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FRONT MATTER

Executive Summary

The case in one page. The operating model in the pages that follow.

Every cybersecurity assessment produces a snapshot — a statement of what was true on the day
it was conducted. The business does not pause while that snapshot is reviewed. Staff change
roles, vendors are added, cloud services go live, vulnerabilities emerge, and regulations are

updated, often within days of the assessment closing.

Executives are left governing from a report that begins ageing the moment it is issued. The
answer is not a faster audit or a more elaborate dashboard. It is an operating model that keeps
governance, risk, controls, and evidence connected between assessments — so leadership

always knows what changed, who owns it, and what decision is required.

This paper introduces that model: five connected layers that turn point-in-time compliance into
continuously decision-ready governance. It does not argue that annual audits or independent
certifications should be retired. It argues that they should be supported by something that runs

in between them.

(]

Annual compliance confirms what was true. Continuous governance shows

what is true now.

What this paper covers

(o)
e Why the gap between assessments creates real 45 A)
business risk.

of even the most cyber-resilient organizations

¢ The five-layer Valtrenix operating model that closes report their board has a clearly defined role
it. overseeing cybersecurity — World Economic

. . . Forum, Global Cybersecurity Outlook 2026.
e A 90-day path to start — without replacing your audit

function.
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SECTION 00 - THE CASE FOR CHANGE

The Assessment Ends. The Environment Keeps
Changing.

In the weeks after an assessment closes, an organization does not stand still. Every item below is ordinary
business activity — and every one of them can move a control from effective to unproven without

anyone deciding it should.
o Employees join, leave, and change roles o Vendors are added

Cloud services are introduced Systems are patched or reconfigured

New vulnerabilities emerge Regulations are updated

Evidence becomes stale Exceptions remain open

Business priorities shift

e Stop treating compliance as an annual project

e Connect governance data to ownership and action

e Use periodic assurance to validate a continuous system

55% of cybersecurity teams report being understaffed — leaving little spare capacity to track this drift manually. — ISACA, State of
Cybersecurity 2025
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SECTION 00 - THE MODEL AT A GLANCE

The Model in Five Connected Layers

Continuous Cybersecurity Governance Model connects five layers into a single operating loop
— not five separate initiatives.

Govern Understand Control Monitor Assure

Authority, Obligations, threats, Design, assign, Evaluate evidence, Validate
accountability, assets, changes, implement, conditions, effectiveness,
scope, decision risks document exceptions report, improve

rights

(_5 The loop closes back to Govern. Findings from Assure feed the next round of Govern decisions —
continuous improvement, not a one-way pipeline.

Shorthand: Govern - Understand - Control - Monitor - Assure = Improve

Source: Valtrenix conceptual model.
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The Compliance
Time Gap

What changes between two annual assessments?
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01 - THE COMPLIANCE TIME GAP

One Organization, Two Clocks

Every organization runs on two clocks at once. Governance moves in scheduled intervals. Operations
move continuously. The distance between them is the compliance time gap.

GOVERNANCE CLOCK — SCHEDULED

O O O o—

Annual Remediation Quarterly Next Annual
Assessment Plan Reporting Assessment

VISIBILITY GAP

The formal compliance view holds steady here — while the environment underneath it keeps moving.

OPERATIONAL CLOCK — CONTINUOUS

Daily user Weekly config Continuous Monthly vendor New systems & Regulatory Emerging
changes changes threats changes projects updates vulnerabilities

(]

The operating environment changes continuously. The formal compliance

view often changes only when someone reassesses it.

01 - THE COMPLIANCE TIME GAP
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01 - THE COMPLIANCE TIME GAP

A Governance Drift Scenario

Assessment completed

Critical administrator leaves the organization

New cloud application introduced

Vendor contract renewed without updated security review

Vulnerability remains unresolved

Evidence still shows the previous compliant condition

Management dashboard remains green

Audit discovers accumulated exceptions

VALTRENIX.COM 01 - THE COMPLIANCE TIME GAP 08



01 - THE COMPLIANCE TIME GAP

The Cost of Delayed Visibility

Delayed visibility does not only create audit risk. It creates false assurance, inconsistent decisions, and

cost that compounds the longer it goes unnoticed.

