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Editorial

Turning AI governance into business advantage.

The EU AI Act marks a new stage for artificial intelligence: one where innovation, trust and 
accountability must scale together.

Artificial intelligence has moved beyond the lab. It is now part of business operations, cus-
tomer experiences, product development and decision-making processes. As adoption 
grows, companies operating in Europe will need to comply with the EU AI Act, which intro-
duces new requirements around AI ethics, governance and risk management.

But seeing the Act only as another regulatory obligation would be a missed opportunity.

Well-governed AI can become a source of business value. When ethics and governance 
are treated as a living system — connecting strategy, technology, data and risk — organi-
zations can innovate faster, reduce uncertainty and build trust with customers, employees 
and partners.

This shift requires companies to understand where AI is being used, what risks it creates, 
how decisions are made and who is accountable for their impact. Governance is no longer 
a checklist. It is becoming a core capability for scaling AI responsibly.

At Thinkia, we believe the next competitive advantage will not come from experimenting 
more, but from building the foundations that allow intelligence to scale safely and effec-
tively.

This whitepaper explores how organizations can move beyond compliance and use AI 
governance as a practical framework for stronger, safer and more competitive business.

Aaron Ranson
Chief Artificial Intelligence Officer · Thinkia · Madrid, May 2026
https://www.linkedin.com/in/aaronranson/

Beyond compliance.
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401.  AI has left the lab.
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As the adoption of artificial intelligence 
(AI) moves beyond the lab stage, compa-
nies operating in Europe will be required to 
comply with the EU AI Act, which mandates 
AI governance and ethics measures.

If you view the Act as merely another set of 
regulations, however, you will miss a major 
business opportunity.

Ethical, well-governed use of AI can have 
a positive impact on your business opera-
tions and competitive advantage.

By treating AI ethics and governance as a 
living system that connects strategy, tech-
nology, and risk, your organization can in-
novate faster and achieve growth powered 
by trust and transparency.

This paper explores the issue. It discusses 
the value of taking the Act seriously and 
offers practical guidance on getting start-
ed with AI ethics and governance to drive 
business advantage.

AI has left the lab.

Highlights of the EU AI Act
The EU AI Act is the world’s first comprehensive, risk-based legal framework regulating AI in the EU.

Key elements of the Act include:

•	 Bans on prohibited AI Systems, e.g., social scoring and real-time remote biometric identifica-
tion in public spaces.

•	 Strict regulations over high-risk AI systems, e.g., those affecting critical infrastructure. 

•	 General-Purpose AI (GPAI) Rules, e.g., requiring transparency for AI models that pose systemic 
risks.

•	 Transparency requirements for chatbots, deepfakes, and AI-generated content.

•	 The mandate to establish an AI Office to supervise AI, in tandem with national  authorities.



5

It’s not exactly news that AI adoption is 
widespread and growing. Although still in 
the pilot stage in many enterprises, AI has 
clearly moved beyond the laboratory and 
entered mainstream business workflows.

Source: McKinsey. 

of companies plan to increase 
their investments in AI in the 
next three years.

92 %
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Understanding the EU 
AI Act from an operational 
perspective.

602.  Understanding the EU AI Act.

It is tempting to view the EU AI Act as 
just another compliance mandate, a go-
through-the-motions exercise that can 
be relegated to the compliance team and 
ignored until audit time. 

That would be an error in judgment. The Act 
portends a structural shift in how AI systems 
are designed, deployed, and governed. It is 

meant to catalyze the professionalization of 
AI use across the organization, represent-
ing a clear divide between AI experimen-
tation and AI operating at scale. As a result, 
the Act bears directly on numerous areas of 
business operations. 

For instance:

Customer experience
Where AI governance can help 

improve customer experience while 
simultaneously bolstering trust and 
confidence through transparency.

HR and talent management
Where AI governance is critical for 

achieving the technology’s poten-
tial, e.g., for improved efficiency 
that doesn’t violate employees’ 
privacy or fails to follow other EU 

employment regulations.

Technology procurement
Where a lack of governance in the 

procurement process can insert 
insecure or unethical uses of AI into 

business operations.

