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Introduction

In today’s digital-first economy, mid-market organizations are
increasingly targeted by cyber threats. Unlike large enterprises
with dedicated security teams and extensive budgets, mid-market
businesses must navigate cyber security within tighter operational
and financial constraints. Cyber criminals are opportunistic. They
do not discriminate based on company size. If an organization is
vulnerable and can be exploited for financial gain, they will strike.

A recent research piece by WithSecure’s Threat Intelligence
Team highlighted threats in 2025 from increasingly sophisticated
ransomware actors, Business Email Compromise (BEC) actors,
and Russian and Chinese APT actors with a particular focus on
the mid-market.

Read the full report here: https://labs.withsecure.com/
publications/cyber-threat-landscape-european-mid-market-2025

As aresult of these evolving and increased threats, security
leaders across the European mid-market often feel overwhelmed,
underserved, and under-resourced.

The reason for this is that their cyber security playbook is broken

- and has been for a long time. They are expected to protect their
organizations from increasingly complex threats with limited tools,
time, and team capacity. In fact, a 2024 commissioned survey,
carried out for WithSecure by Forrester Consulting, revealed

that 53% of European CISOs believe that their attack surface is
now too large to manage.

We work with CISOs and IT decision-makers across Europe
on a daily basis, and the vast majority of them keep telling us
that their cyber security solutions are just not fit for purpose
anymore. Well, the time has come to fix both that and the
mid-market cyber security playbook.

This playbook equips European cyber security
professionals with a proactive way forward. It's a pragmatic,
actionable foundation for those leading cyber security
efforts in mid-market organizations, whether or not they
formally hold the Chief Information Security Officer (CISO)
title. While this is the bare minimum framework to establish a
strong security posture, it already elevates an organization’s
defenses to a defendable level that deters common threats
and positions the business for future security growth.

Designed for incremental capability building, this playbook
helps security leaders engage stakeholders at all levels,
from technical teams implementing security controls to
board members overseeing cyber risk. It includes practical
examples, justifications for security investments, and
strategies to effectively communicate security priorities.

Think of it as a scalable blueprint—a starting point you can
build upon to mature your organization’s cyber security
resilience with efficiency, clarity, and confidence.
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Building a Security Foundation

In a mid-sized organization, security cannot be an afterthought or an ad

hoc effort. The company is large enough that without structured processes,
security operations will become inefficient, inconsistent, and difficult

to scale. A strong security foundation starts with understanding the
organizational culture, as this will dictate how security practices are adopted.

A culture that prioritizes security awareness and accountability can make

a cyber security program thrive, while resistance or indifference can cause

it to fail. Executive support is equally critical, as leadership must not only
endorse security initiatives but also allocate funding, approve the necessary
time commitments from different teams, and define the organization’s risk
appetite. Without leadership buy-in, even the best security strategies will
struggle to gain traction.

A structured risk management approach is necessary to identify, assess,
and mitigate threats. This is supported by well-defined policies that establish
the rules governing cyber security practices. Policies serve as the foundation
of security decisions, ensuring consistency across teams. Additionally,

an effective incident management process enables employees to report
security events and ensures that responses are timely and coordinated,
whether managed in-house or through external partners.

Security monitoring and governance cadences provide regular oversight,
helping teams stay proactive rather than reactive. Tracking key security
metrics ensures visibility into progress and areas needing improvement.

Finally, documenting everything is essential—not only does it streamline
compliance efforts, but also builds a historical record that can be invaluable
when refining security strategies over time.




Company Culture and Executive Support

Building a strong security foundation starts by understanding
and aligning with the company’s culture. Cyber security cannot
be effective if it is imposed without considering how employees
work, communicate, and make decisions. To gauge your
organization’s security culture, start by observing and engaging
with different teams. Ask questions like: Do employees see
security as an enabler or a roadblock? Are security processes
already in place, or do people bypass them to get work done?

Conduct informal interviews, run short surveys, and review past
security incidents to see how they were handled. This will help
you identify existing attitudes toward security and areas where
resistance might arise.

Once you have a clear picture of the culture, you can tailor your
security messaging and approach accordingly. If employees
view security as a burden, focus on simplifying processes and
showing how security protects both the business and their

daily operations. If there is already a strong risk-aware mindset,
reinforce and formalize it with structured policies and training.
Executive support is critical to turning security from a best effort
into a funded initiative.

Start by identifying key executives who influence decision-
making, such as the CFO (for budgeting), COO (for process
integration), and CIO or CTO (for technical alignment).
Schedule discussions with them to understand their concerns
and align your security with business priorities. Translate
security risks into business risks, rather than talking about
vulnerabilities and exploits. Further, highlight potential financial
losses, operational downtime, and regulatory penalties.

To ensure executive support that lasts, security needs to be
integrated into risk management discussions at the leadership
level. The executive team should define the organization’s

risk appetite, which sets the boundaries for acceptable risk-
taking. Facilitate a structured conversation where leadership
discusses key questions: How much downtime is acceptable
in case of a cyber incident? What types of data loss would be
catastrophic? What security investments are non-negotiable?

Document these decisions in a formal risk appetite statement,
which will serve as a reference for future security strategy

and funding discussions. Make sure you regularly revisit

this document as the business evolves, and ensure that
executives remain engaged through quarterly security
briefings in which progress, challenges, and adjustments to
risk tolerance are discussed.

The Cyber Security Mid-Market Playbook




Establishing a Risk Management Program

If your organization does not yet have a
formal risk management process, setting
one up is critical when making informed
security decisions. Cyber security risks
should not be handled inisolation. They
must be evaluated in the context of
overall business risks, such as financial,
operational, and reputational risks.

The first step in building a risk management
program is to identify and categorize risks
based on the organization’s industry,

size, and regulatory obligations. Start by
conducting arisk assessment that catalogs
potential cyber security threats, including
data breaches, ransomware attacks,
insider threats, and third-party risks.
Third-party vendors, suppliers, and service
providers often have access to company
data and systems, making them a critical
risk factor that must be assessed and
managed. Engage with key stakeholders
across IT, finance, legal, and operations to
ensure all relevant risks are considered.

Once these risks have been identified, they
need to be analyzed and prioritized based
on their probability and potential impact.

A practical way to do this is by using a risk
matrix, which categorizes risks as low,
medium, or high based on these factors.

If your organization already has a broader
risk management framework, the goal
should be to integrate cybers security
risks into it. Work with the existing risk
committee or governance team to ensure
cyber security is included in risk registers,
board reports, and executive discussions.
Establish a formal risk treatment process,
which includes deciding whether to
mitigate, transfer, accept, or avoid

each risk. Define who is responsible for
managing and monitoring each risk, and
ensure there are clear escalation paths to
addressing high-priority threats.

Third-party risk management (TPRM)
should be a dedicated component of this
program. Organizations should establish
avendor risk assessment process to
evaluate security controls before engaging
with a third party. Contracts should include
security requirements, data protection
obligations, and the right to audit vendor
security practices. Critical vendors should
be reviewed at least annually, with ongoing
monitoring for potential security incidents,
compliance violations, or changes in

their risk posture. If a vendor fails to meet
security expectations, mitigation plans
should be enforced, and alternative
providers considered if risks cannot be
reduced to an acceptable level.

The Cyber Security Mid-Market Playbook

To maintain an effective risk management program, set
up regular risk reviews where cybersecurity risks are
reassessed based on emerging threats and business
changes. Ensure that security risk discussions are

part of periodic executive meetings and that decisions
are documented for future reference. Additionally,
introduce arisk exception process, allowing teams to
formally document and gain approval for any necessary
deviations from security policies or controls.

By embedding cyber security into the organization’s
broader risk management framework and implementing
structured third-party risk management, you can ensure
that security is not treated as a standalone IT issue but
an essential component of business resilience.




Establishing Security Policies

Security policies are the foundation of a structured
cyber security program. They provide clear
guidelines on how security should be implemented,
who is responsible for specific actions, and what is
expected of employees when handling company
data and systems. Without well-defined policies,
security decisions become inconsistent, and
employees may not understand their roles when

it comes to protecting the organization. Policies
create alignment by setting the rules that govern
cyber security practices, ensuring that security
measures are not left to individual interpretation.

The Cyber Security Mid-Market Playbook 8

A strong set of security policies helps in multiple ways.
It provides a framework for compliance with industry
regulations, supports risk management efforts, and
ensures that security practices are enforceable.
Well-documented policies also make it easier to
communicate security expectations to employees,
vendors, and partners.

Policies should be practical, actionable, and tailored to
the organization’s needs rather than generic documents
that do not reflect real business operations.

In the following sections, we will cover the key security
policies that every mid-sized organization should have,
along with practical steps for drafting, implementing,
and maintaining them.

Acceptable Use Policy (AUP)

An Acceptable Use Policy (AUP) defines the proper
and improper use of company resources, such as
computers, networks, internet access, and email
systems. This policy ensures employees understand
their responsibilities when using company assets
and helps prevent security risks caused by misuse.
It should be clear, enforceable, and aligned with the
organization’s security and business objectives.
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Key Elements to Include in an Acceptable Use Policy

Scope and Applicability Data Protection and Confidentiality

* Clearly define who the policy applies to (employees, contractors, third *  Employees must follow data handling guidelines for sensitive, confidential,
parties with access to company systems). or personally identifiable information (PII).

»  Specify which resources are covered (company-owned devices, *  Useonly company-approved tools for communication and file sharing.

networks, cloud services, email, mobile devices, and software). e . . .
« Do not send sensitive information via personal email accounts or

Permitted Use unencrypted channels.

. Employees should only use company systems for authorized business * Immediately report any suspected data breaches or security incidents.

activities. )
Internet and Email Usage

. Personal use should be limited and must not interfere with business

) ) » Do notclick on suspicious links or open unknown email attachments.
operations or security.

»  Avoid accessing non-work-related sites that could introduce security risks

* All software, cloud services, and applications used for work must be . . .
PP (8ambling, torrent sites, unverified downloads).

approved by IT/security teams.
« Do not use personal email accounts for work-related communications.

Prohibited Activities
* Unauthorized access to company systems, data, or networks.

* Sharing login credentials or using someone else’s credentials to access
systems.

» Installing unapproved software or using personal cloud storage without
security approval.

