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I Executive Summary

A security researcher discovered a misconfiguration in FIFA's Microsoft Entra ID access control policies
that would have allowed an unauthorized external attacker to inject content into or disrupt live World Cup
2026 broadcast streams reaching a global audience. The flaw was responsibly disclosed rather than
exploited, but it illustrates how identity plane misconfigurations in cloud environments can translate
directly into operational and reputational catastrophe for high-visibility events. For security leaders, thisis
a signa that cloud identity governance, not just perimeter defenses, must be treated as critical
infrastructure, especially where broadcast, media, and event technology converge.

I Technical Analysis

The misconfiguration centered on FIFA's Microsoft Entra ID tenant, where incorrect permission assignments
and improperly scoped access control policies created a path for an external attacker to reach live broadcast
streaming infrastructure. The weakness aligns with CWE-284 (Improper Access Control), CWE-732 (Incorrect
Permission Assignment for Critical Resource), and CWE-1390 (Weak Authentication), a cluster that typically
emerges when cloud identity configurations are stood up quickly under event-delivery pressure without rigorous
post-deployment review.

The MITRE ATT&CK mapping tells the operational story: an attacker exploiting this would likely have begun with
T1078.004 (Cloud Accounts) to leverage misconfigured external access, followed by T1098 (Account
Manipulation) to entrench permissions, with T1556.006 (Modify Authentication Process: Multi-Factor
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Authentication) available as a path to subvert MFA enforcement gaps, and T1565 as the terminal objective,
manipulating data in transit, in this case live broadcast streams.

No CVE was assigned because this is a configuration deficiency, not a software vulnerability. That distinction
carries an important implication: no vendor patch resolves it. The fix is entirely operational: correct the
configuration, enforce least privilege, and validate policy scope. The incident was reported by Dark Reading,
with corroborating coverage from ITNews, Cybernews, and CIO Bulletin. No exploitation was confirmed;
responsible disclosure preceded any attacker awareness.

The broader industry implication is significant. Media and broadcast organizations increasingly depend on cloud
identity fabrics to gate access to high-value, time-critical content delivery infrastructure. Entra ID
misconfigurations at the tenant level, particularly around external collaboration settings, conditional access
policy scope, and application permission grants, are a known and frequently underexamined attack surface. The
compressed timelines of major sporting events create exactly the conditions under which configuration errors go
unreviewed: rapid infrastructure deployment, multiple vendor integrations, and operational pressure that
deprioritizes security validation before go-live.

I Action Checklist

1. Step 1: Assess exposure. Audit your Microsoft Entra ID tenant for external collaboration settings, guest
account permissions, and any application registrations with overly broad API permissions, particularly for
systems touching media delivery, OT, or critical operations.

2. Step 2: Review controls. Validate conditional access policies against NIST AC-3 (Access Enforcement)
and AC-6 (Least Privilege); confirm that NIST 1A-2 (Authentication) policies restrict external access to
explicitly authorized paths; enforce CIS Microsoft Azure Foundations Benchmark v1.4.0 control 6.3
(Require MFA for Externally-Exposed Applications) and control 6.5 (Require MFA for Administrative
Access) across all Entra ID-protected workloads.

3. Step 3: Review account and permission hygiene. Apply CIS 5.1 (Establish and Maintain an Inventory of
Accounts) to enumerate all service principals, managed identities, and guest accounts in Entra ID;
cross-reference against CIS 5.4 (Restrict Administrator Privileges to Dedicated Administrator Accounts) to
confirm no over-privileged external or service accounts exist.

4. Step 4: Update threat model. Incorporate T1078.004 (Cloud Accounts) and T1098 (Account
Manipulation) into your threat register as realistic paths against cloud identity infrastructure; model the
scenario where an identity-plane misconfiguration provides direct access to critical operational systems
without any exploit required.

5. Step 5: Communicate findings. Brief leadership on the specific risk that cloud identity misconfiguration
poses to high-value operational systems; frame it as a governance and configuration assurance gap, not a
software patching problem, and clarify that no vendor update resolves it.

