
 

PhishCloud, Inc.    www.phishcloud.com 

 



| 
 

 
 

2 

PhishCloud, Inc.   |   Sales Inquiries: Sales@phishcloud.com    |   General Inquiries: Info@phishcloud.com    |   www.phishcloud.com 

Industrial cybersecurity has entered a new era. Attacks are no longer limited to data theft 

or IT disruption. Today’s adversaries increasingly target operational environments where 

cyber incidents can cause physical consequences including production shutdowns, safety 

incidents, environmental damage, and financial loss. 

Despite billions invested in security tools, many industrial organizations remain exposed to 

operational cyber risk. The reason is not simply technology gaps. It is a leadership gap. 

Most enterprises have strong IT security leadership. Many have experienced engineering 

teams responsible for control systems. Plant operations teams ensure uptime and 

production continuity. 

But between those groups sits a critical responsibility that is rarely owned by a single leader. 

That responsibility is cyber-to-physical risk. 

When cyber threats intersect with operational systems, traditional IT governance models 

often break down. Security teams focus on protecting enterprise infrastructure and data. 

Engineering teams prioritize reliability and safety. Operations teams focus on uptime and 

throughput. 

As a result, the organization often lacks a unified strategy for managing cyber risk that 

directly affects industrial operations. 

 

Industrial Cybersecurity Has a Leadership Gap 

In most industrial organizations, responsibility is divided across multiple groups: 

• IT security teams manage enterprise security tools and monitoring. 

• OT engineering teams maintain industrial control systems. 

• Operations teams focus on uptime and production reliability. 

Each team plays a critical role. But cyber-to-physical risk is shared among them. 
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Without clear leadership bridging these domains, organizations often develop dangerous 

blind spots. 

Diagram 1:  The Industrial Cybersecurity Leadership Gap 

 

 

This leadership gap manifests itself in several ways: 

• Limited IT-to-OT visibility.  Many organizations cannot clearly see how 

attackers could move from enterprise systems into operational environments. 
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• Legacy infrastructure constraints.  Industrial systems frequently operate for 

decades and cannot follow traditional IT patching cycles or security 

architectures. 

• Rapidly expanding remote access.  Remote access to engineering 

workstations, third-party vendor connectivity, and remote monitoring 

capabilities have expanded faster than governance frameworks. 

• Incident response misalignment.  Many cyber response plans are designed 

for IT outages rather than industrial process disruption. 

• Executive visibility gaps.  Boards and executive teams increasingly hear 

about cyber risk but often lack clear insight into how that risk affects operational 

resilience. 

These conditions create an environment where cyber incidents can escalate into 

operational crises. 

According to the IBM Cost of a Data Breach Report, the average breach now exceeds 

$4.45 million, but for industrial organizations the real cost is often far higher due to 

downtime and operational disruption. 

Industry research from Dragos shows that ransomware and targeted attacks against 

industrial organizations continue to grow year over year, with adversaries increasingly 

focused on operational impact rather than data theft. 

 

How Attacks Move From IT to OT 

A common misconception in industrial cybersecurity is that attacks begin inside 

operational technology environments. 

In reality, most industrial attacks begin in the enterprise IT environment.  Attackers 

exploit common entry points such as: 

• Phishing attacks.   

• Credential theft.  

• VPN access.  
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• Remote access services.  

• Third-party vendor connectivity 

Once inside the enterprise network, attackers move laterally through trusted systems 

and identities until they reach environments connected to operational technology. 

Diagram 2:  How Attacks Move From IT to OT 
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These attack paths often pass through systems such as: 

• engineering workstations.   

• shared infrastructure. 

• remote maintenance tools. 

• vendor access gateways. 

• identity systems. 

Because these connections are legitimate and trusted, they often bypass traditional 

security monitoring. 

This is why modern industrial attacks frequently succeed without exploiting traditional 

vulnerabilities. Instead, attackers exploit trusted relationships within the environment. 

Once inside operational networks, attackers may target systems such as: 

• SCADA servers. 

• programmable logic controllers (PLCs). 

• distributed control systems. 

• industrial HMIs. 

• production management systems. 

At this stage, cyber incidents can begin affecting physical processes. 

 

Why Traditional Security Models Struggle with OT Risk 

Traditional cybersecurity governance was built for enterprise IT.  IT environments 

prioritize three core principles: 

• Confidentiality. 

• Integrity. 

• Availability. 
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Industrial environments operate differently. Their priorities typically follow the AIC 

model: 

• Availability. 

• Integrity. 

• Confidentiality. 

Operational systems must remain available and stable at all times. Unplanned 

shutdowns can cost millions of dollars per hour in lost production. 

This difference fundamentally changes how cybersecurity must be managed in industrial 

environments. 

Security initiatives must account for: 

• maintenance windows. 

• process safety constraints. 

• production schedules. 

• legacy system limitations. 

• operational risk tolerance. 

Without leadership that understands both cybersecurity and industrial operations, 

organizations often struggle to align these competing priorities. 

