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A bold claim, but one that reflects a growing reality in the world of insider
threat defence. 

For decades, organisations have leaned on traditional risk management
frameworks - reactive, compliance-driven, and overly reliant on static controls.
But insider threats have outpaced these approaches. They’re dynamic, deeply
human, and often invisible until the damage is done. 

The cracks in risk management are evident. It struggles with blind spots,
focusing on external threats while underestimating internal vulnerabilities. It’s
reactive by design, addressing problems only after they’ve materialised. And it
fosters a false sense of security, where ticking boxes replaces meaningful
action. Worse, it often alienates employees, creating a culture of distrust rather
than empowerment. 

This article isn’t just about pointing out what’s broken. It’s about offering a way
forward.  

Risk resilience is the future. It’s not about control, it’s about adaptability. It’s
about embedding systems, cultures, and strategies that anticipate, absorb,
and recover from disruptions.  

We’ll explore why resilience matters, how it transforms insider threat defence,
and what steps you can take to move beyond outdated risk management
models.  

If you’re ready to rethink, retool, and redefine your approach, you’re in the right
place. 

Risk Management is Dead 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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1. The Failure Of Traditional Risk
Management 
Risk management has long been the foundation of organisational security. It’s
a framework that offers control, predictability, and a sense of order in an
otherwise unpredictable threat environment. However, when it comes to
insider threats, traditional risk management not only falls short but also
inadvertently creates blind spots that make organisations more vulnerable.  

To understand why, we need to dissect the essential flaws in this approach and
the challenges it faces in addressing the complexities of insider threats. 

1. The Illusion of Control 

At its core, traditional risk management operates on the assumption that risks
can be neatly identified, quantified, and mitigated through predefined
controls.  

It’s a comforting idea, one that suggests we can predict every potential risk
and prevent it before it occurs. However, insider threats don’t follow these
rules. They are unpredictable, deeply human, and often go unnoticed until the
damage is done. 

Consider this: Insider threats aren’t just about malicious actors. They include
well-meaning employees who make mistakes, disgruntled staff who exploit
their access, and even those who unintentionally create vulnerabilities through
negligence.  

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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These scenarios are fluid and unpredictable, making it impossible to fully
capture them within the rigid frameworks of traditional risk management.  

The result? Organisations are left with a false sense of security, believing they
have mitigated risks that, in reality they still lurk beneath the surface. 

2. Reactive, Not Proactive 

Traditional risk management is inherently reactive.  

It focuses on addressing risks that have already been identified, often through
past incidents or compliance requirements. While this approach might work
for external threats, it’s woefully inadequate for insider threats, which require a
proactive and anticipatory mindset. 

Insider threats often manifest as subtle behavioural changes or minor policy
violations that escalate over time. By the time these red flags are detected
within a traditional risk management framework, the damage is often already
done. This reactive approach not only limits an organisation’s ability to prevent
incidents but also undermines its capacity to respond effectively when they
occur. 

3. Over-Reliance on Technology 

In an era of rapid technological advancement, many organisations have turned
to tools and software as the ultimate solution to insider threats. From
monitoring systems to AI-driven analytics, the promise of technology is
enticing - automate risk detection, streamline processes, and eliminate human
error. However, here’s the uncomfortable truth: No amount of technology can
compensate for the human element at the heart of insider threats.  
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Technology can flag anomalies, but it can’t understand context. It can monitor
activity, but it can’t interpret intent. And it certainly can’t replace the need for a
culture of trust, accountability, and awareness.  

Organisations that rely solely on technology to manage insider threats are not
only missing the bigger picture, but they are also setting themselves up for
failure when those tools inevitably fall short.

4. Neglecting the Human Factor 

Insider threats are, by definition, a human problem. They stem from emotions,
motivations, and behaviours that are as complex as they are unpredictable.
Yet, traditional risk management often treats employees as static entities,
assuming they will always comply with policies, follow procedures, and act in
the organisation’s best interest. 

This neglect of the human factor creates a dangerous blind spot. Employees
are not robots. They are influenced by stress, personal grievances, and external
pressures.  

