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6 Cybersecurity Metrics
That Will Capture Your Board’s
Attention (and Unlock Budget)

etting your board of directors to engage in cybersecurity planning

and strategy is no small feat. Too often, cybersecurity metrics are

presented as dry, technical data that fail to capture executives’
attention. Our research, conducted by Ponemon, reveals a startling
reality: over 50% of executives find cybersecurity metrics uninteresting.
That’s a wake-up call.

If your board doesn’t see the business relevance, your efforts will fall
flat — leaving critical decisions, resource allocation, and risk reduction
on the table. Without that involvement, the effectiveness of your
cybersecurity initiatives is drastically limited. So, how do you break
through the noise?

[t's time to rethink your approach.

While some metrics may differ from company to company due to
organization-specific factors, we've distilled six essential metrics and
how to present them in business-impact terms that will capture your
board’s interest and spark action. Get ready to change the conversation.
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Financial and Business
Impact Metrics

The following two metrics assess the financial aspects of cybersecurity,
including the potential cost of breaches and the return on investment (ROI)
from security measures. They are the most impactful in board reporting,
aligning with business outcomes and helping to inform priorities and
investments. Tracking these metrics helps organizations determine
priorities, justify cybersecurity spending, and assess whether current
resources and investments are effectively protecting the business.
Demonstrating ROl and understanding potential losses from breaches
helps the board make informed decisions and ensures that security is
treated as a business enabler, not just a cost center.
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1. Financial Impact of a Breach

Modern breach risk calculations provide a more accurate and actionable view of risk than traditional
methods. They factor in the likelihood and impact of a breach that considers your organization’s technical
and business context to estimate a monetary impact.

How to Optimize This Metric for the Board: What are the Challenges? One of the main

Breach risk calculations can be enhanced by challenges is the need for more accurate data on
incorporating organization-specific factors such asset criticality and business context. Organizations
as asset exposure, threat levels, and security need real-time visibility into asset exposure and
controls. On the impact side, consider response, threat intelligence to quantify risk effectively.
notification, insurance costs, and lost business. By shifting to modern breach risk calculations,

This method provides a clear financial view of the organizations can better communicate risk in
potential damage, making it easier for leadership to  financial terms, prioritize vulnerabilities, and justify
understand and allocate resources accordingly. cybersecurity investments to the board.

Reporting Examples

“Following the breach earlier this year, the cost of remediation, lost business, increased insurance
premiums, and regulatory fines amounted to S5M. Had we not been able to recover and restore systems
within 72 hours, we estimate the losses would have doubled due to prolonged downtime and reputational
damage. The lessons learned, and the investment in incident response tools post-breach, are expected to
save us S3M annually by reducing recovery time and avoiding further regulatory penalties.”
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2. ROl of Security Tools and Programs

Boards are increasingly focused on understanding
cybersecurity programs’ return on investment (ROI),
as these efforts directly impact an organization’s
financial health and operational resilience.
Cybersecurity is often viewed as a cost center, but
highlighting how deploying a tool or a process can
prevent incidents can shift this perception in the
boardroom.

Cyber ROl calculations should focus on tangible
business outcomes and financial savings. ROI
should not treat cybersecurity solely as a cost
center, considering only upfront costs like tools,
personnel, and training. It must also factor in
avoided costs, such as preventing data breaches,
downtime, insurance costs, and non-compliance
fines. For instance, automated security tools can
save up to $3 million per breach, as noted by IBM’s
2024 Cost of a Data Breach report.

How to Optimize This Metric for the Board:
Security investments should be directly tied to
business outcomes to improve ROI calculations.
This means assessing the financial impact of
avoiding breaches, reducing downtime, and
maintaining compliance. Using industry-specific
data and examples of saved costs (like Royal Mail’s
£10 million recovery from ransomware), CISOs can
demonstrate the concrete financial benefits of
cybersecurity programs.

Reporting Examples

What are the Challenges?: The main obstacles

to effective ROl metrics are a lack of real-world
data and the tendency to focus on upfront costs
rather than savings from incident prevention. Many
organizations fail to incorporate avoided costs,
such as downtime and breach remediation, making
it harder to justify security investments to the board.

“By implementing automated threat detection tools, we were able to prevent potential breaches that
could have cost us $2.5M in fines, lost business, and recovery costs. The total investment for these
tools amounted to S500K. This represents a 400% return on investment (ROI) in the first year alone,
with additional savings expected as we avoid further incidents. Moreover, faster incident detection has
reduced our downtime by 60%, further improving operational resilience and customer trust.”

