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Key takeaways 

➔​ SPI 360 transforms cybersecurity into a business enabler—quantifying security’s 
impact on revenue, operations, and strategic growth. 

➔​ Traditional security metrics overlook human and organizational factors, leading to 
misaligned strategies and wasted investments. 

➔​ SPI 360 aligns with existing frameworks while adding business intelligence, helping 
CISOs communicate value in board-level terms. 

➔​ Continuous monitoring and AI-driven governance replace static assessments, 
enabling security leaders to demonstrate 6-7 figure ROI. 
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Introduction 
 
Cybersecurity is often seen as a cost 
center—an expensive necessity for reducing 
risk and maintaining compliance. Security 
leaders know their work is critical, but proving 
its value to executives and the board is a 
constant struggle. 

CISOs are asked to justify security 
investments, show ROI, and explain how 
cybersecurity supports business goals. Yet, 
most organizations rely on spreadsheets, 
generic BI tools, or complex GRC platforms, 
none of which clearly link security 
performance to financial impact. When those 
fail, companies turn to expensive consultants 
for one-time assessments that provide little 
ongoing value. 

The result? Security investments lack clear 
business justification. Executives struggle to 
see how cybersecurity supports revenue 
protection, cost efficiency, or competitive 
advantage. Risk assessments remain 
subjective, making it difficult to benchmark 
progress or measure tangible improvements. 
And when CISOs present to the board, they 
often rely on technical metrics that fail to 
connect with business leaders. 

Without a structured way to measure 
security’s impact, companies risk 
overspending on low-value initiatives while 
missing opportunities to strengthen 
operations and growth. Security leaders need 
a better way to track performance, quantify 
risk, and align security investments with 
business objectives. 

Right now, executives are struggling with 
these exact challenges. 
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Making Security Strategy Measurable and Actionable 
 

Security leaders don’t need another dashboard. They don’t need more reports that highlight problems without 
clear solutions. What they need is a way to connect security investments to business impact—without adding 
complexity or reinventing the wheel. 

That’s where Strategic Performance Intelligence (SPI) 360 comes in. 

What does this get me? How will I use it? 
SPI 360 helps CISOs and business leaders answer the most important security questions in terms executives 
understand: 

●​ Are our security initiatives delivering measurable business impact, or are they just checking compliance 
boxes? 

●​ Where are we falling behind on execution, and how do we ensure accountability for security outcomes? 
●​ How do we prioritize security spending for the biggest financial and operational impact? 

Instead of just measuring security maturity, SPI 360 translates those insights into decisions that drive business 
performance. It helps organizations quantify security’s impact on revenue, efficiency, and risk reduction—so 
CISOs can confidently make the case for smarter security investments. 

How does this fit into what organizations already use? 
We get it—no one wants yet another framework. SPI 360 won’t replace NIST CSF, ISO 27001, or your existing 
GRC models. Instead, it maps to them, enhancing what you already use by adding a business-layer analysis. 

SPI 360 doesn’t just tell you where your gaps are—it tells you what to do about them and what that means for 
your bottom line. 

This isn’t about compliance checkboxes. It’s about turning security into a business enabler. 
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The Business Problem: Security Without Strategy = 
Wasted Investment  
 
Cybersecurity spending is at an all-time high, yet executives still struggle to measure its business impact. 
Investments in cutting-edge security tools, monitoring platforms, and automation continue to grow, but the 
disconnect between strategy and execution remains a persistent challenge. Despite having extensive security 
data at their fingertips, leaders lack a clear way to track progress, ensure accountability, and align security with 
broader business goals. 

Part of the problem is an overreliance on technology-centric metrics that don’t tell the whole story. Security 
teams analyze endless log files and system alerts, but this data only captures the technical side of risk. It 
misses the human and organizational factors that determine whether security strategies succeed or 
fail—things like stakeholder buy-in, leadership alignment, and operational efficiency. 

This is the Rubin Vase Illusion in action. If you focus only on the 
"figure"—the security tools and technical controls—you miss the 
"background" variables that shape the real outcomes. Depending 
on how you look at the image, you see either a vase or two faces in 
profile. Similarly, cybersecurity leaders often see only the 
technology stack, overlooking the human, strategic, and financial 
dimensions of security performance.1 

But technology is just an implementation detail—of what? It’s the 
output of decisions, investments, and leadership priorities. Without 
a way to measure how well those decisions translate into execution, 
organizations risk falling into a cycle of reactive spending, 
misaligned strategies, and overlooked inefficiencies. 

