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1T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

Over the past year, countless CISOs, architects,  
and security leaders have confronted the same 
paradox: their excitement for AI's transformative 
potential is matched only by their anxiety over trust.

They’re not asking if AI can revolutionize their operations — they already know it can.  
The questions that keep surfacing are far more urgent: Can we trust AI to behave 
responsibly? How will it be governed, auditable, and secure?

AI isn’t a feature. It’s not a switch you can flick and expect everything to function as it did 
before. But nor is it novel. Those who adopt it aren’t on the bleeding (or even cutting) edge. 
It’s table stakes. And according to our 2026 AI Risk Report1, 71% of CISOs say AI already 
has access to their core business systems. It’s fundamentally changing the way we work, but 
AI isn’t just a force multiplier, it’s a risk multiplier. The duality of AI — its power and its risk — is 
something many organizations have yet to solve. In fact, we found that just 16% of CISOs 
effectively govern their AI agents' access to core systems.

So, where do you go from here?

1CISO AI Risk Report, Saviynt
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Privilege chaining allows a single  
hijacked AI identity to propagate  
access across interconnected  
systems in seconds, not hours.

Prompt injection attacks enable 
malicious prompts embedded in 
one workflow to ripple into critical 
downstream processes, potentially 
affecting everything from customer 
service to financial transactions.

Shadow AI agents — rogue or  
forgotten instances quietly  
operating in your environment —  
can access sensitive corporate  
data without anyone noticing until  
it’s too late.

Identity: The Operating System of AI Security

Identity security, already serving as the control plane for human users 
and machine accounts, must evolve to become the control plane for AI 
agents, models, and orchestration systems. Without this foundation, 
scale doesn't mean progress. It means chaos.

When a developer's credentials are compromised, you simply “change 
the locks,” rotate keys, and revoke access. When an AI identity is 
compromised, it’s not nearly as simple:
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Real-World AI Risk Examples

Without comprehensive registration, rigorous lifecycle enforcement, and runtime policy controls, AI 
becomes a fault line running through your security architecture.

Identity security must become your AI operating system — the centralized nervous system that 
underpins all governance pillars and ensures accountability at every level:

•	 Every AI agent, MCP server, and tool must be registered in your identity system. 

•	 Every entitlement and tool must be governed. 

•	 Every decision must be auditable and provable, with traceable prompts, policies, and outputs.

Healthcare  
Without lifecycle governance, a retired AI agent could  
continue accessing electronic health records months after 
decommissioning — creating a HIPAA violation waiting to be 
discovered during an audit.

Finance
A rogue trading copilot generating unforeseen financial exposure 
becomes impossible to audit without provenance. Which agent 
made the trade? Who authorized its deployment? Did the agent 
work with another agent for the deviation?

Retail
Shadow AI silently mining customer purchase data remains  
invisible to security teams. Without posture visibility, there's  
no defense against this unauthorized intelligence gathering.

Introduction
S

tep 1
S

tep 2
S

tep 3
S

tep 4
S

tep 5
S

tep 6
S

tep 7



4T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

Building an  
Identity-Driven  
AI Security Program
Building your AI security program 
must be founded on the identity 
security program already within 
your organization. To get there, 
however, requires several steps.
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Redefine what 
“Identity” Means
For decades, “identity” meant “human.” An 
employee or contractor that required access 
to systems. And so, identity governance was 
based upon the principles of how humans work 
and function. We adapted slightly when machine 
identities came into the picture, but didn’t 
rewrite the handbook.

AI identities, however, aren’t like human or even 
traditional machine identities. They operate on  
a whole other level and governing them properly 
requires a paradigm shift — not just within your 
program, but in how your organization defines 
an “identity.”

step1
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When enterprises adopted cloud services a decade ago, each new application created a new identity 
category, leading to sprawling complexity. AI multiplies this complexity.

Modern AI ecosystems introduce entirely new identity classes and entities, each with distinct 
characteristics:

The new agentic identity types carry unique access 
patterns, lifecycle needs, and attack surfaces. They 
authenticate to systems, consume sensitive data, 
initiate actions across your infrastructure, and often 
interact autonomously without human oversight.

