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WHY NOW 
Twelve months ago, the question most enterprise data teams were 
asking was whether to deploy AI. Today they are asking why it is not 
working. The gap between expectation and outcome is consistent 
across sectors and geographies, and the cause is the same in almost 
every case: the data the AI systems need is opaque. 

Between 80 and 90% of enterprise data is unstructured. Emails, 
documents, contracts, chat histories, call transcripts, audio recordings, 
images, mobile captures. Less than a fifth of it has ever been analyzed. 
More than half is classified as dark data: content of unknown value 
sitting in infrastructure that cannot interpret it. Every BI platform, every 
data Lakehouse, every AI agent in the organization is working on a 
fraction of the real picture. 

This was a theoretical problem two years ago. It is an operational 
problem now, because organizations are making consequential decisions 
using AI systems that are pattern-matching against incomplete inputs. 
The risk is not that the AI will fail obviously. The risk is that it will perform 
well enough on the data it can see, and nobody will know what it missed. 

The problem is not that organizations don’t know this unstructured data 
exists. It consumes storage by the petabyte and is being generated 
every second by humans, AI agents and automated systems. The 
problem is that it is opaque.  

Many leaders understand that this opacity has always been a genuine 
risk. Regulatory regimes across every major market are tightening, and 
the obligations they impose require organizations to know what their 
data contains, not merely that it exists. AI  programs are accelerating, 
and the quality of the context fed to those systems determines whether 
the outputs are trustworthy or not. Unstructured data that cannot be 
read, enriched, and governed is a liability in both frameworks. It is also 
the untapped business opportunity. 

There is a compounding factor that rarely appears in briefings. AI 
deployment is not just consuming unstructured data. It is generating 
it. Every agent interaction, every automated workflow, every copilot 
session produces logs, outputs, audit trails, and correspondence that 
are themselves unstructured. The organizations moving fastest on AI 
are making the underlying data problem worse unless they have the 
infrastructure to handle it. 

The AI readiness gap is not a compute problem. It is a visibility problem. 
That is the central data infrastructure challenge of the next five years, 
and it is the reason this conversation is more urgent now than it was 
twelve months ago. 

WHY NUIX
Leaders in 2026 are navigating several distinct but related high-
consequence obligations simultaneously, across the same underlying 
data estate. 

AI readiness. Boards and executives have committed to transformation  
roadmaps. Governance frameworks are still being built in most  
organizations, and the AI layer is moving faster than the data infrastructure 
beneath it. Large language models (LLMs) and other AI systems are 
only as good as the context they receive, and unstructured content 
fed directly to models without enrichment is noisy, redundant, and 
frequently misleading. 

Data governance, sovereignty and regulatory compliance. GDPR, 
the EU AI Act, DORA, SEC rules on data retention, and a growing 
list of sector-specific frameworks are all tightening simultaneously. 
The expectation of demonstrable, auditable compliance is now 
table stakes. The compliance burden falls disproportionately on 
unstructured data because that is where the sensitive content tends 
to sit. And, increasingly, the question of where data is processed is 
as significant as the question of where it is stored. 

Security and incident response. Unstructured data that cannot 
be understood cannot be properly secured. Data exfiltration 
and ransomware events have shifted from technical incidents to 
enterprise-threatening crises. Regulators, customers, and insurers 
all want to know within hours what was accessed and what it 
contained. 

Critical infrastructure obligations. In financial services, 
healthcare, energy, and government, regulators are extending their 
expectations to include the integrity and auditability of the data 
assets that underpin critical operations. 

 

One breach that includes PII or commercially 
sensitive data puts you in the eye of a storm that 
crosses jurisdictions and regulators simultaneously. 
The organizations that navigate it are those that 
already know what they hold, where it lives, and 
how to act on it quickly.

Organizations that treat these as separate workstreams will find they 
are building four parallel  programs that all hit the same wall. The 
data you cannot see becomes the liability that connects them all. 

WHAT THE GAP ACTUALLY IS  
The tooling for structured data is mature. Business intelligence 
platforms, data catalogs, semantic layers, Lakehouse architectures. 
These are understood, broadly adopted, and genuinely effective at 
what they do (when the data remains structured). If your data lives in 
rows and columns, you have good options. 