Without addressing these underlying drivers, traditional risk management fails
to account for the very behaviours that lead to insider threats. Worse, it can
create a culture of distrust, where employees feel monitored rather than
supported, further exacerbating the problem. 

5. The Compliance Trap 

One of the most pervasive flaws in traditional risk management is its
overemphasis on compliance at the expense of culture. Organisations often
equate passing audits and meeting regulatory requirements with being
secure. But compliance is not the same as security. It’s a baseline,
not a benchmark. 
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Think of it this way: Just because someone has passed their driver’s license test
doesn’t mean they’re a proficient or safe driver. That’s why we have speed
signs, warning signals, and speed traps to remind drivers of the standards they
need to uphold every day, not just during the test.  

Similarly, compliance might get you through an audit, but it doesn’t guarantee
ongoing security. 

The compliance trap creates a dangerous mindset where organisations
prioritise ticking boxes over meaningful action. Policies are written, training
sessions are conducted, and tools are implemented, all to satisfy external
requirements. But these measures often fail to address the root causes of
insider threats, leaving organisations vulnerable to the very risks they believe
they’ve mitigated. 

6. Cultural Apathy and Leadership Blind Spots 

Leadership plays a critical role in shaping an organisation’s approach to risk.
Yet, many leaders view insider threats as a purely technical issue, delegating
responsibility to IT or security teams without fully understanding the broader
implications. This creates a disconnect between leadership and the realities of
insider threat management, leading to a lack of ownership and accountability. 

Cultural apathy further compounds the problem. When security is seen as a
hindrance to productivity or an afterthought in decision-making, employees
are conditioned to cut corners, often unknowingly creating vulnerabilities. This
culture of complacency not only increases the likelihood of insider threats but
also undermines the organisation’s ability to detect and respond to them
effectively. 
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7. The Cost of Complacency 

Perhaps the most significant failure of traditional risk management is its
inability to adapt to the evolving threat landscape.  

Insider threats are not static. They evolve alongside changes in technology,
organisational structures, and employee behaviours. Yet, traditional risk
management remains rooted in outdated models that fail to account for this
dynamic nature. 

The cost of this complacency is staggering. Insider threats can lead to financial
losses, reputational damage, and operational disruptions that far
 outweigh the investment required to address them proactively. 
And while these incidents may be rare, their impact
is often catastrophic, making it
imperative for organisations
to rethink their
approach. 
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KEY
TAKEAWAY Traditional risk management is not only

outdated, but it’s also a liability. Its reliance on
rigid frameworks, reactive measures, and a
narrow focus on compliance leaves organisations
vulnerable to the complexities of insider threats.  

The human element, cultural dynamics, and
evolving nature of these threats demand a new
approach, one that prioritises adaptability,
awareness, and proactive engagement. 

THE
QUESTION
IS

Is your organisation truly prepared for the insider
threat landscape of today? Or are you still relying
on a framework that’s already failed?  



2. Reframing Risk: Vulnerability, Threat, and
Threat Actor 
Traditional risk management often focuses on threats as isolated events. Those
are external forces that must be countered or mitigated. However, this
approach overlooks a crucial truth: Risk is not solely about the existence of a
threat. It’s about the intersection of three key elements - Vulnerability, Threat,
and Threat Actor.  

This is the transformative principle introduced by the Australian Risk Policy
Institute (ARPI), which fundamentally reshapes how we approach insider
threats. 

1. Risk is the conjunction of Vulnerability, Threat, and Threat Actor 

ARPI’s principle asserts that risk arises when these three elements converge: 

Vulnerability: The weaknesses or gaps in an organisation’s defences,
whether technical, procedural, or human, organisational or even cultural
that can be exploited. 

Threat: The capability and intent of a potential adversary to cause harm. 

Threat Actor: The individual or group with the access, motivation, and
opportunity to exploit vulnerabilities. 

This framework shifts the focus from reacting to threats as they emerge to
proactively identifying and addressing vulnerabilities before they can be
exploited.  

It’s not about waiting for a threat actor to act. It’s about ensuring they
have no viable pathway to do so. 
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2. Why This Shift Matters 

Traditional risk management often operates reactively, responding to
incidents after they occur. This is akin to patching a leak after the water has
already flooded the room. By reframing risk through the lens of vulnerability,
threat, and threat actor, organisations can move from a reactive stance to a
proactive one.  

