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Executive Summary

Hire A Cyber Pro performed a comprehensive Gramm-Leach-Bliley Act (GLBA) Safeguards
Rule assessment for a U.S. college (“the College”). Using 16 C.F.R. 8314.4 as the
normative baseline, we reviewed governance, policies, technical controls, and conducted
hands-on technical testing (vulnerability scanning, penetration testing, configuration
reviews, phishing simulations). The College’s baseline maturity sits between Stage 2
(Developing) and Stage 3 (Defined) on a five-stage security-maturity scale. Overall
compliance readiness scored 34.8% (11.5/33 points) across the GLBA program elements.
Achieving full compliance will require a 12-24 month remediation program anchored by
governance, risk management, encryption, identity hygiene, email/endpoint hardening,
and third-party oversight.

Key strengths include multi-factor authentication for remote access, deployment of
Microsoft Defender and Intune, and a motivated IT staff committed to improvement. Key
gaps include formal designation of a qualified individual, risk assessment and risk register,
third-party risk management, encryption at rest and in transit for several systems,
identity/Active Directory hygiene, security baselines for email/MDM/JAMF, legacy OS and
services exposure, and a formal testing/monitoring cadence.

Engagement Objectives

e Assessthe College’s alighment to GLBA Safeguards Rule (8314.4).
e Identify material risks to the confidentiality and integrity of customer information.
e Provide a practical remediation roadmap with “quick wins” and longer-horizon

activities.
e Establish governance artifacts (policies, reporting, KPIs) to support demonstrable
compliance.
Methodology & Scoring

Hire A Cyber Pro conducted stakeholder interviews, policy and configuration reviews,
technical scans, penetration tests, and phishing simulations.

Scoring. For each program element: 1 point = Implemented; 0.5 = Partially Implemented; 0
= Not Implemented. The aggregate readiness score of 11.5/33 (34.8%) reflects current
controlimplementation versus GLBA expectations.

Testing Components. - Active Directory (AD) and Group Policy review - Database and data
protection review - Microsoft 365/Defender/Intune/Exchange Online configuration review -
JAMF MDM review (Apple ecosystems) - Network/wireless/perimeter device configuration
review - External and internal vulnerability assessments - Web application / penetration
testing of representative systems - Phishing simulations and workforce security awareness
review
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Scope

In scope were on-premises and cloud systems housing or interfacing with customer
information, identity infrastructure, messaging/collaboration platforms, selected web
applications, and representative endpoints. Some third-party services were reviewed at a
high level; formal vendor due-diligence artifacts were not yet in place and are part of the
roadmap.

Benefits of Risk Assessments, Technical Testing, and Compliance Gap
Assessments

Why these activities matter - Risk assessments clarify priorities. They translate technical
issues into business risk with likelihood, impact, and ownership—so leaders can decide
what to fix first and why. - Technical testing validates reality. Vulnerability assessments
and penetration tests verify whether controls actually work, identify exploitable paths (e.g.,
credential reuse, legacy protocols), and quantify the blast radius of a compromise. -
Compliance gap assessments prove due diligence. Mapping current practices to the GLBA
Safeguards Rule, FERPA, and related frameworks exposes documentation and process
gaps and produces a defensible remediation plan with measurable milestones. - Funding
and insurance alignment. Clear findings support grant requests (public institutions) and
cyber-insurance underwriting, often reducing premiums or exclusions when controls
improve. - Operational resilience. The outputs drive patching, identity hygiene, baselines,
and monitoring—shortening dwell time and improving recovery when incidents occur.

What decision-makers gain - A ranked remediation plan with cost/effort/benefit trade-offs -
Evidence packages that satisfy auditors, boards, regulators, and insurers - Metrics (KPIs) to
track progress and hold teams accountable

Findings by GLBA Safeguards Rule Requirement (8314.4)
8314.4(a) Governance & Accountability

Status: Partially Implemented. Formal policy letters designating roles and responsibilities
are incomplete. A qualified individual (Ql) must be explicitly assigned, with written
acceptance, scope, and authority.

What to do next - Issue a governing-body resolution or executive memorandum
designating the QI, with named alternates and succession. - Update the Information
Security Program (ISP) to document authorities, RACI, and reporting lines.
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8314.4(b) Risk Assessment

Status: Not Implemented. A written risk-assessment methodology, criteria, cadence, and
risk register are missing. Current assessments were ad hoc.