Unstructured content has had nothing equivalent. Emails with nested 
attachments, contracts referencing other contracts, audio recordings 
of customer calls, chat histories from collaboration platforms, embedded 
PDFs in structured data sets, mobile device captures, PDF reports 
with embedded metadata. This is where most enterprise risk lives, 
and most enterprise insight too. Until recently the only way to 
understand what it contained was to have a human read it. 

The distinction worth making here is between a semantic layer and 
a context layer. A semantic layer maps structured database fields 
to business terminology so analysts can query without knowing the 
underlying schema. That is a solved problem for structured data. 
A context layer does the equivalent for unstructured content: it 
understands meaning, relationships, provenance, and intent within 
complex, multi-format data at scale. That is the gap in the enterprise 
architecture today. 
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This is also an opportunity. The emails that reveal a fraud pattern 
before the loss crystallises. The customer complaints that predict 
churn six months before the cohort leaves. The contracts that contain 
hidden commercial exposure nobody reviewed at signing. The 
communications that surface insider behavior before it becomes  
a breach. 

The platforms in the average enterprise architecture were built for 
structured or semi-structured data that has already been parsed and 
normalised. None were designed to ingest, interpret, and govern raw 
unstructured content at scale.

 The gap is structural: the 80% of the enterprise data estate that lives 
outside the structured layer is invisible to all of them. 

This is the role of the context layer: a persistent, queryable 
representation of an organization’s unstructured content that sits 
between raw storage and the applications that need to reason over it. 

The agent audit trail that flagged a divergence from policy early. 
Organizations that can govern and query this content have an intelligence 
advantage that purely structured-data operations cannot replicate. The 
prerequisite to any of this is making the content visible and governable. 
The AI applications, the compliance  programs, the fraud detection, the 
knowledge management, all of it builds on that foundation. 

THE ENTERPRISE DATA LANDSCAPE 
To understand where the context layer sits, it helps to be specific about what the typical enterprise data stack looks like today, and what each 
component can and cannot do. 

PLATFORM LAYER TYPICAL TECHNOLOGIES UNSTRUCTURED DATA RELATIONSHIP 

DATA LAKEHOUSE  Databricks, Snowflake, 
Microsoft Fabric Cannot ingest or contextualize raw unstructured content. 

BI & ANALYTICS  Power BI, Tableau, Looker No visibility into documents, email, audio, or chat. 

AI / LLM LAYER  
OpenAI, Anthropic, 
Cohere, open-source 
models 

Quality limited by what it receives. Ungoverned input 
means unreliable output. 

AGENTIC FRAMEWORKS LangChain, Copilot Studio, 
Claude for Work 

Requires a governed retrieval layer. Blind to raw 
unstructured sources. 

DATA GOVERNANCE Collibra, Alation, Atlan Cannot govern content at the document or message level. 

LEGAL INVESTIGATIONS Relativity 
Designed for reactive, matter-scoped review. Not built 
for continuous enterprise-wide ingestion or proactive 
intelligence. 

INFORMATION 
PROTECTION OR 
COMPLIANCE 

Microsoft Purview 
Labels and classifies at the metadata layer. Limited depth 
of content interpretation; cannot contextualize meaning 
across documents or surface latent risk patterns. 
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TOKEN ECONOMICS MAKES  
THE CONTEXT LAYER CRITICAL 
The commercial case for a context layer has become sharper as AI 
inference costs have come into focus at board level. Inference accounts 
for more than 90% of the total operational cost of running LLMs at 
scale. The token price has fallen by roughly 600-fold since 2020 as 
competition between providers has intensified. That fall sounds like 
good news. The problem is that consumption is growing faster than 
price is falling: a 2026 Deloitte survey found that 67% of enterprises 
now consume more than one billion tokens per month. Total spend on 
inference is rising, not falling, for most large organizations. 

Raw unstructured content is verbose, redundant, and full of material 
that has no relevance to the query at hand. Running it through an LLM 
as-is wastes tokens systematically. Filtering and enriching content 
before inference, sending the model a context-dense, relevant excerpt 
rather than an entire document, is not an optimisation. It is a structural 
cost control. Context compression and pre-inference filtering have 
been shown to reduce token consumption by between 44% and 89% in 
enterprise deployments, depending on content type and query pattern. 

