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PROFESSIONAL SERVICES SECTOR BRIEF

Data Security 
and Compliance 
Risk: 2026 
Forecast Report

The Governance 
Gold Standard With 
a Measurement Gap: 
Why Professional 
Services’ Framework 
Leadership Masks 
Operational Blind Spots

Five Gap-Driven Predictions and 
Strategic Recommendations

Five Predictions for Professional Services in 2026

Executive Summary
Professional Services organizations enter 2026 as the undisputed leaders in AI governance—setting the standard 
that other industries aspire to reach. The sector dominates global benchmarks by extraordinary margins: 80% 
ethical AI guidelines adoption (29 points above global), 73% audit trail implementation (33 points above global), 
67% centralized data gateway deployment (24 points above global), and 80% board-level AI governance attention 
(34 points above global). When industries seek AI governance best practices, they look to Professional Services.

But leadership in frameworks doesn’t guarantee leadership in outcomes. The data reveals a specific structural 
gap: Professional Services has built world-class governance architecture but under-invested in the operational 
metrics to know whether that architecture is working. Security KPIs at board level sit at just 7%—17 points below 
global average. Cyber insurance attention lags at 13%. The sector that advises others on governance hasn’t 
applied the same measurement rigor to its own AI operations.

This sector analysis draws from a survey of 225 security, IT, compliance, and risk leaders globally, with 15 
respondents representing professional services organizations. The findings reveal a sector that leads on 
governance design but trails on governance measurement—a gap with significant implications for both internal 
operations and the advice Professional Services provides to clients across every industry.

Governance 
frameworks will 
prove difficult to 
validate without 
operational metrics

Cyber risk 
quantification gaps 
will leave firms 
unable to assess AI 
exposure financially

Gateway monitoring 
gaps will undermine 
industry-leading 
gateway deployment

Client expectations 
will exceed 
Professional 
Services’ own 
implementation

The advisor’s 
dilemma: Governance 
frameworks 
without outcome 
measurement will 
face credibility 
challenges
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Where Professional Services Leads (Benchmark-Setting Performance)

Where Professional Services Trails (Critical Gaps)

Capability Global Professional 
Services Advantage

AI governance (board attention) 46% 80%
+34 points 

(Highest Globally)

Data governance audit trails 40% 73%
+33 points 

(Highest Globally)

Ethical AI guidelines 51% 80%
+29 points 

(Highest Globally)

Data minimization & masking 41% 67%
+26 points 

(Highest Globally)

Dataset access controls 35% 60% +25 points

Centralized AI data gateway 43% 67%
+24 points 

(Highest Globally)

AI impact assessments 37% 60% +23 points

Privacy-preserving techniques 33% 53% +20 points

Transparency/disclosure 40% 60% +20 points

Immutable audit trails 25% 47% +22 points

PIAs/DPIAs 25% 40% +15 points

Bias testing 26% 40% +14 points

AI incident taxonomy & playbooks 27% 40% +13 points

Compliance enforcement 34% 47% +13 points

Overall cyber posture (board) 54% 67% +13 points

Prompt/output logs 25% 40% +15 points

Capability Global Professional 
Services Gap

Security metrics & KPIs (board) 24% 7% -17 points

Cyber insurance (board) 26% 13% -13 points

Budget allocation (board) 18% 13% -5 points

AI data gateway monitoring 37% 33% -4 points

Third-party/vendor risk (board) 35% 33% -2 points

Professional Services vs. Global: Capability Profile
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Opportunity
Develop AI governance scorecards that translate framework investment into 
measurable outcomes. Track metrics on policy compliance rates, control 
effectiveness, incident rates, and audit findings. Apply the same measurement rigor 
to internal AI governance that Professional Services applies to client engagements. 
Framework leadership requires outcome validation to maintain credibility.

Professional Services has built the most comprehensive AI 
governance frameworks measured—80% ethical guidelines, 
73% audit trails, 60% impact assessments. But security 
metrics and KPIs receive board attention in just 7% of firms, 17 
points below the already-modest 24% global average.

