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“Without
the right
preparation,
an organization
is left to panic
and that’s
not a strategy.”



Executive
Summary
Cyberattacks are a daily reality for
organizations of all sizes, including
ransomware, phishing, and breaches.
Leaders must ask not if but when an
incident occurs. Success depends on
preparation visibility, protection, monitoring,
and response turning crises into
manageable disruptions. Regulations like
NIS2, DORA, and GDPR emphasize that
preparedness is mandatory. 
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Your Message...

Do you have a continuity plan?

I’m calling you to discuss this further.

This doesn’t sound good, what impact does this have?

I just checked, my backup solution
has been encrypted too.

Good morning, can you help me?
All my systems have been encrypted

All my stores are down the cash
registers no longer work, and I have
to pay Bitcoins first to get a key.

Can you help me?

I’m not sure what you mean exactly.
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Introduction

Preparedness: 
The Missing Pillar 
of Cyber Resilience
At the core of this paper are the
six pillars of resilience:

2

3

1

weareyuma.com

Accelerate detection time through
monitoring, SOC/MSSP models,
and clear KPIs.

Establish layered defenses, including
identity management, patching,
awareness, and Zero Trust principles.

 
Understand assets, risks, dependencies,
and regulatory obligations, and develop
processes and playbooks.
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Act quickly to contain threats,
preserve evidence, and
communicate effectively.

Ensure the business can continue
operating even when IT systems
are degraded or offline.

Coordinate automated, reliable recovery
to restore business processes,
not just IT systems.

Detect

Protect

Identify & Prepare Respond

Recover

Continuity
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Ransomware
Incident in the
Retail Sector

 Recently, a nationwide retail organization
experienced a ransomware attack. Initially,the
infection was limited to a single server; however,
due to inadequate monitoring and the absence of
follow-up procedures, the malware propagated
overnight without resistance. Within a few
hours, all servers, including the backup server,
were encrypted.

Panic ensued, resulting in severe consequences:
retail outlets were unable to open because
point-of-sale systems were rendered
inoperative, and user authentication and
authorization services were unavailable.
The IT department summoned senior
management amidst these dire circumstances.
There was no comprehensive contingency
plan, no established protocol, no tested
recovery procedures, and no communication
strategy or alternative communication
channels. Consequently, recovery efforts had
to be improvised in real-time, with uncertainty
regarding the initiation of recovery processes,
the possibility and timing of system restoration,
and accountability for testing systems.

Althoughtheorganization ultimately managed
torecover,this was mainly due to fortunate
circumstances, such as having unaffected
backup data that could be restored. The financial
repercussions were substantial, customer
confidence was significantly impacted, and
employees endured weeks of high stress.

The lesson to be learned is unequivocal:
without proper preparation, an organization
is susceptible to panic, and overcoming such
an attack can appear as a matter of chance;
an approach that is unequivocally not a
strategic method. It is essential to note that this
organization is currently working to enhance
its structure and preparedness, ensuring that
no aspect is left to chance in the event of
future attacks.
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Identify & Prepare 
KnowingYourselfBefore the Storm 

When a cyber incident occurs, the initial minutes
are crucial in determining whether to respond in
a controlled manner or allow chaos to ensue.
Entities that possess a comprehensive understanding
of their environment, including assets, dependencies,
and vulnerabilities, can respond with calmness
and decisiveness. Conversely, those lacking such
awareness tend to falter in uncertainty. For many
organizations, the greatest vulnerability is not merely
a missing patch or a fragile password, but rather
the absence of a clear depiction of their
digital environment.
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1 Identify & Prepare

In Europe, regulations such as GDPR, NIS2,
and DORA have shifted cybersecurity from
being merely a best-effort internal activity
to a legal obligation.

They all emphasize the importance of knowing
what assets you have, their locations, and
their connections to partners and regulators.
For a CISO, this indicates that preparation
extends beyond technical tasks to executive
oversight. A single ransomware attack can result
in mandatory breach reports, cross-border
coordination, and even liability for executives.
Practically, security and compliance teams
must already understand which data types are
governed by specific regulations and how to
activate reporting processes in the event of an
incident. When urgency increases, there’s no
time to decipher legal texts.

 
Modern IT environments are no longer limited
to a single data center. They now span hybrid
clouds, SaaS platforms, branch offices, and
remote endpoints. Each layer contains vital
data and relies on interconnected processes.
Therefore, a CISO or IT director needs to think
more like a systems biologist than a technician:
what sustains this organism, what are its vital
organs, and where are its vulnerabilities?
Maintaining an accurate and live inventory of
assets is crucial for resilience. This includes
servers, cloud subscriptions, software platforms,
APIs, user identities, and data repositories, all of
which must be known and managed. Without full
visibility, recovery plans remain hypothetical. It’s
impossible to restore operations if no one knows
which applications are critical for customer
service, which databases support finance, or
which suppliers are involved in authentication.