 

The OT vCISO Model 

To close the leadership gap, many organizations are turning to a new strategic role: the 

Operational Technology Virtual CISO (OT vCISO). 

An OT vCISO provides executive-level leadership specifically focused on operational 

cybersecurity.  

Unlike traditional IT security leadership roles, an OT vCISO operates at the intersection 

of engineering, security, and executive leadership.  Their responsibility is not simply 

implementing security tools. Their responsibility also includes advising and guiding the 

CISO in matters of operational cyber risk. 
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This section evaluates whether you have (or can develop) the human capabilities 

needed for a successful Cyber Fusion Center. 

 

Diagram 3:  The OT vCISO Leadership Model 
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The OT vCISO serves as the strategic bridge connecting: 

• executive leadership. 

• IT security teams. 

• OT engineering teams. 

• security operations centers. 

• compliance and risk functions. 

• plant operations leadership. 

This leadership role ensures that cybersecurity initiatives are aligned with operational 

priorities. 

Instead of treating OT as an extension of IT security, the OT vCISO builds a program 

grounded in industrial reality. 

 

What an OT vCISO Delivers 

A well-structured OT vCISO program focuses on several core capabilities. 

• Strategic cybersecurity leadership.  The OT vCISO establishes executive 

ownership of operational cyber risk and ensures alignment between 

engineering, IT security, and executive leadership. 

• IT-OT convergence strategy.  The program defines how enterprise security 

capabilities integrate with operational environments while preserving uptime 

and safety. 

• Operational risk translation.  Cyber threats are translated into operational 

impact including production disruption, safety exposure, and financial 

consequences. 
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• Governance and decision frameworks.  Clear governance models help 

organizations prioritize investments and align cybersecurity with operational 

resilience. 

• Incident leadership.  The OT vCISO helps establish decision frameworks for 

the first 72 hours of an operational cyber incident when leadership decisions 

matter most. 

 

The PhishCloud OT vCISO Approach 

PhishCloud OT vCISO Services provide industrial organizations with the leadership 

layer required to manage cyber-to-physical risk. 

Instead of focusing solely on tools, PhishCloud delivers strategic advisory and 

operational alignment designed specifically for industrial environments. 

Key components of the PhishCloud OT vCISO model include: 

• Executive-owned OT cybersecurity strategy.  A clear operational cyber 

strategy aligned with uptime, safety, and business continuity. 

• Downtime risk reduction roadmap.  Prioritized initiatives focused on 

reducing operational cyber risk as quickly as possible. 

• IT-to-OT attack path visibility.  Identification of potential attack paths that 

could allow adversaries to move from enterprise networks into operational 

systems. 

• Board-ready operational risk reporting.  Executive reporting that translates 

cyber exposure into operational and financial impact. 

• Operational incident leadership frameworks.  Decision models that help 

leadership respond quickly during operational cyber events. 

PhishCloud integrates these capabilities into its broader Cyber Fusion Center strategy, 

enabling unified visibility across IT and OT environments. 
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The Outcome: Operational Cyber Resilience 

Industrial organizations do not fail because they lack security tools. 

They fail because they lack unified leadership over operational cyber risk. 

The OT vCISO model closes this gap by establishing clear accountability and aligning 

cybersecurity strategy with operational reality. 

With the right leadership structure in place, organizations gain: 

• stronger visibility into IT-to-OT attack paths. 

• faster executive decision-making during cyber incidents. 

• improved coordination between engineering and security teams. 

• greater board confidence in operational resilience. 

• reduced risk of downtime caused by cyber events. 

In an environment where cyber threats increasingly target operational systems, the OT 

vCISO has become a critical leadership function. 

 

The Future of Industrial Cybersecurity Leadership 

As digital transformation continues to expand the connectivity of industrial 

environments, cybersecurity will increasingly become a core operational discipline. 

Organizations that succeed will be those that recognize a fundamental truth: 

Cybersecurity in industrial environments is not simply an IT problem.  It is an operational 

leadership challenge. 

The OT vCISO model provides the leadership structure necessary to meet that 

challenge.  
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About PhishCloud 

PhishCloud is a cybersecurity innovator redefining how organizations protect 

operational technology (OT) and information technology (IT) through its Cyber Fusion 

Center (CFC) Strategies. The CFC unites people, processes, and technology into a 

single, coordinated defense ecosystem that provides real-time visibility, cross-domain 

intelligence, and automated response across IT and OT environments. 

Unlike traditional security operations centers that operate in silos, PhishCloud’s Cyber 

Fusion approach enables collaboration between IT, OT, and human telemetry, turning 

fragmented alerts into actionable intelligence. The result is faster detection, smarter 

decisions, and resilient operations that stay secure without disruption. 

PhishCloud empowers critical infrastructure operators to move beyond compliance 

and achieve true cyber resilience, protecting both the human layer and the industrial 

core with continuous visibility, AI-driven correlation, and consequence-focused 

defense. 

For more information, visit http://www.phishcloud.com/cyber-fusion-center/. 
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