This creates a validation gap. Governance frameworks 
describe what should happen; metrics prove what actually 
happens. Without board-level attention to security KPIs, 
professional services firms can document impressive 
governance architectures but may struggle to demonstrate 
those architectures produce measurable risk reduction, 
compliance improvement, or operational outcomes.

Key Insight

Professional Services has invested 

heavily in governance design but 

minimally in governance measurement. 

The 17-point security metrics gap 

means the sector’s industry-

leading frameworks may lack the 

outcome validation that proves their 

effectiveness.

Governance vs. Measurement Global Professional 
Services Position

Ethical AI guidelines 51% 80%
+29 points 

(Leader)

Data governance audit trails 73% 73%
+33 points 

(Leader)

AI impact assessments 37% 60%
+23 points 

(Leader)

Security metrics & KPIs (board) 24% 7%
-17 points 

(Major Gap)

Compliance enforcement 34% 47% +13 points

Prediction #1: Governance Frameworks Will Prove Difficult to Validate Without 
Operational Metrics

Five Gap-Driven Predictions for Professional Services in 2026

By 2026, professional services firms will struggle to demonstrate that their industry-leading governance 
frameworks produce measurable outcomes—because board-level metrics attention sits at just 7%.
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The Gap
Professional Services has built qualitative 

governance frameworks but trails on 

quantitative risk measurement. The 

combined gaps in insurance attention, 

budget allocation, and security metrics 

suggest the sector can describe AI 

governance but may struggle to price it.

Professional Services trails on cyber insurance board attention 
(13% vs. 26% global), budget allocation (13% vs. 18%), and 
security metrics (7% vs. 24%). Combined, these gaps suggest 
the sector hasn’t built the quantification capabilities that 
translate AI governance into financial risk terms.

This matters for internal decisions and client credibility. 
Insurance carriers increasingly require AI risk assessments. 
Budget allocation decisions benefit from quantified risk 
reduction projections. And clients expect Professional 
Services advisors to help them quantify AI risk—a service 
that’s harder to deliver credibly when firms haven’t applied 
quantification discipline internally.

Opportunity
Build AI risk quantification capabilities that translate governance investments 
into financial terms. Develop methodologies for assessing AI breach 
exposure, estimating incident costs, and projecting risk reduction returns. 
Apply quantification to internal AI governance decisions, and leverage that 
experience to strengthen client advisory capabilities.

Risk Quantification Capability Global Professional 
Services Gap

Cyber insurance (board) 26% 13% -13 points

Budget allocation (board) 18% 13% -5 points

Security metrics & KPIs (board) 24% 7% -17 points

Data breach response (board) 42% 47% +5 points

Prediction #2: Cyber Risk Quantification Gaps Will Leave Firms Unable to Assess AI 
Exposure Financially

By 2026, professional services firms will face difficulty quantifying AI-related cyber risk in financial terms—limiting 
insurance decisions, investment prioritization, and client advisory credibility.
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Professional Services leads dramatically on centralized AI 
data gateway deployment (67% vs. 43% global)—but actually 
trails on gateway monitoring (33% vs. 37%). This is the only 
capability where the sector falls below global average while 
leading on the corresponding infrastructure component.

Gateways without monitoring create a false sense of security. 
The architecture exists to control and observe AI data flows, 
but the monitoring capabilities to leverage that architecture 
lag. Professional services firms have built the infrastructure 
for visibility but may not be actively using it to detect 
anomalies, policy violations, or potential compromises.

Key Insight
Professional Services has deployed 

gateways at the highest rate globally 

but monitors them at below-average 

rates. The 4-point monitoring gap 

means the sector has built visibility 

infrastructure it isn’t fully leveraging.

Opportunity
Activate monitoring on deployed gateways to leverage existing infrastructure 
investments. Implement alerting for policy violations, anomalous data flows, and 
potential exfiltration. The infrastructure exists—the gap is operational utilization. 
Closing this gap requires process changes more than additional investment.

Prediction #3: Gateway Monitoring Gaps Will Undermine Industry-Leading 
Gateway Deployment

By 2026, professional services firms will discover that their industry-leading gateway deployment provides 
incomplete protection without commensurate monitoring investment.

