
The cyber

proving ground
Navigating the seams of enterprise risk 
and proving cyber resilience in the AI era.

Trusted by 30%+ of the Fortune 100

#1 in the Forrester Wave™ 2026

25M+ exercises run
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The business isn’t  
waiting for cybersecurity

et this rapid transformation has triggered a severe structural friction point. 
Innovation velocity is fundamentally outpacing the legacy security controls 
built to govern it. hile the business demands the upside of AI security 
leadership is left with an urgent dilemma ow do we move at pace without 
completely losing control ore specically how do we ensure AI is adopted 
safely agents are built securely and with token economics in mind and that 
teams are ready for AI-enabled attacks This guide outlines the shift from 
basic AI adoption to comprehensive AI assurance. It establishes a blueprint 
for bounded autonomy - where speed is made safe through empirical 
auditable metrics rather than static policies or assumed readiness.

riven by the promise of unprecedented productivity automated workows 
and rapid delivery global enterprises are rushing to integrate articial 
intelligence into the core of daily operations. rom embedded developer 
copilots and automated triaging systems to autonomous customer service 
agents and executive decision-support engines AI has crossed over from 
experimental pilots into live enterprise environments. Industry research 
indicates that  of enterprises are already actively utilizing AI.

ll rights reserve 2026

2026 Thales Data Report 2026 Verizon Data Breach 
Investigations Report 

33 %
of organizations have complete 
knowledge of where their sensitive  
data resides.

67 %
of users now access generative AI  
services from non-corporate accounts  
on corporate devices

Vorlon 2026 CISO Report 

99.4 % of security leaders experienced at least  
one SaaS or AI ecosystem security incident 
over the past year.
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The collapse 
of the cyber 
operating model

For decades, enterprise security was 
constructed around a straightforward, 
foundational boundary: technology creates 
risk and human operators enforce the controls.

The arrial of atomated enterprise  completely shatters
that assmption Today technology hman dgment and 
atonomos  systems seamlessly coeist inside the eact same 
oros fnctioning as a singlar tightly copled eection 

chain n this modern frameor  does not simply sit ietly 
beside the enterprise as a passie assistant t actiely 
recommends smmaries generates code orchestrates 
operations and increasingly mediates the highpressre 
decisions that hmans mae This architectral shift radically 
alters the enterprise attac srface across three critical ectors
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01 Accelerated Attack Paths:

Threat actors inclding state actors and criminal grops are leeraging identical  acceleration to loer 
the operational cost of reconnaissance hyperpersonalied social engineering rapid scripting and eroday 
eploitation The reslt is a harsher enironment here defenders face compressed timelines and comple 
synthetic threats

02 Compounded Software Risk:

ith  coding assistants more people than eer can prodce oring code generate scripts and ship 
internal tools This democratiation dramatically epands ho can introdce systemic lnerabilities into the 
bsiness accelerating the propagation of poor ality code for  hallcinations nreieed dependencies 
and nsafe agent behaiors at scale

03 The Vulnerability of the Seams:

The primary threat ector is no longer fond st ithin isolated endpoints or standalone applications 
ecrity leaders are no forced to defend the comple highly ambigos seams of the organiation

or the critical hando points here hmans atonomos agents data permissions and machine
otpts intersect

04 Evolving Regulatory and Agentic Friction:

anaging a crossfnctional atomation ae across comple global bsiness lines is an nprecedented 
hrdle s cannot simply act as enforcers completely stalling bsiness elocity imltaneosly passie 
policies are entirely obsolete against modern compliance demands lobal enterprises are no reired to 
replace selfcertication ith continos performancebased alidation to map intent and adit trails 
directly against a strict matri of global  mandates inclding the   ct   the T  is 
anagement rameor and T T standards
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Assumed capabilities 
vs. proven performance
Many organizations are unintentionally practicing for a 
world that has already ceased to exist. Driven by a desire 
to reassure boards, regulators, and insurers, leadership 
teams frequently rely on static compliance checklists, 
annual awareness modules, and isolated tabletop 
exercises to claim organizational maturity.

