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Executive Summary
Passwordless authentication offers a rare opportunity to achieve what was once 
considered impossible: stronger security and a better user experience. But for Chief 
Information Officers of large, multinational enterprises, even the most obvious and 
beneficial upgrades can be daunting. The sheer scale of operations, coupled with 
regulatory and cultural complexities, can make any significant change feel like a 
monumental risk.

This playbook is designed to cut through that complexity. It charts a clear, pragmatic 
path from today’s fragmented, high-friction identity systems to a future of seamless, 
phishing-resistant access. We address the operational, regulatory, and cultural hurdles 
that accompany any identity transformation; especially for global organizations 
navigating a maze of compliance mandates, Works Councils, and deeply embedded 
legacy systems.

This is not a theoretical exercise; it is an operational guide to de-risking the journey and 
accelerating your move to a modern identity architecture.
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From A to B: 
The Vision of a Passwordless Future
 

Every CIO knows the gap between their current state and their desired future. The 
challenge is bridging it without disrupting the business.

Point A: The Reality for Most Enterprises

Your organization likely grapples with a familiar set of challenges: a patchwork of 
authentication tools, siloed identity providers, and frustrated users who see security 
as a roadblock. The help desk is inundated with password reset tickets. Meanwhile, 
your security team is battling a growing volume of sophisticated phishing and social 
engineering attacks. On top of it all, the burden of regulatory compliance is becoming 
increasingly heavy, and despite your best efforts, identity-related breaches continue to 
be a primary threat vector.

Point B: The Future of Identity Assurance

Imagine a unified identity experience built on a foundation of strong, passwordless, 
phishing-resistant authentication. In this future, there are no passwords for threat 
actors to steal or for users to forget. MFA fatigue is a relic of the past because 
authentication is seamless, often happening behind the scenes. Users access the 
systems they need securely and effortlessly, while help desk tickets for password 
resets plummet. Your organization’s compliance and audit posture is stronger than ever. 
Business enablement accelerates, and cybersecurity risk goes down.

This shift is not merely an upgrade – it is essential. Emerging mandates from NIST, 
CISA, the White House Cybersecurity Strategy, PCI DSS 4.0, and NYDFS all point in the 
same direction, emphasizing the need for phishing-resistant MFA. With AI-supercharged 
attacks making phishing more convincing and harder to detect, the urgency to act has 
never been greater.
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Why the Anxiety? CIOs’ Top Concerns

Global Operational Complexity

Managing diverse IT environments across continents, each with its own identity 
providers, legacy applications, and organizational silos, is a monumental task.

 ● Change Management Risks 
Driving adoption requires overcoming natural resistance from users, and in many 
regions, navigating formal processes with unions and HR. Cultural and regional 
differences in technology adoption add another layer of complexity. 

 ● The Compliance Burden 
Satisfying a patchwork of global and regional regulations, from GDPR and ISO 
27001 to SOC 2 and various financial services mandates, requires an identity 
solution that is both strong and flexible. 

 ● Works Councils and Employee Representation 
Particularly in Europe, Works Councils have legal authority over digital workplace 
changes. Introducing new authentication methods requires a thoughtful, 
collaborative approach to gain their approval and avoid lengthy delays. 

 ● Tooling Sprawl 
Most enterprises are burdened by too many authentication and identity 
point solutions. Each has its own integration challenges, support levels, and 
capabilities, creating a fragmented and costly security stack.

The vision is clear, but the path is often obscured by legitimate operational fears. CIOs 
of global enterprises face a unique set of obstacles that can stall even the most critical 
identity projects.
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A Proven Playbook to De-Risk the Journey

Navigating these challenges requires a deliberate, phased strategy. This six-step playbook 
provides a proven framework for a successful passwordless rollout, turning anxiety into a 
well-managed, predictable outcome.

1. Define a Strategic North Star
True identity transformation is a business initiative, not just an IT project. Form an 
internal Identity Security Council composed of the CIO, CISO, CTO, and leaders from 
HR, Risk, and Legal. This cross-functional group should align the passwordless 
program with board-level priorities like Zero Trust architecture, cyber resilience, and 
digital transformation. By framing the initiative as a business enabler, you secure 
executive buy-in and organizational momentum from the start. 

2. Conduct a Readiness & Risk Assessment
You cannot map the journey without knowing the terrain. Begin by inventorying all 
existing identity and authentication tools across the enterprise. Identify high-risk user 
populations, critical workflows, and regions with heightened compliance needs. Audit 
current MFA usage, map legacy system dependencies, and document all exception-
handling processes. Crucially, understand the specific rights and consultation 
requirements of Works Councils in each country and region where you operate. 

3. Engage Early and Often with All Stakeholders 
The single biggest mistake in any identity project is treating stakeholder engagement 
as a final step. Involve HR, Legal, Compliance, Works Councils, Internal Audit, and 
Corporate Communications from the very beginning. Begin formal and informal 
consultations 3–6 months prior to any planned rollout. Use regional pilots to gather 
feedback, refine your messaging, demonstrate the benefits, and build a coalition of 
champions across the business. 

