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BUILD A CROSS-REFERENCEABLE PCI
OPERATING MODEL
Your inventory, diagrams, scans, penetration tests, critical tools, control records,
and assessment evidence are not separate deliverables. They are different views
of the same environment, and every material component must be traceable across
them.

PRACTITIONER POSITION

My practitioner position is that assessed entities lose the complete PCI story when their records identify the
same thing differently-or not at all. A server appears by hostname in the inventory, an IP address in the scan
platform, a generic box on the network diagram, a cloud resource identifier in configuration evidence, an
application name in the data-flow diagram, and an informal label in the penetration-test report. Each artifact
can be accurate in isolation while the collection remains impossible to reconcile. The answer is not to force
every document to contain every fact. It is to assign durable component, service, environment, boundary,
data-flow, and control identifiers that allow every authoritative view to cross-reference the same accountable
objects. The resulting operating index lets the entity and assessor ask whether coverage is complete without
pretending that a spreadsheet, diagram, scanner, or GRC platform is the environment itself.

THE FIELD PATTERN

WHAT THIS LOOKS LIKE IN PRACTICE
A QSA asks whether the external scan population, internal vulnerability scans, penetration-test scope, and
network diagram cover the same Internet-facing payment environment. The asset inventory lists production
systems by configuration-management name. The ASV report lists public addresses owned by a cloud
provider. The penetration-test report groups targets by application. The data-flow diagram names business
services. The GRC control record links only to the final PDFs. The entity knows these artifacts describe the
same estate, but there is no maintained crosswalk that proves which component appears where, which
components are intentionally absent, which tooling provides coverage, or which change caused the views to
diverge.

SIGNALS DETECTED

WHAT SHOULD MAKE YOU STOP
- The same component has unrelated names across inventory, diagrams, cloud consoles, scanners,

penetration-test reports, tickets, and evidence repositories.

- A diagram box can describe many components, but there is no membership list or rule explaining which
components it represents.
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- Scan populations are validated by visual comparison rather than an exact join to the governed component
inventory and public-edge register.

- Critical security tools such as identity, logging, scanning, deployment, DNS, secrets, and network-control
systems are documented as evidence sources but not modeled as components capable of impacting CDE
security.

- Penetration-test targets and exclusions cannot be reconciled to data flows, segmentation boundaries,
connected systems, and significant changes.

- Retired, replaced, ephemeral, and autoscaled components disappear from current views without preserving
the assessment-period lineage.

- A GRC platform links documents to requirements but cannot answer which exact components, occurrences,
or populations each document covers.

- The assessor receives several polished artifacts and must manually infer whether they tell one complete
story.

WHY IT MATTERS

THE COST OF LEAVING IT UNEXPLAINED
Completeness is a relationship claim. An inventory is complete only for a defined universe and date. A
diagram is accurate only if its abstractions resolve to current components and flows. A scan population is
complete only if relevant inventory and exposure records reconcile to tested targets and explicit dispositions.
A penetration test is properly scoped only when its boundary, exclusions, segmentation assumptions, and
change history can be connected to the environment it evaluates.

Cross-referenceability also makes disagreement useful. If a component exists in the inventory but not the
relevant scan population, the model should expose a question-not silently assume the inventory or scan is
wrong. The answer may be a justified exclusion, alternate coverage, retirement, address translation,
ephemeral replacement, unresolved candidate, or actual gap. Each disposition needs an owner, evidence,
date, and reopening trigger.

The operating index should extend beyond servers and applications. Hardware, software, virtual resources,
containers, network controls, security-impacting systems, provider services, people and roles, critical tools,
public points of presence, data stores, and flows all participate in the assessment story. They need different
attributes, but they require stable identities and governed relationships so the assessor can follow the claim
without reconstructing the architecture from filenames.

QUESTIONS

QUESTIONS THAT EXPOSE THE WACK
01 What durable identifier represents each material component, service, environment, boundary, data flow,

public point of presence, and critical tool?

02 How does every diagram abstraction resolve to the inventory objects it represents, including ephemeral and
provider-managed populations?
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03 Can internal scans, external scans, ASV results, and penetration-test targets be joined to the relevant
component and exposure records?