6. Step 6: Monitor developments. Track FIFA's official disclosure for any additional technical detail; watch
for follow-up reporting from Dark Reading, ITNews, or Cybernews on remediation specifics or whether
additional misconfigurations were identified in the same tenant.

I IR / Forensic Enrichment

Triage Priority URGENT
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Escalation Criteria Escalate immediately to CISO and legal if Entra ID Sign-In Logs show any successful guest or
service principal authentication to streaming, media delivery, or operational workload
applications during the window the misconfiguration was active, as this constitutes potential
unauthorized access requiring breach notification assessment under applicable data
protection regulations.

Recovery Notes After remediating Entra ID Conditional Access policies and revoking over-privileged guest and
service principal accounts, verify recovery by re-running the 'What If' simulation in Entra ID
Conditional Access for representative external and guest identities against all applications
connected to critical operational systems — every scenario should result in a block or MFA
challenge with no exclusion path. Enable Entra ID Identity Protection risk-based Conditional
Access policies to provide ongoing anomaly detection for guest and service principal sign-ins.
Monitor Entra ID Sign-In Logs and Audit Logs daily for a minimum of 30 days
post-remediation, specifically filtering for guest account authentications, service principal
credential use, and any new application registration or permission grant events that could
re-introduce the exposure.

Forensic Artifacts Entra ID Audit Logs (Azure Portal - Entra ID — Monitoring — Audit Logs): filter on
'‘Application Management' and 'Policy’ categories for the 90-day window prior to discovery —
these capture any changes to Conditional Access policies or app registrations that introduced
or widened the misconfiguration | Entra ID Sign-In Logs filtered to userType='Guest' and
servicePrincipalSignins for applications connected to streaming or media delivery
infrastructure: reveals whether any external identity successfully authenticated under the
misconfigured policies before the researcher's disclosure | Microsoft Graph Conditional
Access policy export (GET /identity/conditionalAccess/policies): the point-in-time JSON
snapshot of all policies including disabled ones establishes exactly which external access
paths were ungated at the time of the misconfiguration | Azure RBAC and Entra ID role
assignment export for all service principals and managed identities: documents the privilege
state at time of discovery and is essential for determining whether any over-privileged
non-human identity could have been leveraged to reach streaming infrastructure APls | Entra
ID External Collaboration Settings screenshot and B2B access policy export: records the
guest invite and redemption permissions that defined the external attacker's potential entry
surface — specifically whether 'Anyone in the organization can invite guest users including
guests and non-admins' or permissive cross-tenant access settings were active

Per-Action IR Details

Step 1: Assess exposure — audit your Microsoft Entra ID tenant for external collaboration settings, guest
account permissions, and any application registrations with overly broad API permissions, particularly for
systems touching media delivery, OT, or critical operations

NIST Phase: Detection Analysis

Reference: NIST 800-61r3 §3.2 — Detection & Analysis: identifying scope of adverse event through inventory review
and configuration assessment

Controls: NIST AC-2 (Account Management), NIST AC-3 (Access Enforcement), CIS 5.1 (Establish and Maintain an
Inventory of Accounts), CIS 2.1 (Establish and Maintain a Software Inventory)

Compensating: Run the following Microsoft Graph PowerShell commands as a read-only Global Reader:
"Get-MgUser -Filter "userType eq 'Guest™ | Select DisplayName,Mail,CreatedDateTime" to enumerate all guest
accounts; "Get-MgApplication | Select DisplayName,RequiredResourceAccess’ to surface app registrations with broad
API permission scopes (look for 'Application’ permissions to Microsoft Graph, SharePoint, or Media Services APIs).
Export results to CSV and manually flag any entry with permissions beyond the minimum required for its declared
function.
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Evidence: Before making any configuration changes, export a point-in-time snapshot of the current Entra ID state: pull
the full Entra ID Audit Log (Azure Portal — Entra ID — Monitoring - Audit Logs) filtered to 'Application Management'
and 'User Management' categories for the prior 90 days; capture Microsoft Graph "GET /auditLogs/signins’ for guest
and service principal sign-ins; screenshot all External Collaboration Settings (Entra ID — External Identities — External
collaboration settings). These records establish a pre-remediation baseline and capture any prior unauthorized access
attempts against the misconfigured controls.

