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1. [bookmark: _Toc216921797]Introduction
Vigilant Trust & Asset Management confronts an unprecedented threat landscape demanding fundamental security transformation. Financial services organisations experienced a $6.08 million average breach cost in 2024, representing 22% above the global average and the second-highest of any industry [1]. Ransomware attacks now affect 65% of financial institutions, a dramatic increase from 34% in 2021, with average ransom payments escalating from $400,000 to $2 million  -a staggering 500% increase reflecting both attacker sophistication and victim desperation [2]. This framework establishes our comprehensive Zero Trust implementation strategy aligned with NIST SP 800-207 principles [3], regulatory requirements including SEC cybersecurity disclosure rules [4], and industry best practices from ISO 27001:2022.
Our Q3 2024 security incidents  -a sophisticated phishing campaign that bypassed traditional email filters and an attempted ransomware infection that reached our network perimeter  -underscore the urgent need for transformation. The convergence of AI-powered social engineering, software supply chain vulnerabilities, and increasingly professionalised Ransomware-as-a-Service operations demands continuous verification rather than implicit trust at every access decision point. The board has mandated comprehensive modernisation of our security posture, and this document provides the strategic roadmap for achieving that critical objective within an 18-month implementation timeline.
Table 1: Financial Services Cybersecurity Statistics (2024)
	Metric
	Value

	Average Breach Cost (Financial Services)
	$6.08 million [1]

	Breaches Involving Human Element
	68% [5]

	Average Ransom Payment Increase (YoY)
	500% [2]

	Mean Time to Identify Breach
	168 days [1]

	Third-Party Related Breaches
	30% [5]



[bookmark: _Toc216921798]2. Identification of Modern Threats
The financial services sector remains the most targeted industry vertical globally, facing three times more cyberattacks than other sectors according to IBM's 2024 Cost of a Data Breach Report [1]. Our industry's breach lifecycle averages 168 days to identify and 51 days to contain incidents while faster than cross-industry averages, this still provides adversaries substantial dwell time for data exfiltration, privilege escalation, and ransomware deployment. Understanding this evolving threat landscape is essential for prioritising our defensive investments and aligning them with the CIA triad principles of confidentiality, integrity, and availability.
[bookmark: _Toc216921799]2.1 Ransomware-as-a-Service (RaaS)
The RaaS model has fundamentally democratised ransomware operations, enabling technically unsophisticated criminals to deploy sophisticated malware through affiliate programmes that operate like legitimate software-as-a-service businesses. Criminal groups including LockBit, ALPHV/BlackCat, and Cl0p operate sophisticated enterprises with customer support portals, negotiation teams, and quality assurance processes. Double and triple extortion tactics combining file encryption with data theft threats and distributed denial-of-service attacks have become standard operational procedure, maximising pressure on victims to pay ransoms [2]. The financial services sector's regulatory obligations and reputational sensitivity make us particularly vulnerable to these multi-pronged extortion strategies.
[bookmark: _Toc216921800]2.2 AI-Powered Social Engineering
AI-enhanced attacks have transitioned from theoretical concern to operational reality. The January 2024 Arup deepfake incident exemplifies this dangerous evolution: sophisticated attackers used AI-generated video to impersonate a CFO and multiple colleagues during a video conference, convincing a finance employee to execute 15 wire transfers totaling $25.6 million to attacker-controlled accounts in Hong Kong [6]. Voice phishing campaigns now achieve a 77% success rate in stealing credentials, with financial services impersonation comprising over 44% of vishing calls globally [7]. These developments render traditional perimeter-based security architectures and static authentication mechanisms dangerously obsolete.
[bookmark: _Toc216921801]2.3 Supply Chain Compromises
Supply chain compromises present existential risk following the catastrophic MOVEit breach, which affected 2,773 organisations worldwide and exposed sensitive data on 93.3 million individuals through a single SQL injection vulnerability exploited by the Cl0p ransomware group [8]. Third-party breaches now account for 30% of all security incidents, having doubled year-over-year according to Verizon's 2024 Data Breach Investigations Report [5]. Our sector's reliance on interconnected payment systems, technology vendors, and service providers creates systemic risk requiring comprehensive third-party risk management programmes aligned with regulatory expectations and contractual security requirements.
Table 2: Threat Matrix with NIST CSF 2.0 Mapping
	Threat Category
	Impact Level
	Primary Vector
	CSF Function

