Hoc Documented Operationalized Compounding
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YOUR 90-DAY ROADMAP

TIERT = TIER2
+

WEEKS 1-2

Documentation
Sprint

Document current
governance, define
decision tiers, set an
audit-logging
requirement.

+

TIER TIER
9

2 3
+

WEEKS 1-2

Framework
Mapping

Map governance to
NIST Al RMF and ISO
420071; identify the
gaps.

-t

4

Outcome: automated enforcement, audit-ready - error 10-12% - 4-7% -

- 89%

++

-k

Outcome: written framework, basic enforcement - error rate 15% - 8-12%

WEEKS 3-4

Basic Enforcement

Implement audit
logging and a simple
approval gate for
high-stakes
decisions.

WEEKS 3-4

Automation
Roadmap

Identify automatable
steps, choose
tooling, plan tech-
stack integration.

STATE OF Al GOVERNANCE IN B2B SAAS 2026
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4k

++

-k

WEEKS 5-6

Review Process

Schedule monthly
reviews, assign a
point person, track
error rates and
escalations.

WEEKS 5-6

Pilot Automation

Automate one step
(approval gates),
test on one agent,
measure trail quality.

4o

-k

++

4o

+
WEEKS 7-8

Board
Communication
Create a governance
1-pager, document

risk profile, get
CFO/CEOQO buy-in.

readiness 31%

WEEKS 7-8

Full Rollout

Automate remaining
steps across all
agents; create
queryable audit
reports.

SOPHIZO - BENCHMARK REPORT



TlER N TlER Outcome: governance automatic & cultural - error 6% - 2-4% - impact compounds 15%
- 25%+
3 4 ’

+ + + + + + + +
WEEKS 1-2 WEEKS 3-4 WEEKS 5-6 WEEKS 7-8
Feedback Loop Continuous Culture Shift Scale & Optimize
Design Improvement Reframe governance Deploy new agents
Map decision - Monthly as advantage; share with confidence;
outcome = performance review: wins; celebrate rigor. expand domains;
feedback; design error trends, publish your
data capture for escalation patterns, approach.
retraining. new signals.

+ + + + + + + +
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COMMON GOVERNANCE FRAMEWORKS

_+_

U.S. EMPHASIS
NIST Al RMF

Govern — policies &
accountability

Map — understand your Al
system

Measure — performance
against risks

Manage — implement risk
mitigation

Sophizo: we operationalize
the Govern + Manage
stages.

+ +

GLOBAL STANDARD
1S0 42001

Information-security
management for Al

Requirements for Al risk
management

Governance at the
organizational level

Sophizo: we map ISO
42001 to revenue
operations specifically.

+ +

IF YOU SELL INTO EUROPE
EU Al Act

Classification of Al
systems by risk level

Requirements for high-risk
Al (autonomous agents)

Documentation & audit-
trail requirements

Sophizo: we classify your
systems and implement
required governance.



NEXT STEPS

+

4 -

TIER1T > TIER 2

7-Question Architecture Audit

Five minutes. You'll know exactly what to document first.

TIER 2 > TIER 3

Diagnostic Sprint - $2.500 - 2 weeks

We map your current state, audit against frameworks, and hand you
a roadmap.

TIER 3 > TIER 4

Fractional Al Officer Consultation - 1hour - free

We assess your setup and recommend the highest-leverage next moves.

Take the free audit =

Start the sprint >

Book a call =

4o



IN CLOSING

Governance isn't
a box to check.

It's the foundation that lets you scale
autonomous Al from a risky experiment
to a competitive advantage. The
companies winning with agentic Al in
2026 aren't the ones deploying fastest
— they're the ones with the strongest
governance architecture.

Where are you today? Where do you want to be in
90 days?
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