What to do next - Adopt a risk method (e.g., NIST SP 800-30 style) with threat-event
identification, likelihood/impact analysis, control-strength consideration, and an overall
risk rating. - Establish a formalrisk register with business impact mapping and owners;
review at least quarterly.

8314.4(c) Safeguard Design & Implementation

Status: Partially Implemented. Significant technical and administrative gaps exist: -
Identity & AD hygiene. Legacy password policies (e.g., 8-character minimum), thousands
of inactive objects, privileged accounts with non-expiring/aged passwords, plaintext
credentials in historical GPOs, SMBv1 enabled on domain controllers, and legacy domain
controller versions. - Encryption & protocols. Gaps in encryption in transit and at rest for
databases and integrations; TLS 1.0/1.1 still accepted on some services; SNMP v2 in use. -
Email & collaboration security. Preset security policies disabled; not all users enrolled in
EOP/Defender for Office 365 tiers; weak external tagging/anti-spoof defaults. -
Endpoint/MDM/JAMF. Intune deployed but policies not consistently enforced; outdated
inventory; Windows feature updates not initiating; disk-encryption policies not assigned;
JAMF lacks security compliance module, ABM integration, and baseline security profiles. -
Perimeter/network. Firewalls using basic controls; limited logging on “allow” categories;
absence of standardized baselines (CIS/STIG) across devices; lingering default pages on
web servers.

What to do next - Implement modern identity standards (12-15+ char passwords or
passphrases; stale/disabled account cleanup; admin credential lifecycle; remove legacy
protocols like SMBv1). - Enforce TLS 1.2+ everywhere; encrypt sensitive databases at rest
with FIPS-validated crypto; migrate SNMP to v3. - Enable Microsoft “Standard” and “Strict”
preset policies tenant-wide; enforce external tagging; require MFA across all login portals
and rate-limit/lockout. - Complete Intune/JAMF baseline deployment with
device-compliance, update, and encryption policies; enable JAMF Security Compliance,
ABM supervision, and identity provider integration; synchronize GPO and MDM policy. -
Standardize on device hardening baselines (CIS/STIG); enable robust logging for allowed
application categories at the firewall.

8314.4(d) Testing & Monitoring

Status: Not Formally Implemented. One-time testing existed (VA/PT), but no continuous
monitoring, red/blue exercises, or defined cadence.

What to do next - Establish a continuous monitoring plan: monthly internal/external
scanning, quarterly configuration reviews, and annual penetration tests. - Integrate
findings into the risk register and patch/vulnerability management processes.
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8314.4(e) Personnel Training

Status: Largely Implemented. Security awareness exists; enhance with role-based training
for information-security personnel and maintain training logs.

What to do next - Track and report training completion and continuing education for
security staff; expand job-specific modules.

8314.4(f) Service Provider Oversight

Status: Not Implemented. No formal third-party risk management (TPRM) program is in
place.

What to do next - Approve a TPRM policy; inventory vendors; risk-tier them; collect
due-diligence evidence; require security addenda and incident-notice SLAs.

§314.4(g) Program Adjustments

Status: Not Implemented. No structured cycle to adjust safeguards based on testing,
monitoring, or business/technology changes.

What to do next - Create a quarterly Security Steering Committee to review risks, test
results, incidents, and material changes; record decisions and program updates.

§8314.4(i) Annual Written Report

Status: Not Implemented. No formal annual report from the QI to leadership.

What to do next - Produce a board-level annual report covering risk posture, control
testing, incidents, TPRM, KPIs, and planned improvements.

Technical Assessment Highlights

Identity & Active Directory

e Minimum password length below modern standards; large volume of inactive
objects; privileged accounts with aged/non-expiring passwords; credentials found
in legacy GPOs.

e Legacy protocols (e.g., SMBv1) enabled; domain controller on unsupported OS
version.

Data Protection & Databases

e Encryption in transit (TLS) not enforced universally; need FIPS-validated crypto;
encryption at rest not uniformly implemented.
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Email & Collaboration Security

e Microsoft 365 preset security policies disabled; not all users enrolled in
EOP/Defender policies; external sender tagging absent or inconsistent.

Endpoint, Intune & JAMF

¢ Intune configured but not fully enforced (updates, compliance, disk encryption);
device inventory includes unverified/retired assets; Defender for Endpoint
connector disabled; JAMF missing ABM integration, compliance module, and core
security profiles.

Network, Wireless & Perimeter

e Basic firewall controls without comprehensive logging for allowed traffic; lack of
standardized hardening baselines across network devices; SNMP v2 in use; some
SSIDs allow legacy standards.

