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Introduction

Security teams aren't failing because they lack talent. They're failing because the system around them is
broken, buried in alert fatigue, duct-taped tech stacks, and playbooks written for a different era. Analysts
are stuck chasing false positives through ten browser tabs, while real threats slip through the cracks.

The industry is now exploring a new way of working that leverages artificial intelligence. But just buying
an "Al SOC" tool isn't the complete answer. To succeed, you need a fresh approach that aligns your
People, Processes, and Technology.

This guide offers a straightforward, step-by-step plan to help you assess and implement Al into your
security operations. It's designed to be a practical and easy-to-follow blueprint for security leaders,
giving you concrete actions to create a stronger, more efficient defense, no matter where your
organization currently stands.
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Step 1: Understanding the Problem

Before building a roadmap, you need to know where you are and where you want to go. Every
organization's journey to operationalizing an Al SOC is different. The first step is to be honest about why
the current model is broken. The challenges do not reflect analyst skill, but are systemic to the traditional
investigative process. Here are seven core problems that legacy security operations face:

Insufficient Context: An alert is just a signal, not a story. An analyst's first job becomes manual data

gathering, a time-consuming process that delays actual analysis.

Poor Quality Detections: Many security teams turn on too many detections without fine-tuning them.
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This creates a never-ending backlog of noisy rules that engineers never have time to refine, leading to

low-value alerts and false positives.

Technology Overload: The modern IT estate is a complex ecosystem of laaS, PaaS, SaaS, code
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pipelines, IAM, endpoints, and collaboration tools. No single person can be a deep expert in all of them,
which makes it incredibly difficult to differentiate between benign and malicious activity across these

different technologies and log types.

Data ingestion and correlation: Data collection and correlation are manual processes that are
inherently slow. With alert queues numbering in the thousands, security teams constantly
fall behind.

The Query Language Barrier: Effective investigation requires fluency in multiple, complex query

languages. This specialized skill set represents a significant bottleneck in most security operations.

Manual and Inconsistent Response: When an incident is confirmed, the response is often a series of
manual steps. This approach is slow and prone to human error, leading to inconsistent or incomplete

remediation actions that can allow a threat to persist.

Overwhelming Alert Volume: The combination of noisy detections and a lack of context means many
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alerts are false positives. This creates "“alert fatigue,” where analysts become desensitized to the noise,

increasing the probability that a genuine threat will be missed.

These problems are often made worse by the tools designed to solve them. For years, we have relied
on Security Information and Event Management (SIEM) and Security Orchestration, Automation, and
Response (SOAR) as the foundation of the SOC. While these tools have their place, they are often
misapplied to problems they were not designed to solve.

The SIEM Correlation Problem: SIEM detection rules effectively identify specific, pre-defined patterns.
Their primary limitation is a lack of contextual awareness. A rule that triggers on an endpoint has no
inherent knowledge of related activities tied to the user’s identity in a separate cloud application.

This inability to automatically correlate events across different asset types, like machines and identities,
is a source of noisy, low-value alerts. If detection engineering is complex, have you tried building
correlation rules manually?
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The SOAR Playbook Misapplication SOAR playbooks excel at deterministic tasks, which are processes
that must be executed precisely and repeatably. Response and remediation actions, like isolating a host
or disabling a user, are perfect use cases for a playbook’s rigid, script-like nature.

Security investigation, however, is a non-deterministic process. It is dynamic, messy, and requires an
adaptive approach. Applying a deterministic playbook to a chaotic investigation is ineffective. This is the
fundamental limitation of legacy automation, where modern Al-driven systems provide the most value.

The Old Way: The Legacy SOC Model
Traditional vs. Al SOC Time Allocation per Task

TIME PER TASK TRADITIONAL SOC TIME PER TASK Al SOC
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In a traditional SOC, you're dealing with hundreds of different types of alerts: identity anomalies,
endpoint detections, suspicious emails, cloud API calls, the list goes on. For the sake of argument, let's
take just one common example from laaS: a misconfigured IAM role or an anomalous API call.

The process we're about to walk through is essentially the same no matter which alert you pick, and it
shows why the old model was so draining.

First, you hit the detection and triage bottleneck. Extending coverage into laaS meant writing and
maintaining custom rules against CloudTrail, Azure Activity Logs, or GCP audit logs. Every new log
source meant more rules, more dashboards, more points of failure. When alerts fire, SOAR playbooks
might help with basic enrichments, pulling IP reputation, checking file hashes, or cross-referencing
threat intel. Useful, but surface-level. The real work was still on the analyst: stitching fragments together,
connecting dots across systems, and understanding the environment well enough to separate signal
from noise. That's where the hours went.
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If you pushed further, the next step was often reactive threat hunting. To do that effectively, you had to
know every log type in detall, its structure, quirks, and blind spots, and then tie it back to whatever TTPs
you were investigating. Just reading this, you can probably imagine the week-long hunts that followed.

