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An executive field guide for defending security investment

Gartner reports that most boards now view cybersecurity
as a business risk, rather than a technology issue. That shift
raises the bar for how security leaders justify spend. CFOs
are not weighing tools or features. They are evaluating
whether an investment changes business outcomes in a
way that is measurable, defensible, and worth the cost.

When conversations rely on feature lists, broad breach
statistics, or incomplete cost comparisons, they usually
collapse to the simplest variable in the room: price.

This guide is designed for the moments when that
pressure is highest, including budget requests, renewals,
procurement reviews, consolidation efforts, and late-
stage executive approvals. It helps you frame the decision
around outcomes, normalize full lifecycle cost, and show
where a lower-priced option may introduce more risk,
more manual effort, or less predictability over time.

Four Rules for a Stronger CFO
Conversation

A strong investment case does not ask finance to fund
"better security” in the abstract. It shows what the
organization is buying, what level of protection that
investment supports, what it takes to operate effectively
over time, and what becomes harder or riskier if less is
funded.

1. Define the Decision Correctly

Frame the discussion as capital allocation, not feature
preference. Be explicit about what finance is deciding,
such as cost control, predictability, risk reduction, or
operating efficiency.

2. Make Risk Specific

Replace vague language with concrete failure scenarios.
Examples include lateral movement that goes undetected,
delayed investigations, manual analyst workflows, or gaps
caused by non-native data sources.

3. Normalize the Cost Model

Present acquisition, deployment, operations, and scale
together. If people, tuning, storage, or Al consumption are
missing, Finance will assume they were overlooked.

4. Translate Into Business Terms

Every technical point should map to cost, exposure, or
efficiency. If it cannot be translated, it will be difficult to
fund.

One Sentence to Carry into the Room

"The question is not whether one option looks cheaper on
paper. The question is whether the organization gets the
same outcome at the same scale with the same operating
burden and the same financial exposure.”
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The Boardroom Prep Flow

Step 1: Clarify the Business Decision
Write down what the CFO is approving. This may include risk transfer,
operating efficiency, budget predictability, consolidation, or a combination.

Step 2: Build an Apples-to-Apples View

Compare outcomes, not marketing claims. Use the same log sources,
investigation standards, staffing assumptions, and retention requirements
for each option.

Step 3: Uncover the Hidden Costs
Test what is included, what is metered, what scales with usage, and what
appears only after deployment.

Step 4: Quantify Speed and Workload Impact
Show how slower detection, more noise, or additional tuning affects analyst
time, incident size, and operational drag.

The Cost Normalization Worksheet

Use this four-bucket structure to keep the discussion grounded. It moves the
conversation away from sticker price and toward full lifecycle cost.

Cost . .
Include These Inputs Ask This Question
Bucket
[ License or subscription o
O Contract structure What is included?
Acquisition O Consumption model What is discounted
[0 Commitment tiers today but likely to reset
[ Bundled pricing assumptions later?
[ Renewal exposure
[ Onboarding
Int ti
L Integrations What must happen
[ Connector setup .
. before the platformis
Deployment | [ Data mapping .
. usable at production
[ Parsing Uality?
[ Implementation labor Qquality:
[ Migration effort
O Analyst time
[ Tuning
[ Rule maintenance What people cost is
Operations [ False positives required to run this well
[ Specialist skills every month?
[ Investigation consistency
[ Workflow friction
[ Data growth
L -t tenti
[ Long-term retention What becomes more
[ Search and restore .
Scale L ) expensive as the
[ Non-native ingestion environment arows?
[ Cloud expansion 9 ’
[ Al or automation consumption
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Step 5: Prepare the CFO Translation

Convert technical differentiators into business
outcomes, then into financial terms such as cost, risk,
efficiency, or predictability.

Fast Prompts to Sharpen the Argument

« What fails if you choose the cheaper option?

What costs are missing from the current model?

+ Where do outcomes diverge: speed, coverage,
staff effort, or scale?

« What would you regret not raising before signing?

Red Flags That Weaken the Case

o The model shows license cost but omits
operating cost.

o Bundled value is assumed without
validating usage conditions.

» Retention, search, restore, or non-native
data costs are missing.

» Alusage is framed as a capability instead
of spend.

o Equal outcomes are assumed without
evidence.
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Translate Technical Truth Into CFO Language
Keep the technical claim. Change the framing.