By 2027, 50% of enterprise business decisions2 will 
be augmented or automated by AI agents. This isn't 
science fiction; it's a fast-approaching reality that's 
already beginning to materialize in forward-thinking 
enterprises. Without identity-first governance, each 
newly deployed agent exponentially increases risk.

Every type of AI agent (or model or LLM, etc.) must be its own type of identity. Each needs more 
definition and consideration than many organizations currently afford them, and that must change if 
organizations are to be secure. Even in this guide, we refer to AI as “agents,” but rest assured that, when 
it comes to defining them within an identity program, that’s just one subset of all defined AI identities.

AI agents act as copilots, workflow 
bots, and reasoning engines that 
make autonomous decisions.

 
Model context protocol (MCP) 
servers function as orchestration 
layers between agents and models, 
managing context and routing.

Model endpoints serve as APIs 
delivering LLMs with specific 
versioning and context requirements.

 
Agent frameworks and registries — 
platforms like LangChain, AutoGen, 
and CrewAI — define agent behavior 
and capabilities at scale.

2 Gartner Announces the Top Data & Analytics Predictions, Gartner

By 2027, 50% of enterprise 

business decisions will be 

augmented or automated  

by AI agents.

Introduction
S

tep 1
S

tep 2
S

tep 3
S

tep 4
S

tep 5
S

tep 6
S

tep 7

https://www.gartner.com/en/newsroom/press-releases/2025-06-17-gartner-announces-top-data-and-analytics-predictions


7T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

Gather the Right People, 
Process, and Technology

step2
Remember, AI is not a tool. It’s not a feature. It’s 
not software or hardware. (Not really.) It’s an 
entirely different way of operating. Shifting your 
organization’s mindset and approach to AI will 
be as much a change-management problem as 
a technology-innovation one.

This means approaching identity security as 
a comprehensive, ongoing program designed 
with people, process, and technology in mind, 
rather than a single, time-limited project.

Introduction
S

tep 1
S

tep 2
S

tep 3
S

tep 4
S

tep 5
S

tep 6
S

tep 7



8T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

People

Start by involving the necessary stakeholders. AI security affects your entire organization 
and isn't something you can or should do in a vacuum.  Start with your AI governance 
council and expand your stakeholder group as your program grows. After all, identity 

security requires a top-down and bottom-up approach, so you're aligned with top business priorities & 
KPIs and solving the needs and pain points of your practitioners.

Identify your AI enthusiasts as well as those resistant to it. You need the ones who have fully embraced AI, 
in addition to those who will act as devil’s advocates, to fully understand your organization’s AI  
security needs. 

Process

Your stakeholder group should help determine your organization’s AI goals and plan for 
achieving them. How are you planning to use AI? Where? In what capacity? Identifying this 
now means you can better set up your AI adoption and usage processes and policies. It 
also helps you understand and determine identity security policies.

The goal is for every identity to have the least amount of privilege required by their function for the amount 
of time they need it — nothing more. As we’ll detail later, it's incredibly tempting to simply copy and paste 
your existing human (or even NHI) identity processes to your defined AI identities, but it's a dangerous 
trap to fall into. You'll only end up opening your organization up to more risk. 

Technology

No matter what systems and software you use, they won't solve all your problems overnight. 
But they do work in concert with your people and processes. The more power you can provide 
from your tech to the other two sides of the PPT triangle, the more you'll be able to transform.

Your platform of choice must not only address your challenges with AI identities and AI-powered apps but 
also continue to solve for all your existing identities and apps — without adding unnecessary complexity 
to your tech stack.

Introduction
S

tep 1
S

tep 2
S

tep 3
S

tep 4
S

tep 5
S

tep 6
S

tep 7



9T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

Establish Total Visibility Over 
Every Identity, Including AI

step3
With the right thinking and approach in place, 
it’s time to start building your program. As you 
might’ve done when you first implemented 
identity security in the first place, AI security 
must begin with visibility.