Here’s how this shift transforms insider threat management: 

From Threat-Centric to Vulnerability-Focused: Instead of fixating on who
might attack or why, this approach prioritises understanding where the
organisation is exposed. Vulnerabilities are the common denominator in all
risks, whether the threat actor is an employee, contractor, or external
agent. 

Anticipating Threat Actor Pathways: By mapping how vulnerabilities
could be exploited, organisations can anticipate the pathways a threat
actor might take. This allows for targeted interventions that disrupt these
pathways before they’re used. 

Reducing the Attack Surface: Proactively addressing vulnerabilities
shrinks the opportunities available to threat actors, effectively reducing the
organisation’s attack surface. This makes it harder for insider threats to
materialise, regardless of the threat actor’s intent or capability. 
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3. Practical Implications for Insider Threat Management 

Reframing risk in this way has profound implications for how organisations
approach insider threats. Consider the following examples: 

Human Vulnerabilities: Employees under stress, dissatisfaction, or lacking
awareness can become easy targets for exploitation or may act maliciously.
Early detection through behavioural analytics and support programs can
prevent these vulnerabilities from being exploited. 

Technological Vulnerabilities: Weak access controls, outdated systems, or
poor patch management can create openings for insider threats.
Proactively addressing these gaps ensures sensitive data remains
protected and reduces the risk of misuse. 

Organisational Vulnerabilities: Siloed thinking and a lack of ownership
over insider threats create blind spots that allow risks to escalate
unnoticed. When departments like IT, HR, and Security fail to collaborate,
critical warning signs, such as unusual access patterns or behavioural
changes, slip through the cracks. By fostering cross-functional
communication and ensuring leadership takes responsibility for insider
threat management, organisations can break down these silos and build a
unified defence.

Cultural Vulnerabilities: A disengaged or toxic workplace culture, marked
by poor communication, lack of trust, or complacency, creates fertile
ground for insider threats. By fostering a culture of accountability, open
dialogue, and shared responsibility, organisations can transform culture
from a vulnerability into a strength, reducing the likelihood of exploitation.
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Procedural Vulnerabilities: Inconsistent or outdated processes, such as
weak offboarding protocols, can leave sensitive systems exposed to former
employees. For example, failing to revoke access privileges immediately
after an employee’s departure creates an open door for misuse. By
standardising and regularly reviewing procedures, like access
management, incident response, and background checks, organisations
can reduce the opportunities for procedural lapses to be exploited.

4. Moving Beyond the Reactive Mindset 
The traditional approach to risk management often feels like a game of
whack-a-mole, reacting to threats as they pop up, without addressing the
underlying vulnerabilities that enable them. ARPI’s principle offers a way out of
this cycle. By focusing on the conjunction of vulnerability, threat, and threat
actor, organisations can: 

Prioritise Resources: Not all vulnerabilities are equal. This framework helps
organisations focus their efforts on the vulnerabilities that pose the
greatest risk. 

Enhance Resilience: Proactively addressing vulnerabilities builds a
stronger, more resilient organisation that can withstand a broader range of
threats. 

Foster a Culture of Awareness: This approach encourages a shift
       in mindset, from viewing security as a reactive
       function to embedding it into the
       organisation’s DNA. 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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KEY
TAKEAWAY ARPI’s principle that risk is the conjunction of

vulnerability, threat, and threat actor is more
than just a theoretical framework. It’s a call to
action.  

It challenges organisations to move beyond
reactive threat management and embrace a
proactive, vulnerability-focused approach.  
By addressing vulnerabilities before they’re
exploited, organisations can not only reduce their
risk but also build a culture of resilience that
stands the test of time.

THE
QUESTION
IS

Are you ready to stop reacting and start
anticipating? The first step is recognising where
your vulnerabilities lie. 



3. Interconnected Vulnerabilities Vs. Isolated
Incidents
When it comes to insider threats, one of the most dangerous misconceptions
organisations hold is viewing incidents as isolated, one-off events.  

This fragmented perspective blindsides leadership to the broader, systemic
vulnerabilities that allow these incidents to occur in the first place.  