 
Asset knowledge only becomes useful when
connected to business outcomes, and Business
Impact Analysis (BIA) bridges that gap. It raises
the question: if an application fails, what are
the operational and financial consequences?
For an IT director, these analyses are more than
paperwork; they serve as a guiding compass
during crises. They help identify which services
are essential for revenue and reputation,
and which can be deferred. In a crisis, this
clarity shifts focus from panic to prioritization.
Additionally, it offers executives a familiar
language, impact, continuity, and cost, helping
them better understand the situation.

 
Few breaches today happen in isolation.
Attackers often gain entry via a trusted vendor
or software update. Therefore, preparation
must go beyond internal systems. Mapping
external dependencies, such as cloud providers,
managed services, software vendors, and
logistics partners, helps identify where shared
responsibility begins and ends. Contracts should
cover not just service levels but also security
duties, audit rights, and incident reporting
obligations. The key is to view suppliers as parts
of your own environment, since attackers see
them the same way.

The Regulatory Lens

Seeing the Organization as a Living System

Translating Technology into 
Business Impact

Understanding the Supply Chain
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Checklist

From Awareness to Readiness
Knowing what is critical is only partof the
equation. The next step is preparation
through tested playbooks, clear roles, and
communication plans. During a breach, quick
response without drafting emails or deciding
spokespeople is crucial. Stakeholders at all
levels must know their roles, decision rights,
and secure channels beforehand. Tabletop
exercises and simulations help identify gaps, test
communication methods, and build readiness.
For example, a financial institution’s drill revealed
their messaging platform was in an insecure
environment, avoiding potential harm.

 

Building a Culture of Preparedness
 

The Leadership Imperative
 

1 Identify & Prepare

Maintain live asset inventory

Map critical applications to
business processes

Include suppliers and partners

Define roles and escalation paths

Run tabletop exercises

!

Accuratepreparation extendsbeyondmere
documentation; it becomes deeply embedded
in the culture. Leaders view cybersecurity
not merely as a compliance task but as a vital
aspect of enterprise risk management, on par
with financial oversight or legal regulations. IT
teams maintain dynamic and transparent asset
inventories. Employees recognize that reporting
a phishing attempt or anomaly is a professional
responsibility, not just an optional gesture
for security. 

A culture of preparedness depends on
repetition and reinforcement. Regular
scenario exercises, open lessons-learned
sessions, and acknowledgment of proactive
actions foster confidence across teams.
In such an environment, panic diminishes
because everyone has experienced similar
situations before.

ForCISOs and IT directors, ‘Identify & Prepare’ is 
more than just the initial step—it’s the foundation
supporting all other pillars. It determines how
effectively protection mechanisms can be
targeted, how precisely detection systems are
calibrated, and how quickly recovery can be
coordinated. Visibility and preparation are thus
not only operational needs but also strategic
enablers. An organization that understands itself
can withstand shocks without coming to a halt,
while one that lacks this awareness may confuse
activity with progress.
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1 Identify & Prepare

In a crisis, 
clarity 
turns 
panic into 
priorities.
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Protect
Buildingthe Defensive Backbone 

Preparation provides clarity; protection fosters
confidence. After an organization understands its
critical assets, the next step is to ensure they can
survive both common and severe attacks. For a CISO
or IT director, protection isn’t just about selecting a
single technology but about adopting a layered
resilience approach that integrates disciplined
governance, secure architecture, and appropriate
human behavior.

2
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Identity at the Core
Modern security breaches often stem from
stolen credentials or privilege misuse, making
identity the new security perimeter. Effective
protection relies on IAM, MFA, PAM, and JIT
to enforce least privilege and secure access.
Security must also safeguard service accounts,
APIs, and third parties, as a single token
breach can threaten entire cloud environments.
Mature organizations treat identity as critical
infrastructure, versioned, auditable, and
continuously verified. 

Hardening the Foundations
 

From Fortresses to Living Defenses
 

The Human Layer
 

Procedures as Protection
Technology provides tools, but processes turn
them into security measures. Routine tasks
like change control, onboarding, offboarding,
incident escalation, and approvals are often
neglected until issues occur. A disciplined IT
team regularly reviews these procedures for
compliance and updates them for new trends
such as cloud automation and remote work.
Policies should be simple yet enforceable;
complex rules can be bypassed, and vague
guidance causes gaps. The aim is consistency,
ensuring everyone understands the process and
its purpose, making compliance natural. 

2 Protect

Every technical layer involvestrade-offs and
must minimize damage. Routine tasks like
patch management, vulnerability scans, and
configuration standards are vital for resilience.
Simple hygiene practices, such as updating
firmware and patches, greatly impact security;
neglect can lead to widespread disruption. Risks
from poorly managed policies can escalate into
disasters. A strong security approach includes
segmenting environments development, testing,
production, administrative networks, and cloud
workloads to prevent breaches from spreading. 

IProtection has shifted fromstatic boundary walls
like firewalls and passwords to adaptable Zero
Trust principles. Today’s hybrid, mobile, and API-
driven environments require ongoing verification
of every request, internal or external, based on
identity and context, ensuring security is
integrated continuously across the enterprise. 