It sounds deceptively simple, but history 
repeatedly validates this truth. When cloud 
adoption exploded a decade ago, the first 
challenge wasn't deploying better firewalls — 
it was establishing visibility.

Today, we're watching the same problem 
resurface — this time amplified by AI. Until 
organizations discover and continuously 
monitor their AI identities, any attempt at 
governance becomes wishful thinking.
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Comprehensive posture management for AI identities means following a  
six-phase workflow:

6

1

5

4

2

3

Discover
AI agents across your 

environment

Map
their access to 
systems and data

Remediate
by disabling 
rogue agents, 
re-certifying 
legitimate ones, 
or restricting 
excessive privileges

Score
risk continuously 
using behavioral 
analytics

Track
activity via 
comprehensive 
timelines
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Discovery

Unfortunately, AI agents don't behave like human users or conventional service accounts, making the 
discovery process far more complex than in traditional IAM. However, there are several techniques you 
can use to identify agents:

75% of surveyed CISOs have discovered unsanctioned AI tools currently running 
in their environments, often with embedded credentials or elevated system access 
that no one is monitoring.1

75%

1 CISO AI RIsk Report, Saviynt

�Declared discovery either through pro-
code, low-code and no-code platforms 
or MCP registry integration. However, 
registration through the former only 
finds declared or known agents, which 
is why this method should only be used 
in conjunction with others.

��Behavioral discovery via network traffic 
analysis — scanning outbound traffic 
for connections to known AI providers 
— and runtime behavioral profiling that 
detects non-deterministic execution 
loops, tool calling chains, and privilege 
escalation patterns to help determine 
hidden agents. However, network 
traffic analysis does not identify intent, 
ownership, or lifecycle and requires 
identity correlation.

�Identity-based discovery, including 
identity analytics that search for 
entitlements linked to “non-human” 
identities within existing IAM and 
IGA systems, as well as plugin and 
app store monitoring that can catch 
instances where teams add copilots or 
connectors without IT approval.

��Code and pipeline discovery, 
which scans code pipelines, 
source code repositories, 
etc., to find dormant and pre-
production agents.

��Delegation and chain discovery 
because agents often run 
on behalf of humans, other 
agents, and applications. 
Identifying OAuth On-Behalf-
of (OBO) and service account 
impersonation flows is crucial 
to identifying what is acting on 
whose authority.
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Ingest

Enrich

Build

Mapping

Traditional identity visibility stops at the perimeter: which systems does this identity have access to?  
AI governance, however, must dig deeper and map access at every level. Enterprises need granular 
visibility into what actions AI agents can take inside a system: the specific actions, data queries, and 
operations each agent is authorized to perform. AI governance cannot be traditional governance  
simply extended to AI agents.

Gaining the visibility required for identifying AI access can take several forms:

•	� Ingest logs into an identity security data lake that aggregates activity across your environment. 

•	� Build comprehensive access maps that link AI identities to specific actions and  
data stores. 

•	� Enrich this data with contextual metadata, including agent owner, model version, and hosting  
platform details.

•	 Continuously detect intent deviation.

Each of these allows enterprises to see not just connections between agents and systems, but the full 
spectrum of capabilities each agent possesses, as well as when the agents deviate from their original 
goals and objectives.

Detect
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Tracking

Unlike human users who maintain relatively stable access patterns, AI agents evolve rapidly. They 
gain new capabilities through updates, connect to additional systems as requirements expand, and 
fundamentally mutate when underlying models are upgraded or replaced.

This dynamic nature makes access timelines and tracking crucial for provenance and governance. 
Without timelines, you can only show a static point-in-time snapshot of current permissions. With 
them, you demonstrate the entire history of agent behavior, definitively proving or disproving access to 
sensitive data.

An effective access timeline should capture:

•	 Initial access registration 
•	�� A chronological record of access assignments and modifications, 

highlighting any intent deviation

•	�� Historical activity, including queries executed, API calls made, 
and outputs generated

•	�� Changes in scope, entitlements, or model versions over time

Analysis

AI posture management cannot stop at configuration checks, identity inventory, or access entitlements 
alone because agentic systems are autonomous, probabilistic, and goal-seeking by design. An AI agent 
may be perfectly configured, correctly authenticated, and technically authorized, yet still introduce risk 
when its runtime behavior diverges from its original or approved intent.

