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THE PROBLEM: AI now drives most SaaS platforms that support critical business functions, from HR
and billing to analytics and collaboration, often without documentation or oversight. With AI deeply
integrated, they deliver powerful efficiencies but also create invisible data movement, compliance
risk, and new financial exposure.

WHY IT MATTERS: AI-driven automation can accelerate workflows, improve insights, and reduce
human error. But it can also silently change how sensitive data is stored, accessed, and even shared.
And when those tools are handling personal health information (PHI), customer financials, or
business-critical IP, the stakes are too high to ignore.

WHAT THIS GUIDE PROVIDES: This guide gives security leaders practical tools to regain visibility and
control without adding complexity in a rapidly evolving SaaS landscape.
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IS YOUR CURRENT SaaS ENVIRONMENT
CREATING MORE RISK THAN VALUE?
This self-assessment helps security leaders quickly identify whether
AI-enabled SaaS tools are creating hidden risk due to lack of visibility or
control. 

Do your SaaS vendors embed AI or
auto-enabled features?

How many questions can you answer?

0–2  "Yes"  : High exposure, low visibility. 

           Prioritize a SaaS audit now.

3–4  "Yes"  : Moderate control—but potential blind       

           spots. Take corrective steps.

  5    "Yes"  : You’re ahead of the curve. Stay vigilant.

Can you map where PHI, PII, IP lives
across your applications?

Are permissions and privileged
accounts reviewed regularly?

Do you know how vendors train or fine-tune
AI models with your data?

Do you monitor AI behavior for drift or
anomalous actions?
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Use this AI Security questionnaire to evaluate
SaaS vendors during onboarding, renewal, or

when new AI features are introducted

SaaS VENDOR RISK QUESTIONNAIRE
for AI-Enabled Platforms
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Does the vendor use proprietary, third‑party, or open‑source AI models?

Is sensitive data excluded from training and fine‑tuning?

Are AI outputs logged, monitored, and controlled?

How are new AI features deployed and communicated?

What contractual protections govern AI misuse and breach?

Include this as part of every procurement or vendor review process



Access and
Permissions

Controls
Data Handling

Controls
Vendor

Governance
Controls

Monitoring and
Response
Controls
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Use least-
privilege access
models

Monitor data
lineage end-to-
end

Detect AI drift,
unusual access,
rogue behavior

Review contracts
for AI and data
handling clauses

Automate
offboarding to
remove stale
accounts

Enforce SSO
and MFA across
all apps

Ensure
encryption at
rest and in
transit

Limit data
sharing to only
essential
integrations

Test incident
response for AI-
related events

Audit admin
activity and
access logs
regularly

Require opt-in
for AI training

Require breach
notification
terms specific
to AI misuse

SECURITY CHECKLIST for AI-Era SaaS
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Ensure compliance with HIPAA, or CCPA where applicable (GDPR)



Healthcare-specif ic SaaS and AI Precautions

PHI in Business Tools

SaaS systems like

scheduling, billing, and

intake often handle PHI but

may not be secured like

clinical systems

HIPAA Complexity

AI-powered features can

trigger compliance

issues if they process or

generate PHI without

clear safeguards

Shadow AI Risk

Vendors may roll out AI

features without

sufficient documentation

or control- leaving

organizations blind to

data usage

Treat all PHI-handling
SaaS platforms as Tier 1

risk assets

Include AI clauses in
Business Associate
Agreements (BAAs)

Map PHI flows to detect
silent AI movement

Recommendation: Recommendation: Recommendation:

Healthcare organizations face heightened SaaS risk because AI functions
within platforms are often not fully understood and may have unknown or
unwanted interactions with PHI.



 
A mid-sized healthcare provider in the southeastern US has users beginning to leverage AI. 
Over-Permissioned SaaS AI Plugin / OAuth Breach Incident Overview
 

A department manager installed an AI productivity plugin (summarization + workflow automation)
and granted broad OAuth permissions across Microsoft 365 and SaaS systems. A phishing
compromise of that user account enabled attackers to leverage the plugin’s persistent token
access. The attacker was able to use the Microsoft Graph API via the OAuth refresh token to access
SharePoint, Outlook, Teams, and CRM data. Because the plugin had enterprise-wide read/write
permissions, thousands of documents, emails, chats, and patient-related files were accessible. A
single compromised user became an organization-wide PHI exposure event.
 

This triggered a HIPAA Breach Notification requirement, including patient notification within 60
days and reporting to HHS OCR.

Lack of SaaS AI governance and failure to enforce least privilege for OAuth-connected AI tools. User
self-consent and insufficient monitoring allowed excessive access to persist undetected.

OAuth permissions needed to be treated as privileged access, with strict approval workflows and
continuous review.

The Incident response plan needed to be updated to include token revocation, enterprise app
audits, and tighter controls on AI plugin access boundaries.

This could easily happen...

Incident

Regulatory Outcome

Lesson Learned



Explore more insights and resources for security leaders:

Complete Security Program

Pillar Insights

Managed Security

Gain insight how we offer a customized
cybersecurity program tailored to give control
over risk, protect sensitive data, and fortify
defenses. How we provide what you need,
when you need it.

Cybersecurity Risks of AI

AI Risks

Unexpected Emergency

Incident Response

Learn more how we work hand-in-hand with
organizations large and small to resolve
complex incidents and protect critical data. 

Security Leadership & Coaching

Leadership & Coaching

Security programs can be overwhelming. Even
the most effective leaders benefit having a
trusted coach who sharpens strategy,
challenges blind spots, and offers a different
perspective. Find more information how we
help security leaders lead with confidence. 

Actionable roadmap empowering CISOs to
assess, prioritize, and accelerate cybersecurity
maturity through strategic alignment,
governance, and risk-informed decisions.

“We completed 80% of a security

strategy and roadmap effort in a

few-hour session, and made quick

progress to secure patient data,

understand our AI risk, and identify

unknown compliance issues.”

-CIO, Healthcare Provider

Pillar is a risk-focused firm specializing
in healthcare and organizations with

complex environments. We help
organizations manage risk where

technology, data, and business reality
intersect.

Our advisors bring decades of
experience leading security programs

across regulated, high-risk
environments. We focus on

experience, clarity, and alignment—
helping leaders make informed
decisions without unnecessary

complexity.

We do not replace your team.
We strengthen it.

About Pillar Technology Partners

https://www.ptechcyber.com/security-management
https://www.ptechcyber.com/_files/ugd/7a492a_31a845de49a54f1eb7c67977561ad47a.pdf
https://www.ptechcyber.com/incidentresponse
https://www.ptechcyber.com/vciso-1


Contact Us

678-304-9099

info@ptechcyber.com

www.ptechcyber.com

your trusted partner in cybersecurity and ai risk management

At Pil lar ,  we help organizations simplify

security,  sharpen focus,  and reduce risk

without adding complexity.

https://www.ptechcyber.com/