	Ransomware-as-a-Service
	Critical
	Phishing, RDP
	Protect, Detect, Respond

	AI Vishing/Deepfakes
	Critical
	Voice, Video calls
	Identify, Protect

	Supply Chain Attacks
	High
	Third-party software
	Govern, Identify

	Cloud Misconfiguration
	High
	IaaS/SaaS exposure
	Identify, Protect



[bookmark: _Toc216921802]3. Modern Security Policies Aligned with Zero Trust
Our Zero Trust Architecture implementation follows the seven foundational tenets established in NIST Special Publication 800-207, which reconceptualises enterprise security as 'a collection of concepts and ideas designed to minimize uncertainty in enforcing accurate, least privilege per-request access decisions in information systems and services in the face of a network viewed as compromised' [3]. This fundamental paradigm shift eliminates implicit trust based on network location, corporate ownership, or physical position, instead requiring continuous verification for every access request regardless of origin.
The architecture centres on three core logical components as defined by NIST. The Policy Engine serves as the decision authority, evaluating access requests against enterprise policy, real-time threat intelligence feeds, and contextual risk signals including device posture and user behaviour analytics. The Policy Administrator executes these decisions by establishing or terminating communication paths and generating session-specific authentication credentials with appropriate scope and duration. The Policy Enforcement Point sits at the access boundary, enabling, monitoring, and terminating connections based on Policy Administrator directives while logging all transactions for audit purposes [3].
Implementation follows the CISA Zero Trust Maturity Model's five pillars Identity, Devices, Networks, Applications/Workloads, and Data with organisations progressing through four maturity levels from Traditional to Optimal [9]. Our 24-month roadmap targets Advanced maturity across all pillars, with Optimal capabilities for critical trading and custody systems. Cross-cutting capabilities in visibility and analytics, automation and orchestration, and governance provide the connective tissue enabling coordinated enforcement across all pillars and alignment with ISO 27001:2022 requirements.
Figure 1: VTAM Zero Trust Security Architecture
[image: ]
Source: Adapted from CISA Zero Trust Maturity Model v2.0 [9] and NIST SP 800-207 [3]
[bookmark: _Toc216921803]4. Technical Mitigation Measures
[bookmark: _Toc216921804]4.1 Identity and Access Management
Identity represents the foundational pillar upon which all Zero Trust capabilities depend. We are implementing phishing-resistant multi-factor authentication using FIDO2/WebAuthn protocols for all privileged accounts by Q2 2025, with enterprise-wide deployment completing by Q4 2025 [10]. CISA and OMB M-22-09 guidance identifies only FIDO2/WebAuthn authentication and PKI-based smart cards as truly phishing-resistant methods [9]. This approach eliminates vulnerabilities inherent in SMS, voice, and push-notification MFA attacks like SIM swapping, SS7 exploitation, and push bombing become technically infeasible when authentication relies on cryptographic origin binding.
[bookmark: _Toc216921805]4.2 Vulnerability Management and CISA KEV Integration
Vulnerability management integrates the CISA Known Exploited Vulnerabilities catalogue, currently containing approximately 1,238 actively exploited vulnerabilities, as the authoritative prioritisation input for our patching programme [11]. Per Binding Operational Directive 22-01, vulnerabilities added to the KEV catalogue require remediation within two weeks for post-2021 CVEs. Our vulnerability management programme cross-references scan results against KEV entries automatically, escalating matching vulnerabilities for emergency patching regardless of CVSS scores ensuring we address vulnerabilities adversaries are actively exploiting rather than theoretical risks.
[bookmark: _Toc216921806]4.3 EDR/XDR and Network Security
Endpoint Detection and Response capabilities deploy across all managed endpoints, providing continuous behavioural monitoring, automated threat response, and comprehensive forensic data collection [12]. Our XDR platform correlates endpoint telemetry with network traffic analysis and cloud workload signals, enabling detection of sophisticated attacks spanning multiple security domains. Network microsegmentation implements the Zero Trust principle that network location conveys no implicit trust [3], replacing traditional VPN with software-defined perimeter technology granting application-specific access. Immutable backup architecture follows the 3-2-1-1-0 rule using S3 Object Lock in compliance mode combined with air-gapped tape storage [13].
Table 3: Technical Controls Implementation Summary
	Control
	Technology
	Timeline
	NIST CSF Ref

	Phishing-Resistant MFA
	FIDO2/WebAuthn
	Q2 2025
	PR.AC-7

	EDR/XDR Platform
	CrowdStrike/Defender
	Q1 2025
	DE.CM-4

	SIEM/SOAR Integration
	Splunk/Palo Alto XSOAR
	Q1 2025
	DE.AE-2

	Network Microsegmentation
	Illumio/Zscaler ZPA
	Q3 2025
	PR.AC-5


[bookmark: _Toc216921807]5. Proactive Monitoring and Incident Response
Organisations deploying extensive security AI and automation reduced breach costs by $2.2 million compared to those without such capabilities, according to IBM's 2024 analysis [1]. Our Security Operations Centre operates 24/7, utilising SIEM correlation and automated playbooks to achieve target detection times under 15 minutes for critical systems. The financial services industry median MTTD of 42 minutes and MTTR of 58 minutes the highest performance of any sector per New Relic's 2024 observability report [14] represents our baseline for continuous improvement.
Our SIEM platform aggregates and correlates security events across endpoints, network devices, cloud workloads, identity systems, and applications. Machine learning-based anomaly detection identifies deviations from established behavioural baselines while threat intelligence integration enables real-time detection of known indicators of compromise. SOAR automates response workflows, reducing analyst workload and ensuring consistent playbook execution. Ransomware-specific response procedures follow CISA StopRansomware guidance [15]: immediate network isolation at the switch level, forensic evidence preservation including memory captures, and predetermined communication protocol activation. Law enforcement engagement reduces breach costs by approximately $1 million and helps 63% of victims avoid ransom payment entirely [1].
Figure 2: Integrated SIEM/SOAR Security Operations Workflow
[image: ]
Source: Adapted from NIST CSF 2.0 [1], CISA SIEM Best Practices [10], and Gartner SOAR Market Guide [11]
Regulatory notification obligations have expanded significantly across multiple jurisdictions. The SEC's July 2023 final rule requires Form 8-K disclosure of material cybersecurity incidents within four business days of materiality determination not incident discovery [4]. NY DFS 23 NYCRR Part 500's November 2023 amendments mandate 24-hour notification following ransomware extortion payments, with detailed written justification within 30 days [16]. The FTC's amended GLBA Safeguards Rule requires breach notification within 30 days when 500 or more consumers are affected [17]. Our incident response plan incorporates these timelines with pre-drafted disclosure language reviewed by legal counsel.
[bookmark: _Toc216921808]6. Continuous Training and Security Awareness
Given that 68% of breaches involve non-malicious human elements social engineering or error according to Verizon [5], security awareness training represents a critical control rather than mere compliance checkbox. Research demonstrates that continuous training programmes with monthly phishing simulations reduce phishing susceptibility from a 34.3% baseline to 4.6% after twelve months an 86% improvement [18]. Ponemon Institute research establishes a 50x first-year ROI for comprehensive anti-phishing programmes, with average organisations saving $1.8 million annually through reduced successful attacks [19].
Our programme implements role-specific training addressing unique threat profiles. Executives receive board-level governance training on regulatory requirements and fiduciary responsibilities under evolving SEC disclosure obligations [20]. Finance and accounting staff focus on Business Email Compromise recognition and wire fraud prevention given the $2.77 billion in annual BEC losses reported by the FBI IC3 [21]. Monthly phishing simulations test recognition with progressive difficulty; quarterly vishing simulations assess voice-based social engineering resistance using AI-generated scenarios. Employees interacting with simulations receive immediate just-in-time training. Financial services organisations with mature security awareness programmes achieve the highest industry suspicious email reporting rates at 32.35% [22]. Gamification elements including leaderboards, achievement badges, and Security Champion recognition programmes reinforce positive security behaviours while maintaining psychological safety [23].
Table 4: Security Awareness Programme KPIs
	Metric
	Baseline
	12-Month Target

