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Fragile breaks under stress. Antifragile gets
stronger.
Taleb’s distinction has reached most boardrooms; almost no security program embodies it. Vyfority’s strategy and
transformation practice applies antifragile principles and a threat-anchored playbook to rebuild both the
architecture and the economics, turning the security budget from a black hole into a defensible investment with a
measurable line to revenue protection.

Precision · the filter
Every dollar of security spend anchored to
revenue protection. A tool that cannot show
the threat it tangibly stops is waste, and it is
eliminated.

Simplification · the
architecture
Subtract first: remove the 20% of tools
causing 80% of the friction and the bloat in
the financial statements. Bank the savings,
then let them fund the build.

Velocity · the result
Security rebuilt as guardrails rather than
gates, so the program accelerates the
organisation’s time-to-market instead of
taxing it.

W H Y  S E C U R I T Y  B U D G E T S  B E C O M E  B L A C K  H O L E S

A tool stack is not a strategy
Most mid-market security estates were never designed; they accreted.
Every incident, auditor and vendor visit added a tool; each tool added
agents, licences and friction. The spend compounds, complexity
becomes its own attack surface, and when the CFO asks what any of it
protects, the honest answer is a shrug. The Vyfority playbook starts
from the other end: the threats that could stop your revenue, and
nothing that cannot draw a line to one.

W H AT  T H E  T R A N S F O R M AT I O N  G I V E S  A  B O A R D

A threat-anchored strategy. The threats that could stop revenue,
mapped to the controls that stop them, mapped to the spend. A budget
the CFO can defend line by line, and cut confidently where no line exists.

An architecture built on antifragile principles. Single points of failure
removed, god-mode access contained, infrastructure that degrades
gracefully and recovers fast, across OT, critical IT, applications and CI/
CD, Microsoft and cloud.

A program with velocity. Guardrails engineered into delivery rather than
gates bolted in front of it, so security ships with the business instead of
behind it.

A note on the word. Antifragile is Taleb’s term for what gains from
stress rather than merely surviving it. No technology system truly
achieves it, and anyone promising self-healing should be doubted. We
engineer toward it: single failures stay small, and recovery leaves the
system harder to hurt. The economics are the point: fragile stops
revenue under stress; antifragile keeps trading. 

T H E  P L AY B O O K  ·  F I X E D - F E E  S T R AT E GY,
S TA G E D  T R A N S F O R M AT I O N

01
Anchor
Model the threats to revenue and map today’s
estate against them. Apply the filter: every tool
either draws a line to a threat that matters or joins
the elimination list.

02
Design
The target architecture on antifragile principles,
across the estate that matters: OT, critical IT,
applications and CI/CD, Microsoft, cloud.

03
Subtract, then build
Remove first: decommission the bloat, bank the
savings, and use them to fund the build. Then
staged construction, partner-delivered where
sensible, under Vyfority assurance.

04
Embed
Guardrails in CI/CD and operations, metrics tied to
revenue protection, board reporting on what the
spend defends and the savings funding it.
Refreshed as threats move.

Make the budget defensible before the next cycle asks
Every budget cycle, security spend either defends itself or gets cut blind. A threat-anchored
strategy gives the number a story the board believes, and the savings fund the
transformation. No product resale, no vendor incentives: the recommendation is only ever
the architecture. Fixed-fee strategy, staged delivery, led personally by a former enterprise
CISO.
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