This is where intent deviation analysis becomes essential. By continuously comparing what an agent 
was meant to do versus what it is actually doing across identity chains, tools, data access, and actions, 
posture management shifts from static assurance to behavioral risk detection.

Intent deviation reveals risks that traditional posture signals cannot see, such as scope creep, emergent 
behavior, misaligned delegation, or goal drift introduced by model updates, prompt changes, or 
downstream agent interactions. With it, organizations gain continuous assurance, which is the only  
way to effectively manage risk in autonomous, non-deterministic AI systems.
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Scoring

Where discovery and timelines establish your foundation, scoring 
and continuous posture monitoring adapt your program to changing 
conditions. Doing so requires feeding risk signals into robust scoring 
models that function similarly to user risk scoring models. There are 
several risk signals organizations should be aware of, including:

•	 Entitlement creep: AI agents retaining unused access long after their initial purpose expires

•	 Behavioral anomalies: Sudden spikes in data requests or queries outside normal patterns

•	 Intent deviations: Analysis of agents doing something other than what they were meant to do

•	 Shadow integrations: Unapproved API calls to systems not in the original scope

•	� Unauthorized model upgrades: AI agents upgraded to different LLMs or model versions outside 
governance processes

Scoring in action: A developer agent typically queries Jira for tickets and Confluence for 
documentation. Suddenly, it requests access to SAP HR data — a system completely outside its 
normal operating parameters. The risk score spikes immediately, and an automated response 
suspends the agent or challenges the request, requiring human approval before proceeding.

Remediation

Too many organizations treat posture assessment like an annual audit — a snapshot taken, findings 
documented, then filed away until next year. But AI agents don't stay static. They evolve, multiply, and 
change behavior faster than any human-driven system ever could. A mature posture management 
program can continuously tell you where your risks lie and help prioritize and close them.

This is exactly why the six phases of posture management we described here are represented as a 
loop. It ensures that posture management remains a living discipline rather than a static snapshot. 
Each phase feeds into the next, creating a self-reinforcing cycle that gets smarter over time as your 
behavioral analytics learn what normal looks like — and what doesn't.
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Govern Across AI Identities’ 
Entire Lifecycles

AI adoption is exploding across enterprises at 
unprecedented velocity. Yet lifecycle governance 
lags behind the pace of deployment. Time and 
again, organizations struggle with the challenges 
from AI, including ad hoc registration, no attestation 
or provenance, policy gaps, and forgotten 
retirements.

Without disciplined lifecycle management, 
enterprises are walking into things blindfolded. 

step4
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�A unique, cryptographically 
registered identifier bound to the 
agent and its accountable owner at 
the time of registration, preventing 
impersonation, eliminating shadow 
agents, and establishing trust. 

�Verified creation attestation, 
including digital certificates, registry 
approvals, or API-level attestations, 
that formally prove the agent was 
instantiated by an authorized 
developer, team, or system. 

��Comprehensive metadata 
registration that captures 
critical attributes (e.g., model 
version, hosting environment, 
accountable owner, and 
declared purpose).

��Baseline policy provisioning, 
including least-privilege access 
entitlements assigned at 
registration for both inbound and 
outbound access.

This registration creates an immutable record that every subsequent lifecycle event builds upon.

Here are the six steps organizations must take to help ensure complete lifecycle management for  
their AI identities.

 
Registration

If lifecycle management is a wheel, registration is the hub.Everything else flows outward from this 
foundational step.

Just as every employee must be onboarded into HR and IAM systems before they receive access, every 
AI agent must be uniquely registered from the moment it comes to life. No exceptions. No shortcuts. And 
every agent must have:

Registration

Ownership
Management

Entitlement
Assignment

Lifecycle
Governance

Integration 
with Access 

Gateways & IGA 
Systems

Retirement

1

2

3
4

5

6
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Ownership management

Where registration establishes identity, ownership establishes responsibility. 
Without clear ownership, governance collapses into ambiguity. Every AI agent 
must have a named, accountable owner from day one that persists, evolves, and is 
enforced throughout the agent’s lifecycle. AI agents belong to a human sponsor, a 
team, and a business purpose. No exceptions.