	Phishing Click Rate
	34.3%
	<5%

	Suspicious Email Report Rate
	15%
	>70%

	Training Completion Rate
	78%
	100%




More about training program (CTRL + CLICK to open) :  
[bookmark: _Toc216921809]7. Conclusion and Strategic Imperatives
Zero Trust implementation represents a multi-year transformation requiring sustained executive commitment, adequate resourcing, and comprehensive organisational change management. The threat landscape documented throughout this framework AI-enhanced social engineering, supply chain compromise, and increasingly professionalised ransomware operations will only intensify. Organisations achieving advanced Zero Trust maturity demonstrate 20% fewer security incidents and significantly reduced breach costs through faster detection and containment capabilities [24].
Our strategic imperatives for the next 24 months include completing phishing-resistant MFA deployment across the enterprise, achieving Advanced maturity in the CISA Zero Trust Maturity Model across all five pillars, implementing comprehensive network microsegmentation for critical trading and custody systems, and establishing security awareness metrics that demonstrate measurable culture improvement. These investments protect not only our organisation but the clients who entrust us with their assets and the broader financial system's stability. The board's mandate for comprehensive security modernisation provides the organisational commitment and executive sponsorship necessary to achieve these objectives within our implementation timeline.
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VTAM Zero Trust Security Framework    Security Awareness & Culture Development

Introduction: Beyond Compliance-Driven Training

Traditional security awareness programmes within the financial services sector have historically relied upon annual compliance-driven video modules that employees passively consume to satisfy regulatory requirements. Whilst such approaches technically fulfil audit obligations, they demonstrate limited effectiveness in genuinely modifying employee behaviour or establishing lasting security consciousness. Research conducted by the Ponemon Institute indicates that organisations employing solely annual training methodologies experience phishing susceptibility rates exceeding forty percent, compared to less than five percent for organisations implementing continuous, simulation-based programmes. For Vigilant Trust and Asset Management, the strategic imperative extends beyond regulatory compliance toward cultivating an authentic security-conscious culture where every employee function as an active participant in the organisation's defensive posture.

The proposed training programme fundamentally reimagines security awareness as an ongoing organisational capability rather than a periodic compliance exercise. This transformation encompasses continuous learning touchpoints throughout the employment lifecycle, realistic simulated attack scenarios that provide immediate behavioural feedback, role-specific training curricula tailored to departmental threat profiles, and cultural reinforcement mechanisms that celebrate security-positive behaviours whilst maintaining psychological safety for those who require additional development. The programme recognises that human factors remain the predominant attack vector for sophisticated threat actors, with the Verizon Data Breach Investigations Report consistently identifying social engineering as a contributing factor in over eighty percent of successful breaches.




Continuous Learning Model

Micro-Learning Architecture

The continuous learning model replaces monolithic annual training sessions with distributed micro-learning modules delivered throughout the year. Each module comprises three to five minutes of focused, interactive content addressing specific threat categories, defensive techniques, or policy requirements. This approach aligns with cognitive science research demonstrating that distributed practice significantly enhances long-term retention compared to massed learning sessions. Employees receive weekly micro-learning assignments through the organisation's learning management system, with content dynamically adjusted based upon individual performance metrics, role requirements, and emerging threat intelligence.

Monthly security newsletters complement the micro-learning modules by providing contextualised analysis of real-world breach incidents, emerging threat trends affecting the financial services sector, and practical defensive guidance employees can implement immediately. These communications deliberately avoid technical jargon, instead translating complex security concepts into business-relevant language accessible to non-technical personnel. Quarterly interactive workshops provide opportunities for deeper engagement with security topics, incorporating live demonstrations, scenario-based exercises, and direct interaction with the security team. The annual comprehensive assessment validates cumulative knowledge acquisition whilst identifying areas requiring reinforcement for individual employees or specific departments.

Adaptive Content Delivery

The learning management platform implements adaptive algorithms that personalise content delivery based upon individual employee profiles. Employees demonstrating strong performance in particular domains receive accelerated progression to advanced topics, whilst those struggling with specific concepts receive additional reinforcement modules and alternative instructional approaches. The system tracks engagement metrics including completion rates, time-on-task, assessment scores, and simulation performance to continuously refine content recommendations. This personalisation ensures that high-performing employees remain challenged and engaged whilst struggling employees receive appropriate support without public identification or stigmatisation.

Simulated Attack Programme

Phishing Simulation Framework

The phishing simulation programme constitutes the cornerstone of practical security awareness development, providing employees with realistic exposure to the social engineering techniques employed by actual threat actors. Monthly simulated phishing campaigns deploy emails of varying sophistication levels, ranging from obvious mass-phishing attempts with grammatical errors and suspicious sender addresses to highly targeted spear-phishing messages incorporating organisational context, legitimate-appearing sender spoofing, and psychologically manipulative urgency triggers. The simulation library maintains over two hundred unique templates continuously updated to reflect current threat intelligence and emerging attack methodologies observed in the financial services sector.

When employees interact with simulated phishing content, they immediately receive educational feedback explaining the indicators that should have triggered suspicion. This just-in-time learning approach capitalises upon the heightened emotional engagement following a near-miss experience, significantly enhancing retention compared to abstract theoretical instruction. Crucially, the programme maintains strict confidentiality regarding individual results whilst aggregating departmental and organisational metrics for leadership reporting. The system tracks click rates, credential submission rates, time to report, and report accuracy, with progressive difficulty adjustments based upon individual performance trajectories. Employees who consistently demonstrate strong phishing recognition receive commendation, whilst those requiring additional development receive supplementary training without punitive consequences.