However, macro-industry data from 2026 reveals 
a staggering, systemic AI readiness gap:

The Validation and Control Gap

The Data Exposure Risk

The True Impact & Crisis Cost

The Lesson for the Agentic Enterprise 

   

The Validation and Control Gap

81 %

14.4 %

While 81% of executive and practitioner teams are past the planning phase of AI deployment, a 
mere 14.4% have full security approval1. This rift exists because employees are adopting AI tools 
faster than security teams can write policies, and autonomous AI agents are being granted real 
authority in production without an owner, an identity, or a documented permission boundary.

    

https://www.gravitee.io/hubfs/Downloadable%20Resource/state_of_ai_agent_security_report_pdf_2026.pdf


   

The Data Exposure Risk

True visibility into data exposure has collapsed. Recent data reveals that only 33% organizations have 
complete knowledge of where their sensitive data resides2. This blind spot is actively being exploited 
under the radar: 67% of users now access generative AI services from non-corporate accounts on 
corporate devices, with proprietary source code ranking as the most common data type being 
uploaded directly to public tools.

The True Impact & Crisis Cost

This underground adoption presents a live operational threat. 99.4% of security leaders experienced 
at least one SaaS or AI ecosystem security incident over the past year. Furthermore, organizations 
tolerating high shadow AI exposure are bearing the brunt of the financial fallout, facing average 
breach costs of $4.63 million - roughly $670,000 more than organizations maintaining lower exposure.

The Lesson for the Agentic Enterprise 

Checking a compliance box, completing standard training modules, or managing an unvalidated AI 
rollout is entirely insufficient. Policy is merely an aspiration until it is tested under realistic pressure. 
Training shows what people know; Immersive One proves what your people, teams, agents, and AI-
enabled workflows can actually do under pressure.

    

https://cpl.thalesgroup.com/blog/cybersecurity/ai-insider-threat-2026-data-threat-report


The pitfalls of  
two extremes

Governing this shift is challenging. On one level, 
balancing rapid innovation with risk mitigation is a 
familiar friction point. For years, security has fought 

to shed its reputation as the organizational roadblock.

et, widespread automation introduces an unprecedented layer of 
vulnerability: as autonomous models and automated workflows are rapidly 
adopted, they continuously learn from human behavior. When organizations 
prematurely replace human oversight with automated execution to drive 
down overhead, the critical institutional knowledge, context, and situational 
udgment of the workforce are completely severed from the loop.

Without a controlled environment to validate these handoffs, global 
enterprises generally default to one of two extreme overcorrections.  
Both paths carry steep operational and financial consequences.

Extreme 1: Prioritizing Speed and Losing Control 

Organizations in this category automate prematurely before they fully map or understand their 
underlying workflows. They treat rapid AI rollout as progress and frame security governance as 
unnecessary drag.

This approach directly turns experimentation into immediate systemic risk. The enterprise 
suffers from unauthorized actions executed by unchecked agents, corporate data leakage via 
public AI platforms, and destructive workflow executions.

Many organizations attempt to reduce human overhead by prematurely cutting headcount, only 
to discover too late that removing humans from the loop does not remove risk from the 
business. The damage getting through to the business scales exponentially before controls can 
intervene.

Extreme 2: Prioritizing Control and Sacrificing Speed  

Terrified of the unmanaged threat landscape, these organizations resort to legacy defense 
tactics: banning tools, gating deployments, and demanding lengthy validation cycles.

Security cannot win by slowing the business down. When security acts as an absolute roadblock, 
it drives AI adoption completely underground. This forces business units to quietly deploy 
unsanctioned models and generative utilities - instantly creating an invisible, unmanaged 
shadow AI layer where proprietary code and sensitive data flow entirely outside of corporate 
oversight.

Business teams will independently bypass central security to leverage generative AI and 
embedded assistants to hit their productivity targets. This creates a massive shadow IT layer 
where sensitive data flows entirely outside of organizational visibility, maximizing the corporate 
attack surface while leaving security completely blind.