+  Accessing, storing, or transmitting inappropriate, illegal, or offensive
content.

*  Bypassing security controls, such as VPNs, firewalls, or monitoring tools.

*  Connecting unauthorized devices (USB drives, personal laptops, loT
devices) to company systems.

* Engaginginillegal activities, including software piracy, hacking, or
distributing malicious software.




Remote Work and BYOD (Bring Your Own Device) Guidelines

The organization permits the use of personal (BYOD) devices for
work under specific conditions that align with our risk tolerance
and the sensitivity of the data or systems being accessed. This
approach is guided by the principle that access to high-sensitivity
and critical assets must be limited to devices fully owned and
managed by the organization. BYOD may be permitted for lower-
sensitivity systems and data, subject to the following conditions:

e Security Controls: Personal devices used to access
organizational resources must meet baseline security
standards, including:

*  Use of company-approved VPNs for all remote
connections.

*  Full device encryption enabled.
*  Up-to-date anti-malware and firewall protections.
+ Strong device passcodes or biometric authentication.

¢ Patching & Updates: Users must ensure that operating
systems, apps, and security software are regularly updated
with the latest patches.

* Device Loss/Theft: Employees must immediately report
any lost or stolen personal device that may have access to
organizational data to IT or Security.

The Cyber Security Mid-Market Playbook 10

Enforcement and Consequences

* Violations of the AUP may result in disciplinary actions, including
loss of access, formal warnings, or termination.

*  The organization reserves the right to monitor and audit system
usage to ensure compliance.

*  Employees must acknowledge and sign the Acceptable Use Policy
as part of onboarding and whenever updates occur.

This AUP should be concise, easy to understand, and regularly updated
based on emerging threats and business needs. It should also be

supported by training and awareness programs to ensure employees
understand their responsibilities.
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Access Control Policy

An Access Control Policy defines how users are granted access

to company systems, data, and applications. It ensures that
employees, contractors, and third parties only have access to what
is necessary for their roles while restricting unauthorized access.
Strong access control reduces the risk of data breaches, insider
threats, and accidental exposure of sensitive information.

Key Elements to Include in an Access Control Policy

Scope and Applicability

+ Appliesto all employees, contractors, vendors, and third
parties who access company systems.

* CoversallIT resources, including cloud services, applications,
databases, physical access, and remote access.
Access Management Principles

* LeastPrivilege: Users should only have the minimum access
necessary to perform their job functions.

* Role-Based Access Control (RBAC): Access should be
granted based on predefined job roles rather than individual
requests.

»  Separation of Duties: Prevent any single individual from having
excessive control over critical processes.

* Need-to-Know: Employees should not have access to
sensitive data unless it is essential for their work.




User Access Controls

Account Creation and Approval:

All access requests must be formally approved by the user’s
manager and IT/security teams.

Accounts should be created using unique user IDs, while
shared accounts should be prohibited.

Account Creation and Approval:

User access should be reviewed quarterly to remove
unnecessary permissions.

Managers must validate employee access levels during
regular audits.

Access should be immediately revoked upon termination or
role change.

Multi-Factor Authentication (MFA):

MFA must be enabled for all external access, privileged
accounts, and critical applications.

Passwords should be complex and rotated periodically, with
password managers recommended for storage.

The Cyber Security Mid-Market Playbook 12

Privileged Access Management (PAM)
« Definition of Privileged Access:

«  Privileged accounts include administrators, superusers, and accounts with
elevated access to sensitive systems.

*  These accounts require tighter security controls due to their risk level.
¢ Privileged Account Requirements:

*  Privileged accounts must be separate from regular user accounts.

*  Admin actions should be logged, monitored, and reviewed regularly.

*  Privileged sessions should use just-in-time (JIT) access where possible,
reducing standing privileges.

*  Access to privileged accounts should require MFA and additional approvals.
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Remote and Third-Party Access

* Remote access should only be allowed through company-approved VPNs or
Zero Trust Network Access (ZTNA) solutions.

*  Third-party vendors must have restricted access based on contractual
agreements.

»  Vendor accounts should be time-limited and reviewed frequently.

Monitoring and Enforcement
» Allaccess attempts should be logged and monitored for suspicious behavior.

« Automated alerts should be set up for unauthorized access attempts or
privilege escalations.

» Violations of this policy may result in access revocation, disciplinary actions,
or legal consequences.
Documentation and Updates

* Allaccess control changes, approvals, and reviews should be documented
and securely stored.

*  This policy should be reviewed and updated annually or as security
requirements evolve.

A well-structured Access Control Policy ensures that employees and vendors
have the right level of access while reducing security risks. By enforcing strict
privileged access controls, organizations can significantly minimize the impact of
credential-based attacks and insider threats.




Baseline Security Policy

A Baseline Security Policy establishes the minimum security standards that all systems,
devices, applications, and users must adhere to in order to protect the organization’s
infrastructure. It ensures consistency in security practices across all business units and
provides a foundation to prevent cyber threats. Without a clear baseline, security gaps can
emerge, leaving the organization vulnerable to attacks.

Key Elements to Include in a Baseline Security Policy

Scope and Applicability
+ Appliesto all employees, contractors, and third parties using company systems.

*  CoversallIT assets, including servers, endpoints, mobile devices, cloud
environments, and applications.

« Defines baseline security requirements that must be met before deploying any system
into production.
System Hardening Requirements

«  Alloperating systems and software must be configured according to industry best
practices (e.g., CIS Benchmarks).

* Unnecessary services, ports, and accounts must be disabled or removed.

+  All systems must have firewall rules configured to restrict inbound and outbound traffic.

«  Default passwords must be changed before deploying any system.

The Cyber Security Mid-Market Playbook




Endpoint and Device Security

All company devices must have endpoint protection,
including antivirus and anti-malware solutions.

Full-disk encryption must be enabled on all laptops
and mobile devices handling sensitive data.

USB and removable storage devices should be
restricted or require approval before use.

Mobile devices must be managed through a Mobile
Device Management (MDM) solution.

Patch and Vulnerability Management

All systems and applications must be regularly
patched with security updates.

Critical vulnerabilities must be addressed within a
defined timeframe, such as:

e  Critical severity: Patching within 7 days.
¢ High severity: Patching within 14 days.
¢ Medium severity: Patching within 30 days.

Regular vulnerability scans must be conducted to
identify security weaknesses.

Systems that cannot be patched due to operational
constraints must have mitigation measures in place.

Secure Configuration and Change Management

*  Any configuration changes to critical systems must
follow a formal change management process.

* Allcloud environments and IT systems must follow
secure default configurations.

*  Administrative access to modify security settings
must be restricted and logged.
Network Security and Segmentation

* Internal networks must be segmented to separate
critical systems, production environments, and
guest networks.

* Allremote access must use VPNs or Zero Trust
solutions with strong authentication.

*  Monitoring tools must be in place to detect and
alert on suspicious network activity.
Logging, Monitoring, and Incident Detection

»  All security-related events must be logged and
stored in a centralized logging system.

*  Critical security alerts must be reviewed and
responded to in a timely manner.

* Retention policies should be established for logs,
ensuring compliance with legal and regulatory
requirements.

The Cyber Security Mid-Market Playbook 15

Enforcement and Compliance

+ Allemployees and contractors must comply with
this policy, and non-compliance may resultin
disciplinary action.

*  Security teams must conduct regular audits to
ensure adherence to baseline security standards.

*  The policy must be reviewed and updated
annually or whenever significant changes to the
IT environment occur.

A Baseline Security Policy ensures that all systems
and users adhere to a standard level of protection,
reducing security risks across the organization. By
incorporating a strong vulnerability management
process, organizations can proactively address
weaknesses before they are exploited.
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Data Classification Policy

A Data Classification Policy establishes a structured approach for categorizing data
based on its sensitivity, value, and regulatory requirements. This ensures that data
is handled, stored, and shared appropriately while minimizing risks related to data
breaches, unauthorized access, and compliance violations. By clearly defining data
categories and corresponding security controls, organizations can protect critical
information without unnecessarily restricting access to less sensitive data.

Key Elements to Include in a Data Classification Policy

Scope and Applicability
* Appliesto all employees, contractors, and third parties handling company data.

. Covers all data types, including documents, emails, databases, cloud storage,
and backups.

*  Ensures alignment with legal, regulatory, and industry standards such as
GDPR, ISO 27001, or NIST.

Data Classification Levels

Organizations should define clear classification levels, such as:

e Public: Data that can be freely shared without risk (e.g., website content,
marketing materials).

¢ Internal Use Only: Non-sensitive data intended for employees but not the
public (e.g., internal communications, standard operating procedures).

¢ Confidential: Business-sensitive data that requires controlled access (e.g.,
financial reports, customer information, internal project documentation).

¢ Restricted: Highly sensitive data with strict access controls due to legal,
regulatory, or security concerns (e.g., personally identifiable information,
trade secrets, medical records).
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Data Handling and Storage Requirements
*  Public data Can be shared openly without restrictions.

* Internal use data: Must be stored on company-managed devices and
not shared externally without approval.

*  Confidential data

*  Mustbe encrypted at rest and in transit.

« Access should be role-based and granted on a need-to-know basis.

* Should not be stored on personal devices or unapproved cloud
services.

* Restricted data:
. Must be stored in encrypted, access-controlled environments.
«  Multi-factor authentication (MFA) should be required for access.
*  Should not be transmitted over unencrypted channels or stored in

email attachments.

Data Sharing and Access Control

The Cyber Security Mid-Market Playbook

Data Retention and Disposal

Retention policies must be defined based on data classification and
compliance requirements.

Secure deletion methods (e.g., data wiping, shredding, degaussing) must be
used for confidential and restricted data.

Automatic purging of outdated or unnecessary sensitive data should be
enforced where possible.

Monitoring, Compliance, and Enforcement

Data access logs must be monitored to detect unauthorized access or data
exfiltration.

Employees should receive regular training on data classification and handling.

Violations of this policy may result in disciplinary action, including revocation
of access or legal consequences.

This policy should be reviewed annually and updated based on evolving
threats and regulatory requirements.

17

A well-defined Data Classification Policy ensures that sensitive information is
protected while enabling efficient data management. By enforcing proper data
handling, access control, and retention strategies, organizations can significantly
reduce the risks of data breaches and regulatory penalties.

