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1. Executive Summary 
PaySecure Financial, a UAE-based fintech organization with 180 employees, engaged Mustafa 
Alobaidy as Virtual Chief Information Security Officer (vCISO) to develop and implement a 
comprehensive cybersecurity governance strategy. This engagement addresses the critical need for 
executive-level security leadership, regulatory compliance (UAE Central Bank, PCI DSS, GDPR), and 
enhanced protection of customer financial data. 

As a rapidly growing fintech processing over AED 2.5 billion in annual transactions, PaySecure 
Financial faces evolving cyber threats, increasing regulatory scrutiny, and the challenge of scaling 
security capabilities alongside business growth. This strategy document outlines a structured 
approach to elevating cybersecurity maturity, establishing robust governance frameworks, and 
building a resilient security posture. 

Strategic Objectives 
●​ Achieve NIST Cybersecurity Framework Tier 3 (Repeatable) maturity within 12 months 
●​ Establish Three Lines of Defence governance model for cybersecurity accountability 
●​ Reduce mean time to detect (MTTD) threats from 72 hours to under 4 hours 
●​ Achieve 100% compliance with UAE Central Bank Information Security Regulations 
●​ Implement comprehensive third-party risk management for 85+ vendors 
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2. Current Cybersecurity Maturity Assessment 
A comprehensive assessment was conducted utilizing multiple frameworks including NIST 
Cybersecurity Framework (CSF), ISO 27001:2022, and CIS Controls v8. The following represents 
PaySecure Financial's current maturity state across critical security domains. 

2.1 Maturity Scoring Methodology 
Maturity Level Description 
1 - Initial Processes are unpredictable, poorly controlled, and 

reactive 
2 - Developing Processes characterized for projects and often reactive 
3 - Defined Processes characterized for organization and are proactive 
4 - Managed Processes measured and controlled with quantitative 

objectives 
5 - Optimizing Focus on continuous improvement through innovative 

technologies 
 

2.2 Domain Maturity Scores 
Domain Current Score Target Score Key Observations 
Governance & Strategy 2.0 3.5 No formal security 

governance; limited board 
visibility; ad hoc security 
decisions 

Risk Management 2.2 3.5 Basic risk register; no 
quantitative risk analysis; 
limited risk appetite 
definition 

Identity & Access 
Management 

2.5 4.0 Azure AD deployed; MFA 
for critical apps; no PAM; 
manual access reviews 

Monitoring & Detection 1.8 3.5 Basic logging; no SIEM; 
limited threat detection; no 
24/7 monitoring 

Incident Response 2.0 3.5 Informal IR process; no 
playbooks; limited forensic 
capability 

Security Awareness 2.3 3.5 Annual training; basic 
phishing tests; low 
completion rates 

Third-Party Risk 1.5 3.0 No formal TPRM; basic 
vendor questionnaires; no 
continuous monitoring 

OVERALL 2.0 3.5 Developing maturity with 
significant gaps in 
governance and detection 

 

2.3 Framework Alignment Summary 
Framework Current State Target State Gap Summary 
NIST CSF Tier 1.5 Tier 3 Partial risk management; 

limited governance 
integration 

Mustafa Alobaidy | Senior GRC & Cybersecurity Awareness Consultant | ISO 27001 | Governance | Risk | Compliance 



vCISO Cybersecurity Governance Strategy 

ISO 27001:2022 35% 75% Missing ISMS 
documentation; limited 
Annex A control coverage 

CIS Controls v8 Implementation Group 1 Implementation Group 2 Basic controls 
implemented; advanced 
controls missing 

PCI DSS v4.0 65% 100% Key gaps in logging, 
encryption key 
management, vulnerability 
scanning 
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3. Top 10 Cybersecurity Risks 
Based on comprehensive risk assessment, the following critical risks have been identified, 
prioritized by likelihood and business impact. These risks require immediate attention and form the 
foundation of the cybersecurity strategy. 