Step 2: Review controls — validate conditional access policies against NIST AC-3 (Access Enforcement) and
AC-6 (Least Privilege); confirm that NIST AC-17 (Remote Access) policies restrict external access to explicitly
authorized paths; enforce CIS 6.3 (Require MFA for Externally-Exposed Applications) and CIS 6.5 (Require
MFA for Administrative Access) across all Entra ID-protected workloads

NIST Phase: Detection Analysis

Reference: NIST 800-61r3 §3.2 — Detection & Analysis: validating whether existing controls were effective or
bypassed, and identifying gaps that enabled the misconfiguration

Controls: NIST AC-3 (Access Enforcement), NIST AC-6 (Least Privilege), NIST AC-17 (Remote Access), CIS 6.3
(Require MFA for Externally-Exposed Applications), CIS 6.5 (Require MFA for Administrative Access)
Compensating: Export all Conditional Access policies via Graph: "GET /identity/conditionalAccess/policies™ and pipe
to a JSON file for offline review. Manually walk each policy and verify: (1) no policy contains an exclusion that permits
guest or external users to bypass MFA on applications connected to streaming or media workloads; (2) every
administrative role (Global Admin, Application Admin, Privileged Role Admin) is covered by an MFA-enforcing policy
with no user or IP exclusions that could be exploited by an external identity. Use the Entra ID 'What If' tool (Portal —
Conditional Access — What If) to simulate a guest account sign-in to each critical app and confirm MFA is triggered.
Evidence: Before modifying any Conditional Access policy, export the full current policy set (including disabled
policies) and retain it as a forensic configuration snapshot. Capture Entra ID Sign-In Logs (Azure Portal — Entra ID -
Sign-in logs) filtered to 'Interrupted' and 'Success' results for guest and service principal identities against the specific
applications tied to streaming infrastructure — these logs will show whether any external identity successfully
authenticated without MFA under the misconfigured policies prior to discovery.

Step 3: Review account and permission hygiene — apply CIS 5.1 (Establish and Maintain an Inventory of
Accounts) to enumerate all service principals, managed identities, and guest accounts in Entra ID;
cross-reference against CIS 5.4 (Restrict Administrator Privileges to Dedicated Administrator Accounts) to
confirm no over-privileged external or service accounts exist

NIST Phase: Containment

Reference: NIST 800-61r3 §3.3 — Containment: limiting further exposure by identifying and restricting over-privileged
identities before an attacker can leverage the misconfiguration

Controls: NIST AC-2 (Account Management), NIST AC-6 (Least Privilege), CIS 5.1 (Establish and Maintain an
Inventory of Accounts), CIS 5.4 (Restrict Administrator Privileges to Dedicated Administrator Accounts)

Compensating: Run "Get-MgServicePrincipal -All | Select DisplayName,Appld,AccountEnabled” and
"Get-MgDirectoryRoleMember -DirectoryRoleld " for each privileged Entra ID role (Global Administrator, Application
Administrator, Cloud Application Administrator) to identify any service principal or guest account holding directory roles.
Flag any service principal with an owner that is an external or guest account. For managed identities, run
"Get-MgServicePrincipal -Filter "servicePrincipalType eq 'Managedldentity™™ and verify their Azure RBAC role
assignments are scoped to the minimum required resource, not subscription-level.

