Security Implementation Roadmap

A practical roadmap for building security that supports startup growth.

SecureHops
Security for Startups & Scale-Ups

Use this roadmap to move from scattered security tasks to a prioritized implementation plan.

This guide is for educational and planning purposes. It is not an official NIST, CISA, AICPA, or ISO document, legal advice, audit
advice, or a guarantee of compliance, certification, or security outcomes.



Security Is a Prioritization Problem

A startup rarely benefits from buying every security product available. The first question should be:

"What could cause the greatest business impact if it failed, was compromised, or was
misused?"

Five Prioritization Factors

« Critical business services

» Sensitive data

 Privileged access

e Customer / contractual requirements

* High-impact risks
Prioritize foundational controls before advanced tooling. Establish identity, access, and governance before investing
in advanced detection or specialized security tools.

Suggested Sequence
Identity I’ Access !" Critical Assets !’ Data !’ Visibility I' Response !" Optimization

This is a SecureHops practical sequence, not a universal mandatory order. Your business context determines the right sequence.



The Roadmap at a Glance

Phase 0 — Define
Understand scope, business priorities, assets, data, stakeholders, and requirements.

Phase 1 — Foundation
Establish governance, policies, ownership, asset inventory, identity, MFA, and basic access control.

Phase 2 — Protect
Strengthen least privilege, endpoints, cloud infrastructure, application security, data protection, and vendor
controls.

Phase 3 — Detect & Respond
Implement meaningful logging, monitoring, alerting, incident response, and security review processes.

Phase 4 — Assure
Build evidence, test controls, perform risk reviews, address customer requirements, and prepare for
relevant assurance or compliance work.

Phase 5 — Improve
Measure progress, reassess risk, review controls, close gaps, and update the roadmap.

Security priorities depend on your business model, sensitive data, critical systems, customer requirements, threat exposure,
regulatory obligations, existing maturity, available resources, and risk tolerance.



Phase 0 — Define the Security Program

Goal: Know what you are protecting and why.

Business
« Identify critical business services
« Identify customer commitments
« ldentify security-sensitive revenue dependencies
« Identify contractual/security requirements

Assets

« ldentify critical applications
Identify cloud environments
Identify production systems
« Identify important SaaS platforms
« Identify privileged systems

Data
« ldentify sensitive data
« Identify customer data
« |dentify credentials/secrets
« Identify regulated or contractually sensitive information

Risk
« Identify major threats
« Identify major vulnerabilities
« ldentify business impact
« Record key risks
e Assign risk owners

Outputs:
« Initial asset inventory
« Initial data inventory
« Initial risk register
« Defined security scope
« List of business/customer requirements

"Done when" you can clearly explain what systems, data, and business processes are most important to protect.



Phase 1 — Build the Foundation

Governance
e Security ownership
« Information security policy
¢ Risk management process
e Security responsibilities
» Exception management

Identity
e Centralized identity where practical
¢ Individual user accounts
* MFA for critical systems
« Joiner/mover/leaver process
 Privileged account inventory

Access
e Least privilege
e Access approval
 Periodic access reviews
e Production access restrictions

Assets
e Maintain an asset inventory
« Identify critical systems
e Assign owners

Outputs:

e Security policies
Identity baseline
» Access-control process
e Asset inventory
 Risk register
e Ownership model

Do not claim these exact items are universally required by every compliance framework. Prioritize based on your business context.



Phase 2 — Protect Critical Resources

Endpoints
« Device inventory
e Secure configuration
e Patch management
e Endpoint protection

Cloud & Infrastructure
e Secure configuration
» Administrative access controls
» Secrets management
e Environment separation where appropriate
e Backup/recovery controls

Applications
e Secure development practices
* Code review
» Dependency management

API authorization

e Production deployment controls

Data
» Data classification
e Access restrictions
< Encryption where appropriate
e Retention
e Secure disposal

Vendors
¢ Vendor inventory
* Risk-based vendor review
e Security requirements
* Access management

Outputs:
e Secure configuration standards
e Improved access controls
« Data protection practices
e Vendor risk process
e Production security baseline



Phase 3 — Detect, Respond, Recover

Detect
e Centralize important security logs
e Monitor critical systems
» Define meaningful alerts
e Review important security events

Respond
» Create an incident response plan
 Define incident roles
 Define escalation paths
» Document incidents

Establish communications procedures

Recover
« Identify critical recovery requirements
* Maintain appropriate backups
» Test recovery procedures where appropriate
e Capture lessons learned

Outputs:
 Logging/monitoring baseline
« Incident response plan
* Incident register
» Recovery procedures
e Post-incident review process

Reference NIST SP 800-61 Rev. 3 (April 2025) for current incident response guidance. It positions incident response within
broader CSF 2.0 cybersecurity risk management.



