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Executive Summary

For eighteen months, the dominant message to boards about artificial intelligence was a countdown. A
specific European deadline — August 2, 2026 — was treated as the moment high-risk Al obligations would
arrive, and much of the market organized its urgency around it.

That deadline moved. In July 2026 the European Union's Digital Omnibus on Al entered into force and
deferred the high-risk obligations of the Al Act to December 2027 and August 2028." But the obligations that
were already live did not move: general-purpose Al model duties took effect in August 2025, and
transparency obligations arrive on the original 2026 schedule.? In the United States, a five-state patchwork
became enforceable in January 2026 even as a federal executive order launched an effort to preempt it.> And
the international standards that make Al governance auditable — ISO/IEC 42001, 42005, and 42006 — all
reached published status by mid-2025.*

The net effect is not less obligation. It is more runway, a more complex map, and a decisive shift in where
accountability now sits: with the board and the executive team, who are increasingly expected to
demonstrate oversight rather than assert it.

This paper maps the 2026 landscape as it actually stands, corrects the deadlines most organizations still cite
incorrectly, and sets out what leadership should do in the next ninety days. The single most important
recommendation is unchanged by any regulatory shift: you cannot govern, certify, or defend what you
have not first made visible. Begin with an inventory of every Al use in the organization, its owner, and what
it can reach.

1. The Deadline That Moved

Most Al-governance urgency in 2025 was built around a date. Executives were told that August 2, 2026 was
when the EU Al Act's high-risk rules would bind, and roadmaps were reverse-engineered from it.

That framing is now wrong, and the organizations still repeating it are signaling that their information is a year
stale. The high-risk timeline changed in mid-2026. But — and this is the part that gets lost — the change did
not reduce the total obligation. It redistributed it across a longer horizon and left several duties fully in force
today.

This matters for a practical reason. When a deadline appears to slip, the reflexive organizational response is
to slow down. That is precisely the wrong conclusion. The obligations that remain live in 2026 are the ones
most enterprises are least prepared for, and the extended high-risk horizon is build-time, not wait-time. An
organization that treats 2027 as "later” will arrive at it with the same blind spots it has now.

KEY POINT: The correct reading of 2026 is not "the pressure eased." It is "the map got more complex,
and the burden of proof shifted to leadership."



2. The European Reframe: Deferred, Not Diminished

The instrument that changed the timeline is the Digital Omnibus on Al, a simplification package the
European Commission proposed in November 2025. It reached political agreement in May 2026 and entered
into force on July 27, 2026, days before the deadline it was amending.*

Its central effect was to defer the Al Act's high-risk obligations. Stand-alone high-risk systems listed in Annex
[l — the category covering Al used in employment, credit, insurance, education, essential services and
similar consequential decisions — now apply from December 2, 2027. High-risk Al embedded in regulated
products under Annex | applies from August 2, 2028.* The Omnibus also softened the Al-literacy duty,
restored proportionate registration for lower-risk systems, and extended relief for smaller organizations.*

What did not move is as important as what did:

* General-purpose Al (GPAI) model obligations have applied since August 2, 2025. Providers of the
foundation models most enterprises build on are already fully within scope; pre-existing models have
until August 2027 to reach full compliance.?

* Article 5 prohibited practices and Al-literacy duties have applied since February 2, 2025.”

« Article 50 transparency obligations — disclosing when a person is interacting with Al, and labeling
Al-generated content — apply from August 2, 2026, with a short grace period to December 2, 2026
for machine-readable marking of content already on the market.?

KEY STAT: The high-risk deadline moved out by roughly 16—24 months. The transparency and general-
purpose-Al obligations did not move at all.

For most enterprises the immediate exposure is not the exotic high-risk classification — it is Article 50. Any
organization deploying a customer-facing chatbot, a generative drafting tool, or synthetic media is a deployer
with live transparency duties in 2026. The high-risk work, meanwhile, has a real but finite runway that
rewards organizations who use it to build rather than wait.

3. The United States: A Patchwork With a Federal Fight Overhead

While Europe consolidated its rules into one instrument, the United States moved in the opposite direction:
toward a state-by-state patchwork, now overlaid by a federal effort to override it.

