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One of the most common questions leadership teams ask during security 
discussions is also one of the hardest to answer: Are we doing enough? 

Helping organizations define  
what “good” security looks like

From Visibility  
to Confidence
Most organizations already have:

•	 multiple security tools
•	 monitoring in place
•	 compliance activity underway
•	 external providers supporting delivery

Visibility has improved. Reporting is more frequent. 
And yet, confidence often hasn’t kept pace. Because 
the real challenge is not visibility, it’s the absence 
of a clear, shared understanding of what “good” 
actually looks like.

From direction to definition
In Series 2, we introduced the Program Direction 
Framework - helping organizations move beyond 
tooling and focus on four core questions:

•	 Do we have clear direction?
•	 Do we understand our coverage?
•	 Is accountability established?
•	 Are we operationally ready if  

something happens?

These questions provide structure. But they create 
a natural next challenge:

How good is “good enough” across each of these 
areas?

Without answering that, organizations continue to 
operate in ambiguity - with activity increasing, but 
confidence remaining uneven.

Why “good” is difficult  
to define
Security maturity is rarely measured in absolute 
terms.

•	 Frameworks provide structure
•	 Standards provide guidance
•	 Benchmarks provide comparison

But none of these answer the leadership question 
directly: “Are we appropriately protected for the 
risks we face?”The answer depends on context, 
including:

•	 business priorities
•	 operational dependency on technology
•	 regulatory expectations
•	 supply chain exposure
•	 customer trust requirements

Without this context, organizations often fall into 
one of two traps:

•	 Over-engineering security beyond what is 
necessary

•	 Under-protecting critical areas that actually 
matter

Defining “good” requires connecting security to 
how the business actually operates - not just how 
frameworks are structured. Helping leadership 
teams understand how these elements shape 
security expectations is one of the most valuable 
contributions a vCISO can make early in an 
engagement.
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The limits of framework- 
led confidence
Frameworks are essential. They provide consistency, 
structure, and a common language. But frameworks 
alone do not create confidence. 

In many organizations, alignment to a framework 
becomes a proxy for success - even when it does 
not fully reflect real-world protection.

This is one of the drivers behind growing board-
level uncertainty around cybersecurity investment 
effectiveness. Frameworks support decision-making 
- but they do not replace it.

Defining “good” through 
the Program Direction 
Framework
Effective vCISOs extend the Program Direction 
Framework by helping organizations define  
what “good” looks like across each dimension:

1. Direction
What are we actually trying to achieve -  
and how does that align with business priorities?

2. Coverage
Are the areas that matter most meaningfully 
protected - not just visible?

3. Accountability
Is it clear who owns protection, response,  
and decision-making?

4. Operational readiness
If something happens, are we prepared to  
respond effectively - not just detect it?

This turns the framework from a diagnostic tool  
into a decision tool. It allows leadership teams to 
move from abstract discussions to clear,  
situational expectations.

Frameworks create 
structure - but not certainty 
Alignment to a framework can support 
consistency and decision-making, but 
it should never be mistaken for proof 
of real-world protection or investment 
effectiveness.
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Establishing a realistic and 
achievable baseline
One of the risks organizations face when discussing 
maturity is setting the wrong benchmark for 
expectations.

Too low — and it fails to reduce real risk.
Too high — and it becomes unsustainable.

Effective fractional leadership focuses on 
establishing a baseline for expectations that is:

•	 relevant to the organization’s operating 
environment

•	 aligned with leadership priorities
•	 practical to maintain
•	 capable of improving over time

This baseline becomes the foundation for 
structured progress - rather than reactive  
or fragmented change.

Moving from maturity scores 
to coverage clarity 
Leadership teams rarely need detailed technical 
maturity scoring. What they need is clarity.

Specifically:

•	 which critical areas are already covered
•	 where dependencies exist across teams  

and providers
•	 where visibility does not yet translate  

into response capability
•	 how improvements will strengthen  

resilience over time

When maturity is translated into coverage and 
readiness, conversations become easier to engage 
with - and progress becomes easier to understand.

Aligning protection with 
what actually matters
Security programs are most effective when they 
reflect the business they protect. This means 
aligning investment and effort with:

•	 critical systems and services
•	 revenue-driving operations
•	 regulatory exposure
•	 customer commitments
•	 operational continuity expectations

This ensures that security improvements are not 
just increasing capability - but strengthening 
outcomes that matter.

Why defining “good” 
changes everything 
Once organizations clearly understand what “good” 
looks like in their context:

•	 priorities become easier to explain
•	 trade-offs become easier to make
•	 responsibilities become easier to assign
•	 progress becomes easier to measure

Most importantly, security begins to feel 
intentional rather than reactive.

This is where the confidence gap starts to close. 
Not because more is being done - but because what 
is being done is clearly aligned, understood, and 
purposeful.
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What this series  
will explore next?

Once organizations understand what “good” looks like,  
a new challenge emerges:

How do we communicate that clearly to leadership? Not through technical metrics.  
Not through framework scores. But in a way that reflects coverage, readiness, and progress.

The next episode explores how experienced vCISOs help organizations 
explain security posture in a way boards and executive teams can  
understand - and trust - with confidence.



Protecting what matters 
shouldn’t be complicated.


