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Shadow Al at Work: Real Risks, Practical Guardrails, Hidden Innovation
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Real Risks Practical Guardrails (The Obvious)
* Shadow Al: Enterprise Risk at a Glance — BlackFog * “Applying Uniform Governance Across Al Agents Will
* 63% of respondents believe it is acceptable to use Al Lead to Enterprise Al Agent Failure” — Gartner
. ;i(‘z)sa\g::i]f:; ill-tz\;;i;ﬁ;tAl tools with other work ) Uhse CIZontrolled AIhEn\F]iror)ments. Vent;jor agreements
Stemepss Witk 5 sppou o e should acidress whether inputs may be retainer,
* Cost of a Data Breach 2026 — B subcontractors. — Ropes & Gray
* Security incidents involving an organization’s shadow Al . . f :
more than doubled to 43% in 2026 leading to higher ﬁ‘l IklgﬁtakerFBProductIVIty Tool or Emerging Legal
(aglgrgglc\e/l;)reach costs this year ($5.39M) vs last year ISKe IVIayer | brown
* Impacts: Data loss/compromise (49%), operational Shadow Al > Hidden Innovation
disruption(42%), reputational damage (35%)  How To Govern Shadow Al Without Stifling
* Inthe news Innovation — Forbes
. iﬁ]%(i%\,!e\llérg%gers First SEC Form 8-K for Unauthorized . Z§t2|3_5 é?(gtcugmng shadow IT into a competitive
* 74% of organizations had more Al tools running than g€ —Li.com
they expected — ThreatDown * How to Come Up with Al Use Cases Ideas? —An
* Shadow Al Has Already Led to Data Compromises at 63% |deation Technique Development Based on Analysis
of Organizations |sraelDefense of Shadow IT Usage — Ideas

* Soaring Insider Breach Costs Driven by Shadow Al Use —
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https://www.blackfog.com/blackfog-research-shadow-ai-threat-grows/
https://www.ibm.com/reports/data-breach
https://www.wsgr.com/en/insights/shadow-ai-triggers-first-sec-form-8-k-for-unauthorized-ai-use-what-financial-institutions-and-public-companies-need-to-know.html
https://www.threatdown.com/blog/74-of-organizations-are-exposed-to-shadow-ai/
https://www.israeldefense.co.il/en/node/70256
https://www.hipaajournal.com/insider-breach-costs-increase-shadow-ai-use/
https://www.cxtoday.com/security-privacy-compliance/vercel-customer-data-breach-highlights-cx-risks-of-shadow-ai-tools/
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https://www.gartner.com/en/newsroom/press-releases/2026-05-26-gartner-says-applying-uniform-governance-across-ai-agents-will-lead-to-enterprise-ai-agent-failure
https://www.ropesgray.com/en/insights/alerts/2026/07/is-your-secret-safe-with-ai-trade-secret-protection-in-the-age-of-ai
https://www.mayerbrown.com/en/insights/publications/2026/06/ai-notetakers-productivity-tool-or-emerging-legal-risk
https://www.mayerbrown.com/en/insights/publications/2026/06/ai-notetakers-productivity-tool-or-emerging-legal-risk
https://drive.starcio.com/coffee-with-digital-trailblazers/
https://www.forbes.com/councils/forbestechcouncil/2026/02/24/how-to-govern-shadow-ai-without-stifling-innovation/
https://www.cio.com/article/1247890/7-steps-for-turning-shadow-it-into-a-competitive-edge.html
https://ideas.repec.org/a/spr/infosf/v28y2026i3d10.1007_s10796-025-10676-1.html
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