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01 Is your security posture aligned with where the organization is 

going?

02 Can your GRC program tell you which risks matter to your business 

strategy?

03 Can it give leadership the data to make informed security decisions?





Maria

2 6

47 1



Catastrophic

Major

Moderate

Minor

Insignificant

Rare Unlikely Possible Likely Almost certain



01 Compliance as the dominant lens

02 Assessment without data

03 A tool that compresses, not clarifies

Why did the meeting turn out like this?



What if Maria could walk into that meeting with a 
different kind of answer?



A different approach to GRC.



GRC:

the integrated capabilities that enable an organization to achieve 

objectives, address uncertainty, and act with integrity.



Verify

Telemetry that tells you, in real time, whether the controls you've built and invested in are still working — and surfaces drift 

before it becomes an incident.

Invest

Obligations & Compliance

Meet the controls regulators and frameworks require — proof of 

conformance, not a measure of safety.

REST OF TALK

Risk

Spend where it actually moves the loss curve — quantified against stated 

appetite.

Build

The baseline every modern organization must have in place before risk-based investment even becomes a sensible 

conversation.





A quality decision needs all six — and each one was missed for BEC.

01  Frame  · what & why Context establishment + scenario analysis "BEC" framed as generic phishing — not wire fraud against finance.

02  Alternatives  · options

03  Information  · evidence

04  Tradeoffs  · values

05  Reasoning  · logic

06  Commitment  · action



From colored adjectives to probable ranges of loss

→

Catastrophic

Major

Moderate

Minor

Insignificant

Rare Unlikely Possible Likely Almost 

certain



Each source answers a different question.

E X T E R N A L

What happens to organizations like 
ours?

I N T E R N A L

What actually happens here?

S M E

What’s likely to happen next?



The data is already in your environment.

Likelihood

Impact

Control effectiveness



From technical signal to risk insight.

28 challenges issued 23 succeeded

5 fell back to legacy auth 82% coverage

8 phishing emails reached inbox 2 led to credential entry

0 completed compromise 25% click-through

Frequency of attempt

Measurable, not estimated.

Control effectiveness

Partial — legacy auth fallback is the gap.

Likelihood of materialization

Anchored in real numbers, not a 1–5 rating.



S H O W C A S E  ·  6  S C R E E N S H O T S  ·  N O T  A  L I V E  D E M O

When the technology 
carries the weight.



Maria's second meeting.

A walk-through, not a demo.



srp.nordvind.dk/posture/strategy

S
SECURITY RISK 

PLATFORM

Lars Henriksen

NordVind · Strategic Objectives FY 2026

Source: Board strategy 2025–27 · Owner: Executive team · Last reviewed 04 Feb 2026 4 47 3

Decarbonize 2.4M Danish 

homes by 2030

9 4.1M within

Maintain >98% turbine availability 

across the fleet

14 11.8M +18%

TRUST & LICENSE TO OPERATE

Operate securely & compliantly — customer, 

employee, financial data

17 8.2M +9%

→ STRONG-AUTH · R07 (BEC) · R03 · R12

Deliver Baltic II expansion on time and on 

budget by Q4 2027

7 2.9M +4%

Risk doesn't start in a register. It starts from what the organization is trying to achieve — and what threatens that.



srp.nordvind.dk/posture/objectives/STRONG-AUTH

S
SECURITY RISK 

PLATFORM

Objectives

Lars Henriksen

Enforce Strong Authentication STRONG-AUTH 58%

▼ −7 pts vs. target (65%)

Ensure all authentication into NordVind systems is verifiably strong — phishing-resistant where credentials carry financial or privileged authority.

PHISHING BRUT E_FORCE MFA BYPASS CREDENT IAL_T HEFT BEC

2 3 1

CONTROL NAME SEVERITY POSTURE PASS

IAM-MFA-001 Conditional Access for admin MFA HIGH 82% ✓

IAM-MFA-002 User MFA enforcement HIGH 71% ✓

IAM-MFA-003 Phishing-resistant methods · finance team HIGH 43% ✕

IAM-MFA-004 Legacy authentication blocking HIGH 28% ✕

IAM-MFA-005 Risk-based MFA MEDIUM 54% ✕

↳  L I N K E D  R I S K S  ·  3

R07 ·Wire fraud due to BEC targeted finance High

R12 ·Broad phishing & credential theft Med

R03 ·Privileged credential compromise High

Maria isn't browsing 47 risks. Risk starts from objectives — and the controls that measure them.



srp.nordvind.dk/risks/R07

S
SECURITY RISK 

PLATFORM

Risk register

Lars Henriksen

Wire fraud due to BEC targeted finance R07

5-element structure

THREAT

BEC operator / wire-fraud 

group

ASSET

Finance team mailboxes (28 

accounts)

VULNERABILITY

Absence of dual-

authorisation controls on 

high-value payment 

workflows

EVENT CONSEQUENCE

0.5 / yr 1.5M – 30M DKK 3.3M DKK ~28M DKK

Scenario, not a line in a register. Five elements you can actually reason about.