Evidence: Before revoking any service principal credential or removing any role assignment, capture: the full output of
“Get-MgAuditLogDirectoryAudit -Filter "category eq 'RoleManagement™” for the prior 90 days to establish a timeline of
privilege escalations; export the current role assignments for all service principals and guest accounts to a CSV
baseline. This volatile configuration state is the forensic record of who held what permissions at the time of the
misconfiguration — revoking without capturing it destroys the evidence needed to assess whether any unauthorized
access occurred.
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Step 4: Update threat model — incorporate T1078.004 (Cloud Accounts) and T1098 (Account Manipulation)
into your threat register as realistic paths against cloud identity infrastructure; model the scenario where an
identity-plane misconfiguration provides direct access to critical operational systems without any exploit
required

NIST Phase: Post Incident

Reference: NIST 800-61r3 84 — Post-Incident Activity: using lessons from this disclosure to update organizational
threat models and improve detection posture against identity-plane attack paths

Compensating: Document the threat model update in a structured threat register entry (a shared spreadsheet or wiki
page is sufficient): record the attack path as 'External identity — Entra ID misconfigured Conditional Access / guest
permissions — unauthorized access to streaming/media application APl — content injection or disruption.' Map this
path against your current detection coverage and explicitly note where visibility gaps exist (e.g., no alerting on guest
account sign-ins to media workloads). Schedule a tabletop exercise simulating this exact scenario against your
highest-value operational systems.

Evidence: No live-state alteration occurs in this step; no volatile capture is required. Retain the configuration
snapshots and sign-in log exports gathered in Steps 1-3 as the evidentiary basis for the threat model update — they
provide concrete proof of what the exposure surface looked like and serve as the before-state for measuring
remediation effectiveness.

Step 5: Communicate findings — brief leadership on the specific risk that cloud identity misconfiguration
poses to high-value operational systems; frame it as a governance and configuration assurance gap, not a
software patching problem, and clarify that no vendor update resolves it

NIST Phase: Post Incident

Reference: NIST 800-61r3 84 — Post-Incident Activity: communicating lessons learned and risk context to leadership
to drive policy and governance improvements

Controls: NIST AC-1 (Policy And Procedures)

Compensating: Prepare a one-page executive brief using the following structure: (1) What was misconfigured —
Entra ID external collaboration settings and Conditional Access policies governing access to streaming infrastructure;
(2) What an attacker could have done — injected content into or disrupted live World Cup broadcast streams reaching
a global audience, with no vulnerability exploit required; (3) Why a patch does not fix it — this is a tenant configuration
state, not a software defect; (4) What governance change is required — a documented, recurring review cadence for
Entra ID Conditional Access policies and guest account permissions tied to critical operational workloads. Attach the
account inventory and policy export from Steps 1-3 as supporting evidence.

Evidence: No live-state alteration occurs in this step; no volatile capture is required. Reference the configuration
baseline exports from Steps 1-3 as the supporting artifacts for leadership communication.

Step 6: Monitor developments — track FIFA's official disclosure for any additional technical detail; watch for
follow-up reporting from Dark Reading, ITNews, or Cybernews on remediation specifics or whether additional
misconfigurations were identified in the same tenant

NIST Phase: Post Incident

Reference: NIST 800-61r3 §4 — Post-Incident Activity: integrating external threat intelligence and disclosure updates
into organizational detection and response improvement

Controls: NIST AU-6 (Audit Record Review, Analysis, And Reporting)

Compensating: Set up free RSS or Google Alert feeds for 'FIFA Entra ID', 'FIFA misconfiguration’, and 'World Cup
2026 security' to track disclosure updates without a commercial threat intelligence subscription. If any follow-up
reporting identifies additional misconfigured Entra ID settings or affected application registrations, immediately re-run
the Graph PowerShell enumeration commands from Steps 1 and 3 against your own tenant to determine whether you
share any of the newly disclosed exposure patterns. Assign a named owner to monitor this feed through the conclusion
of the 2026 World Cup broadcast window.

Evidence: No live-state alteration occurs in this step; no volatile capture is required. Any newly disclosed technical
indicators from FIFA's official disclosure or credible follow-up reporting should be added to the threat register entry
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created in Step 4 and used to re-validate the Conditional Access and guest permission controls reviewed in Steps 2
and 3.