Trained staff areessential because social 
engineering targets trust, which firewalls can’t
protect. Employees naturally click and share,
so organizational culture is key. Fear-based
awareness campaigns are ineffective; involving
employees as partners through simulations,
leadership support, and feedback fosters real
change. Leadership actions, like using MFA, set
the tone and reinforce security. 
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Designing for Resilience
Modern protection assumes failure; no single
layer can prevent all attacks. Well-designed
systems limit failures and enable recovery
through immutable backups, redundant identity
services, and minimal dependencies, creating
barriers and room for defenders. CISOs
should promote security-by-design across all
projects, with security reviews for applications,
migrations, and integrations before deployment.
Early security integration reduces long-term
risks, costs, and the need for retrofits, making
security more effective and economical. 

The Strategic View
For C-level executives,security is no longer  

2 Protect

just an IT concern hidden in dashboards. It now
directly impacts business continuity and brand
reputation. Investors, customers, and regulators
assess an organization’s maturity based on its
defense, not just whether it was attacked.

A robust security environment signals
preparedness. It reassures stakeholders that,
even if breaches occur, systems are fortified,
data is segmented, identities are managed, and
staff are trained. This approach shifts security
from a mere expense to a competitive advantage.

In this context, Protect is more than a core
cybersecurity element; it visibly demonstrates
corporate responsibility.

“Identity is the new
security
perimeter.”
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Detect
 

Even the most secure environments will eventually
be tested or breached. The difference between
a minor issue and a disaster depends on how fast
the intrusion is identified and understood.
Detection acts as the nervous system of a resilient
organization, sensing abnormal activity and
initiating a coordinated response before
lasting damage occurs.

SeeingFaster, Acting Smarter
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Designing for Visibility
Visibility must be intentionally designed across
complex modern architectures, including data
centers, multiple clouds, SaaS, and remote
endpoints, each generating unique telemetry.
Achieving a unified view requires standardized
logging, consistent data policies, and secure
pipelines for centralized analysis. Micro-
segmentation and network zoning limit attack
spread and improve detection by making
anomalies more visible, whereas flat networks
obscure malicious activity. Ultimately, detection
depends on a well-structured architecture
that enhances weak signals rather than
suppresses them. 

From Monitoring to Understanding
 

People and Machines in Partnership
Effective awareness requires a combination of
automation and human expertise. While AI and
machine learning can identify unusual patterns,
human analysts are essential for understanding
the business context and validating alerts.
Organizations should integrate automated
detection with human judgment to make
informed decisions. 

The Metric of Readiness
Executives seek evidence that detection
investments work, using metrics like Mean Time
to Detect (MTTD) and Mean Time to Respond
(MTTR) to measure how quickly incidents are
identified and contained. Monitoring these
helps assess improvement over time. However,
detection also involves qualitative aspects,
such as the conversion rate of alerts into
confirmed incidents, false positives, and the
timeliness of SOC escalations. Addressing these
requires regular retrospectives where analysts,
engineers, and managers review missed issues
and root causes. 

Operating Models for Detection
 

3 Detect

Mostorganizations already gather logs,with
firewalls, endpoint agents, and applications
constantly producing data. The real difficulty
isn’t missing information but managing its vast
volume. Security teams are overwhelmed by
alerts, many of which are irrelevant, causing true
indicators of breach to get lost in the clutter.
For a CISO or IT director, detection maturity isn’t
about collecting numerous events but about
interpreting them effectively. Summarizing a
million raw events into five meaningful insights
is much more valuable than dealing with
terabytes of uncorrelated data. Good detection
turns monitoring into understanding by filtering,
correlating, and providing context.

Detection isn’t just a toolset; it isacontinuous 
discipline that operates 24/7. Companies usually
choose from three main approaches:
• An in-house Security Operations Center

(SOC) provides maximum control and close
integration with internal processes but
requires substantial staffing and expertise.
Managed Security Service Providers
(MSSPs) expand coverage and bring in
specialized knowledge, but they require clear
agreements on responsibilities, response
times, and data ownership.
A hybrid approach combines internal
management with external specialists for
around-the-clock monitoring.

• 

• 

The best option depends on the organization’s
size and risk tolerance. The key is maintaining
ongoing observation because attackers are
active around the clock, and so should detection
efforts be.
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Detecting the Unknown
Traditional detection methods primarily target
known malware signatures and list malicious IP
addresses. However, the most harmful intrusions
often begin unnoticed, such as a new exploit,
an insider breach, or subtle data manipulation,
rather than outright theft.

Integrating Detection with Business Reality
 

Leadership’s Role
 

The Human Factor in Detection
Detection depends not only on the SOC but
also on intuition and observation. Developers
detecting unexplained code modifications,
helpdesk personnel hearing about unusual pop-
ups, or accountants noticing strange file names
can all serve as early signals. Encouraging an
open reporting environment without fear of
blame broadens the organization’s ability to
identify issues.

3 Detect

Threat hunting for the unknown requires
curiosity and a deep understanding
of context.

Detection that is disconnected froma clear 
understanding of business operations can
generate false positives. For example, a login
anomaly might indicate a security threat or could
just be a legitimate executive accessing systems
while traveling. Analysts need to understand
what constitutes “normal” activity based on the
organization’s typical operational rhythm.

