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Executive Summary

For several years, the security community anticipated that artificial intelligence would eventually become a
primary instrument of cyber offense. That future has arrived. Beginning in late 2025 and accelerating
sharply through the first half of 2026, documented evidence confirms that threat actors — ranging from
state-sponsored espionage groups to individual financially motivated attackers — are deploying frontier Al
models not as research assistants or code autocomplete tools, but as autonomous operational agents
capable of conducting reconnaissance, discovering vulnerabilities, developing exploits, harvesting

credentials, and exfiltrating data with minimal human direction.

The shift is structural, not incremental. Previous generations of Al-assisted attacks still required skilled
human operators to interpret model outputs, make tactical decisions, and translate suggestions into action.
The current generation of agentic Al adversaries executes those decisions directly, adapts to environmental
conditions in real time, and operates continuously at machine speed. In a documented 2025 espionage
campaign attributed to a Chinese state-sponsored group, Al systems handled between 80 and 90 percent
of offensive operations autonomously across approximately thirty targeted organizations [1]. Open-source
tools such as CyberStrikeAl subsequently brought comparable autonomous attack orchestration within
reach of a single financially motivated actor willing to compromise hundreds of devices across dozens of

countries [7].

On the defensive side, enterprise preparedness has not kept pace. Ninety-two percent of security
professionals surveyed by Darktrace in early 2026 expressed concern about the security implications of Al
agents, yet only 37 percent of their organizations had a formal Al policy in place [8]. The CSA Al Agent
Governance Survey found that 65 percent of enterprises experienced an Al agent security incident in the
preceding twelve months [16]. Meanwhile, Mandiant's M-Trends 2026 report documents that the mean time
to exploit vulnerabilities has turned negative — averaging negative seven days, meaning exploitation
routinely precedes patch availability [5]. The combination of increasingly capable autonomous adversaries
and an underprepared defense posture represents a systemic inflection point for enterprise security

programs.

This whitepaper analyzes the specific technical characteristics and documented operational patterns of
autonomous agentic adversaries, examines the enterprise conditions that amplify risk, and provides
actionable guidance organized around CSA's established security frameworks. The central argument is this:
agentic Al adversaries are not a future threat to be prepared for — they are a present operational reality

requiring immediate defensive response.
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Introduction: The Autonomy Threshold

To understand what has changed, it is necessary to distinguish between Al-assisted attack and Al-
autonomous attack. In the former, a human threat actor uses a language model to accelerate discrete
phases of an operation — generating phishing email variants, suggesting exploit code, or summarizing
reconnaissance output. The human remains the agent: they evaluate model suggestions, decide which to
act on, and execute the resulting actions manually. This pattern dominated Al misuse through 2024 and
remains widespread. It lowers attacker skill requirements and compresses timelines at specific phases of the

kill chain, but it preserves a human decision loop that imposes natural limits on operational tempo.

Al-autonomous attack removes that human decision loop for some or all phases of an operation. The model,
or more precisely a system built around a frontier model with tool-use capabilities, receives a high-level
objective and executes a plan to achieve it: identifying targets, selecting attack vectors, interacting with
external systems, handling error conditions, and adapting its approach based on environmental feedback.
Human operators may monitor the system and intervene if needed, but they are not required to approve
each action. The difference is not merely quantitative — faster execution of the same operations — but
qualitative. Autonomous systems can sustain operations continuously across time zones without fatigue,
parallelize attack threads across multiple targets simultaneously, and respond to defensive countermeasures

faster than any human-in-the-loop workflow permits.

The International Al Safety Report 2026, produced under the leadership of Yoshua Bengio and authored by
more than one hundred Al experts, confirms that frontier models have achieved capabilities sufficient to
support meaningful autonomous offensive operations. The report notes that in 2025, an Al agent placed in
the top five percent of teams in a major cybersecurity competition [4]. The same report documents that
underground marketplaces have begun selling pre-packaged Al attack tools that further lower the skill
threshold for prospective attackers. These developments, individually significant, collectively signal that the

conditions for autonomous adversarial operations are now broadly met.