By modernizing ROI calculations, security teams can shift the board’s perception of cybersecurity from a
cost to a vital investment that prevents significant financial losses.


https://www.ibm.com/reports/data-breach?utm_content=SRCWW&p1=Search&p4=43700080542405619&p5=p&p9=58700008751471969&gclid=CjwKCAjwooq3BhB3EiwAYqYoEgYJM4zB_5qmaUnCPBJ_XtFjAABzFb23AceD4CCmcPkC9ttPKUgnthoCntsQAvD_BwE&gclsrc=aw.ds
https://www.ibm.com/reports/data-breach?utm_content=SRCWW&p1=Search&p4=43700080542405619&p5=p&p9=58700008751471969&gclid=CjwKCAjwooq3BhB3EiwAYqYoEgYJM4zB_5qmaUnCPBJ_XtFjAABzFb23AceD4CCmcPkC9ttPKUgnthoCntsQAvD_BwE&gclsrc=aw.ds
https://www.infosecurity-magazine.com/news/royal-mail-spend-10m-ransomware/
https://www.infosecurity-magazine.com/news/royal-mail-spend-10m-ransomware/
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Cybersecurity Framework
Alighment Metrics

Following cybersecurity framework guidelines, such as NIST CSF 2.0

or MITRE, helps report cybersecurity metrics to the board by providing
standardized, actionable data that aligns with industry best practices.
These frameworks guide organizations in selecting relevant metrics
(e.g., breach risk, MTTR, compliance status) highlighting business

risks, regulatory requirements, and operational efficiency. They help
translate technical metrics into financial impact and risk reduction,
which are easier for the board to understand. This approach builds trust
with executives and ensures the board can make informed decisions
regarding resource allocation and risk management strategies.
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3. NIST CSF 2.0 Metrics

The NIST Cybersecurity Framework (CSF) 2.0 is a
flexible set of guidelines and best practices designed
to help organizations enhance their information
security and manage cybersecurity risks. The metric
to report to the board is the organization’s progress
toward orienting its policies and procedures to

align with NIST CSF 2.0 requirements, expressed

as percent alignment achieved. CISOs need to track
NIST CSF 2.0 compliance across all departments and
systems to demonstrate security alignment to the
board. This progress is dependent on alignment with
each of the framework’s six core functions: Govern,
Identify, Protect, Detect Respond and Recover.

Tracking percent alignment to NIST CSF 2.0
ensures that cybersecurity efforts are integrated
across the organization, reducing regulatory risks
and improving overall security posture. By showing
measurable progress toward these objectives,
CISOs can help align the organization’s security
efforts with both business goals and regulatory
requirements, building trust with the board and
stakeholders.

How to Optimize These Metrics for the Board:
Automate the tracking and reporting of metrics

to enhance accuracy and decision-making speed.
Regularly benchmark against NIST CSF 2.0
standards to showcase performance and highlight
improvement areas.

Reporting Examples

Challenges: Boards often lack technical familiarity,
making it crucial to emphasize how NIST CSF 2.0
adherence helps eliminate business risks and
improve outcomes. Resource constraints can limit
metric collection and reporting, but investing in
automated tools can alleviate the burden and
improve efficiency.

“Our adoption of NIST CSF 2.0, now at 77%, has enabled a 25% reduction in security incidents over the
past quarter. By strengthening our ‘Identify’ and ‘Protect’ functions, we prevented an estimated S4M

in regulatory fines due to improved compliance with data privacy laws. Additionally, our investment in
continuous monitoring reduced downtime related to cyber incidents by 15%, translating to approximately

S1.5M in operational cost savings.”


https://www.balbix.com/insights/nist-cybersecurity-framework/
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4. Cyber Resilience Metrics

Cyber resilience refers to an organization’s ability
to prepare for, withstand, recover from, and adapt
to cyberattacks or incidents that disrupt normal
operations. It encompasses proactive and reactive
strategies that ensure business continuity despite
threats like data breaches, ransomware attacks, or
system outages. Cyber resilience is critical because
it ensures an organization can continue operations
even when faced with a cyberattack, minimizing the
impact and maintaining business continuity.

Metrics like Mean Time to Detect (MTTD), Mean
Time to Remediate (MTTR), and Mean Open
Vulnerability Age (MOVA) are critical here and
should be tracked. However, they should not be
presented to the board as such operational metrics
are often confusing and technical. However, they
are critical in reporting how remediation has been
accelerated, reducing potential business impact.

How to Optimize These Metrics for the Board:

To optimize these metrics for board reporting,
focus on showcasing trends in risk reduction and
operational improvements over time, not raw MTTD,
MTTR, MOVA and other metrics. Highlighting how
faster detection, remediation, and recovery times
lead to a stronger security posture will resonate
with board members.

Reporting Examples

“We’ve accelerated our critical
vulnerability detection by 20%-
-from a week to five days.”
(derived from MTTD)

“We’ve accelerated our critical
vulnerability remediation by 10%.”
(derived from MTTR)

Challenges: Challenges to achieving and reporting
cyber resilience include resource constraints,
integrating these metrics across different systems,
and ensuring all teams align with resilience
objectives. Using automated tracking and reporting
tools helps streamline metric collection and
reporting.

“We have closed 10,196 old
vulnerabilities that have been
open for more than 90 days,
lowering our average exposure
time by 15%.”

(derived from MOVA)
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5. Incident Response Metrics

Incident response metrics are essential to assess
how well an organization can identify, manage,

and recover from cyber incidents. These metrics
provide insight into the speed and effectiveness

of the response, helping improve processes and
reduce the impact of future breaches. Effective
incident response metrics align with both technical
performance and business objectives, ensuring
continuous improvement.

