
The Insider 

Threat Multiplier
How GenAI Transforms Every User  
Into a Potential Data Leak



Executive Summary

The traditional boundaries protecting an organization's internal 
network from external threats has blurred. In 2026, the distinction 
between "trusted inside" and "untrusted outside" no longer exists in 
any meaningful way. Generative AI  has accelerated this 
transformation by giving every employee (from the executive suite to 
the front lines) unprecedented power to access, synthesize, and 
redistribute organizational data at scale.



We will examine how GenAI fundamentally changes the insider threat 
landscape, not by creating entirely new attack vectors, but by 
dramatically lowering the barrier to data exfiltration and multiplying 
the impact of both careless and malicious insider actions. 
Organizations that continue to rely on perimeter-based security 
models will find themselves defending against 2026 threats with 
2016 tools.

(GenAI)

The question is no longer 'how do we secure the 
network perimeter? but rather how do we 

manage the new insider AI risks?

The challenge isn't just technical; it's human. Security teams face a 
speed gap where attackers and careless users adopt new AI 
capabilities far faster than traditional security controls can adapt. 
The solution requires a shift from preventing access to 
understanding behavior, from blocking tools to monitoring intent, and 
from reactive investigation to proactive risk prevention.
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The Perfect Storm: Why GenAI Changes 
Everything About Insider Risk

The Death of the Trusted User

For decades, cybersecurity operated on a fundamental assumption: users inside the network 
perimeter could be trusted, while external actors could not. This model justified castle-and-moat 
architectures where resources were heavily protected at the boundary but relatively open once 
inside.

GenAI has shattered this assumption in three critical ways:

1 Every User Is Now a Data 
Aggregator

Traditional insider threats required technical 
sophistication or deliberate malice. An 
employee stealing intellectual property 
needed to know what to look for, where to find 
it, and how to exfiltrate it without detection. 



GenAI eliminates these friction points. 

An employee can now:

Ask an AI assistant to "summarize all our 
pricing strategies for Q1

Request "a comparison of our unreleased 
product specs versus competitors

Generate "a list of our top customers and 
their contract values

The AI doesn't distinguish between 
appropriate and inappropriate requests. It 
simply aggregates data the user has legitimate 
access to, and makes exfiltration as simple as a 
copy-paste operation.

“Attackers and careless users adopt new AI 
capabilities within days or weeks. Security 
teams require months to evaluate, procure, 
deploy, and operationalize new defensive 
tools.”

2 The Collapse of Data 
Classification

Organizations have invested heavily in data 
loss prevention (DLP) tools that identify and 
block sensitive information based on 
classification labels, keywords, or patterns. 
GenAI undermines these protections through 
what security practitioners call "document 
layering."



Here's how it works: An employee takes a 
document containing sensitive financial 
projections (properly classified and 
restricted). They ask ChatGPT to "rewrite this 
in simpler language for a customer 
presentation." The AI generates new text that 
conveys the same sensitive information but 
strips away the original classification metadata 
and restructures the content enough that 
pattern-matching DLP tools don't recognize it. 
The employee then shares this "new" 
document externally, believing they've properly 
sanitized it.

The sensitive data leaked. The DLP tool saw 
nothing wrong. The user genuinely believed 
they were following protocol.
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The Three Dimensions of GenAI-Enabled Data 
Leakage

Organizations face insider threats across three distinct but interconnected dimensions. 
Understanding these dimensions is critical to building effective defenses.

Dimension 1

Unintentional Leakage Through Enterprise AI Tools

The Scenario:

 Enterprise adoption of AI-powered 
productivity tools is accelerating. Microsoft 
Copilot, Google Workspace AI, Salesforce 
Einstein; organizations are deploying these 
tools to drive efficiency. Security teams are 
often told to "make it work" rather than being 
given time to properly assess data flow and 
access controls.

Employees use these tools exactly as 
intended: to summarize emails, draft 
responses, analyze spreadsheets, and 
generate reports. The problem emerges when 
the AI has access to data the employee is 
authorized to see but shouldn't be 
aggregating or redistributing.