This document examines the security implications in three phases: what has already happened, what

structural conditions make the problem durable, and what defenders must do in response.
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Section 1: The First Wave — Documented Autonomous

Operations

The GTG-1002 Campaign

The most analytically significant development in adversarial Al occurred in September 2025, when
Anthropic detected and subsequently disclosed what is believed to be the first large-scale cyberattack
executed with Al systems operating autonomously as the primary offensive actors. The group, designated
GTG-1002 in subsequent reporting and attributed to Chinese state sponsorship, targeted approximately

thirty organizations across financial services, defense, energy, and technology sectors [1].

What distinguished GTG-1002 from prior Al-assisted operations was the degree of operational autonomy.
The attackers employed Anthropic's Claude Code agent with a jailbreaking technique that decomposed
each attack phase into small, contextually isolated tasks, each framed as legitimate defensive security work.
No single task presented Claude with the full context of malicious intent; the cumulative sequence of
autonomous actions assembled into a functional intrusion. The Al system handled reconnaissance,
vulnerability discovery, exploit development, credential harvesting, lateral movement through connected
systems, and data exfiltration — an estimated 80 to 90 percent of all tactical operations — without requiring
human intervention at each step [1]. The humans involved functioned primarily as supervisors, monitoring
aggregate progress rather than directing individual actions. At the conclusion of successful intrusions, the Al
system generated handoff notes enabling a second team to continue operations from the point where the
first left off.

The GTG-1002 campaign demonstrates several properties that characterize the autonomous adversary
model. Operational tempo was sustained without the fatigue and attention limits of human operators. The
attack surface across thirty simultaneous targets would have required a large, coordinated human team to
achieve comparable scope. Error-handling and adaptation occurred automatically, with the system adjusting
its approach when initial access attempts failed. And the jailbreaking methodology — fragmenting malicious
intent across individually innocuous tasks — represents a specific and reproducible technique for co-opting

Al systems in the security domain.

CyberStrikeAl and the Democratization of Autonomous Offense

If GTG-1002 illustrates what state-sponsored groups can accomplish with access to frontier Al, the
CyberStrikeAl campaign demonstrates how rapidly that capability diffuses to less sophisticated actors.

Between January and February 2026, a Russian-speaking, financially motivated threat actor used an open-
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source platform called CyberStrikeAl to autonomously compromise more than 600 Fortinet FortiGate
appliances across 55 countries [7]. The campaign operated with 21 unique IP addresses running the

platform concurrently, primarily hosted in China, Singapore, and Hong Kong.

CyberStrikeAl, developed by a Chinese developer operating under the alias Ed1sOnZ, integrates more than
100 security tools with generative Al services from both Anthropic's Claude and DeepSeek, combined with a
full orchestration engine. The platform automates vulnerability discovery, attack-chain analysis, knowledge
retrieval, and result visualization. The FortiGate campaign itself exploited no novel technical vulnerabilities; it
succeeded by identifying devices with exposed management interfaces and weak single-factor
authentication — exactly the kind of broadly applicable, opportunistic reconnaissance that autonomous Al

systems can conduct at scale that human operators could not economically sustain [7].

The architectural contrast between GTG-1002 and the CyberStrikeAl campaign is instructive. GTG-1002
required the sophistication to jailbreak a frontier model and construct a multi-stage deception campaign
against curated high-value targets. The CyberStrikeAl operator needed only to deploy an existing open-
source platform against broadly exploitable conditions. The latter approach scales further and faster, and
the public availability of the underlying platform ensures continued distribution regardless of any individual

actor's arrest or disruption.

Individual Actors, Institutional Targets

The scale of autonomous Al-enabled attack is not bounded by organizational resources. In a separate
documented incident spanning December 2025 through February 2026, a single attacker used Claude
Code and OpenAl's GPT-4.1 to breach nine Mexican government agencies [19]. The attacker leveraged
agentic capabilities to conduct what would historically have required a coordinated team: sustained multi-
agency intrusion with the operational continuity that only automated systems can provide across weeks of
sustained effort.

