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For the last decade, enterprise security has been built on a single premise:

identity is the new perimeter. As applications moved to the cloud and

employees went remote, Identity Access Management (IAM) became the

primary control point.

Their philosophy? Control who logs in, control the risk.

Of course, that logic made a lot of sense in a world of deterministic software

and human-paced interaction. But the rise of Agentic AI has completely

shattered this strategy.

IAM remains essential for authentication, because it answers the fundamental

question, is this person who they claim to be? But it can’t answer the questions

that matter most in the world of AI, including: What is this user asking AI to do?

What data is being transmitted? Is this agent behaving within its mandate?

IAM is a strict gatekeeper that either allows or denies at the front door. It has no

visibility into what happens once someone walks through it. When autonomous

AI agents act, decide, and communicate at machine speed, the real risk is

encapsulated in what happens inside the perimeter - not outside.

This guide lays out the landscape, risks, and framework for properly governing

Agentic AI.

 The End of Access = Security?
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Stage 1 (2023-2024)
“People Interfacing with Chatbots.” Employees use

LLMs to summarize documents, draft content, or

analyze data. The primary risk is data leakage from

an authorized user pasting sensitive financials,

source code, or customer PII into a model that may

retain or expose it. IAM only sees an authenticated

session; it can’t see the data leaving the building.

Stage 2 (2025-2026)
People Interfacing with Agents. Users instruct AI

agents to take action, which may include querying

databases, executing code, browsing the web, or

triggering workflows. In this stage, the risk shifts

from mere leakage to unauthorized action. An

authorized employee asking an agent to compile all

employee salary data may not be intentionally

harmful, but the action itself may violate policy. IAM

simply validates the user's right to the platform; it

can’t evaluate whether the instruction is appropriate

or permissible.

The Four Stages of AI Consumption
AI adoption isn’t monolithic. It’s evolving through four stages, each of which introduces qualitatively

different risks. Understanding them is the foundation of any governance strategy.

It's essential to note that these stages are additive, not sequential. Most enterprises will operate across all four

simultaneously, so governance will need to address all four at once.

Stage 3 (2026-2027)
Apps Interfacing with Agents. SaaS platforms and

internal systems trigger agents via API with no

human in the loop. A CRM spawns follow-up emails

and an ITSM tool dispatches agents to remediate

alerts. The risk is velocity and scale. A compromised

service account or a logic loop can trigger thousands

of agentic actions in seconds. Meanwhile, IAM will

only see valid tokens; it can’t distinguish a routine

workflow from a runaway process that’s corrupting

data.

Stage 4 (2027-2028)
Agents Interfacing with Agents. Autonomous agents

decompose problems and delegate subtasks to

other agents. For example, a strategy agent can task

a legal agent to review a contract while a finance

agent models the terms. The risk is opacity and

propagation. A prompt-injected agent can spread

compromise through the entire chain. IAM will only

see legitimate machine-to-machine traffic; it’s

incapable of detecting that a security breach is

unfolding inside authenticated sessions.
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The gap between what IAM provides and what Agentic AI demands

spans five dimensions:

The Governance Gap

Semantic Blindness. IAM can’t understand the meaning or

intent of an interaction, so it can’t tell the difference between a

prompt that’s a benign question and one that contains a

request to extract classified data.

Data Payload Invisibility. IAM doesn’t inspect data flowing

through AI sessions, so PII, trade secrets, and regulated data

are permitted to move freely through authenticated channels.

LEARN MORE

Don’t fall
victim to your

structural
blindspots

Gain visibility into

what your AI agents

are doing

Intent Opacity. IAM can’t evaluate why an action is being taken

or whether the intent behind a legitimate-looking instruction

violates policy.

This isn’t a flaw in IAM. It’s a category mismatch. While IAM is stellar at answering "Who are you?"

the agentic era demands answers to "What are you doing, and should you be doing it?"

1.

2.

3.

Behavioral Drift. IAM grants access at a point in time, with no

mechanism for detecting when an agent's behavior drifts from

its mandate during an interaction chain.

4.

Velocity Mismatch. IAM operates on human timescales such

as quarterly reviews, scheduled token rotations, whereas

agentic AI operates in milliseconds. Governance must match

that speed.

5.
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This represents a shift from perimeter-based security (verify at the gate, then inherently trust) to

fabric-based governance (continuous, contextual oversight woven into every interaction). It doesn’t

replace IAM, but extends it into the space IAM was never designed to reach.

The Interaction Layer: 
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A New Security Paradigm

Closing the governance gap requires a new layer in the security stack — one that sits between the identity
perimeter and the AI execution environment, governing every interaction in real time. This is the “Interaction
Layer”. It’s the plane where prompts are issued, data is transmitted, agents are invoked, and responses are
generated. Until now, it has been almost entirely ungoverned.

The Interaction Layer performs three core functions:

Observe 
Gain complete, real-time

visibility into every AI interaction

— every prompt, response,

agent-to-agent handoff, and

data payload. This observation

must be semantic so that it can

understand meaning, rather than

just metadata.

Secure
Actively protect interactions

through real-time data redaction,

prompt injection detection,

response filtering, and action

gating — blocking or modifying

risky interactions before they

execute.