Teams pursue hypotheses instead of relying
solely on alerts. They monitor weak signals such
as newly created privileged accounts or unusual
PowerShell activity. This proactive approach
shifts detection from merely defensive to an
intelligence-gathering activity.

Leadership can support this by acknowledging
“good catches.” When an employee’s prompt
detection prevents a bigger problem, public
recognition promotes vigilance as a core value.

ForCISOs and IT directors, effective detection 
leadership involves fostering visibility,
discipline, and humility. Visibility ensures
that data flows reach the appropriate parties
promptly. Discipline guarantees that each
alert adheres to a documented triage process.
Humility acknowledges that no system can see
everything and emphasizes the importance of
continuous improvement.

Detection is primarily a leadership responsibility
expressed through technical means. It shapes
an organization’s real-time self-awareness. The
quicker and more precise this perception, the
narrower the window for damage.

When executives invest in detection, they are
not just paying for alarms; they are also gaining
precious time. In cybersecurity, time is the most
limited and valuable resource.

For IT directors, this requires aligning SOC metrics
with the organization’s business calendar and key
changes. Events such as major software rollouts,
marketing campaigns, or seasonal peaks can
significantly alter traffic patterns. Sharing
information about these shifts helps avoid false
alarms and enables detection systems to adjust in
real-time.
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3 Detect

The faster 
you see, the 
smaller the 
damage.
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Respond 
TheProofof Preparedness 

Every cyber crisis ultimately hits a point where
technology intersects with leadership. When
a breach occurs, all the preparation, investment,
and technology come together in the response
moment. This is a critical test to determine if the
organization’s defenses are both robust and
well-coordinated. Effective response isn’t about
improvising; it involves executing a well-rehearsed
plan under pressure.

4

20



The First Ten Minutes
Every incident starts with uncertainty. Is it a false
alarm? A minor glitch? Or could it be something
more serious? 

Orchestrating Control Amid Chaos
Response management is about regaining control
during a live attack, where information floods in
from various sources, risking overwhelm. The
solution is orchestration— predefined
coordination ensuring decisions occur correctly
and at the right time. This is embodied in a Crisis
Response Framework that outlines steps to
contain threats and clarifies information flow
among technical teams, communication staff,
executives, and external stakeholders. For
example, during a ransomware attack, actions like
isolating devices, disabling accounts, preparing
statements, and verifying legal obligations are
triggered simultaneously, without seeking
permission. A well-tested framework automates
responses, preventing chaos. 

Containment and Preservation
Once a breach is confirmed, the immediate focus
is on stopping its spread. Containment measures
vary depending on the type of attack, including
network isolation, credential revocation,
segmentation, or temporarily shutting down
affected systems. While speed is essential,
accuracy is equally important; incorrect
shutdowns can delay recovery, and leaving
unmonitored connections open risks reinfection.

4 Respond

The first ten minutes after detection
often determine the next ten days of
business continuity. 

During those moments, hesitation or
miscommunication can turn a manageable
breach into a full-blown crisis. That’s why a
mature organization knows exactly who should
act and how, without debate. The best scenario
follows a set plan: the incident is logged and
categorized, the response leader is notified, and
containment procedures start.

At the same time, executives are informed
through reliable channels that stay operational,
even if internal systems are affected. What
appears to be calm leadership during a crisis
is usually the result of months of planning,
documentation, and rehearsals.

At the same time, evidence must be preserved
carefully. Maintaining forensic integrity is vital
not only for understanding the breach but
also for complying with legal and regulatory
requirements. Log files, system images, and
snapshots serve as the main records of the
incident. CISOs should ensure that their teams
understand how to securely collect and store
this evidence in accordance with relevant
privacy laws.
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The Role of Leadership
Crisis management reveals a leader’s true nature.
Effective leaders foster psychological safety and
clarity, especially during panic when people seek
calm, decisive figures. For CISOs and IT directors,
leading involves providing clear guidance,
shielding teams from distractions, and updating
executives without overload. Responses should be
structured: what happened, what’s being done,
impacts, and plans. Executives must respect the
operational pace, avoiding interruptions that
hinder progress. Trust and transparency are key;
security teams share factual updates, and
leadership ensures alignment with business goals. 

Collaboration Beyond Borders
 

Communication Under Pressure
 

Post-Incident Reflection
 

The Measure of Maturity
 

4 Respond

Modernincidents ofteninvolve supply chains,
cloud services, or federated systems, requiring
collaboration with partners and authorities for
effective response. Preparing contact points with
vendors, law enforcement, and forensic experts
in advance is crucial, as building these
relationships during a crisis can delay recovery.
International cooperation complicates data
privacy and evidence management, with certain
logs potentially containing personal information
protected by GDPR or sector- specific
regulations. Coordinating legal and technical
teams ensures compliance during urgent
responses. 