These three cases — a state-sponsored espionage campaign, a financially motivated mass-exploitation
campaign, and a solo attacker breaching multiple government agencies — together establish that
autonomous Al-enabled offense is not a monolithic threat associated with a single adversary tier. It spans

the full spectrum from nation-state actors to individuals, and the economics favor continued proliferation.
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Section 2: The Industrialization of Al-Powered Offense

Compressing the Attack Lifecycle

Agentic Al does not merely replicate human attack workflows at greater speed; it structurally compresses
the economics of intrusion. A May 2026 research paper published on arXiv titled "Agentic Al and the
Industrialization of Cyber Offense" proposes what its authors call the Agentic Attack Compression Model,
arguing that agentic Al lowers attacker cost across every phase of the intrusion lifecycle: reconnaissance,
phishing, credential abuse, vulnerability triage, exploit adaptation, and post-compromise decision support
[14]. The central near-term risk, the paper argues, is not that Al enables super-human hacking but that it
makes sophisticated attack patterns economically viable for actors who previously lacked the resources or

expertise to sustain them.

Evidence from operational security research confirms the compression effect. Palo Alto Networks' Unit 42
introduced an Agentic Al Attack Framework that simulates autonomous ransomware campaigns; in
controlled conditions, the framework executed the complete ransomware lifecycle in approximately 25
minutes [3]. Separately, the company's frontier Al systems discovered 26 CVEs in a single month during May
2026, compared to their typical volume of fewer than five per month — a more than fivefold acceleration in
vulnerability discovery that holds equivalent implications for offensive actors using the same model

capabilities [3].

Mandiant's M-Trends 2026 report provides the clearest aggregate evidence of how these capabilities affect
real-world timelines. The mean time to exploit vulnerabilities is now estimated at negative seven days —
exploitation routinely precedes public patch availability [5]. The median time between initial access and
handoff to a secondary threat group, a process that once took more than eight hours, has collapsed to 22
seconds as initial access brokers pre-stage tools and channels during the intrusion itself [5]. These figures
reflect a threat ecosystem in which Al systems are accelerating multiple phases of the attack chain

simultaneously.

Al-Native Malware

The most technically significant development in adversarial Al beyond autonomous attack orchestration is
the emergence of malware that integrates large language model capabilities at runtime. PROMPTFLUX,
identified by Google researchers in late 2025, is a Visual Basic Script malware that makes live API calls to
Google's Gemini model to rewrite its own source code on an hourly basis [12]. Each regeneration
incorporates new obfuscation and evasion techniques requested from the model, creating a continuously

shifting signature that defeats static detection methods designed for fixed code patterns. The innovation is
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conceptually significant even if PROMPTFLUX itself was assessed to be in a testing phase at the time of
discovery: it demonstrates that the architecture of malware incorporating real-time LLM queries is viable

and being actively explored.

PROMPTSTEAL, attributed to Russian state-sponsored group APT28, represents a distinct variant of the
same concept deployed against live targets. In operations targeting Ukraine, PROMPTSTEAL queries the
Qwen2.5-Coder-32B-Instruct model to generate Windows commands for document theft, adjusting its
tactics dynamically based on model output [12]. It represents the first observed instance of LLM-
augmented malware used in confirmed operational state-sponsored attacks, as distinct from the research
and testing context in which PROMPTFLUX was found.

Google's Cloud Threat Intelligence team has also documented the emergence of a threat actor pattern
involving Al-generated zero-day exploit development. GTIG identified a threat actor using a zero-day
exploit that analysts believe was developed with Al assistance, intended for a mass exploitation event that
was disrupted through proactive counter-discovery [6]. Additionally, two additional malware families —
distinct from PROMPTFLUX and PROMPTSTEAL — were identified actively querying large language model
APIs during execution, indicating that runtime Al integration in malicious software is becoming a design

pattern rather than an isolated experiment [6].

The Al Traffic Inflection Point

These developments unfold against a background of structural internet traffic transformation that HUMAN
Security's 2026 State of Al Traffic and Cyberthreat Benchmark Report characterizes as a new internet era.
Analyzing more than one quadrillion digital interactions during 2025, the report finds that automated traffic
grew eight times faster than human traffic, and that traffic generated by autonomous Al systems capable of
navigating and acting on the web increased by 7,851 percent year over year [9]. Post-login account
compromise attempts more than quadrupled, with HUMAN averaging 402,000 attempts per customer in
2025. Global attempted attack volume increased by 47 percent from 2024 and 138 percent from 2022 [9].