Phase 4 — Build Assurance and Evidence

Security implementation and security assurance are different activities. A control that exists but cannot be
demonstrated may create problems during customer reviews, assessments, or examinations.

Control Ownership
e Assign owners
« Define responsibilities
« Document exceptions

Evidence
« Ildentify expected evidence
 Store evidence centrally
« Keep evidence traceable
¢ Maintain relevant dates

Testing
< Review whether controls operate as intended
e Record exceptions
e Track remediation

Customer Requirements
» Track security questionnaires
 Track contractual requirements
 Track customer commitments

Compliance
» Determine applicable frameworks
» Define scope
« Identify gaps

Build remediation plans

» Prepare for relevant assurance activity

OQutputs:
e Evidence repository
e Control ownership map
 Testing records
e Customer requirement tracker
e Compliance gap plan

Use language like "supports,” "helps prepare,” and "provides structure for." Do not state that evidence equals compliance or that
following this roadmap guarantees SOC 2 readiness.



Phase 5 — Measure, Review, Improve

Security should become an ongoing operating process rather than a one-time project.

Review Regularly
* Risk register
e Access rights
* Vulnerabilities
¢ Incidents
* Vendor posture
* Policies
e Security metrics
» Customer requirements
e Compliance gaps
* Roadmap progress

The Improvement Loop
Assess " Prioritize I" Implement I’ Validate ' Measure " Reassess

Your roadmap should change as the business changes.

Events That May Change Priorities
* New enterprise customer
* New geography
e New product
* New sensitive data
* New cloud environment
¢ New regulatory requirement
* Major architecture change
e Security incident



Build Your Security Action Plan

EXAMPLE — REPLACE WITH YOUR INFORMATION

Security Area

Risk / Business Driver

Current State

Target State Action

Dependencies

Evidence

N

Status

Critical MFA Protect critical systems No MFA MFA on all Enable MFA CTO
from unauthorized critical systems
access
Critical Privileged Access Limit blast radius of Shared admin Unique admin Implement PAM CTO
admin compromise creds accounts, PAM
High Asset Inventory  Know what needs No inventory Complete asset  Build inventory Engineering
protection list
High Security Policies  Document security No formal policies Core policies Draft policies CTO
expectations approved
High Incident Respond effectively to  No IR plan IR plan with roles Create IR plan CTO
Response security events
Medium  Vendor Risk Manage third-party No vendor review Risk-based Build process CTO
security exposure vendor process
Medium Logging Detect and investigate  Basic logs only Centralized Implement logging Engineering
security events security logging
Medium Backup/Recovery Ensure business Informal backups Tested backup formalize backups Engineering
continuity procedures
Low Data Protect data based on  No classification ~ Data classified Classify data CTO
Classification sensitivity by sensitivity
Low Security Reduce human risk No training Regular Create program CTO
Awareness program awareness
content

Identity provider

Identity baseline

None

Governance
owner

Stakeholder
buy-in

Vendor
inventory

Infrastructure
access

Infrastructure
access

Data inventory

None

Need Help Turning the Roadmap Into an Executable Security Program?

A roadmap is useful only when priorities become action. SecureHops helps startups and scale-ups assess their
current security posture, prioritize gaps, strengthen architecture, and build practical security programs aligned with

business and customer requirements.

Get Your Security Assessment !" securehops.com/assessment
Book a 30-Min Security Call !I" securehops.com/book

Sources & Further Reading

NIST Cybersecurity Framework 2.0
https://www.nist.gov/cyberframework

NIST SP 1301 — Creating and Using Organizational Profiles
https://csrc.nist.gov/pubs/sp/1301/final

NIST SP 800-61 Rev. 3 — Incident Response Recommendations
https://csrc.nist.gov/pubs/sp/800/61/r3/final

CISA Cross-Sector Cybersecurity Performance Goals
https://www.cisa.gov/cross-sector-cybersecurity-performance-goals

AICPA & CIMA —Trust Services Criteria
https://www.aicpa-cima.com/topic/audit-assurance/audit-and-assurance-greater-than-soc-2
ISO/IEC 27001:2022

https://www.iso.org/standard/27001

MFA config

PAM records

Asset register

Policy docs

IR plan doc

Vendor reviews

Log config

Backup records

Classification

records

Training records

Not Started

Not Started

Not Started

Not Started

Not Started

Not Started

Not Started

Not Started

Not Started

Not Started

Do not imply these organizations endorse SecureHops. This roadmap references these sources for context and does not claim to

be an official NIST, CISA, AICPA, or ISO implementation framework.