Duringacyber incident, clear and accurate
communication is crucial. Silence can seem
as incompetence, while premature statements
without verified facts can harm reputation.
Internally, employees need guidance on
impacted systems and actions to take. Externally,
stakeholders like customers and regulators seek
clarity, often within strict reporting deadlines.
A solid communication plan with designated
spokespeople, templates, and backup
channels is essential. Leaders should maintain
a calm, factual tone to foster trust, avoiding
overconfidence or speculation. 

Awell-executed responsedoes not end 
when systems are restored; it ends when the
organization learns from the incident. A post-
incident review turns chaos into valuable
insights. Stakeholders should meet within days
of containment to document what went well,
what failed, and what can be improved. This is
not about assigning blame but about a strategic
growth opportunity. Every lesson learned helps
reduce future risks.

Leadership must make these reviews mandatory.
They uncover structural weaknesses that often
go unnoticed in daily operations, such as unclear
ownership, slow decisions, or tool limitations.
Incorporating these insights into governance
and training helps complete the process from
response to prevention.

Amature response capability often goes 
unnoticed until it’s actually needed. When
activated, the distinction is clear: systems
operate independently without confusion,
communications are factual and consistent, the
organization’s public narrative stays calm and
credible, and employees work within safe limits.

This calmness isn’t by chance; it’s intentionally
built through leadership that invests in structure,
trains their teams, and considers response a
key skill rather than an afterthought. Effectively
handling an incident is the ultimate sign of
organizational maturity, showing that preparation,
protection, and detection are adequate when it
matters most.
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Recover 
Returning to Business, Restoring Trust

After an incident, while the dust may have settled,
uncertainty remains. Teams are reconstructing
systems, reviewing logs, and executives are
drafting stakeholder statements. This phase is
where technical recovery merges with business
recovery, requiring patience, accuracy, and honesty
over haste.

5
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•
•
• 

Re c ove r

Can we trust our systems again?
Can we rely on our data?
Can we have confidence in our
processes and the people who work
with them?

 
Recovery is often confused with restoration.
Restoring a backup is a simple task, but
recovering an organization involves multiple
dimensions. At this stage, leaders need to
consider three key questions simultaneously:

Each of these aspects influences how quickly
and safely normal operations can be restored.
If any one of them is compromised, the
organization may face the risk of experiencing
the same incident again or experiencing its
effects more severely.

A cyberattack concludes not when malicious
code is eradicated but when business operations
are stable, data integrity is confirmed, and trust
is rebuilt both internally and externally.

 
Attackers often leave more than just encryption;
they also implant persistence mechanisms, such
as hidden accounts, altered configurations, and
malicious tools. These can go unnoticed if
recovery focuses only on restoring systems. A
thorough recovery process should start with
validation rather than haste.

Before restoring, system images need to
be verified as clean. Critical services such
as identity, authentication, and network
management require careful attention, as they
form the backbone of the entire IT infrastructure.
If these core elements are compromised, all
dependent services become at risk.

Modern recovery approaches include the use
of Isolated Recovery Environments (IREs),
secure, air-gapped zones where systems can
be rebuilt and verified before being reconnected
to the live environment. IREs enable parallel
restoration and forensic analysis, preventing
cross-contamination and significantly reducing
downtime and uncertainty.

 
Data is the core of every business, but in many
ransomware incidents, it becomes a weapon for
attackers. They encrypt, exfiltrate, or subtly alter
information to sow confusion. During recovery,
leaders must not only recover data but also
verify its integrity.

This requires immutable backups, copies that
cannot be changed once created, and off-site or
offline storage that is outside the attacker’s
reach. However, restoring data is more than just
copying files back. The real difficulty is
reconciling different data states. When multiple
systems, such as ERP, CRM, and authentication
services, are involved, partial recovery can
cause discrepancies that disrupt business
processes.

A modern recovery strategy integrates data
restoration with business workflows, not just
technical systems. This approach guarantees
that what is restored enables the business to
function reliably and with confidence.

Trusting Systems

The Anatomy of Recovery

Trusting Data
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Trusting Identity
Identity systems are often the first target of
attacks and the most difficult to recover securely.
Directory services like Active Directory, Entra
ID, or others act as the keys to the kingdom.
If an attacker compromises them by creating
hidden admin accounts, changing group policies,
or disabling logs, the entire environment
becomes untrustworthy.

The Role of Orchestration and Automation
 

Communicating Recovery
 

Balancing Speed and Assurance
 

5 Re c ove r

Manualrecovery undercrisis pressure is prone
to human error. Each step, dependency, and
sequence creates opportunities for misjudgment
or oversight. Orchestrated recovery, where
workflows are pre-defined, automated, and
rehearsed, reduces much of this fragility.

Modern disaster recovery platforms enable
entire environments to be reconstructed through
automation: infrastructure as code, policy-
driven deployment templates, and pre-approved
configuration baselines. When executed
properly, these systems can rebuild a data center
or cloud environment in hours rather than days,
ensuring consistency and compliance throughout
the process.

Automation also serves as documentation,
as every action is logged, auditable, and
reproducible, a critical advantage during post-
incident investigations or regulatory reviews.

