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This guide provides a practical framework

for successfully implementing PAM,

emphasizing both strategic leadership
and operational empathy. Key takeaways
include:

PAM is about positive control —
proactively governing who can access
what, when, and under what conditions.

Communication and empathy are
essential. PAM directly impacts
engineers, admins, and developers,

so engaging stakeholders early and
consistently is key to fostering adoption
and minimizing resistance.

Rushed deployments lead to shadow
IT. Extending timelines without
understanding account dependencies
can trigger outages and encourage
risk workarounds.

Cyber insurers now require
demonstrable evidence. Granular PAM
controls—such as credential tiering,
rotation, session monitoring—are now
prerequisites for favorable policy terms.

A phased rollout—where legacy
systems run in parallel—helps minimize
disruption, foster trust, and ensure
scalability.

Security leaders must be hands-on.
Early executive involvement ensures
the PAM solution aligns with the
organization’s operational realities, not
just vendor defaults.

I} Strategic Imperative
of Privileged Access
Management

Privileged Access Management (PAM) has evolved from a
best practice to a necessity. It is now a cornerstone of any
serious cybersecurity program, not only for protecting critical
infrastructure but for meeting growing regulatory and cyber
insurance requirements. Every Saa$ tool, cloud workload, and
third-party app expands the identity surface. Shadow IT is no
longer a fringe concern; it’s the norm.

PAM is a cybersecurity discipline focused on securing,
monitoring, and controlling access to critical systems and

data by users with elevated permissions—often called “privileged
users.” These privileged users include system administrators,
database admins, and devops engineers who have broad access
to perform sensitive tasks like software installation, system
configuration, and user management. If their credentials are
compromised, attackers can do serious damage—exfiltrating
data, disabling security tools, or taking down infrastructure.

PAM helps organizations mitigate this risk by:

« Limiting who has access to what (principle of least privilege)

= Monitoring and recording sessions where privileged accounts
are used

« Vaulting and rotating passwords automatically

Enforcing approval workflows and just-in-time access

Privileged Access Management (PAM) is no longer a “nice-to-have” —it’s a
foundational control in modern cybersecurity programs. As cyber threats and

insurance scrutiny intensify, organizations must demonstrate not just intent,
but execution.
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86- of breaches involve stolen or misused
88% credentials. (Source)

74% of breaches trace back to human error, credential
misuse, or social engineering (Source)
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In the modern digital world, AI hunts threats in milliseconds and firewalls adapt in real time, yet the risk to credentials
remains very real. Even the most advanced security systems still crumble the same way they did a decade ago: one
stolen login at a time. Human risk hasn’t changed, it’s just evolved.

A examining over 19 billion real-world leaked credentials from April 2024 to April 2025 found that
only 6% of passwords were unique. The overwhelming majority—94 % were reused or duplicates—that relied upon
well-known default or weak passwords like “1234” (727 million occurrences), “123456” (338 million), “password”
(56 million), and “admin” (53 million).

Attackers aren’t just brute-forcing their way into networks. They’re conning, coercing, and cloning their way past

even the most sophisticated defenses. Deepfakes impersonate executives. Generative phishing emails sound eerily
authentic. Credential stuffing attacks now operate with Al precision. Nearly 9 in 10 breaches involve compromised
credentials, driven by errors, misuse, and social tactics that exploit privileged access. And meanwhile, the human brain
— overwhelmed by logins, under pressure to perform, and constantly targeted — remains the weakest point of entry.
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https://cybernews.com/security/password-leak-study-unveils-2025-trends-reused-and-lazy/
https://www.verizon.com/business/resources/reports/dbir/
https://www.verizon.com/business/resources/reports/dbir/

Defining[RE Control in PAM

Positive control is the ability to grant, monitor, and
revoke privileged access based on defined policies and
operational context. Unlike passive access models that
rely on trust and legacy permissions, positive control
ensures that no privileged session occurs without
governance and traceability. This approach reduces the
blast radius of a potential compromise and supports
zero trust principles in real-world environments.