For an organization consuming one billion tokens a month, that range 
translates to hundreds of thousands of dollars in annual savings 
at current pricing. Framed differently: the context layer does not 
just improve AI output quality; it changes the unit economics of AI 
deployment. For technology and finance leaders making investment 
cases for AI  programs, this is one of the most commercially material 
arguments available right now. 

THE CONTEXT LAYER IN 
ENTERPRISE ARCHITECTURE 
The following diagram shows where the context layer sits in relation 
to the rest of the enterprise stack. It reaches into the raw data 
sources, processes and enriches the content, and makes it available 
through standard interfaces to the AI systems, analytics platforms, 
and governance tools above it. 

In this view, Nuix Neo delivers the context layer. Nuix Neo is not a 
data catalogue, a governance policy engine, or an analytics front-
end layered on top of existing infrastructure. It is an  intelligence 
platform built from the ground up to open, process, and understand 
unstructured data at the binary level. Built on 25 years of forensic-
grade data processing, proven through use when the stakes are 
highest, Nuix Neo ingests, enriches, and governs unstructured content 
across the full data estate, making it queryable and actionable for AI 
systems, compliance  programs, and operational workflows. 

The forensic heritage matters. Nuix technology was originally 
developed to meet the evidentiary standards of law enforcement 
and intelligence agencies, environments where the integrity of 
the processing chain must be demonstrable and the fidelity of the 
output must be defensible in court. That engineering discipline is 
what differentiates it from platforms that have added unstructured 
data handling as a feature on top of an architecture designed for 
something else.

NUIX NEO IN THE ENTERPRISE ARCHITECTURE

The context layer processes unstructured data sources and feeds governed, enriched content to the AI and analytics layers above it. 

BUSINESS OUTCOMES & USERS Investigations  |  Compliance  |  Legal  |  Risk  |  Knowledge Workers  |  Insider Threat

Copilot  |  Custom Agents  |  RAG Apps  |  Decision Workflows

Foundation Models  |  Fine-tuned Models  |  Orchestration

Vector DB - Knowledge Graph Embeddings. Retrieval APIs

IDENTIFY 
Detect & Collect

UNDERSTAND  
Ingest, Enrich

ANALYSE  
Review, Correlate

ACT
Report, Redact, Export

Object Storage  |  Data Lake  |  Warehouse  |  Archives

Trust by design deploy anywhere: On-prem, Hybrid, Cloud SAAS

Email  |  Files  |  Chat  |  Audio/Video  |  Mobile  |  Images  |  Forensic Images  |  SaaS Apps

AGENTS & APPLICATIONS

LLMS & REASONING (BYO AI)

KNOWLEDGE & VECTOR LAYER

THE DATA FUNNEL

STORAGE & LAKEHOUSE

UNSTRUCTURED DATA SOURCES

NUIX NEO: UNSTRUCTURED DATA SEMANTIC/CONTEXT LAYER
GOVERNANCE

IDENTITY

SECURITY
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WHY NUIX NEO  
Investigations, eDiscovery, and information governance is the entire 
Nuix business. Not adapted from a broader platform, not repositioned 
from adjacent markets. This is the only work Nuix does. The Nuix Neo 
platform was built for it, the engineering is shaped by it, and the people 
who deploy it have spent their careers inside it. 

Twenty-five years processing the most sensitive, high-stakes data 
on earth. Law enforcement. National security. Royal commissions. 
Cartel investigations. Global financial regulation. That is the credibility 
foundation, and it is an engineering record. 

The Nuix processing engine is patented. It operates at the binary level, 
below the application layer, which is why it can extract and interpret 
content from formats that other platforms cannot open, handle corruption 
and edge cases that break conventional parsers, and maintain fidelity 
under conditions that are deliberately difficult: seizure datasets, legacy 
archives, multi-jurisdiction evidence collections, forensic images of 
devices recovered in the field. Running at 1.5 TB per hour, across 
more than 1,000 file types, operating 4 to 5 times faster than the 
platforms it is typically evaluated against. Those numbers come from 
operational deployments. 