*  Sensitive data should only be shared using approved, secure
communication channels.

*  Third-party access must be controlled through contractual agreements
and security reviews.

+  Employees should not share or transfer classified data via personal
email, messaging apps, or unauthorized cloud services.

+ Data should be anonymized or masked when shared for reporting,
development, or analytics purposes.
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SUMMARY

Physical Security Policy

A Physical Security Policy ensures that an organization’s physical assets, )
infrastructure, and sensitive information are protected against unauthorized access, N
theft, vandalism, and other security threats. Even with strong cybersecurity controls,
alack of physical security can expose an organization to breaches, data theft, and
operational disruptions. This policy sets clear guidelines for securing company

facilities, restricting access, and implementing security monitoring measures.
Key Elements to Include in a Physical Security Policy

Scope and Applicability

* Appliesto all employees, contractors, visitors, and third parties accessing

company premises. Salus department a

*  Covers offices, data centers, warehouses, and any facility where company assets A = 1
|

et
are stored. e e

. . . % | kivale
« Includes workstations, servers, network equipment, printed documents, and jeL S

portable storage devices.
Access Control and Visitor Management
*  Employees must use company-issued access badges to enter secure areas.
*  Visitor access must be logged, monitored, and approved by authorized personnel.
»  Visitors must be escorted at all times in restricted areas.

« Tailgating (following someone through a secured door without authentication) is
strictly prohibited.

* Lostorstolen access badges must be reported immediately to security or IT teams.




Secure Workspaces and Equipment Protection

Employees must lock their workstations when
leaving their desks.

Laptops and mobile devices must be stored in
locked drawers or secured areas when unattended.

Paper documents containing sensitive information
must be stored in locked cabinets.

Office doors leading to restricted areas must
remain closed and locked when not in use.

Data Center and Server Room Security

Access to data centers and server rooms is
restricted to authorized personnel only.

Multi-factor authentication and biometric controls
should be used for highly sensitive areas.

Surveillance cameras must monitor entry points
and critical infrastructure.

Visitors and contractors working on IT equipment
must be approved, logged, and escorted.

Surveillance and Monitoring

Security cameras must be installed at entrances,
exits, and critical areas.

Surveillance footage must be retained for a defined
period and reviewed regularly.

Alarms and intrusion detection systems should be
in place for high-security areas.

Environmental and Disaster Protection

*  Fire suppression systems must be installed in
data centers and high-risk areas.

«  Backup power solutions (UPS, generators)
should be maintained for critical infrastructure.

»  Employees must follow emergency evacuation
and disaster recovery procedures as outlined
in company policies.

Asset Management and Secure Disposal

» AT and physical assets must be labeled and
inventoried.

*  Unused or outdated equipment must be
disposed of securely using shredding,
degaussing, or certified disposal services.

»  Employees must not take company devices or
documents home unless explicitly authorized.
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Incident Reporting and Enforcement

*  Employees must report any security incidents, lost
or stolen devices, or unauthorized access attempts.

*  Violations of the Physical Security Policy may result
in disciplinary action.

* Regular physical security audits must be conducted
to ensure compliance.

A Physical Security Policy protects both digital and
physical assets by implementing structured access
controls, monitoring measures, and secure handling
practices. Strong physical security measures

significantly reduce the risk of unauthorized access,
theft, and potential data breaches.
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Data Security Policy

A Data Security Policy establishes the standards and controls necessary to protect the
confidentiality, integrity, and availability of an organization’s data. Data is one of the most
valuable assets a company owns, and ensuring its security is essential for business
continuity, regulatory compliance, and risk mitigation. This policy defines how data should be
handled, stored, accessed, and protected from unauthorized access, breaches, or loss.

Key Elements to Include in a Data Security Policy

Scope and Applicability
+ Appliesto all employees, contractors, vendors, and third parties handling company data.

«  Coversalltypes of data, including structured data (databases), unstructured data
(documents, emails), and cloud-stored information.

* Includes on-premises, cloud, and remote access environments.

Data Protection Principles
« Confidentiality: Ensuring that only authorized personnel have access to sensitive data.

« Integrity: Protecting data from unauthorized modifications, corruption, or loss.

Availability: Ensuring data remains accessible to authorized users when needed.



Data Access and Authentication Controls

Access to sensitive data must be restricted based on the
principle of least privilege.

Multi-factor authentication (MFA) must be enforced for all
remote access and privileged accounts.

Role-based access control (RBAC) must be implemented for
data stored in applications and databases.

Periodic access reviews must be conducted to remove
unnecessary data access permissions.

Data Encryption and Secure Storage

Data at rest must be encrypted using industry-standard
encryption methods.

Data in transit must be protected using secure communication
protocols (e.g., TLS, VPNs).

Portable storage devices (USBs, external hard drives) must be
encrypted and require approval before use.

Sensitive data must not be stored on personal devices or
unapproved cloud storage.

Data Classification and Handling

Data must be classified according to the Data Classification
Policy (e.g., Public, Internal, Confidential, Restricted).

Confidential and Restricted data must have additional security

controls, such as data masking, anonymization, or tokenization.

Sensitive data must not be copied, downloaded, or shared
outside the organization without approval.
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Secure Data Sharing and Third-Party Management

Data must be shared only through approved channels, such as
encrypted email or secure file transfer services.

Third-party vendors with access to company data must undergo
security assessments and sign data protection agreements.

All third-party integrations must comply with data security and
privacy regulations applicable to the organization.

Data Backup and Recovery

Regular automated backups must be performed for critical data.

Backup data must be encrypted and stored in a separate,
secure location.

Data restoration processes must be tested periodically to
ensure reliability.

A data retention policy must be enforced, ensuring that data
is deleted whenitis no longer needed.
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Data Loss Prevention (DLP) and Monitoring
+  DLP solutions must be deployed to monitor and prevent unauthorized data transfers.
* Any attempt to move or share restricted data outside approved channels must be logged and reviewed.

*  Security teams must regularly monitor for unauthorized access attempts, data leaks, or insider threats.

Incident Reporting and Compliance

+  Employees must immediately report suspected data breaches, unauthorized
access, or data loss incidents.

*  The security team must follow incident response procedures to contain and
investigate data security violations.

*  Violations of this policy may result in disciplinary actions, including loss of
access, termination, or legal consequences.

*  The policy must be reviewed and updated annually or when regulatory or
business changes require it.

A Data Security Policy ensures that sensitive information remains protected from

unauthorized access, loss, and breaches. By enforcing access controls, encryption,
secure data handling, and continuous monitoring, organizations can minimize
security risks while maintaining regulatory compliance.



Data Retention Policy

A Data Retention Policy defines how long different types of data should be stored,
how they should be protected, and when they should be securely disposed of.
Proper data retention ensures compliance with legal, regulatory, and business
requirements while reducing storage costs and minimizing security risks associated
with retaining unnecessary data. Without a structured retention policy, organizations
may expose themselves to legal liabilities, compliance violations, and potential

data breaches.

Key Elements to Include in a Data Retention Policy

Scope and Applicability
* Appliesto all employees, contractors, and third parties handling company data.

*  Coversalltypes of data, including electronic records, physical documents,
emails, backups, databases, and cloud-stored information.

« Aligns with legal, regulatory, and industry standards such as GDPR, HIPAA,
ISO 27001, and other jurisdiction-specific requirements.
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Data Retention Periods

Organizations should define clear retention periods based on data classification and
compliance needs:

*  Public Data: Can be retained indefinitely unless otherwise required.
* Internal Data: Retained for 3-5 years, depending on operational needs.

* Confidential Data (e.g., customer data, financial records): Retained for 7 years or
as required by law.

* Restricted Data (e.g., personally identifiable information, payment data, medical
records): Retention must follow legal requirements, typically between 3-10
years, depending on the regulation.

* Logs and Security Records:
*  Critical security logs: Minimum 1 year (some regulations may require longer).
» Systemand access logs: At least 90 days and reviewed periodically.

«  Backups: Should be retained based on business requirements but must follow a
defined expiration and secure deletion process.
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Secure Storage and Protection During Retention Exceptions and Legal Holds

+  Sensitive data must be encrypted while in storage. « Ifdatais needed for ongoing legal cases, audits, or

+ Accesstoretained data must be restricted based on RERR = et it must bo placed under a

the principle of least privilege. legal hold and not deleted until approved.
»  Business units must obtain security and legal approval

+  Physical documents must be stored in secure, ] . N
before extending retention beyond policy limits.

access-controlled locations.

* Cloud-stored data must comply with vendor security Monitoring, Compliance, and Enforcement

standards and be monitored for unauthorized access. B e et b contucted to ensure

BatabisHb=alandlSecure Destruction compliance with the data retention policy.

«  When data reaches the end of its retention period, B EisiEolicy must be reported and

it must be securely deleted or destroyed to prevent
unauthorized access. «  Employees handling sensitive data must receive
training on data retention best practices.

reviewed by the security and compliance teams.

¢ Electronic Data Disposal:

. Secure data wiping tools must be used to *  This policy must be reviewed and updated annually

Beanently erase data from systems. based on regulatory and business changes.

* Hard drives and storage devices must be A Data Retention Policy helps organizations manage data
degaussed, shredded, or securely disposed of. lifecycle processes while ensuring compliance, improving

. Physical Data Disposal: opefrgtlonal effnmengy, and f'educmg security risks. By-
defining clear retention periods, secure storage practices,
+  Confidential and restricted documents must be and proper disposal methods, organizations can maintain

shredded before disposal. data integrity and reduce liability.

*  Disposal must comply with environmental and
regulatory guidelines.




Password Policy

A Password Policy establishes the requirements for creating, managing, and securing
passwords to protect company accounts, systems, and data. Weak or reused
passwords are a leading cause of security breaches, making it critical for organizations
to enforce strong password practices. This policy ensures that employees, contractors,
and third parties use secure authentication methods to prevent unauthorized access.

Key Elements to Include in a Password Policy

Scope and Applicability

« Appliesto all employees, contractors, vendors, and third parties with access to
company systems.

. Covers all IT systems, cloud services, applications, databases, and remote
access solutions.

* Appliesto both user and privileged accounts.

