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Introduction
As a Chief Information Security Officer (CISO) or GRC manager, you understand the 
critical importance of establishing a Cyber Governance, Risk Management and 
Compliance (Cyber GRC) program. Cyber threats are becoming increasingly 
sophisticated, and regulatory requirements are constantly changing. This eBook 
provides a concise, comprehensive guide to building and maintaining a robust Cyber 
GRC program, offering practical insights and actionable steps tailored to your needs. 
Our goal is to share some of the knowledge and tools that are being used across 
industries to help safeguard your organization against cyber threats while ensuring 
compliance with regulatory standards.
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Chapter 1 

You’re likely aware of the fundamental concepts of governance, risk management, and 
compliance. However, integrating these elements into a cohesive Cyber GRC program 
requires a deeper understanding of how they interrelate and contribute to a 
comprehensive cybersecurity strategy.

Understanding Cyber GRC

Components of Cyber GRC

Risk Management: 

Identify, assess, and mitigate cyber risks through thorough risk 
assessments and appropriate controls.

Compliance: 

Ensure compliance with relevant laws, regulations, and standards by 
taying updated with regulatory requirements and conducting regular 
audits.

Governance: 

Establish a framework of policies, procedures, and roles to manage 
cybersecurity across the organization.

Cyber GRC encompasses the policies, processes, and technologies that help 
organizations manage their cybersecurity risks, ensure compliance with 
regulatory requirements, and establish robust governance practices. This extends 
traditional GRC principles into the digital realm, addressing the unique challenges 
posed by cyber threats and the regulatory landscape.

Defining Cyber GRC
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Real-World Examples Where Poor Cyber GRC Led to Lost of 
Money, Security, and Customer Trust

In 2024, Citi was fined $136 million by the U.S. Federal Reserve for its failure to improve its 
risk management practices. The fine was a result of ongoing deficiencies in Citi’s 
processes for identifying and mitigating risks, as well as inadequate governance 
structures that failed to enforce effective oversight and accountability. A robust Cyber 
GRC program would have established clear governance frameworks, enabling Citi to 
systematically address these risk management issues and avoid such substantial 
penalties. Specifically, regular risk assessments, updated control measures, and a culture 
of continuous improvement could have significantly mitigated the identified risks.

In June 2024, hackers stole a significant volume of data from hundreds of Snowflake 
customers, exploiting vulnerabilities in Snowflake’s security infrastructure. A well-
implemented Cyber GRC program could have played a crucial role in preventing this 
breach. Effective governance would ensure that security policies and procedures are 
thoroughly followed, while risk management practices would identify potential 
vulnerabilities through continuous monitoring and risk assessments. Additionally, 
compliance measures would guarantee that the company adheres to the highest 
security standards and regulatory requirements. The breach highlights the necessity of 
an integrated approach to cybersecurity, where governance, risk management, and 
compliance work in tandem to protect sensitive data and maintain customer trust.

Citi’s Risk Management Flaws

Snowflake Data Breach: The “Rapeflake” Attack



5www.cypago.com

How to Build a Robust Cyber GRC Program

The stakes for cybersecurity have never been higher. Data breaches, cyber-attacks, and 
regulatory penalties can have severe consequences for organizations. A robust Cyber 
GRC program helps mitigate these risks by providing a structured approach to 
managing cybersecurity, ensuring compliance, and fostering a culture of accountability 
and continuous improvement.

By understanding and implementing the core components of Cyber GRC, you can better 
protect your organization’s assets, maintain regulatory compliance, and effectively 
manage cyber risks. This foundational knowledge sets the stage for building a resilient 
and adaptive Cyber GRC program tailored to your organization’s unique needs and 
challenges.

A Strong Cyber GRC Program is Critical for Business Success
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Building a robust Cyber GRC program is a complex endeavor that involves overcoming 
a variety of challenges. Emphasizing proactive and strategic planning is essential in 
tackling these challenges effectively.