A robust identity recovery plan considers
directories as vital data assets. It includes
secure, periodically updated golden images of
clean domain controllers. The plan outlines steps
for rebuilding trust chains, rotating credentials,
and restoring conditional access policies.

For organizations relying heavily on federated
or hybrid identity, recovery must also address
external integrations. Without a validated core
identity system, every restored server or
application could pose a security risk.

Restoringsystemsisjust onepart; restoring 
confidence is another. Stakeholders including
customers, employees, regulators, and
shareholders will assess recovery based on
transparency and reassurance, not merely
technical milestones.

Executives should communicate progress
clearly and factually, detailing which systems
are operational, the safeguards implemented,
and how future incidents will be prevented.
Overpromising can create vulnerabilities, while
understatement fosters trust.

Internally, effective recovery communication
maintains morale. Teams working long hours
under high pressure need recognition and clear
guidance. Strong leadership messages help
convert fatigue into focus.
 

In theboardroom, tensionsoftenarise between 
the urge to quickly reconnect systems
and the necessity of ensuring thorough
cleansing. Hastening recovery to meet
external expectations can lead to reintroducing
vulnerabilities, whereas being overly cautious
might extend downtime unnecessarily.

Successful recovery leadership involves
maintaining a delicate balance. CISOs and IT
directors should set clear confidence thresholds,
outlining when systems are ready to resume
operations. These thresholds need to be
supported by measurable signs such as forensic
clearance, verification test results, and approval
from independent teams.

Ultimately, the objective is not to recover at
the fastest pace, but to do so correctly on the
first attempt.
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5 Recover

Recovery 
done right 
turns 
crisis into 
renewal.
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From Recovery to Renewal
 

Measuring Readiness Before the
Next Attack
Recovery is not the conclusion buta rehearsal
for what comes next. After operations are
stabilized, organizations should carry out a
structured recovery review to assess what went
well and what needs improvement.

 

The Executive Perspective
For CISOs and IT directors, recovery is where
their credibility is demonstrated. It’s the phase
visible to all stakeholders, where investments
made in preparation, protection, and detection
ultimately prove valuable. Success is measured
not by whether a breach occurred, but by how
quickly and safely an organization can resume
trusted operations, learning from the incident
while maintaining confidence and reputation.
When recovery is well-planned, tested, and
aligned with business continuity, an incident
becomes a manageable detour rather than a
disaster. An organization that can recover calmly
under pressure is not just resilient but also
prepared for the future.

5 Re c ove r

Important questions to ask include:
• Were backups easily accessible 

and adequate?
• Was the orchestration process effective?
• Did communication and coordination occur

as planned?
How long did full recovery take compared to
the set recovery time objectives (RTO/RPO)?

• 

These findings directly contribute to improving
preparedness and protection strategies.
Experienced organizations treat every incident
as an audit and a thorough, honest evaluation of
their resilience.

Themosteffectiverecoveries do more than
repair; they reinvent. After an incident, many
organizations uncover flaws in their architecture,
governance, or culture. Instead of just fixing the
damage, proactive leaders view this as a chance 

to modernize. They replace outdated servers
with cloud-native services, switch from manual
updates to automated patching, and redefine
identity boundaries with Zero Trust principles.

This approach turns adversity into an
opportunity. Recovery becomes a catalyst
for digital maturity, marking the moment an
organization emerges stronger than before.

“A cyberattack concludes not
when malicious code is
eradicated but when business
operations are stable, data
integrity is confirmed, and
trust is rebuilt both internally
and externally.”
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Continuity 
Keepingthe Business Running
When Systems Don’t

When ransomware strikes, authentication fails,
or an entire data center goes dark, the question
executives face is rarely, “Can we restore the
server?” but rather, “Can we keep the
business alive?”. Continuity is the bridge between
cybersecurity and corporate survival. It ensures that
when technology falters, the organization does not.

6
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Beyond Uptime
Traditional IT continuity focused on redundancy,
such as dual power supplies, mirrored storage,
and failover clusters. This was sufficient when
systems were centralized and predictable.
However, in today’s hybrid environment, the
landscape has evolved. Cloud platforms,
SaaS services, and remote operations create
a constantly changing situation. Outages and
breaches rarely happen in isolation; they ripple
through supply chains and customer channels.

Business Continuity and IT Continuity:
One Discipline

 

Designing for Graceful Degradation
 

6 Continuity

Therefore, continuity now extends beyond just
uptime metrics. It involves maintaining critical
business functions during adverse conditions.
For example, can orders be processed if the
ERP system goes offline? Can retail stores
operate if payment systems fail? Can employees
authenticate using an alternative method if the
directory is compromised?

CISOs and IT leaders need to think about the
resilience of functions, not just infrastructure.

Manyorganizations still view business continuity
management (BCM) and IT continuity as
separate functions, with one managed by risk
management and the other by IT operations.
However, they are fundamentally interconnected.
When a cyberattack hits, it not only affects the
systems but also the processes they support.
Therefore, planning should be coordinated
between the two areas.

This coordination means business impact
analyses, recovery goals, and continuity drills
must involve both IT and business leaders. A
process can only be considered resilient if both
the supporting technology and the people using
it can function even under reduced conditions.