WHAT LEADERSHIP SEES

A green compliance dashboard

“Fully remediated” status

A clean audit history

A stable-looking risk register

The compounding consequences

@ False assurance

@ Repeated evidence requests

@ Weak executive reporting

WHAT ACTUALLY EXISTS

Open exceptions accumulating unseen

Remediation stalled behind ownership gaps

Evidence quietly past its review date

Residual risk drifting past appetite

@ Late remediation

@ Higher audit-prep cost

@ Regulatory exposure

01 - THE COMPLIANCE TIME GAP

Unclear ownership

Inconsistent risk acceptance
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® SECTION 02

Why Traditional
Governance Falls Behind

The issue is not the audit. It is everything that happens between audlits.
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02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND

Where Governance Information Actually Lives

Each source below is useful on its own. None of them, by itself, produces an integrated governance
position — and most organizations have never connected them.

Spreadsheets Email Ticketing Systems Policy Repositories

Vulnerability SIEM
Scanners
Vendor Portals HR Systems
Cloud Platforms Risk Registers Audit Reports Meeting Minutes

VALTRENIX.COM 02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND
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02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND

The Five Structural Gaps

Most governance failures trace back to one of five specific, nameable gaps — not a general lack of effort.

Time Gap

The delay between environmental change and governance reassessment.

Symptom: Dashboard reflects last quarter, not this week.

Ownership Gap

Controls and risks exist without active, accountable owners.

Symptom: “Who owns this?” has no clean answer.

Evidence Gap

Evidence is collected for audits but not maintained as a living record.

Symptom: Proof exists once; the control runs every day.

Decision Gap

Dashboards report status without defining required management action.

Symptom: A red flag with no owner and no deadline.

Assurance Gap

Compliance ratings are accepted without testing control effectiveness.

Symptom: “Documented” is treated as “working.”

02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND
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02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND

Compliance Is Not Control Effectiveness

A documented policy and a working control are two different things. The control-assurance ladder makes

the distinction explicit — and shows where most organizations stop looking too soon.

1. Documented Requirement

2. Control Design

3. Control Implementation

4. Control Operation

5. Control Effectiveness

6. Compliance Conclusion

7. Residual Risk

«
“Policy exists” and “control works” are two different questions — and only
one of them protects you.

ISO/IEC 27001:2022 formalizes this same distinction through its continual-improvement clause: documented conformity and

operating effectiveness are assessed separately, not assumed from one another.

02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND
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02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND

Evidence Has a Shelf Life

Evidence collected once cannot demonstrate a control that must operate every day. Aging periods should
be set by control nature and risk — not a single universal rule.

Approaching

Current !
Review

Evidence-aging model — illustrative scale; actual thresholds are risk- and control-specific.

What a maintained evidence record tracks

Source Owner Collection Date

Period Covered Authenticity Completeness
Relevance Approval Expiration / Review Date
Link to Control Link to Risk Validation Status

VALTRENIX.COM 02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND 14



02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND

Governance Maturity

Maturity runs from reactive to adaptive. Most organizations sit lower on this scale than they assume —

and knowing exactly where is the starting point for everything that follows.

Reactive Periodic Managed Continuous

Adaptive

Evidence is gathered Assessments and Owners, workflows, Selected controls and
when an audit begins. reporting occur at and remediation are risks are monitored by

Priorities shift
dynamically with risk,
incidents, and
regulatory change.

fixed intervals. formally assigned. frequency and trigger.

Diagnostic: where does your organization sit today?

e Does evidence get produced only when an audit is announced, or is it maintained continuously?
e Are control owners named individuals, or a shared inbox?

e Does a status change trigger an automatic action, or wait for the next review cycle?

