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Autonomous Compliance has moved from a "future state" to a functional mandate. With the EU AI Act entering its first 

major enforcement cycle as of August 2, 2026, "voluntary governance" is dead. Companies now face fines of up to €35 

million or 7% of global turnover for non-compliance.

For Fortis & Peak, this is the era of Compliance-as-Code, where the "Agentic Control Plane" ensures that every AI-driven 

action is pre-vetted against global regulations before it even executes.



The Compliance Landscape Has 
Fundamentally Changed

€35M
Maximum Fine

Or 7% of global turnover — whichever 

is higher — for non-compliance with 

the EU AI Act.

37%
Shadow AI Risk

Of employees have used unsanctioned 

AI tools to process sensitive company 

data.

2026
Enforcement Year

The EU AI Act's first major 

enforcement cycle began August 2, 

2026 — the deadline is now.

The velocity gap between AI adoption and AI governance is the defining compliance challenge of this era. Organizations 

that fail to close this gap face not only financial penalties but existential reputational risk. The frameworks outlined in 

this perspective represent the frontier of how leading firms are responding.



1. The "Audit-by-Design" Model: Immutable 
Reasoning Traces
In 2026, regulators no longer ask, "What happened?" They ask, "Show me the logic." The Audit-by-Design model replaces 
retrospective manual audits with Continuous Forensic Readiness — a structural shift in how compliance evidence is generated and 
preserved.

Immutable Reasoning 
Traces
Every decision made by an AI agent 
— whether a procurement agent 
selecting a vendor or an HR agent 
screening a CV — generates a 
"Reasoning Trace." This is a 
timestamped, blockchain-verified 
log capturing the Policy Context (the 
rule being followed), the Input Data 
(sanitized for PII), and the Logical 
Inference (the "Why").

The Evidence Dossier
In the event of an inquiry, these 
traces are automatically bundled 
into an "Evidence Dossier." What 
used to take forensic teams weeks of 
data scraping now takes minutes. 
This dossier provides a 
"Proportionality Note" for high-
impact decisions, proving that the 
AI's action was the least intrusive 
path to the goal.

Eliminating "Black Box" 
Risk
By 2026, Explainable AI (XAI) is not 
just a technical feature — it is a legal 
requirement for any "High-Risk" 
system under Annex III of the EU AI 
Act. Audit-by-Design makes 
compliance a structural property of 
the system, not an afterthought.



2. Neutralizing the "Shadow AI" Challenge
"Shadow AI" — the unauthorized use of LLMs or agents by employees — is the #1 security and compliance threat in 2026. With 37% 
of employees having used unsanctioned AI tools to process company data, organizations can no longer rely on policy alone. A 
structural, architectural response is required.

Zero-Trust AI Governance

Organizations are moving beyond simple "blocking" to a 
Zero-Trust AI Architecture. Every AI model — whether 
internal or a 3rd-party API — is treated as an "untrusted 
entity" until it is verified. Trust is never assumed; it is 
continuously earned and re-evaluated.

Continuous Identity Verification

The system continuously evaluates the "behavioral identity" of 
an AI agent. If a procurement agent suddenly starts requesting 
access to sensitive HR files, the Zero-Trust layer immediately 
revokes its "Least Privilege" access — no human intervention 
required.

The "Vetted Hub"

Leading firms provide a centralized "Internal AI Marketplace" 
of governed tools. These models are "Compliance-Hardened," 
with built-in filters to prevent data leakage and ensure that any 
output generated is automatically tagged with machine-
readable metadata for the Digital Product Passport.



Zero-Trust AI: How It Works in Practice

Identify

Verify

Authorize

Monitor

The Zero-Trust model represents a paradigm shift from perimeter-based security to identity-based, continuous verification. Unlike 
traditional IT security, which grants access once and monitors passively, Zero-Trust AI Governance treats every interaction as a 
potential threat vector — ensuring that compliance is enforced at the moment of action, not discovered after the fact.



3. Integrating CSDDD & Digital Product 
Passports (DPP)
Compliance in 2026 is an Interconnected Ecosystem. The AI Act does not live in a silo — it is the "enforcement engine" 
for the CSDDD (Corporate Sustainability Due Diligence Directive), creating a unified regulatory architecture that spans 

supply chains, sustainability obligations, and AI governance simultaneously.

Compliance-as-Code in Action

If an AI procurement agent identifies a Tier-3 supplier 
with a high "Modern Slavery" risk score via the 
CSDDD monitoring loop, the Agentic Control Plane 
automatically blocks the purchase order — no human 

escalation required.

DPP as the "Source of Truth"

For textiles, batteries, and steel, the Digital Product 
Passport is the mandatory data infrastructure. The AI 
Act ensures that the AI agents managing these supply 
chains are transparent and auditable, creating a "Circle 

of Trust" from raw material to end-of-life recycling.



Strategic Recommendation: The Autonomous 
Compliance Engine (ACE)

FOR OUR CLIENTS

The 2026 "Compliance Gap" is a Velocity Gap. Companies are adopting AI faster than they can govern it. The window for reactive 
compliance has closed — the only viable posture is proactive, structural compliance embedded at the architectural level.

Embed Policies Directly into 
AI Prompts & API Gateways
Legal and ethical policies are 
translated into machine-readable 
rules that govern every AI interaction 
at the point of execution — not 
reviewed after the fact.

Make Non-Compliant Actions 
Physically Impossible
The ACE architecture ensures that 
agents cannot take actions that violate 
policy — moving clients from "Risk 
Mitigation" to "Risk Neutralization."

Deploy the Agentic Control 
Plane
A centralized governance layer pre-
vets every AI-driven action against 
global regulations before execution, 
providing continuous forensic 
readiness and audit-by-design 
compliance.

The firms that win in 2026 are not those with the most AI — they are those with the most governed AI. Fortis & Peak leads by 
implementing the Autonomous Compliance Engine: where compliance is not a constraint on AI, but a property of it.
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Fortis & Peak Perspectives represent our forward-looking view on the forces shaping industries, business models, and 

competitive advantage. Drawing on deep strategic insight and cross-sector experience, these perspectives go beyond 

observation to frame what matters most — and what comes next.

They are designed to help executives interpret disruption, anticipate shifts, and make informed decisions with clarity and 

confidence in an increasingly complex business environment.
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