When you finally reach remediation, playbooks could sometimes help again, isolating a host, disabling a
user, or kicking off a malware cleanup. But that was just the tail end of the response; the deterministic
tasks were easy to automate. Everything before that was still manual, context-heavy, and exhausting.

And once the dust settled, you weren't done. Every incident ended with a post-mortem: writing up a
detailed log of what happened, lessons learned, and often a five-page report. It's the moment when
most analysts wish they had a personal assistant next to them, taking notes while they scrambled
between consoles and queries.

This was the legacy SOC: patchwork detections, cranky playbooks, endless triage, and investigations
that stretched into weeks. It was a model that scaled effort, not outcomes.

The New Way: Al SOC Agents

Let's take the same example as before: an laaS signal such as a misconfigured IAM role or an anomalous
API call. In the Al SOC model, the platform works like an experienced analyst that never gets tired. It sees
the environment end-to-end, remembers history, and explains its reasoning. It does not replace your
team; it amplifies human capabilities so analysts start from context, not from scratch.

The moment the alert is ingested, the agent begins investigating. It looks laterally for related signals
across identity activity, cloud API sequences, SaaS access, and recent changes to users or roles. When
a pattern appears, it assembles a narrative that connects user behavior, asset risk, and historical activity
into a clear incident timeline. Instead of a single point signal, the analyst sees the full story.

This is more than correlation. The agent reasons through the same questions a senior analyst would
ask: who is tied to this activity and what is normal for them, where did it occur, and how sensitive is that
environment, what exactly was executed, and is it consistent with recent changes, and is this a one-off
spike or part of a longer pattern. To answer these, it pulls from cloud logs, IAM, HRIS, SIEM, ticketing,
and external threat intelligence, adapting its approach to what it learns in your stack.

The goal is speed with confidence. By the time a human looks at the case, they have the narrative, the
evidence, and the why. When action is needed, the agent can suggest next steps or hand off to your
existing SOAR for containment, so execution is consistent without losing analyst oversight.

It also carries through after the incident. The agent can draft a first-pass timeline, capture key decisions,
and propose lessons learned. Analysts review and refine, but the heavy lift of documentation is already
done. That turns post-mortems from a slog into an hour of editing and improvement.
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Step 2: Defining Your Path Forward

Al SOC IMPLEMENTATION PLAYBOCK
THREE-PATH JOURNEY MAP
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The first question to ask isn't, “What features does this platform have?” It's simpler: Does this Al SOC
help me, depending on where | am in my journey? If | don't have an SOC, can it help me build one in an
Al-native way? If | do have an SOC, can it help me do more with the same team | already have? And can
it actually extend my detection coverage while lowering the barriers for hunting and investigations?

Here's how we break it down:

Path A: No SOC at All (Starting from Scratch)

If you're starting from scratch with no SOC, this is your chance to leapfrog the legacy tiered model.
Instead of spending years hiring detection engineers and stitching together dashboards, you can build
a lean team that focuses on engineering and oversight while the Al does the heavy lifting. From day
one, you're getting coverage across identity, endpoints, and cloud without burning half your budget on
headcount just to get to baseline.

Path B: Outsourced SOC (MDR-First)

Some companies just don't want to build their own SOC, fair enough. Suppose you'd rather outsource
and use an MDR; the role of Al shifts. It becomes your watchdog and amplifier. It validates what your
MDR escalates, adds the context they might miss, and plugs into SaaS or laaS environments where most
MDRs struggle. Picture an MDR escalating a phishing email, while the Al notices the same user cloning
sensitive GitHub repos. That connection changes the entire story. With Al in the mix, you gain visibility
and leverage you wouldn't otherwise have.

Path C: Mature SOC (In-House or Hybrid)

Already running a SOC? Whether it's fully in-house or a mix with MDR, the need here is augmentation.
It fills detection gaps in SaaS, correlates across multiple tools, and removes the endless manual triage
that burns analysts out. Instead of combing through raw GitHub or Salesforce logs, your team gets

an enriched narrative that ties identity, cloud, and endpoint together. That means less noise, more
coverage, and the breathing room to actually invest in detection engineering, hunts, or purple teaming.