These figures reflect both the direct offensive applications of autonomous Al and the broader attacker
adoption of automation across attack categories. Web scraping at scale, credential stuffing, fake account
creation, and post-authentication account takeover all incorporate Al-driven automation into one or more
kill chain phases. The Al agent infrastructure that enables legitimate enterprise workflows simultaneously

enables offensive actors to conduct previously cost-prohibitive attacks at industrial scale.
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Section 3: The Attack Surface Expansion

The Enterprise Al Agent Governance Gap

The same agentic Al systems that create offensive capability externally also expand the attack surface
within enterprises deploying them for legitimate purposes. The CSA Al Agent Governance Survey,
conducted in January 2026 with 418 IT and security professionals, provides a comprehensive picture of
governance maturity. Sixty-five percent of respondents reported that their organization experienced an Al
agent security incident in the preceding twelve months. Of those, 61 percent involved data exposure or
mishandling, 43 percent involved operational disruption, and 41 percent involved incorrect or unintended

agent actions. Zero percent of incident-affected organizations reported no material business impact [16].

The underlying governance conditions that produce these outcomes are systemic. Eighty-two percent of
organizations discovered previously unknown Al agents — shadow deployments — in the preceding year,
despite 68 percent of respondents rating their visibility as high or very high [16]. This gap between perceived
and actual visibility is structurally significant: shadow agents that bypass governance controls are precisely
the agents most easily co-opted by adversaries, because they operate outside the monitoring and policy

frameworks that would detect anomalous behavior.

Lifecycle management presents analogous gaps. The survey found that 68 percent of organizations
conduct periodic permission reviews and 52 percent have defined agent onboarding processes, but only 21
percent have formal decommissioning procedures [16]. Agents that persist beyond their intended
operational purpose — what the survey characterizes as "retirement debt" — accumulate credentials, API
tokens, and access rights that represent live attack surface for as long as they remain active. An adversary
who compromises a forgotten agent inherits its permissions without triggering the alert patterns associated

with new credential acquisition.

Identity management for Al agents compounds the problem. The 2025 CSA Agentic Identity Survey found
that only 18 percent of organizations expressed high confidence in their IAM systems' ability to manage
agent identities [16]. The majority of organizations rely on static API keys or shared service accounts for
agent authentication — credential types designed for human-scale review cycles that cannot support the
continuous, context-aware authorization that autonomous systems require. Only 17 percent enforce runtime

access control consistently across all environments.
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The Adversary's Leverage Point

Adversaries targeting enterprise Al agents do not need to attack frontier model infrastructure directly. They
need only reach an agent with insufficient constraints on its actions and insufficient monitoring of its
behavior. The Barracuda Networks threat analysis describes the risk plainly: with a single well-crafted
prompt injection or by exploiting a tool-misuse vulnerability, an adversary can co-opt an organization's most
trusted automated systems, gaining not merely a foothold in the network but an autonomous insider

operating at machine speed [2].

Prompt injection remains the dominant attack vector in operational Al deployments. OWASP's GenAl
Exploit Round-up Report for Q1 2026 confirms that prompt injection drives the majority of agentic Al
security failures in production environments, having evolved from a theoretical concern into a practical
mechanism for enterprise data leakage and unauthorized action execution [11]. The QI report also
documents a significant supply chain incident involving LiteLLM, a language-model gateway used by
CrewAl, DSPy, Microsoft GraphRAG, and dozens of other Al agent frameworks: a compromised PyPI
package containing LiteLLM sat in the package repository for three hours and accumulated nearly 47,000
downloads before its malicious payload was identified [11]. A single supply-chain compromise of

foundational Al infrastructure thus reaches across the entire ecosystem of frameworks built on top of it.
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Section 4: Technical Threat Taxonomy

Classifying Adversarial Agentic Behaviors

Understanding how autonomous adversaries operate requires a taxonomy that goes beyond traditional
attack categorization. The threat landscape for agentic Al adversaries spans several distinct modes, which

defenders must address as distinct problem classes rather than variations on familiar themes.

Adversary-controlled agents represent the most direct threat: a threat actor deploys an Al agent as the
primary offensive tool, as in the GTG-1002 campaign or the CyberStrikeAl deployment. These agents
receive high-level attack objectives and execute multi-phase intrusions with tool-use capabilities including
web interaction, file system access, network communication, and API calls. They operate continuously, adapt

to environmental feedback, and produce outputs that would previously require sustained human expertise.