The crucial point for the enterprise context is this: forensic rigour was 
never a forensics-only feature. Chain of custody, auditability, admissibility, 
defensibility. These are the standards that matter when a regulator asks 
you to prove what your AI decided and why. When a court requires you 
to produce content that was live two years ago. When a privacy authority 
asks whether you can demonstrate that you identified all in-scope 
personal data. Those are enterprise governance requirements that most 
organizations have never had the infrastructure to meet. 

This is forensic discipline brought to the full unstructured data estate 
of the modern organization, making data now governable, searchable, 
and actionable at scale. 

PEOPLE AND PARTNERSHIP 
Domain expertise is the delivery model that makes outcomes 
credible. Advisory and consulting teams operate across eDiscovery, 
investigations, privacy, and financial crime, bringing the subject-matter 
knowledge that complex engagements require. Professional services 
are delivered by certified engineers who ensure that deployments are 
properly implemented and optimized for each environment. Workflow 
consulting maps and automates end-to-end processes from intake to 
production, aligning platform capabilities to the operational realities of 
each organization. Customer success management supports clients 
across the full relationship lifecycle, ensuring adoption deepens over 
time. Training and certification programs  build lasting capability inside 
customer organizations, reducing dependence on external support 
and enabling teams to extract sustained value from the platform. The 
partner ecosystem extends this further: a global network of system 
integrators, law firms, consulting partners, and managed service 
providers who bring deep context to specific industries and regulatory 
environments. Expert Services in this model are not a bolt-on revenue 
line. It is the delivery mechanism that connects platform capability to 
business outcomes. 

THE COMMERCIAL MODEL 
The Nuix Neo platform compounds in value with each deployment. 
The context and intelligence built through one use case, the entity 
classifications, relationship maps, provenance chains, and behavioral 
baselines, enriches every subsequent use case built on the same 
data estate. That is structural network effect within an organization’s 
own data. 

Some platforms grow their revenue as your data grows. A platform 
built on data reduction has the opposite incentive: the goal is to get 
you to the high-value, high-risk subset of your content as efficiently as 
possible, and keep you there. 

BRING-YOUR-OWN AI 
The architecture is deliberately model agnostic. The AI and reasoning 
layer sits above the context layer and is the organization’s choice 
entirely. Foundation models, fine-tuned models, open source 
or commercial, single-vendor or multi-vendor. The context layer 
enriches and governs content, then makes it available through 
retrieval APIs, knowledge graphs, and vector embeddings to whatever 
AI systems the organization operates. No lock-in. No dependency on 
a specific model provider. 

Sovereign deployment matters here as much as model choice. AI 
models run inside the customer environment, on premises, in a 
sovereign cloud, or in a commercial cloud of the customer’s choosing. 
That applies to the Nuix platform itself and to the AI models it 
integrates with. For regulated industries, government customers, and 
anyone handling sensitive data, this is not a deployment preference. It 
is a requirement. 

The model landscape is moving fast. The intelligence built in the 
context layer, the classifications, relationship maps, provenance 
chains, behavioral baselines, is portable and model independent. 
Switching or augmenting your AI layer does not require rebuilding the 
data foundation. 

AUTOMATION AND ORCHESTRATION AT SCALE 
Nearly every enterprise data team we work with has already tried to 
build workflows for unstructured content handling. The pattern is 
consistent: an initial automated step works well, then the pipeline 
hits edge cases, exception handling becomes complex, glue code 
accumulates, and six months in the team is maintaining a system 
too fragile to extend. The terminology is worth being precise about, 
because the two concepts address different problems. 

Automation is taking a discrete task and making it run without 
manual intervention. Ingestion from a data source. Entity extraction 
from a document corpus. Classification of content against a defined 
taxonomy. Redaction of personal information prior to disclosure. Each 
configured once, then run at machine scale. The value is eliminating 
the labor cost and time of doing them manually. 

Orchestration is coordinating multiple automated tasks across 
a pipeline. Order of execution, dependencies between stages, 
conditional routing, exception handling, timing, and the audit trail that 
runs throughout. This is the difference between having ten automated 
tools and having a working system. It is also where most organizations 
hit their limits. Building and maintaining orchestrated pipelines across 
complex, multi-format unstructured content requires sustained 
engineering effort that most data teams cannot sustain alongside 
everything else on their plate. 