Wherever you land, the point is the same: Al SOC should help you do more with the team you have,
extend coverage into the places that normally take forever to engineer detections for, and stop
wasting cycles on grunt work. Al should actually move you forward on your SOC journey.
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Step 3: Establish a Strong Data Foundation
(The “Left Side"” of IR)

The SecOps Al Shift Map
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Before you can apply Al in your SOC, you have to start with the fundamentals: the data itself.

Security logs are spread across dozens of tools, each with its own formats, field names, and enrichment
processes. One vendor calls it a “user,” another calls it a “principal,” and a third just gives you an opaque
string. None of that is "wrong,” but it does mean your Al agent is only as good as the foundation it's
working with.

It's a fair question to ask: “Why not just connect a large language model to my SIEM and let it work
with the raw logs?” The short answer: because raw logs don't mean much on their own. They're
unstructured, inconsistent, and full of jargon that makes sense to one system but not to another.
"Without translation and context, an Al agent is forced to guess, and guesses lead to bad conclusions.

That's why every Al SOC needs a layer between raw data and reasoning. Think of it as giving your
logs a common language and a shared grammar. Instead of thinking of it as “20 different dialects,”
imagine each tool speaking a slightly different language. One says user . name, another says
actorPrincipal, another just throws an ID like UID: 100234. To a machine, those are three totally
different things, even though a human analyst knows they all point to the same concept: the user.

The semantic layer is where you translate those differences into one common schema. Every log source
gets mapped into shared fields, like "user,” “asset,” “location,” and “action.” On top of that, you enrich
those events with extra context tying a username to the right department, linking an IP address to the
right office, or mapping a resource ID to the production environment it belongs to.

Once you've done this, correlation stops being guesswork. The Al agent no longer has to wonder
ifactorPrincipalinonelogequals user.name in another. They've both been translated into
the same field, with the same meaning. That consistency is what makes detection rules reliable,
investigations faster, and Al reasoning trustworthy.
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What the semantic layer enables:
« Consistent detection logic that isn't tied to a single vendor's format
» Reliable investigations where events correlate cleanly across sources
» Al reasoning that operates on meaning, not guesswork

« Data that's equally accessible to humans writing rules and Al agents building narratives

This is the foundation of the “Left Side” of Incident Response. Without semantics, you don't have
structure. Without structure, your Al SOC can't reason confidently over your environment.

Why This Step Matters

By investing in a clean and consistent data layer early, you unlock downstream value across every part
of your SOC. Your detections become more precise. Your Al agents make better decisions. And your
analysts spend less time wrangling data and more time solving problems.

Once your semantic model is in place, you're ready to build out the rest of the pipeline:
¢ Your Data Platform SIEM, data lake, or both
» Your Detection and Correlation Rules are powered by structured inputs

« Your Al Agents and Automation are built on reliable context

You don't need everything perfect on day one. But starting with a solid data foundation will accelerate
every other step in your Al SOC journey, and make your early results far more impactful.

Al SOC for Detection Engineering

Once your data foundation is in place, the next leap is letting Al assist with detection engineering. This
is where the Al SOC doesn't just consume data; it starts giving back by helping you extend, refine, and
improve your detections. Here's how Al strengthens the detection pipeline:

« Ingesting threat intel and advisories: Al agents can parse security advisories, vendor bulletins, and fresh
threat intel reports, turning them into detection suggestions mapped to your schema. Instead of an analyst
translating PDFs into rules, the Al can intelligently search for the indicators in your environment automatically
and propose candidate detections that can be tested and deployed.

« Analyzing existing detections: The Al can evaluate your current detection set, spotting redundancies, noisy
rules, and detections that never trigger. It can suggest suppressions, merges, or retuning thresholds to reduce
fatigue without sacrificing coverage.

« Mapping coverage: By aligning detections with frameworks like MITRE ATT&CK, the Al shows exactly where
you have strength and where gaps exist. It can even highlight imbalances, like over-indexing on credential
dumping while leaving lateral movement under-covered. Think of it as avoiding “ATT&CK bingo" and moving
toward balanced defense-in-depth.

» Feedback loops: By learning from analyst actions (suppressions, escalations, tuning changes), the Al suggests
improvements to current detections. Over time, this builds a continuous improvement cycle where rules evolve
as fast as the threat landscape.
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The impact is twofold: analysts get help generating new detections faster, and existing detections
get smarter with less manual effort. Detection engineering stops being a bottleneck and becomes a
collaborative loop between humans and Al
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Step 4: How to Evaluate Al SOC Platforms

Let's be honest, the Al SOC market is getting crowded. Everyone’s pitching copilots, agents,
autonomous platforms, hybrid models, magic workflows, you name it. It's easy to get overwhelmed or
worse, distracted by shiny demos that look great in a sales call but fall short in production.

