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How to Use This Playbook

A practical guide for designing a GRC program that can grow with the
organization.

This playbook is designed for CISOs, CIOs, GRC leaders, compliance managers, security leaders, risk owners, internal audit
partners, and technology executives who need to move from reactive compliance work to a durable operating model.

Estimated reading time: 45-60 minutes. Workshop use: 90-120 minutes.

Best approach Expected output

. Review Sections 1-6 with executive sponsors and core = A shared target operating model and prioritized
Program design

stakeholders. roadmap.

Use the failure-pattern, portfolio, and workflow A focused plan to remove bottlenecks and clarify
Program recovery . o

sections. accountability.
Platform or automation Stable requirements before configuration or

. Complete the process and data worksheets first. . .q g
planning integration.
e . . A pilot that demonstrates measurable operatin;
90-day scaling initiative Use the roadmap, maturity model, and action plan. AP P J
improvement.
BEFORE YOU BEGIN

Do not define scale as more frameworks, more
policies, or more automation. A GRC program scales
when it can absorb growth, change, and assurance
demands without losing clarity, ownership,
evidence quality, or decision speed.

e Assess the current operating model and identify scaling constraints.

e  Clarify decision rights and cross-functional ownership.

¢ Standardize high-value workflows before automating them.

e Build a reusable control, evidence, issue, and reporting architecture.

e  Prioritize the next maturity layer rather than overbuilding the future state.

e  Measure whether GRC improves assurance, accountability, and business execution.
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Executive Summary

Scalable GRC is an operating capability, not a larger compliance workload.

THE SCALABLE GRC OPERATING MODEL

Six connected capabilities allow the program to gr
STRATEGY

Business priorities,
risk appetitp, roadmap

ASSURANCE

Metrics, nagitoring,
reporting, imprévement

OWNERSHIP

Decisigwrights,
RAC|&€countability

SCALABLE
GRC

TECHNOLOSGY

Workflow, ifitegrations, Intake, assessment,
automation, analytics exceptions, escalation

RROCESS

CONTROL SYSTEM

Policies, controls,
evidence, testing

GRC programs often begin with a deadline: an audit, a customer commitment, a regulatory requirement, or an urgent risk
concern. Early success depends on knowledgeable people coordinating work manually. That approach can be effective at
first, but it becomes fragile as the organization adds products, employees, customers, vendors, technologies, geographies,
and assurance obligations.

The answer is not to formalize everything at once. Premature bureaucracy slows the business, while premature
automation makes inconsistent processes harder to change. The goal is to add structure in the order the organization
needs it.

CORE IDEA

A scalable GRC program combines clear strategy,
distributed ownership, repeatable workflows, a
reusable control system, fit-for-purpose technology,
and continuous assurance.

e  Align GRC priorities with business strategy and material risk.

e Create governance that distributes accountability instead of centralizing every task in GRC.
e  Use common definitions, taxonomies, controls, and evidence standards.

e  Operate a small number of repeatable end-to-end workflows.

e Automate stable processes and trusted data sources.

e Continuously evaluate outcomes, bottlenecks, and maturity needs.
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Why GRC Programs Stop Scaling

Why this matters

A program can meet current obligations while still being structurally unable to support growth. Scaling problems usually
appear as recurring friction, inconsistent decisions, duplicate evidence, unclear ownership, and dependence on a few
individuals.

Scaling symptom What it usually indicates

Every audit becomes a fire drill Evidence ownership and control operation are not embedded in normal work.
GRC must chase every stakeholder Accountability is centralized in the GRC team instead of distributed to owners.
New frameworks create new control sets The organization lacks a common control architecture.

Risk reviews produce inconsistent results Definitions, criteria, materiality, and facilitation are not standardized.

The GRC platform is underused Processes and data were not stable before implementation.

Leadership sees activity but not exposure Metrics are operational rather than decision-oriented.

Growth increases exceptions and manual
work

The operating model has not adapted to volume, complexity, or business change.

LEADERSHIP TAKEAWAY

The first scaling question is not "'Which tool do we
need?' It is 'Which responsibilities, decisions, and
workflows are no longer sustainable in the current
model?'