The cyber  
proving ground: 
move fast, safely

Security cannot protect the enterprise by acting as an 
organizational gatekeeper or attempting to slow the 
business down. To win in this new era, organizations must 
shift their perspective from basic AI adoption to 
comprehensive AI assurance.

doption simply ass hether the business is deploying  tools to drive 
eciency ssurance ass hether the organiation can empirically prove 
that its human   operating model can hold under pressure before it is 
tested for real

This reuires transforming the human role from a basic operator of tools into 
a rigorous governor of oros umans must be trained to continuously 
evaluate machine outputs, challenge assumptions, manage agentic handos, 
and carry absolute structural accountability hen autonomous logic breas 
don To systematically achieve this, modern cyber resilience must be 
anchored across four core proof pillars:



Pillar 1:

Adopt AI safely

Organizations must move past passive, generic policy distribution. 
By implementing interactive, scenario-based validation, an 
enterprise ensures that AI entitlement is actively earned rather 
than blindly assumed.

Workforce populations - from non-technical departments to 
developers and executives - must demonstrate practical policy 
compliance, data handling, and safe usage in context before being 
granted access to high-risk tools and models.

Pass the exercise, earn the entitlement; fail the exercise, get 
targeted, role-specific upskilling.

   

Launchpad Reports Exercise Upskill Frameworks Manage

  



Pillar 2: 

Defend at AI speed 

AI changes both sides of the technical operating model. Developers 
are using AI to write, review, and ship code faster, while defenders 
are being asked to triage, investigate, and respond to threats at 
machine velocity.

Technical teams must be able to keep pace without blindly 
surrendering critical judgement to an unverified algorithmic black 
box. Engineers need to catch AI-generated vulnerabilities, insecure 
dependencies and unsafe software patterns before they reach 
production. Security teams need to detect, decide, escalate, and 
respond under AI-speed pressure.

Utilizing advanced Live-Fire Cyber Ranges, Dynamic  
Threat Range scenarios, and hands-on technical exercises, 
organizations can stress-test builders and defenders against real-
world adversary behavior. This generates clear, empirical telemetry 
mapping secure development capability, detection speed, 
escalation quality, and response accuracy against operational 
baselines.

   

Launchpad Reports Exercise Upskill Frameworks Manage

  



Pillar 3:

Validate AI agents

AI agents are moving from controlled experiments into operational 
workflows. They’re being used to triage alerts, recommend fixes, 
investigate incidents, test defences, and accelerate decisions 
across SOC and SDLC environments. But an agent used in a demo 
isn’t the same as an agent that can be trusted under pressure.

Organizations need to validate where agents perform, fail, when 
humans need to intervene, where guardrails hold. As these systems 
scale, leaders must ensure that operational value justifies the cost. 
Agentic workflows must be tested for accuracy, safety, governance, 
auditability, human override, and token-spend efficiency before 
they’re trusted in live environments.

Using agentic evaluation environments, teams can test 
autonomous behavior against realistic scenarios without 
introducing risk. They can compare agent performance against 
human baselines, expose failure modes, and identify the conditions 
under which agentic workflows are ready to scale. The promise of 
AI agents is speed. The requirement is proof.

   

| Create Scenario 

  



Pillar 4:

Lead through crisis 

When an AI-enabled workflow experiences an unmanaged 
failure, an over-permissioned agent executes an 
unauthorized action, or a model output triggers a severe 
regulatory violation, the board does not want to know if 
your team completed a video course.

They demand auditable, courtroom-ready evidence that 
the business can operate, decide, disclose, and recover 
under pressure.

Scalable simulations push executive teams through current, 
hyper-realistic crisis paths, generating automated After-
Action Reports that transform  
raw operational execution into definitive  
corporate governance.

   

| Create Scenario 

  



The AI maturity curve:

from tactical labs to 
continuous assurance

Phase 1: Baseline Fluency

esilience beins by valiatin iniviual caability tiliin rolesecic labs an tarete technical tracs 
oraniations establish an initial erformance benchmar across istinct orforce oulations an 
iniviual technical teams ather than relyin on assive learnin this hase rouns the orforce in the 
core cometencies reuire to interact ith AI securely relative to their secic business functions

Phase 2: System-Wide Resilience

Iniviual sills must eventually be teste as a unie efense netor In this hase oraniations 
rauate from siloe eercises into reeatable crossfunctional cyber rills an livere crisis simulations 

This layer measures the system as a hole tracin realorl resonse see ecisionmain accuracy 
escalation uality an team coorination uner intense oerational ressure