Vulnerability Assessments (External & Internal)

e Limited external exposure but presence of deprecated TLS/cipher suites and
missing security headers on some assets; internal scans showed outdated
OS/software and patching gaps.

Penetration Testing

e High-severity findings on outdated application stacks (e.g., legacy Tomcat,
outdated PHP/WordPress, insecure JavaScript patterns, DOM-based XSS); portals
without rate limiting/lockout/MFA; default information disclosures on some hosts.

Phishing Program

e Two simulation scenarios indicated low but non-zero engagement (approx. 1% and
4.4%). Training cadence and reporting rates merit improvement toward industry
benchmarks.

Roadmap & Timeline

Quick Wins (0-90 days)

e Issue Ql designation and update ISP governance artifacts.

e Enforce 12-15+ character passwords/passphrases; disable SMBv1; expire/reset
aged and non-expiring privileged credentials; purge/disable inactive accounts.

e Enable Microsoft 365 “Standard/Strict” preset security policies across all users;
implement external sender tagging.

e Turn on Defender for Endpoint connector; assign disk-encryption policies; enforce
OS/application update policies.
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Migrate SNMP to v3; disable legacy TLS/ciphers; remove default web pages and add
core HTTP security headers.

Create arisk register and standardize a monthly vulnerability-management
cadence.

Near-Term (3-9 months)

Complete encryption at rest for sensitive databases; enforce TLS 1.2+ end-to-end
across integrations.

Deploy CIS/STIG baselines for servers, endpoints, network and perimeter devices
with configuration management and drift detection.

Stand up a Third-Party Risk Management program with vendor inventory, tiering,
guestionnaires/assurances, and contracts.

Implement continuous monitoring with monthly scanning, quarterly configuration
reviews, and an annual penetration test cycle.

Mature phishing/awareness: at least quarterly simulations; align to industry
reporting benchmarks; track role-based training for admins/developers.

Longer-Term (9-24 months)

Modernize/retire legacy OS/services and upgrade domain controllers; streamline
identity governance (JIT/JEA for admins, PAM where applicable).

Fully integrate JAMF with ABM; enable JAMF Security Compliance Module;
standardize macQOS/iOS security profiles and update enforcement.

Expand logging/telemetry; implement SIEM rules & playbooks; conduct annual
incident-response tabletop exercises.

Deliver an Annual Written Report from the QI to the governing body.

Compliance Crosswalk (Excerpt)

GLBA 8314.4
Element Observed Status Top Risks Near-Term Action
(a) Governance & Ql | Partial Ambiguity of Formal Ql

authority designation; RAClin

ISP

(b) Risk Assessment

Not Implemented

Unknown risks; ad
hoc decisions

Adopt method,;
create risk register;
quarterly reviews

(c) Safeguards

Partial

Identity, encryption,
misconfigurations

Identity hygiene; TLS
1.2+; CIS/STIG
baselines;
EOP/Defender
presets
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GLBA 8314.4
Element Observed Status Top Risks Near-Term Action
(d) Testing Not Formal Control drift; Monthly scans;
unknown exposures | annual PT; config
reviews
(e) Training Largely Inconsistent staff Role-based training;
Implemented upskilling evidence | centralized logs
(f) TPRM Not Implemented Vendor-originated TPRM policy;
compromise inventory; tiering;
contracts
(g) Adjustments Not Implemented Program stagnation | Quarterly steering
review; change
management
(i) Annual Report Not Implemented Leadership blind Ql annualreportto
spots board

Program Governance: KPIs & Reporting

To demonstrate due diligence and drive continuous improvement, track and report: -
Patching & Vulnerability: patch latency (mean/95th percentile), % endpoints/servers within
SLA, vuln closure rate, critical exposure time. - ldentity: # stale/inactive accounts; #
privileged accounts with non-expiring credentials; MFA coverage; password
length/passphrase coverage. - Email/Endpoint: % users in Standard/Strict policies; DLP
policy coverage; device-compliance rates; disk-encryption coverage; Defender/MDM
enrollment. - Training/Phishing: training completion; phish click and report rates;
time-to-report; repeat-clickers trend. - Incidents & Testing: #/severity of findings; mean
time to detect/respond; tabletop cadence; audit exceptions. - TPRM: % critical vendors
assessed; remediation SLA adherence.

Cadence: monthly operational metrics to the CISO/QI; quarterly steering updates; annual
board report per 8314.4(i).