Executive checklist

e [Can the program absorb new scope without rebuilding its processes?
e [OAre control and risk owners accountable outside GRC?

e [OAre definitions and evidence standards reusable?

O Can leadership see where growth is creating risk or operational drag?

WHAT GOOD LOOKS LIKE

The program grows through reusable capabilities,
not through proportionally increasing manual
coordination.
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Define the Target GRC Operating Model

THE SCALABLE GRC OPERATING MODEL

Six connected capabilities allow the program to gr

STRATEGY

Business priorities,
risk appetitp, roadmap

ASSURANCE

Metrics, nfrapitoring,
reporting, impréwement

OWNERSHIP

Decisigprrights,
RAC|&€countability

SCALABLE
GRC

TECHNOLOSGY

Workflow, iritegrations, Intake, asSessment,
automation, analytics exceptions, escalation

CONTROL SYSTEM

Policies, controls,
evidence, testing

Why this matters

A target operating model defines how GRC creates value, how work moves, who makes decisions, and how the program
interacts with business and technology functions.

Strate Prioritize GRC around business goals, material What must the program enable or protect over the next 12-24
&y risk, and assurance needs. months?
. Distribute accountability to executives, risk . .
Ownership y Who decides, performs, challenges, accepts, and verifies?
owners, control owners, and process Oowners.
Process Create repeatable intake, assessment, exception, Where does work begin, how is it prioritized, and how does it
issue, and reporting workflows. close?
Use common obligations, risks, controls, evidence, . .
Control system . . & What can be reused across frameworks and business units?
testing, and issues.
Enable workflow, integration, evidence, analytics, .
Technology o & vt Which stable processes should be automated?
and traceability.
Measure performance, control health, exposure, . 5 5
Assurance P P How will leaders know the program is effective?

and improvement.

A3INFOSEC ADVISORY INSIGHT

The operating model should be detailed enough to
guide roles and workflows, but flexible enough to
adapt as the organization changes.
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Scale Through Clear Ownership and Decision Rights
Why this matters

GRC cannot scale when the central team owns every risk, control, issue, evidence request, and policy decision. The
program must provide structure, challenge, and visibility while operating teams own the work within their authority.

Executive sponsor Sets direction, resolves cross-functional conflicts, and accepts material residual risk.

GRC leader Owns the operating model, program priorities, methods, governance cadence, and executive reporting.
Risk owner Makes treatment and acceptance decisions within authority.

Control owner Ensures the control is designed, operated, evidenced, and improved.

Process / system owner Embeds requirements into business and technology operations.

Compliance / assurance lead Interprets obligations, coordinates readiness, and manages external assurance.

Internal audit / independent

assurance Provides objective challenge without assuming management ownership.

Decision-rights questions

e Which decisions remain with executives?

¢ Which decisions can be delegated by risk tier or materiality?

¢ Who may approve exceptions and for how long?

¢ Who can change control design, scope, or evidence requirements?

e Which unresolved issues must be escalated and when?

Who verifies that remediation and accepted conditions are complete?

COMMON MISTAKE

A RACI chart does not automatically create
accountability. Owners need authority, capacity,
expectations, and consequences for inaction.
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Build a Reusable GRC Portfolio Architecture

THE GRC PORTFOLIO MODEL

Scaling requires one program view across obligations, risks, controls, issues, and initiatives.

OBLIGATIONS RISK & CONTROLS OPERATIONS CHANGE & IMPROVEME

® Regulations @® Risk taxonomy @ Evidence ©® Roadmaps
® Contracts @® Control library @ lIssues @® Automation
@® Frameworks ® Ownership © Exceptions @® Projects
@ Policies @® Testing @ Vendors @ Metrics
\, 7 \, v \, J \, 7

Why this matters

Scaling requires a connected program view. Obligations, risks, controls, issues, evidence, vendors, and initiatives should
not exist as unrelated spreadsheets or platform modules.

Portfolio component

Obligations
Risk taxonomy
Control library

Evidence catalog

Issue and exception model

Third-party inventory

Program backlog

Scaling purpose

Create a common view of regulatory, contractual, framework, policy, and customer requirements.
Use consistent categories, criteria, and materiality across assessments and reporting.