Password Complexity Requirements
All passwords must meet the following minimum requirements:
* Atleast12 characters for standard user accounts.
« Atleast 16 characters for administrative and privileged accounts.

* Mustinclude a mix of uppercase letters, lowercase letters, numbers, and
special characters.

*  Must not contain easily guessable information such as birthdays, usernames,
or dictionary words.
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Multi-Factor Authentication (MFA) Enforcement

. MFA is required for all privileged accounts, remote access, email, and critical
business applications.

. Preferred MFA methods include authenticator apps, hardware tokens, or
biometric authentication.

*  SMS-based MFA should only be used as a backup due to security risks.

Password Storage and Management

«  Employees must use company-approved password managers to securely
store passwords.

. Passwords must never be written down, stored in plain text, or shared via
email or messaging apps.

* IT administrators must enforce hashing and encryption for stored passwords.

Password Rotation and Expiration
» Passwords should only be changed if there is suspicion of compromise.

«  Users must update compromised passwords immediately and report any
security incidents.

»  Privileged accounts should rotate passwords at least every 90 days.

Account Lockout and Failed Login Attempts
«  Afterfive failed login attempts, accounts should be temporarily locked.
*  Users must verify their identity before resetting passwords.

»  Privileged accounts should have stricter lockout and monitoring rules.




Prohibited Password Practices

Reusing old passwords is strictly prohibited.
Sharing passwords between employees or teams is not allowed.

Using company-related words (e.g., company name, product
names) as part of the password is prohibited.

Secure Password Reset Process

Users must reset passwords via company-approved self-service
tools or IT support.

Password reset requests must require identity verification.

Default passwords for new accounts must be reset immediately
upon first login.
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Monitoring and Enforcement

* IT/security teams must use password auditing tools to detect weak or compromised passwords.
* Regular security training must educate employees on password security best practices.

*  Non-compliance with this policy may result in account suspension or other disciplinary actions.
*  This policy should be reviewed and updated annually to align with evolving threats.

A Password Policy ensures that authentication practices remain secure while minimizing the risk
of account compromise. By enforcing strong passwords, multi-factor authentication, and secure

password management, organizations can significantly reduce the likelihood of unauthorized access.
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Business Continuity and Disaster Recovery
(BCDR) Policy

A Business Continuity and Disaster Recovery (BCDR) Policy ensures that an
organization can maintain critical operations and quickly recover from disruptions
caused by cyber incidents, natural disasters, system failures, or other emergencies.
This policy defines the processes for preparing, responding to, and recovering from
disruptions to minimize financial, operational, and reputational impacts.

Key Elements to Include in a Business Continuity and Disaster
Recovery Policy
Scope and Applicability

* Appliestoall employees, contractors, and third parties involved in business
operations.

. Covers IT infrastructure, cloud environments, data centers, business applications,
and physical locations.

« Defines critical business functions that must be maintained during a disruption.

Business Impact Analysis (BIA)

« ldentify mission-critical systems, processes, and data that must be available at
all times.

« Assess the potential financial, operational, and reputational impact of disruptions.

» Define Recovery Time Objective (RTO) — the maximum time a system can be
down before causing major disruption.

« Define Recovery Point Objective (RPO) —the maximum acceptable amount of
data loss measured in time (e.g., last 4 hours of transactions).




Roles and Responsibilities

BCDR Team: Responsible for activating and executing the
recovery plan.

Incident Response Team: Coordinates cybersecurity-related
incidents and containment measures.

IT and Operations Teams: Ensure system restoration and
infrastructure recovery.

Executive Leadership: Provides decision-making and oversight.
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Backup and Data Recovery Procedures

All critical data must be backed up at regular intervals (e.g., daily, weekly).
Backups must be encrypted and stored in geographically separate locations.
Cloud and offsite backups must be tested periodically to ensure successful recovery.

Critical applications and databases must have failover mechanisms in place.

Disaster Recovery Planning (DRP)

Establish predefined disaster recovery sites (hot, warm, or cold sites) depending on
business needs.

Implement automated failover mechanisms for critical systems.
Develop standard operating procedures (SOPs) for system restoration.

Periodically test disaster recovery plans with simulated exercises (e.g., tabletop drills).

Business Continuity Strategies

Ensure that alternate work locations and remote work capabilities are available.
Maintain redundant communication channels (email, phone, messaging apps).

Establish contingency plans for supply chain disruptions and vendor dependencies.

Ensure that key personnel have secure remote access to business-critical applications.
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Incident Response and Communication Plan

Establish escalation procedures for declaring a business
continuity or disaster recovery event.

Define communication protocols for notifying employees,
customers, vendors, and stakeholders.

Maintain predefined templates for public statements in case of
major disruptions.

Conduct regular employee training on business continuity and
emergency response.

Testing and Continuous Improvement

Conduct annual or bi-annual BCDR drills to validate recovery
procedures.

Review and update the BCDR policy based on test results and
real incidents.

Perform gap analysis to improve resilience and recovery time.
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Compliance and Enforcement

*  Ensure alignment with industry regulations (e.g., 1ISO 22301, NIST 800-34, GDPR, HIPAA).
* Regularly audit BCDR procedures and compliance with organizational policies.

* Violations of this policy may result in corrective actions or disciplinary measures.

A Business Continuity and Disaster Recovery Policy ensures that an organization is prepared

for disruptions and can restore operations with minimal impact. By enforcing robust backup
strategies, disaster recovery plans, and continuous testing, organizations can enhance their

resilience against cyberattacks, system failures, and unforeseen disasters.
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Supplier Management Policy

A Supplier Management Policy establishes guidelines for selecting, managing, and monitoring third-
party vendors, suppliers, and service providers that interact with the organization’s data, systems,
and infrastructure. Suppliers can introduce cybersecurity, compliance, financial, and operational
risks, making it critical to have structured processes for evaluating and managing them throughout
their engagement lifecycle.

Key Elements to Include in a Supplier Management Policy

Scope and Applicability

* Appliestoall suppliers, vendors, contractors, and third parties that provide products, services, or
technology to the organization.

« CoversIT services, cloud providers, software vendors, physical goods suppliers, and
outsourced business functions.

«  Aligns with regulatory and compliance requirements such as GDPR, ISO 27001, NIST, and
sector-specific regulations.




Supplier Risk Assessment and Onboarding
+ All new suppliers must undergo a formal risk assessment before engagement.
» Riskclassification should be based on:
- Dataaccess (whether the supplier handles sensitive company or customer data).
e System integration (if the supplier integrates with internal systems).
e Operational dependency (impact if the supplier fails or is compromised).
* Regulatory impact (whether the supplier is subject to compliance requirements).

+  High-risk suppliers must undergo enhanceWd due diligence, including security audits and
background checks.

+ Allsupplier contracts must include clear security, compliance, and data protection obligations.

Contractual and Security Requirements
* Contracts must outline:

« Data protection requirements, including encryption, access controls, and data
handling standards.

* Incident response obligations, requiring suppliers to report security incidents within a defined
timeframe.

« Right-to-audit provisions, allowing the organization to review supplier security controls.
¢ Compliance requirements (e.g., adherence to GDPR, SOC 2, ISO 27001).

« Service level agreements (SLASs) defining performance, availability, and security expectations.
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Contractual and Security Requirements

e Contracts must outline:

Data protection requirements, including encryption, access controls, and
data handling standards.

Incident response obligations, requiring suppliers to report security
incidents within a defined timeframe.

Right-to-audit provisions, allowing the organization to review supplier
security controls.

Compliance requirements (e.g., adherence to GDPR, SOC 2, ISO 27001).

Service level agreements (SLAs) defining performance, availability, and
security expectations.
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Third-Party Data Handling and Privacy Policy Enforcement and Continuous Improvement
«  Suppliers handling customer, employee, or sensitive business data «  Supplier security policies must be reviewed and updated
must follow: annually based on industry threats and regulatory changes.
+ Data minimization principles, ensuring they collect and process *  Periodic audits must be conducted to ensure supplier
only necessary data. compliance with security requirements.
*  Encryption requirements for data at rest and in transit. * Non-compliance may result in contract termination,

- . . o Iti legal action.
* Restrictions on data sharing with subcontractors, requiring penalties, orlegal action

explicitapproval. A Supplier Management Policy ensures that third-party risks

+ Datadeletion or return requirements upon contract termination. are proactively managed while maintaining strong security and
compliance controls. By enforcing rigorous vetting, contractual
Supplier Termination and Offboarding protections, ongoing monitoring, and structured offboarding,

«  When a supplier relationship ends: organizations can minimize supplier-related security threats

and operational disruptions.
» Allaccess to company systems must be revoked immediately.

. Data must be securely returned or deleted, with verification
provided.

+ Afinal security and compliance review should be conducted
before full offboarding. ‘

»  Contractual exit clauses must be followed, ensuring minimal
operational disruption.
Incident Response and Supplier Accountability
*  Suppliers must have defined security incident response plans.

* Anybreach or security event affecting company data must be
reported within an agreed timeframe.

*  The organization must have an escalation plan for supplier-related
incidents, including backup options for critical vendors.




Establishing an Internal Incident
Management Program

Incident management is a cornerstone of a robust cybersecurity strategy, but mid-market
organizations often face constraints around staffing, budget, and expertise. To build an
effective yet resource-conscious Incident Management program, organizations should
prioritize efficiency, automation, and strategic resource allocation.

Shifting Incident Management Left

Mid-market organizations should actively integrate incident handling capabilities into
existing business and IT teams, promoting the “shift-left” strategy. By training and
enabling these teams to handle security incidents relevant to their domains, organizations
can reduce pressure on dedicated cybersecurity personnel and create a broader, more
responsive security culture.

Key considerations:

* Regular security awareness and incident response training for non-security
IT teams.

*  Clear, actionable guidelines and playbooks tailored to each team’s function.

* Incident categorization and routing workflows to ensure correct assignment
and resolution.
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Outsourcing Incident Management

Given resourcing limitations, mid-market companies often find significant
value in outsourcing parts of incident management to specialized external
partners. Potential outsourcing models include:

Managed Security Services Providers (MSSPs): Offer continuous
monitoring, detection, and first-level response, ideal for organizations with
minimal internal security resources.