Risk if Unaddressed

Leaving the observed gaps unresolved creates compounded exposure across governance,
technology, and third-party dependencies:

e Regulatory & funding exposure. Non-conformance with 8314.4 can trigger FTC
scrutiny and Department of Education attention. For Title IV-participating
institutions, sustained deficiencies can jeopardize eligibility, increase audit burden,
or result in corrective action plans and reporting requirements.
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e Financial impact. Breach investigation, legal counsel, notifications/credit
monitoring, incident response, downtime, and recovery efforts typically exceed the
cost of proactive remediation. Insurers can impose higher premiums, coinsurance,
or exclusions when controls (e.g., MFA, EDR, encryption, monitoring) are weak or
inconsistently enforced.

e Operational disruption. Credential theft and lateral movement through legacy
services (e.g., SMBv1, weak AD hygiene) can halt learning and business operations,
impacting registration, payroll, and student services. Restoration is prolonged when
asset inventories, baselines, and backups are incomplete.

e Dataprivacy & reputational harm. Unauthorized access to student, parent, and
financial records triggers privacy obligations and erodes trust among students,
families, donors, and partners.

e Third-party cascade risk. Without a formal TPRM program, vendor compromises
can become your compromises—especially for SIS/ERP, payment, and hosted
learning platforms.

e Strategic stagnation. Absent continuous monitoring and governance cadence,
control drift returns, technical debt grows, and teams lose momentum—keeping
the institution in a reactive posture.

Addressing these risks through the proposed governance, identity, encryption, baseline,
monitoring, and vendor-oversight initiatives materially reduces the likelihood and impact
of incidents while improving audit readiness and insurability.

Budgetary Considerations & Funding Metrics

Why sustained investment matters. Cybersecurity underwrites availability, integrity, and
confidentiality (the AIC triad) of business-critical services (enrollment, financial aid,
payroll, learning systems). Under-funding raises the probability that a single control gap
(e.g., weak identity hygiene or unencrypted data stores) cascades into outages, data loss,
regulatory exposure, and reputational harm. Proactive funding is materially less expensive
than incident response, legal fees, make-goods, and extended downtime.

Common Budget Anchors (adapt to institutional size and risk)

e |Tspend as ashare of operating budget/revenue. Many organizations benchmark
~2-6% for core IT; cloud-first footprints, heavy research, and remote operations
trend higher.

e Security as ashare of IT spend. A practical baseline for regulated institutions is
~8-15% of IT spend devoted to cybersecurity; higher-risk or transformation
programs may run 12-20% for 12-24 months.

e (Capitalvs. operating mix. Favor opex for SaaS platforms (EDR/XDR, email security,
MDM, SIEM) and managed services; reserve capex for targeted hardware refreshes
(firewalls, backup appliances) and one-time remediation projects.
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Outcome framing: Tie requests to risk and operational outcomes, not tools—
e.g., “Reduce privileged credential risk by 80%,” “Achieve 100% disk-encryption
coverage,” “Cut patch latency to <14 days for critical updates,” “Meet §314.4
annual reporting with audit-ready evidence.”

What to Budget For (alighed to the roadmap)

1. Governance & Compliance (0-90 days)
vCISO/Ql support; policy & ISP updates; risk-register build; KPl dashboard; initial
training uplift.

2. ldentity & Access Hygiene (0-6 months)
Directory cleanup; MFA expansion; privileged access lifecycle; legacy protocol
removal; SSO rationalization.

3. Endpoint, Email & MDM Baselines (0-9 months)
Defender/EOP/Intune and JAMF hardening; disk-encryption enforcement;
patch/update orchestration; device inventory modernization.

4. Data Protection & Encryption (3-12 months)
TLS 1.2+/1.3 enforcement; database/file encryption; key management; DLP
configuration.

5. Network & Perimeter Hardening (3-12 months)
Firewall rule hygiene; logging for allowed traffic; CIS/STIG baselines; SNMPv3
migration.

6. Continuous Monitoring & Testing (ongoing)
Vulnerability scanning; annual penetration testing; SIEM onboarding/tuning;
playbooks/tabletops.

7. Third-Party Risk Management (3-12 months)
Vendor inventory/tiering; assessments and contract clauses; remediation tracking.