Map multiple obligations to reusable controls with clear ownership and evidence.

Define source, owner, frequency, retention, quality, and reuse.

Use consistent severity, due dates, approvals, escalation, and closure evidence.

Connect vendor criticality, data, services, findings, contracts, and reassessment.

Prioritize remediation, maturity, automation, and assurance work in one portfolio.

DESIGN PRINCIPLE

Standardize the information model before
standardizing the tool. The architecture must
remain understandable even if platforms change.
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Standardize the End-to-End Workflows

FROM BUSINESS EVENT TO GOVERNANCE OUTCOME

A scalable program uses consistent intake, triage, decisions, and follow-through.

7

N

BUSINESS EVENT TRIAGE

Vendor, product, change, * Scope, materiality,

audit, risk, incident owner, urgency
\, J .

Why this matters

{ N N
DECIDE VERIFY
Risk, controls, * Approve, remediate, ‘ Evidence, monitoring,
obligations, evidence accept, escalate closure, reporting
\. 7\ J

A scalable workflow has a clear trigger, scope, owner, decision path, evidence expectation, escalation rule, and closure

condition.

Risk assessment

Control lifecycle

Issue / remediation

Exception / risk acceptance

Third-party risk

Compliance / audit

Policy governance

Business change, annual cycle, incident, or

emerging threat.

New obligation, risk treatment, process

change, or test result.

Finding, failed control, incident, or

exception.

Requirement cannot be met within normal

operations.

New vendor, renewal, material change, or

event.

New commitment, audit cycle, or customer

request.

New obligation, process change, review

cycle, or incident.

Workflow design rule

e  Use materiality and risk tiering to vary depth.
e Design one standard path with limited approved variations.

Comparable risk decisions with named owners and treatment.

Reusable controls with current ownership, evidence, and
effectiveness.

Prioritized actions, transparent aging, and verified closure.

Time-bound decision with compensating controls and review.

Risk-tiered diligence, contract conditions, and ongoing oversight.

Predictable readiness, evidence reuse, and clear accountability.

Policies that remain current, owned, adopted, and operational.

e Define service levels and escalation before volume increases.
e Separate decision authority from administrative coordination.

e Track exceptions to the process as signals for improvement.
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Prioritize What to Scale First
Why this matters

The program should not mature every capability simultaneously. Select work that reduces material risk or repeated
operational friction and creates reusable value.

Business relevance Does the capability support growth, customer trust, resilience, or strategic change?
Material risk Could failure create significant operational, legal, security, or financial impact?
Volume / friction Does the current process consume repeated manual effort or delay decisions?

Reuse potential Will the improvement benefit multiple frameworks, teams, audits, or business units?
Readiness Are owners, definitions, and data sufficiently stable to improve now?

Measurability Can the program demonstrate an outcome within one quarter?

Example priority decision
SAAS EXAMPLE

A company considered automating its entire SOC 2
evidence process. The GRC lead first standardized
control ownership, evidence definitions, and
collection frequency for 15 critical controls that
were repeatedly delayed. The pilot reduced
evidence follow-up by 40% and created a model that
could be extended to ISO 27001 and customer
assurance.
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Use Technology and Automation at the Right Time
Why this matters

Technology can make a scalable operating model easier to execute, but it cannot create ownership, materiality, reliable
evidence, or sound decisions.

. Routes intake, approvals, tasks, and escalation Stable workflow, roles, thresholds, and exception
Workflow automation . .
consistently. handling.
. . . Reduces manual collection and improves Defined controls, trusted sources, validation, and
Evidence integration . . .
timeliness. ownership.

Supports multi-framework reuse and impact

Control mapping analysis

Common control library and obligation model.

Improves visibility into exposure, performance, and

Dashboards . Decision-useful metrics and reliable data.

ownership.
. o . . Test logic, thresholds, materiality, and response
Continuous monitoring Detects changes or control failures earlier. & y P
workflow.
. . Speeds summarization, mapping, triage, and Human validation, traceability, data protection, and

Al-assisted analysis peec pping & . o p

drafting. quality controls.

Automation sequence

e  (Clarify purpose and owner.

e Standardize definitions and process.

e  Pilot manually and resolve failure paths.

e  Measure usefulness and data quality.

e Automate stable steps.