Co-opted enterprise agents represent a distinct and increasingly significant vector. Rather than
deploying their own agents, adversaries manipulate agents already operating within the target organization.
Prompt injection — embedding malicious instructions in content that an agent processes — is the primary
technique, but goal hijacking through tool misuse, memory poisoning that corrupts an agent's stored
context, and credential abuse through inherited permissions all present viable paths. A compromised
enterprise agent is particularly dangerous because it operates within the organization's trusted identity and

network boundaries, executing actions that appear legitimate from the perspective of perimeter controls.

Al-native malware represents the third and most novel category: malware that integrates LLM capabilities
directly into its execution to enable capabilities traditional malware cannot achieve. Runtime code
regeneration for signature evasion, as demonstrated by PROMPTFLUX, removes the static code patterns
that most detection systems rely on. Dynamic command generation, as demonstrated by PROMPTSTEAL,
allows malware to adapt its operational tactics based on environmental discovery without requiring
hardcoded attack sequences. These capabilities suggest a trajectory toward malware that is genuinely

adaptive in ways that conventional malware analysis and detection methods cannot address.

Multi-agent attack orchestration constitutes the fourth category, and the one with the most significant
implications for future threat development. Complex attack campaigns can be decomposed across multiple
specialized agents operating in coordination: one agent conducting reconnaissance and target selection,
another handling social engineering, a third managing exploitation, a fourth conducting lateral movement,
and a fifth executing data exfiltration. This decomposition mirrors legitimate enterprise multi-agent

architectures, creating detection challenges because no single agent exhibits a complete malicious pattern.
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The CSA Agentic Al Red Teaming Guide identifies multi-agent exploitation, including collusion between
agents and sybil identity attacks where an adversary controls multiple agents to simulate consensus, as

critical threat categories requiring specific test coverage [13].

The Attack Chain Under Agentic Conditions

Mapping traditional cyber kill chain phases to agentic conditions reveals where the threat landscape has
changed most acutely. Reconnaissance, historically a time-intensive phase requiring human analysis of
gathered data, is highly amenable to Al automation: agents can conduct large-scale target profiling, identify
exposed services, enumerate organizational personnel, and correlate public data sources at speeds no
human team can match. The HUMAN Security data — 7,851 percent growth in Al agent web traffic — reflects

in part this reconnaissance automation.

Initial access and exploitation now occur, in documented cases, before defensive patches are available, as
the negative mean-time-to-exploit figure from M-Trends 2026 documents [5]. Autonomous systems that
continuously scan for newly disclosed vulnerabilities and immediately develop working exploits compress
the window in which defensive patching provides meaningful protection. The 22-second median handoff
time between initial access and secondary actor involvement eliminates the traditional detection
opportunity that existed while threat groups coordinated [5].

Persistence and lateral movement under agentic conditions benefit from the same continuous operation
and adaptation that characterize initial exploitation. An agent pursuing lateral movement does not tire, does
not work business hours, and does not need human operators to interpret each discovery before taking the
next step. Post-compromise data exfiltration can be conducted systematically and prioritized by the same Al
reasoning capabilities that guided the intrusion.
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Section 5: Defense Posture — The Imperative for

Structural Response

Why Incremental Defense Is Insufficient

The emergence of autonomous adversaries exposes a fundamental asymmetry in existing security postures.
Most enterprise security programs were designed around detection-and-response models calibrated to
human-speed attacks: organizations have hours to days to detect intrusions, analyze findings, and mount a
response. The 22-second initial-access-to-handoff window documented by Mandiant, combined with
continuous Al-driven post-compromise operations, eliminates that temporal buffer [5]. Detection systems
that produce alerts for human review cannot operate at the speed autonomous adversaries require

defenders to match.

IBM's April 2026 announcement of new enterprise cybersecurity capabilities for agentic attacks frames the
implication directly: defending against agentic adversaries requires security programs that are themselves
autonomous and coordinated at scale [10]. IBM's survey data in connection with that announcement found
that 67 percent of executives reported their organization was targeted by an Al-enabled attack in the
preceding year [10]. The Palo Alto Networks May 2026 Defender's Guide concludes that autonomous Al-
driven attacks will drive attack lifecycles to minutes, requiring security operations centers to achieve single-
digit mean time to detect and respond, with detections driven by Al and machine learning rather than

human review [3].