Global Bank: A top-down strategy 
led by the CEO and board of 
directors. Goals included regulatory 
compliance (e.g., GDPR, PCI DSS), 
risk reduction, and improved 
incident response. The approach 
involved comprehensive risk 
assessment, policy development, 
mandatory training, investment in 
advanced cybersecurity tools, and 
continuous monitoring via a SOC.

HealthCare Plus: Strategy driven by 
the CISO and executive team, 
aligned with patient care objectives. 
Goals were data protection, 
regulatory compliance (e.g., HIPAA), 
and staff cybersecurity awareness. 
The approach included a tailored 
risk management framework, 
compliance programs, staff training, 
incident response planning, and 
integration of secure EHR systems.

To develop a robust Cyber GRC program, consider the following steps:

The 8 Steps to Build a Robust 
Cyber GRC Program

Financial Institution Healthcare Provider

Chapter 2

Example 1 Example 2

Establish a clear Cyber GRC strategy that aligns with your 
organization’s goals and objectives. This strategy should 
outline the scope, goals, and approach to managing cyber 
risks, compliance, and governance. A top-down approach 
ensures that your Cyber GRC program is aligned with your 
organization's strategic objectives.

Develop a Strategy1
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Perform a comprehensive risk assessment to identify 
potential threats and vulnerabilities. This assessment should 
evaluate the likelihood and impact of various risks, helping 
prioritize mitigation efforts. Understanding the risk landscape 
is foundational to Cyber GRC, including tracking data flow 
and documenting assets. Introduce the concept of giving 
each asset a risk score based on its vulnerability and 
importance to business operations.

Conduct a Risk Assessment2

3

Create detailed policies and procedures that address 
identified risks and compliance requirements. These 
documents should provide clear guidance on how to 
manage and respond to cyber threats. Emphasize the 
importance of forming comprehensive organizational policies 
and processes, including incident response, business 
continuity, and risk assessments. Highlight the necessity of 
defining roles and responsibilities, particularly for incident 
management and communication.

Define Policies and Procedures

4

Deploy appropriate security controls to protect your 
organization’s assets. This includes technical measures, such 
as firewalls and encryption, as well as administrative controls, 
like access management and incident response plans. 
Establishing an end-to-end blueprint for your security 
program is essential.

Implement Security Controls
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Effective security operations are the backbone of a strong 
Cyber GRC program. Streamline operations to ensure team 
availability for emergency situations such as breaches or 
critical vulnerabilities. Introduce methodologies such as the 
urgent-important matrix and RICE scoring to prioritize threats 
and plan mitigation tasks. Reinforce the value of automating 
security and compliance tasks to reduce human errors and 
enhance efficiency, such as preparing evidence for audits 
and conducting user access reviews.

Optimize Security Operations5

6

Establish processes for continuous monitoring of your 
cybersecurity environment. This includes reviewing all in-
scope security controls such as vulnerability assessments, 
and real-time threat detection to ensure ongoing protection 
and compliance. It's crucial to avoid investing in security only 
right before the next audit. Automation can significantly 
enhance this process, providing continuous visibility and 
eliminating the unknown unknowns.

 Establish Continuous Monitoring

7

Involve key stakeholders from across the organization to 
ensure buy-in and support for the Cyber GRC program. This 
includes senior management, IT, legal, and business units. 
Effective communication and thorough documentation are 
crucial for maintaining a robust Cyber GRC program. 
Advocate for clear and frequent communication with the 
board and CEO, using up-to-the-minute data about security 
issues. Suggest creating a corporate definition for materiality 
to disclose significant issues to investors and shareholders. 
Leverage relevant software for keeping detailed records of 
actions, decisions, and recommendations to ensure 
transparency and reduce legal liabilities.

Engage Stakeholders
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Governance, risk, and compliance processes involve 
extensive documentation, data gathering & analysis, and 
interaction with multiple stakeholders. Automation helps 
streamline these processes, reducing the manual workload 
and enhancing efficiency. Automation can assist in tasks like 
evidence preparation for audits, gap analysis, and user 
access reviews, providing continuous monitoring and 
reducing the risk of regulatory non-compliance.