The data pipeline follows a consistent funnel across use cases:  

1.	Identify the relevant content from across the data estate.  

2.	Understand what it contains, who it involves, and what it means.  

3.	Analyse patterns, relationships, and risk indicators across the 
corpus.  

4.	Act on that intelligence through workflows, disclosures, alerts, or 
structured outputs to downstream systems.  

Each stage builds on the last. The governance metadata applied 
throughout makes the action stage defensible. 
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BEFORE AFTER

Privacy request: 6 weeks of manual review per request Hours, with full audit trail, automated redaction, hyperlinked table of 
content, and defensible output

Fraud investigation: 12 analysts, several months per matter 2 analysts, weeks, with 600% fewer false positives than keyword-
based approaches 

Regulatory production: external counsel review at 
significant cost

80-90% efficiency gain running internally, with 64% data reduction 
before human review begins 

Processing capacity: constrained by human throughput 1.5 TB per hour, 1,000+ file types, 4-5x faster than alternative 
platforms 

This is the only work Nuix does. The Nuix Neo platform was built for it, the engineering is shaped by it, and the people who deploy it have spent their 
careers inside it. 

SOLVING CHALLENGES TODAY 
The use cases below are drawn from live deployments.  

USE CASE WHAT IT LOOKS LIKE IN PRACTICE 

Loan fraud detection 

Tens of thousands of applications per cycle, each with supporting documents, correspondence,  
and third-party records. 

Automated entity extraction and cross-reference across the full corpus, not a sample. 

Patterns that human review would take months to surface, identified in hours. 

Complaints handling 
Millions of customer interactions across email, chat, call transcripts, and correspondence. 

Classification by complaint type, sentiment, regulatory obligation, and escalation risk. 

Regulatory submissions built from governed, auditable source data. 

Regulatory response 
Privacy requests, production orders, and surveillance obligations running concurrently. 

Automated identification of in-scope content, deduplication, redaction, and production. 

From weeks of external counsel time to hours of automated, auditable processing. 

AI governance  
AI-driven credit or fraud decisions requiring traceability to governed source data. 

Audit trail from model output back to the specific documents and data points the decision drew from. 

Defensible, reproducible, and regulator-ready. 

Investigations  

eDiscovery and document review across matters involving millions of documents: review populations 
reduced by 64% before any human review begins.  

Due diligence, rapid analysis of deal room content at acquisition scale, surfacing risk and exposure across 
document types that manual review would routinely miss. 

Internal investigations with communications analysis and behavioral pattern detection across the full digital 
footprint of a matter. 

Law Enforcement 

Criminal investigation and evidence processing: entity resolution, timeline reconstruction, and relationship 
mapping across multi-terabyte seizure datasets. 

Regulatory enforcement: building prosecutable cases from complex, voluminous, multi-format evidence in 
the timeframes courts and oversight bodies require.  

Intelligence analysis across communications at scale, maintaining chain of custody throughout so that 
findings are admissible. 

Risk Management &  
Cyber Security 

Insider threat detection through behavioral patterns across communications, access logs, and activity 
records, surfacing indicators before losses occur. 

Cyber incident response: understanding within hours what content was accessed or exfiltrated, which 
regulatory notifications are triggered, and what the exposure scope is.  

IP protection and trade secret governance: monitoring for the movement of sensitive technical or commercial 
content across the data estate.  

PII identification and redaction at scale. 
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WHICH ORGANIZATIONS ARE USING 
NUIX TODAY 
The Nuix Neo platform is deployed across a range of industries and 
government organizations globally. The common thread is the need 
to understand, govern, and act on unstructured content at a scale 
that manual or semi-automated approaches cannot meet and with 
defensibility that can stand up in a court of law. 

Financial Services 

Banks, insurers, and asset managers face some of the most demanding 
data governance requirements in any industry. Trade surveillance, 
conduct monitoring, regulatory reporting, and DORA compliance 
all require systematic visibility into unstructured communications 
and records. Fraud detection  programs benefit from the ability to 
analyse the full population of relevant documents rather than a subset; 
cross-referencing entities across applications, correspondence, and 
supporting records surfaces patterns that statistical models applied to 
structured data alone will miss. 