Funding Metrics the CFO/Board Will Expect

Track and report these before and after funding to demonstrate value: - Risk &
Compliance: # of high/critical risks mitigated; % 8314.4 elements implemented; audit
exceptions closed; completion of the Annual Written Report. - Identity Posture: MFA
coverage (% users/systems), # inactive accounts removed, # privileged accounts with
non-expiring creds, legacy protocol exposure eliminated. - Vulnerability & Patching:
median/95th-percentile patch latency; % assets within SLA; critical vuln exposure time;
remediation burn-down trend. - Endpoint/Email Hygiene: EDR/MDM enrollment;
disk-encryption coverage; preset security policy adoption; malware containment time. -
Resilience: RPO/RTO attainment for student information systems and payroll; tested
restore success rate; backup immutability coverage. - Awareness & Phishing: click and
report rates; repeat-clicker reduction; role-based training completion. - TPRM: % critical
vendors assessed; remediation SLA adherence; contract security addenda coverage. -
Financial: avoided downtime hours; cyber-insurance premium changes/retention of
coverage; cost avoidance vs. one-time incident spend.
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Business-Case Narratives That Unlock Funding

Downtime avoidance: Quantify hourly cost of LMS, registration, and payment
outages; compare to the modest cost of MFA, EDR, and configuration baselines that
prevent common incidents.

Insurance alignment: Many carriers now condition coverage/retention on MFA,
EDR, backups with immutability, and logging/monitoring—funding these controls
protects insurability and can dampen premiums.

Regulatory diligence: Demonstrable progress on 8314.4 (risk assessment,
encryption, testing, reporting) reduces scrutiny and corrective-action costs.

Sourcing & Efficiency Levers

Consortium/GPO pricing for education/public sector; align renewals to
consolidate vendors and reduce “tool sprawl.”

Co-managed services to surge scarce skill sets (identity cleanup, SIEM tuning,
penetration testing) without long-term headcount.

TCO modeling to compare build vs. buy vs. co-manage across three years
(licenses, services, internal effort, training, and depreciation).

Hire A Cyber Pro provides a line-item budget model and three-year TCO/benefit analysis
tailored to enrollment size, staff capacity, and risk tolerance to accompany this roadmap.

About Hire A Cyber Pro

Hire A Cyber Pro is a veteran-owned cybersecurity firm that helps public and private
institutions build resilient programs aligned to GLBA, FERPA, NIST, and related
frameworks. We blend governance expertise with deep technical execution to close the
loop between policy, controls, and proof.

How We Help Public & Private Institutions

Discover (Assessment). Risk assessments, technical testing (VA/PT), configuration
reviews (M365/Intune/Defender/JAMF/AD), and compliance gap analyses mapped
to §314.4.

Reduce (Remediation). Identity and AD hardening, encryption strategy and rollout,
CIS/STIG baselines, email/endpoint protection, vulnerability and patch
management cadence, and continuous monitoring.

Prove (Assurance). Evidence packs for auditors/boards/regulators/insurers, KPI
dashboards, quarterly steering materials, and the Annual Written Report for
leadership.
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Differentiators

Assessor-led, outcome-driven. Engagements are led by certified professionals
(e.g., CISSP, CMMC Assessor) with active assessment experience.

Education & public-sector depth. We understand registrar/SIS/ERP workflows,
grant constraints, and procurement realities.

Hands-on technical depth. We don’tjust advise, we implement baselines, tune
controls, and validate outcomes.

Pragmatic and right-sized. Roadmaps match risk, budget, staffing, and culture.

Insured, veteran-owned partner. We carry appropriate professional and cyber
liability insurance.

Representative Services

vCISO and GLBA Qualified-Individual support

Risk assessments and compliance gap analyses (GLBA/NIST)
Vulnerability assessment and penetration testing

Microsoft 365/Intune/Defender and JAMF hardening
Identity/AD remediation and privileged access hygiene
Third-party risk management program build-out

Incident response planning, tabletop exercises, and training

Engagement Models

Fixed-scope assessments (baseline or targeted)

Phased remediation programs with milestones and KPIs
Retainer/vCISO for governance, reporting, and ongoing oversight
Co-managed delivery alongside internal IT and MSP partners

Next Steps

1.

Approve the governance artifacts (QI designation; ISP updates).

Launch the quick-wins workstream and schedule monthly vulnerability/patch
cycles.

Kick off encryption, identity, and baseline hardening projects (90-day plan).
Stand up TPRM and continuous monitoring.

Schedule the QI’s first Annual Written Report briefing with leadership.
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Hire A Cyber Pro stands ready to partner with Higher Education to execute this roadmap
and provide ongoing advisory and technical services.
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