Key incident response metrics include the number
of incidents, detection times, incident containment
time, etc. However, as with resilience metrics,
incident response reporting should not cover the
metrics directly but emphasize the materiality of
data breaches, determined by how much a breach
affects a company’s operations, financial health,
and reputation.

How to Optimize These Metrics for the Board: To
optimize these metrics for board reporting, CISOs
should emphasize how quicker containment and
remediation times directly reduce business risks and
costs associated with breaches rather than focusing
on the metrics themselves. In addition, demonstrating
trends in reducing incident volume or false positives
helps illustrate improved detection precision.

Reporting Examples

“Our ability to detect and
contain threats quickly
helped prevent disruptions
to our online sales platform,
safeguarding an estimated
S2M in potential revenue
during the holiday season.”
(revenue protection)

“By reducing our average
incident response time, we
avoided S1.5M in potential
recovery costs, including fines,
regulatory penalties, and lost
productivity.” (cost avoidance)

Challenges: Challenges include resource limitations,
balancing response speed with thoroughness, and
ensuring collaboration across teams. Automation
tools and regular drills can help improve response
times and readiness for future incidents.

“By escalating high-priority
incidents within 30 minutes,
we’ve reduced the exposure
window, preventing potential
breaches that could cost
up to S500K per incident
in regulatory fines and lost
productivity.” (reduction of
exposure window)
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Third-Party
Vendor Metrics

Tracking vendors’ security posture is essential to reducing supply
chain risks, preventing third-party breaches, and ensuring regulatory
compliance. Vendors often handle sensitive data or have access to
critical systems, and their vulnerabilities can directly impact your
organization’s security. Monitoring their security posture helps mitigate
these risks, maintain business continuity, and protect sensitive assets.
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6. Third-Party Vendor Risk Metrics

When reporting third-party vendor risk metrics to the board, CISOs should focus on those that directly
reflect the organization’s exposure to risk and the effectiveness of vendor management programs. Key
incident response metrics include the percentage of vendors with security certifications and third-party
incident response time. However, as with all metrics discussed, third-party vendor risks should be couched
in terms of business risk.

How to Optimize These Metrics for the Board: Challenges: Lack of vendor transparency
Focus on presenting vendor risk metrics in simple and inconsistent reporting make gathering
terms, tying them to business outcomes. Use accurate data difficult. Vendors may not follow
visual aids like charts for clarity and benchmark a standardized risk reporting format, and data

against industry standards to demonstrate relative overload can overwhelm the board. CISOs need
performance. Emphasize the steps taken to reduce to prioritize critical metrics and align vendor
vendor risks, ensuring the board understands assessments to simplify reporting.

the impact.

Reporting Examples

“By ensuring 50% of our vendors meet industry- “After identifying high-risk vulnerabilities with
recognized security standards, we've reduced the 20% of our vendors, we remediated them in 90
likelihood of supply chain breaches, lowering the days, preventing an estimated S1M in potential
potential risk of a S2M compliance fine.” breaches related to shared systems.”

“Our strategic vendors have an average incident “80% of our vendor contracts include security
response time of under 4 hours, minimizing service clauses that mandate breach reporting and
disruptions. Faster response times helped avoid regular audits, ensuring accountability. This
potential business interruptions that could have reduces our exposure to regulatory fines
resulted in S500K in lost revenue.” and potential lawsuits, protecting us from an

estimated S3M in legal fees.”
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Conclusion

Engaging your board of directors on cybersecurity isn’t about
overwhelming them with technical data—it’s about telling a story that
connects cybersecurity efforts with tangible business outcomes. The
six cybersecurity metrics we’ve covered in this paper offer a path to
bridging that gap, presenting security initiatives as a cost center and a
critical investment in the organization’s future.

By focusing on financial and business impact metrics, such as the ROl of
security tools and the financial impact of a breach, you're showing the
board how cybersecurity directly influences the bottom line. Aligning
your metrics with frameworks like NIST CSF 2.0 helps the board see
your progress toward regulatory compliance. In contrast, operational
metrics like detection and response times illustrate your team’s
efficiency and resilience in the face of ongoing threats.

Ultimately, presenting these metrics in business terms that reflect
reduced risk, operational continuity, and cost savings will help secure
the budget and resources needed to protect the organization, making
cybersecurity a central part of your company’s growth strategy. As your
security efforts mature and show measurable returns, your board will
become more engaged and supportive, transforming your cybersecurity
program into a critical driver of business success.



to learn more about how
Balbix can help you improve your security.

About Balbix balbix.com

Balbix is revolutionizing cyber risk management by providing businesses with the tools to effectively identify,
prioritize, and mitigate their most critical security exposures. By integrating data from across the organization
and leveraging advanced Al technologies, Balbix offers a unified platform for exposure assessment and risk
quantification. Fortune 500 companies trust Balbix to protect their operations and ensure compliance in an ever-
evolving threat landscape. Balbix was recognized in Forbes America’s Best Startup Employers 2024 by CNBC in
their 2022 Top 25 Startups for the Enterprise and ranked #32 on the 2021 Deloitte Fast 500 North America.
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