Cybersecurity Roles,

Responsibilities, and Handoffs

Purpose: clarify who owns what across the
security lifecycle and how work passes
cleanly between teams

Audience: security leaders, IT managers,
practitioners, team leads, educators,
career learners

Outcomes: map roles, define RACI-style
accountability, design reliable handoffs,
avoid ownership gaps

Agenda: role landscape, responsibility
design, handoff mechanics, cloud and
third-party boundaries, governance metrics,
action planning

Framing: ownership sits at the handoff,
not in the alert — the seam between teams
is where risk hides




Why Role Clarity and Clean Handoffs Matter

Ambiguity costs: duplicated
work, dropped tasks, slow
response, audit findings

Shared responsibility spans
business, IT, security, cloud,
and third parties

>90% of incidents involve
preventable coverage gaps
(Unit 42, 2026)

Unowned seams belong to
the attacker — no named
receiver, no clock

Clarity enables prioritization,
staffing, and fast exception
approvals




Role Landscape: From Boardroom to SOC

Executive layer: board, CISO, risk
committee — vision, risk appetite,
funding, residual risk

Management layer: IT and security
managers, team leads, asset owners —
guardrails and priorities
MANAGEMENT

Practitioner layer: SOC analysts,
detection engineers, incident responders,
architects, GRC, identity, cloud
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Supporting players: HR, legal, privacy,
2 ‘ procurement, internal audit, third-party
providers

NICE Framework Components v2.2.0 (2025): work roles group work, not job titles



Designing Accountabiliies: RACI and Decision Rights

® RACI: Responsible does the work;
exactly one Accountable owns
the outcome

® Name decision rights first: risk
acceptance, production exceptions,
incident declaration, privileged
access

® Anti-patterns: two Accountable
roles, accountability without
authority, diffuse ownership

e Build RACI only where a control
crosses a team boundary — cloud,
Cl runners, identity

® Set thresholds by risk exposure,
not job title, so the model survives
reorganizations
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CLEAR ROLES. STRONGER OUTCOMES.




Core Process Handoffs: Access, Vulnerabilities,

Incidents, and Change

CLEAR HANDOFFS. STRONGER SECURITY. SHARED OWNERSHIP.
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Where handoffs break:
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Anatomy of a Reliable Handoff

Handoff package: case reference,
context and evidence, risk rating,
requested action, deadline, named receiver

Handoff Package

E Case reference
a Context and evidence

Risk rating

Handoff is a state transition with
defined input, output, and
acceptance criteria

Requested action

Written acceptance required —
without it, the handoff has not

Deadline P PRanEd
~ "7 Named receiver
f Define rejection windows and
first/second escalation routes
.y before the deadline is missed

Verification: what "done" means —
evidence retained, risk accepted
or revalidated




RACI in Practice: Worked Scenario 1 — Critical Vulnerrability

Situation:

critical vulnerability with known
exploitation on a business-critical
server

Security

Accountable:
CISO owns the program; asset
owner owns remediation execution

% Decision rights:
' ‘ deadline setting, dated mitigation
"~ or exception approval, overdue

escalation
Triage IT Operations
Business-Critical Package
Handoff: Sewgr : 1
triage package to IT operations;
change management schedules
the fix
Failure modes: Change Management
no default asset owner, reassignment Schedules the Fix

restarts the clock, exception becomes
a parking lot



RACI in Practice: Worked Scenario 2 —

Suspected Phishing and Account Compromise

Incident commander jm————————- :
owns decisions once declared
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@ Situation: reported phishing email leads to possible account compromise

Flow: SOC triage, investigation, containment, verification — incident
commander owns decisions once declared

® Handoff to IT and identity teams: session revocation, credential rotation,
host remediation

Legal and privacy engaged on notification clocks and breach assessment

@® Decision rights: who declares, authorizes containment, approves
communications and regulatory notice

Failure modes: unowned ticket queue, evidence destroyed by early rebuild,
finance notified too late



RACI in Practice: Worked Scenario 3 — Unsanctioned SaaS Purchase

Reviewed SaaS Tool Unsanctioned Saa$S Tool

- Q-0-0-0 >
Shadow IT
Intake Due diligence  Contract Identity Logging, ) - - : | _
clauses monitoring i :
: J - B A
Governed and tracked
Unmanaged Missing False vendor-security
identities due diligence assumptions

Situation: business unit adopts SaaS without security review

Accountable: business or service owner accepts service risk

Decision rights: service approval, residual risk, vendor relationship, renewal

Handoff: intake, due diligence, contract clauses, identity, logging, monitoring

Failure modes: shadow IT, ummanaged identities, false vendor-security assumptions




Shared Responsibility with Cloud and Third Parties

Q00600

Provider secures the cloud;
you secure identity, data,
access, and configuration

laaS: you own the guest OS
and patching; PaaS and SaaS
shift more to the provider

Third parties: due diligence,
contract clauses, monitoring,
and exit planning

Name owners for
misconfiguration, identity,
logging, and response at
the boundary

Challenge false assumptions:

provider logs are enough,
incident response is included

Customer
responsibilities

More responsibility
with the provider

Shared responsibility
(varies by service)

You own the guest OS
and patching




Four components:
who decides, who owns, how work
moves, what proves it holds

Mechanisms:

charters, model reviews, ownership
registers reconciled quarterly,
exceptions with expiry dates

Cadence:

weekly unowned-item triage,
monthly exception review,
quarterly access and model reviews

Aligned to ISO/IEC 27001
Clause 5.3 and NIST CSF 2.0
GV.RR expectations

Keep lightweight:
document the decisions that
actually stall, not every task

Making It Stick: Governance Mechanisms

PEOPLE | PROCESS | EVIDENCE | RESILIENCE

Operating Cadence
Weekly Monthly | Quarterly
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CLEAR OWNERSHIP.
STRONGER OUTCOMES.




Metrics, Culture, and Sustaining Clarity

® Track five metrics: decision

latency, ownership coverage, @ :‘; O
exception aging, MTTR by team,
escaped-risk rate =il tl all I I I

e If a metric never changed a | | | J
decision, stop collecting it ¢

® Aggregate metrics hide the team
accountable on paper without
capacity

® Build psychological safety to
escalate; run blameless handoff
reviews and tabletops

e Sustain through onboarding, role
transitions, and reorgs; brief
incoming owners at shift change

@ Automate redesigned workflows
once handoffs are clear




Action Planning: Next Steps for Your Team

PROCESSES
HANDOFFS

From Ownership to Safer Operations STRONGER SECURITY

Q H il a~a

Quick audit: ) Draft one ) Set 90-day ) Schedule ) Sequence role

name one cross-team RACI baselines: governance changes, state

accountable owner matrix and one ownership reviews and brief fallbacks, and

for each of your handoff checklist coverage, incoming owners confirm each

top five security with written exception aging, at every shift handoff has a

processes. acceptance remediation time change. named receiver.
criteria. by owning team.

CLEARER OWNERSHIP.
SMOOTHER HANDOFFS.
STRONGER OUTCOMES.




Key Takeaways and Close

Clarity is a control: name
accountable owners and
explicit decision rights

The seam is the risk: handoffs
need a named receiver, evidence,
deadline, written acceptance

Shared responsibility demands
explicit cloud and third-party
boundaries, not assumptions

y "\ Measure what changes decisions:
~“ | || ownership coverage, decision
latency, exception aging,
remediation time

Commit this quarter: one cross-
team RACI and one handoff
checklist with acceptance criteria
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