Rank Risk Likelihood Impact Key Drivers 
1 Ransomware Attack High Critical Insufficient backup 

immutability; limited 
EDR coverage; no 
incident response 
capability 

2 Third-Party Breach High Critical 85 vendors with data 
access; no TPRM 
program; limited due 
diligence 

3 Insider Threat Medium High No DLP solution; 
limited user behavior 
analytics; excessive 
access privileges 

4 Regulatory 
Non-Compliance 

High High Gaps in UAE Central 
Bank regulations; PCI 
DSS deficiencies 

5 Business Email 
Compromise 

High High Limited email 
security controls; no 
DMARC enforcement 

6 Cloud 
Misconfiguration 

Medium High Azure environment 
gaps; no CSPM 
solution; drift 
detection absent 

7 API Security 
Vulnerability 

Medium High 100+ APIs; limited 
security testing; no 
API gateway controls 

8 Data Exfiltration Medium Critical No DLP; limited data 
classification; 
unmonitored egress 
points 

9 Privilege Escalation Medium High No PAM; weak 
service account 
management; limited 
monitoring 

10 Social Engineering High Medium Low security 
awareness; 35% 
phishing click rate; 
no behavioral 
training 
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4. Cybersecurity Governance Model 
A robust cybersecurity governance model is essential for establishing clear accountability, effective 
oversight, and consistent security practices. PaySecure Financial will adopt the Three Lines of 
Defence model, aligned with industry best practices and regulatory expectations. 

4.1 Three Lines of Defence Model 
Line Function Responsibilities Key Roles 
First Line Business Operations & IT Day-to-day security 

operations; control 
implementation; risk 
ownership 

IT Operations, 
Development Teams, 
Business Units 

Second Line Risk Management & 
Compliance 

Policy development; risk 
oversight; compliance 
monitoring; security 
governance 

vCISO, Information Security 
Team, Compliance Officer 

Third Line Internal Audit Independent assurance; 
control effectiveness 
testing; audit reporting 

Internal Audit, External 
Auditors 

 

4.2 Governance Structure 
Body Responsibilities Meeting Frequency 
Board of Directors Ultimate accountability for 

cybersecurity risk; strategy approval 
Quarterly 

Executive Committee Strategic direction; resource 
allocation; risk appetite decisions 

Monthly 

Security Steering Committee Policy approval; program oversight; 
initiative prioritization 

Bi-weekly 

Security Operations Day-to-day security operations; 
incident management; control 
monitoring 

Daily 

 

4.3 Key Governance Documents 
Document Purpose Development Timeline 
Information Security Policy Overarching security principles and 

requirements 
Phase 1 

Risk Management Framework Risk identification, assessment, and 
treatment methodology 

Phase 1 

Incident Response Plan Procedures for detecting, responding 
to, and recovering from incidents 

Phase 1 

Third-Party Risk Management Policy Vendor assessment and monitoring 
requirements 

Phase 1 

Data Classification Policy Data categorization and handling 
requirements 

Phase 2 

Acceptable Use Policy Employee responsibilities for 
technology and data use 

Phase 2 
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5. 12-Month Cybersecurity Strategy 
The following strategic roadmap outlines a phased approach to elevating PaySecure Financial's 
cybersecurity posture over 12 months. Each phase builds upon previous accomplishments, ensuring 
sustainable progress and measurable outcomes. 

Phase 1: Foundation (Months 1-4) 
Initiative Deliverable Owner Investment 
Governance Framework Establish Security Steering 

Committee; develop core 
policies; define RACI matrix 

vCISO AED 75,000 

SIEM Implementation Deploy Microsoft Sentinel; 
develop 30+ detection 
rules; 90-day log retention 

Security Engineer AED 150,000 

Incident Response Develop IR playbooks; 
establish IR team; conduct 
tabletop exercise 

vCISO AED 50,000 

Third-Party Risk Implement TPRM 
framework; assess top 20 
critical vendors; deploy 
SecurityScorecard 

GRC Analyst AED 80,000 

Vulnerability Management Weekly scanning; patch 
management SLAs; 
remediation tracking 

IT Operations AED 40,000 

 

Phase 2: Enhancement (Months 5-8) 
Initiative Deliverable Owner Investment 
Identity & Access Implement CyberArk PAM; 

quarterly access reviews; 
just-in-time access 

IAM Lead AED 200,000 

Security Awareness Launch continuous 
program; monthly 
phishing; role-based 
training 

HR/Security AED 60,000 

Data Protection Deploy Microsoft Purview 
DLP; data classification; 
encryption controls 

Data Governance AED 120,000 

Cloud Security Implement Microsoft 
Defender for Cloud; CSPM 
configuration 

Cloud Security AED 80,000 

API Security API gateway deployment; 
security testing integration; 
monitoring 

AppSec Lead AED 100,000 

 