Managed Detection and Response (MDR): Provide deeper incident
detection and tailored response capabilities, beneficial for more complex
environments or those facing frequent threats.

Specialized Incident Management Providers: Capable of comprehensive
management and coordination for higher-severity incidents or compliance-
specific incidents that demand expert oversight.

Organizations should select outsourcing partners based on:
Alignment with internal security capabilities and resource constraints.
Transparency in incident management processes and clear reporting.

Integration capabilities with existing security tools and platforms.

Additionally, having an external Incident Response provider’s emergency
contact information readily available (on speed dial) ensures rapid assistance
during critical incidents, enhancing organizational preparedness.



Automating Incident Response

Automation should address the majority of routine, repetitive security incidents, freeing up
valuable human resources for more complex or high-risk incidents. Automated response
systems, integrated directly with cybersecurity tools, can quickly mitigate threats such as
malware infections, unauthorized access attempts, or basic phishing incidents.

Best practices for automationinclude:

+ Leveraging existing cybersecurity investments that provide built-in automation capabilities.

* Regularly reviewing and optimizing automation rules to ensure effectiveness and reduce
false positives.

Incident Reporting and Feedback Mechanism

Regardless of whether incidents are managed internally through shift-left practices, externally
via outsourced providers, or through automation, establishing a user-friendly incident reporting
channel is critical. Employees must have a clear, accessible method to report incidents and
receive timely feedback on the status and resolution of their reports.

Key considerations for incident reporting:

«  Centralized reporting systems (e.g., portals, email, or internal platforms) with clear
instructions and guidance.

*  Ensuring confidentiality and ease of access to encourage reporting.
»  Establishing clear communication channels to provide timely updates and feedback to

incident reporters, maintaining transparency and trust.

By combining these strategies—shifting left, selective outsourcing, automation, and a robust
reporting and feedback mechanism—mid-market organizations can efficiently establish an
incident management capability that matches their resource availability and risk profile.

The Cyber Security Mid-Market Playbook
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Security Documentation, Metrics, Monitoring
Trends, Steering, and Reporting

Effective cybersecurity management within mid-market organizations
demands comprehensive documentation, actionable metrics, continuous
trend monitoring, and clear steering and reporting structures. These elements
collectively ensure transparency, informed decision-making, and continuous
improvement in security posture.

Security Documentation

Creating and maintaining clear, accessible, and updated security
documentation is fundamental. This includes policies, standards, procedures,
and incident response playbooks tailored specifically to organizational needs
and capabilities. Thorough documentation is not only valuable for operational
effectiveness but will also significantly streamline efforts when formal
compliance requirements arise, such as audits or certifications.

Key documentation practices:

» Establish a centralized document repository for easy access and regular
updates.

*  Clearly define ownership, approval workflows, and regular review intervals.

*  Ensure documentation is practical, actionable, and easy to understand for
non-security personnel.

* Recognize that comprehensive documentation is foundational for
efficiently meeting compliance mandates, providing clarity and reducing
future workload.
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Defining and Utilizing Security Metrics

Metrics provide quantitative insight into the effectiveness of the security
program, identifying both strengths and areas requiring improvement.
Mid-market organizations should prioritize metrics that align closely with
business objectives and security priorities.

Recommended metric categories include:

. Incident frequency, response times, and resolution effectiveness.

«  Vulnerability management effectiveness, such as patch compliance
rates.

»  User awareness metrics, including training completion rates and
phishing simulation results.

Monitoring Security Trends

Continuous monitoring of internal and external security trends enables
organizations to proactively adapt and enhance their cybersecurity
defenses. Trend monitoring helps organizations stay ahead of evolving
threats and optimize resource allocation.

Key focus areas:

* Regular analysis of incident data to identify emerging threats and
vulnerabilities.

*  Monitoring industry-wide cybersecurity trends and threat intelligence.

*  Using trend data to inform cybersecurity awareness programs and
tactical decisions.
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Steering and Reporting Structures

Structured steering and reporting ensure alignment between cybersecurity
activities and business goals, facilitate informed decision-making, and
provide accountability across the organization.

Important considerations include:

By focusing on these critical areas—documentation, metrics, trend
monitoring, steering, and structured reporting—mid-market organizations
can significantly enhance their cybersecurity maturity and resilience.

Establishing a clear governance structure involving key stakeholders.

Regularly scheduled reporting to management, highlighting key risks,
incidents, and security improvements.

Steering committees or forums for ongoing cybersecurity oversight,

prioritization, and strategic direction-setting
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Securing Your Digital Infrastructure: Secure-by-Default Design

A strong cybersecurity posture requires that digital infrastructure is secure-by-default, beginning with a hardened security baseline and carefully adjusting
settings as organizational requirements evolve. This approach significantly reduces the organization’s attack surface and minimizes the potential impact of
security incidents.

Identity and Access Management (IAM) Design Securing Active Directory (AD)

IAM forms the backbone of secure digital operations. Mid-market organizations should: Properly securing AD infrastructure prevents significant internal and external threats:
» Enforce the principle of least privilege from the outset. * Adopt secure baseline group policies and security templates.

» Implement multi-factor authentication (MFA) universally. * Implement strict account security policies (strong passwords, lockouts, privileged

: . g account management).
» Regularly review and update access privileges, roles, and permissions. g )

. i * Regularly monitor and log AD activities for unusual or unauthorized access attempts.
+  Automate user lifecycle management to maintain accurate, secure access levels.

*  Conduct regular AD security health checks and configuration reviews.

Cloud Environment Configuration

Secure-by-default cloud configurations help mitigate risks associated with cloud adoption:

»  Utilize native security tools provided by cloud vendors, ensuring secure baseline
templates.

* Enable cloud security posture management (CSPM) to continuously monitor and
enforce secure configurations.

+ Regularly audit cloud settings to confirm adherence to security standards and quickly
correct misconfigurations.

* Encrypt datain transit and at rest by default.




Edge Devices and Endpoint Security

Endpoints represent a critical frontline for security breaches:

*  Setendpoints to deny-by-default mode, allowing only necessary
services and applications.

» Deploy robust endpoint protection platforms with automated threat
detection and response.

*  Regularly apply security patches and firmware updates.

«  Encrypt endpoint storage and mandate remote wipe capabilities for
mobile devices.

Saa$S Subscriptions and Third-Party Applications
Secure configurations and oversight of SaaS applications reduce risk from
external services:

»  Clearly define security requirements for onboarding SaaS providers.

* Regularly review access and integrations, limiting third-party
permissions.

* Enable security features provided by SaaS applications, such as data
encryption, MFA, and Single Sign-On (SSO).

« Maintain an inventory of SaaS subscriptions and regularly validate
necessity and security standards.
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Understanding and Managing Shared
Responsibility Models

Recognizing roles and responsibilities between your organization and
service providers is crucial, especially in laaS and SaaS environments:

*  Clearly document responsibilities and ensure teams understand
where provider security ends and organizational security begins.

* Regularly review security responsibilities outlined by cloud
providers.

«  Confirm security configurations and controls are clearly aligned with
the provider’s shared responsibility model.




The Cyber Security Mid-Market Playbook 40

Security Architecture and Design Principles

Robust security architecture supports long-term resilience and agility:
«  Adopt principles of defense-in-depth and layered security.
»  Prioritize architectural choices that inherently minimize attack surfaces.

* Use network segmentation and isolation to limit lateral movement.

»  Select platforms and systems that support automated, built-in security
configurations.

Change Management and Periodic Reviews

Effective change management processes maintain secure configurations
and rapidly detect deviations:

« Implement formal change approval workflows, emphasizing security
impacts.

*  Conduct periodic configuration and vulnerability assessments,
particularly on critical infrastructure.

*  Automate monitoring for configuration drift and trigger rapid
remediation workflows.

By strategically incorporating these secure-by-default practices, mid-
market organizations build resilient digital infrastructures capable of
supporting growth, innovation, and robust cybersecurity.
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Activating Your Operational Security Core: The Fastest Path to Real Defense

Mid-market organizations must strategically select a cybersecurity product and service suite to cover essential security needs without overwhelming internal resources. By prioritizing

automated solutions or external managed services, organizations can maintain robust security with sustainable operational overhead and cost efficiency.

Establish Your Operational Security Core

Establishing a robust cybersecurity foundation requires implementing key solutions
that provide widespread protection:

+ Endpoint Protection Platform (EPP): Automated endpoint security to prevent,
detect, and remediate threats on devices.

+ Managed Detection and Response (MDR) or Managed Extended Detection
and Response (XDR): Outsourced monitoring, threat hunting, and response
capabilities that enhance your internal security capabilities without significant
resource burdens.

+ Managed Vulnerability or Exposure Management (VM/XM): Outsourced service
assisting with vulnerability identification, prioritization, and patch management,
greatly simplifying security maintenance.

+ Managed Backup Services: Outsourced backup and disaster recovery solutions
that safeguard critical data and systems, including regular backup testing to
verify data integrity and recovery readiness—ensuring rapid restoration and
business continuity during cyber incidents or hardware failures.

Before engaging any external managed services provider, ensure thorough vetting
according to your Supplier Management Policy, including critical contractual
requirements such as service-level agreements (SLAs), confidentiality clauses, and
security assurance provisions.

Layer with Essential Add-Ons

After establishing your foundational cybersecurity suite, consider

supplementary point solutions tailored to organizational specifics:

Security Awareness Training Platform: For larger organizations,
investing in automated security awareness training platforms can
significantly reduce the risk of phishing and social engineering
attacks. Look for solutions offering default training modules and
role-based training options.

Software Development Lifecycle (SDLC) Security: Organizations
developing their own software should integrate security directly
into their SDLC by employing:

+  Software Composition Analysis (SCA): Prevent
compromised or insecure open-source components from
entering your codebase.

*  BugBounty Programs: Engage external security

researchers to proactively identify vulnerabilities, often more
cost-effectively than traditional penetration testing.




Strategic Outsourcing and Automation
Automation and outsourcing are critical strategies for mid-market organizations
to maintain high security standards with manageable effort and costs:

«  Optfor cybersecurity products with inherent automation capabilities,
reducing reliance on manual intervention.

*  Ensure external providers offer managed services layered on top of
technology suites, enabling the organization to focus on core business
operations rather than ongoing security management.