Law Enforcement 

Prosecutors and investigative agencies face an exponential growth 
in digital evidence across every case type. Mobile devices, cloud 
accounts, chat platforms, financial records, and surveillance 
imagery generate volumes that manual review cannot absorb within 
the timelines justice demands. The challenge is compounded 
by the need to protect staff from repeated exposure to explicit or 
traumatic material, maintain chain of custody, and produce evidence 
packages that withstand adversarial scrutiny. Agencies that can extract 
structured intelligence from unstructured evidence at speed hold a 
decisive advantage in case outcomes. 

Regulators and Government 

The combination of processing speed, breadth of file type support, 
and defensible chain of custody makes it suitable for matters where 
data volumes are high and evidential standards are non-negotiable. 
Government agencies and national security organizations were 
among the earliest adopters; the requirements in those environments 
shaped the platform architecture, and that heritage translates directly 
to civilian regulated industries. In healthcare, PII identification and 
redaction at scale is a core requirement, as is the ability to process 
legacy document formats produced over decades of clinical practice. 

ormats produced over decades of clinical practice. 

THE HUMAN STAKES 
The data this platform processes is not abstract. It is the evidence 
that identifies financial crime and protects investors. It is the 
communications that surface exploitation and protect children.  
It is the audit trail that allows regulators to hold institutions to account. 
It is the governance layer that prevents AI systems from operating 
without human oversight and defensible traceability. When data 
is invisible, accountability becomes impossible. Organizations 
that cannot govern what they hold cannot prove what they did or 
did not do. In a regulatory environment where the burden of proof is 
shifting towards the data holder, that is a structural vulnerability with 
consequences that extend well beyond the balance sheet. 

CASE STUDY
AI Accelerated Evidence Review for a Major US 
Prosecutor’s Office

The Los Angeles County District Attorney’s Office faced a 
snowballing influx of complex digital cases requiring rapid 
summarization of extensive evidence, extraction of actionable 
intelligence, and isolation of sensitive materials, all under strict 
governance standards. 

The office deployed AI capabilities within Nuix Neo, integrating 
LLMs into forensic workflows. Automation was applied to 
document and chat summarization, structured data extraction 
from fraud reports and warrants, flagging of explicit imagery 
to protect staff, and identification of handwritten evidence for 
specialist review. 

Outcome: Dramatic reduction in manual review time, 
accelerated productions for time-sensitive cases, improved 
staff welfare through automated content shielding, and a 
future ready architecture for evolving AI models. 
 
Source: nuix.com case study, Los Angeles County District 
Attorney’s Office

CASE STUDY
Integrity Agency Eliminates Investigation Backlog

A government integrity agency responsible for investigating 
public sector misconduct had a three-person digital forensics 
team managing a backlog of over 60 cases, each taking up to 
three months to process. Delays increased risk of overlooking 
critical evidence and undermined public confidence in 
accountability outcomes. 

The agency deployed Nuix Neo to automate ingestion, 
processing, and early case assessment across its full caseload. 
Data from email archives, mobile devices, shared drives, 
and legacy systems was unified into a single workflow with 
automated entity extraction, deduplication, and classification 
replacing manual triage. 

Outcome: Full elimination of the 60-case backlog, processing 
time reduced from months to days, improved evidentiary 
defensibility, and restored statutory reporting timelines.  
 
Source: nuix.com case study, How integrity agencies are 
streamlining investigations and bolstering public trust

 
“The organizations that lead from here are those whose AI 
operates on complete, governed, defensible data. Building 
that foundation is the work. It is what the Nuix Neo platform 
exists to do. Every enterprise we work with is asking the same 
question: how do we get AI operating on the data where our 
actual risk and insight lives? The answer starts with making 
that data visible and governable. That is what 25 years of 
engineering in the most demanding data environments 
on earth gives us, and it is why this moment belongs to 
organizations that get the foundation right.“

Alexis Rouch  |  Chief Technology Officer  |  Nuix
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