IIA Three Lines Model (2020) provides the external anchor for the ownership and assurance structure referenced at the “Managed”
stage.

02 - WHY TRADITIONAL GOVERNANCE FALLS BEHIND 15
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® SECTION 03

The Continuous Cybersecurity
Governance Model

Connect accountability, risk, controls, evidence, monitoring, and decisions.
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03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL

The Governance Loop

Continuous governance is a closed loop, not a linear project. Twelve steps repeat — each cycle informed
by the last.

Understand Identify Define & map Assign
obligations risks controls accountability

Collect & validate Monitor Detect exceptions Trigger remediation
evidence conditions & changes & escalation

Report management Reassess Obtain independent Improve
decisions residual risk assurance

U Step 12 closes back to Step 1 — improvement feeds the next understanding of obligations.

(]

Governance is not a phase that ends. It is a loop that runs.

NIST CSF 2.0's six-function, Govern-anchored structure reflects the same closed-loop principle in a globally recognized framework — this
is not a Valtrenix invention.

03 - THE CONTINUOUS GOVERNANCE MODEL 17



03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL
Layer 1 — Governance and Accountability

Continuous governance fails without named, accountable owners at every level — before any tooling or
monitoring is discussed.

Board Sets risk appetite; approves strategy A
Executive Sponsor Owns program funding and priority A/R
Cybersecurity Committee Reviews status; escalates decisions R
Control Owner Operates and evidences the control R
Risk Owner Owns treatment and acceptance decisions R/A
Evidence Provider Supplies and maintains control evidence R
GRC Function Maintains the governance system of record C
Internal Audit Provides independent assurance I/C
q"

Compliance status without ownership is information without governance.

IIA Three Lines Model (2020): first- and second-line roles sit within management; internal audit provides independent third-line

assurance to the board.

03 - THE CONTINUOUS GOVERNANCE MODEL 18



03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL

Layer 2 — Risk and Regulatory Intelligence

Regulatory awareness must be continuously maintained, not refreshed only at assessment time. Every

obligation should trace cleanly to a decision.

Obligation Control Evidence Finding Action ] Decision

Frameworks referenced by this model

e Saudi NCA Essential Cybersecurity Controls and SAMA Cyber Security Framework — both use periodic maturity
assessment mechanisms this model is designed to complement

¢ Saudi PDPL (enforced by SDAIA), ISO/IEC 27001, NIST CSF 2.0, PCI DSS, SOC 2 — applicability always depends on
jurisdiction, sector, and contract

A regulatory obligation that isn't monitored

_ . L for change is a compliance gap waiting to
confirmed-violation decisions issued by SDAIA's

enforcement committees across 2025-2026 — evidence happen.
that Saudi data-protection obligations are actively
enforced, not theoretical.

Applicability of any named framework depends on the organization, jurisdiction, contractual obligations, risk profile, and regulatory
interpretation — this model does not substitute for legal or regulatory advice.

03 - THE CONTINUOUS GOVERNANCE MODEL
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03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL

Layer 3 — Control and Evidence Management

Controls need living records, not point-in-time documentation. A control without a maintained record is a

control nobody can prove is working.

Control ID

Objective

Owner

Evidence Requirement

Review Frequency

Status

AC-014

Restrict privileged access to production systems

Head of Infrastructure

Quarterly privileged-access review, signed off

Quarterly, or on role change

Effective — last validated this quarter

lllustrative control record — not drawn from a specific client engagement.

A complete control library also tracks:

Control mappings across overlapping frameworks

Open exceptions and their approved compensating measures

Corrective actions and target closure dates

Residual-risk statements tied to each control gap

03 - THE CONTINUOUS GOVERNANCE MODEL 20



03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL

Layer 4 — Continuous Monitoring and Workflow

Continuous governance does not mean monitoring every control every second. It means matching
monitoring method and frequency to risk.