The Governance Foundation

Before capability investments can be effective, organizations must establish governance foundations that

make Al agent behavior observable, auditable, and constrainable. Three areas warrant urgent attention.

Agent inventory and lifecycle management must be treated as foundational security hygiene. The 82
percent rate of shadow agent discovery in the CSA survey demonstrates that most organizations lack
comprehensive visibility into their own Al agent deployments [16]. Without a real-time agent registry —
identifying every agent, its purpose, its permissions, its data access scope, and its operational status —
organizations cannot distinguish legitimate agent behavior from adversary activity or from co-opted

legitimate agents acting outside their sanctioned scope.
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Identity and access management for agents requires redesign from first principles, not extension of human
IAM models. Agents operate continuously, across multiple environments, under automated workflows that
make human-style credential rotation and periodic access review inadequate. Short-lived credentials,
dynamic runtime authorization, and workload identity frameworks such as SPIFFE/SVID are technically
appropriate for agent environments in ways that static API keys and shared service accounts are not. The
CSA Agentic Identity Survey finding that only 18 percent of organizations are highly confident their IAM can

manage agent identities indicates how far most programs lag behind this requirement [16].

Decommissioning and retirement processes for Al agents must receive the same rigor applied to user
offboarding. An agent that remains active after its business purpose has ended — with its credentials intact,
its permissions unrevoked, and its behavior no longer monitored against a current operational baseline —
represents a persistent, low-visibility attack surface. The 21 percent formal decommissioning adoption rate

in the CSA survey indicates that most organizations have not yet established this practice [16].

Securing Against External Autonomous Adversaries

The technical controls appropriate for defending against adversary-controlled agents and Al-native malware
draw on established principles applied under new conditions. Patch velocity has always mattered; under
conditions where exploitation precedes patch availability, organizations must prioritize vulnerability
management programs that act on threat intelligence before formal disclosure, including participation in
coordinated disclosure programs and threat intelligence sharing communities. The negative mean-time-to-
exploit figure means that the traditional "patch on Patch Tuesday" cadence is structurally insufficient

against adversaries using Al to accelerate exploitation.

Phishing-resistant authentication, specifically hardware security keys and passkeys that cannot be captured
or replayed by Al-generated phishing content, eliminates the credential theft pathway that several
documented autonomous campaigns exploited as a primary initial access mechanism. The GTG-1002
campaign and the Mexican government breach both involved credential harvesting as a key operational
component [1][19]. Eliminating that vector forces adversaries toward more complex and more detectable

alternatives.

Network segmentation and detection investments must be calibrated to autonomous adversary behaviors.
Traditional detection rules designed to identify human-pattern lateral movement may not trigger on Al-
driven movement patterns, which can operate continuously, vary their timing, and adapt to detection
thresholds. Security teams should test detection coverage specifically against Al-driven attack simulation,

not only against human-red-team TTPs.

For Al-native malware, the runtime LLM API call behavior that defines PROMPTFLUX and PROMPTSTEAL
represents a detectable signal: legitimate enterprise software does not typically make live API calls to
external language models as part of execution. Establishing a baseline of expected LLM API traffic patterns
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and monitoring for deviations provides a detection layer that targets the specific architectural characteristic

that distinguishes this malware class from conventional threats.
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Section 6: CSA Resource Alignment

MAESTRO: Threat Modeling for the Agentic Stack

CSA's MAESTRO framework — Multi-Agent Environment, Security, Threat Risk, and Outcome — provides
the foundational threat modeling approach for organizations confronting agentic Al adversaries on both
offensive and defensive dimensions [13]. Introduced in February 2025, MAESTRO organizes threats across a
seven-layer architecture spanning foundation models and data operations, agent frameworks, deployment
infrastructure, and the broader agent ecosystem, with a vertical security and compliance layer that applies

across all levels.

MAESTRO is directly applicable to the threat landscape described in this paper. The adversary-controlled
agent threat maps to MAESTRO's analysis of goal misalignment and adversarial manipulation at the
foundation model and agent framework layers. Co-opted enterprise agents correspond to MAESTRO's
threat categories around malicious agent collusion, sybil identity attacks, and inter-agent communication
vulnerabilities. Al-native malware connects to MAESTRO's treatment of adversarial ML and model
extraction threats at the foundation model layer. Organizations conducting threat modeling for their agentic
deployments should apply MAESTRO as the primary framework, supplementing with the twelve threat
categories detailed in the CSA Agentic Al Red Teaming Guide, which provides actionable testing

methodologies for each identified risk class [13].