The missing piece is visibility into how security programs actually operate in practice. Are security initiatives 
being adopted as intended? Are teams equipped to execute? Are investments driving meaningful change, or 
are they just checking compliance boxes? These are the real questions security leaders must answer to bridge 
the gap between strategy and execution. 

Without this level of insight, security remains a cost—rather than a business enabler. 

 

 

 

1 Article: How Ghost Scenarios Haunt Execution, MIT Management Review, Winter 2024 Issue 
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Introducing SPI 360: A Smarter Approach to Security 
Strategy 
 
For years, cybersecurity leaders have relied on the People, Process, and Technology (PPT) framework to guide 
security programs. But PPT is too narrow for today’s challenges. It focuses on security operations while missing 
the bigger picture—how security impacts business performance, financial outcomes, and strategic execution. 

A smarter approach is needed—one that bridges the gap between security strategy and execution by ensuring 
accountability, alignment, and actionability. That’s why SPI 360 was created. 

 

 

 

 

 

 

 

 

 

 

 

Inspired by Proven Business Frameworks, Built on Real-World Experience 
SPI 360 draws from McKinsey’s 7S Framework and the Balanced Scorecard, both of which have helped Fortune 
500 companies turn strategy into execution. These models emphasize that success isn’t just about having the 
right tools—it’s about alignment, measurement, and impact. 

This approach is grounded in over two decades of hands-on experience leading transformational IAM programs 
across telecommunications, financial services, high tech, and state government. After working with Fortune 500 
executives and public sector leaders, one truth became clear: Technology alone doesn’t drive security 
outcomes—strategy, governance, and execution do. 
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The SPI 360 Framework: Driving Measurable Security Performance 
At its core, SPI 360 is a data-driven framework that turns security from an operational function into a business 
enabler. It provides actionable intelligence, aligns with existing frameworks, and delivers board-ready insights. 
The framework is built on four key pillars: 

 

➔​ Strategy – Ensures security initiatives align with business objectives, risk appetite, and financial goals. 
 

➔​ Governance – Establishes accountability, tracks execution, and quantifies security’s impact. 
 

➔​ People & Culture – Recognizes that leadership, buy-in, and operational execution are as important as 
technology. 

 
➔​ Technology – Serves as the enabler, not the driver—applied in a way that delivers measurable business 

impact. 
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Key Principles of SPI 360 
 

➔​ Actionability Over Insights – Every data point must drive a decision, not just add to a report. 

➔​ Alignment with Industry Frameworks – SPI 360 will align to NIST CSF 2.0, ADKAR, and 7S, ensuring it 
fits into what organizations already use. 

➔​ Board-Ready Reporting – SPI 360 translates security performance into financial impact, risk 
reduction, and strategic value—helping CISOs communicate in the language of business leaders. 

 

Why SPI 360 Matters 
Security leaders don’t need more data—they need better decisions, clear accountability, and measurable 
business value. By ensuring alignment, execution, and impact, SPI 360 enables security teams to prove and 
improve their strategic value. 
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From Static Assessments to Actionable Intelligence  
 

Most security assessments follow a predictable pattern. A consulting firm is brought in, stakeholders are 
interviewed, risks are analyzed, and after 90 days, the organization receives a detailed, well-researched 
report—often 50+ pages long. It’s presented in a meeting, a few action items are discussed, and then… it 
collects dust. The report’s shelf life barely lasts longer than a carton of eggs. 

The problem isn’t the analysis—it’s the lack of execution. Traditional consulting engagements focus on 
observations and recommendations –even installing a few light bulbs– but stop short of ensuring accountability, 
tracking progress, or measuring impact. Without a structured way to operationalize findings, security teams are 
left in the same position they started in: knowing what needs to be fixed but without the mechanisms to drive 
change. 

SPI 360 was built to solve this problem. Instead of a static report, it provides an ongoing framework for 
accountability, consistency, and alignment. 

Why SPI 360 Delivers More Than a Report 
SPI 360 is designed to bridge the gap between assessment and execution. It doesn’t just highlight gaps—it 
ensures they’re addressed in a structured, measurable way. It does this by: 

 

➔​ Ensuring Accountability – Every insight ties back to ownership and execution, so nothing gets lost in 
translation.​
 

➔​ Providing Consistency – A repeatable framework keeps security programs from drifting into reactive 
mode.​
 

➔​ Aligning Security with Business Goals – SPI 360 connects security maturity with financial and 
operational impact to drive real change.​
 

➔​ Illuminating a Path to Impact – Instead of vague recommendations, SPI 360 provides a clear roadmap 
for measurable progress. 

