THE UNSEEN LIABILITY:
A PLAYBOOK FOR MANAGING
SEGURITY DEBT

Translating Technical Shortcuts into
Tangible Business Risk

A STRATEGIC FRAMEWORK FOR C-SUITE AND BOARD LEADERSHIP.
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The Definition The Origin

@ @ 1992: Technical Debt

(Coined by Ward Cunningham). Rushed
software speeds delivery now but creates

secu rity debt long-term maintenance costs.

represents the *
accumulated risk v

created by outdated |
systems and deferred Today: Security Debt
remediation when mimgiearvivipaioa
m ding into compliance gaps,
speed OUt_tpaces tf?roeaf \(/)LLJIIZernagbilr;:;s, an‘ZII loss o?trust.
security. -
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Security Debt Typology Matrix

Systems & Tools People & Processes
Systems / Legacy People / Legacy

> | Quadrant 1: Technical & Process Debt Quadrant 3: Business, Leadership &

a » Root Cause: Aging infrastructure, inconsistent Cultural Debt

O patch cycles. » Root Cause: Treating security as an isolated IT

& » Observable Symptom: Slower breach project.

— containment cycles. » Observable Symptom: “Someone else will
handle it" culture, deferred budgets.

= Systems / Innovation People / Innovation

'% Quadrant 2: Modernization & Quadrant 4: Governance Debt

é Innovation Debt » Root Cause: Launching new systems without

= » Root Cause: Adopting Al/Cloud faster than oversight guardrails.

9 controls can scale. » Observable Symptom: Missing policies,

&% » Observable Symptom: Unmanaged Shadow unchecked third-party vendor risks.

IT and invisible attack surfaces.

19/06/26 source: ISACA 3 https://cyberyog.com/blog/



THE ACCELERANTS THE DRAG

@ Governed Al and automation saved
Q\ Organizations an average of

$1.9M

i ] in breach costs in 2025. Ungoverned
Al creates massive, invisible security
debt through shadow adoption.
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The Anatomy of a Default

Unpatched Systems
(Equifax 2017)

The Debt: A known
Apache Struts flaw
ignored to avoid
downtime.

The Default: 140M
records stolen.

The Cost: $575M
settlement and years of
reputational damage.

19/06/26

Weak Access
(Change Healthcare 2024)

The Debt: Inconsistent
Multifactor
Authentication (MFA).

The Default: Ransomware
spread across critical
critical billing systems.

The Cost: Nationwide
operational halt,
providers forced into
personal loans to
survive.

source: ISACA

Siloed Monitoring
(SolarWinds 2020)

The Debt: Fragmented
visibility across
environments.

The Default: Malicious
code slipped into a
trusted update.

The Cost: Months of
undetected supply-chain
compromise across
Fortune 500s.

Governance Gaps
(MOVEit 2023)

The Debt: Unclear
third-party oversight
framework.

The Default: Exploited
file transfer tool.

The Cost: Cascading
breaches across
thousands of
interconnected
healthcare, government,
and finance partners.

https://cyberyog.com/blog/



The Compounding Debt Loop

Step 5: Residual Risk

Root causes remain untouched;
debt immediately begins to rebuild.

Step 1: Risk Accumulation

Deferred fixes and outdated controls

Governance silently build exposure.

Intervention
Required

Step 4: Disruption Step 2: Risk Expansion
& Containment New tech and shadow IT
Focus shifts to crisis response, compound unresolved
draining budgets. weaknesses.

The average time to identify
and contain a breach in 2025

was 241 days.

Hidden debt becomes visible
through incidents or audits.
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Cost, Complexity, and Impact of Remediation
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The Security Debt Curve

1. Controlled: Early fixes _
keep costs predictable.

source: ISACA

4. Operational Strain:
Recovery demands

5. Critical Impact: Trust
and stability erode entirely.

reinvestment.

3. Constrained Agility:

Agility drops; security
limits business priorities. \

2. Growing Risk: Risk
outpaces awareness;
untracked exceptions build.

Time / Inaction (Duration)

7

/
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The Four of Four Pillars of Security Debt Risk

Operational

Security debt creates
systemic friction. Teams
shift from proactive
innovation to constant
reaction.

86% of breached
organizations
experienced severe
operational disruption.
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Financial

Deferred maintenance
spirals into compliance
penalties, higher
Insurance premiums,
and escalation costs.