Ownership management must include a named, accountable owner; business 
sponsorship alignment; ownership transfer controls; active, recurring owner 
attestation; and orphan detection with auto-remediation.

When an agent acts autonomously — querying data, invoking APIs, making decisions — someone must 
answer for it. Clear ownership ensures every action has a line of responsibility. And in the world of agentic 
AI, accountability is the difference between innovation and uncontrolled risk.

Entitlement assignment

One of the biggest mistakes many organizations make with their AI identities is over-entitlement. It’s 
“faster” during registration, but the problem is that nobody remembers to prune those permissions later. 
Temporary becomes permanent, and excessive privilege becomes the default state. 

Assignment policies need to be defined for both inbound — who can access or invoke agents — and 
outbound access — what other agents, data sources, systems, APIs, or entitlements that each agent  
can access.

Lifecycle governance

Humans evolve in their roles over months and years. AI agents evolve in days and hours. The difference in 
velocity changes everything about governance.

An AI agent might gain new system integrations within days, upgrade to a new model version overnight, 
or move from development to production environments within hours. Without proper governance, these 
transitions become silent escalations of privilege that bypass all your carefully designed controls.

 
Ownership  
management 
transforms AI 
governance 
from a technical 
configuration into 
an accountable 
operating model. 

•	 Role-based templates provide pre-
defined policy sets for common agent 
types like “Customer Support Agent” or 
“Developer Copilot.”

•	 Attribute-based access control (ABAC) 
implements dynamic rules based on time 
windows, context, and ownership.  

•	 Scoped credentials ensure agents 
receive short-lived, purpose-bound 
keys rather than permanent 
access tokens.

•	 Just-in-time access assignments 
to AI Agents that adhere to the 
principles of zero standing privileges.

How to prevent over-entitlement from happening:
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Key lifecycle events that require governance include capability expansion: triggering mandatory 
recertification workflows when agents gain new skills or integrations; and enforcing new, more restrictive 
policies when moving from development to production environments.

Lifecycle governance for agents is not a quarterly certification exercise. It is continuous, event-driven, and 
policy-aware.

This means implementing behavioral analytics to detect real-time entitlement creep, 
automated alerts when access patterns drift from their declared purposes, and periodic 
owner re-attestation to reaffirm accountability. In a world where agents learn, adapt, and 
connect at machine speed, governance cannot be static.

Retirement

AI agents do not quietly fade away. They retain API keys, cached tokens, memory stores, vector 
embeddings, model endpoints, and system integrations. If not properly retired, they become dormant 
identities with live privileges that are invisible, often forgotten and prime takeover targets for attackers 
seeking access.

Every agent’s end-of-life process must include:

A formal decommissioning workflow that 
requires an approved request, validated 
by the accountable owner and business 
sponsor. This ensures the agent is no 
longer needed and prevents accidental 
shutdown of active workflows.

Credential and token revocation, with 
immediate invalidation of API keys, 
certificates, OAuth tokens, service  
accounts, and any federated trust 
relationships.

Systematic removal of all entitlements, 
integrations, tool permissions, data 
source connections, and cross-agent 
authorizations.

Disabling all mechanisms (API endpoints, 
webhooks, queues, orchestration 
triggers, etc.) that allow users, systems, or 
other agents to invoke the retired agent.

Governed handling of stored 
context, logs, vector databases, 
and embedded knowledge. 
Sensitive data must be archived, 
anonymized, or securely 
deleted based on policy and 
regulatory requirements.

Immutable retirement event 
logging, including approvals, 
timeline, and removed access, 
ensuring defensibility for 
compliance and forensic review.

Post-retirement validation 
to confirm no orphaned 
credentials, shadow 
integrations, or lingering 
privileges remain active in 
downstream systems.
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In the agentic era, where identities multiply rapidly and operate autonomously, unmanaged retirement 
creates a graveyard of invisible risk. Proper decommissioning ensures that when an agent stops acting, it 
truly stops existing from an access and control perspective.