Phase 3: Automated AI Governance

At ea maturity valiation becomes continuous obective an eecutivereay The enterrise leveraes 
avance caabilities lie the AI Aentic arness to stresstest automate security oros aainst live 
aversary behavior utilies nineerin anboes to valiate eveloer contet an tracs frameor
aline eer benchmarin This hase transforms ra erformance ata into efensible boarreay 
evience of true cyber reainess

ecurity leaers o not succee by buyin one more etection latform or ritin another theoretical tet 
olicy The manate is to buil a isciline reeatable oeratin moel that maes inevitable machine an 

human mistaes smaller rarer faster to etect an cheaer to survive ovin alon this traectory reuires 
movin aay from assive vieo libraries an sinlemoule usae into a reeatable cyber resilience 
roram ature oraniations must combine iniviual technical caabilities ith systemie simulations 

to enerate continuous boarreay evience

A common roadblock for organizations accelerating their 
AI journey is implementation anxiety. Prospects worry 
that building an empirical defense model is too complex, 
while existing customers frequently get stuck using 
platforms tactically - focusing on isolated product usage 
rather than system-wide strategy. True resilience is an 
evolutionary path. Organizations must scale their 
maturity over time across three distinct phases:

       



Transforming one-off 
exercises into an  
operational discipline

The greatest risk to any security validation program is treating readiness as 
a static, one-off project rather than a continuous discipline. To maximize the 
value of a cyber proving ground, organizations must embed rigorous testing 
directly into their ongoing risk management lifecycle.

Immersive One transforms this vision into a scalable reality, serving as the 
continuous proof layer that unifies people, workflows, and automated 
agents. This continuous assurance model is sustained through three core 
capabilities powered by the platform:

Self-Service Program Design

Te ris landscape canges eel and secrit programs mst adapt instantl tiliing a conersational  
rogram ilder leaders can descrie a specic strategic goal - sc as adsting to an emerging endor  

rollot or strengtening a teams procienc on a ne tool - and te platform ill instantl crate select 
and seence a tailored secrit program in seconds

Adaptive Threat Alignment

racticing against esterdas crriclm leaes an enterprise entirel exposed to todas treats Te 
proing grond pdates atomaticall as treat intelligence eoles ensring tat tecnical teams are 
actiel reearsing against crrent adersar eaiors - sc as cattered pider tecnies - rater tan 
static otdated  repositories

Continuous Compliance Mapping

dit readiness sold neer e a frantic scramle preceding a reglator deadline Te platform 
atomaticall maps ongoing orforce and tecnical performance metrics directl to gloal cersecrit 
standards lie T     and  alongside te critical  goernance pillars of 

  te   ct T   and T T

or igl reglated gloal nancial instittions te platform dnamicall aligns lie performance data it 
te operational resilience and goernance aselines estalised  te er is nstitte  Tis gies 
compliance ocers insrers and reglators an ninterrpted pipeline of denitie proof tat or controls 
people and atomated oros are consistentl fnctioning nder pressre

       



Losing control  
is optional

For modern enterprise leaders, artificial intelligence adoption is 
inevitable. The strategic choice, however, is establishing how they 

will govern and demonstrate control of the resulting risk.

Organizations that rush to over-automate, under-govern, cut human oversight prematurely, and treat 
rollout as progress will learn expensively that removing humans from the loop is not the same as removing 
risk from the business. The resilient enterprise embraces bounded autonomy. This means establishing 
explicit machine boundaries, mandating highly observable workflows, enforcing earned access, and 
maintaining absolute human authority at the moments that matter most.

By establishing a dedicated cyber proving ground across people, workflows, agents, and leadership 
decisions, security leaders stop guessing at capability and start generating empirical proof. We make 
speed safe, reduce the blast radius of inevitable operational errors, and provide the defensible evidence 
leadership needs to confidently accelerate into the AI enterprise.

The business isn't waiting for cybersecurity, and assumed readiness is no longer enough to satisfy your 
board, regulators, or insurers.

With Immersive One, you can move away from passive compliance checklists and turn raw operational 
performance into definitive evidence. Make speed safe, protect the seams of your risk environment, and 
accelerate your AI transformation with absolute confidence.



The cyber proving  
ground checklist 
Assessing your AI assurance  
and readiness

To successfully balance rapid innovation with absolute 
security control, organizations must move away from 
assumed readiness and graduate to empirical proof.