Gateway Deployment vs. Monitoring Global Professional 
Services Position

Centralized AI data gateway 43% 67%
+24 points 

(Leader)

AI data gateway monitoring 37% 33%
-4 points 

(Below Average)

Data governance audit trails 40% 73%
+33 points 

(Leader)

Prompt/output logs 25% 40% +15 points
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Prediction #4: Client Expectations Will Exceed Professional Services’ Own 
Implementation

By 2026, professional services firms will face client scrutiny as organizations discover that the governance 
advice they’ve received exceeds what advisors have implemented internally.

Advisory Credibility Indicator Professional 
Services Client Expectation

Ethical AI guidelines 80% "You recommended this—do you do it?"

Security metrics & KPIs (board) 7% "How do you measure effectiveness?"

Cyber insurance attention 13% "What's your AI risk exposure?"

Gateway monitoring 33% "Are you monitoring your own systems?"

Professional services firms advise clients across every 
industry on AI governance. The sector’s 80% ethical 
guidelines adoption, 60% impact assessment rate, and 
67% centralized gateway deployment reflect governance 
advice that firms have taken internally. But the measurement 
gaps—7% security KPIs, 13% cyber insurance, 33% gateway 
monitoring—create credibility vulnerabilities.

Sophisticated clients increasingly conduct vendor due 
diligence that includes AI governance assessments. When 
professional services firms advise on governance practices 
they haven’t fully implemented themselves—particularly 
measurement practices—advisory credibility suffers. The 
sector’s framework leadership creates expectations that 
measurement gaps undermine.

The Gap
Professional Services advises industries 

on AI governance but trails on the 

measurement practices that validate 

governance effectiveness. Client due 

diligence will increasingly expose this gap 

between advisory recommendations and 

internal implementation.

Opportunity
Ensure internal AI governance implementation matches or exceeds client 
advisory recommendations. Close measurement gaps that create credibility 
vulnerabilities. Position internal governance as a demonstration capability for 
client engagements. Practice what you advise—particularly on the operational 
metrics that prove frameworks work.
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Prediction #5: The Advisor’s Dilemma—Framework Without Measurement Faces 
Credibility Challenges

By 2026, Professional Services’ governance leadership will face industry scrutiny as organizations question 
whether frameworks without outcome measurement represent genuine best practice or elaborate 
documentation exercises.

Professional Services has defined AI governance leadership 
through framework excellence—policies, guidelines, 
assessments, audit trails. The sector leads every metric 
related to governance documentation by substantial 
margins. But outcome measurement trails: security KPIs at 
7%, cyber insurance at 13%, gateway monitoring at 33%.

This creates a potential credibility challenge. As AI 
governance matures, organizations will increasingly 
distinguish between framework compliance and outcome 
achievement. Professional Services’ leadership position 
depends on frameworks that demonstrably work—and 
demonstrating effectiveness requires the measurement 
capabilities the sector has under-invested in.

Key Insight
Professional Services has defined 

AI governance leadership through 

documentation excellence. As the field 

matures, leadership will increasingly require 

outcome demonstration. The measurement 

gaps identified in this analysis represent the 

sector’s credibility vulnerability.

Opportunity
Evolve from framework leadership to outcome leadership. Invest in measurement 
capabilities that prove governance effectiveness. Position Professional Services 
as the sector that not only builds the best frameworks but demonstrates 
they work. This evolution protects credibility and creates differentiation as AI 
governance matures.

Framework vs. Outcome Orientation Global Professional 
Services Position

Governance documentation (average) ~35% ~60%
+25 points 

(Leader)

Outcome measurement (average) ~23% ~15% -8 points (Lagging)

Board governance attention 46% 80%
+34 points 

(Leader)

Board metrics attention 24% 7%
-17 points 

(Major Gap)
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The data points to five priority investments for Professional Services organizations preparing for 2026. These 
aren’t foundational capabilities—Professional Services has built the foundations. They’re measurement and 
operationalization investments that validate the sector’s framework leadership.

Strategic Recommendations for Professional 
Services Organizations

1. Build Board-Level AI Governance Metrics and Scorecards
Close the 17-point security metrics gap by developing AI governance scorecards for board reporting. Track policy 
compliance rates, control effectiveness measurements, incident metrics, and audit findings. Translate framework 
investments into measurable outcomes. Apply the same measurement discipline to internal AI governance that 
Professional Services applies to client advisory engagements.