Voice Phishing and Deepfake Simulations

The escalating sophistication of voice-based attacks, particularly those leveraging artificial intelligence-generated deepfake audio, necessitates dedicated vishing simulation exercises. Quarterly vishing campaigns target employees in high-risk roles, particularly those with authority to initiate financial transactions, modify account credentials, or access sensitive client information. Simulated calls employ professional voice actors and, in advanced scenarios, AI-generated voice synthesis replicating executive speech patterns. These exercises test adherence to verification protocols, resistance to authority-based pressure tactics, and recognition of social engineering red flags such as artificial urgency, unusual request channels, or attempts to circumvent established procedures.

Finance department personnel receive particular attention given their elevated risk profile for business email compromise and wire fraud schemes. Simulated scenarios include fraudulent wire transfer requests purportedly originating from executives, vendor payment modification requests, and client impersonation attempts. Following each exercise, participants receive detailed debriefing sessions analysing the social engineering techniques employed, the verification procedures that should have been triggered, and the potential financial consequences had the scenario been genuine. The programme maintains recordings of all vishing simulations for training review purposes, with explicit employee consent obtained during onboarding.

SMS Phishing and Mobile Threat Awareness

The proliferation of mobile device usage for business communications introduces additional attack vectors through SMS-based phishing, commonly termed smishing. Bi-monthly smishing simulations test employee recognition of fraudulent text messages, including fake multi-factor authentication prompts, bogus package delivery notifications containing malicious links, and impersonated IT support communications requesting credential verification. These exercises prove particularly relevant given the bring-your-own-device policies common within professional services environments, where personal mobile devices regularly access corporate resources and communications. The programme educates employees regarding the limitations of SMS as a secure communication channel and reinforces the importance of verifying unexpected requests through established organisational channels.

Role-Specific Training Curricula

Generic security awareness training fails to address the differential threat landscapes confronting distinct organisational functions. The role-specific training architecture recognises that executives face different attack methodologies than client service representatives, whilst technology personnel require specialised guidance distinct from human resources professionals. Each departmental curriculum addresses the specific threat actors, attack techniques, and defensive procedures relevant to that function's daily operations and information access privileges.

Executive and Board Leadership Track

Senior executives and board members represent high-value targets for sophisticated threat actors given their authority to approve significant transactions, access sensitive strategic information, and influence organisational decision-making. The executive training track addresses business email compromise schemes specifically targeting leadership, whaling attacks employing highly personalised social engineering, and the particular vulnerabilities associated with executive travel and public appearances. Training emphasises verification protocols for unusual requests, secure communication practices for sensitive matters, and the importance of modelling security-conscious behaviour for organisational culture. Board members receive additional guidance regarding their fiduciary responsibilities for cybersecurity oversight under evolving regulatory frameworks including the Securities and Exchange Commission's cybersecurity disclosure requirements.

Finance and Accounting Track

Finance personnel operate the payment systems and transaction authorities that threat actors ultimately seek to exploit. The finance-specific curriculum provides intensive training on wire fraud prevention, including recognition of fraudulent payment instructions, vendor impersonation schemes, and internal account manipulation attempts. Employees learn rigorous verification protocols requiring out-of-band confirmation through pre-established channels before processing unusual payment requests, regardless of apparent sender authority or urgency pressures. The curriculum addresses invoice manipulation attacks where threat actors intercept legitimate vendor communications and substitute fraudulent payment details, emphasising the importance of maintaining verified vendor contact information independently of individual transaction communications.




Human Resources and Recruitment Track

Human resources functions maintain extensive personally identifiable information and regularly receive external communications from unknown parties, creating elevated exposure to social engineering attacks. The HR-specific curriculum addresses fake resume malware campaigns where malicious attachments masquerade as candidate application materials, candidate and reference impersonation attempts seeking employee information, and pretexting calls from individuals claiming official authority to obtain sensitive personnel data. Training emphasises secure handling of candidate materials, verification procedures for employment and reference enquiries, and recognition of social engineering indicators within routine HR communications.

Technology and Development Track

Technology personnel possess elevated system privileges and technical knowledge that threat actors actively target for credential harvesting and insider recruitment. The technology-specific curriculum addresses secure coding practices preventing common vulnerability introduction, privileged access management protocols minimising standing administrative rights, and recognition of insider threat indicators among colleagues. Developers receive training on supply chain security including verification of third-party libraries, detection of malicious code injection, and secure configuration of development environments. System administrators learn advanced social engineering recognition given their attractiveness as targets for credential harvesting campaigns.

Security-Conscious Culture Development

Gamification and Positive Reinforcement

Sustainable security culture requires positive reinforcement mechanisms that celebrate security-conscious behaviour rather than exclusively punishing failures. The programme implements gamification elements including departmental leader boards tracking phishing report rates, individual achievement badges recognising training milestones and simulation performance, and quarterly awards ceremonies acknowledging employees who identified genuine threats or demonstrated exceptional security awareness. The Security Champion recognition programme identifies and empowers informal security advocates within each department who receive advanced training and serve as peer resources for security questions and concerns.

Critically, the programme maintains a strict no-blame reporting culture that encourages employees to report security concerns, including their own mistakes, without fear of punitive consequences. Research consistently demonstrates that punitive security cultures suppress incident reporting, delay breach detection, and create adversarial relationships between security functions and the broader organisation. Employees who click simulated phishing links receive education rather than discipline, whilst employees who report genuine threats or suspicious activity receive recognition regardless of whether the reported item ultimately proves malicious. This psychological safety enables rapid threat identification whilst fostering positive associations with security practices.

Embedded Security Practices

Security consciousness must permeate daily organisational routines rather than remaining confined to periodic training exercises. The programme embeds security touchpoints throughout regular business operations, including brief security moments at the commencement of team meetings, dedicated communication channels for threat alerts and security guidance, and physical security reminders reinforcing clean desk policies and badge verification practices. Executive participation in simulation exercises demonstrates visible leadership commitment to security culture, establishing expectations that security awareness applies universally regardless of seniority or role. These embedded practices transform security from an external compliance imposition into an integral component of organisational identity and professional practice.