 

Security leaders don’t need another static assessment—they need a system that turns recommendations into 
results. SPI 360 makes sure security investments don’t just look good on paper but actually deliver lasting 
business impact. 
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Why CSF 2.0 Alone Isn’t Enough 
While NIST CSF provides a valuable framework for assessing security maturity, it lacks the tools needed to track 
progress, ensure accountability, and measure business impact. 

●​ Limited Focus on Execution – CSF outlines best practices but doesn’t provide a system for continuous 
tracking or ensuring follow-through. 

●​ Technology-Centric Approach – Even with CSF 2.0, the framework prioritizes technical controls over 
human, organizational, and strategic factors. 

●​ Not Designed for Business Alignment – CSF helps with compliance but doesn’t connect security 
maturity to financial performance or risk-adjusted decision-making. 

Even industry leaders with top-tier security investments can suffer catastrophic breaches without strong 
governance and oversight. 

●​ The Capital One breach exposed a critical gap—a single misconfigured firewall, compounded by poor 
management oversight, led to one of the largest financial breaches in history. 

●​ NIST CSF alone couldn’t prevent this failure—while technical controls were in place, governance and 
accountability were lacking. 

●​ Executives need strategic insight, not just security tools—ensuring security investments are aligned 
with operational execution and risk management is essential. 

SPI 360 bridges these gaps, acting as a business intelligence layer that enhances CSF by tracking progress, 
measuring value, and linking security to business outcomes. 

Balancing Security with Organizational Performance 
To bridge these gaps, SPI 360 incorporates proven change management and business strategy models such 
as: 

●​ ADKAR (Awareness, Desire, Knowledge, Ability, Reinforcement): Ensures security changes are 
successfully implemented and sustained across teams. 

●​ Stakeholder Management: Aligns security initiatives with executive priorities and cross-functional 
objectives. 

●​ Balanced Scorecard Methodology: Connects security performance to business impact by tracking 
strategic, operational, and financial metrics. 

By integrating these frameworks, SPI 360 ensures security is managed not just as a technical function, but as a 
business driver—strategy, governance, people, and technology. 

No single framework is perfect. But by taking a holistic approach, organizations can close the 
strategy-to-execution gap and achieve more meaningful, measurable security outcomes. 
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Board-Ready Reporting: Translating Security Into 
Business Impact 
 

For years, security leaders have relied on 5x5 risk matrices to communicate cybersecurity posture to executives 
and boards. While these visuals help categorize risk, they oversimplify complex security challenges, even when 
broken into operational, strategic, and human resource sub categories. Increasingly, boards want more than 
static risk assessments—they want to understand how security investments optimize revenue, reduce friction, 
and support business growth. 

At the same time, AI-driven transformation is reshaping governance expectations. Traditional governance 
models—built around periodic audits and compliance checks—are no longer enough in a world where cyber 
threats evolve daily. Security governance must evolve as well, shifting toward: 

●​ Continuous Monitoring: Real-time risk tracking and compliance validation. 

●​ Adaptive Controls: Security that dynamically adjusts based on emerging threats. 

●​ Automated Governance: AI-driven enforcement of policies and risk management. 

Just as security controls must become adaptive and automated, so too must board-level visibility, engagement, 
and reporting. Cybersecurity governance is at a crossroads. Organizations must prepare for a future where 
governance, powered by AI agents, is deeply embedded in business resilience strategies. 

The Shift to AI-Driven Security Governance 
A recent study found that 98% of executives plan to increase AI investments by 20252, recognizing its potential 
to drive efficiency and business value. Yet, while 73% of companies are investing in AI transformation, only 31% 
are realizing meaningful ROI3. The problem isn’t AI itself—it’s the lack of structured intelligence to track and 
measure business value. 

That’s where SPI 360 changes the odds. By automating data collection, analysis, and reporting, SPI 360 
eliminates the need for security teams to spend hours in Excel crunching numbers. Instead, it allows CISOs to 
lead with strategy first, engaging the board in their language—one rooted in financial impact, risk-adjusted 
decisions, and measurable outcomes. 

 

3 Article: Enterprises willing to spend up to $250 million on gen AI, but ROI remains elusive, CIO.com 

2 Report: 2025 AI and data leadership – Executive benchmark survey leadership, transformation, and innovation 
in an AI future, DataIQ.global 
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The Business Value: Cost-Benefit Analysis with 6-7 
Figure Impact 
 

Cybersecurity isn’t always treated as an exercise in economics, but it could be. When security leaders have the 
right data and tools, managing the business of cybersecurity becomes easier. In 2025 and beyond, we will live 
through more uncertainty than at any point in our lifetimes.  

