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Figure 1. A comparison of traditional human-speed e-commerce (session keys lasting min-
utes) against machine-speed agentic commerce (keys persisting months to years, moving
16x more data)—where 13% of orgs had AI breaches, 97% lacked AI access controls, and
shadow AI added $670K to breach cost

1.1 The New Attack Surface You Were Not Briefed On

Your organization already has AI agents in production. Whether your security team de-

ployed them, approved them, or even knows about them, autonomous software agents

are making decisions, accessing data, and—increasingly—spending money on behalf

of your employees and your customers. The question is no longer whether to allow

AI agents into your financial operations. The question is how to manage the risk they

have already introduced.

The numbers are stark. According to IBM’s 2025 Cost of a Data Breach Report, 13%

of organizations reported breaches involving AI models or applications—and of those,

97% lacked proper AI access controls. Shadow AI—unauthorized agent deployments

outside IT governance—costs organizations an average of $670,000 more per breach
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than standard incidents. The global average breach cost stands at $4.44 million, while

US companies face an average of $10.22 million per incident.

97%
of organizations breached through AI models lacked proper AI access

controls1

Meanwhile, agentic commerce is accelerating. Global digital commerce is projected

to surpass $11 trillion by 2026, with AI agents processing an increasing share of those

transactions. Agents now negotiate vendor contracts, approve purchase requisitions,

process expense reports, and execute financial trades. Each of these operations in-

troduces attack vectors that traditional security frameworks were never designed to

address.

Key Insight

The agentic commerce threat is fundamentally different from traditional cyber-

security threats. Agents operate autonomously, maintain persistent memory,

chain actions across multiple systems, and move 16x more data than human

users. A compromised agent does not just steal data—it actively transacts, and

it does so at machine speed with machine-scale access.

1.2 About Pragma.Vision

This book draws from the security architecture of Pragma.Vision, an AI-native com-

merce ecosystem model spanning a growing family of interconnected platforms. The

ecosystem uses a three-layer protocol security model—identity verification Visa TAP,

user authorization Google AP2, and payment execution Stripe ACP—all secured

with quantum-safe hybrid cryptography MLDSA65. The 21 attack vectors cata-

loged in Chapter 3 come from penetration testing and security hardening patterns
1IBM Security, Cost of a Data Breach Report, 2025.
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across 306 test cases. The risk framework in Chapter 4 is derived from NIST AI RMF

1.0 principles adapted for financial transaction contexts.

1.3 What This Book Covers

This guide is structured for CISOs and security leaders who need to:

1. Understand the threat model: The three-layer protocol security model that sepa-

rates identity, authorization, and execution concerns Chapter 2.

2. Catalog the attack surface: 21 attack vectors specific to AI agents handling finan-

cial transactions, categorized by protocol layer Chapter 3.

3. Assess risk systematically: A likelihood-by-impact risk matrix calibrated for agen-

tic commerce, with quantified financial exposure estimates Chapter 4.

4. Communicate to the board: A ready-to-present risk narrative that translates tech-

nical threats into business language Chapter 5.

5. Map to compliance frameworks: SOC 2 Trust Services Criteria, GDPR data pro-

cessing requirements, and PCI DSS 4.0 controls as they apply to AI agent operations

Chapters 6 and 7.

6. Respond to incidents: An agent-specific incident response playbook that accounts

for autonomous behavior, persistent memory, and cross-system chaining Chapter

8.

7. Build a security program: A phased roadmap for establishing agentic commerce

governance within your organization Chapter 9.

Every chapter ends with a concrete deliverable—a matrix, a checklist, a template, or a

policy document—that you can adapt for your organization immediately.
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Get the complete book — https://shop.pragma.vision
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