Metrics and Continuous Improvement

The programme implements comprehensive metrics enabling evidence-based assessment of training effectiveness and identification of areas requiring enhanced focus. Primary metrics include phishing simulation click rates with a target below five percent, suspicious email report rates with a target exceeding seventy percent, mean time to report suspicious activity, training completion rates across all required modules, and assessment score trends indicating knowledge retention over time. Departmental dashboards enable managers to monitor team performance whilst protecting individual privacy, with aggregated organisational metrics reported to the board quarterly alongside trend analysis and improvement recommendations.

Continuous improvement processes ensure the programme evolves in response to changing threat landscapes, emerging attack techniques, and organisational learning. Monthly analysis of simulation results identifies emerging vulnerability patterns requiring targeted intervention. Quarterly reviews incorporate threat intelligence from industry information sharing organisations and regulatory guidance updates. Annual programme assessments evaluate overall effectiveness against benchmarks, incorporating employee feedback surveys measuring security confidence and programme satisfaction. This iterative improvement cycle ensures the training programme maintains relevance and effectiveness as both threats and organisational requirements evolve over time.

Conclusion

The proposed training programme represents a fundamental transformation from compliance-oriented annual exercises to continuous, simulation-based capability development. By combining adaptive micro-learning with realistic attack simulations, role-specific curricula with positive cultural reinforcement, the programme addresses human factors as both the predominant vulnerability and the most powerful defensive resource available to Vigilant Trust and Asset Management. The investment in comprehensive security awareness development delivers measurable risk reduction through decreased phishing susceptibility, accelerated threat reporting, and cultivation of organisational culture where security consciousness becomes an embedded professional competency rather than an external compliance burden.
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Securing Our Future: Zero Trust Security Investment
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⚠ CONTEXT: Following Q3 2025 security incident that tested our defences and exposed critical vulnerabilities in our existing security architecture
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Today's Strategic Agenda

10-minute executive briefing • Decision requested at conclusion

Current Threat Landscape

Understanding the evolving risks targeting financial services firms

2 minutes
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Business Risk Assessment

Quantifying financial, operational, and reputational exposure

2 minutes
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Zero Trust Security Framework

Our strategic defence architecture and implementation approach

3 minutes
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Investment Proposal & ROI

Cost-benefit analysis, phased implementation, and success metrics

3 minutes
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🎯 Objective: Board approval of £1.97M Zero Trust security investment over 36 months to fundamentally transform our security posture and protect client assets, reputation, and regulatory standing
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Current Threat Landscape

Financial services remains the #1 targeted industry for cyberattacks globally. The sophistication and frequency of attacks have accelerated dramatically, with threat actors leveraging artificial intelligence, supply chain vulnerabilities, and advanced social engineering techniques to bypass traditional security controls.

£5.13M

Ransomware Demands

Average ransom demand in 2024

+3,000%

AI-Powered Attacks

Increase in deepfake/vishing attacks

62%

Supply Chain Breaches

Breaches occurring via third parties

Ransomware Evolution

300% increase in demands since 2020

41% of victims ultimately pay ransom

Average 23-day recovery time impacting operations

Data exfiltration in 89% of cases, creating regulatory exposure

AI-Enabled Threats

£25M Hong Kong wire fraud via deepfake (February 2024)

Voice cloning requires only 3 seconds of audio

Email security bypass rate: 67% for sophisticated attacks

Targeting C-suite executives with precision reconnaissance

Supply Chain Vulnerabilities

Average 287 days to detect third-party compromise

MOVEit breach impacted 2,600+ organisations globally

Third-party access privileges expanding attack surface

Vendor due diligence gaps creating systemic risk

Key Insight: Attack sophistication has fundamentally outpaced traditional perimeter-based defences. The question is not IF but WHEN we face a material incident — and whether we're adequately prepared to protect client assets and maintain operational continuity.
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Financial Impact: The Cost of Inaction vs Investment

A comprehensive cost-benefit analysis demonstrates compelling economics for immediate investment. The potential financial exposure from a single material breach significantly exceeds the cost of implementing comprehensive Zero Trust architecture across our enterprise.

Potential Breach Cost (Conservative)

£12.9M+

Direct breach costs: £4.88M (IBM 2024 Financial Services benchmark)

Business disruption & lost revenue: £2.5M (conservative 30-day impact estimate)

Regulatory fines: £2.0-4.0M (SEC, FCA, state privacy regulations)

Legal, forensics, remediation: £1.5M (external counsel, incident response, recovery)

Client attrition: £2.0M+ (estimated 15% churn amongst HNWI clients)

Cyber insurance deductible: £500K (current policy terms)

Prevention Investment (3-Year)

£1.97M

✓ Zero Trust architecture deployment across identity, network, data layers

✓ Advanced threat detection platform (SIEM/SOAR) with automation

✓ 24/7 Security Operations Centre with expert threat monitoring

✓ Comprehensive employee security awareness programme

✓ Enhanced incident response capabilities and playbooks

✓ 60% breach probability reduction (industry benchmarks)

Return on Investment

6.5x ROI

£12.9M avoided costs ÷ £1.97M investment = exceptional risk-adjusted return for security infrastructure modernisation

This analysis employs conservative assumptions regarding breach probability, business impact duration, and client retention. Actual costs from a material breach could substantially exceed these estimates, particularly if ransomware operators exfiltrate sensitive client data or regulatory investigations result in consent orders.
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Business Impact: Beyond the Balance Sheet

The financial calculations, whilst compelling, represent only a portion of the true business risk. Operational disruption, reputational damage, regulatory scrutiny, and competitive disadvantage create cascading effects that threaten our strategic positioning and client relationships for years following a material incident.