Automate8
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Proactive Strategies for Overcoming 
Cyber GRC Challenges
Building a robust Cyber GRC program is a complex endeavor that involves overcoming 
a variety of challenges. Understanding these common obstacles and developing 
strategies to address them is crucial for the success of your program. Emphasizing 
proactive and strategic planning is essential in tackling these challenges effectively.

Communicate the value of Cyber GRC to senior leadership by highlighting the potential 
risks and financial impacts of cyber incidents, and present the Cyber GRC program as a 
strategic initiative that supports the organization’s overall objectives. Early and clear 
communication ensures leadership understands the strategic importance.

Proactively prioritize Cyber GRC activities based on risk assessments to ensure that the 
most critical areas receive adequate resources, and leverage automation and 
technology to streamline processes and reduce manual effort. Strategic planning helps 
allocate resources more effectively.

Chapter 3

Solution: Proactively Engage Senior Leadership

Problem: Lack of Organizational Buy-In

Solution: Optimize Your Resource Allocation

Problem: Resource Constraints

Solution: Get Proactive and Organized

Problem: Complex Regulatory Environment 

Establish a dedicated team or role responsible for monitoring regulatory changes and 
ensuring compliance, and use technology solutions that provide real-time updates and 
automate compliance reporting. Proactive monitoring and organization streamline 
compliance efforts. 
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When designing your Cyber GRC program, strategically consider how it will integrate 
with existing systems, choose flexible and scalable solutions that can be adapted to 
work with your current infrastructure, and involve IT and other relevant departments 
early in the planning process to shift left and identify potential issues sooner. Early 
integration planning prevents future complications.

Develop a comprehensive data management strategy that includes data collection, 
storage, analysis, and reporting. Use centralized platforms to consolidate data from 
various sources and employ advanced analytics to generate actionable insights.  A 
proactive data management strategy enhances reporting and analysis, ensuring timely 
compliance and informed decision-making in cyber GRC.

Foster a culture of continuous improvement by regularly reviewing and updating your 
Cyber GRC program. Conduct regular audits and assessments to identify areas for 
enhancement, and stay informed about emerging threats and best practices. Regular, 
strategic reviews and updates ensure the program evolves with emerging threats.

Solution: Plan for Cyber GRC From the Design Stage

Problem: Integrating Cyber GRC with Existing Systems

Solution: Use a Centralized Platform to Consolidate Data

Problem: Keeping On Top of Data Management and Reporting

Solution: Prioritize Regular Reviews and Updates

Problem: Maintaining Continuous Improvement
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A robust Cyber GRC program leverages advanced tools designed to address the 
complexities of modern enterprise environments. Popular tools include:

These solutions have been foundational in establishing 
early Cyber GRC practices and often provide essential 
functionalities for compliance and risk management. 
However, they may face challenges with scalability and 
limited automation capabilities, often requiring more 
manual effort for evidence collection and reporting, which 
can lead to inefficiencies and potential human error.

Legacy Cyber GRC Solutions:

Known for its enterprise-level coverage across cloud, SaaS, 
and on-premise tools, Cyber GRC Automation tools like 
Cypago offer a comprehensive view of a company's 
security and compliance posture. It addresses the 
challenges of manual evidence collection and correlating 
data between different environments, reducing the risk of 
human error.

Cyber GRC Automation tools:

 Tools and Technologies for Cyber GRC

Chapter 4

A solution designed to meet the security and compliance 
needs of small startups and sometimes SMBs, offering 
essential functionalities for these types of organizations. 
While it effectively addresses basic requirements, it may 
have limitations in automation and data coverage, which 
can impact its ability to provide a comprehensive security 
posture for larger or more complex enterprises.

Audit Readiness Tools:
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When evaluating potential Cyber GRC tools, ask yourself the following questions:

Selecting the Right Tools

﻿﻿﻿Scalability: Can the tool scale with our organization's growth and handle 
large volumes of data and events?

﻿﻿﻿Automation Capabilities: Does the tool offer advanced automation 
features that can reduce manual effort and improve efficiency?