Integration

This is where governance moves from principle to execution. AI agents do not operate in isolation. They 
function inside interconnected ecosystems of identity platforms, orchestration layers, cloud services, 
APIs, and data systems.

Identity platforms must extend traditional joiner/mover/leaver frameworks to include AI agents as 
first-class identities. Agents should have onboarding workflows; trigger continuous, event-based 
recertifications; and undergo periodic access certifications.

Access gateways should operate as runtime enforcement brokers. An agent request should not execute 
unless it successfully validates against the enterprise registration and policy service. At runtime, access 
gateways should verify identity ownership status, entitlement scope, and policy compliance before 
routing or executing calls — denying requests that fail validation.

Cloud AI platforms must integrate with enterprise identity registries before provisioning new agents, 
expanding capabilities, or enabling tool access. Provisioning without registry validation creates shadow 
agents and ungoverned privilege paths.

True integration means:

Registration status 				    Lifecycle events propagate 
to be validated 				    automatically across 
and enforced 					    systems 
before execution

Policy is enforced 				    Governance signals 
before tool 					fl     ow into runtime 
invocation					     authorization decisions

 
This ensures AI agents are not treated as experimental add-ons or “second-class identities,” but as 
fully governed principals, subject to the same accountability, certification, and control standards as 
human users.
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Access management
Traditional IAM was built on a simple premise: 
authenticate once, then trust within defined 
boundaries. That model breaks down with AI 
agents. They don’t just access systems — they 
take actions autonomously, chain requests 
across multiple systems in seconds, and 
evolve their behavior as new tools, plugins, or 
integrations are introduced.

The stakes are also very different. When a 
human user operates outside their intended 
scope, their activity typically unfolds at human 
speed and follows relatively predictable 
patterns. AI agents, however, can execute 
hundreds of unintended actions before 
traditional monitoring systems even detect 
something unusual.

This is where access management for AI 
fundamentally diverges from traditional 
access control.

It’s not enough to know what an agent can 
do based on its provisioned permissions. 
Organizations must enforce what an agent 
should be doing based on its intended purpose 
— and those decisions must be evaluated in 
real time, action by action.

step5

Introduction
S

tep 1
S

tep 2
S

tep 3
S

tep 4
S

tep 5
S

tep 6
S

tep 7



21T H E  U L T I M A T E  F I E L D  G U I D E  F O R  I M P L E M E N T I N G  A I  S E C U R I T Y

Identity and access controls at runtime

Traditional IAM systems were designed around human access patterns — 
logins, sessions, and application access through SSO. AI agents, however, 
don’t authenticate through traditional login flows: they execute tasks 
autonomously and dynamically interact with multiple systems via APIs. 
To securely govern these new identities, organizations need a runtime 
enforcement layer, or access gateway.

Access gateways provide:

Agent authentication and registration validation that verifies 
the agent against agent registration and the ownership 
registry before an AI agent can access enterprise resources.

Context-aware policy enforcement evaluates access 
requests based on contextual signals, including the 
requesting agent, requested resource, execution time,  
environment, and policy conditions.

Runtime authorization for every action, performing transaction-level authorization checks 
(evaluated in real time), ensuring agents operate within the intended scope and preventing 
unauthorized or unintended actions.

Intent-aware authorization that evaluates the intent behind an action by analyzing prompts, 
execution plans, and the chain of actions an agent is attempting to perform. This allows 
governance of what an agent can access and ensures alignment with the intended purpose.

Secure delegation and scoped token management to limit privilege propagation when 
agents invoke other services or agents, preventing uncontrolled privilege chaining and 
ensuring that delegated access is bound to the specific task being executed.

Fine-grained authorization at runtime

AI agents’ dynamic nature means their access cannot be governed through static role assignments alone. 
Instead, access decisions must be evaluated dynamically at runtime, with policies that assess each action 
an agent attempts to perform.