Operational Disruption

23 days: Average recovery time post-breach, creating extended client service degradation

Critical systems offline: Trading platforms, custody systems, client portals simultaneously impacted

Manual operations required: 10x staffing during recovery, creating resource strain and error risk

Client service degradation: SLA breaches, delayed settlements, transaction processing bottlenecks

Regulatory reporting burden: 72-hour SEC notification triggers intensive examination

Employee productivity: 50-70% reduction during incident response and recovery phases

Reputational & Strategic

Client trust erosion: HNWI clients increasingly demand security assurance and attestation

15-20% client attrition: Industry average post-breach, concentrated amongst largest accounts

Media scrutiny: Breach disclosure drives sustained negative coverage and brand damage

Regulatory examination: Enhanced oversight, consent orders, ongoing compliance burden

Competitive disadvantage: RFPs require security attestation; prospects favour firms with robust controls

D&O liability exposure: Board fiduciary duty under scrutiny for security governance



SEC Rule: Enhanced Disclosure Requirements

Public companies must disclose material cybersecurity incidents within 4 business days. Board cybersecurity expertise and oversight must now be disclosed in annual proxy statements, creating direct accountability for security governance decisions.

The regulatory landscape has fundamentally shifted. Security is no longer purely an IT concern—it's a board-level governance issue with direct fiduciary implications. Our peers are investing aggressively in security modernisation; standing still creates competitive disadvantage.
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Zero Trust Security Framework

Core Principle: "Never Trust, Always Verify" — Continuous validation for every access request

Zero Trust represents a fundamental paradigm shift from perimeter-based security to identity-centric, continuous verification. Rather than trusting users and devices inside our network perimeter, Zero Trust assumes breach and validates every access request regardless of origin. This architecture aligns with NIST Special Publication 800-207 and addresses the modern threat landscape where traditional perimeter defences prove inadequate.



Identity: Verify Every User

Phishing-resistant multi-factor authentication (FIDO2/WebAuthn)

Passwordless authentication eliminating credential theft

Privileged access management with just-in-time elevation

Continuous authentication monitoring user behaviour patterns



Devices: Validate Endpoints

Device health attestation before network access

Endpoint detection and response (EDR) on all systems

Mobile device management for BYOD security

Automated patch compliance verification



Network: Segment & Isolate

Microsegmentation preventing lateral movement

Software-defined perimeter replacing VPN

Encrypted communications for all traffic

East-west traffic control between segments



Applications: Secure Access

Application-layer access controls and policies

API security gateway for modern integrations

Cloud Access Security Broker (CASB) for SaaS apps

Just-in-time access provisioning and deprovisioning



Data: Encrypt & Protect

Data classification and sensitivity labelling

Encryption at rest and in transit across all repositories

Data loss prevention (DLP) controls and monitoring

Immutable backups with offline air-gapped copies



Security Orchestration Layer

SIEM/SOAR Platform + 24/7 SOC + Automated Response: Centralised threat intelligence, automated correlation of security events, orchestrated response playbooks, and expert human oversight create a defence-in-depth strategy that dramatically reduces mean time to detect and respond.

Business Outcomes

60% breach probability reduction • <15 min threat detection • <1 hr incident response • Comprehensive regulatory compliance • Enhanced client confidence and competitive differentiation
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Investment Proposal: Phased Implementation

Total Investment: £1.97M over 36 months • Designed for minimal business disruption

The implementation follows a carefully orchestrated three-phase approach that prioritises quick wins whilst building towards comprehensive Zero Trust maturity. Each phase delivers measurable risk reduction and business value, with board checkpoints ensuring governance oversight and course correction opportunities.

1

Phase 1: Foundation

Months 1-6 • £620,000 • 32% of budget

Universal MFA deployment (executives first, then enterprise-wide)

Email security hardening with advanced threat protection

Backup verification and recovery testing protocols

Security awareness training programme launch

Incident response planning and playbook development

Vendor risk assessment and third-party security evaluation

Board checkpoint: Phase 1 progress and quick wins review

2

Phase 2: Core Infrastructure

Months 4-12 • £780,000 • 40% of budget

SIEM/SOAR platform deployment with automated correlation

Network microsegmentation and software-defined perimeter

EDR deployment across all endpoints and servers

24/7 Security Operations Centre operations launch

Identity governance and privileged access management

Cloud security posture management and CASB deployment

Board checkpoint: SOC readiness and operational capabilities

3

Phase 3: Optimisation

Months 10-18 • £570,000 • 28% of budget

Threat intelligence integration and automated enrichment

Automated response playbooks and orchestration

Red team exercises and penetration testing

Compliance automation and continuous monitoring

Continuous improvement and maturity assessment

Board reporting dashboard and executive KPI tracking

Board checkpoint: Operational metrics and maturity assessment



Phase 1 Quick Wins

Immediate Risk Reduction: Multi-factor authentication blocks 99.9% of account compromise attacks (Microsoft research). Email security hardening stops 67% of sophisticated phishing attempts. These foundational controls deliver substantial risk reduction within the first 90 days whilst building towards comprehensive Zero Trust architecture.

The phased approach allows us to demonstrate early value, adjust based on lessons learned, and maintain business continuity throughout the transformation. Each phase builds upon previous foundations, creating cumulative security improvements that reduce risk progressively whilst avoiding the disruption associated with "big bang" implementations.
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Implementation Roadmap & Milestones

The 18-month implementation timeline incorporates board governance checkpoints, executive sponsorship, and cross-functional coordination to ensure successful delivery. Each quarter features defined milestones that demonstrate progress, enable course correction, and maintain stakeholder alignment throughout the transformation.