As of January 2026, a cluster of state laws became enforceable. California’'s AB 2013 requires generative-Al
developers to publish training-data documentation, and its SB 53 — the first frontier-model transparency law,
signed September 29, 2025 — imposes publication and reporting duties on the largest model developers.®
Texas's Responsible Al Governance Act (HB 149), signed June 22, 2025, took effect January 1, 2026 with
an intent-based prohibited-use framework and a strong focus on government use; it is enforced solely by the
state attorney general and preempts local Al ordinances.® lllinois's HB 3773 amended the state Human



Rights Act to restrict discriminatory Al in employment decisions, effective the same day.’” Utah's Al disclosure
law, amended in 2025, and New York City's Local Law 144 bias-audit requirement for automated
employment tools both remain in force.®

The most instructive story is Colorado. Its pioneering Al Act (SB 24-205) was, over the course of a year,
delayed and then repealed and replaced by SB 26-189, sighed May 14, 2026 and now effective January 1,
2027. The replacement abandons the original European-style duty-of-care and mandatory impact-
assessment model in favor of a lighter disclosure-and-recourse regime.'® Any organization still planning
against Colorado's original February 2026 date — or its original obligations — is planning against a law that
no longer exists.

Overhead sits a federal countercurrent. In December 2025 the President signed an executive order directing
the Department of Justice to establish an Al Litigation Task Force to challenge state Al laws, after an earlier
attempt to impose a ten-year federal moratorium on state Al regulation was removed from legislation by the
Senate.™ No federal statute preempts state law today. The practical result for enterprises is the least

comfortable of all outcomes: the state laws are enforceable now, and the ground beneath them is contested
and litigation-bound.

Jurisdiction Effective Primary reach

California AB 2013 Jan 1, 2026 Gen-Al training-data transparency
California SB 53 (TFAIA) Jan 1, 2026 Frontier-model transparency & reporting
Texas TRAIGA (HB 149) Jan 1, 2026 Intent-based prohibited uses; gov't use
lllinois HB 3773 Jan 1, 2026 Al in employment (anti-discrimination)
Utah Al Policy Act (amended) In force Generative-Al disclosure

New York City Local Law 144 In force (2023) Bias audits for hiring tools

Colorado SB 26-189 (replaces Al Act) Jan 1, 2027 Disclosure & consumer recourse
Federal EO 14365 Dec 11, 2025 DOJ task force to challenge state laws

KEY POINT: There is no single US answer to "are we compliant?" There is only a jurisdiction-by-
jurisdiction answer — and it changes.



4. The Standards Are Now Real

Underneath the regulatory noise, something quieter and more durable happened: the international standards
for Al governance completed a usable set. Regulations tell an organization that it must govern Al. Standards
tell it how, in language auditors and boards recognize.

Three matter, and by mid-2025 all three were published:

* ISO/IEC 42001:2023 is the certifiable Al management system standard — effectively the ISO 27001 of
artificial intelligence. It defines the management system an organization builds, operates, and can be
certified against.*?

* ISO/IEC 42005:2025, published May 28, 2025, provides the method for Al system impact assessment
across the lifecycle. It is guidance rather than a certifiable standard, and it operationalizes the impact-
assessment expectations appearing in both EU and US regimes.**

* ISO/IEC 42006:2025, published July 7, 2025, sets the requirements for the bodies that audit and

certify Al management systems.*

The third of these is the one most organizations overlook, and it is the one that changed the market. Until
certification bodies could themselves be accredited to a defined standard, "42001 certification" was a claim of
uncertain weight. With 42006 published, accredited certification became credible and repeatable. The
practical translation is simple: 42001 is the management system you build; 42005 is how you assess
impact; 42006 is why the certificate you earn is worth something.

KEY STAT: For the first time, in 2026, an enterprise can pursue Al management-system certification
through an accredited path — a market that did not meaningfully exist a year earlier.

ISOIIEC 42001 ISOIIEC 42005 ISOIIEC 42006

CERTIFY IMPACT-ASSESS ACCREDIT

The Al management system you The method for assessing each Al Why the certificate you earn is

build and are certified against. system's impact across its lifecycle. credible — the standard certifiers
are held to.

In the United States, the NIST Al Risk Management Framework and its Generative Al Profile remain the
reference vocabulary, and — as the next section shows — its "Govern" function is increasingly cited as the

map for board-level oversight.™



5. The New Frontier: Agentic Al

Every framework above was written primarily for Al that generates outputs — text, predictions, classifications.
The fastest-moving risk in 2026 is Al that takes actions: agents that create transactions, move data between
systems, call APIs, and operate across an enterprise estate with delegated authority.

This is a genuine governance gap, and the field knows it. Through 2025 and 2026, industry bodies including
OWASP and Singapore's regulator (IMDA) published agent-specific guidance, and NIST began work on
agent identity and authorization.*® The through-line across all of it is that autonomous agents are, today,
typically deployed as generic service accounts — with no dedicated identity, no scoped authority, and no
accountable trail of which agent acted on whose behalf. Industry analysts have projected that a large share
of agentic Al projects will be cancelled before 2028, with weak governance and risk controls a leading,
preventable cause.