*  Avoid building and maintaining in-house solutions for security and backups,
as these often become unsustainable and resource-intensive over time.

Physical Security

Physical security is essential to a comprehensive cybersecurity strategy.
Consider managed physical security services to protect your infrastructure and
sensitive data:

+ Access control and surveillance systems managed externally.

» Periodic audits and assessments by specialized providers to maintain
physical security standards.necessity and security standards.
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Continuous Review and Optimization

Cyber threats continuously evolve, requiring periodic reviews of cybersecurity

investments and practices:

Regularly reassess your cybersecurity suite to ensure it addresses emerging
threats effectively.

Periodically evaluate new technologies and managed service offerings to
enhance your cybersecurity posture further.

Optimize existing solutions based on threat intelligence, incident trends, and
business changes.

By investing in an automated, managed foundational security suite

complemented by tailored point solutions, mid-market organizations can

effectively achieve a secure, scalable, and sustainable cybersecurity posture.
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Embedding Secure-by-Design
Practices Across Business
Value Chains

Security must be an intrinsic component of business operations—not an afterthought.
For mid-market organizations aiming to scale efficiently while minimizing risk,
cybersecurity should be embedded across key operational processes. This chapter
explores how to integrate secure-by-design principles into the core business value
chains, highlighting their constituent processes, common vulnerabilities, and actionable
improvements to harden security from the inside out.

Lead to Order (L20): Securing the Revenue Engine

The Lead to Order (L20) process encompasses all activities involved in identifying,
qualifying, and converting prospects into committed customers. It spans marketing
handoff, sales engagement, solution design, and contract finalization. This value chain is
foundational to business growth, but often operates with highly distributed systems and
sensitive customer data—making it a prime target for fraud, data leaks, and shadow IT risks.




Core Processes:

Lead capture and qualification

Collect and assess inbound leads from various channels to determine
their fit and readiness for sales engagement.

Account assignment and routing

Automatically or manually assign qualified leads to the appropriate
sales representatives based on territory, product fit, or priority.
Customer needs analysis and discovery

Engage with prospects to uncover their business challenges, goals,
and requirements that shape the proposed solution.

Solution configuration and pricing

Tailor offerings to meet the customer’s needs while aligning with
internal pricing guidelines, bundling rules, and discount approvals.
Proposal creation and delivery

Generate and send formal sales proposals that outline the solution,
pricing, and terms in a clear and professional format.

Internal approvals (pricing, legal, finance)

Route proposals through necessary internal stakeholders to validate
compliance, profitability, and risk before sharing externally.
Contract negotiation and execution

Collaborate with customers to finalize terms and conditions, leading
to a signed agreement using compliant and secure tools.
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B Opportunity management and CRM updates

Maintain accurate and timely updates within the
CRM to reflect deal progress, forecast accuracy, and
sales pipeline health.

B) Customeronboarding readiness and handoff

Prepare internal teams and documentation to
ensure a smooth transition from sales to delivery or
customer success.
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Common Security Failures:

Insecure web forms for lead capture

Lack of consent tracking (GDPR violations)

Overexposed CRM data and poor access controls

Use of shadow IT tools for proposals and contracts

Proposal or contract leakage via unsecured links or email

Use of informal or unaudited e-signature tools

No monitoring for mass data exports or account misuse

Former sales reps retaining system access

Lack of encryption for deal-related documents stored in shared drives
Unauthorized changes to pricing or contract terms within CRM

Weak identity verification for inbound leads or inquiries
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Secure-by-Design Improvements:

Encrypt all lead capture and web form submissions

Implement consent tracking and auto-expiration for stale leads

Enforce role-based access control (RBAC) and audit logging within CRM platforms
Mandate secure, access-controlled proposal and contract sharing

Require tamper-evident e-signature tools with audit trails

Deploy data loss prevention (DLP) and behavioral monitoring in CRM and email
Automate revocation of access upon employee departure

Train sales teams on phishing, document handling, and privacy hygiene

Require MFA for CRM and document platforms

Validate pricing changes through approval workflows

Use watermarking and document tracking for external sharing
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Order to Cash (02C): Securing the Revenue Cycle

The Cyber Security Mid-Market Playbook

The Order to Cash (O2C) process covers the lifecycle from customer onboarding and order creation through product delivery, invoicing, and payment

collection. Itis the financial heartbeat of the organization. Because it involves multiple teams and systems—ERP, CRM, payment platforms—O2C is especially

vulnerable to fraud, misconfiguration, and unauthorized financial access if not secured by design.

Core Processes:

Customer onboarding and KYC (Know Your Customer)

Collect and verify essential customer information to ensure compliance
with regulatory and business requirements before transacting.

Credit evaluation and approval

Assess a customer’s financial health and risk profile to determine
appropriate credit limits and terms.

Order entry and sales order creation

Convert customer requests into formal sales orders within the system,
capturing all relevant product, pricing, and delivery details.

Order review and approval

Validate sales orders for accuracy, policy compliance, and fulfillment
readiness before proceeding.

Inventory allocation

Reserve stock or initiate procurement based on confirmed orders to
ensure timely product availability.

Fulfillment and logistics

Pick, pack, and ship the ordered products or initiate service delivery
while coordinating logistics and tracking.

Invoicing and billing

Generate accurate invoices based on the delivered goods or
services and send them to the customer through agreed channels.
Payment processing

Accept and reconcile customer payments through approved
payment methods and platforms.

Accounts receivable and collections

Monitor outstanding invoices, manage dunning processes, and
follow up with customers to ensure timely payment.
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Dispute and deduction management Secure-by-Design Improvements:

Investigate and resolve any billing discrepancies, short payments, or *  Apply customer identity verification using digital identity tools

customer claims that impact receivables. + Usetokenization and encryption for all payment data

Customer data management and CRM integration *  Enforce least privilege and RBAC for sales and finance users
Maintain up-to-date customer records across systems to support *  Enable multi-factor authentication (MFA) on ERP, CRM, and financial platforms

accurate reporting, communication, and future transactions. . Conduct anomaly detection for payment o invoicing behavior

Common Security Failures: *  Audit payment method changes and high-risk transactions

« Inadequate verification of customer identity, enabling fraud *  Segregate duties across order, invoicing, and payment roles

*  Payment redirection scams or compromised bank details « Logallinvoice modifications and adjustments with timestamps

*  Weak authentication on order and billing systems « Implement whitelist/allowlist for bank accounts used in payments
« Invoice manipulation by unauthorized users * Usereal-time validation tools for vendor/customer banking details

» Lack of segregation of duties in order approval and invoicing
+  Excessive system access for sales or finance roles
* Manual overrides or adjustments not being logged

* Unencrypted storage of sensitive customer or payment data




Procure to Pay (P2P): Protecting the Supplier Lifecycle

The Cyber Security Mid-Market Playbook

The Procure to Pay (P2P) process governs how an organization sources, vets, and manages suppliers—then issues purchase orders, receives

goods or services, and processes payments. It connects procurement, legal, finance, and third-party vendors. Given the financial and reputational

risks tied to supplier fraud, invoice scams, and misconfigured permissions, securing this chain is critical to operational continuity.

Core Processes:

B Supplier discovery and pre-qualification
Identify and evaluate potential suppliers based on capability,
pricing, and alignment with business needs.

B Risk and compliance vetting
Assess suppliers to ensure they meet financial, legal, operational,
and regulatory requirements.

B Contract negotiation and legal review
Define terms and conditions of the supplier relationship through
formal contract discussions and legal approvals.

@ Supplier onboarding and data entry
Set up new suppliers in internal systems and collect required
documentation and payment information.

B Purchaserequisition submission
Initiate internal requests to procure goods or services needed for
business operations.

B Purchase order approval and issuance

Approve and issue formal purchase orders to suppliers based on
requisition details.

Goods or services receipt confirmation

Verify that ordered goods or services have been delivered in full and
meet expectations.

Invoice validation and three-way match

Compare the purchase order, delivery receipt, and invoice to confirm
accuracy before payment.

Payment authorization and execution

Approve and process payments to suppliers according to agreed-
upon terms.

Supplier performance tracking

Monitor and evaluate supplier performance over time to ensure
quality and reliability.

Vendor master data management

Maintain accurate, up-to-date records of all supplier information in
central systems.
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Secure-by-Design Improvements:

«  Automate supplier vetting and validation via secure portals

* Require dual approval for high-value or high-risk payments

*  Monitor supplier behavior for sudden changes or anomalies

* Maintain audit trail for any changes in vendor data

* Segment access to procurement and finance systems

+ Validate vendor domains and email authenticity during onboarding

« Usedigital certificates or signatures for contracts and payment requests
* Re-authenticate before allowing vendor bank info changes

*  Regularly review vendor master data for duplicates or stale entries

«  Train procurement staff on fraud indicators and impersonation tactics
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Common Security Failures:

*  Business email compromise leading to fraudulent payments
*  Vendorimpersonation or fake supplier onboarding

*  Unauthorized purchase orders or rogue spend

*  Poor change control over vendor bank information

*  Lack of verification for vendor email or domain authenticity

*  Missing or bypassed approval chains for high-value POs

*  Outdated or duplicate vendor records in master data

* Shared credentials for procurement or finance systems

* Noalerts for sudden changes in supplier behavior or info
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Hire to Retire (H2R): Securing the Employee Lifecycle

The Hire to Retire (H2R) value chain manages the full lifecycle of a worker’s journey—from
hiring and onboarding to role changes and final offboarding. This process touches sensitive
data (PII, payroll), governs system access, and intersects with HR, IT, and finance. Without
structured controls, orphaned accounts, insider threats, and data leakage can quietly
accumulate over time.

Core Processes:

Workforce planning
Analyze current and future talent needs to align staffing strategies with
business goals and budget forecasts.

Job posting and applicant tracking
Create job requisitions, publish openings, and manage candidate applications
through the recruitment funnel.

Pre-employment background checks
Verify a candidate’s history, credentials, and legal eligibility to ensure hiring
standards are met.

Offer letter and employment contract
Draft, review, and secure agreement on terms of employment through formal
documentation.

B Onboarding and provisioning

Introduce new hires to the organization and equip them with the necessary
tools, systems, and access for day-one readiness.




