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A Practical Rollout and Governance Framework

Define Scope and Risk Profile

Multi-factor authentication reduces the risk of credential-based compromise,
but simply enabling MFA on a few applications is not the same as implementing
it correctly.

In business environments, MFA must
be:

Scoped across systems
Approved at the leadership level
Documented in policy
Enforced consistently
Monitored continuously

Organizations that approach MFA as a structured control rather than a feature
toggle are better positioned to reduce risk, support compliance expectations,
and demonstrate defensible cybersecurity practices.
This guide provides a step-by-step framework for implementing MFA in a
growing or regulated business environment.

Before selecting authentication methods or enforcing policies, identify
what MFA must protect.

Inventory Systems

Document all of the following:
Email and collaboration platforms
Cloud applications
Remote access tools
VPN access
Financial systems
HR systems
Administrative consoles
Line-of-business applications
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Identify Privileged Accounts

Privileged accounts typically include:
Global administrators
Domain administrators
Finance administrators
Backup administrators
Security administrators

These accounts should receive the strongest authentication
requirements.

Identify Service Accounts

Service accounts are non-interactive accounts used by applications to
communicate with each other.

Common examples:
Application integrations
Backup systems
Sync services
Automated reporting tools

Many organizations overlook these accounts during MFA rollout. They
require alternative protections if interactive MFA cannot be applied.
Document Risk Considerations

Include:
Remote workforce exposure
Vendor access
Geographic risk
Compliance obligations
Insurance requirements

The output of this step should be a written scope definition.
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Is your business legally protected under SB 2610?
If your business has fewer than 250 employees, Texas law now offers
you a Safe Harbor, immunity from punitive damages in a data breach
lawsuit, but only if you can prove your cybersecurity program was
"active and documented" before the breach occurred.

1. The Framework Test

Does your business officially align with a recognized cybersecurity
framework (NIST CSF 2.0, CIS Controls IG1, or ISO 27001)?

[ ] Yes – We have selected a framework based on our company size.
[ ] No – We have security tools, but we haven't mapped them to a
formal framework.

Why it matters: To qualify for the Safe Harbor, your program must "conform" to
one of these specific industry standards.

2. The Documentation Trail

Can you produce a timestamped "Written Information Security Program"
(WISP) dated at least 6 months ago?

[ ] Yes – Our policies are documented and reviewed annually.
[ ] No – Our "policies" are mostly verbal or unwritten.

Why it matters: Texas judges won't take your word for it. You need a paper
trail that proves your security wasn't just "turned on" the day after the hack.

3. The MFA Enforcement Check

Is Multi-Factor Authentication (MFA) enforced for every user and every
administrative login (including service accounts)?

[ ] Yes – It is a non-negotiable requirement for all systems.
[ ] No – Some staff find it annoying, so we’ve made it optional for
certain apps.

Why it matters: Under 2026 standards, "Partial MFA" is often legally equivalent
to "No MFA" during a liability audit.

The Texas Safe Harbor Readiness Quiz
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Scoring Your Risk:

5 "Yes" Answers: You are a Texas leader. You likely qualify for the Safe
Harbor. (Ensure your documentation is backed up off-site!)

1–4 "No" Answers: You have a "Compliance Gap." In a breach, you would
be exposed to punitive damages (exemplary damages) that insurance may
not cover.

5 "No" Answers: You are at Full Legal Risk. Your business is operating
without the "Reasonable Care" standard required by the State of Texas.

4. The Training Evidence

Do you have signed/logged records of cybersecurity awareness training
for all employees within the last 12 months?

[ ] Yes – We have a log showing 100% completion.
[ ] No – We tell people to be careful, but we don't track formal
training.

Why it matters: SB 2610 explicitly requires administrative safeguards. If your
employees haven't been trained, your legal defense is void.

5. The "Actual" Integrity Test

Do you perform (and document) quarterly vulnerability scans or annual
penetration tests?

[ ] Yes – We test our defenses and document the remediation.
[ ] No – We assume our firewall is doing its job.

Why it matters: A "set-it-and-forget-it" approach is considered "Gross
Negligence" under Texas law, which can strip away your Safe Harbor
protection.
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Select Approved Authentication Methods

Not all MFA methods provide equal protection.
Organizations should formally define which methods are:

Approved
Conditionally approved
Prohibited

Legacy or Lower Assurance Methods
SMS text codes
Voice call verification
Basic push notifications

These methods may be appropriate for low-risk roles but should not be
the sole method for administrative access.

