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Sometimes failure holds within it the key to success. The initial attempt to conduct
an internal access review at this multinational retailer was met with lukewarm
enthusiasm, to put it mildly. Line managers, responsible for ensuring employee
access rights were accurate, met our requests with silence, indifference, or outright
resistance. This lack of engagement threatened to derail the critical task of cleaning
up outdated user registrations.

Desperate measures were considered, including escalating the matter to the board of
directors. However, we recognized that a hierarchical approach would not produce
lasting change. Instead of issuing threats of non-compliance and potential fines- a
very real concern for this publicly traded company- we opted for a different strategy.
We crafted an early management letter, not as a warning, but as an explanation of the
why behind this crucial effort. We emphasized the importance of this exercise for
enhancing data security, improving operational efficiency, and ultimately protecting
the company's reputation. We shifted the focus from compliance burdens to the
professional gains of a well-governed system.

This approach yielded noticeable results. Line managers, previously resistant,
became engaged partners in the process. The atmosphere shifted from one of dread
to one of collaborative effort. We collected the samples of evidence, reconciliated
gaps and documented the outcome. This experience underscored the importance of
understanding and addressing the underlying motivations and concerns of
stakeholders. By encouraging a culture of collaboration and emphasizing the benefits
of a well-governed system, we achieved compliance while building stronger
relationships with key stakeholders.

“This multifaceted approach strengthens the
organization's security posture while

simultaneously raising the level of
accountability and professionalism”
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Chief Information Security Officers (CISOs) and their teams frequently encounter
challenges in effectively communicating the business value of cybersecurity
investments. This often leads to cybersecurity being perceived as a cost-center,
rather than a strategic enabler. To address this, organizations can design a
comprehensive audit program that extends beyond traditional assessments. 
Businesses employ audits to independently and objectively verify their operations,
often required for compliance with standards like SOC 2 and ISO 27001. These
certifications are crucial in today's interconnected ecosystem, where trust is
indispensable for partners, suppliers, and customers to exchange data and conduct
business. By demonstrating compliance and building trust, auditing becomes a
critical enabler of business success, facilitating resilient supply-chains and
integrated operations.
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This program should encompass third-party supplier audits to evaluate the security
posture of vendors, as well as engage frameworks with external auditors to obtain
relevant certifications (e.g. ISO 27001, SOC 2). This multifaceted approach strengthens
the organization's security posture while simultaneously raising the level of
accountability and professionalism. By demonstrating tangible value through a
robust audit program, CISOs can gain greater board support, obtain necessary
funding, and ultimately position cybersecurity to drive business growth and
resilience."

3rd 
party Audit

1st 
party Audit

2nd 
party Audit

Performed by The organization itself

Purpose

Objective

Example

To assess its own compliance
with internal policies,

procedures, and external
standards (like ISO 27001, BIO

or NIST Cybersecurity
Framework).

Identify areas for
improvement, ensure

conformance to requirements,
and enhance overall

performance.

A company conducts internal
audits of its access rights to

ensure they meet its own
least privilege principle.  

A customer or client of the
organization.

To evaluate the supplier's
ability to meet the customer's
specific requirements, such as

monitoring, continuity and
patching.

 Ensure that the supplier can
consistently deliver products

or services that meet the
customer's expectations and
meet contractual obligations.

A software manufacturer
audits its hosting suppliers to

ensure the continuity and
security of the services they

provide.

 An independent, external
auditor or certification

body.

To provide an objective and
impartial assessment of an
organization's compliance
with a specific standard or

regulation.

 To verify that the
organization meets the

requirements of the standard
and to issue a certificate of

conformity.

An accredited certification
body audits a company's

information security n
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Preparing for a cybersecurity audit is a discipline in itself. 'Audit' is Latin for 'I hear,'
and it echoes the opportunity to listen, document and learn from every audit
experience. Cybersecurity, a complex domain facing constant evolution due to
determined adversaries, requires a multidisciplinary approach and cross-functional
collaboration. Given this complexity, it can be challenging to maintain control over all
relevant aspects. Audits provide a critical mechanism for evaluating the
effectiveness of cybersecurity controls by systematically tracking objectives against
policies, processes against operations, and claims against evidence. 

By viewing repeated audits as opportunities for continuous improvement rather than
punitive measures, an actual culture of accountability and oversight – rather than
fear-based following orders- is cultivated. This structured and transparent approach
ensures that shortcomings are addressed effectively and lessons integrate into risk
management activities laterally. Furthermore, valuable findings are not confined to
the audit report itself; they can be independently retrieved and leveraged to enhance
security measures across the organization, extending the impact.

Concise Guide to Capturing Value Out of Audits

Focus on Business Processes

Align audit scopes with critical business processes for a holistic view
of information flow and risk

Decentralized Governance and Ownership

Empower departments to own their security controls and participate
in the audit process. 

Risk-Based Prioritization

 Prioritize audits based on assessed risk levels to optimize resource
allocation. 

Clear Audit Objectives

 Define SMART objectives for each audit to ensure alignment with
business goals. 
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Three-Year Audit Cycle

Implement a rolling three-year cycle with potential for auditor rotation
to bring fresh perspectives

Compliance as a Means to an End

View compliance as a pathway to improved security posture,
enhanced business performance, and increased trust.

Internal Audits as a Value Driver

Utilize internal audits to identify operational inefficiencies, reduce
costs, and drive overall organizational effectiveness.

Demonstrate Compliance Through Action

Focus on measurable results and the impact of corrective actions on
business outcomes.

Oversight and Accountability

Establish clear lines of accountability for audit findings and ensure
that corrective actions are implemented and monitored effectively. 

Build Trust as a Business Enabler

Leverage audit findings to build trust with stakeholders (customers,
partners, investors) through demonstrated commitment to security
and compliance. 

Continuous Improvement

Emphasize continuous improvement by learning from each audit and
incorporating findings into ongoing risk management activities. By implementing
these lessons, organizations can transform their audit programs from a mere
compliance exercise into a valuable tool for driving business improvement,
enhancing risk management, and achieving organizational goals.
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Get in
touch
with us

For further discussing
security audit, risk,
compliance challenges
and opportunities

contact@cybertgr.com

Book a Free Session 
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