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Executive Summary 
Insider risk has not gone away. It has changed. 

Most insider activity doesn’t appear suspicious when 
it occurs. It uses valid credentials, approved tools, and 
trusted workflows. Risk emerges through small behavioral 
deviations that accumulate gradually across sessions, 
systems, and identities. Risk only becomes visible when 
behavior is evaluated over time. 

At the same time, organizations are adopting AI agents 
and autonomous workflows that operate continuously 
and interact across systems. These non‑human identities 
expand the insider risk surface without violating policy or 
triggering obvious alerts. 

This guide outlines six shifts that explain how insider risk 
has evolved and why traditional detection approaches 
struggle to keep up. Together, these shifts define a modern 
model for understanding and managing insider risk in the 
agentic enterprise. 
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Figure 1.

These six shifts explain how insider risk has changed in the agentic enterprise.

Shift 1: The Risk Surface Moved 
Inside Legitimate Activity 
Insider threats were once associated with obvious misuse: 
a disgruntled employee, a clear policy violation, or a single 
suspicious action. That is no longer the dominant pattern. 

Today, insider risk increasingly operates inside legitimate 
activity. Attackers and compromised identities log in rather 
than break in. Access is authorized. Tools are approved. 
Workflows are trusted. Each action aligns with policy when 
viewed on its own. 

Risk emerges not from individual events, but from how 
behavior changes over time. Gradual shifts in access, 
usage, and interaction patterns signal risk that single alerts 
can’t capture. 
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Shift 2: Insider Risk Expanded From 
People to Identities 
As organizations adopted cloud services, SaaS platforms, 
and automation, the definition of an insider expanded 
beyond employees. 

Modern insider risk includes: 

	Ť Compromised user credentials 

	Ť Privileged accounts with excessive access 

	Ť Shared service accounts 

	Ť API keys and automation identities 

	Ť Third‑party integrations operating continuously 

Each of these identities performs legitimate actions, often 
at scale. Each can be misused without triggering obvious 
indicators. 

Insider risk is no longer a human problem. It’s an identity 
problem. The challenge is not determining intent. It 
is understanding what an identity normally does and 
recognizing when that behavior changes in meaningful 
ways. 

Shift 3: AI Agents Behave Like 
Insiders at Machine Scale  
AI agents introduce a new class of insider risk. 

Unlike traditional automation, AI agents operate 
autonomously, make decisions dynamically, and execute 
continuously without direct human oversight. They access 
data, trigger workflows, move information between 
systems, and interact with users and applications. 

In practice, AI agents behave like insiders, but at machine 
scale. Their activity is persistent, fast, and technically 
authorized. This creates risk scenarios that are difficult to 
detect using rule‑based or event‑driven approaches. 

As organizations deploy more agents, the volume and 
velocity of insider activity increase, while visibility into 
behavioral change often decreases. 

Shift 4: Rules and Short Correlation 
Windows Miss How Risk Develops 
Traditional detections were built for predictable users and 
deterministic systems. Security teams create rules based on 
expected sequences of activity, such as login from unusual 
location, privilege escalation, excessive downloads, or data 
transfer. 

Agents behave differently. 

Agents dynamically reason through tasks, invoke tools, chain 
actions across systems, and adapt based on intermediate 
outcomes. Two executions of the same task can produce 
entirely different behavioral paths. 

Static rules become difficult to maintain because every 
possible workflow branch, credential path, API sequence, 
and decision point requires explicit logic. As agent workflows 
expand, the number of possible paths grows exponentially. 

Behavior analytics approaches the problem differently. 
Rather than attempting to predict every action, behavioral 
analytics establishes patterns of normal operation and 
identifies meaningful deviations across complete workflows. 

The goal shifts from asking “Did event X occur?” to asking, 
“Does this behavior progression look abnormal?” 

Human Identities Non-Human Identities

Behavior Over Time (One Model)
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Unified Oversight Across Identities

Figure 2.

Insider risk spans human and non-
human identities. A single behavioral 
lens enables unified oversight across 
identity types.
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Shift 5: Behavior Over Time Is the Only 
Scalable Detection Model 
Detecting modern insider risk requires a behavioral approach. 

This means establishing baselines for how identities normally 
behave, including: 

	Ť Users 

	Ť Privileged accounts 

	Ť Service identities 

	Ť AI agents 

Detection focuses on how activity deviates from these baselines 
across time and sequence. Risk is identified through patterns, 
accumulation, and behavioral drift rather than single alerts. 

Long‑term behavioral context allows teams to identify insider risk 
earlier, when response options are broader and impact is lower.

Shift 6: Insider Risk Requires Unified 
Identity Oversight 
Fragmented tools create fragmented understanding. 

A modern insider risk model requires unified visibility across: 

	Ť Human identities 

	Ť Non‑human identities 

	Ť Autonomous agents 

	Ť The interactions between them 

Viewing all identities through the same behavioral lens allows 
security teams to understand how risk moves through the 
environment rather than treating each identity type in isolation. 

As identity complexity grows, unified oversight becomes a 
prerequisite for managing insider risk at scale. 

Isolated Events (Short Window) Behavior Over Time (Longer View)

No single event crosses a clear rule threshold. Risk emerges through pattern and sequence.

Each event appears legitimate.
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Figure 3.

Short correlation windows fragment behavior. Longer 
behavioral context reveals sequences and accumulated risk.
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When evaluating approaches to insider risk, focus on capabilities rather than tools: 

	Ť Behavioral baselining over extended time horizons 

	Ť Risk accumulation and prioritization 

	Ť Coverage across human and non‑human identities 

	Ť Investigation context that explains why activity warrants attention 

Insider risk maturity is not about eliminating trust. It is about governing it 
intelligently as identity and automation scale. 

What Security Leaders Should Do Next 
Security leaders should begin by asking the following questions: 

Question What It Reveals About Insider Risk

Where does the organization rely 
on trust rather than verification? 

Trusted access allows risky behavior to operate unnoticed when activity appears 
normal. Without verification grounded in behavior, misuse can progress inside 
approved workflows without triggering investigation.

Which identities operate with 
minimal oversight? 

Identities that lack consistent monitoring create uneven visibility. These gaps often 
include service accounts, automation, and agents that act continuously, making it 
harder to detect gradual changes in behavior

How is gradual misuse detected 
today? 

Slow-moving insider activity rarely crosses a single alert threshold. If detection 
focuses on isolated events, risk that develops across sequences and time remains 
fragmented and deprioritized.

Can investigations be explained 
clearly to Legal, HR, and 
executive stakeholders using 
behavioral context rather than 
alert volume?

Decisions based on alert counts are difficult to justify outside security operations. 
Behavioral context provides a narrative that shows how risk developed, which 
supports review, governance, and accountability.
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