A recognizable control canon is converging, and it maps directly onto disciplines regulated enterprises
already know from identity and security engineering:

* Agent identity — every agent uniquely identified, not sharing a human's or a service credential.

« Scoped authorization — least-privilege access bounded to a defined task, with hard limits (spend
caps, approval thresholds).

« Human oversight checkpoints — required for consequential actions, echoing the EU Al Act's human-
oversight duty.

* Immutable logging — a reconstructable record of what each agent did, when, and under whose
authority.

* Behavioral monitoring and tool-supply-chain security — detecting drift and controlling what the
agent can reach.

KEY POINT: An Al inventory that stops at models and chatbots is already incomplete. The action layer
— the agents — is where the largest 2026 exposure now lives.

The organizations that will govern agents well are not the ones with the newest policy document. They are
the ones that already know how to give a non-human actor a scoped identity and an audit trail — which is an
infrastructure and security competency, not a legal one.

6. The Board's New Duty

The most consequential shift of 2026 is not in any single regulation. It is in where accountability has landed.

Across corporate-governance scholarship and the boardroom press, a consistent thesis emerged through
2026: Al oversight is a fiduciary duty.’’ The reasoning does not rest on a new Al-specific law. It applies
existing director-oversight doctrine — the Caremark line of Delaware decisions holding that directors must
make a good-faith effort to implement and monitor an information-and-reporting system for mission-critical



risks — to artificial intelligence. Commentary from Harvard, Oxford, Columbia, and the National Association
of Corporate Directors has converged on the same point: Al does not change the oversight standard, it
changes the evidentiary terrain on which boards will be judged.

Two clarifications keep this honest. First, there has been no landmark court decision or marquee
enforcement action punishing a board specifically for Al oversight failure — anyone claiming otherwise is
overstating the record. Second, that absence is not reassurance. Delaware's recent treatment of
cybersecurity as a "mission-critical” risk shows the direction of travel, and the doctrinal groundwork for Al is
now unmistakably laid.

The practical instruction is to build the record before it is demanded. The NIST Al RMF's "Govern" function
maps almost line-for-line onto what a court would recognize as a good-faith oversight system: defined
accountability, documented risk decisions, and a reporting cadence to the board.™

KEY POINT: The cheapest form of directors-and-officers insurance available in 2026 is a documented,
board-level Al oversight system — built before a regulator, plaintiff, or auditor asks to see it.

7. What To Do in the Next 90 Days

The 2026 map is more complex than the countdown it replaced, but the response is not. Regardless of
jurisdiction, framework, or the pace of the agent buildout, the sequence is the same — and it is impossible to
skip the first step.

Discover — know what you have (weeks 1-3). Produce a single register of every Al use across the
organization: each system and feature, a named owner, what data it can reach, whether it makes or
influences decisions about people, and whether any of it was switched on by a vendor without approval. This
is the one artifact that everything else depends on. An impact assessment, a compliance map, a certification
scope, and a board report are all impossible without it.

Govern — decide what governs it (weeks 4-8). For each use, establish accountability, size the impact
against ISO/IEC 42005, and apply the controls the risk actually requires — including agent identity and
logging where actions, not just outputs, are involved. This is the substance that certification later examines
and that a board oversight report later documents.

Prove — make it defensible (weeks 9-12 and beyond). Turn the governance into evidence: the reporting
system the board needs, the impact records regulators expect, and, where warranted, the management
system that ISO/IEC 42001 certifies through the newly accredited path.



Discover Govern Prove

Weeks 1-3 Weeks 4-8 Weeks 9-12+

One register of every Al use, - Accountability, impact - Board reporting, impact

its owner, and what it can assessment, and the controls records, and 42001

reach. each risk requires. certification where warranted.

None of this requires waiting for the litigation over federal preemption to resolve, or for the 2027 European
deadline to approach. Every step produces value the day it is done, and the first step produces the visibility
without which none of the rest is possible.

Next Steps

The regulatory calendar shifted in 2026, but the burden of proof moved toward leadership — and proof
begins with visibility. The organizations that will navigate the next two years well are the ones that can
answer, today and by name, what Al they are running and who owns it.

Renzo CS begins every engagement with an Al Use Inventory: a complete register of your Al
environment, its owners, and its exposure, delivered in two to three weeks. It is the scope baseline for
governance, for ISO/IEC 42001, and for a board oversight report — and it is the fastest way to replace
assumptions with evidence.

Book a conversation about your Al environment: renzocs.com/contact — or schedule directly at
calendly.com/renzocs/30min.

Led by Ramon J. Matos, CISSP and ISO/IEC 42001 Lead Implementer, with three decades architecting
security and infrastructure for regulated enterprises. Renzo CS — Al Governance & Fractional Executive
Leadership.
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