Let’s dive into why interconnected vulnerabilities are the real issue and how
addressing them transforms insider threat management. 

1. The Myth of the Isolated Incident 

Organisations often treat insider threat incidents as standalone breaches, a
rogue employee here, a phishing email there. However, this approach
overlooks the underlying web of vulnerabilities that connects these events.
For example: 

A data breach caused by an employee clicking on a phishing link might
seem like a singular mistake. However, it could stem from inadequate
training, poor email filtering systems, and a lack of behavioural monitoring. 

A malicious insider stealing intellectual property might appear to be an
isolated act of betrayal. But what about the weak access controls, lack of
role-based permissions, or cultural issues that allowed it to happen? 

By focusing only on the immediate cause, organisations fail to see the systemic
weaknesses that make them repeat targets. 
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2. The Reality of Interconnected Vulnerabilities 

Insider threats thrive in environments where vulnerabilities overlap and
reinforce each other. These vulnerabilities can be: 

Technical: Outdated systems, poor patch management, or misconfigured
access controls. 

Human: Lack of awareness, stress, or dissatisfaction among employees. 

Cultural: A workplace culture that discourages reporting suspicious
behaviour, undermines trust, or fosters resentment. Trust is the cornerstone
of a resilient organisation, and without it, employees are less likely to come
forward with concerns, leaving vulnerabilities unchecked. 

Process-Oriented: Gaps in policies, such as inadequate background checks
or inconsistent enforcement of security protocols. 

Organisational: Fragmented leadership, siloed operations, and resource
constraints create systemic blind spots that allow insider threats to flourish.

These vulnerabilities don’t exist in silos. They interact. For instance, a stressed
employee (human vulnerability) might exploit weak access controls (technical
vulnerability) to steal data, driven by a toxic workplace culture (cultural
vulnerability). It’s the interplay of these factors that creates the perfect storm
for insider threats. 

3. Why This Matters 

Viewing incidents as interconnected vulnerabilities rather than isolated events
shifts the focus from reactive firefighting to building risk resilience. The ability
to adapt, recover, and thrive in the face of evolving threats.
Here’s why this perspective is critical: 
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Prevention as a Foundation for Resilience: By identifying and addressing
systemic vulnerabilities, organisations can not only prevent incidents before
they occur but also create the conditions for long-term adaptability and
strength. 

Holistic Risk Resilience: Insider threats are not just a technology problem.
They are a business-wide challenge that spans technology, human
behaviour, and organisational culture. Addressing these interconnected
factors builds a resilient organisation capable of withstanding and evolving
through adversity. 

Sustainable Security Through Resilience: Fixing systemic issues doesn’t just
reduce the likelihood of future incidents. It embeds resilience into the
organisation’s DNA, ensuring it can thrive despite inevitable disruptions. 

The ultimate goal isn’t just to prevent incidents but to create an organisation
that is resilient by design. This means thinking beyond immediate risks and
focusing on the systems, behaviours, and culture that enable long-term
security and adaptability. 

4. Practical Steps to Address Interconnected Vulnerabilities 

To tackle interconnected vulnerabilities, organisations need a comprehensive,
integrated approach: 

Conduct Holistic Risk Assessments: Go beyond technical audits to include
behavioural, cultural, and procedural vulnerabilities. 

Break Down Silos: Foster collaboration between IT, HR, security, legal and
leadership to address insider threats from multiple angles. 
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Invest in Security Training and Awareness: Equip employees to recognise
and report vulnerabilities, whether technical or behavioural. 

Implement Layered Defences: Combine technical controls (e.g., access
management) with cultural initiatives (e.g., fostering trust and
accountability). 

Monitor and Adapt: Use behavioural analytics and continuous monitoring
to identify emerging vulnerabilities and adapt your strategies accordingly. 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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KEY
TAKEAWAY Insider threats are rarely the result of a single

failure. They’re the product of interconnected
vulnerabilities - technical, human, cultural, and
procedural that create opportunities for
exploitation.  

By recognising this, organisations can shift from
a reactive, incident-focused mindset to a
proactive, vulnerability-focused approach.  