Static, one-time assessments are no longer the norm. Organizations need tools that continuously model 
financial impact, providing clear cost-benefit analysis, options analysis, and decision support. This is where SPI 
360 changes the game. 

Unlocking Executive Time and Business Value with SPI 360 
CISOs and CIOs are drowning in manual processes—conducting security maturity assessments, gathering 
data across siloed teams, and preparing board reports. Instead of focusing on strategy and leadership, they’re 
stuck in data collection, number crunching, and reporting cycles. 

For example, a five-person executive team spends nearly 1,000 hours annually on meetings, data collection, 
and board reporting for cybersecurity—costing organizations hundreds of thousands of dollars. 

With Identient’s SPI 360, number crunching and manual reporting are reduced 75-85% freeing up CISOs and 
CIOs to focus on strategic leadership, risk mitigation, and business alignment. 

 

Metric Year 1 

Total Executives Supported 5 

Executive Hours in Manual Work (Annualized) 1000 

Approximate Hourly Burdened Costs $529.00 

Total Costs of Manual Work $529,000 

Estimated Time Reduction with Identient 85% 

Hours Recovered with Identient 850 
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The Business Impact 
●​ 750+ executive hours recovered annually, allowing leadership to focus on high-value initiatives. 

●​  $396K+ in cost savings, optimizing executive time for strategic decisions. 

●​  CISOs & CIOs spend more time on leadership, risk management, and business enablement. 

With SPI 360, security leaders move from time-consuming data management to proactive, high-impact strategy. 

How SPI 360 Drives ROI 
SPI 360 delivers a 6-7 figure impact on a company’s P&L by cutting costs, reducing risks, and creating new 
business opportunities. The key ROI drivers include: 

●​ Reduced Tech Debt: Optimizing security investments and eliminating redundant tools. 

●​ Revenue Protection: Reducing breaches, preventing fraud, and securing customer trust. 

●​ Cost Efficiency: Streamlining operations, automating governance, and minimizing manual work. 

●​ Strategic Growth: Aligning cybersecurity with business expansion and digital transformation. 

The ROI Potential for SPI 360 
In midsize to large organizations (greater than $100M in annual revenue), the typical breakdown of ROI looks 
something like the pie chart on the right. 
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Cost savings from automation (37.5%)—Reducing manual 
security processes, audits, and compliance reporting leads to 
significant operational cost reductions. 

Fraud prevention savings (27.1%)—Improved governance and 
proactive risk management reduce losses from fraud, insider 
threats, and identity misuse. 

Revenue acceleration (22.9%)—Stronger security and identity 
programs remove friction, speeding up digital transformation and 
improving customer retention. 

Other operational efficiencies (12.5%)—Eliminating redundant 
security tools, optimizing vendor contracts, and streamlining 
security workflows drive additional savings. 

By automating data collection, reporting, and governance, SPI 
360 unlocks 6-7 figure cost savings while ensuring security 
investments deliver measurable business impact. Organizations 
that implement SPI 360 shift from reactive security spending to 
proactive financial and operational optimization. 

Conclusion 
 

SPI 360 unlocks a new era of cybersecurity performance, 
delivering hard ROI alongside critical benefits like risk reduction, 
operational efficiency, and stronger executive decision-making. 

For organizations to realize these benefits, they must move 
beyond static assessments and embrace a continuous, 
intelligence-driven approach to security governance. By tracking 
progress, ensuring accountability, and linking cybersecurity to 
business performance, SPI 360 empowers security leaders to turn 
strategy into execution. 

Building a strong business case for SPI 360 is the first step toward 
sustainable, measurable security improvements that drive both 
resilience and business growth. 
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Contact Us 
 

Contact us today to learn how you can transform your security strategy into a measurable business advantage 
with SPI 360. 

Visit www.Identient.AI for a demo or to test drive the Identient Strategic Performance Intelligence 360 platform. 

About Identient 

Identient accelerates breakthroughs for cybersecurity and risk management 
by deploying AI-driven Strategic Performance Intelligence (SPI 360). 
Identient enables organizations to optimize security investments, reduce 
cyber risk, and improve board-level visibility—freeing security leaders from 
reactive firefighting and low-value reporting. By delivering continuous, 
data-driven insights, Identient helps CISOs and their teams shift from 
compliance-driven operations to strategic, high-impact security leadership. 
Improve the lives of cybersecurity teams everywhere, and give them the 
intelligence and confidence to lead with Identient.  

Follow Identient on LinkedIn and BlueSky to stay connected. 
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https://www.linkedin.com/company/identient/
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