So how do you actually evaluate these solutions in a way that aligns with your SOC's needs? Here's what
we recommend.

CHECKLIST FOR EVALUATING
Al SOC PLATFORMS

EVALUATICN CRITERIA DESCRIPTION

Clearly matches defined SOC
responsibilities.

‘r USE CASE ALIGNMENT J

Offers sufficient

-
INTEGRATION SUPPORT
' configurability and autonomy.

Easily integrates with existing

‘ CUSTOMIZATION
L . cybersecurity tools.

( SECURITY MEASURES ' ' ‘
privacy, security, and compliance.

Provides clear, auditable
reasoning pathways.

Clearly outlines measurable

TRANSPARENCY }
} performance indicators.

(PERFORMANCE METRICS

Supports scaling SOC

&CALABILIT Y/ FLEXIBILITY ,
operations seamlessly.

Availability of continuous
support and updates.

} Demonstrates robust data

{: SUPPORT/MAINTENANCE
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Start With Use Cases, Not Features

Before you start comparing vendors, the first thing to clarify is what you actually want Al to do.
Don't think in terms of shiny features; think in terms of investigative responsibilities.

For most teams, that means cloud environments where you need to catch misconfigured IAM roles, odd
API calls, or suspicious changes to infrastructure. It means identity, where impossible travel, MFA abuse,
or account takeovers are real concerns. It's also email (still the number one entry point), where phishing
triage and credential harvesting are daily noise. Endpoints bring their own problem, such as malware
execution, lateral movement, or process tampering. And then there's cross-domain work: threat hunting,
forensic digging, and deciding when to contain.

A good Al SOC platform extends detection coverage across all domains and can also ingest signals from
your third-party tools. That way, it's not only looking at what your EDR or SIEM already knows, but also
pulling in context from Saa$S providers, cloud platforms, and external intel. So the question isn't “Does

it have LLMs?" The real question is: Can it help my team detect, triage, investigate, and respond to the
things we actually care about across the places we really operate?

Integration and Data Handling

Al agents are only as good as the data they can see. That's why the next thing to look at is integration
depth. It's not enough for a platform to connect to your SIEM and call it a day; you need broad coverage
across your core systems: EDR, cloud, identity, email, threat intel, and even your ticketing tools.

Just as important is how that data comes in. Is it continuous, streaming in real time, or does it arrive in
delayed batches that leave you blind for hours? The difference shows up fast when you're dealing with
active threats.

The bottom line: the more seamlessly an Al SOC can ingest, normalize, and correlate data across your
environment, the more valuable it becomes. Without that, you're just layering Al on top of the same old
silos.

Depth and Accuracy: The Make-Or-Break Factor

This is where a lot of teams get burned. It's easy to get impressed by slick natural language summaries
or flashy dashboards, but at the end of the day, the only thing that really matters is investigation quality.

Accuracy starts at triage: Can the platform consistently separate true positives from noise and explain
why it made that call? Does it actually reduce false positives without letting new false negatives slip
through? If you constantly second-guess or babysit the Al, you haven't reduced workload; you've just
moved it around.

But it doesn’t stop at triage. A good Al SOC should support the full lifecycle: detection, investigation,
threat hunting, and response. That means when you're investigating an alert, you shouldn't have to jump
into the AWS console or an EDR portal just to finish the job. The platform itself should give you enough
visibility and context to complete the entire investigation in one place, from pulling log data to enriching
with intel, to recommending the right response.

n
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That's the real measure of depth and accuracy: not just whether the Al flags things correctly but
whether it can carry you from detection through response without breaking your flow.

Configurability and Customization

Every environment is different. Your workflows, your risk tolerance, your tech stack. A good Al SOC
should adapt to that without you needing to spend months rewriting rules or rebuilding playbooks.

The majority of that adaptation should happen automatically. The platform should learn from your
history, understand your stack, and adjust based on how your systems behave. That's the baseline.

On top of that, you should be able to add your own context without needing to become a developer.
Natural language rules, what we call Business Context Rules, make it possible to describe policies in
plain English, like “finance admins should never access engineering repositories,” and have the platform
enforce it.

When it comes to playbooks, simplicity matters; you shouldn't need professional services every time you
want to modify a workflow. And when the underlying systems change, whether it's an APl update or a
schema shift, those playbooks should keep working. The platform should automatically self-heal so your
automation doesn't break every time a vendor pushes a new release.

That's what real configurability looks like: mostly automatic, with the option to layer in your own context
when needed, and resilient enough to keep running even as the environment evolves.