04 Which components are intentionally absent from a test population, what covers them instead, and who
approved the dated rationale?

05 How do changes propagate to inventories, diagrams, scans, tests, control applicability, evidence
expectations, and assessment workpapers?

06 Can the entity and assessor select one component and see its complete PCI story without searching
multiple tools by several names?

THE CLUSTER OF WACK

FIND / MAP / EXPLAIN / REDUCE / PROVE

ESCAPE THE WACK
01 / FIND
Collect the authoritative inventories, network and data-flow diagrams, cloud and virtualization records,
internal and external scan populations, ASV results, penetration-test scopes, critical-tool inventories, TPSP
services, change records, and control evidence indexes.

02 / MAP
Assign durable identifiers and build crosswalks from every artifact's local names to the canonical
component, service, boundary, flow, exposure, tool, and control objects. Preserve many-to-one diagram
abstractions explicitly.

03 / EXPLAIN
For every expected relationship, define present, separately covered, intentionally excluded, retired,
unresolved, and missing states. Require owner, date, rationale, evidence, and reopening trigger for every
non-present disposition.

04 / REDUCE
Retire duplicate inventories and manual comparison steps only after their unique facts and identifiers are
incorporated into a governed operating index. Do not simplify by deleting unresolved differences.

05 / PROVE
Choose one payment journey and trace its components across detailed inventory, both diagram types,
vulnerability scanning, ASV evidence where applicable, penetration testing, critical tools, changes, controls,
evidence, and assessor workpapers.
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THE FIELD LAW

THE LINE WORTH REMEMBERING

IF THE ARTIFACTS CANNOT IDENTIFY ONE ANOTHER, THEY CANNOT PROVE ONE
ANOTHER COMPLETE.
Choose one Internet-facing payment journey and give every material object a stable operating identifier.
Build the first cross-reference matrix across inventory, diagrams, scans, penetration testing, critical tools,
and evidence; then resolve every blank as a governed disposition rather than a formatting problem.

TECHNICAL GROUNDING

START WITH THE SOURCE MATERIAL
These references ground the practitioner interpretation. They do not turn the metaphor or method into official PCI DSS terminology.

- WACK-SOURCE-0001 / PCI DSS v4.0.1 / PCI Security Standards Council / Open source

- WACK-SOURCE-0005 / PCI DSS Scoping and Segmentation Guidance for Modern Network Architectures / PCI Security Standards Council /
Open source

- WACK-SOURCE-0006 / Resource Guide: Vulnerability Scans and Approved Scanning Vendors / PCI Security Standards Council / Open
source

- WACK-SOURCE-0007 / PCI DSS Penetration Testing Guidance / PCI Security Standards Council / Open source

- WACK-SOURCE-0015 / FAQ 1566: Use of evidence obtained outside the current assessment / PCI Security Standards Council / Open source

AUTHORITY CLASSIFICATION / PCI_SSC_SOURCE / PRACTITIONER_POSITION / PRACTITIONER_METHOD / AI_ASSISTED

Practitioner reviewed by Scott Norton on 2026-09-09 against canonical digest
dfbed782d24d97c804c629addf7453c6de9aa8ad05f5703d285fc4949f78bdcf. Educational content, not a compliance determination. Independent
practitioner resource; not affiliated with or endorsed by PCI SSC. Authorship and authority classification do not determine legal
intellectual-property ownership.

https://www.pcisecuritystandards.org/document_library/?class=pcidss&doc=pci_dss
https://blog.pcisecuritystandards.org/new-information-supplement-pci-dss-scoping-and-segmentation-guidance-for-modern-network-architectures
https://blog.pcisecuritystandards.org/resource-guide-vulnerability-scans-and-approved-scanning-vendors
https://blog.pcisecuritystandards.org/resource-guide-vulnerability-scans-and-approved-scanning-vendors
https://www.pcisecuritystandards.org/documents/Penetration-Testing-Guidance-v1_1.pdf
https://www.pcisecuritystandards.org/faqs/1566/