Examples of fine-grained authorization include scenarios such as:

•	 Agent X being allowed to read invoice data but not approve payments

•	 Agent Y summarizing EHR clinical notes but not downloading complete patient 
histories

•	 Agent Z updating CRM contact fields only during approved business hours in the 
user’s time zone

Access 
gateway:  
a centralized control 
point between AI 
agents and enterprise 
systems, ensuring every 
action performed by an 
agent is authenticated, 
authorized, and 
continuously 
 evaluated against 
enterprise policy.
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Implementing this level of control requires policy-driven authorization models that go beyond traditional 
role-based access. Common approaches include attribute-based access control (ABAC), policy-based 
access control (PBAC), and policy decision engines (e.g., open policy agent). Effectively, this implements a 
“bouncer” at every action, checking credentials at runtime before any task execution.

Delegation and agent-to-agent trust

Especially as agentic AI gains traction, AI agents rarely operate in isolation. To complete complex workflows, 
agents often invoke other agents or services, each with distinct capabilities and privilege levels.

To safely enable collaboration between agents, systems need controlled delegation mechanisms. 
Delegation tokens provide this control by allowing an agent to perform a narrowly scoped task on behalf 
of another process without inheriting unrestricted privileges. These tokens are:

This approach allows agents to collaborate and complete multi-step workflows while ensuring that 
privileges remain bounded, traceable, and aligned with enterprise security policy.
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Intent-Aware Authorization Gateway Every agent action evaluated in real time — before it executes

Procurement Agent

HR Agent

Finance Agent

IT Ops Agent

AI AGENTS ENTERPRISE APPS

Ties every action to a verified 
agent identity in IGA

Agents get just-in-time 
access scoped to each task

Behavioral analytics 
detect anomolies before 

damage occurs

Provenance

Zero Standing Permisssions

Real-Time Risk Engine

ACCESS GATEWAY

Intent Analysis
What is the agent trying to 
accomplish?

Context Evaluation
Does this match the approved 
mission scope?

Policy Enforcement
Apply least-privilege and 
risk thresholds

Decision + Audit
Allow / Block / Escalate 
Full audit trail logged

AUDIT LOG

ESCALATE

BLOCK

ALLOW

Capability-scoped, limited 
to specific actions such 
as deploying to a staging 
environment versus production

Short-lived and issued with 
a strict time-to-live (TTL) 
expiration

Policy-governed through a central 
authorization service based on 
defined policies

 

Gateway-validated before any 
delegated action is executed
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Privilege escalation prevention

Privilege escalation represents one of the most serious risks in AI-driven environments. It can occur 
silently, propagate quickly, and significantly expand an agent’s ability to access systems or perform 
sensitive operations.

Unlike human users — where privilege creep typically happens gradually — AI agents can gain new 
capabilities almost instantly through tool additions, plugin integrations, configuration changes, or 
expanded API access. These changes can unintentionally introduce privileges that were never formally 
reviewed or approved.

To prevent this, organizations must implement several key controls, including runtime policy 
enforcement, continuous privilege drift detection, and dynamic revocation and containment. These 
enable dynamic access decision evaluation, continuous monitoring that automatically flags for human 
reviews, and immediate revocation and termination.
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Audit & compliance
Saying “we govern AI” isn’t sufficient anymore. 
Boards, regulators, and customers are asking 
harder, more specific questions that demand 
concrete answers:

•	 Can you prove exactly what data the AI 
accessed and when?

•	 Can you show who is accountable for 
AI decisions that impact customers or 
operations?

•	 Can you trace how an AI agent produced 
its output, step by step?

Audit, compliance, provenance, and 
accountability are not nice-to-have features 
for mature organizations — they are the 
currency of trust in the AI era. Without these 
foundations firmly in place, AI adoption will 
inevitably stall, no matter how powerful 
the underlying models become or how 
compelling the business case appears.
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Traditional audit frameworks were built for human actors, but that entire model collapses when applied 
to AI agents. This creates a critical audit gap that most enterprises haven’t addressed. To close this 
dangerous gap, enterprises need immutable audit trails specifically designed for AI operations.

