Shadow AI survey and amnesty
Run the anonymous survey before the sanctioned tool arrives. Report results by team, never by person. Then send the amnesty message on the day the tool opens. Fill in the highlighted fields.
Part 1: the anonymous survey
Introduction to send with it. We want to understand how people are already using AI at work, so that we can give everyone the right tools. This survey is anonymous. Nobody will be identified, and nothing you say will be held against you. It takes five minutes. Please reply by [date].
1. Which AI tools have you used for work in the last month? (ChatGPT, Claude, Microsoft Copilot, Gemini, other: [list])
2. On which account? (Personal free / personal paid / work account / not sure)
3. What do you use it for? Pick up to three. (Drafting emails or documents / summarising / research / analysing data / writing code / translation / ideas / other)
4. Roughly how much time does it save you in a typical week? (None / under an hour / 1–3 hours / more than 3 hours)
5. What kinds of information have you put into it? (Public / internal / client information / personal data about other people / none of these)
6. What stopped you using a work tool for this? (None available / not allowed / the work tool is worse / did not know / other)
7. Which task would you most like AI to help with, that it does not today?
8. Anything you have built or found that colleagues should know about?
Part 2: the amnesty message
Send from [the chief executive or managing director], on the day the sanctioned tool opens.
Subject: AI at [Company]: a better way to use it, from today
From today, everyone at [Company] can use [approved tool], signed in with their work account. [How to get access].
Until now we have [blocked AI tools / not given a clear position]. We did that because we were worried about company and client information leaving the business. That concern was right. But it meant many of us used personal accounts instead, where nobody could see or protect what was shared.
So we are replacing [the ban] with a better answer: a tool on business terms that keep our data out of model training, and a one-page policy that says what may go in. Please read it here: [link]. Your team will have a 20-minute briefing by [date].
Nobody will be penalised for using personal accounts in the past. We ask everyone to move to [approved tool] for work from today, and to stop using personal accounts for company or client information.
If you have built something useful with AI, we want to hear about it. Tell [owner].
[Name, role]
From Enceladus AI (enceladus.ai), adapted from CONVERGE and GOVERN by Dr Paul M. Gibson. A starting point, not legal advice.