Phase 3: Optimization (Months 9-12) 
Initiative Deliverable Owner Investment 
24/7 Monitoring Establish SOC capability; 

MDR service integration; 
automated response 

SOC Manager AED 180,000 

Threat Intelligence Integrate threat feeds; 
proactive threat hunting; 
dark web monitoring 

Threat Intel AED 60,000 
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Compliance Automation GRC platform deployment; 
continuous compliance 
monitoring 

GRC Analyst AED 80,000 

Maturity Assessment Independent maturity 
assessment; benchmark 
against peers 

External Consultant AED 40,000 

Board Reporting Quarterly board reporting 
framework; executive 
dashboard 

vCISO AED 20,000 

 

5.1 Total Investment Summary 
Phase Investment Key Components 
Phase 1: Foundation AED 395,000 Governance, SIEM, IR, TPRM, 

Vulnerability Management 
Phase 2: Enhancement AED 560,000 PAM, Awareness, DLP, Cloud Security, 

API Security 
Phase 3: Optimization AED 380,000 SOC, Threat Intel, GRC Platform, 

Assessment 
Total Investment AED 1,335,000 Approximately USD $365,000 
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6. Executive Security Dashboard 
The following Key Performance Indicators (KPIs) will be tracked and reported to the Executive 
Committee and Board on a monthly/quarterly basis. These metrics provide visibility into security 
posture, risk trends, and program effectiveness. 

6.1 Security Operations KPIs 
KPI Current Target Reporting Frequency 
Mean Time to Detect 
(MTTD) 

72 hours < 4 hours Monthly 

Mean Time to Respond 
(MTTR) 

96 hours < 24 hours Monthly 

Security Incidents 
(Critical/High) 

15/month avg < 5/month Monthly 

Vulnerability Remediation 
(Critical) 

45 days avg < 7 days Monthly 

Patch Compliance Rate 65% > 95% Monthly 
 

6.2 Risk & Compliance KPIs 
KPI Current Target Reporting Frequency 
Overall Risk Score High Medium-Low Quarterly 
Third-Party Risk Score 3.2/5.0 < 2.0/5.0 Quarterly 
Regulatory Compliance 
Rate 

65% 100% Quarterly 

Policy Compliance Rate 58% > 90% Quarterly 
Open Audit Findings 28 < 10 Monthly 

 

6.3 Human Risk KPIs 
KPI Current Target Reporting Frequency 
Phishing Click Rate 35% < 5% Monthly 
Security Training 
Completion 

68% 100% Monthly 

Security Incident Reports 
(Employees) 

12/month > 30/month Monthly 

Password Policy 
Compliance 

72% 100% Monthly 
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7. Strategic Benefits 
Implementation of this cybersecurity governance strategy will deliver significant benefits across 
multiple dimensions of PaySecure Financial's operations and strategic objectives. 

7.1 Risk Reduction 
●​ 70% reduction in critical vulnerability exposure 
●​ 50% decrease in mean time to detect security incidents 
●​ Quantified risk reduction of AED 5-8 million annually in potential breach costs 
●​ Enhanced resilience against ransomware and sophisticated attacks 

7.2 Regulatory Compliance 
●​ 100% compliance with UAE Central Bank Information Security Regulations 
●​ PCI DSS v4.0 compliance, enabling continued payment processing 
●​ GDPR compliance for European customer data handling 
●​ Audit readiness and reduced regulatory scrutiny 

7.3 Business Enablement 
●​ Enhanced customer trust and competitive differentiation 
●​ Accelerated sales cycles with enterprise clients requiring security certifications 
●​ Reduced cyber insurance premiums (estimated 20-30% reduction) 
●​ Foundation for expansion into new regulated markets 

7.4 Operational Efficiency 
●​ Automated compliance monitoring reducing manual effort by 60% 
●​ Streamlined incident response reducing downtime 
●​ Centralized security visibility enabling faster decision-making 
●​ Scalable security architecture supporting business growth 

 

This vCISO Cybersecurity Governance Strategy provides PaySecure Financial with a comprehensive 
framework for elevating its security posture, meeting regulatory obligations, and building a resilient 
foundation for continued growth. With executive commitment and disciplined execution, the 
organization will achieve significant risk reduction and compliance maturity within the 12-month 
timeline. 
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