Security and Compliance (Because It's Still a Security Tool)

Just because it has “Al" in the name doesn't mean you skip the basics. You wouldn't roll out any other
SOC platform without checking its security posture, and this should be no different. The first thing to
understand is how your data is handled. Where is it stored, and how is it protected? Just as important, is
your data being used to train or fine-tune someone else's models? The answer should be a clear no.

You also want to see that the vendor lines up with standard frameworks like SOC 2, ISO 27001, or GDPR,
and that they provide the basics we expect in security tools: encryption at rest and in transit, secure API
integrations, full audit logging, and sandboxing for anything risky. In short, treat the Al SOC like any other
security product and make sure it passes the same tests.

Transparency and Auditability

This one often gets ignored until it's too late. Something happens: leadership asks, “Why did the Al make
that call?" Suddenly, ho one has an answer. A good platform won't put you in that position. It should
show its work clearly, not just the outcome, but the reasoning behind it and the evidence it used.

That means investigation logs you can actually read, decisions you can trace back, and sources you can
verify. When the Al explains itself, it builds trust with your team and makes compliance conversations

a lot easier. Even better, those explanations can double as training material for junior analysts, helping
them learn how to think through investigations. That's how transparency turns into both accountability
and education.

12
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Final Tip: Evaluate in Real Context

Don't base your decision on a demo. Ask to see the platform run on your own alerts—ideally in shadow
mode—using real historical data. Watch how it handles your messiness, alert types, and escalation
paths. That's how you'll know if it's operationally ready, not just technically impressive.

13
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Step 5: The Implementation Playbook

Rolling out an Al SOC looks different depending on where you're starting. Whether you're building from
scratch, leaning on an MDR, or running a mature SOC, the principles are similar: start with coverage,
build confidence, and grow into deeper use cases. Below are detailed four-step playbooks for

each scenario.

Path A: No SOC at All (Starting from Scratch)

The Greenfield Build Timeline

Week 1-4 l Month 2-3 l Month 4-6 l Month 6+
[—'/D;/ AT SOC for Saas | | ¢ Enable AI triage for EDR * IR Response based on AI- | | * AI'G.SSiSTed threat
and Taa$ monitoring e Implement automated recommendations hunfmg. ‘ .
« Use AT SOC to help you phishing email investigation | | * Implement automated * Detection engineering
reduce the initial noise ¢ Configure API behavior response actions support
« Set up baseline alert analysis  Establish approval * Purple team simulations
ingextion * Build context enrichmem‘/ workflows for higher-risk | | * Refined human-in the
pipelines actions “ loop processes
\7" ] | — ]

1. Cover the hard parts first. When you don't have a SOC, the biggest risk is blind spots. Start by
making sure your Al SOC handles detection in SaaS and laaS environments because those are
where traditional detections are weakest. Cloud APIs, IAM misconfigurations, and SaaS permission
changes can generate noisy or confusing alerts. Without automation, these would constantly
bounce to your cloud or dev teams, slowing down response. With Al agents triaging them, your small
team can own investigations from the beginning without needing to master every log format.

2. Let the Al absorb the grunt work. In a greenfield SOC, analysts can get overwhelmed by repetitive
and low-signal alerts. Use the Al SOC to take on noisy, repetitive triage across EDR, phishing, and
suspicious API behaviors. Instead of having your team copy-paste queries or pivot between five
consoles, the agent can collect context automatically and hand back a clear narrative. This means
your people spend less time chasing false positives and more time understanding the real risks.

3. Let the Al take safe actions with context. Don't expect an Al SOC to handle every remediation path
from day one, but also don't treat it like a SOAR playbook that only pushes buttons. The difference
is that agents can reason about context before acting. For example, if a user account shows signs
of compromise, the Al should be able to check recent activity, risk level, and related assets before
recommending or executing a disable action. Same with quarantining a suspicious email or isolating
a host, the value isn't just the action itself, it's the fact that the Al knows why it's doing it and can
explain that decision. Starting with these safer, lower-risk response steps proves that the agent
can be trusted to act on context, not just scripts, and builds the foundation for letting it handle more
complex decisions later.

14
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4. Evolve into proactive operations. Once you've got coverage and triage handled, move toward
proactive work. Use the Al SOC to support threat hunts, improve detections, and run purple-team
simulations. Instead of chasing yesterday'’s alerts, your team is shaping tomorrow’s defenses. The
Al becomes a partner that adapts as your environment grows, while your analysts shift their focus
toward strategy and resilience.