Monitor exceptions and redesign when necessary.

A3INFOSEC ADVISORY INSIGHT

The highest-value automation often begins with a
narrow, high-friction workflow rather than a full
platform implementation.
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Create a Governance Cadence That Sustains Scale
Why this matters

A program scales through recurring decisions and accountability, not only through documents and systems.

Manage intake, evidence, issues, exceptions, and

Weekly operations blockers.

Work queues, SLAs, quality, escalations.

Evaluate cross-functional performance and

Monthly program review Trends, owner actions, dependencies, decisions.

priority risks.
Quarterly governance Align the roadmap with strategy, risk, and Maturity priorities, investment, capacity, emerging
review assurance needs. change.
Audit / assurance cadence Coordinate readiness and external commitments.  Scope, evidence, findings, management response.

Reset program goals, risk priorities, and
operating-model needs.

Annual strategy cycle Business plans, budget, major obligations, transformation.

OPERATING PRINCIPLE

Every governance forum should have a defined
decision scope, required inputs, named chair, and
visible follow-through.
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Measure Whether the Program Is Actually Scaling
Why this matters

A growing metric count does not prove program maturity. The strongest measures show whether GRC can support
greater complexity with controlled effort and stronger outcomes.

Outcome area Example measures

Decision quality Decision aging, unresolved escalations, accepted risk review, owner participation.
Operational efficiency Cycle time, manual touches, duplicate evidence, backlog growth, SLA performance.

Control assurance Critical control health, evidence confidence, repeat failures, monitoring coverage.
Ownership Overdue owner actions, owner acknowledgment, unsupported controls, handoff completion.
Business enablement Customer assurance response time, audit effort, procurement cycle time, launch friction.
Adaptability Time to assess material change, integrate a new framework, or onboard a business unit.
Program resilience Single-person dependencies, process documentation, platform continuity, cross-training.

METRIC DISCIPLINE

Track the few measures that reveal operating
constraints and business outcomes. Keep workload
metrics in operational management views.
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Common GRC Scaling Failure Patterns

Failure pattern

Framework-by-framework
programs

GRC owns all execution

Automating immature
processes

Overengineering too early

Tool configuration as
strategy

One-size-fits-all review
Metrics without decisions

No capacity model

Creates duplicate controls, evidence, and
ownership.

Central team becomes the bottleneck.
Locks in inconsistency and exception volume.

Creates bureaucracy the organization cannot
absorb.

Platform fields replace business requirements.

Low-risk work receives excessive effort while
material issues wait.

Reporting activity does not change outcomes.

New obligations silently increase workload
and delay.

Why it fails Better practice

Use a common obligation and control architecture.
Distribute risk and control accountability.

Standardize and pilot before automation.

Build the next maturity layer only.

Define operating model and data architecture first.

Use tiering and materiality.
Link metrics to owners, thresholds, and action.

Forecast demand, skills, and service levels.
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A Practical 90-Day GRC Scaling Roadmap

90-DAY GRC SCALING ROADMAP

Stabilize the operating model, standardize priority workflows, then enable growth.

DAYS 1-30 DAYS 31-60 DAYS 61-90

Program inventory
Stakeholder alignment
Scaling constraints

BASELINE & PRIORITIZE

-5

STANDARDIZE & PILOT

Ownership model
Core workflows
Pilot one use case

OPERATE & SCALE

_. Governance cadence
Metrics and backlog
Next maturity roadmap

Current-state map,

Understand current operating Inventory services and workflows; interview

Days 1-30: Baseline & . . maturity baseline,
.y e constraints and select one stakeholders; assess ownership, data, tools, and y .
prioritize - - o . L constraint log, pilot

scaling priority. capacity; identify repeated friction. charter

Pilot workflow, owner
model, templates,
decision log, feedback.

Days 31-60: Standardize
& pilot

Create a repeatable model for
one high-value workflow.

Define roles, intake, tiering, decisions, evidence,
SLAs, escalation, and metrics; run real cases.

Operational model,
scorecard, improvement
backlog, next-quarter
roadmap.

Run governance cadence; refine failure paths;
automate selected steps; measure outcomes; select
next use case.