Product development
Where deficient governance can 
lead to violations of privacy and 

accidental sharing of proprietary 
data.

A I  E T H I C S  &  G O V E R N A N C E  ·  W H I T E P A P E R
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Decission

Operational decisions and associated 
risks related to AI ethics and governance

Customer 
experience

Technology 
procurement

HR and talent man-
agement

Product 
development

Potential impact if not addressed.

Should we allow AI agents to handle 
customer service without human over-
sight? 

Could lead to brand damage through AI 
errors, legal liability, and loss of custom-
er trust.

Should we buy off-the-shelf AI that we 
can’t verify or should we develop our 
own systems with full transparency? 

Risk of acquiring systems that don’t 
meet compliance standards.

Can AI governance be critical for achiev-
ing fair technology outcomes (e.g. bias, 
resource allocation)?

 May result in discriminatory outcomes, 
legal exposure, and reputational dam-
age.

Should we incorporate AI-driven fea-
tures into our product without proper 
risk assessment? 

Could result in launching non-compli-
ant products requiring costly recalls or 
modifications.
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AI governance: 
Beyond committees 
and box-checking .
What is AI governance? 

Frameworks aside, the purpose of AI governance is to ensure that an organization’s use of 
AI is as ethical and risk-free as possible. Getting there means operationalizing a connect-
ed set of principles and practices. Shown in the figure below, they are accountability for 
stakeholders, human oversight, risk management, regulatory compliance, transparency 
about the use of AI models, the definition and application of ethical principles governing 
AI use, and data governance and security.

8
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03.  AI governance: Beyond committees and box-checking.

Data 
governance

Risk 
Management

Ethical 
Principles

Compilance

Transparency

Acountability

Data 
Security

Oversight

AI 
GOVERNANCE



Operational decisions 
and associated risks 
related to AI ethics and 
governance.
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03.  AI governance: Beyond committees and box-checking.

AI governance connects with 
operations and strategic deci-
sion-making. Consider the impact 
of Article 50 of the Act, which 
says, “Deployers of an emotion 
recognition system or a biometric 
categorisation system shall in-
form the natural persons exposed 
thereto of the operation of the 
system.” 

If you take the “it’s just compli-
ance” approach to this rule, you’ll 
put a warning sticker on any bio-
metric devices and call it a day. 
It would be better to look at this 
governance requirement from 
multiple perspectives. These 
might include risk management, 
e.g., reducing the risk of lawsuits 
from individuals who claim they 
didn’t know their biometric data 
was being captured by AI soft-
ware. Embracing the rule also 
creates an opportunity to build 

customer trust by affirming that 
your organization takes their 
digital privacy seriously. Such 
steps enable you to turn a brand 
promise like “We’re an AI forward 
company” into a tangible reality 
that positively affects customer 
experience.

Article 50 is just one rule among 
many in the Act. To realize coher-
ent, consistent AI governance, 
you will have to make governance, 
ethics, technology, and people 
work together in a single model. 
This might involve the use of spe-
cialized tools, but the principles 
come first. In this case, the single 
model would look at the Article 
50 requirement as a matter of 
technology implementation that is 
subject to compliance workflows 
concerning ethics and gover-
nance.
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Thinkia operationalizes the precepts of AI governance with its AI Governance Model and 
Thinkia AI Compass Framework.  The Thinkia AI Compass Framework is a comprehensive 
governance model designed to help organizations implement and scale AI in a strategic, 
secure, and profitable way. It comprises three core pillars:

The Thinkia AI Compass.

10
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04.  The Thinkia AI Compass Framework.

Align.
Align AI with business value

I

Turn intelligence into mea-
surable and sustainable 
outcomes.

Build.
II

Build digital trust

Ensure AI is used ethically, 
securely, and responsibly to 
strengthen the brand.

Accelerate.
III

Accelerate safe innovation

Provide a clear framework 
that lets teams experiment 
and scale AI without unnec-
essary risks.
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04.  The Thinkia AI Compass Framework.

The Compass in detail. 