“The employee is trying to do their job 
better and faster. They're not 
attempting to steal data or harm the 
organization.”

A sales representative asks Copilot to "draft an 
email to a prospect highlighting why our 
solution is better than Competitor X." Copilot 
pulls from internal competitive analysis 
documents, win/loss reports, and executive 
strategy memos to craft a compelling 
message. The resulting email contains 
insights the rep was never meant to share 
externally, drawn from sources they didn't 
even know existed.

The Risk:

These are trusted tools, used by authorized 
personnel, accessing data they legitimately 
need, but combining and exposing information 
in ways that violate data governance policies. 
Traditional DLP can't catch this because no 
"sensitive" document left the organization. 
The AI simply synthesized restricted 
information into an unrestricted format.
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Why Traditional Security Fails Against This 
Threat
The Limitations of Perimeter Security

While IT departments carefully roll out 
enterprise AI tools, employees are already 
using consumer-grade AI services for work 
tasks. The friction is simply too high to wait for 
approved solutions.



An engineer debugging complex code pastes 
error logs into ChatGPT. Those logs contain 
API endpoints, database schemas, and system 
architecture details. A marketing manager 
uploads a draft press release to Claude for 
editing suggestions. That draft mentions an 
unannounced product partnership. A finance 
analyst uses Perplexity AI to research 
accounting treatments, including specific 
revenue figures in their query.



In each case, the employee is trying to do their 
job better and faster. They're not attempting 
to steal data or harm the organization. They 
simply don't understand, or don't stop to 
consider, the implications of putting company 
information into systems designed to learn 
from user inputs.

The Blind Spots of Data Loss 
Prevention

Classic DLP tools excel at identifying and 
blocking specific patterns: credit card 
numbers, social security numbers, documents 
with specific classification labels. They 
struggle with:

Contextual sensitivity:
Information that's only sensitive in 
combination with other information

Derived data:
AI-generated content that conveys sensitive 
information without containing sensitive 
keywords

Legitimate tools:
How do you block ChatGPT when half your 
workforce uses it for legitimate personal and 
professional tasks?

Encrypted traffic:
Most modern web traffic is encrypted end-
to-end, making content inspection 
impossible without SSL decryption (which 
introduces its own security and privacy 
concerns)

The Problem of Alert Fatigue

Security teams are drowning in alerts. Adding 
more rules and policies to catch AI-related 
risks generates even more noise. When every 
employee interaction with an AI service 
triggers a potential incident, security teams 
face an impossible triage challenge.

The result is either overly permissive policies 
(to reduce false positives) or overly restrictive 
ones (that employees simply bypass). Neither 
approach addresses the underlying problem: 
organizations lack visibility into user behavior 
and intent.

The Asset Inventory Gap

Security practitioners consistently rank basic 
asset inventory as a fundamental challenge. 
Organizations don't know what systems 
they're running, what data they contain, or 
who has access to what. When you can't 
answer "what are we protecting?", you 
certainly can't answer "is someone leaking it to 
an AI service?"

This isn't a new problem, but GenAI makes it 
acute. You can't protect data you don't know 
exists from tools you don't know employees 
are using.
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Conclusion & Recommendations

“The perimeter is gone. The walls are gone. The moat is dry. It's time to 
stop pretending we have a door and start understanding who's already 
inside.”

GenAI has fundamentally altered the insider 
threat landscape by transforming every 
employee into a potential data leak vector. The 
problem isn't that AI has created entirely new 
attack patterns; it's that AI has made existing 
risks dramatically easier to exploit and 
exponentially more damaging.

Organizations can't solve this problem by 
blocking AI services. The productivity benefits 
are too significant, the competitive pressure 
too intense, and employee workarounds too 
readily available. The solution requires a new 
security paradigm focused on behavioral 
intelligence rather than perimeter defense.

Real-Time Intervention for High-Risk Behaviors

1 Establish Baseline Visibility

Before you can detect anomalies, you need to 
understand normal behavior. Deploy 
monitoring capabilities that provide visibility 
into AI service usage, data access patterns, 
and user behaviors across your organization.