Q1 2025: Foundation Start

MFA rollout begins (executive team first, proving concept)

Email security deployment with advanced threat protection

Backup testing protocol established and validated

Security awareness programme launch across all staff

Board checkpoint: Phase 1 progress review

Q2 2025: Infrastructure Build

SIEM platform operational with log aggregation

Network segmentation design complete and approved

EDR deployment 50% complete across critical systems

SOC partner selection finalised with SLA agreement

Board checkpoint: SOC readiness assessment

Q3-Q4 2025: Operations

24/7 SOC fully operational with escalation procedures

Automated response playbooks active and tested

Full EDR coverage achieved across enterprise

First red team exercise conducted with lessons learned

Board checkpoint: Operational metrics and incident data

2026: Optimisation & Maturity

Threat intelligence integration delivering contextual alerts

Compliance automation reducing manual burden

Continuous improvement cycle establishing best practices

Annual security assessment measuring maturity progress

Board checkpoint: Annual review and forward planning

Board Governance & Oversight

Quarterly security briefings with KPI dashboard covering threat landscape, incident metrics, project progress, and risk posture

Major milestone approval gates ensuring board engagement at critical decision points

Executive sponsor: CIO/CISO with direct board reporting relationship

Steering committee: Cross-functional representation from IT, Legal, Compliance, and Operations

This governance structure ensures board visibility throughout the implementation, creates accountability at the executive level, and provides mechanisms for timely escalation of risks or issues requiring board attention. Quarterly briefings will include both quantitative metrics and qualitative assessments of security posture improvement.
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ROI & Success Metrics

Success will be measured through quantitative operational metrics, risk reduction indicators, and strategic business outcomes. These metrics align with industry benchmarks and regulatory expectations, providing objective evidence of security posture improvement and return on investment realisation.

<15 min

MTTD: Mean Time to Detect

Industry average: 207 days

Zero Trust target: <15 minutes for anomalous activity

<1 hour

MTTR: Mean Time to Respond

Industry average: 73 days

Zero Trust target: <1 hour for automated containment

60%

Breach Probability Reduction

Industry benchmark for Zero Trust

Conservative estimate based on peer implementations

6.5x

Return on Investment

£12.9M avoided costs ÷ £1.97M investment

Conservative calculation excluding intangible benefits

Quantifiable Benefits (Annual)

Avoided breach costs: £4.45M annual risk reduction based on probability and impact

Reduced downtime exposure: 85% reduction in potential business disruption duration

Insurance premium reduction: 15-25% decrease in cyber insurance costs (carrier dependent)

Compliance audit efficiency: +40% improvement in audit preparation and evidence gathering

Incident investigation time: -70% reduction through automated forensics and correlation

Strategic Benefits (Qualitative)

✓ Competitive advantage: Security as client differentiator in RFP responses and pitches

✓ Regulatory readiness: SEC, NIST CSF 2.0, FCA, and state privacy law compliance

✓ Board fiduciary duty: Demonstrated governance and due care in security oversight

✓ Business enablement: Secure foundation for digital transformation and cloud adoption

✓ Talent retention: Modern security infrastructure attracts and retains IT professionals

Quarterly board reporting will track these metrics alongside threat landscape updates and incident data. The dashboard will provide both point-in-time snapshots and trend analysis, enabling data-driven decision-making and continuous improvement. Success criteria include achieving target metrics within 18 months and maintaining them through ongoing optimisation.
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Q3 2024 Incident: Lessons & Investment Validation

The Q3 2024 security incident provided invaluable insights into our current security posture, revealing both strengths and critical gaps. Whilst our response prevented a catastrophic outcome, the incident exposed vulnerabilities that sophisticated attackers will exploit in future campaigns. This near-miss validates the urgent need for comprehensive security architecture modernisation.

What Happened

Sophisticated spear-phishing campaign targeting specific employees

Attackers bypassed existing email security filters

Demonstrated prior reconnaissance of VTAM operations and personnel

Spoofed emails impersonating trusted third-party vendors

Ransomware deployment attempted on 3 critical systems

Gaps Exposed

Email security insufficient for targeted, sophisticated attacks

MFA not deployed on compromised user accounts

Network segmentation would have prevented lateral movement

Detection relied on human vigilance, not automated systems

Backup restoration procedures untested under pressure scenarios

What Worked

Endpoint protection detected and contained malware deployment

Alert employee reported suspicious activity promptly

Incident response team activated within 4 hours

Containment measures prevented lateral movement to other systems

No data exfiltration occurred and no ransom payment required

Why Invest Now

We were fortunate—attackers will return better prepared

They possess detailed knowledge of our environment from reconnaissance

Zero Trust architecture addresses every gap systematically

Automation replaces reliance on human detection and response

Board mandate: Transform security posture proactively, not reactively

"The Q3 incident was a warning shot. This investment ensures we're prepared—not lucky—next time. The attackers demonstrated sophisticated reconnaissance and targeting. They will return with improved tactics, and our defences must evolve accordingly."

Post-incident forensics revealed that attackers had conducted extensive reconnaissance of our organisation, including employee roles, vendor relationships, and operational patterns. This level of preparation indicates a determined adversary who will likely return with refined tactics designed to bypass the specific defences that prevented their initial success. The investment in Zero Trust architecture transforms our security posture from reactive detection to proactive prevention and automated response.
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Board Recommendations

Based on the comprehensive threat analysis, business risk assessment, and investment case presented, management requests the Board approve the following three resolutions to authorise and govern the Zero Trust security transformation programme.

Approve Zero Trust Investment

£1.97M over 36 months

Authorise comprehensive security transformation to implement Zero Trust architecture across identity, network, and data layers. This investment addresses critical security gaps exposed during the Q3 2024 incident and aligns with regulatory expectations for financial services security governance.

Funding source: Operating budget with allocation from IT infrastructure modernisation reserves

Expected outcomes: 60% breach probability reduction, <15 minute threat detection, <1 hour incident response

Establish Security Governance

Ongoing commitment

Create quarterly board security briefings with KPI dashboard, establish executive accountability metrics, and align cybersecurity governance with NIST Cybersecurity Framework 2.0 Govern function. Designate CIO/CISO as executive sponsor with direct board reporting relationship.

Governance structure: Quarterly board briefings, steering committee oversight, major milestone approval gates

Regulatory alignment: SEC cybersecurity rules, NIST CSF 2.0, FCA requirements, state privacy laws

Authorise Phase 1 Immediately

£620K / 90 days

Begin foundation work within 30 days of board approval: Universal MFA deployment (executives first), email security hardening, backup verification and testing, security awareness programme launch, and incident response playbook development.