CISOs play a crucial role in promoting this
integration by aligning cybersecurity frameworks
such as NIST or ISO 22301 with enterprise risk
management. The aim is to create a unified
language of resilience that resonates from the
server room to the executive suite.

Continuity doesn’talways mean complete 
availability. Sometimes, a strategic approach
involves a controlled reduction, sustaining
essential operations while deliberately
suspending less critical functions. Airlines,
banks, and logistics companies often plan for
this “graceful degradation”, identifying their
minimum viable operations that must persist
at all costs and designing their systems and
procedures accordingly.

For instance, a retailer might revert to offline
card transactions, a hospital may switch to
manual patient intake forms, and a manufacturer
might continue limited production using cached
data. These situations require prior rehearsal
and documentation.

The core idea is simple: avoid striving for
perfection under stress; focus on maintaining
your core purpose.
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Testing the Unthinkable
 

The Human Element of Continuity
 

The Regulatory Dimension
Regulators increasingly see operational
resilience as an extension of cybersecurity.
Under DORA, financial institutions must
demonstrate their capability to maintain critical
services even during severe disruptions. NIS2
sets similar standards across essential sectors.
These frameworks shift the focus from “How
secure are you?” to “How quickly can you
recover and continue operations?”

Learning from Real-World Resilience
 

6 Continuity

weareyuma.com

Technology alonecannot ensure continuity; it
depends on people to maintain it. During system
outages, employees need to be familiar with
alternative workflows, communication channels,
and decision-making processes. Training
staff to function without digital tools, even
temporarily, can transform potential paralysis into
deliberate adaptation.

Leaders should also be aware of human
fatigue, as prolonged outages and high-stress
recovery efforts can diminish morale. Continuity
planning should therefore address workforce
needs, including shift rotations, rest periods,
and psychological support. A burned-out team
cannot sustain resilience.

Effective leadership communication is critical.
When employees receive clear guidance
and honest updates, they stay focused and
cooperative. Conversely, confusion, secrecy, or
silence can quickly undermine trust.

Continuityplans are only as effective as their
last rehearsal. While tabletop exercises help
with alignment, live simulations truly reveal how
systems perform in real situations. Disconnecting
systems, simulating data loss, or forcing manual
procedures for a day uncovers friction points
that documents alone cannot show.

CISOs and IT directors should organize cross-
functional continuity drills involving executives,
HR, communications, and external partners. The
goal is not to create embarrassment but to build
confidence, so when a real incident occurs,
everyone has already experienced the pressure.

Advanced organizations conduct these exercises
annually, updating them as infrastructure
and threats change. Each rehearsal
transforms continuity from a static plan into a
natural response.

Considerindustries where interruption is 
inconceivable, such as air traffic control,
emergency services, and energy grids. Their
focus on continuity provides valuable lessons
for all organizations. They set up redundancy
at various levels, decentralize decision-making,
and treat localized failures as normal. 

Outages happen, but services continue. Applying
this approach to corporate IT involves creating
redundancy not only in hardware but also in
knowledge and expertise.

No individual should be irreplaceable during
recovery; thorough documentation and
delegation ensure operations can continue even
when key staff are absent. Ultimately, resilience
depends on distributed expertise.

For executives, this regulatory change means
that continuity is now a compliance requirement,
not just a benefit. Evidence such as test
reports, documented recovery goals, and
cross-departmental coordination become vital
components of audit trails.

When effectively adopted, these obligations
can act as catalysts for organizational maturity,
fostering better integration between IT, risk
management, and governance teams.
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6 Continuity

True 
continuity 
unites 
technology, 
people, and 
process.
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Continuity as a Cultural Value
 

The Executive Perspective
 

6 Continuity

Ultimately, continuity isn’t justplaced on a
shelf as a binder but is integrated into everyday
practices. When resilience becomes ingrained in
the culture, employees naturally consider “what-
if” scenarios. Project teams incorporate fallback
options; procurement plans with secondary
suppliers; and IT architects assess not only
performance but also recoverability.

This approach demands ongoing reinforcement
from leadership. When leaders routinely ask,
“How would this process proceed if the system
failed?”, continuity becomes a standard aspect
of planning.

ForCISOs andIT directors,the continuity pillar 
is where technology genuinely aligns with
business realities. It interprets risk language
into operational terms that the board can easily
understand. An effective continuity strategy
provides concrete assurance: the organization
can maintain its essential functions, safeguard
its reputation, and meet regulatory requirements
even during a direct attack.

Resilience, in this context, isn’t about avoiding
failure but about the capacity to absorb shocks
and adapt. When continuity planning is active,
tested, and embraced, a single system failure
cannot bring down the enterprise. Instead, the
organization flexes, recovers, and keeps moving
forward, demonstrating that panic has no role in
a well-prepared culture.

“Continuity is the bridge
between cybersecurity
and corporate survival.”
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Beyond Technology

The Human 
Dimension of 
Cyber Incidents
At its core, every cyberattack is a human crisis
masked as a technical problem. When systems break
down, it’s not the machines that panic but the people.
The stress, uncertainty, and high stakes of an
ongoing incident challenge not only the technology
but also the organization’s culture, leadership,
and emotional endurance.