2 Identify Your Crown Jewels

You can't protect everything equally. Work 
with business leaders to identify your most 
sensitive data assets and understand which 
employees have access. Focus enhanced 
monitoring on these high-value targets.

3
Implement Progressive 
Controls

Start with awareness and education. Deploy 
contextual warnings when users exhibit risky 
behaviors. Reserve hard blocks for truly 
dangerous activities. Allow your controls to 
evolve as you gather data on actual usage 
patterns.

4
Integrate With Identity 
Systems

Ensure your monitoring and enforcement 
capabilities understand organizational 
context: who reports to whom, which 
departments handle sensitive data, who has 
access to what systems. This context is 
critical for accurate risk assessment.

5
Build Investigation 
Capabilities

Alert fatigue is real. Invest in tools that help 
your team quickly understand context, 
determine intent, and prioritize responses. 
Visual timelines, screen recordings, and 
comprehensive activity logs transform 
investigation from an art into a science.

6 Plan for Data Lineage

As AI tools become more sophisticated at 
transforming and sanitizing sensitive 
information, tracking data provenance 
becomes critical. Begin planning for 
capabilities that can follow sensitive 
information through transformations and 
aggregations.
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The Path Forward

The organizations that successfully navigate the GenAI era won't be those that try to stop 
employees from using AI tools. They'll be the ones that gain visibility into how those tools are 
being used, understand the behavioral patterns that indicate risk, and implement intelligent 
controls that protect data without destroying productivity.



The perimeter is gone. The walls are gone. The moat is dry. It's time to stop pretending we have a 
door and start understanding who's already inside.

About Teramind

As a global leader in workforce intelligence, user behavior analytics, insider risk 
management, and DLP, Teramind empowers businesses with complete visibility across 
digital environments. 



Teramind's Predictive Edge, powered by brAIn, delivers AI-driven insights to proactively 
ensure compliance and enhance organizational performance while respecting privacy. 



Timmy, the industry's first workforce intelligence copilot, meets security teams directly in 
their workflow to accelerate investigations, surface critical risks, and translate complex 
behavioral data into actionable intelligence. 



Trusted by thousands of organizations worldwide, Teramind helps businesses operate with 
clarity and thrive in a digital-first world. Learn more at

www.teramind.co.

The goal isn't to investigate fraud faster. 

It's to prevent it before it happens.

BOOK A DEMO
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A New Approach: 

Behavioral Intelligence for the GenAI Era
Addressing GenAI-enabled insider threats requires a fundamental shift in security strategy: 
from preventing access to understanding behavior, from blocking tools to monitoring intent, and 
from reactive investigation to proactive risk assessment.

Visibility Without Obstruction

The first requirement is comprehensive visibility into user interactions with AI services: both 
sanctioned enterprise tools and unsanctioned consumer platforms. This means:

Website and Application Monitoring:

Tracking which AI services users access, how 
frequently, and in what context. Modern 
workforce intelligence platforms can monitor 
access to ChatGPT, Claude, Copilot, and 
hundreds of other AI services without blocking 
them outright, enabling security teams to 
understand actual usage patterns before 
implementing restrictions.

Clipboard Analysis:

Monitoring what information users copy and 
paste provides critical insight into data 
movement. When an employee copies a large 
block of text from an internal document and 
immediately pastes it into a browser window, 
particularly one hosting an AI service, that's a 
behavioral signal worth investigating, 
regardless of whether the content matches a 
predefined sensitive data pattern.

The solution requires a shift from preventing access 
to understanding behavior, from blocking tools to 

monitoring intent, and from reactive investigation to 
proactive risk assessment.