Orchestrate
Intelligently route and manage

interactions based on context,

so that it can direct sensitive

queries to private models,

enforce cost controls, throttle

runaway processes, and

escalate high-risk actions to

human reviewers.



Policy-Driven Orchestration 
AI interactions must be routed and constrained by

dynamic, context-aware policies. This includes smart

model routing based on data sensitivity and cost,

role-based contextual constraints and project scope,

and hard limits on agent authority. Among other

safeguards, this ensures that agents invoked by one

application can’t access the data from another.

Comprehensive Auditability
Every interaction must be logged, attributable, and

auditable. Attribution must chain from the final action

back through every agent, application, and user in the

interaction sequence. Logs must be structured for

compliance mapping (GDPR, HIPAA, SOC 2, NIST AI

RMF) and forensic investigation.

A comprehensive governance framework rests on five tenants:

The Five Tenants of Agentic AI Governance

Semantic Awareness
The system must understand the content and intent
of AI interactions. This means going beyond metadata

monitoring, to also include parsing natural language

prompts, classifying data sensitivity in real time, and

detecting adversarial techniques like prompt injection.

1
Real-Time Data Protection. 
Sensitive data must be identified and protected

within the flow of the interaction. This includes

inline scanning of every prompt and response,

automatic redaction of PII and credentials, policy-

driven blocking of non-compliant data flows, and

full data lineage tracking for audit.

2
Behavioral Monitoring
Governance must be continuous, rather than episodic.

The system must establish behavioral baselines for

users, agents, and applications — then detect and

respond to anomalies in real time. A graduated

response model (log, throttle, escalate, terminate)

prevents over-blocking, as well as under-response.

3

4

5
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LEARN MORE

Don’t fall victim to your
structural blindspot

Gain visibility into what your AI agents are doing

Practical Governance Across the Four Stages

Stage 1 
Chatbots

Deploy an AI gateway that

routes all interactions

through a central

governance point and scan

every prompt for sensitive

data. Then, classify models

into tiers (public, enterprise,

private) and route queries

based on content sensitivity.

Couple this with user

education on safe AI usage.
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Stage 2
User Directed
Agents

Define explicit action

boundaries for every agent

and implement intent

analysis with risk scoring

and enforce dynamic least

privilege and scope agent

permissions to the specific

task, rather than the user's

broadest role. Then, require

human approval for high-

stakes actions.

Stage 3
App Triggered
Agents

Enforce rate limiting and

circuit breakers on all

application-to-agent

integrations. Validate request

content, rather than just

authentication tokens, and

sandbox agents and isolate

data access by workflow.

Finally, build replay capability

for post-incident forensics.

Stage 4 
Agent to Agent

Inspect every inter-agent

communication, establish

agent trust hierarchies, and

set interaction chain depth

limits. Require explainability

traces from each agent and

conduct regular adversarial

testing against multi-agent

workflows —including red

teams, chaos engineering,

and simulation.
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Assess
Inventory every AI tool, model, and agent in use — including

shadow AI. Map interaction patterns and conduct a risk

assessment against each of the five pillars.

Define Policies
Develop machine-readable policies covering acceptable use,

data classification, agent authority, inter-agent rules, and

incident response.

Deploy
Implement the AI gateway, semantic analysis engine, policy

engine, logging infrastructure, and monitoring dashboards.

Integrate
Connect the governance layer to existing IAM, SIEM,

DLP, and GRC systems for unified security operations.

Iterate
Establish quarterly policy reviews, ongoing threat intelligence

integration, tabletop exercises, and cross-functional

governance committee oversight.

Implementation follows a straightforward sequence:

Building the Framework

Effective AI governance isn’t just risk

mitigation. It’s competitive advantage.

Organizations with robust governance are more

secure — and innovate faster — because

business teams can confidently adopt AI

without case-by-case security bottlenecks. As

a result, they build trust with customers,

partners, and regulators; reduce waste
through intelligent cost governance and model

routing; and innovate safely, experimenting

with advanced AI capabilities within a

framework that contains risk.

Conversely, organizations that treat

governance as an afterthought (or ignore it

altogether) will find themselves unable to

deploy AI at scale because the risks are

unmanaged. In turn, this will render them

unable to effectively compete because their

peers are deploying with confidence.

The Strategic Imperative
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LEARN MORE

The central thesis is simple: Identity is the perimeter. But in the age of
Agentic AI, what happens inside the perimeter is where the risk lives.
IAM tells you who’s at the door, but it doesn’t tell you what they’re doing

once inside. It can’t see prompts, inspect data, evaluate intent, monitor

behavior, or govern interactions.

The Interaction Layer fills this gap — providing semantic awareness, real-

time data protection, behavioral monitoring, policy-driven orchestration, and

comprehensive auditability across every stage of AI consumption.

The agents are already inside the building. The question isn’t whether to

govern them, but how quickly you can see the invisible — and govern the

ungoverned.

You can’t govern what you can’t see, so you need to start seeing.

Conclusion

Don’t fall victim to your
structural blindspot

Gain visibility into what your AI agents are doing
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