 
Within a Security Operations Center, the hours
after an alert can feel like days. Analysts work
through nights, engineers rebuild systems under
pressure, and executives handle demands from
regulators, the press, and the board. Even when
organizations recover, the emotional impact
can be significant. Employees who blame
themselves for the breach often experience
guilt or burnout, while leaders bear the unseen
burden of reputational harm and the pressure of
stakeholder expectations.

During large-scale incidents, tension among
team members is a common occurrence.
Security teams aim to isolate threats, operations
focus on recovery, and communications seek
to reassure. Without clear decision-making
authority, these competing goals can lead
to conflict.

CISOs and IT directors must manage both
technology and people. They must prevent
stress from harming teamwork, promote
clarity over blame, and use empathy as a
leadership tool.

The Human Impact
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Managing Fatigue and Burnout
 

Psychological Safety as a Security Control
 

Aftercare and Reflection
 

Leadership Under Pressure
 

Crisis response is like amarathon run at
sprint speed. Long hours, sleep deprivation,
and emotional stress can impair judgment.
Leaders need to consider human sustainability
just as carefully as system resilience. This
involves scheduled rotations during extended
incidents, ensuring staff get rest, and offering
psychological support afterward. Nowadays,
proactive organizations incorporate mental
health resources into their incident management
plans. Post-incident reviews should include
not just technical analysis but also personal
reflections: what went well, what was difficult,
and how the team can emotionally recover.
Ultimately, human resilience should be regarded
as a vital part of the infrastructure, something
that is maintained, evaluated, and refreshed.

Blameculture hampers detection and delays
responses. When employees fear punishment
for reporting mistakes or anomalies, early
warnings are suppressed. Psychological
safety, the freedom to speak up without fear of
retribution, is not a “soft” concept; it is a vital
cybersecurity measure.

A positive culture promotes curiosity: Why did
this happen? What lessons can we learn? Who
needs support?
After an incident, leadership should conduct
blameless postmortems, structured reviews
that analyze failures without scapegoating. This
approach yields better insights and fosters trust.
When teams understand that honesty fosters
learning, transparency becomes standard.

Over time, this transparency develops into what
the military calls “calm readiness”: the capacity
to face uncertainty with composure.

Oncesystems are back online, the work 
continues. Teams require closure through
a post-incident review, which is essential
both technically and psychologically. It
helps staff process the event and turn chaos
into understanding. Leaders should openly
recognize efforts, record lessons learned, and
explain how these insights will influence future
security measures. Such acknowledgment
and subsequent actions turn fatigue into a
sense of pride and purpose. When individuals
feel appreciated and listened to, the impact
of a cyberattack can develop into valuable
organizational knowledge.

During acyber crisis,theleadership tone 
influences the organization’s emotional climate.
Calm, clear communication projects stability,
while inconsistent or unclear messages can
increase anxiety. Leaders who demonstrate
empathy and honesty during such times build
lasting trust with their teams. openly
acknowledging uncertainty, when sincere, boosts
confidence more than pretending to have all
answers.

For CISOs and IT directors, this is where
technical expertise blends with emotional insight.
They need to communicate clearly to the board,
guide their teams with compassion, and stay
composed as the situation unfolds.

In these critical moments, every word and action
impacts whether the organization recovers
effectively or faces further setbacks.
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Test Before
You’re Tested

 Preparationcan’t waitfor an incident. Act now, 
when systems are stable and minds are clear.
Reflect honestly: if tomorrow’s headlines labeled
your organization as the latest ransomware victim,
would you know exactly what steps to take?
Who would lead? What messages would you send
to customers, regulators, or the board? How long
would it take to restore operations?

If any of these answers are uncertain, 
it’s time to act.
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Practice recovery with real data.

Perform a resilience assessment
based on the six pillars.

Verify your protection measures.

Map your assets and dependencies.

Test your detection and response plans.

Integrate IT and business continuity drills.

Build a culture that normalizes preparation.
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Your next attack is
already being planned
somewhere. The real
question is: are you
planning better?
The next time the alert flashes red and phones
ring in the middle of the night, may your
organization respond with calm confidence:
hacked, but not panicked.
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Want to know more?

 
As Service Strategy Consultant, Louis Joosse
helps organizations strengthen their cyber
resilience in a structured way. With expertise
in IT strategy, incident response, and business
continuity, he translates complex challenges
into practical frameworks. This ensures
organizations are prepared both technically and
organizationally to withstand cyberattacks.

Contact
Louis.joosse@weareyuma.com
+31 30 303 2900

 
Jurgen Allewijn is a Cloud Architect at
Yuma and a Microsoft MVP, with over
20 years of experience in designing
and securing cloud-native and multi-
cloud environments. His deep technical
expertise makes is a valuable resource
for anyone working in or managing
cloud infrastructure. 

Contact
Jurgen.allewijn@weareyuma.com

Louis Joosse Jurgen Allewijn
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