B Access management (provisioning, updates, deprovisioning)
Control and update user access to systems and data based on role,
tenure, and employment changes.

Time and attendance management
Track employee working hours, leave, and absences for compliance
and payroll accuracy.

B Performance management and reviews
Set goals, conduct evaluations, and provide feedback to support
employee growth and accountability.

B Learning and development (L&D)

Offer training, upskilling, and career development programs that foster
professional advancement.

Compensation and payroll processing
Calculate and distribute employee pay, bonuses, and adjustments in
accordance with policy and regulation.

Benefits administration

Manage employee benefits enrollment, changes, and communications,
including healthcare, retirement, and wellness programs.
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Internal transfers or role changes
Facilitate job changes within the organization while updating
responsibilities, compensation, and system access accordingly.
Offboarding and exit processing

Coordinate the formal separation process, recover assets, and
ensure smooth transitions for both the employee and organization.
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Common Security Failures: Secure-by-Design Improvements:

*  Orphaned accounts for former employees * Implement Identity Governance and

*  Privilege creep from role changes without Administration (IGA)

deprovisioning * Automate role-based provisioning and

+  Insecure storage of personal employee data (PIl) revocation

*  Encrypt employee records and enforce

+ Insiderthreats due to excessive access rights .
access logging

+ Lack ofauditlogs on access and role changes ) o
* Include security training as part of

»  Shadow HRtools used for onboarding or onboarding and annual reviews

candidate info sharing
*  Monitor access anomalies, especially during

. Use of personal email addresses in employee offboarding

records . . .
«  Enforce strict separation of duties in HR, IT,

* Inconsistent or delayed offboarding processes and payroll systems

+ Usedigital onboarding portals with secure
document upload

«  Automate account disablement based on
exit dates or inactivity

*  Conductregular access reviews tied to role
or department changes

* Maskorredact Pll from routine HR reports
or exports
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Record to Report (R2R): Preserving
Financial Integrity

The Record to Report (R2R) process ensures the accuracy, compliance, and
timeliness of financial reporting. It includes journal entries, reconciliations,
regulatory filings, and audits. Because it directly supports stakeholder trust
and legal obligations, R2R requires strong controls to prevent unauthorized
financial entries, data tampering, or exposure of confidential information.

Core Processes:
Chart of accounts management
Define and maintain the structured list of financial accounts to ensure
consistent classification and reporting of all transactions.
B Journal entry creation and approval
Record financial events through debits and credits while ensuring
appropriate documentation and approvals are in place.
B Subsidiary ledger management
Track detailed transaZ2ctions for areas like accounts payable, accounts
receivable, and fixed assets, feeding into the general ledger.
Intercompany transactions

Manage financial interactions between entities within the organization to
maintain balanced books and eliminate double counting.




Trial balance and reconciliations

Compile account balances and reconcile discrepancies to verify the accuracy of the
general ledger before close.

Financial consolidation

Combine financial data from multiple entities or business units into unified statements for
group-level reporting.

Period-end close

Execute the closing of books for a financial period, finalizing transactions and preparing
for reporting activities.

Regulatory and statutory reporting

Prepare and submit mandatory financial disclosures in accordance with local laws, tax
codes, and compliance standards.

Internal financial reporting

Deliver timely financial insights to internal stakeholders to support performance analysis
and decision-making.

Internal and external audits

Facilitate audits by providing transparent records and documentation to validate financial
accuracy and control effectiveness.
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Common Security Failures:

Unauthorized financial entries or adjustments

Lack of visibility into manual overrides or corrections
Exposure of confidential financial information

Weak access control to general ledger and reporting systems
No audit trails on changes to financial records or reports
Inconsistent segregation of duties in journal entry workflows

Unpatched financial systems vulnerable to known exploits
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Secure-by-Design Improvements:

Require approval workflows for all journal entries
Maintain immutable audit logs of financial changes

Use encryption and access control for sensitive reports
Perform segregation of duties (SoD) reviews regularly

Automate reconciliation processes to reduce manual
intervention

Enforce strict access controls to the general ledger

Enable version control and change tracking on
financial statements

Monitor for unusual or after-hours journal entries

Validate manual entries through secondary reviewer
workflows

Train finance staff on data confidentiality and
tampering risks



The Cyber Security Mid-Market Playbook

Plan to Produce (P2P or P2M): Securing Production and Operations

The Plan to Produce value chain orchestrates the planning, scheduling, production, and delivery of goods or services. It spans demand forecasting, resource planning, production

execution, and quality control. With increased reliance on connected OT/IoT environments and digital logistics, this chain is vulnerable to operational sabotage, production disruption,

and unmonitored access to critical systems.

Core Processes:

B Market demand forecasting
Analyze historical data, trends, and market signals to predict
customer demand and guide production planning.

B Sales and operations planning (S&OP)
Align demand forecasts with supply capabilities to balance sales
goals, inventory levels, and operational efficiency.

B Material requirements planning (MRP)
Determine the raw materials and components needed to meet
production schedules while optimizing procurement timing.

@ Production scheduling
Define when and how production runs will occur to maximize
throughput, minimize downtime, and meet delivery commitments.

B Bill of materials (BOM) creation and control

Maintain accurate lists of components, assemblies, and processes
required to build each product variant.

Shop floor execution and process monitoring

Oversee real-time manufacturing activities, track performance, and ensure
adherence to production standards.

Quality inspection and assurance

Validate that products meet specifications and regulatory standards through
systematic checks and quality control measures.

Warehouse and inventory management

Track the movement, storage, and status of raw materials and finished
goods to support production and fulfillment needs.

Maintenance and asset management

Monitor and service production equipment to minimize breakdowns, extend
asset life, and ensure operational reliability.

Logistics and distribution planning

Coordinate the movement of finished goods to customers or distribution
centers with optimal routing and timing.
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Common Security Failures:

Compromised manufacturing parameters via OT
vulnerabilities

Unauthorized BOM changes affecting product integrity
Lack of monitoring on 1oT/OT environments

Insecure connections between IT and OT networks
Shared credentials on shop floor systems or machines
No logging of maintenance or process overrides

Use of unapproved USB devices or remote access
tools in production
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Secure-by-Design Improvements:

Implement network segmentation between IT and OT systems

Use access logging and version control for BOM and production
schedules

Conduct regular vulnerability scanning of OT assets

Patch industrial control systems and apply
secure configurations

Introduce real-time monitoring for anomalies on the shop floor
Restrict physical and remote access to OT devices

Use digital signatures or approvals for changes to
production processes

Disable unused ports and interfaces on machinery
and controllers

Provide cybersecurity training specific to OT operators
and engineers

Backup production configurations and recipes regularly in
a secure repository
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Idea to Market (I2M): Protecting Innovation
and Market Strategy

The Idea to Market (12M) process captures the lifecycle of innovation—from early
market research through product development, launch, and commercialization.
Itinvolves cross-functional collaboration across R&D, marketing, and sales. With
high-value intellectual property, launch plans, and competitive intelligence at
stake, this value chain is a common target for IP theft and insider leaks.

Core Processes:

Market research and opportunity analysis
Gather insights on customer needs, market trends, and competitive
landscapes to identify promising areas for innovation.

B Productideation and concept development
Generate, refine, and evaluate new product ideas that align with business
goals and market opportunities.

B R&D and prototyping
Design and build functional prototypes to test feasibility, refine features, and
prepare for product development.

Intellectual property (IP) registration and protection

Secure legal rights for inventions, designs, or trademarks to safeguard
competitive advantage and innovation investments.
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Product validation and testing

Evaluate the product’s functionality, usability, and performance to ensure
it meets requirements and expectations.

Go-to-market strategy planning

Define the target audience, messaging, pricing, and distribution tactics to
successfully introduce the product to market.

Channel and partner enablement

Equip sales, distribution, and partner teams with the tools, training, and
resources needed to sell and support the product.

Product launch and campaign execution

Roll out the product with coordinated marketing, sales, and PR efforts to
drive awareness and adoption.

Product lifecycle management

Monitor and evolve the product post-launch through enhancements,
support, and eventual retirement or replacement.
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Common Security Failures:

« |Ptheft or leakage during development

* Unauthorized access to prototypes or design files

* Insider leaks of go-to-market plans

* Noclassification or encryption of R&D data

+ External collaborators with excessive access rights

* Public repositories or shared folders exposing
sensitive documents

+  Unvetted tools used for collaboration or
product planning
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Secure-by-Design Improvements:

Enforce data classification and encryption for R&D files
Secure collaboration tools and restrict external access

Conduct red team exercises to test for leak potential
pre-launch

Track access to IP and confidential launch documents

Use watermarking and restricted permissions on early-
stage concepts

Require NDAs and secure portals for external innovation
partners

Monitor for abnormal access to prototype repositories or
design environments

Control versioning and download rights for sensitive
media or GTM assets

Automate expiration or revocation of shared product
files post-launch
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Issue to Resolution (I2R): Maintaining
Customer Trust and Responsiveness

The Issue to Resolution (I2R) chain manages how customer
problems are captured, categorized, and resolved—often through

help desks, support tickets, and service teams. It’s a front-line driver
of customer trust. However, the urgency and accessibility of support
channels also make them high-risk for social engineering, data
exposure, and lateral movement if not securely structured.

Core Processes:

Customer request or issue intake B Root cause investigation
Receive and log incoming questions, problems, or feedback from Diagnose the underlying issue by analyzing logs, reproducing
customers through various support channels. errors, or consulting technical documentation.
B Ticket creation and categorization B Resolution and customer communication
Convert requests into structured support tickets, tagging them by Implement a fix or provide guidance, then communicate clearly
issue type, severity, and product or service. with the customer to confirm closure and satisfaction.
B Triage and prioritization Feedback collection and analysis
Evaluate each ticket’s urgency and impact to determine how quickly Gather customer feedback post-resolution to measure support
and through what channel it should be addressed. effectiveness and identify improvement opportunities.
Assignment and escalation B Knowledge base update
Route tickets to the appropriate support personnel or escalate Capture learnings and solutions from resolved cases to enhance

complex issues to higher-tier experts for resolution. self-service options and reduce future ticket volume.



