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Purpose
This standard defines the minimum metric design rules, ownership expectations, reporting cadences, and review forums for the Product Security program. It exists to prevent vanity metrics and to keep reporting tied to real operating decisions.
Scope
This standard applies to Product Security metrics used for executive updates, engineering reviews, quarterly planning, audit support, and operational steering across AppSec, DevSecOps, cloud, platform, API, and incident-facing work.
Metric Design Principles
Metrics shall have a named owner, calculation logic, record system, update cadence, and review forum.
Metrics shall be traceable to business goals such as risk reduction, release confidence, coverage growth, faster remediation, or reduced blast radius.
Lagging and leading indicators shall be balanced so that the program does not optimize only for ticket closure.
Mandatory Core Metrics
Coverage: threat-model coverage, secure-design review coverage, release-gate coverage, and critical-asset coverage.
Timeliness: MTTR, findings aging, approval turnaround, exception aging, and incident response time.
Quality: false-positive rate, re-open rate, remediation effectiveness, and escaped-critical issue rate.
Leadership: risk-acceptance volume, exception debt, staffing/capacity risk, and control maturity progress.
Reporting Cadence and Escalation
Weekly engineering views should be operational and action-biased.
Monthly leadership views should translate posture into resourcing, risk, and delivery decisions.
Any metric breaching its approved threshold for two consecutive periods shall trigger a corrective-action owner and review date.
Records, References, and Exceptions
Reference the record system for each KPI, keep calculation logic versioned, and document exceptions where data quality or system coverage is incomplete.