Continuous technical

Fires on a defined trigger Runs on a fixed calendar L .
Periodic owner sign-off

event interval telemetry

Typical monitoring triggers

Privileged access created Employee termination Critical vulnerability detected
Configuration changed Vendor added Contract renewed

New cloud service introduced Security incident reported Policy review overdue

Evidence expired Risk threshold exceeded Regulatory requirement changed

(]

The objective is not to monitor everything continuously. It is to monitor the

right conditions at the right frequency.

03 - THE CONTINUOUS GOVERNANCE MODEL 21



03 - THE CONTINUOUS CYBERSECURITY GOVERNANCE MODEL

Layer 5 — Assurance and Decision-Making

Continuous monitoring feeds assurance. It does not replace it. Automated evidence still requires

professional judgment and independent review.

Executive Risk Acceptance

Independent Assurance — Internal Audit, External Audit & Certification

Management Attestation

Continuous Control Monitoring

Control Design Assessment

"
Independent assurance remains essential; continuous governance makes it

timelier and evidence-based.

03 - THE CONTINUOUS GOVERNANCE MODEL 22
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Evidence, Measurement
and Assurance

A dashboard is only as reliable as the evidence and decisions behind it.
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04 - EVIDENCE, MEASUREMENT AND ASSURANCE

The Cybersecurity Governance Scorecard

A defensible scorecard defines every metric precisely and never blends unlike categories — unknown,
not-assessed, and non-compliant are three different conditions.

n / total % % %

Applicable Controls Compliance Score Effectiveness Score Assessment Coverage
count count avg. days count

Overdue Evidence Open Critical Findings Remediation Aging Risks Above Appetite

lllustrative governance scorecard — shown to define the metrics, not to state real figures.

Status logic — five distinct states, never combined

Partially Effective Not Assessed Not Applicable

VALTRENIX.COM 04 - EVIDENCE, MEASUREMENT AND ASSURANCE 24



04 - EVIDENCE, MEASUREMENT AND ASSURANCE

Assurance Quality Criteria

Before trusting any governance report — including this model's own scorecard — apply this four-part
test.

Is it current?

Is it complete?

Is it independently validated where required?

Does it lead to an accountable decision?

Evidence confidence model

High Confidence Moderate Confidence Low Confidence Unverified

This score is a structured judgment aid, not a scientific measurement, unless a validated statistical method underlies it.

VALTRENIX.COM 04 - EVIDENCE, MEASUREMENT AND ASSURANCE 25
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What Continuous

Governance Changes

The objective is not more reporting. It is earlier and better decisions.

26

VALTRENIX.COM



05 - WHAT CONTINUOUS GOVERNANCE CHANGES

Before and After

Every dimension of governance changes — not just the technology underneath it.

Assessment Frequency

Evidence Collection

Control Ownership

Risk Visibility

Regulatory Mapping

Remediation

Escalation

Management Reporting

Audit Readiness

Exception Management

Independent Assurance

Traditional Approach

Annual / point-in-time

For the audit

Implied

Refreshed at review

Static

Tracked in spreadsheets

Ad hoc

Quarterly summary

A pre-audit scramble

Informal

The only checkpoint

Continuous Governance

Continuous, risk-based

Maintained as a living record

Named and accountable

Updated as conditions change

Monitored for change

Workflow-driven with owners

Threshold-triggered

Always decision-ready

A standing condition

Logged, owned, time-bound

Validates a continuous system

05 - WHAT CONTINUOUS GOVERNANCE CHANGES 27



05 - WHAT CONTINUOUS GOVERNANCE CHANGES

The Operating Impact

This is an operating-model change distributed across the organization — not a new report for the CISO to
produce alone.