Path B: MDR Adoption or Replacement

o
w. MDR Lo ar soc
Y2 -
How effectively does your MDR VALIDATE Can your Al SOC ingest those same
handle and escalate alerts? ESCALATIONS escalations and add deeper context?
What areas does your MDR actually What Saa$ or laa$ activity might
monitor and detect? COVERAGE the Al SOC detect that the MDR
—————— misses?
How accurate and scalable is your Wikieh Bell vahame runin Baralisl,

MDR when handling the same

RUN PARALLEL which is faster and consistently
alerts? INVESTIGATIONS more accurate?
A - _

Has the Al SOC proven capable

Should your MDR remain the lead, AUGMENT OR enough o replace your MDR, or do
with Al assisting? REPLACE Bkl balisr?
A AR S e
/ /

1. Validate your provider’s escalations. When you're working with an MDR, the first step isn't to rip
and replace it; it's to validate. Let your Al SOC ingest the alerts your MDR escalates and compare
how each investigates them. Does the Al add context? Does it catch SaaS and laaS activity that the
MDR glosses over? This gives you a side-by-side view that builds confidence in the Al while also
shining a light on your provider’s blind spots.

2. Highlight what your MDR can't see. Most MDRs are good at endpoint detections but weaker at
SaaS and cloud-native anomalies. Configure the Al SOC to triage alerts in those domains and see
where it adds value. For example, an MDR might escvalate a phishing incident, while the Al spots
that the same user also accessed sensitive GitHub repos. That's not a detail you want missed.

By showing what the MDR isn't covering, the Al demonstrates its worth immediately.

3. Run parallel investigations to get real data. After you've validated escalations, start feeding raw
alerts to both your MDR and the Al SOC. This lets you directly compare performance across the full
lifecycle, from triage through investigation. Track mean time to investigate (MTTI), the rate of false
positives, and how much analyst input was required. The goal here isn't just to see who's “faster,”
but to see who's consistently more accurate and scalable in the real world.

15
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4. Decide whether to augment or replace. With data in hand, you're ready to make a strategic
decision. Maybe the Al SOC is best used as a force multiplier for your MDR, taking on noisy triage so
your provider's analysts can focus on the hardest threats. Or maybe the Al proves strong enough to
handle most of the lifecycle autonomously, allowing you to scale back your MDR contract or even
replace it entirely. Either way, the choice is made based on evidence, not gut feeling.

Path C: Mature SOC (In-House or Hybrid)

1. Target repetitive triage first. In a mature SOC, the biggest drain is repetitive triage: endless phishing
emails, noisy EDR detections, and SaaS/laaS alerts that analysts don't fully understand. Start by
handing those over to the Al SOC. The agent can contextualize, enrich, and filter them so your team
only spends time on high-fidelity cases. This doesn't just save cycles, it reduces escalations to other
teams and lowers burnout.

2. Runin shadow mode to build trust. Before putting the Al in charge of actions, let it run in shadow
mode. Have it post its investigation results to Slack or Teams so analysts can compare its logic
against their own. This builds familiarity and trust, while also giving you feedback on where the Al
might need tuning. Once analysts see that the Al is right most of the time, they'll be more willing to
let it take on live workflows.

3. Replace brittle SOAR logic with adaptive agents. Legacy SOAR playbooks break whenever APIs or
field names change. Instead of spending time fixing brittle scripts, let the Al SOC handle investigative
logic dynamically. The Al can figure out which enrichment to pull or which context matters, without
you hardcoding every step. SOAR still has a role in deterministic response actions, but agents are a
more resilient fit for investigations.

4. Free analysts for strategy and growth. The real payoff in a mature SOC is not just faster triage.
It's freeing your people to do higher-value work. When Al handles investigations, your analysts can
spend time writing new detections, running hunts, or collaborating with red teams. Instead of SOC
being a grind, it becomes a place where people are learning, growing, and shaping defenses.

That shift is how you retain talent and scale your program.

Step 6: Proving the value, ROI, and KPIs that
actually matter

So, you've kicked off your Al SOC journey. The platform is connected, alerts are flowing, agents are
running, and dashboards are lighting up. Great. But here's the reality check: the real work now is proving
that it's not just doing things, it's doing the right things, and doing them better, faster, and at lower cost
than before.

This section isn't about vanity dashboards or impressive demo screenshots. It's about showing
measurable value that leadership understands and analysts actually feel. The kind of value that gets you
renewals, budget, and long-term trust in the program.

Time-to-Value: Reality Check Before the ROl Party

Let's be honest: implementing an Al SOC is not plug-and-play. Sure, the platform will come with strong
out-of-the-box capabilities, but every environment is different, and your Al needs to learn from your

6



AN IMPLEMENTATION GUIDE FOR AI-DRIVEN OPERATIONS

environment, your alerts, your log quality, and your detection gaps.