Common Security Failures:
* Inadvertent exposure of sensitive customer data

+ Social engineering attacks through support
channels

* Lack of logging on support case modifications

*  Poor verification of customer identity before
account changes

*  Support agents with excessive backend access
privileges
* Use of unsecured communication channels

(e.g., personal email, messaging apps)

* Insufficient monitoring for abnormal support
agent behavior
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Secure-by-Design Improvements:
« Redact Pllin support ticketing systems

«  Authenticate customers before account
changes or disclosures

*  Monitor support agent activity for anomalies

* Logall case escalations and changes with
timestamps

« Limit backend access for support agents based
on case type

« Usesecure channels (e.g., authenticated
portals) for sensitive requests

*  Flag keywords in support interactions that
indicate potential fraud

*  Conduct regular audits of support case histories
and agent actions

* Implement time-based access controls for
elevated support permissions

«  Train support teams on social engineering risks
and response scripts

Incorporating secure-by-design practices into each
value chain ensures that security is not siloed in IT,
but integrated throughout the organization. Mid-
market companies can enhance their resilience,
protect critical assets, and comply with regulatory
demands by embedding security into how work
gets done—from supplier onboarding to product
innovation to customer support.
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Speaking Security Fluently Across the Organization

Leadership in cybersecurity isn’t just about knowing the risks; it’s about effectively communicating them to a diverse set of audiences—from frontline
implementers to executive stakeholders and external partners. The ability to translate technical insights into actionable language across levels of the
business is a rare but essential skill. This chapter explores how mid-market cybersecurity leaders can build a flexible vocabulary that earns trust, drives
alignment, and delivers clarity.

Language for the Implementers: Context is King

The implementers live in the code, the console, or the configuration. They need actionable guidance that
is tailored to their domain.

Subgroups and Language Nuance:

Technical IT (Infrastructure & Ops)

Leadership Tip

* Speak interms of system availability, patching cadence, access controls, and log visibility. You don’t need to out-code the

* Language: “Let’s ensure RBAC is enforced on our domain controllers.” / “We need weekly developer or out-patch the sysadmin.

patch cycles for high-severity vulnerabilities.” Butyou should understand enough

to ask the right questions and give
Technical Security (Security Engineers, Analysts) guidance with context. Your clarity

. Focus on attack surface, threat vectors, detection capabilities, and response workflows. empowers their precision.

* Language: “We need coverage for lateral movement in our EDR telemetry.” / “Let’s run purple
team exercises to validate our detection logic.”

Technical R&D / Product Security
* Emphasize secure design, code review processes, threat modeling, and SDLC integration.

* Language: “Has this feature gone through threat modeling?” / “Are we using memory-safe
libraries for this integration?”
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Language for the Executives and the Board: Speak
Business, Not Bytes

Executives and board members operate at the level of impact, risk, and return on
investment. They care about business continuity, brand trust, regulatory exposure, and
the long-term resilience of the organization.

Key Language Shifts:

*  “Ransomware attack” — “Operational disruption with potential €2.5M loss and
reputational damage.”

«  “Weneed MFA” — “This reduces the likelihood of a credential-based breach
by over 90%, which protects our customer data and prevents downtime.”

What They Understand:
*  Financial Exposure: What would a breach cost us?
*  Operational Risk: How would a system failure affect customers?

«  Strategic Impact: Does this risk threaten growth, MEA, or compliance?

Leadership Tip

Frame your message around risk reduction and business value. Speak

in terms of outcomes, not features. Link security investments to strategic
objectives. If you’re asking for € 100K, explain the €1M risk it mitigates.
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Compliance Language for Customers and
Suppliers: Trust and Proof

Whether you're selling to a customer or buying from a supplier, compliance
language is about assurance, confidence, and alignment with frameworks.

Language for Customers (You’re the Supplier):
Customers want to know

¢ Canwe trust you with our data?

*  Will partnering with you expose us to risk?

+ Doyou meetthe regulatory standards we have to answer to?
How to Speak

«  “Weare SOC 2 Type |l certified and align with ISO 27001
controls.”

»  “Hereis our latest penetration test summary and our
incident response plan.”

. “In the event of a breach, we have a 72-hour notification
process and documented recovery procedures.”




Language for Suppliers (You’re the Customer):
Now you’re doing due diligence
»  Does this supplier meet our security standards?
*  Canthey provide documentation?
»  Will this vendor become our weakest link?
How to Speak
*  “Werequire evidence of security awareness training and annual audits.”
*  “Canyou provide your last SOC report and a list of sub-processors?”
«  “Please describe your data retention, breach notification, and access control

policies.”

Leadership Tip: This is not about confrontation—it’s about collaboration. Be firm
but fair. Strong supplier relationships often start with clear, respectful compliance
conversations. Today’s vendor is tomorrow’s advocate.
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The Language of Leadership:
Connecting the Dots

In every direction you speak—technical, business, or compliance—you are building
bridges. The true skill of a cybersecurity leader is knowing which language to use,
when to switch registers, and how to bring everyone along with you.

Unifying Vocabulary Examples:

« Technical to Business: “We are reducing the attack surface by deprecating
legacy VPN endpoints, which limits exposure to ransomware threats.”

¢ Businessto Compliance: “Our investment in zero trust architecture aligns with
NIST SP 800-207 and enhances our compliance posture.”

¢« Compliance to Technical: “To support SOC 2 control CC6.6, we need
consistent access reviews and logs for all privileged accounts.”

Cybersecurity leaders must be multilingual. Not in terms of French, Spanish, or
Japanese—but in the distinct dialects of IT, Security, Product, Business, and
Compliance. When you communicate effectively across these domains, you unify
the organization around common goals, secure support for your initiatives, and
elevate cybersecurity from a blocker to a business enabler.

Mastering the message is just as important as mastering the model. Speak clearly.
Translate often. Lead through language.
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Continuous Improvement

Cybersecurity isn’t a destination—it’s a journey. The threat landscape evolves every day,
and so must your defenses. For mid-market organizations, continuous improvement is the
key to building lasting resilience, enabling innovation, and future-proofing the business. This
chapter explores how to develop a culture of ongoing learning and adaptation in cybersecurity
operations, and how to use small wins and small failures as powerful drivers of progress.

Learn from Every Incident: No Matter How Small

Every incident, whether it’s a phishing email that slipped through or a misconfigured firewall, is a
signal. These aren’t just mistakes—they’re opportunities.
Subgroups and Language Nuance:
Turn Incidents into Lessons
* Near Misses: Log and analyze even the events that didn’t cause damage.

+ Post-Incident Reviews: Don’t just fix the issue—understand the root cause and how to
prevent recurrence.

*  Knowledge Sharing: Create short, digestible reports and share lessons learned across teams.

Example

A misrouted support ticket exposed sensitive customer data for five minutes. Response: Implement
automated redaction, revise workflows, and add validation before escalation. Security improved.
Documentation created. Compliance strengthened.
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Think Ahead: Security as an Innovation Enabler

Technology is evolving rapidly. Al, quantum computing, edge infrastructure, and
decentralized identity systems are all reshaping how businesses operate. Security
must not block innovation—it must guide it.
Questions to Ask:

*  How can we securely test and adopt emerging technologies?

*  Whatrisks are introduced by early adoption?

*  How do we empower our business units to explore while staying compliant
and protected?

Security as a Bridge:

«  Work with innovation and R&D teams to define secure experimentation
spaces.

«  Stay current with trends: Al model integrity, APl abuse, data poisoning, zero
trust extensions.

«  Build modular controls that scale with the technology’s maturity.

Security shouldn’t slow the business down. It should make bold moves safer.




Documentation is Your Secret Weapon

Every improvement—even small ones—should be documented. Not

only does this create a record of maturity and accountability, it also
lays the foundation for future compliance.
Why Documentation Matters:
* Accelerates audits and compliance readiness
«  Enables internal visibility and collaboration
* Builds institutional memory
Start Simple:
* Maintain a changelog of security improvements

+ Document policies, processes, incident responses, and
lessons learned

« Useashared repository accessible to key stakeholders

Good documentation turns ad-hoc improvements into a roadmap.
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Build on a Solid Framework: Start with
NIST CSF 2.0

You don’t need to wait for a regulatory trigger to start aligning with a formal
cybersecurity framework. The NIST Cybersecurity Framework (CSF) 2.0
is a powerful tool to evaluate and continuously improve your posture.
Why NIST CSF 2.0?
« It'smodular, flexible, and tailored for organizations of all sizes
« ltincludes six core functions: Govern, ldentify, Protect, Detect, Respond, Recover
« ltaligns well with global standards and other frameworks (ISO 27001, SOC 2, etc.)
* It provides a maturity model through implementation tiers
Action Plan:

«  Self-Evaluate using the CSF functions: Govern, Identify, Protect, Detect,
Respond, Recover

«  Determine your current implementation tier (Partial, Risk Informed,
Repeatable, Adaptive)

*  Setgoals for your desired tier and identify capability gaps

*  Useeachimprovement project to climb the maturity ladder

Even if you never get audited, NIST CSF 2.0 gives you structure, priorities, and measurable progress.
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Compliance: Building on a Strong Foundation

The practices above form the foundation of many compliance frameworks. If
your business eventually needs formal compliance, you’ll already have much
of the groundwork in place.

How to Leverage Your Security Practices:

«  Align your policies and documentation to recognized standards
like ISO/IEC 27001 if certification helps your business

* Use NIST CSF 2.0 as a benchmark for maturity over time, evenin
the absence of external audits

*  When faced with new cybersecurity regulations, build on what

you’ve already implemented instead of starting from scratch

Proactive alignment reduces friction and cost when formal compliance
becomes necessary.

The Cyber Security Mid-Market Playbook

There Is No Finish Line

Threat actors evolve. Attack surfaces grow. Technology shifts. Security is never
done. But that doesn’t mean you can’t win.
Build a Culture of Improvement:

*  Celebrate incremental progress

*  Encourage curiosity and learning across all roles

*  Make cybersecurity part of the business rhythm, not an exception
Solid Foundations Enable Agility:
Once you’ve built a strong security foundation:

«  Newrequirements are easier to meet

*  New controls are easier to implement

* Newrisks are easier to understand and mitigate

Resilience comes from momentum, not perfection.

71



The Cyber Security Mid-Market Playbook