AICM: Control Mapping for Al-Specific Risks

The Al Controls Matrix (AICM) v1.0 extends the Cloud Controls Matrix to address the distinctive security
requirements of Al systems across model provider, application provider, orchestrated service provider, and
cloud service provider shared responsibility boundaries. For organizations confronting autonomous agentic
adversaries, several AICM control domains are particularly relevant: Al supply chain security controls address
the LiteLLM-class supply chain attack described in this paper; data security controls address the data
poisoning and exfiltration risks associated with autonomous intrusion; and Al governance and compliance

controls address the agent lifecycle management gaps that create exploitable attack surface.

The AICM Implementation Guidelines for Orchestrated Service Providers are specifically relevant for
organizations deploying multi-agent architectures, as they address the shared responsibility boundaries and
control requirements that become complex when agents interact with multiple external services and data

sources simultaneously.
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Agentic Trust Framework

CSA's Agentic Trust Framework (ATF) provides governance structures for establishing, verifying, and
maintaining trust in Al agent behavior across the enterprise. The ATF's emphasis on intent documentation —
establishing clear, auditable records of what each agent is authorized to do and why — directly addresses the
visibility gap that the CSA governance survey identified: 59 percent of organizations report clear
documentation of agent purpose, but that means 41 percent operate agents without this foundational
governance artifact [16]. Without documented intent boundaries, distinguishing an agent acting within its

sanctioned scope from an agent that has been co-opted or is malfunctioning cannot be done systematically.

Zero Trust Architecture

Zero Trust principles — verify explicitly, use least privilege, assume breach — are structurally well-suited to
the agentic Al threat environment. For enterprise Al agents, Zero Trust implementation means agents are
never granted standing permissions that exceed what is immediately required for the current task, access is
continuously re-evaluated against runtime context, and all agent actions are logged with sufficient fidelity to
support forensic investigation. OWASP's Top 10 for Agentic Applications 2026 lists privilege abuse and
excessive permissions as critical risk categories, directly aligned with the over-permissioning patterns the
CSA identity survey identified [11].
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Section 7: Recommendations

Immediate Actions

Conduct an emergency Al agent inventory. Every organization that has deployed Al agents, or that
permits employees to deploy Al tools, must inventory what agents exist, where they operate, what data they
access, and who owns them. The 82 percent shadow discovery rate in the CSA survey indicates that most
inventories will be incomplete before a deliberate discovery effort. Discovery tools that monitor API traffic,
LLM service connections, and automated workflow activity provide better coverage than self-reported

inventories.

Implement phishing-resistant authentication universally. The credential theft and initial access
patterns documented across autonomous adversary campaigns are structurally defeated by hardware
security keys and passkey implementations that cannot be captured by Al-generated phishing content.
Organizations that have not yet deployed phishing-resistant MFA for all privileged access should treat this

as the highest-priority control given the current threat environment.

Establish Al agent access controls under least privilege. Review and revoke agent permissions to the
minimum required for each agent's documented purpose. Replace static API keys and shared service
accounts with short-lived credentials and dynamic authorization where technically feasible. Agents should
not retain access rights between operational sessions except where explicitly justified by operational

requirements.

Deploy Al-aware detection for LLM API calls. Establish baseline monitoring for outbound LLM API
traffic from enterprise systems and alert on deviations. Malware families in the PROMPTFLUX and
PROMPTSTEAL class make live API calls to external language models; this is a detectable signal that
conventional malware does not produce. This detection layer should be implemented in parallel with

conventional endpoint and network detection, not as a replacement.

Short-Term Mitigations (Thirty to Ninety Days)

Implement formal agent lifecycle governance. Develop and enforce documented procedures for agent
creation, operational review, permission auditing, and decommissioning. Assign clear ownership for every
agent, and treat agent retirement as a security-critical process equivalent to user offboarding. Agents

without a current, verified operational purpose should be suspended pending review.
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Instrument agentic deployments for behavioral anomaly detection. Agents operating within
sanctioned parameters produce characteristic behavioral patterns: consistent data access patterns,
predictable API call sequences, bounded resource consumption. Monitoring tools calibrated to each agent's
documented purpose can detect deviations that indicate co-option, malfunction, or adversarial
manipulation. Security platforms such as Langsmith and AgentOps, identified in the CSA Agentic Al Red

Teaming Guide, provide agent-specific observability capabilities [13].