Days 61-90: Operate &
scale

Embed the model and approve
the next maturity roadmap.

DO NOT OVERBUILD

A successful 90-day initiative improves one
meaningful workflow and creates reusable
standards. It does not need to transform the entire
GRC program.
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GRC Program Scaling Maturity Model

THE GRC SCALING PATH

Scale by adding structure in the order the organization can absorb it.

5

ADAPTIVE

4 Continuous assurance and de

AUTOMATED

Stable workflows and evidenc{

p

T.cPEATABLE

Defined owners and core wor

Program characteristics Primary improvement priority

. Deadline-driven, person-dependent, inconsistent ownership, Stabilize scope, ownership, critical

1 - Reactive . . C .
limited evidence reuse. obligations, and basic workflows.
. . . Standardize definitions, service levels,
2 - Repeatable Core processes exist, but execution and data quality vary by team. .. .
decisions, and evidence.
3 - Inteerated GRC is embedded in business and technology routines with Improve cross-functional portfolio
& reusable controls and reporting. management and operating metrics.

Stable workflows, integrations, and continuous monitoring reduce = Strengthen exception governance, data
4 - Automated

manual effort. quality, and continuous assurance.
5 - Adaptive The program anticipates change, supports strategy, and scales Maintain agility, trusted intelligence, and
P through risk-based decisions. measurable return on governance.
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GRC Scaling Self-Assessment

Score each statement from 1 to 5: 1 = rarely true, 3 = inconsistently true, 5 = consistently true.

1 The GRC program has a documented business-aligned strategy and roadmap. .
2 Executive sponsors understand which decisions and outcomes GRC supports. .
3 Risk and control ownership is distributed outside the GRC team. o
4 Decision rights and risk acceptance authority are clear. _
5 Core GRC terms, taxonomies, and materiality criteria are standardized. _
6 Obligations map to a reusable control architecture. _
7 Evidence requirements and ownership are defined. .
8 Core workflows have clear triggers, service levels, and closure criteria. o
9 Review depth varies by risk tier and materiality. .
10 Exceptions are time-bound, owned, and reassessed. -
11 Issues are prioritized consistently and closure is verified. _
12 New frameworks can be integrated without recreating the program. _
13 New business units or products can adopt common GRC services. .
14 Technology supports stable processes rather than compensating for unclear ones. .
15 Automated evidence is validated and traceable. o
16 Metrics show exposure, ownership, efficiency, and business value. -
17 Governance forums produce decisions and follow-through. _
18 The program forecasts capacity and demand. .
19 Single-person dependencies are documented and reduced. .
20 The program can identify measurable scaling outcomes from the last two quarters. .
sore L currentsme —————wecommensedtoes

20-39 Reactive Stabilize ownership, obligations, evidence, and priority workflows.

40-59 Repeatable Standardize definitions, tiering, decisions, and control architecture.

60-79 Integrated Improve portfolio governance, technology enablement, metrics, and capacity.
80-100 Automated / adaptive Strengthen continuous assurance, intelligence, resilience, and strategic value.
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Practical Worksheets

Guided tools for designing and implementing the next maturity layer.
RECOMMENDED SEQUENCE

1) Scaling Constraint Assessment, 2) Target
Operating Model Canvas, 3) Decision Rights Matrix,
4) Workflow Design, 5) Control and Evidence
Architecture, 6) Technology Readiness, 7) 90-Day
Action Plan.
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Worksheet 1

GRC Scaling Constraint Assessment

Identify where growth, complexity, or repeated demand is exceeding the current operating model.