THE
QUESTION
IS

Isn’t it just “What happened?” but “What allowed
it to happen?” Answer that, and you’re on the
path to true resilience  



4. Strategic Risk Policy: A Proactive
Framework
A Strategic Risk Policy is the cornerstone of an organisation’s ability to
anticipate, mitigate, and adapt to insider threats.  

It’s not just a set of rules. It’s a dynamic framework that aligns with your
culture, operational goals, and risk tolerance.  

Let’s dive deeper into each element, with real-world examples to illustrate their
importance: 

1. Purpose-Driven Design 

A policy without a clear purpose is indeed like a ship without a compass. It
drifts aimlessly, leaving employees confused and compliance inconsistent.  

The purpose of a policy is its foundation, defining why it exists and what it aims
to achieve. Without this clarity, the policy risks being ignored, misunderstood,
or misapplied. 

Take, for example, a Data Classification Policy. Its purpose might be to protect
sensitive information from unauthorised access, ensure compliance with
regulations, and support ethical data stewardship. By clearly stating this, the
policy sets the tone for its importance and provides a framework for employees
to understand their role in safeguarding data. It also helps align the policy with
organisational goals, such as maintaining customer trust or avoiding
regulatory penalties. 
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A well-defined purpose also ensures the policy is actionable. It answers the
critical question: “How does this policy support the organisation’s mission and
mitigate risks?” This clarity not only drives adoption but also makes
enforcement more straightforward, as employees can see the direct link
between the policy and the organisation’s success 

2. Alignment with Organisational Culture 

As Peter Drucker famously said, “Culture eats strategy for breakfast.” Policies
must reflect the organisation’s values and operational realities. 

Policies that clash with an organisation’s culture are destined to fail.  

Consider a tech startup that values agility and innovation.  

A rigid, bureaucratic policy might stifle creativity and breed resentment.
Instead, the startup could implement a flexible policy that allows employees to
use their own devices for work, provided they adhere to specific security
protocols. This approach respects the culture while addressing security risks.  

A real-world example is Google’s “BeyondCorp” model, which aligns security
policies with its open and collaborative culture by enabling secure access to
resources without relying on traditional VPNs.

3. Risk-Based Prioritisation 

Not all assets or risks are equal. A strategic policy focuses on protecting high-
value assets, your “crown jewels”, and addressing the most significant threats
to them.  

For instance, in the financial sector, customer data is often the top priority.
In 2019, Capital One suffered a data breach that exposed the
personal information of over 100 million customers.  
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A more focused policy prioritising the protection of sensitive customer data,
combined with robust access controls, could have mitigated this risk.  

4. Cross-Functional Collaboration 

Insider threats don’t operate in silos, and neither should your policies.  

Effective policy development involves input from IT, HR, legal, and other key
departments. For example, after the infamous Edward Snowden incident, the
NSA revamped its insider threat policies by integrating insights from
behavioural psychologists, IT security experts, and legal advisors. This
collaborative approach ensured a more comprehensive framework to address
both technical and human vulnerabilities. 

5. Clarity and Accessibility 

Policies must be simple, actionable, and free of jargon.  

Employees should know exactly what’s expected of them and how to comply.  

Overly complex policies are a recipe for confusion and non-compliance. A great
example is Netflix’s “Freedom and Responsibility” policy, which is concise, easy
to understand, and empowers employees to make decisions within a clear
framework. This approach not only enhances compliance but also fosters a
sense of ownership and accountability. 

6. Enforcement and Accountability 

A policy without enforcement is merely a suggestion.  

Clear consequences for violations, coupled with consistent enforcement,
create a culture of accountability.  
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For instance, in 2018, Tesla fired an employee who sabotaged its
manufacturing operations by making unauthorised changes to the company’s
code. This decisive action sent a strong message about the importance of
adhering to policies and the consequences of violations, reinforcing a culture
of accountability. 

7. Continuous Improvement 

Threats evolve, and so must your policies. Regular reviews, informed by
incident analysis and stakeholder feedback, keep policies relevant and
effective.  

For example, following the 2013 Target data breach, the company overhauled
its security policies and implemented continuous monitoring and regular
audits. This proactive approach not only addressed the vulnerabilities
that led to the breach but also strengthened the
organisation’s overall security posture. 
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KEY
TAKEAWAY A Strategic Risk Policy is not just a document. It’s

the foundation of a proactive, resilient
organisation.  