S T R A T E G I C Business Value
Ensuring every AI initiative 
is directly aligned with the 
company’s North Star.

O P E R A T I O N A L Cost Management & Sustainability
Optimizing the consumption 
of all resources used in AI 
initiatives.

T E C H N I C A L 
C O N T R O L Technology & Data Governance

Keeping data accessible 
and secure across the entire 
AI lifecycle.

T E C H N I C A L 
C O N T R O L Ethics, Risk & Transparency

Integrating the principles 
of trustworthy AI into every 
algorithm and process.

O P E R A T I O N A L Culture & Training
Amplifying human intelli-
gence , equipping teams to 
use AI safely at scale.

Five elements working as a unified system to deliver 
business value and strategic alignment.
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Three foundations
of applied ethics.

1205.  Applied ethics — from discourse to practice.
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Transparency.
0 1

Making sure that all relevant stakeholders and users can 
see what the AI is doing, avoiding “black box” scenarios 
that pose unknown and potentially serious hidden risks.  

Explainability.
0 2

Showing how the AI does what it does, so stakeholders 
will understand processes that could affect privacy, legal 
liability, and so forth.

Fairness.
0 3

Ensuring that AI is not embodying bias that affects stake-
holder groups, e.g., racial discrimination in lending prac-
tices based on biased AI training models.

What does “ethical AI” really mean in day-to-day operations? How do you take a theoreti-
cal concept like AI ethics from the realm of TED Talks and WIRED articles into the workings 
of a busy corporation? Getting to a solution first requires understanding the foundational 
concepts of AI ethics, which include transparency, explainability, and fairness. 
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While the issues can quickly get complicat-
ed, the basic idea is simple. As with other 
areas of business ethics, the “would you tell 
your mother about what you’re doing?” test 
is a useful reference point. For example, if 
you’re facing an ethical dilemma about us-
ing an AI agent to automate a process with-
out human oversight, does it feel like the 
right thing to do? What would your mother 
say? Alternatively, what if it were more effi-
cient to forego explainability and deploy AI 
tools that are opaque in their functionality? 
Or, can you maintain control over bias and 
data integrity even as you scale AI? 

In each case, if you lack a coherent and 
practical AI governance framework, it will 
be easier to avoid the delays and extra work 
involved in doing the right thing. 

However, you are almost certainly going to 
pay a price later when you have to redo the 
project to meet governance guidelines like 
the ones mandated by the EU AI Act. 

From this perspective, you start to see that 
there are advantages to embedding ethics 
into AI by design. This enables you to iter-
ate better because ethical considerations 
will not slow down the pace of innovation. 
You can scale AI more rapidly because you 
don’t have to stop to work through the 
ethical considerations involved in building 
a bigger version of the AI solution. At the 
same time, failure, as in “fail fast,” becomes 
less costly to handle because you don’t 
have to reinvent the AI ethics aspects of an 
idea every time you start over again.
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AESIA
Agencia Española de Supervisión de Inteligencia Artificial

To realize these objectives, AESIA has established its distinctive AI Sandbox, 
a controlled environment that enables entities to test AI systems under real 
conditions before their market launches. The advantage of this approach is 
that it allows stakeholders to model AI system characteristics and operational 
outcomes without affecting anyone in the real world. They can mitigate risks 
before they cause damage. 

The Sandbox started with a select group of corporations, but it is open to 
companies and public sector entities of all sizes. Its goal is to support the 
Spanish AI ecosystem, promote competitiveness, and reduce the regulatory 
burden, especially for smaller businesses and early-stage ventures.

Spain is in the vanguard of AI governance, ethics, and compliance. The country’s Agencia 
Española de Supervisión de Inteligencia Artificial (AESIA), the Spanish Agency for AI Su-
pervision, serves as the public body in charge of guaranteeing the ethical and safe use of 
artificial intelligence in Spain. AESIA’s mission is to ensure that public and private entities 
comply with current regulations, protect privacy, and provide equal treatment and funda-
mental rights. 