﻿﻿﻿Integration: How well does the tool integrate with our existing systems and 
infrastructure?

Framework Support: Does the tool support the compliance frameworks 
relevant to our organization, including custom frameworks for various 
jurisdictions and client audits?

Customization: Can the tool be tailored to meet the specific needs and 
workflows of our organization, minimizing manual work and reducing the 
risk of human error?

User Experience: Is the tool user-friendly and accessible for our team, 
enabling efficient training and adoption?

﻿﻿﻿Real-Time Monitoring: Does the tool provide real-time updates and 
continuous monitoring to keep our compliance and security measures 
current?

﻿﻿﻿Cost: Is the tool cost-effective for our budget, considering both initial 
investment and ongoing operational costs?

﻿﻿﻿Vendor Support: What level of support and service does the vendor 
provide to help us implement and maintain the tool effectively?

Future-Proofing: Is the tool adaptable to future technological 
advancements and changes in regulatory requirements?

1

2

3

4

5
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Maintaining a Cyber GRC program requires continual effort and vigilance. This chapter 
outlines essential best practices for ongoing management, underscores the significance 
of comprehensive training and awareness programs, and stresses the necessity of 
regular audits and reviews to uphold your program's effectiveness.

Best Practices for Ongoing Management of 
Your Cyber GRC Program

Chapter 5

Develop and maintain comprehensive policies and procedures 
that outline the expectations and requirements for compliance, risk 
management, and governance. Ensure these documents are 
accessible and regularly updated to reflect changes in the 
regulatory landscape and organizational structure.

Establish Clear Policies and Procedures

Leverage automation to streamline repetitive tasks, such as 
evidence collection and compliance reporting. Automation not 
only increases efficiency but also reduces the risk of human error.

Use Automation

Utilize centralized platforms to manage your Cyber GRC activities 
while maintaining enough flexibility to address the unique 
circumstances of individual business units. This ensures 
consistency, improves data accuracy, and provides a single source 
of truth for all compliance and risk management information.

Implement Centralized Management

Establish continuous monitoring systems to detect and respond to 
compliance and security issues in real-time. Continuous 
monitoring allows for immediate corrective actions, minimizing 
potential risks and vulnerabilities.

Monitor Continuously
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Conduct regular internal audits to 
assess the effectiveness of your 
Cyber GRC program. Internal audits 
help identify gaps and areas for 
improvement, ensuring that your 
program remains effective and 
compliant.

Periodically engage third-party 
auditors to provide an independent 
assessment of your Cyber GRC 
program. Third-party audits can 
offer valuable insights and ensure 
that your program meets industry 
standards and regulatory 
requirements.

Regularly review and update your 
Cyber GRC policies and procedures 
to reflect changes in the regulatory 
environment, industry best 
practices, and organizational 
changes. Keeping policies current 
ensures ongoing compliance and 
relevance.

Establish key performance 
indicators (KPIs) and metrics to 
measure the effectiveness of your 
Cyber GRC program. Regularly track 
and review these metrics to ensure 
continuous improvement and to 
demonstrate the value of your 
program to stakeholders.

Internal Audits Third-Party Audits

Review and 
Update Policies

Track Metrics 
and KPIs

Regular Audits and Reviews
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Conclusion

In today’s digital landscape, a robust Cyber GRC program is essential. By aligning 
strategies with organizational goals, conducting comprehensive risk assessments, and 
leveraging automation, you can enhance efficiency and respond to threats in real-time. 
Engaging stakeholders and fostering transparency builds trust and ensures buy-in. 
Regular training and awareness campaigns keep Cyber GRC top-of-mind, while 
selecting the right tools strengthens your ability to manage compliance and security 
effectively. Take proactive measures now to build a resilient Cyber GRC program that 
protects your organization’s assets and supports its strategic objectives.

 

We hope this guide has provided you with valuable insights and actionable steps to 
enhance your Cyber GRC efforts. Now is the time to take proactive measures, leverage 
advanced tools, and foster a culture of continuous improvement.

Schedule a Demo

https://cypago.com/schedule-a-demo/