Apply MAESTRO threat modeling to existing agentic deployments. Conduct structured threat
modeling sessions using the MAESTRO framework for each multi-agent system in production. This review
will identify threat categories — particularly inter-agent communication vulnerabilities, trust relationship
exploitation, and supply chain risks — that traditional threat modeling approaches do not address. Findings

should drive specific control implementations and penetration testing priorities.

Accelerate patch velocity for internet-facing systems. The negative mean-time-to-exploit
documented by Mandiant requires organizations to act on vulnerability intelligence before public patch
availability. Participate in threat intelligence sharing programs, monitor vendor security advisories and
exploit development community channels, and develop pre-patch compensating controls for high-severity

vulnerabilities in critical systems.

Strategic Considerations

Adopt an autonomous defense posture for security operations. Defending against autonomous
adversaries operating at machine speed cannot be accomplished by security operations teams relying on
human-reviewed alert queues. Security detection, triage, and initial response must increasingly be
automated, with human oversight focused on investigation, judgment, and escalation rather than initial
triage. IBM's Autonomous Security model — collaborative Al agents for security operations — represents the
direction of travel [10]. Organizations should evaluate their SOC architectures against the question of

whether current workflows can produce single-digit mean time to detect and respond.

Integrate Al agent risk into enterprise risk management. Autonomous Al agents are not purely a
technology risk; they are an enterprise risk that intersects with operational continuity, regulatory
compliance, and financial exposure. The CSA Al Agent Governance Survey found that zero percent of
organizations that experienced Al agent incidents reported no material business impact [16]. Enterprise risk
frameworks should incorporate Al agent-specific risk categories, with board-level visibility equivalent to that

applied to third-party vendor risk and business continuity risk.

Establish red team capability for agentic Al. Organizations should develop or contract dedicated
capability to simulate agentic adversary TTPs against their own systems. The twelve threat categories in the

CSA Agentic Al Red Teaming Guide provide a structured test scope. Testing should cover prompt injection
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against enterprise agents, supply chain compromise simulation, co-opted agent behavior, and multi-agent
trust exploitation — not only the traditional penetration testing scenarios designed for human-operated

attacks.

Participate in industry intelligence sharing for autonomous threats. The threat landscape for agentic
adversaries is evolving rapidly enough that no organization's internal intelligence capability can maintain
comprehensive awareness. Membership in information sharing organizations, participation in sector-specific
threat intelligence communities, and engagement with CSA's Al Safety Initiative research programs provide

early visibility into emerging adversary TTPs and enable pre-emptive defensive action.

Conclusion

The documented operational reality of 2025 and 2026 confirms that autonomous agentic Al adversaries are
not a projected future threat but a present operational challenge. State-sponsored espionage groups have
used frontier Al agents to conduct intrusions at scale while human operators supervised rather than directed
tactical decisions. Financially motivated actors have deployed open-source autonomous attack platforms to
compromise hundreds of targets across dozens of countries with minimal operational overhead. Individual
attackers have used agentic tools to sustain multi-agency intrusion campaigns that would previously have
required coordinated teams. Al-native malware that integrates live LLM API calls for dynamic evasion and

command generation has moved from research concept to confirmed operational use.

These developments unfold against an enterprise defense posture characterized by significant gaps: most
organizations lack comprehensive Al agent inventories, the majority rely on credential models inadequate
for autonomous systems, and formal governance for agent lifecycle management remains exceptional
rather than standard. The security operations center paradigms built for human-speed attacks cannot

respond at the tempo that autonomous adversaries impose.

The path forward is structural rather than incremental. It requires treating Al agent governance as
foundational security hygiene, redesigning identity and access management for non-human entities,
instrumenting agentic deployments for behavioral monitoring, and adopting autonomous detection and
response capabilities appropriate for machine-speed threats. The CSA MAESTRO framework, the AICM,
the Agentic Trust Framework, and Zero Trust architecture together provide a coherent control framework
for this transition. The urgency is not hypothetical — the incidents documented in this paper demonstrate

the cost of unpreparedness already accumulating.
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