Companies operating in the Sandbox do not just comply more quickly than those outside 
the Sandbox. They learn earlier, gaining the strategic advantage of regulatory anticipation. 
Understanding regulatory parameters for an AI solution in advance of launch saves a great 
deal of time and trouble later on. With the Sandbox, it becomes possible to improve sys-
tems before mass deployment. Ultimately, the Sandbox process helps companies build 
their reputations and credibility for ethical, well-governed, and compliant AI across Europe. 

06

How Spain is setting 
an example as a 
European AI laboratory .
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Compliance as a source of 
competitive advantage .
Complying with the EU AI Act can be a 
source of competitive advantage, rather 
than an administrative burden. Assuming 
that you have processes and tools in place 
to streamline compliance, you will reap the 
benefits of faster time-to-market. You’ll 
spend fewer cycles correcting AI ethics 
and governance deficiencies that send you 
back to the dev and test cycle. 

With EU AI Act compliance, trust becomes 
a business asset. By affirming that you take 

care with customers’ data, you establish a 
foundation of trust that strengthens rela-
tionships and leads to growth. 

Compliance translates into readiness for 
audits and AI governance requirements 
from partners and international markets. 
Governance then emerges as a barrier to 
entry. Less mature competitors will have 
trouble keeping up.

A I  E T H I C S  &  G O V E R N A N C E  ·  W H I T E P A P E R

07.  Compliance as a source of competitive advantage.

Automotive
Manufacturers turn com-
pliance with government 
safety mandates into brand 
differentiators.

Aviation
Aircraft makers and airlines 
make safety regulations 
into a foundation of con-
sumer trust.

Financial Services
Financial institutions build 
customer trust by com-
plying with regulations and 
industry frameworks.

Other industries that use compliance as a source of advantage:
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08.  Realizing AI governance & Conclusion.

Understand where AI is being used
This critical process of discovery should reveal how your organization is using AI. It pays to 
be exhaustive, for example, by reviewing packaged software for new AI features that are 
sometimes overlooked.North Star.

01

Assess real (not theoretical) risks
Take a “heat map” approach and identify AI-related risks that could have a tangible nega-
tive impact on the business. Those deserve priority for mitigation through AI governance.02

Design proportional governance
Start with a realistic set of governance measures that you can achieve in an initial peri-
od, such as the first year of the program. Controls, policies, and procedures should be 
proportional to risk and scoped to fit the organization’s resources, i.e., not devising a 
program that assumes the availability of people and external consultants you don’t have.

03

Prepare the organization
People are essential for implementing effective AI governance and complying with the 
Act. Stakeholders need to understand their roles in the governance and compliance pro-
cesses and have the opportunity to comment on what’s expected of them.

04

Implement, audit, and improve
Implementing AI governance, ethics, and compliance is an iterative process. It pays to 
conduct periodic audits and assessments and improve governance policies and pro-
cesses based on key performance indicators (KPIs) such as the percentage of AI ethics 
issues resolved. 

05

08

The process of realizing AI governance comes with its share of challenges. Success is 
possible, however, if you take an incremental approach that follows a proven set of steps. 
Based on our experience working with clients in this area, we recommend adopting a stra-
tegic roadmap comprising the following stages:

Realizing AI governance .
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08.  Realizing AI governance & Conclusion.

Conclusion .
AI is here. If your organization is like 
most, you will be using an increasingly 
large portfolio of AI tools and solu-
tions, even if you are not aware of it. If 
you do business in the EU, your organi-
zation must comply with the EU AI Act, 
which mandates AI ethics and gover-
nance policies and procedures. 

The Act may seem like yet another 
compliance burden, but if you can get 
past a box-checking mindset, you will 
see that compliance brings a number 
of operational and strategic benefits. 
These include the ability to innovate 

more rapidly while bolstering trust with 
customers and employees. Compli-
ance also reduces risk exposure relat-
ed to privacy laws and cybersecurity 
threats. 

Achieving meaningful compliance 
requires taking an incremental, peo-
ple-centric approach that leverages 
tools like the Thinkia Compass Frame-
work. As these factors come togeth-
er, it becomes possible to advance 
in your use of AI, stay compliant, and 
reap the strategic benefits of ethical, 
governed AI. 