Stronger Methods
Authenticator applications
Device-bound tokens

These provide stronger assurance
than SMS.
Phishing-Resistant Methods

FIDO2 security keys
Hardware tokens
Windows Hello for Business
Passkeys

For privileged accounts, phishing-resistant MFA should be strongly
considered.
Document method requirements by role.



An MFA deployment without a written policy creates inconsistency and
audit exposure.

A formal MFA policy should include:

Scope
Systems covered
Roles covered
Administrative requirements

Approved Methods
Allowed authentication factors
Restrictions by role

Enrollment Requirements
Enrollment deadline
Device requirements
Backup factor requirements

Vendor and Third-Party Access
Enforcement expectations
Conditional access rules
Documentation requirements

Exception Governance
Approval authority
Documentation standards
Expiration timelines

Review Cadence
Annual review requirement
Change management process

HCTechGuys.com

Draft and Approve an MFA Policy

*Leadership approval should be documented.
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Plan a Phased Rollout

Immediate enforcement across the organization can create
unnecessary friction.

A phased approach reduces disruption.

Recommended Sequence
Phase 1. IT and Administrative Accounts
 Phase 2. Finance and Leadership
 Phase 3. All Employees
 Phase 4. Vendors and External Users

Each phase should include:
Communication plan
Enrollment instructions
Support availability
Enforcement deadline

Document completion of each phase.

Break-Glass Accounts
Every organization should define emergency access procedures.
Break-glass accounts are reserved for emergency administrative use if
the primary identity system is unavailable.

Policy should define:
Account purpose
Storage of credentials
Monitoring requirements
Test cadence
Approval process for use

Break-glass accounts should be:
Limited in number
Closely monitored
Tested periodically

Failure to plan for emergency access can create operational disruption
during outages.
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Address Legacy Systems and Service Accounts

Legacy systems often cannot support interactive MFA.

Options may include:
Placing systems behind secure gateways
Restricting network access
Implementing certificate-based authentication
Segmenting access
Replacing unsupported systems

For service accounts:
Eliminate shared credentials where possible
Rotate credentials regularly
Limit permissions
Monitor activity
Use managed identity solutions when available

Document residual risk and compensating controls.

Modern MFA should integrate with conditional access policies.

Examples include:
Restricting logins from high-risk geographies
Requiring compliant or managed devices
Requiring stronger authentication for privileged roles
Blocking legacy authentication protocols

Conditional access reduces risk while maintaining operational flexibility.
Document conditional access policies in configuration records.

Implement Conditional Access Controls
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Monitor and Review Authentication Activity

MFA implementation requires ongoing oversight.

Monitoring should include:
Repeated failed login attempts
Impossible travel alerts
Repeated push denials
MFA fatigue patterns
Privileged account activity
Disabled or bypassed controls

Assign ownership of log review.

Define review cadence:
Weekly anomaly review
Quarterly access review
Annual policy review

Monitoring demonstrates operational maturity.

Exceptions will occur.

Examples include:
Temporary access for vendors
Travel-related constraints
Legacy integrations

Exceptions must be:
Formally requested
Approved by the designated authority
Time-bound
Documented
Reviewed periodically

Unmanaged exceptions weaken enforcement integrity.

Establish Exception Governance



Final Considerations

Multi-factor authentication is a foundational control, but its
effectiveness depends on structure, enforcement, and governance.
Organizations that treat MFA as part of a documented security
framework are better positioned to:

Reduce credential-based risk
Support compliance requirements
Demonstrate defensible cybersecurity practices
Strengthen operational resilience

This framework is intended as a practical guide. Each organization’s
implementation should be aligned with its risk profile, industry
requirements, and operational complexity.
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At least annually, validate:
MFA enforcement across all scoped systems
Privileged account compliance
Vendor enforcement
Conditional access functionality
Break-glass account accessibility

Testing ensures policy matches reality.

Test and Validate controls
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CONTACT US 
2061 Clovis R Barker Rd. Suite 12b‌
San Marcos, TX, 78666‌
830-386-4234‌
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Ready to SecureYour Identity Perimeter?

Don’t leave your business’s compliance and security to chance. Moving
from legacy MFA to a phishing-resistant posture is a critical step in
achieving Texas Safe Harbor protection. 

Hill Country Tech Guys specializes in implementing automated identity
controls that satisfy regulatory requirements without disrupting your
team's workflow.
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