Stakeholder New Responsibility

Board Reviews a live risk position, not a quarterly summary
Executive Management Owns escalation thresholds and resourcing decisions

CIsO Directs monitoring priorities by risk, not by audit calendar
GRC Team Maintains the governance system of record

Control Owners Provide continuous, not annual, attestation

Internal Audit Validates the continuous system itself, not just point samples
Business & Technology Owners Report change that affects their controls as it happens
Third-Party Risk Teams Monitor vendor risk between renewal cycles

05 - WHAT CONTINUOUS GOVERNANCE CHANGES 28



THE LEADERSHIP DECISION

The Leadership Decision

Each question below can be answered honestly in a single meeting. If any answer is uncomfortable, that
discomfort is the business case.

Can we demonstrate our present cybersecurity position, or only the result of our last
assessment?

Do our compliance ratings reflect control effectiveness or document availability?
Who is accountable when evidence expires or a control condition changes?
Can material risks be escalated before the next scheduled review?

Can management prove how cybersecurity decisions were made?

A maturity choice

Remain Improve periodic Move toward continuous,
retrospective governance risk-based governance

VALTRENIX.COM THE LEADERSHIP DECISION 29



THE LEADERSHIP DECISION

The 90-Day On-Ramp

Ninety days is enough to prove the model on one framework and one business unit — not to finish the
transition, but to justify finishing it.

Days 1-30 Days 31-60
Build the Operating
Establish the Baseline Operate and Validate
Loop
e Confirm governance scope e Define review frequencies Run the first monitoring cycle
e |dentify frameworks and e Create evidence standards Test alerts and escalation
obligations
e Configure workflows Validate evidence quality
e Consolidate control inventory
% e Set escalation thresholds Present the executive
e Assign owners dashboard
e Pilot the dashboard
e Define executive reporting Define the next phase

needs

THE LEADERSHIP DECISION 30



TECHNICAL ANNEX - FOR GRC AND ENTERPRISE ARCHITECTS

Reference Architecture

A vendor-neutral layer over existing systems. Nothing here requires replacing your core security or GRC

tooling.

Source Systems

Identity & Access Mgmt

SIEM

Vulnerability Mgmt

Endpoint Security

Cloud Security

HR Systems

Ticketing Systems

Vendor Management

Document Repositories

Configuration Platforms

Governance Layer

Obligation Library

Risk Register

Control Library

Evidence Repository

Workflow Engine

Exception Management

Regulatory Mapping

Scoring Engine

Audit Trail

Operational Dashboards

Executive Dashboards

Board Reporting

Audit Evidence Packs

Regulatory Reporting Support

Remediation Tracking

Risk Acceptance Records

How to read this
e Source systems remain unchanged — the governance layer reads from them
e The governance layer is the only new system of record required

e OQutputs feed existing reporting channels, board packs, and audit workflows
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TECHNICAL ANNEX - FOR GRC AND ENTERPRISE ARCHITECTS

Minimum Governance Data Model

A minimum, disciplined data model is sufficient to start. It does not require an enterprise GRC platform

on day one.

Business Unit Regulatory Obligation Framework

Organization

Requirement Risk Control Control Owner Evidence

Remediation Action Exception Risk Acceptance

Finding

Metric

Approval

Review

Key relationship: Obligation - Requirement - Control - Evidence - Test - Finding - Remediation Action, with
Risk and Risk Acceptance attached at the Control and Finding level.

Minimum audit-trail fields

User Date & Time Action Previous Value New Value Approval Supporting Record

TECHNICAL ANNEX 32
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From Compliance Reporting to
Continuous Governance

@ Governance maturity assessment @® Framework & regulatory mapping
@® Control-library development @ Cybersecurity risk management
@® Evidence & assurance design @® GRC workflow design

@® Dashboard & reporting development @® Compliance automation

@ Integration architecture @ Internal audit readiness

@® Independent assessments @ Continuous improvement

(]

Begin by identifying where your current compliance view is no longer aligned

with your operating reality.

Govern
Beyond
Compliance

INFO@VALTRENIX.COM

© @ X M

CONSULTING | AUDITING | AUTOMATION | CYBERSECURITY
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