LLM-Specific Dashboards:

Purpose-built visibility into AI service usage allows security teams to quickly identify high-risk 
behaviors: users who frequently paste code into consumer AI tools, employees accessing AI 
services outside normal working hours, or patterns that suggest systematic data aggregation 
rather than one-off queries.
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Understanding Context and Intent

Visibility alone isn't enough. Security teams need to understand whether a given interaction 
represents normal productivity, careless risk-taking, or malicious intent. This requires:

Visual Timeline 
Investigation:

When a potential incident is 
flagged, investigators need 
complete context. What was the 
user doing before accessing the 
AI service? What documents did 
they access? What applications 
were they using? Screen 
recordings and activity timelines 
transform abstract log entries 
into comprehensible narratives, 
making it possible to distinguish 
between a developer legitimately 
debugging code and an 
employee systematically 
exfiltrating intellectual property.

Behavioral Baselines and 
Anomaly Detection:

Every user has normal patterns 
of behavior: the applications 
they use, the data they access, 
the times they work. Deviations 
from these baselines can 
indicate risk, especially when 
combined with other signals. An 
employee who suddenly starts 
accessing AI services they've 
never used before, while 
simultaneously pulling data from 
systems outside their normal 
scope, warrants investigation.

Risk Scoring and Pattern 
Recognition:

Rather than generating binary 
alerts, modern systems assign 
risk scores based on multiple 
behavioral factors. This allows 
security teams to prioritize 
investigations based on actual 
risk rather than arbitrary rules. An 
employee copying publicly 
available competitive intelligence 
into ChatGPT scores low. The 
same employee copying 
proprietary source code scores 
much higher.

Real-Time Intervention for High-Risk Behaviors

When risky behaviors are identified, organizations need the ability to intervene in real-time rather 
than discovering problems weeks later during quarterly audits:

Rule-Based Policy Enforcement:

For known high-risk activities, such as pasting 
source code into consumer AI services or 
uploading customer databases to 
unauthorized platforms, organizations can 
implement immediate blocking or require 
additional authentication. The key is applying 
these controls surgically based on behavior 
and context rather than blanket restrictions 
that harm productivity.


Progressive Warnings:

Not every risky behavior requires immediate 
blocking. Sometimes education is more 
effective than enforcement. When a user 
exhibits risky behavior for the first time, a 
contextual warning ("This appears to be 
proprietary code. Are you sure you want to 
paste this into a public AI service?") can modify 
behavior without creating friction.
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Data Lineage and Provenance Tracking
As organizations grapple with the "document layering" problem, where sensitive information is 
being transformed and sanitized through AI interactions, understanding data lineage becomes 
critical. Next-generation insider threat platforms are beginning to track how sensitive information 
flows through the organization:

Which users 
accessed source 
documents

What 
transformations 
were applied 
(including AI 
interactions)

Where derived 
documents were 
distributed

What external 
services touched 
the data

This capability enables security teams to answer previously impossible questions: "Did any data 
from our M&A strategy documents make it into external AI services, even in transformed form?" 
"Can we trace the path of customer PII from our CRM through employee activities?"

Integration With Identity and Access Management
The concept of  recognizes that in cloud-first, work-from-
anywhere environments, user identity, not network location, determines access rights. 

Modern workforce intelligence platforms integrate with identity providers like Microsoft Entra ID 
(formerly Azure AD) to:

"identity as the new perimeter"

Automatically map 
departmental and 
role information to 
behavioral 
baselines

Enforce policies 
based on the 
principle of least 
privilege

Detect lateral 
movement or 
privilege 
escalation 
attempts

Correlate risky 
behaviors with 
access rights 
changes
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The Teramind Approach
Teramind's Workforce Intelligence platform addresses GenAI-enabled insider threats through 
comprehensive behavioral monitoring, intelligent risk scoring, and contextual investigation 
capabilities:

AI Service Visibility:
 Monitor employee 
interactions with ChatGPT, 
Claude, Copilot, and other 
AI platforms through 
website tracking and LLM-
specific dashboards

Clipboard Content 
Analysis:
Track data movement as 
users copy information 
from internal systems and 
paste into external 
services

Visual Timeline 
Investigation:
Review screen recordings 
and activity timelines to 
understand context and 
determine intent behind 
flagged behaviors

Real-Time Policy Enforcement:
Block or warn on high-risk activities based 
on configurable rules that balance security 
and productivity

Data Lineage Tracking:
Understand how sensitive information flows 
through your organization, including 
transformations through AI services 
(available Q1 2026)