2. Develop AI Risk Quantification Capabilities
Address the 13-point cyber insurance gap and 5-point budget allocation gap by building financial quantification 
capabilities for AI risk. Develop methodologies for assessing breach exposure, estimating incident costs, and 
projecting risk reduction returns. Use internal quantification experience to strengthen client advisory offerings. 

Governance frameworks gain credibility when they connect to financial impact.

3. Activate Monitoring on Deployed Gateway Infrastructure

Close the 4-point gateway monitoring gap by operationalizing existing infrastructure investments. Implement 
active monitoring, alerting, and anomaly detection on the centralized gateways Professional Services has deployed 
at industry-leading rates. The infrastructure exists—the gap is operational utilization. This requires process 
changes more than capital investment.

4. Align Internal Implementation With Client Advisory Standards

Ensure internal AI governance practices match or exceed the recommendations Professional Services provides 
to clients. Close measurement gaps that create credibility vulnerabilities during client due diligence. Position 
internal governance as a demonstration capability. The sector’s advisory credibility depends on practicing what it 
advises—particularly on outcome measurement.

5. Evolve From Framework Leadership to Outcome Leadership

Transition Professional Services’ governance positioning from framework excellence to demonstrated outcomes. 
Invest in capabilities that prove governance effectiveness, not just describe governance architecture. This 
evolution protects credibility as AI governance matures and creates differentiation in a market where framework 
documentation is becoming commoditized.
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Professional Services enters 2026 from an extraordinary position of strength—leading global benchmarks 
by margins that no other sector approaches. The sector has built AI governance frameworks that set the 
standard: 80% ethical guidelines, 73% audit trails, 67% centralized gateways, 60% impact assessments. When 
organizations across every industry seek AI governance best practices, they look to Professional Services.

That leadership position creates both advantage and obligation. Professional services firms advise clients across 
every industry on AI governance. The frameworks they build internally become the templates others adopt. The 
practices they recommend carry implicit endorsement from their own implementation. Leadership in governance 
design creates expectations that extend to governance outcomes.

The measurement gaps identified in this analysis represent Professional Services’ credibility vulnerability. 
Security metrics at 7% board attention means the sector can describe impressive governance architectures but 
may struggle to prove they work. Cyber insurance at 13% suggests difficulty quantifying AI risk in financial terms. 
Gateway monitoring at 33%—below the infrastructure deployment rate—indicates visibility investments not fully 
operationalized.

These gaps don’t diminish Professional Services’ framework leadership. They identify the evolution required to 
maintain that leadership as AI governance matures. The field is moving from “do you have governance?” to “does 
your governance work?” Professional Services has answered the first question definitively. The second question 
requires measurement capabilities the sector hasn’t yet prioritized.

Organizations that close these gaps will demonstrate that framework excellence produces outcome excellence. 
Those that maintain framework focus without measurement investment will find their governance leadership 
questioned as clients and industries demand evidence of effectiveness. Professional Services built the 
governance standard. Now it must prove that standard delivers results.

Research based on survey of 225 security, IT, and risk leaders across 10 industries and 8 regions. 43 respondents represent financial services 
organizations—the largest industry cohort in the study. 97% represent organizations with 1,000+ employees. Survey fielded Q4 2025.

From Policy to Practice

For the complete report with detailed methodology, 
industry breakdowns, and regional analysis, 
download it now.

Download the Report

Data Security 
and Compliance

Risk Forecast
Report
AI Adoption Is Accelerating. 
Governance Is Stalling. The 
Reckoning Is Coming.

REPORT

K
it

ew
or

ks
 2

02
5.

 A
ll 

R
ig

ht
s 

R
es

er
ve

d
.

http://www.kiteworks.com
https://www.linkedin.com/company/kiteworkscgcp/
https://www.facebook.com/KiteworksCGCP
https://twitter.com/Kiteworks
https://www.youtube.com/@KiteworksCGCP
https://www.tiktok.com/@kiteworks
https://www.kiteworks.com/sites/default/files/resources/kiteworks-report-2026-data-security-compliance-risk-forecast.pdf