By aligning policies with culture, focusing on
high-value risks, and ensuring clarity and
accountability, you create a framework that
empowers your organisation to anticipate,
mitigate, and adapt to insider threats.

THE
QUESTION
IS

Are your policies driving the behaviours and
outcomes your organisation needs to thrive, or
are they just sitting on a shelf? If it’s the latter, it’s
time to rethink and reinvigorate your approach.
Where do you see the biggest gaps in your
current policies, and how can you address them? 



5. Embedding Resilience Through Culture
and Collaboration 
Embedding resilience through culture and collaboration is the linchpin of a
sustainable insider threat management strategy.  

It’s not just about policies or technology. It’s about creating an environment
where security becomes second nature, and collaboration bridges the gaps
between departments. Here’s how to approach it: 

1. Fostering a Culture of Trust and Accountability 

Leaders like Satya Nadella of Microsoft often emphasise the importance of
trust as a business enabler. In his words, “Trust is at the core of everything we
do.” This applies directly to insider threat resilience.  

Employees must feel safe to report concerns without fear of retaliation.  

For instance, organisations like Telstra have implemented anonymous
reporting systems, which have significantly increased early detection of risks.  

Trust isn’t built overnight, but transparency about the purpose of insider threat
programs, focusing on prevention rather than punishment, lays the
foundation. 

2. Breaking Down Silos Across Departments

Insider threats don’t respect organisational boundaries, and neither should
your response.  
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Consider the approach taken by companies like Boeing, where cross-
functional teams from HR, IT, and security collaborate to identify and address
risks. For example, integrating HR data on employee behaviour with IT access
logs can reveal patterns that might otherwise go unnoticed. This collaboration
ensures no red flags fall through the cracks. 

3. Leadership Setting the Tone 

Leadership is the cornerstone of embedding resilience.  

Leaders must model the behaviours they expect, visibly championing insider
threat initiatives and fostering a culture of accountability.  

Consider, for instance, the former New Zealand Prime Minister Jacinda
Ardern’s leadership style. Her emphasis on empathy and transparency
resonates deeply.

Similarly, when executives visibly support insider threat initiatives, it normalises
engagement and reinforces the program’s importance. 

Governance plays a pivotal role here.  

Leaders must ensure that insider threat management is embedded into a
resilience-focused governance structure, aligning it with organisational
priorities and fostering adaptability in the face of evolving threats. 

This includes prioritising the protection of high-value assets, fostering
psychological safety, and ensuring cross-functional collaboration.  

A CEO who participates in security training sends a clear message: resilience is
a priority from the top down. 
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4. Continuous Training and Engagement 
 
Regular, role-specific training ensures employees understand their
responsibilities.  

For example, a financial institution might run phishing simulations for its
finance team or insider threat drills for IT staff. Real-world scenarios make
these lessons practical and memorable.  

As I often iterate, “Training isn’t a one-off event, it’s a continuous conversation.” 

5. Psychological Safety and Open Communication 

Google’s Project Aristotle highlighted psychological safety as the most critical
factor in high-performing teams. The project, named after Aristotle's quote
"the whole is greater than the sum of its parts", aimed to identify the key
factors that contribute to team success at Google. The sense that team
members can take risks and be vulnerable without fear of negative
consequences is the most crucial factor for team effectiveness. 

Employees need to feel their voices matter. Establishing mechanisms like
anonymous hotlines or regular HR check-ins fosters a culture where concerns
are raised early.  

This isn’t just about risk mitigation. It’s about creating a workplace where
people feel valued and heard.
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KEY
TAKEAWAY Resilience is built on trust, collaboration, and

continuous engagement.  

By fostering a culture where security is a shared
responsibility, breaking down silos, and
empowering employees to speak up, you create
an organisation that’s not just prepared for
insider threats but thrives in the face of them.  

As I often say, “The key isn’t just in securing the
information, technology and the facilities. It’s in
understanding and empowering the people
inside it.”  