Ownership
Workflow
Control / evidence
Technology / data

Capacity / skills

Governance / decisions

SELECTION RULE

Prioritize constraints that affect material risk,
repeated business friction, or multiple GRC services.
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Target Operating Model Canvas

What outcomes, risks, and assurance needs will the program

Strate, C
&y prioritize?
Services Which GRC services will be standardized and offered to the
organization?
Ownership Who decides, owns, performs, challenges, and verifies?
Processes Which end-to-end workflows must be repeatable?
. Which taxonomies, controls, evidence, issues, and metrics are
Information
common?
Technology Which tools and integrations enable the model?
Which forums, thresholds, and escalations sustain
Governance s
accountability?
Assurance How will effectiveness and value be measured?
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Worksheet 3

GRC Decision Rights Matrix

Risk treatment

Risk acceptance

Control design change
Exception approval
Issue priority / extension

Framework scope

Automation / platform
change

QUALITY CHECK

Each decision should have one clear approving
authority and a defined path when agreement
cannot be reached.
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Scalable Workflow Design

Workflow name
Business purpose
Trigger

Scope / tiering
Intake owner
Decision owner
Required reviewers
Inputs

Assessment criteria
Outputs

Service level
Escalation
Exceptions

Closure evidence
Metrics

Automation candidates
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Worksheet 5

Control and Evidence Architecture

DESIGN CHECK

Controls should describe the business or security
outcome, not copy the wording of one framework.
Evidence should be reusable when it proves the
same control objective.
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Technology and Automation Readiness
Readiness question

The workflow and owner model are documented.

Definitions, thresholds, and service levels are stable.
Source data is accessible and sufficiently reliable.
Exceptions and failure paths are understood.
Manual pilot results show measurable value.
Integration and security requirements are defined.
Ongoing administration and monitoring are owned.

Success metrics and rollback criteria are documented.
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Worksheet 7

90-Day GRC Scaling Action Plan

Days 1-30

Days 31-60

Days 61-90

FINAL REVIEW QUESTIONS

What constraint was reduced? Which ownership or
workflow standard is now reusable? What outcome
improved? What should scale next? What should
not be automated yet?
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Leadership Takeaways

01

Scale is the ability to absorb growth and change without losing control, clarity, or decision

speed.

02

A GRC operating model must connect strategy, ownership, process, controls, technology, and

assurance.

03
04
05
06
07
08
09
10

Distributed accountability is essential; GRC should not own every operational task.
Reusable obligation, risk, control, evidence, and issue models reduce duplication.
Standardize end-to-end workflows before increasing automation.

Use materiality and tiering to apply the right level of governance.

Build the next maturity layer rather than the theoretical final state.

Technology should enable stable governance logic, not define it.

Measure operating constraints, ownership, assurance, adaptability, and business value.

A focused 90-day pilot can create the standards for broader transformation.
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When to Contact ASINFOSEC

Independent guidance is useful when GRC demand is growing faster than the
program's operating model.

GROWTH & COMPLEXITY SCALING DECISION

New products, customers, markets, Audits, evidence, risk reviews, issues, or Leadership is evaluating maturity,
frameworks, vendors, or technologies are ownership depend on manual follow-up and  automation, platforms, operating-model
increasing GRC demand. individual heroics. redesign, or fractional GRC leadership.

How A3INFOSEC Can Help

A3INFOSEC helps organizations design, operationalize, and mature governance, risk, and compliance capabilities that
support secure growth, clear accountability, stronger assurance, and better executive decisions.

Our advisory support is tailored to the organization's business model, risk exposure, assurance obligations, technology
environment, growth plans, and internal capacity.

GRC Program Strategy & Maturity Assess the current operating model, clarify priorities, and build a realistic roadmap.

GRC Operating Model Design Define services, roles, decision rights, workflows, governance cadences, and performance measures.
Risk, Control & Governance Design Strengthen ownership, taxonomies, policies, controls, exceptions, issues, and reporting.

Compliance & Audit Readiness Prepare for external assurance and build repeatable evidence operations.

Third-Party & Technology Risk Improve vendor governance, tiering, review workflows, remediation, and oversight.

GRC Technology & Automation Evaluate and improve platforms, workflows, integrations, and continuous assurance.

Fractional GRC Leadership & Advisory Provide experienced direction, stakeholder alignment, and execution support during growth or change.

A Practical First Step

Begin with a focused discussion about where the current program is creating friction, which capabilities must support the
next stage of growth, and which decisions leadership needs to make. From there, ASINFOSEC can help determine whether
the next step should be a maturity assessment, operating-model roadmap, targeted workflow improvement, platform
initiative, or ongoing advisory support.

GRC ADVISORY FOR CONFIDENT, SCALABLE GROWTH

Explore A3INFOSEC services or start a conversation at
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