4. Choose a Phased Rollout Strategy 
A “big bang” approach is a recipe for failure. A strategic, phased rollout minimizes 
disruption and builds on success.
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5. Operationalize Identity Assurance
Strong authentication is only as secure as its weakest link. Secure the entire identity 
lifecycle, including enrollment, password resets, and device reactivation, with robust 
identity verification. This is critical to prevent attackers from exploiting weak fallback 
paths like SMS-based codes or knowledge-based questions. Integrate your passwordless 
platform with core enterprise systems like Okta, Azure AD, and ServiceNow to ensure 
seamless workflow continuity and a consistent user experience. 

6. Measure and Report Adoption and Impact
Clearly demonstrate the program’s value by tracking key performance indicators (KPIs). 
Focus on metrics that resonate with both technical and business leaders: reductions 
in credential reset volume, incidents of MFA push fatigue, and improved authentication 
success rates. Provide monthly updates to functional leads and a biannual summary 
to the board. Offer dedicated compliance dashboards to your audit, risk, and regulatory 
stakeholders to streamline their oversight. 

Success Snapshot: A Fortune 100 Case Study
One global Fortune 100 enterprise faced significant operational friction and immense 
help desk volume, and cost, due to password resets. By following this playbook, they 
achieved a landmark transformation. They started with early stakeholder engagement, 
which was critical in securing approvals without major and prolonged escalation. A 
phased rollout targeting their highest-risk users first demonstrated immediate value. 
By implementing secure identity verification for account recovery, they closed a major 
security gap.

 ● Phase 1: Start with internal IT, security teams, and executive sponsors. This group 
can provide expert feedback and act as visible advocates.

 ● Phase 2: Move to high-value targets whose compromise would pose the greatest 
risk, such as finance teams, developers with privileged access, and remote VPN 
users.

 ● Phase 3: Expand the rollout to the broader workforce, contractors, and third-party 
partners.

 ● Parallel Track: In parallel, run a dedicated pilot in a key EMEA market to refine your 
approach to Works Council collaboration and set a successful precedent.
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FAQs for the Anxious CIO
Q: Do I need to rip out my current MFA solution? 

A: No. A smart strategy starts by augmenting your existing MFA for high-risk groupsand 
critical applications first. You can expand your passwordless footprint over time, ensuring 
a smooth transition without wasting prior investments. 

Q: What is the best way to approach Works Councils? 

A: Engage early and transparently. Lead with the benefits to employees: enhanced 
security for their personal data and a simpler, faster user experience. Provide clear 
evidence of these benefits from your pilot programs and be prepared to discuss opt-out 
paths or alternative methods where required. 

Q: What if my legacy systems can’t support modern authentication?

A: This is a common challenge. Hybrid approaches using identity gateways and proxied 
access can extend passwordless security to applications that don’t natively support it, 
bridging the gap between your legacy and modern infrastructure. 

Q: What will my auditors and regulators say?

A: Most auditors and regulators welcome stronger identity controls that demonstrably 
reduce risk. Present them with your strategic roadmap, readiness assessment, and the 
compliance dashboards you’ve developed. Proactively showing them your plan to adopt 
phishing-resistant MFA is a sign of mature cyber risk management. 

Q: How do I avoid business disruption during the rollout?

A: The key is a meticulous, user-centric approach: pilot, measure, and adjust. Prioritize 
a frictionless user experience from enrollment to daily sign-in. Communicate clearly 
and provide ample support. A phased rollout ensures that any issues are small and 
manageable, not enterprise-wide.

Our HYPR customers usually see:

Learn more about the
ROI of passwordless
solutions here.
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Conclusion: From Fear to Competitive 
Advantage
Passwordless authentication is no longer a risky experiment; it is a modern, essential 
identity control that is foundational to any Zero Trust security strategy. It simultaneously 
reduces enterprise risk, improves operational efficiency, and enhances employee 
productivity.

For CIOs leading transformation in complex global enterprises, the key is not to solve 
every challenge at once. The fear of change is real, but it can be overcome with a 
strategic, deliberate, and collaborative plan. Start where the risk is greatest, measure your 
impact, engage stakeholders broadly, and scale with the confidence that comes from a 
proven approach. By following this playbook, you can transform identity from a source of 
anxiety into a source of durable competitive advantage.
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About HYPR

HYPR, the leader in passwordless identity assurance, delivers comprehensive identity security by unifying 
phishing-resistant passwordless authentication, adaptive risk mitigation, and automated identity verification.  
 
Trusted by top organizations including two of the four largest US banks, HYPR ensures secure and seamless 
user experiences and protects complex environments globally. 

See how HYPR Identity Assurance can 
secure your workforce and customers
Visit hypr.com/get-a-demo

https://www.hypr.com/get-a-demo