THE
QUESTION
IS

Are your policies driving the behaviours and
outcomes your organisation needs to thrive, or
are they just sitting on a shelf? If it’s the latter, it’s
time to rethink and reinvigorate your approach.
Where do you see the biggest gaps in your
current policies, and how can you address them? 



6. Measuring Success: From Risk
Management to Risk Resilience 
Transitioning to risk resilience isn’t just about adopting new strategies. It’s
about ensuring those strategies deliver measurable outcomes.  

Organisations need clear metrics to evaluate their progress and demonstrate
the value of resilience-focused initiatives. Here’s how to approach it: 

1. Key Performance Indicators (KPIs) 

Define metrics that align with resilience objectives. Examples include: 

Time to Detect and Respond: How quickly can your organisation identify
and address insider threats? 

Employee Reporting Rates: Are employees actively reporting concerns or
suspicious behaviour? 

Incident Recurrence: Are systemic vulnerabilities being addressed to
prevent repeat incidents? 

Training Effectiveness: Measure participation rates, knowledge retention,
and behavioural changes post-training. 

2. Cultural Metrics 

Resilience is deeply tied to organisational culture. Assess: 

Employee Engagement Surveys: Do employees feel empowered and
trusted to contribute to security efforts? 
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Psychological Safety Scores: Are employees comfortable raising concerns
without fear of retaliation? 

Cross-Department Collaboration: Are silos breaking down, with HR, IT,
and security working cohesively?

3. Financial Impact 

Quantify the cost-benefit of resilience initiatives: 

Cost Avoidance: Compare the financial impact of incidents before and
after resilience measures were implemented. 

Return on Investment (ROI): Evaluate the ROI of tools, training, and
processes aimed at building resilience. 

4. Maturity Assessments 

Use frameworks like the Insider Threat Maturity Model to benchmark progress.
For example: 

Baseline Assessment: Where does your organisation currently stand? 

Periodic Reviews: Are you moving from reactive to proactive, and
ultimately to resilient? 
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5. Scenario-Based Testing 

Regularly test your resilience through simulations and tabletop exercises.
Metrics to track include: 

Response Effectiveness: How well do teams perform under simulated
insider threat scenarios? 

Gap Identification: Are blind spots being uncovered and addressed?
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KEY
TAKEAWAY Measuring success isn’t just about ticking boxes.

It’s about understanding whether your
organisation is genuinely prepared to anticipate,
adapt, and recover from insider threats.  

By focusing on KPIs, cultural metrics, financial
impact, and maturity assessments, you can
ensure your transition to risk resilience is not only
strategic but also measurable. 

THE
QUESTION
IS

Are you tracking the right metrics to prove your
resilience journey is on the right path? If not, this
might be the perfect time to recalibrate. 



2025

Insider Threat Maturity Model: A Roadmap
To Resilience 
The Australian Institute of Insider Threat (AIIT) Insider Threat Maturity Model is
a structured framework designed to help organisations assess, understand,
and advance their insider threat management capabilities. 

It provides a clear pathway from vulnerability to resilience, enabling
organisations to benchmark their current state, identify gaps, and prioritise
actions to strengthen their insider threat posture. 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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1. Vulnerable: Organisations at this level lack awareness or acknowledgment
of insider threats. There are no formal policies, training, or monitoring systems
in place, leaving them exposed to significant risks. Incidents are often
dismissed as isolated events or bad luck. 

Indicators: No insider threat policy, no training or awareness, no
monitoring or escalation processes, and incidents handled informally or
ignored. 

2. Reactive: Organisations recognise insider threats but respond only after
incidents occur. Basic measures, such as incident response plans, may exist,
but there’s no consistent prevention strategy. Responses are fragmented, and
learnings are not systematically applied. 

Indicators: Ad hoc response plans, inconsistent incident
documentation, minimal collaboration between departments, and
limited access control reviews. 

3. Compliant: Organisations meet baseline regulatory and industry
requirements. Policies, training, and monitoring tools are implemented but
often treated as check-the-box activities. The insider threat approach is
procedural rather than cultural. 

Indicators: Policies exist but lack integration into the organisational
culture, monitoring is limited in scope, and prevention efforts are
reactive rather than proactive. 