Consider the analogy of a badge system: in a positive
control model, a badge is issued each day, tailored to
that day’s access requirements—and then returned. In
a passive model, access is granted indefinitely with the
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hope that it won’t be misused. Unfortunately this has
proven itself not to be a sustainable or secure strategy.

Organizations are turning to PAM as the control plane
that enables organizations to gain positive control
over privileged identities and activities—providing full
visibility into who is accessing what, when, and why.
Whether provisioning a new application, managing
domain administrator privileges, or responding to
security events, organizations must adopt a proactive
posture to make it harder for attackers to access
sensitive data or enact system changes.

Privileged
Accounts
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&»  Why Communication and [3nJsEiY

=" Drive Successful PAM Programs

Implementing PAM is not just a technical change—it’s an organizational transformation. It impacts engineering teams,
operations staff, and end users alike. Programs that succeed do so not only because of strong technology, but because
they prioritize communication and user engagement.

Communication is one of the most critical elements in reducing risk during PAM implementations. It bridges the two
critical elements: people and process. Overcommunicating across multiple channels—email, live sessions, small group
workshops—ensures that all stakeholders are informed, engaged, and prepared. Show-and-tell meetings between the
PAM deployment team and privileged users are especially effective in fostering adoption. Addressing questions and
concerns before the platform goes live helps reduce resistance and minimizes the chances of introducing technical
debt at launch. Common challenges include:

e Credential Cycling Disruptions: Out-of-band credential cycling during onboarding can cause downtime if not
planned carefully. Credentials should be onboarded in controlled waves with clear communication about expected
behaviors.

e Account Overlap: Human accounts used for service automation create conflicts. PAM solutions must scan for
account dependencies, and organizations should have policies preventing shared credential use.

« Shadow IT Workarounds: Rushed deployments often lead to break-glass accounts created outside of policy.
Involving stakeholders early and offering pilot testing can significantly reduce this risk.

Empathy for privileged users—system administrators, database owners, devops engineers—is not optional. These are
the people who ensure business continuity. A well-executed PAM strategy improves their quality of life by reducing
firefighting and enabling safer operations. By providing the institutional awareness needed to see what accounts are
making changes when they are making the changes, PAM lets your security team shut down the access of and to a
compromised account.




Meeting External Pressures:

(®) Insurance and Compliance

A compromised credential is no longer a

foothold —it’s a golden key. In many cases,
a single login can be escalated, pivoted, and
used to impersonate privileged users across
hybrid environments. Domain admin access, Compromised
financial fraud, ransomware deployment — all

User

made possible by one moment of human error.

74% of breaches trace back to human error,
credential misuse, or social engineering.

Credential abuse is a primary initial penetration ??a

vector in 22-71% of breaches. ( ) .
Compromised

Insurers are no longer satisfied with checkbox Workstation

attestations of PAM capabilities. They expect
detailed evidence of the following:

« Credential rotation policies

« Logging and auditing mechanisms
« Account tiering strategies Compromised
«  Enforcement of least privilege access Server
Without these, premiums rise and insurability
declines. PAM is now table stakes for risk transfer
and compliance ensuring that users have only the

access they need to do their jobs, with no extra bells
or whistles.



https://spycloud.com/blog/cybersecurity-industry-statistics-account-takeover-ransomware-data-breaches-bec-fraud/?

Realistic Roadmaps: Ml ARSIV TAER 11 [ele11 B

Smooth is Fast”

PAM implementations are often derailed by unrealistic timelines and a desire to boil the ocean. Success depends on:

A phased deployment strategy
Early stakeholder involvement

Ongoing tuning and communication loops
Itis not a “set it and forget it” solution. It requires a governance framework and the ability to adapt as new use
cases emerge.

Run legacy and PAM systems in parallel where needed. This minimizes disruption and accelerates buy-in.

When users feel heard and supported, they’re more likely to embrace change.