The more it sees, the faster it learns. But if you're walking into this expecting magic on day one,
you're setting yourself up for a credibility hit.

Depending on the maturity of your data and processes, you may see value in a few days or weeks,
or it might take 2-3 months of feedback cycles to get meaningful, consistent outcomes. That's totally
normal.

Pro tip: Start measuring time to value (TTV) once your core telemetry is ingested, the feedback loop is active,
and the Al starts making decisions your team doesn’t immediately override.
Track:
« Time to complete data ingestion and normalization
» Time to first trusted Al-driven triage or escalation

» Time to human-visible impact (analyst time saved, false positives suppressed, etc.)

Set expectations early; this is an evolution, not an overnight miracle. But when it lands, it compounds.

Analyst Productivity Delta: Smarter Analysts, Not Just Faster Alerts

The real test isn't whether your SOC can “process more alerts” but whether your analysts are spending
their time more wisely. Al isn't about replacing people; it's about removing the repetitive, low-value tasks
that burn them out. If analysts spend less time chasing logs, escalating to dev teams, or waiting on user
responses and more time making actual security decisions, that's productivity.

Triage is the obvious place to start, with fewer manual enrichment steps, faster decisions, and more
incidents handled per analyst shift. But productivity gains shouldn't stop there. Look at detection
engineering: are more coverage rules being written now that the noise is under control? Look at
investigations: can analysts run a case end-to-end inside the Al SOC platform instead of bouncing
between AWS, Okta, and EDR consoles? And ook at the response: are analysts delegating safe,
low-risk actions to the Al while they focus on the high-stakes calls?

Here are the types of metrics worth tracking:

Triage efficiency
« Incidents handled per analyst, per shift (pre- vs post-Al)
» Manual enrichment tasks eliminated
» Time-to-decision delta on routine alerts

« Time saved on escalations to dev/IT teams or business users
Detection coverage
« Detection gaps closed in SaaS/laaS environments

« Percentage of analyst time reallocated to tuning vs triage
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Investigation depth
» Percentage of investigations completed end-to-end within the Al SOC (no pivot to native consoles)
» Average investigation time before vs after Al adoption
» Reduction in escalations needed to other teams for context
Response enablement
« Number of Al-suggested actions accepted without modification
» Time saved on low-risk response actions (account disables, quarantines, etc.)

» Analyst-reported trust in Al to execute response steps (survey/pulse score)

You don't need to track every metric, but choose the ones that show both the efficiency gains and
the shift in focus, away from busywork and toward detection, hunting, and strategy. That's the analyst
productivity delta that matters.

Cost per Incident Resolved: The Hard Business Value Metric

You want to speak the CFO's language? This is it.

What does it cost your org, in headcount, tooling, infrastructure, to resolve a single incident? Your Al SOC
should bend this curve downward by offloading human effort, reducing MTTR, and scaling your team
without hiring more people.

Track it like this:
« [(Total SOC spend in a period) + (Total resolved incidents)]
 Include platform cost, infrastructure, and staff time

+ Compared to pre-Al baselines or MDR contract benchmarks

Bonus: If you previously relied on MDR, this is where you show the Al SOC can handle the same volume at a
fraction of the cost, or provide better outcomes at the same price.

Alert Funnel Efficiency: Shrink the Noise, Amplify the Signal

Think of your SOC as an alert pipeline. Every alert starts wide at ingestion and ideally narrows down until
only the highest-fidelity incidents are acted on. The goal of an Al SOC isn't just to help analysts “touch”
more alerts; it's to shrink that funnel at every stage, cutting noise and focusing effort where it matters.

Your Al should filter junk at ingestion, auto-close low-value alerts at triage, escalate only the high-
confidence signals, and then support or automate the right next steps. The result: fewer analyst hours
wasted, faster mean time to respond, and tighter focus on real threats.

When you frame it this way, it's easy to show leadership a slide where the funnel narrows dramatically.
That's the picture of efficiency: less wasted time, less fatigue, and more attention on the alerts that
actually matter.
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Funnel stage What good looks like Metrics to track
Ingestion Junk reduced before hitting triage % of alerts suppressed at ingestion (noise
reduction, usually SIEM job)

Triage % of alerts suppressed at ingestion (noise % auto-triaged without human input, rollback/
reduction, usually SIEM job) reversal rate

Escalation Repetitive alerts auto-closed with high Escalation accuracy
accuracy

Action % auto-triaged without human input, rollback/ % of incidents where Al-suggested action
reversal rate was accepted

Al Decision Accuracy: Trust Built on Results

This is where the rubber really meets the road: Is your Al actually making good calls? You can have the
flashiest platform in the world, but if analysts don't trust its decisions, it's just another noisy widget in
an already crowded console. Trust is what makes or breaks adoption, and the good news is that it's
measurable.

