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CFO BRIEF - COMPANION TO THE WHITE-COLLAR HORSE

The hidden cost of ungoverned Al in your revenue engine

A one-page view for the CFO. Where value-drift shows up in the P&L, the exposure numbers
that are not on any line item, and the five questions that most CROs and CIOs are not being
asked yet.
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Al is already inside your revenue engine. It is shaping lead scores, forecasts, pricing, outreach, and customer
prioritisation. Much of it is doing useful work. Some of it is drifting in ways that will show up in your P&L before
they show up in any dashboard. This brief sets out the financial exposure, the three P&L lines where the drift
lands first, and the questions that will tell you whether your CRO or CIO is steering or being steered.

KEY TERMS

Value-drift in the revenue engine

The slow shift in what 'good' looks like inside the company because Al-mediated workflows are steering
behaviour before leadership has consciously decided what behaviour to reward.

Shadow Al

Unsanctioned use of Al tools by employees without IT or governance approval. Carries a $670,000 average
breach premium according to IBM's 2025 Cost of a Data Breach Report.

Al breach premium
The additional cost of a data breach when shadow Al is present. The 2025 figure is $670,000 above the standard
breach cost, with a longer detection window of 247 days.

EU Al Act risk classification

The regulatory tier into which an Al deployment falls under the EU Al Act, ranging from minimal to unacceptable.
Determines the level of documentation, oversight and accountability the organisation must demonstrate.

Layoff reversal cost

The full financial cost when an Al-driven workforce decision is reversed: the original severance, the rehire, and the
productivity lost in between. Forrester expects more than half of all Al-attributed layoffs to be walked back.

c The exposure that is not on any line item

Most CFOs have seen the Al investment line grow. Very few have seen the cost of ungoverned Al land as a
separate disclosure. These are the numbers that travel with it.

By Cumai Aboul Housn and Alex Abbott - Published 2 May 2026 - Updated 3 May 2026 Page 1 of 4



Supero - CFO Brief — White-Collar Horse www.superogtm.com

$670,000

THE AVERAGE BREACH PREMIUM CARRIED BY ORGANISATIONS WITH HIGH LEVELS OF SHADOW AI.
SOURCE: IBM 2025 COST OF A DATA BREACH REPORT.

247 days

THE AVERAGE TIME TO DETECT AND CONTAIN AN INCIDENT WHEN SHADOW Al IS PRESENT.
SOURCE: IBM 2025 COST OF A DATA BREACH REPORT.

37%

THE SHARE OF ORGANISATIONS WITH ANY POLICY IN PLACE TO GOVERN Al USAGE. THE
REMAINING 63% ARE EXPOSED BY DEFAULT.

Forrester expects more than half of all layoffs attributed to Al to be walked back, the result of decisions taken
under pressure rather than through diagnosis. The cost of that reversal, the severance, the rehire, the
knowledge lost in between, rarely appears in the business case for the original approval.

e The three P&L lines where value-drift shows up first

Before the exposure lands in a breach premium or a reversed restructuring, it lands in three commercial lines.
These are where a CFO can ask the first questions.

Customer acquisition cost

Lead scoring narrows the definition of an ideal customer without an explicit leadership decision.
Sales activity rises, but toward segments that convert faster rather than segments with the
healthiest long-term revenue.

CAC by segment drifting apart over two to three quarters. A widening gap between lead volume
and qualified opportunity value. Forecast accuracy degrading despite dashboard improvements.

Gross retention and netrevenue retention

Customer success plays tilt toward automated touches that look excellent on dashboards but
feel thinner to the customers who matter most. The churn risk that is not predicted is the churn
that hurts.

Gross retention holding while NRR softens. An increase in surprise churn in strategic accounts. A
rising ratio of automated to human touchpoints in tier-one logos.
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Forecast accuracy

Al-assisted forecasting produces a cleaner-looking number, and the room becomes less curious
about the assumptions behind it. Variance narrows on paper, widens in reality.

Forecast-to-close variance rising quarter over quarter. Leadership defending the tool rather
than interrogating the number. A growing gap between bookings pace and cash conversion.

None of these changes is loud. Together, they move the centre of gravity of the revenue engine. A CFO is one
of the few people in the organisation with the perspective and the standing to notice the pattern early.

o Five questions to ask your CRO or CIO

None of these questions are hostile. They protect the organisation, and they also protect the executive
answering them.

0 Where is Al already influencing our commercial decisions, and who has named the human owner for
each one? The answer should come as a list, not a discussion.

When did we last check that our lead score, our forecast tool, and our churn predictor are optimising
for the same definition of a good customer that we agreed in the strategy deck?

What is our policy on Al usage at work, which of our 63% peers do we most want to not resemble, and
can you show me where it is written down?

If we needed to pause or withdraw any Al system from the revenue engine tomorrow, how quickly could
we do it, and who has the authority to sign that off?

Which of our Al systems sit in the EU Al Act risk classification, what level of oversight does that require,
and are we ahead of the deadlines or behind them?
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The conversation this brief is built for

www.superogtm.com

The most commercially expensive Al decisions in the next twelve months will be the ones that were
never diagnosed. Most of those decisions will pass CFO scrutiny because the business case arrived
in a familiar format. The fix is not more scrutiny. It is earlier scrutiny, of the right kind.

Alex Abbott will lead the diagnostic conversation with your revenue team. Cumai Aboul Housn
architects the design that follows, and holds the technical authority for how Al is rebuilt

around the decisions that matter.
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