) O

Review Respond to
and Audit Incidents

=

PAM Detect Usage

Lifecycle

v

Discover (OOQ Monitor
@)

Manage and
Protect
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[Y¥] as a Business Enabler

When PAM is implemented thoughtfully, it enables:

« Faster incident response

« Reduction of shadow IT

» Improved audit readiness

« Enhanced workforce productivity

Security leaders must take an active role. Your influence, advocacy, and involvement in the design phase will

determine the long-term success of the program. Ask questions, request demos, and become a stakeholder in your

own security strategy.

Organizations using mature PAM solutions report a dropin
security incidents and save an average of in breach-related

costs annually. ( )



https://www.miniorange.com/blog/privileged-access-management-pam-use-cases/?utm_source=chatgpt.com
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Use this checklist to validate that your PAM program is comprehensive, effective, and aligned with current
risk and compliance expectations.

1. Strategy & Governance
[ ] Defined PAM strategy aligned to overall security goals
[ ] Executive sponsor and cross-functional stakeholder buy-in

[ | PAM governance body established (e.g., steering committee)

2. Policy & Access Control

[ I Documented privilege escalation and access approval process
[ ] Role-based access models implemented

[ ] Credential tiering and least privilege enforced

[ ] Shared accounts eliminated or strictly controlled

3. Platform Configuration

[] Centralized PAM platform deployed and integrated

[ Vaulting and rotation of privileged credentials enabled
[ Session recording, alerting, and auditing configured

[] Automated discovery of privileged accounts in place

4. User Engagement

[ L] Communication and training plan developed

L] “Show and tell” sessions held with technical users
[ ] Feedback channels established for early adopters

[ ] Change management activities tracked and optimized

5. Operations & Risk Reduction

[ ] Parallel rollout strategy used to minimize disruption
[ I Shadow IT workarounds proactively mitigated

[ ] PAM incorporated into incident response plans

[ ] Regular access reviews and audits conducted

6. Compliance & Reporting
[ ] Logging and audit trails retained per policy
[ I Reports align with cyber insurance and regulatory requirements

[ Evidence collected for coverage, attestations, and third-party audits




I GuidePoint Security

GuidePoint Security brings deep technical expertise and real-world deployment experience to help organizations
adopt PAM in a way that’s secure, strategic, and sustainable. We understand that delivering successful IAM
programs requires key personnel like business analysts, architects and developers, as well as functional expertise
in key lifecycle and compliance-related processes. Our team of certified experts has assisted organizations across
various industries with designing and implementing large-scale IAM projects featuring:

« Strategic IAM & PAM Leadership: Established and matured identity governance and privileged access programs
from planning through to full operational maturity.

« Security & Compliance Integration: Expert in aligning IAM frameworks with NIST, ISO 27001, FedRAMP,
HIPAA, and SOC 2, and in helping organizations meet cyber insurance requirements through proactive
evidence-based controls.

« User-Centric Deployment: Advocates empathetic, stakeholder-inclusive implementation methodologies to
drive adoption, reduce friction, and prevent shadow IT.

« Risk-Based Architecture: Designs solutions that balance least-privilege access, session monitoring, and
credential lifecycle management to drive defense-in-depth.

« Executive Communication & Governance: Advises board and executive leadership on IAM metrics, risk posture,
and ongoing program governance. Leverages cross-functional partnerships to embed IAM within broader
enterprise architecture and risk strategies.

[INEOEEIH The Time Is Now

In 2025, the front lines of cybersecurity aren’t in code — they’re in cognition. Until organizations treat human
behavior as seriously as they do system logs, compromised credentials will remain the problem child of the
digital age.

Privileged Access Management is one critical piece of the puzzle. The threats are real, the expectations are rising,
and the opportunity to lead a well-executed, empathetic, and secure implementation is in your hands.

At GuidePoint Security, we help organizations navigate this journey with a balance of technical depth and strategic

insight. Whether you’re beginning your PAM initiative or optimizing a legacy deployment, our team is here to support

you every step of the way.
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