Imagine being able to answer a regulator’s question in seconds rather than days: “Yes, Agent Z ran version 
4.2 of the model, on this specific dataset, at this timestamp, with these parameters, under this approved 
policy.” That level of precision transforms defensive responses into confident demonstrations of control.

Posture logs show which AI agents are present in your environment and their current state. Lifecycle 
logs prove agents were registered, attested, and certified through formal processes. Access logs show 
entitlements and runtime authorization decisions. Provenance logs explain how specific outputs were 
generated and under what conditions.

This systematic compliance mapping transforms raw telemetry data into regulator-ready evidence that 
can withstand scrutiny during audits and investigations.

AI audit logs must be tamper-proof and capture:

Agent Identity u 
Which AI identity performed the action

Context u  
Model version, input prompt, parameters

 
Entitlement u 
Which policy allowed the action

Action u  
What the agent did (read, write,  
approve, delegate)

Output u  
What was generated or changed

Linkage u 
Tie it all to a runID for traceability  
across systems
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Provenance  
and accountability
Recording what happened for audit and 
compliance is only part of the picture; 
enterprises must be able to trace why AI agents 
made specific decisions or recommendations. 
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Provenance captures:

Without comprehensive provenance, enterprises are defenseless against accusations of algorithmic bias, 
model hallucination, or systemic errors that harm customers or violate regulations.

Every AI agent must have a registered owner. Every action must map back to an approved policy that 
authorized it. Every output must be explainable through provenance chains that show decision logic.

This framework doesn’t eliminate risk — AI systems will make mistakes. But it makes risk manageable, 
defensible, and improvable through learning from incidents.

The currency of trust

At the end of the day, AI security is not just about preventing breaches or blocking attacks. It’s about 
building and maintaining trust with all your stakeholders — customers, regulators, employees, and 
investors.

Trust comes from evidence, not assertions. Evidence comes from comprehensive, immutable audit trails. 
Compliance readiness comes from logs that map directly to regulatory frameworks. Transparency comes 
from provenance chains that explain decisions. Responsibility comes from accountability frameworks 
that assign ownership.

When enterprises can produce this evidence on demand — quickly, completely, and convincingly — 
AI transforms from a powerful but scary technology into something far more valuable: a trustworthy 
strategic asset.

Because in the boardroom and the regulatory hearing room, trust isn’t a marketing slogan or a mission 
statement. It’s a ledger entry you can prove.
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Which model version generated 
the output

Which policy approved 
the action

What inputs influenced 
the outcome

Which training data or context 
window was applied

Which agent identity executed 
the decision
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Start your path to secure 
AI implementation today
 
This framework for identity-driven 
AI governance forms an integrated 
approach to making AI not just 
powerful, but governable. Not  
just innovative, but trustworthy.  
Not just deployed, but controlled.



Posture management gives you visibility, the foundation for everything else. Lifecycle management 
provides structure from registration to retirement. Access management delivers runtime control over 
what agents can actually do. Audit and provenance creates the evidence trail that builds trust.

The enterprises that implement this framework now — while AI adoption is still accelerating — will lead 
their industries with confidence. Those that wait will spend years playing catch-up, managing incidents 
instead of preventing them, and explaining failures instead of demonstrating success.

But remember: large, sweeping changes that radically alter how your business functions are incredibly 
difficult to pull off. The classic all-or-nothing cutover approach takes time, prolongs costs and migration 
pains, and increases the likelihood that your needs will change before you realize any benefits.

But if you instead approach that large, sweeping change over time, bit-by-bit, it’s a far easier pill for the 
organization to swallow. You’re already well down the path of AI adoption. 

The question isn’t whether AI will transform your business. It will (and already is). The question is whether 
you’ll govern that transformation — or scramble to contain it after something goes wrong. Start your 
journey towards identity-first AI security now, and as you continue it into this AI-enabled reality, you can 
build on each progression point to true AI transformation.

The future of AI security is here.
Learn how Saviynt Zuma helps you get control, so you can build and run 

AI with confidence.

Learn more at Saviynt.com

https://saviynt.com/products/zuma
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