Strong executive conversations connect capability to business outcome
and then to financial consequence.

Capability

Business Outcome

Financial Translation

Behavioral analytics/UEBA

Faster detection of risky user
behavior

Smaller incidents and less manual investigation

Faster investigations

Earlier containment

Lower disruption and recovery cost

Fewer false positives

Less time spent on noise

Higher productivity without added headcount

Broader non-native coverage

Visibility beyond one ecosystem

Reduced exposure and fewer bolt-on tools

Integrated automation and Al
workflows

Faster, more consistent
response

Faster time to value and lower operating drag

Predictable pricing and
consumption visibility

Controlled spend as usage
grows

More accurate forecasts and stronger budget
defense

Five Buyer-Safe Questions to Ask Any Vendor

1 2

Which costs appear
only as data volume or
sources increase?

What people or tuning
effort is required to
reach the promised
outcome?

3

required?

Remember: CFOs do not fund vague advantage. They fund clear
models, explicit trade-offs, and evidence that lower price can
introduce more exposure, higher workload, or less predictability.

What changes when
long-term retention,
restored search, or
hybrid visibility is

4 5

Which Al or assistant
capabilities are
metered separately,
and how does usage
scale?

What evidence
proves the lower-
cost option delivers
the same detection,
investigation,

and containment
outcomes?
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CFO Meeting-Prep Checklist

Use this checklist to apply the guidance above and prepare for the CFO
conversation. Keep one proof point, metric, or example ready for each section.

A. Clarify the Decision

Done Checklist Item Notes

| can explain what finance is deciding: cost,
O predictability, risk reduction, efficiency, or
consolidation.

| can state what fails if the cheaper option

H is selected.

O I have defined at least two concrete failure
scenarios,

O | know which stakeholders prioritize spend,
risk, productivity, or contract leverage.

O | can summarize the recommendation in one

sentence without jargon.

B. Build the Apples-To-Apples Comparison

Done Checklist Item Notes

Both options use the same log sources
and scope.

Both are evaluated against the same
O detection, investigation, and containment
expectations.

O | have compared outcomes, not features.

| have documented coverage gaps, friction, or
tuning burden.

| can show where outcomes diverge even if
both claim SIEM parity.
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C. Surface the Hidden Costs

Done

Checklist Item

The model includes acquisition, deployment,

Notes
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O .

operations, and scale.

Included versus metered costs are
O

documented.

Retention, search, restore, and non’native
O

data are accounted for.

Analyst time, tuning, maintenance, and
O - .

specialist overhead are included.
O Bundled assumptions have been tested.
O Al or automation consumption is treated as

real spend.

D. Quantify business impact

Done Checklist Item Notes
O | have a recent incident pattern or metric
as proof.
| can connect faster detection or investigation
O . . .
to smaller incidents or less disruption.
| can explain how noise or manual work
O .
affects productivity.
| am using real patterns, not hypothetical
O
breach math.
O | can show what becomes easier, faster, or

more predictable after investment.
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E. Final Meeting Readiness

Done Checklist Item Notes
O | can explain the cost at purchase and how it compares to the
cost to operate and scale over time.
O | can explain which costs are more predictable.
O | can explain which risks increase with the cheaper option.
O | can connect every technical claim to cost, risk, or
efficiency.
O I have one simple visual that makes the comparison easy.
O | am prepared to discuss tradeoffs honestly.
O I know the single point | want the CFO to remember.

] Final Thought
Your One-Minute Close
Security leaders win budget through clear trade-offs,
Use this summary if time is short: credible cost modeling, and evidence that lower

price can carry a different operating burden and a
higher level of exposure. The better prepared you are
to make that case, the stronger your position will be
when the conversation shifts from security strategy to
capital allocation.

"This decision is about outcomes. Once we include
scale, labor, and consumption, the lower-cost option
creates a different operating burden and financial
exposure.”

Tip: Turn your strongest proof point into a one-line
takeaway. If you can say it in 15 seconds, you can defend
it under scrutiny.

Learn more at
www.exabeam.com —

Exabeam is the leader in behavior intelligence for the agentic
enterprise. As organizations deploy digital workers and confront
machine-speed adversaries, Exabeam delivers flexible, industry-
proven solutions for insider threat coverage of humans and
agents and faster, more accurate threat detection, investigation,
and response (TDIR).
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