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Abstract

Enterprises embraced AI before they established guardrails. The result is "shadow AI": employees using
personal logins and unvetted tools with no record of what left the building. This paper provides a 30-day,
policy-to-production blueprint for routing all AI usage through a governed gateway, capturing audit-ready
evidence, and reducing data-leak risk - without slowing teams down.

Who should read this

CIOs, CISOs, Compliance/Privacy Officers, IT Operations leaders, and department heads who need
business-friendly controls, measurable risk reduction, and quick time-to-value.

1) Problem Statement: The Three Gaps Shadow AI Creates
• Visibility gap: You can't protect what you can't see - no logs, no lineage, no retention.

• Control gap: Acceptable-use rules exist, but they are unenforceable at the point of use.

• Proof gap: Auditors ask "show me" - most orgs have only policies, not artifacts.

• Business impact: data leakage, contractual violations, export-control exposure, and hours lost
recreating what was sent to an AI last quarter.

2) Governance Goal: "All AI, One Path"
Route every AI interaction (text, file, code, image) through a Policy Enforcement Point (PEP) that:

1 authenticates the user, device, and context;

2 applies policy (allow/deny/redact) in real time;

3 logs prompts, responses, and decisions as immutable evidence;

4 provides leaders with usage analytics and alerts.



This is the core design principle behind PointeComplyAI.

3) Control Framework (People - Process - Tech)

People

• Positive-tone adoption: Encourage AI use for approved tasks; forbid only specific data classes and
destinations.

• Role-based enablement: Different controls for Engineering, HR, Finance, and Care Delivery.

• Just-in-time education: Inline nudges ("Financial account numbers detected - redacted before send.").

Process

• Acceptable AI Use Policy (AAUP): Scope, allowed models/endpoints, red-line data classes, retention,
human-in-the-loop rules.

• Exception handling: Temporary, auto-expiring permits for edge cases; all annotated in the audit trail.

• Review cadence: Monthly usage reviews; quarterly control testing.

Tech

• Gateway enforcement: Block direct access to public AI; allow only via the PEP.

• Content inspection & redaction: Patterns for PII/PHI/PCI, secrets, contract names, source code.

• Explainable decisions: Every allow/deny/redact carries a machine-readable reason and
human-readable summary.

• Tamper-resistant logs: Write-once storage with retention aligned to policy.

4) Architecture at a Glance
Identity & device posture -> PEP/Gateway -> Provider APIs Upstream: SSO/MFA; device checks (MDM,
VPN). At the PEP: Rate limits, data classification, DLP patterns, prompt/response hashing, token-level
redaction, model routing (e.g., "legal -> internal model only"). Downstream: Vendor isolation (per-provider
keys, tenant-bound endpoints), response tagging, quarantine for risky outputs. Observability layer:
Real-time dashboards, anomaly detection (after-hours spikes, bulk file sends), alerting.

Week 1 - Policy & Scope

• Approve AAUP v1 (2 pages).

• Identify Top 5 use cases per function (e.g., support macros, SOC 2 evidence summaries, care-plan
templating).

• Define red-line data (e.g., SSNs, MRNs, account numbers, non-public financials, source code).

• Artifacts: AAUP v1, sanctioned model list, red-line dictionary.

Week 2 - Gateway & Logging

• Deploy the PEP in observe-only mode; route traffic from a pilot group via SSO.

• Turn on regex + ML classifiers for PII/PHI/PCI; test redaction previews.



• Validate immutability and search across logs (by user, project, data type).

• Artifacts: Log retention policy, DLP rulebook, allow/deny/redact decision catalog.

Week 3 - Enforce & Educate

• Flip to enforce for red-line data; enable inline coaching messages.

• Launch the Leader Dashboard: usage by team, top prompts, risky events, time saved.

• Publish fast tracks (approved prompts/templates) for the Top 5 use cases.

• Artifacts: Leader dashboard, user quick-start, exception workflow.

Week 4 - Prove & Improve

• Run a table-top audit: export an AI Usage Evidence Pack (policies, logs, redaction events, approvals).

• Review alerts & anomalies; tune rules to cut false positives.

• Set KPIs (see below) and schedule monthly reviews.

• Artifacts: Evidence Pack v1, KPI baseline, improvement backlog.

6) KPIs That Matter (and how they move)
• Shadow AI to Sanctioned AI Ratio - Target: 80%+ of detected AI traffic via the gateway in 30 days.

• Red-line Leakage Prevented - Target: >=95% of red-line events blocked or redacted pre-send.

• Approval Latency (exceptions) - Target: <24h median; auto-expire in 7-14 days.

• Time-to-Evidence - Target: <5 minutes to assemble an audit pack for any user/team/date range.

• User Satisfaction - Target: >=4/5 - one-click in-product pulse after redaction messages.

7) Regulatory Mapping (examples)
(This section is guidance, not legal advice.)

• HIPAA: Log ePHI handling decisions, restrict model routing, retain training attestations; keep audit
trails for minimum necessary disclosures.

• GDPR/CCPA: Lawful basis annotation, data minimization (redaction), right-to-access via searchable
logs, vendor DPA mapping.

• PCI-DSS: Deny PAN/CVV; tokenize if business-justified; evidence logging for quarterly reviews.

• SOX/GLBA: Restrict financials and customer NPI; managerial approvals for exceptions.

8) Human Factors: Why "Positive Tone" Works
• Encourage, then constrain: Default to helpful coaching rather than hard errors when possible.

• Motivate leaders: Executive dashboards surface actionable asks - reducing friction.

• Reduce defensiveness: AI reframes frustrated language into neutral, solution-oriented requests.



9) Build vs. Buy vs. "Do Nothing"
Option Time to value Coverage Evidence quality Total cost (12 mo) Risk

Do nothing N/A None None Hidden High (unknown exfiltration)

Build internally 6-12 mo Partial Varies High (FTEs + infra) Medium

Buy gateway (PointeComplyAI)<30 days Broad (text/files/code)High (immutable logs)50% market cost Low

10) Economic Case (illustrative)
- One mid-size team sends ~10k prompts/month. - Preventing one PHI/PCI incident often offsets the
annual platform cost. - Productivity lift from approved use cases (templated prompts, faster drafts)
compounds value without increasing risk.

11) Buyer's Checklist
• Enforces "all AI, one path" (blocks direct access; supports allow-listed models)

• Real-time PII/PHI/PCI detection with pre-send redaction

• Immutable, searchable logs with exportable Evidence Packs

• Role-based policies; exception workflow with expirations

• Inline coaching and approved prompt templates

• Leader dashboard with actionable alerts (not just reports)

• API/CLI for automation; SSO/MFA; regional residency options

• Clear pricing (per user + pass-through AI API); no lock-in

12) Implementation Playbook (one page you can hand to IT)
• Network: Block public AI endpoints; route via PEP.

• Identity: Enforce SSO/MFA; map groups to roles.

• Policies: Import AAUP; load red-line dictionary; set retention.

• Detectors: Enable default PII/PHI/PCI + secrets; pilot redaction.

• Dashboards: Turn on Leader view; subscribe alerts to Slack/Teams.

• Templates: Publish "Top 5" approved prompts per function.

• Exceptions: Enable approvals with 7-14 day expiry.

• Audit: Generate Evidence Pack; test retrieval by user/date.
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