The Five Levels of Insider Risk
Maturity:

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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AIIT offers a comprehensive suite of services to help you navigate the journey
through the Insider Threat Maturity Model from Awareness to Resiliency.
These include:  

The Seven Competencies of Insider Threat Maturity

1. Where Are We Right Now? (Awareness) 

This stage is about understanding the organisation’s current state. It involves
identifying gaps in policies, processes, and culture. Workshops and
assessments are used to build awareness across leadership and teams,
ensuring everyone understands the risks and the importance of insider threat
management. 

Key Deliverables: Awareness workshops, baseline assessments, and
stakeholder alignment. 

How Does AIIT Support Your Journey?

4. Proactive: Insider threat management is embedded into the organisation’s
culture and operations. Prevention and detection are prioritised, with cross-
functional collaboration and regular training. Monitoring systems are active
and aligned with privacy considerations. 

Indicators: Behavioural analytics, scenario-based training, and a
coordinated approach between HR, IT, Security, and Legal. 

5. Resilient: The organisation demonstrates a mature, integrated, and
continuously evolving insider threat program. It is adaptive to emerging risks,
with strong governance, advanced analytics, and a culture of trust with
accountability.

Indicators: Executive sponsorship, dynamic risk assessments, and a
program that evolves with organisational and industry changes.

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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2. How Exposed Are We? (Discovery) 

Here, the focus shifts to uncovering vulnerabilities and risks. This involves a
deep dive into organisational processes, workforce dynamics, and potential
blind spots. The goal is to map out the threat landscape and prioritise areas of
concern.

Key Deliverables: Risk discovery sessions, vulnerability mapping, and
tailored recommendations. 

3. How Do We Respond to What We Know? (Strategy & Implementation) 

With insights gained from the discovery phase, this stage focuses on crafting a
strategic plan and implementing practical measures. This includes developing
policies, conducting scenario-based training, and integrating insider threat
management into daily operations.

Key Deliverables: Strategic roadmaps, tailored training programs, and
cross-functional coordination plans. 

4. How Do We Continuously Adapt and Improve? (Resilience) 

Insider threat management is not static. It requires ongoing refinement. This
stage focuses on creating a culture of resilience through continuous training,
regular reviews, and adaptive strategies that evolve with emerging risks and
organisational changes. 

Key Deliverables: Continuous improvement workshops, program
       health checks, and resilience-building strategies. 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT
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Take the first step toward building a resilient insider threat program today.
Whether you're at the Awareness stage or striving for Resilience, the
journey begins with action. Here's how you can move forward: 

   1. Schedule a Discovery Session: Engage with AIIT to assess your current
insider threat posture and identify gaps. This foundational step ensures
your approach is targeted and impactful. 

   2. Develop Your Roadmap: Work with AIIT to create a tailored strategy
that aligns with your organisation's goals, addressing vulnerabilities and
building a proactive framework. 

   3. Invest in Training and Workshops: Equip your teams with the
knowledge and skills to detect, deter, and respond to insider threats
effectively. AIIT's scenario-based workshops and tiered training programs
are designed to meet your organisation's unique needs. 

   4. Commit to Continuous Improvement: Insider threat management is
not a one-time effort. Partner with AIIT for ongoing support, program
refinement, and resilience-building strategies. 

Remember, the strongest defence starts from within.  

Contact AIIT today to begin embedding insider threat management into
your organisational culture and securing your future. 

© AUSTRALIAN INSTITUTE OF INSIDER THREAT

Next Best Step:  

Why This Matters: 

This roadmap ensures that organisations don’t just react to insider threats but
build a proactive, adaptive, and sustainable approach. It’s about embedding
resilience into the organisation’s DNA, ensuring long-term security and trust.
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Their Strategic
Risk Policy®
model

We extend our gratitude to the Australian Risk Policy Institute (ARPI)
for their groundbreaking work in advancing risk resilience.  

Their Strategic Risk Policy® model has been
instrumental in shaping forward-thinking
approaches to insider threat defence,
helping organisations move beyond
traditional risk management to embrace a
culture of resilience and adaptability. 

For more information about ARPI, please visit -  https://arpi.org.au/  
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Contact Us

www.insiderthreats.com.au

hello@insiderthreats.com.au 

+61 2 6198 3381
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