Accuracy starts at triage: is the Al flagging real positives while filtering out noise? But it doesn't

stop there. A strong Al SOC should also improve detection quality, surfacing threats in SaaS or

laaS environments where you didn't have coverage before. It should add depth to investigations by
automatically pulling in the right context, so analysts don't need to bounce between five tools. And in
response, it should be making safe, explainable recommendations that analysts can validate and accept
with confidence.

Over time, you want to see the Al learning from analyst feedback and trending in the right direction, with
higher precision, lower reversals, and better coverage. If that curve flattens, it's a sign your feedback
loop is broken, and it's time to re-engage engineering.

Hard metrics worth tracking include:
« True positive precision (Al flagged it, and it was real)
« False positive suppression rate (Al ignored it, and it was noise)
¢ Reversal rate (how often humans overrule the Al)
» Percentage of investigations completed end-to-end in the Al SOC without pivoting
» Response acceptance rate (how often analysts approve or accept Al-suggested actions)

« New detections identified or proposed by the Al (coverage delta)

But not everything that matters shows up on a dashboard. Soft trust signals are just as important.
You'll hear them in retros or Slack threads:

¢ "Yeah, I'd trust the Al to run that workflow solo.”
« "It's been right more often than me lately.”

« “Can we just have it handle this automatically?”
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These comments are leading indicators of adoption. You can measure them with lightweight surveys,
asking analysts to rate their trust in the Al (1-5), their willingness to delegate tasks, or how often they
accept Al recommendations without modification.

When trust is visible both in metrics and in analyst behavior, your Al SOC moves from being an
"expensive toy" to a real force multiplier.

Strategic Time Reallocation: From Tickets to Thinking

Alin the SOC's real value is in how it changes the way your team spends its time. Before Al, most
analysts were buried in repetitive triage, 80% grunt work, maybe 20% left over for improving detections
or running hunts. After a successful rollout, that balance should start shifting. A healthy Al SOC frees up
cycles so analysts can spend half their time on proactive work: writing detections-as-code, proactive
threat hunting, running tabletop exercises with red teams, or experimenting with new telemetry sources.

This isn't about “time saved” as an abstract number on a slide, it's about time reallocated to higher-
value outcomes. When your analysts are building new detections instead of chasing false positives,
or running purple-team simulations instead of escalating laaS anomalies to dev teams, you're
compounding the value of every hour they work. That's where ROI gets real.

Metrics that show this shift include:
» Ratio of proactive vs reactive tasks before and after Al adoption
« Hours saved from reduced escalations to other departments (IT, cloud, dev teams)
» Analyst-reported “time well spent” scores from retros or lightweight surveys

But don't let green dashboards fool you. A spike in “alerts closed" doesn't prove resilience, and fast
triage isn't valuable if it's consistently wrong. The KPIs that matter here are the human ones: less fatigue,
smarter decisions made faster, a team that actually trusts the system, and workflows that scale without
breaking when volume surges.

That's the transformation an Al SOC should enable, not just fewer tickets, but a stronger, more resilient
SOC where people spend their time on strategy instead of firefighting.
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Final Thoughts
The Future of the SOC is Context, Not Clicks

When Al first showed up in SecOps, most vendors rushed to the middle, the investigation layer. And it

makes sense: it's the "sweet spot” where you don’t need deterministic actions, and GenAl can shine by

producing fast verdicts. It was the cake analogy | used in my blog: everyone wanted the sugary middle,
closing hundreds of alerts quickly, while ignoring the heavy fondant on the outside, broken detections,
and painful response processes.

But just doing an investigation isn't enough. A modern SOC doesn't succeed by closing alerts faster;
it succeeds by fixing the whole problem. That means shifting left into detections and log quality, and
shifting right into response, recovery, and lessons learned, and then feeding those lessons back into
detections. That's the real loop of value.

The SecOps Al Shift Map is how we frame this: Left (detections and data), Middle (investigations),

Right (remediation and recovery). It's a simple way to evaluate where a vendor or platform is strong and,

just as importantly, where the gaps still are. The future SOC isn't about clicks or dashboards; it's about
agents that can adapt across the full lifecycle, making analysts smarter and operations more resilient,
and saving you some money on the way.

Left, Middle and Right Side of the SecOps Flow
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