This checklist serves as an operational diagnostic for both prospects and 
existing customers. Use it to audit your current capabilities, identify structural 
blind spots across your human + AI operating model, and map  
out your next steps toward continuous assurance with Immersive One.

 righs reserved 

01 Workforce Posture & Entitlement

Eradicate the massive exposure of shadow AI adoption by replacing static acceptable-
use text policies with role-specific, interactive validation. Ensure your non-technical staff 
and business teams use enterprise copilots safely without leaking sensitive corporate 
data into public models.

We have clear, real-time visibility into which employees are utilizing specific public and 
embedded generative AI tools.

Our acceptable-use policy is actively verified through role-specific, scenario-based testing 
rather than assumed via passive compliance video modules.

The Immersive One Edge: 

Earned entitlement Access to high-risk tools and 
models is tied directly to an AI nowledge ass, 
meaning users must pass an interactive exercise 
to unlock role-specific AI access.

The er rving rnd ide 1



02 Secure Software Engineering

Prevent developer assistants from introducing structural risk into production code. Enable software 
builders to maximize the productivity of generative coding while systematically catching brittle 
assumptions and unreviewed dependencies at scale.

We actively test our software engineers on secure AI development, including retrieval 
pipelines, model context, and guardrail validation.

We can measure whether developers using coding copilots are inadvertently introducing 
insecure logic or unreviewed third-party packages into our repository.

We pressure-test in engineering sandboxes: Software builders enter isolated, live code 
testing environments to actively stress-test and validate custom security guardrails 
before deployment.

The Immersive One Edge: 

alidate your autonomous security systems inside 
the AI Agentic arness before granting them 
production authority. Immersive One replaces blind 
trust with empirical evidence, enabling technical 
teams to map failure modes, establish human 
override boundaries, and audit the token economics 
of agent deployments before they go live.
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03 Agentic SOC & Operational Defense

Ensure technical teams and autonomous security agents can detect, investigate, and mitigate 
compressed, machine-speed attack paths without surrendering critical defender judgment to an 
unverified algorithmic black box.

Our SOC analysts actively practice triaging and responding to compressed, AI-powered 
threats, and synthetic social engineering.

We have benchmarked our defensive workflows to understand how the handoff points 
between human operators and automated security tools perform under pressure.

We conduct regular agentic evaluations: Custom security agents are exposed to live 
adversary behavior to empirically track execution success, logic boundaries, and token-
spend efficiency.

The Immersive One Edge: 

alidate critical human-in-the-loop capabilities 
across your SOC and engineering teams, proving 
your defenders and developers possess the precise 
interrogation skills and contextual judgment 
reuired to verify autonomous AI decisions before 
they impact production.

    



04 Leadership Decision-Making & Corporate Governance

Rehearse high-stakes, boardroom-ready decision-making during an AI-accelerated operational 
failure, and generate the exact empirical performance metrics required to satisfy regulators, 
insurers, and the board.

Our executive and leadership teams have rehearsed the legal, operational, and regulatory 
disclosure decisions required when an AI workflow fails or creates corporate risk.

We can present our board and insurers with defensible, auditable evidence of actual 
performance under pressure, rather than static maturity scores.

We run regular leadership simulations: High-fidelity tabletop exercises are scaled across 
the enterprise, generating automated After-Action Reports (AARs) to map skill gaps, 
decision accuracy, and operational response speed.

The Immersive One Edge: 

Deploy targeted crisis simulations tailored 
specifically to your organization's unique AI risk 
profile. When every employee is an AI-enabled 
builder, Immersive One ensures your leadership 
and technical teams are operationally prepared to 
neutralize complex, fast-moving threats. 

       



How does your 
organization  
measure up?
In our experience across global enterprise environments, most 
organizations discover they are missing a significant portion of 
these Proving Ground capabilities. Practicing for a world that 
has already changed leaves critical vulnerabilities at the highly 
exposed seams where your staff, code, and vendors intersect. If 
you checked fewer than three boxes or rely on manual, one-off 
exercises, your organization is at risk of sacrificing speed for 
control or vice versa. In reality, you don’t need to choose one 
over the other. 

Don't wait for an operational failure or a regulatory audit 
to discover where your control boundaries break.

See the platform in action

https://www.immersivelabs.com/watch-a-demo


Prove your business can

move securely at AI speed.