The global average
cost of a breachiin

2025 reached $4.44M.

Reputational

Breaches tied to known,
long-ignored
vulnerabilities destroy
trust far faster than
novel attacks.

£2

Strategic

Leadership focus
shrinks from market
growth to disaster
recovery. The
organization loses the
agility to launch new
initiatives.

source: ISACA
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Executive Risk Ledger: Key Performance Indicators

Technical Indicators Governance Indicators
Patch Latency 85 DAYS 210 EXCEPTIONS
B Average time to close o Risk Exception Volume

known vulnerabilities ':E, (Duration Avg: 6 Months)
Unsupported Systems §

- 25% 35% REPETITIVE

Assets past end-of-life S Audit Findings

Emerging Tech Indicators Business Indicators

J }»R/ 70% UNMANAGED 1200 INCIDENTS 4

Shadow IT Volume

(Unapproved applications) Metric to watch: Incident Frequency (Year-over-Year)
70% 50% LACK OVERSIGHT 48 HOURS
CRITICAL Al Tool Governance Time to Restore (Average)

(Al systems lacking oversight)
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The SDI Equation Model

Severity x Duration x Velocity = SDI
I I

, Sy e o ‘
Severity (1-5): Business Duration (1-5): How long Velocity (1-5): Rate of new
impact of the risk (e.g., the issue has existed without or recurring issues of the
regulatory penalty, revenue resolution (e.g., days open, same type (e.g., increase in
loss potential). aging exceptions). repeat findings).

SDI is not a static risk rating—it is a composite momentum score showing
whether organizational debt is actively compounding or shrinking.
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The Risk Velocity Gauge

0-25: Controlled

Debt is visible, actively
managed, and within
acceptable
operational
thresholds.

19/06/26

source:

26-50: Rising

Risk is starting to
accumulate faster than
resolution. Leadership
attention is required

to unblock
bottlenecks.

51-75: Escalating

Debt is compounding
heavily. Organizational
friction is high;
dedicated
reinvestment is
necessary.

11

76-100: Critical

Visibility is lost.
Systemic remediation
Is required immediately
to prevent catastrophic
default.
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Executive Risk Ledger

The Prioritization Matrix

A
High
- Mitigate Transfer
.
— Attack this first. Represents the 20% of Utilize cyber insurance, managed SOC services,
2 recurring issues causing 80% of the risk. or shared responsibility cloud models.
] Automate routine patching and asset inventory.
:
O
® | — e e e e s e e e ——
o
E
2 Modernize y Accept
g Consolidate tools and retire legacy systems Acknowledge the risk, document it with clear
~ over time to reduce overall complexity. ownership, and set regular review intervals. Do
not waste critical resources here,
S
3
>
Ko Cost / Effort to Remediate lfls
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Executive Risk Ledger

Architectural Transformation

Embedded DevOps

§ f )
N N

Source Build Test Deploy Production

Shift from post-launch audits to
automated validation.

Prevent vulnerabilities from ever entering production
by defining compliance as code within the
Cl/CD pipeline.

19/06/26 source: ISACA
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Zero Trust Architecture

Shift from network perimeter trust to
continuous evaluation.

Treat access as something continuously revalidated,
exposing hidden vulnerabilities and shrinking attack
paths.

https://cyberyog.com/blog/



Executive Risk Ledger

The Culture Shift

Old Paradigm: IT Glitch

Security is an isolated project.
Success is measured by speed of
iInnovation.

Debt is tracked on spreadsheets by
mid-level managers.

Check-the-box compliance.

19/06/26 source: ISACA

New Paradigm:
Shared Business Liability

« Security is a shared fiduciary

responsibility.

» Success is measured by sustainable

resilience and trust.

* Debt is quantified (via SDI) and reviewed
on the Board's Risk Register.

* Operational compliance enforced through

14

continuous Zero Trust and Al automation.
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The Executive Risk Ledger

The Future Ledger:
Measuring the Unseen

- .

e The Al Paradox: Al will act as the ultimate discovery tool for
unpatched systems, but without governance, it will create the largest
blind spots in corporate history.

e Regulatory Mandates: New SEC disclosure rules and global frameworks force Boards to
evaluate cyber risk with the exact same rigor as financial performance.

e The Bottom Line: Security debt will always exist. The organizations that thrive will not be
those that try to eliminate it, but those with the visibility to intentionally manage it.

Sustainable resilience requires measuring the unseen.
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