Quick wins: MFA blocks 99.9% of account compromise; email hardening stops 67% of phishing

Timeline: Phase 1 completion within 6 months, board checkpoint at 90 days



Requested Board Action

Motion to Approve Zero Trust Security Investment

and authorise immediate Phase 1 implementation with quarterly governance oversight and reporting to the Board of Directors

These three resolutions provide the authority, funding, governance framework, and immediate action required to transform our security posture and protect client assets, reputation, and regulatory standing. The phased approach enables course correction whilst delivering progressive risk reduction throughout the 18-month implementation timeline.
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Questions & Discussion

Thank you for your attention and commitment to securing VTAM's future

£1.97M

Investment

Total programme cost over 36 months

12-18 mo

Timeline

Implementation with quarterly milestones

6.5x

ROI

Return on investment calculation

60%

Risk Reduction

Breach probability decrease

"The question is not whether we will face another attack—it's whether we'll be prepared when it happens. This investment transforms our security posture from reactive to proactive, from lucky to prepared."

VTAM Zero Trust Security Initiative • Board Strategic Briefing • Q4 2025

BOARD CONFIDENTIAL
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Today's Strategic Agenda
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Ransomware Evolution Al-Enabled Threats Supply Chain Vulnerabilities

300% increasein demands since 2020 £25M Hong Kong wire fraud via deepfake - Average 287 days to detect third-party
41% of victims ultimately pay ransom (February 2024) compromise

Average 28-day recovery timeimpacting Voice cloning requires only 3 seconds of MOVEit breach impacted 2,600+
operations audio organisations globally

Data exfiltration in 83% of cases, creating Email security bypass rate: 67% for Third-party access privileges expanding
regulatory exposure sophisticated attacks attack surface

Targeting C-suite executives with precision Vendor due diligence gaps creating systemic
reconnaissance risk





image10.PNG
Financial Impact: The Cost of Inaction vs Investment

Acomprehensive cost-benefit analysis demonstrates compelling economics for immediate investment. The potential financial exposure from a single material breach significantly exceeds
the cost of implementing comprehensive Zero Trust architecture across our enterprise.

Potential Breach Cost (Conservative) Prevention Investment (3-Year)

41 . 4 . ;

. Direct breach costs: £4 88M (IBM 2024 Financial Services benchmark) . v Zero Trust architecture deployment across identity, network, datalayers
. Businessdisruption & lost revenue: £2 5M (conservative 30-day impact estimate) . v Advanced threat detection platform (SIEM/SOAR) with automation

. Regulatory fines: £2.0-4.0M (SEC, FCA, state privacy regulations) . v 24{7 Security Operations Centre with expert threat monitoring

. Legal, forensics, remediation: £1.5M (extemal counsel, incident response, recovery) . v Comprehensive employee security awareness programme

- Client attrition: £2. OM+ (estimated 15% churn amongst HNWI clients) . v Enhanced incident response capabilities and playbooks

. Cyberinsurance deductible: £500K (current policy terms) . v 60% breach probability reduction (industry benchmarks)

This analysis employs conservative assumptions regarding breach probability, business impact duration, and client retention. Actual costs from a material breach could substantially exceed
these estimates, particularly if ransomware operators exfiltrate sensitive client data or regulatory investigations result in consent orders.
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Business Impact: Beyond the Balance Sheet

The financial calculations, whilst compelling, represent only a portion of the true business risk Operational disruption, reputational damage, regulatory serutiny, and competitive disadvantage
create cascading effects that threaten our strategic positioning and client relationships for years following a material incident.

Operational Disruption Reputational & Strategic

23 days: Average recovery time post-breach, creating extended client service
degradation

Critical systems offfine: Trading platforms, custody systems, client portals
simultaneously impacted

Manual operations requiredt 10x staffing during recovery, creating resource strain and
error risk

Client service degradation: SLA breaches, delayed settlements, transaction processing
bottlenecks

Regulatory reporting burden: 72-hour SEC notification triggers intensive examination

Employee productivity: 50-70% reduction during incident response and recovery
phases

Client trust erosion: HNWI clients increasingly demand security assurance and
attestation

15-20% client attrition: Industry average post-breach, concentrated amongst largest
accounts

Media scrutiny: Breach disclosure drives sustained negative coverage and brand
damage

Regulatory examination: Enhanced oversight, consent orders, ongoing compliance
burden

Competitive disadvantage: RFPs require security attestation; prospects favour firms
with robust controls

D&O liability exposure: Board fiduciary duty under scrutiny for security govemance

The regulatory landscape has fundamentally shifted. Security is no longer purely an IT concern—it's a board-level governance issue with direct fiduciary implications. Our peers are investing
aggressively in security modernisation; standing still creates competitive disadvantage.
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Zero Trust Security Framework

Core Principle: "Never Trust, Always Verify" — Continuous validation for every access request

Zero Trust represents afundamental paradigm shift from perimeter-basedsecurity to identity-centric, continuous verification. Rather than trusting users and devices inside our network perimeter, Zero Trust assumes
breachand validates every access request regardless of origin. This architecture aligns with NIST Special Publication 800-207 and addresses the modern threatlandscape where traditiona] perimeter defences prove

inadequate.
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Investment Proposal: Phased Implementation
Total Investment: £1.97M over 36 months « Designed for minimal business disruption

The implementation follows a carefully orchestrated three-phase approach that prioritises quick wins whilst building towards comprehensive Zero Trust maturity. Each phase delivers measurable risk reduction
and business value, with board checkpoints ensuring governance oversight and course correction opportunities
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Questions & Discussion

Thank you for your attention and commitment to securing VTAM's future

£1.97M  12-18 mo 0.0X ©0%

Investment Timeline ROI Risk Reduction
Total programme cost over 36 Implementation with quarterly Return on investment calculation Breach probability decrease
months milestones

"The question is not whether we will face another attack—it's whether we'll be prepared when it happens. This investment transforms our

security posture from reactive to proactive, from lucky to prepared.”

VTAM Zero Trust Security Initiative » Board Strategic Briefing « Q4 2025
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