I Detection Guidance

Because no exploitation occurred, there are no post-compromise indicators to hunt. The detection focus here is
configuration auditing and policy anomaly detection, not endpoint or network forensics.
Audit priorities:

- Review Entra ID Sign-in Logs for external or guest account authentications against systems that should have
no external access. Flag any successful authentications from accounts outside the primary tenant domain to
administrative or infrastructure-adjacent applications (NIST AU-2, AU-6).

- Audit Entra ID application registrations for service principals with delegated or application permissions scoped
to 'full access' or resource-level write permissions on media or operational workloads. Cross-reference against
the principle of least privilege (NIST AC-6).

- Check Conditional Access policy coverage gaps: identify any applications, service principals, or legacy
authentication paths excluded from MFA enforcement. T1556.006 specifically targets MFA bypass; policy
exclusions are the audit target.

- Review Entra ID external collaboration settings (B2B policies) for overly permissive guest invitation and access
configurations, a common source of CWE-732 conditions in multi-vendor event environments.

- Enable and review Entra ID Identity Protection risk detections for anomalous token behavior, impossible travel,
or unfamiliar sign-in properties, which would be early indicators if a similar misconfiguration were actively
probed.

Hunting hypothesis (apply to organizations using Microsoft Entra ID to control access to infrastructure or
operational systems; adapt these principles to alternative identity platforms as needed):

- Are there service principals with Owner or Contributor roles on production resource groups that were added
within the last 90 days without a corresponding change management record?

- Do any guest or external accounts have direct role assignments to production applications rather than access
via approved groups?

- Are any legacy authentication protocols (Basic Auth, SMTP Auth) still permitted for accounts with access to
critical systems?

D3FEND countermeasures applicable: D3-MFA (Multi-factor Authentication) to close T1556.006 exposure;
D3-UAP (User Account Permissions) to enforce least-privilege across service principals and guest accounts;
D3-LAM (Local Account Monitoring) adapted to Entra ID account review cadence; D3-CH (Credential
Hardening) to harden authentication pathways against policy bypass.

I Framework Mappings

MITRE-ATTACK

e T1098 — Account Manipulation
e T1078.004 — Cloud Accounts
e T1556 — Modify Authentication Process
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e T1078 — Valid Accounts
e T1562.001 — Disable or Modify Tools
e T1190 — Exploit Public-Facing Application
* T1556.006 — Multi-Factor Authentication
e T1565 — Data Manipulation
NIST-800-53R5
¢ AC-6 — Least Privilege
¢ |A-2 — Identification and Authentication (Organizational Users)
¢ |A-5 — Authenticator Management
e Sl|-4 — System Monitoring
e SI-7 — Software, Firmware, and Information Integrity
* AC-2 — Account Management
e CA-8 — Penetration Testing
* RA-5— Vulnerability Monitoring and Scanning
e SC-7 — Boundary Protection
e SI-2 — Flaw Remediation
* AC-3 — Access Enforcement
OWASP-TOP10-2021
e A01:2021 — Broken Access Control
CIS-Vv8

e 3.3 — Configure Data Access Control Lists
e 6.1 — Establish an Access Granting Process

e 6.2 — Establish an Access Revoking Process
SOC2-TSC

e CC6.1 — The entity implements logical access security software, infrastructure, and architectures over
protected information assets

HIPAA-SECURITY

e 164.312(a)(1) — Access Control
ISO-27001-2022

¢ A.8.8 — Management of technical vulnerabilities
NIST-CSF-2

¢ DE.AE-08 — Incidents are declared when adverse events meet the defined incident criteria

I MITRE ATT&CK Mapping
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Technique ID Techniqgue Name Tactic
T1098 Account Manipulation Persistence
T1078. 004 Cloud Accounts Defense-Evasion
T1556 Modify Authentication Process Credential-Access
T1078 Valid Accounts Defense-Evasion
T1562. 001 Disable or Modify Tools Defense-Evasion
T1190 Exploit Public-Facing Application Initial-Access
T1556. 006 Multi-Factor Authentication Credential-Access
T1565 Data Manipulation Impact
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