Fraudulent wire transfer or 

payroll redirection to 

attacker account

Direct financial loss, 

forensic costs, regulatory 

reporting



srp.nordvind.dk/analysis/risks?risk=R07

S
SECURITY RISK 

PLATFORM

Analysis

Lars Henriksen

A N N U A L  F R E Q U E N C Y

0.5 / yr

I M P A C T  R A N G E

1.5M – 30M DKK

E A L

3.3M DKK

V A R  ·  9 5 %

~28M DKK

E X T E R N A L  B A S E  R A T E

Industry benchmark

Annual BEC frequency, sector 0.3 – 1.0

Anchor used 0.5

Median loss, comparable orgs 4M DKK

LIVE T ENANT

I N T E R N A L  P O S T U R E  T E L E M E T R Y

Microsoft Graph · last 90 days

Phishing-resistant MFA · finance 43%

Legacy-auth fallback events 5 of 28

Defender phishing reaching inbox 8

Credential entry attempts 2

Completed compromise 0

S M E  F O R W A R D - L O O K I N G

Estimated by Maria Kjeldsen

Impact range (P10 – P90) 1.5M – 30M DKK

Basis IC3 median × revenue

Adjustments + insurance recall

Three sources, one refined range. The numbers underneath the risk are auditable, back to a Graph endpoint.
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srp.nordvind.dk/posture/controls/IAM-MFA-003

S
SECURITY RISK 

PLATFORM

Controls

Lars Henriksen

Phishing-resistant MFA — finance team IAM-MFA-003 43%

▲   3  ver 4 m  t s (  →3 →45→43) 

Auth method registration · finance OU · 28 users

collector: graph.microsoft.com · pulled 09:14 today · cached 4h

12 / 28
phishing-resistant

✓ live

R A W  E V I D E N C E  ·  G R A P H  R E S P O N S E G E T  / R E P O R T S / A U T H E N T I C A T I O N M E T H O D S / U S E R R E G I S T R A T I O N D E T A I L S ? $ F I L T E R = D E P A R T M E N T  E Q  ' F I N A N C E '

{

  "@odata.context" : "https://graph.microsoft.com/v1.0/$metadata#...",

  "@odata.count" : 28,

  "summary": {

    "phishingResistantMethodRegistered" : 12,

    "softwareOathRegistered" :        11,

    "smsOnlyRegistered" :             5,

    "noMfaRegistered" :               0

},

  "value": [

    { "userPrincipalName" : "anna.sorensen@nordvind.dk",

      "methodsRegistered" : [ "fido2" , "windowsHelloForBusiness"],

      "isPhishingResistant" : true},

    { "userPrincipalName" : "Maria.kjeldsen@nordvind.dk",

      "methodsRegistered" : [ "microsoftAuthenticator" , "sms"],

      "isPhishingResistant" : false},

    { "userPrincipalName" : "jens.olsen@nordvind.dk",

      "methodsRegistered" : [ "sms"],

      "isPhishingResistant" : false},

    

]

}

          

The number is auditable — back to its source. Same Graph endpoint your Azure admin uses. Same response.



Loss exceedance — R07 · Wire fraud due to BEC targeted finance ●  A B O V E  T O L E R A N C E
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3.3M DKK 28M DKK ~12% +2pts

Frequent loss Moderate loss 25M · 10% Occasional loss

Exposure vs. appetite, explicit. Twelve percent chance of losing more than 25M DKK — above stated appetite.



Which investment moves the needle? The trade-off is visible, not intuited.
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Operate securely & compliantly · Trust & license to operate
EAL 8.2M → 5.6M

APPRO VED ·  1 5  MAY 2 0 2 6

Disable legacy authentication across finance by end of Q3.

Anna Sørensen, IAM Lead 15 May — 30 Sep 2026 150,000 DKK CISO · Lars Henriksen

□ Zero successful legacy auth from finance accounts □ MFA coverage 100% across finance OU □ Phishing-res sta t e r   me t ≥ 

95%

Option A · from /scenarios/compare Reviewers · CFO · CISO · DPO Cycle · Q3 2026 governance review

Weekly Entra coverage report · finance OU

current: 43% → target: 100% · drift alerts on regression

graph.microsoft.com/v1.0/ reports/authenticationMethods/ userRegistrationDetails

A decision has an owner, a date, a budget — and a way to know if it worked. The Verify layer closes the loop.



Different process.

A curve. With an appetite line.

A ranked recommendation. With reasoning.

A record. With an owner. With a date.

Same Maria. Different process.



Three shifts.

0 1

Start from objectives , not the 
register.

0 2

Make your weakest DQ link your 
roadmap.

0 3

Let the data you already have count 
the risk.



Thank you.
PET ER T RI ER JØ RG ENSEN 

SECURI T Y  ARCHI T ECT  ·  VENZO

PET ER. T RI ER@O UT LO O K. CO M
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