Risk Scoring and Pattern 
Recognition:
Focus investigation resources on the 
highest-risk behaviors through Predictive 
Edge AI capabilities

Identity Integration:
Automatically incorporate departmental 
and role information from Entra ID and other 
identity providers

The platform enables security teams to move from reactive investigation to proactive risk 
management, identifying potential insider threats before data leaves the organization rather 
than discovering breaches months later during incident response.
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Dimension 2

Shadow AI and Consumer Platforms

The Scenario:

While IT departments carefully roll out 
enterprise AI tools, employees are already 
using consumer-grade AI services for work 
tasks. The friction is simply too high to wait for 
approved solutions.



An engineer debugging complex code pastes 
error logs into ChatGPT. Those logs contain 
API endpoints, database schemas, and system 
architecture details. A marketing manager 
uploads a draft press release to Claude for 
editing suggestions. That draft mentions an 
unannounced product partnership. A finance 
analyst uses Perplexity AI to research 
accounting treatments, including specific 
revenue figures in their query.



In each case, the employee is trying to do their 
job better and faster. They're not attempting 
to steal data or harm the organization. They 
simply don't understand, or don't stop to 
consider, the implications of putting company 
information into systems designed to learn 
from user inputs.

The Risk:

Organizations have no visibility into which 
consumer AI services employees are using, 
what data they're sharing, or where that data 
ultimately resides. Many employees genuinely 
believe these tools are "just like Google" and 
don't realize the difference between searching 
public information and feeding private data 
into training systems.



The attack surface is enormous and 
constantly expanding. New AI tools launch 
weekly, each with different data handling 
policies, training practices, and security 
postures. Security teams can't block them all 
without crippling productivity, and attempting 
to do so drives behavior even further into the 
shadows.
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Dimension 3

Malicious Actors Leveraging AI for Sophisticated Exfiltration

The Scenario:

While unintentional leakage dominates the 
conversation, malicious insiders are also 
leveraging GenAI to improve their tradecraft. 
The same tools that help employees be more 
productive help attackers be more effective.

A disgruntled employee planning to leave for 
a competitor uses AI to:

Identify the most valuable proprietary data 
based on access logs and document 
relationships

Summarize hundreds of pages of technical 
documentation into easily transferable 
formats

Generate synthetic but realistic-looking 
activity to mask data exfiltration

Transform stolen data into formats that 
evade DLP detection

Economic pressures, including recent waves 
of layoffs across the technology sector, have 
created additional motivation. Security 
practitioners report growing concerns about 
employees who feel undervalued or fear 
termination being recruited by ransomware 
groups or nation-state actors.

The Risk:

AI doesn't just make data theft easier; it makes 
it smarter. Attackers can now operate at 
machine speed with human-like reasoning, 
identifying high-value targets and covering 
their tracks more effectively than ever before. 



Traditional indicators of compromise, such as 
large file transfers, unusual access patterns, 
or off-hours activity, can be obfuscated using 
AI-generated normal behavior patterns.
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3 The Speed Gap

Attackers and careless users adopt new AI capabilities within days or weeks. Security teams 
require months to evaluate, procure, deploy, and operationalize new defensive tools. This speed 
differential isn't new, but GenAI has widened it dramatically.



An employee discovers a new AI coding assistant on Monday. By Tuesday, they're pasting 
proprietary source code into it for debugging help. By Wednesday, that code, and the intellectual 
property it contains, is potentially part of the assistant's training data. Security teams might not 
learn about the tool's existence until the following quarter's SaaS application review.

Why This Matters Now

Security leaders consistently report that insider threats, both malicious and unintentional, 
represent one of the most significant and fastest-growing risk categories. 



GenAI hasn't invented this problem, but it has transformed it from a manageable risk requiring 
specialized knowledge into a universal capability available to every employee with internet 
access.



The question is no longer "which users might be insider threats?" but rather "which users 
aren't potential insider threats?" When every employee has the power to aggregate, transform, 
and exfiltrate data at scale, the entire workforce becomes the attack surface.
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