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Executive Summary

PCI DSS is the Payment Card Industry Data Security Standard. It applies when your organization
stores, processes, or transmits payment card data, or when your environment can impact the security
of those systems. PCI work often begins as a narrow technical project and then expands when teams
realize how much of the environment touches the cardholder data environment (CDE).

This quick start guide explains how to scope PCI correctly, reduce scope through good architecture,
implement core controls, and prepare the evidence needed for attestation. The goal is a payment
environment that is secure and easy to validate.

Background and applicability

PCI DSS is an industry standard maintained by the PCI Security Standards Council. It is not a
government law, but it is enforced through contracts with card brands and acquiring banks. If you
accept card payments, your business may be required to demonstrate compliance through a
self-assessment questionnaire (SAQ), a Report on Compliance (ROC) by a Qualified Security
Assessor (QSA), and an Attestation of Compliance (AOC).

* Merchant: An organization that accepts card payments for goods or services.

* Service provider: An organization that stores, processes, or transmits card data on behalf of
another organization, or that can affect the security of card data.

* Cardholder data environment: The people, processes, and systems that store, process, or
transmit card data.

* Scope driver: Any system that touches the CDE, or that can impact it, can become in scope for PCI
validation.

PCI DSS scope and architecture decisions

Scope is the biggest cost driver in PCI. The safest path is to avoid storing card data whenever possible
and to keep payment flows isolated from the rest of your infrastructure. Many modern teams use
hosted payment pages or tokenization to limit exposure.

Reduce scope where you can

* Use a payment processor: Redirect customers to a hosted payment page or use client-side
tokenization so card data does not hit your servers.

* Segment networks: If you must operate a CDE, isolate it from corporate and product networks and
restrict connectivity tightly.

* Limit administrative access: Use dedicated accounts and strong authentication for systems in
scope.

* Inventory data flows: Confirm where card data could appear, including logs, support tickets, and
analytics tools.
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Understand your validation path

Your acquiring bank or payment partners often determine whether you can use an SAQ or must
complete a ROC. Even when an SAQ is allowed, you still need to meet the applicable requirements
and keep evidence.

Core PCI DSS control themes

PCI DSS includes detailed requirements, but most map to familiar security practices. The challenge is
doing them consistently within the scoped environment and proving it through evidence.

* Secure configuration and hardening: Standard builds, configuration baselines, and removal of
insecure defaults.

* Access control: Unique IDs, least privilege, multi-factor authentication, and regular access review.
* Network security: Segmentation, firewall rules, and controlled ingress and egress.

* Encryption: Protection of card data in transit and at rest where applicable, with key management
practices.

* Vulnerability management: Patching, anti-malware, secure software development, and
vulnerability scanning.

* Logging and monitoring: Audit logs for key events, retention, and review processes.
* Security testing: Regular penetration testing and validation that segmentation works as designed.

* Policy and training: Documented procedures and workforce awareness for teams that operate the
CDE.

A note on PCI DSS 4.0

PCI DSS 4.0 keeps the core security themes but places more emphasis on ongoing risk management
and on proving that controls operate continuously. Some organizations can use a customized approach
for certain requirements, but it still requires careful documentation and testing. A standard approach is
often simpler for first-time programs.

Quick start roadmap

PCI projects stay on schedule when you lock down scope early and build evidence collection into
normal operations. The roadmap below applies to both merchants and service providers, with
adjustments based on your validation requirements.

Phase 1: Scope and validati@igala@idig{teeksiést@ad) validation pabata flow diagram, CDE inventory, segmentation design, ve
Phase 2: Implement controlsGRreéksdeted@nd controlled Secure configuration baselines, MFA and access controls, \

Phase 3: Testing and evidenesoiViliek8ritvald work ASV scans where required, internal vulnerability scans, pen
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Phase 4: Attestation and ma(Doenglisrecérernntys repeatable SAQ or ROC support, AOC, quarterly scans, ongoing patch

Phase 1. Scope and planning

Document card data flows and confirm where card data enters, moves, and exits your systems.
Identify all systems in the CDE and any connected systems that can affect CDE security.

Decide how you will reduce scope through tokenization, hosted payment pages, or segmentation.

A W N

Confirm your validation requirements with your bank or payment partner and plan evidence
accordingly.

Phase 2: Implement and harden

Start with baseline hardening and access control. Then implement logging, monitoring, and
vulnerability management. Keep changes tracked through tickets and approvals so evidence is built in.

* Hardening: Remove insecure defaults, disable unused services, and document baseline
configurations.

* Identity: Require multi-factor authentication for administrative access and restrict privileged access
to the minimum needed.

* Patching: Define patch timelines and prove patching through reports or tickets.

* Logging: Enable logs for access, changes, and security events and store them centrally where
possible.

Phase 3: Test and validate

PCI expects testing that confirms your controls operate and that segmentation is effective. Penetration
testing, vulnerability scans, and segmentation testing should be scheduled and recorded.

Phase 4: Attestation and ongoing operations

PCI compliance is continuous. Keep a cadence for scans, log review, access review, and patching.
Store evidence in a structured way so each annual validation is routine.

Evidence checklist that auditors ask for

Keep evidence organized by requirement and by date. Even for an SAQ, you will need to show how
controls operate. The items below cover common evidence requests.

* Network diagrams: Current CDE diagram and segmentation rules with change history.
* Access lists: Inventory of privileged accounts and access review records with dated approval.

* Configuration baselines: Build standards, hardening checklists, and evidence of secure
configurations.
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* Scan results: External scan results where applicable, internal scan reports, and remediation
tickets.

* Patch evidence: Patch reports or change tickets that show patching cadence for in-scope systems.
* Log review: Logs retained and a record of reviews or alerts investigated.

* Security testing: Penetration test report, segmentation test report, and proof of follow-up fixes.

Common PCI pitfalls

* Underestimating scope: Systems that can impact the CDE are often overlooked. Connected
admin networks, jump boxes, and shared monitoring tools can expand scope.

* Storing card data unintentionally: Logs, support systems, and analytics tools can capture
sensitive data. Implement controls to prevent storage and review evidence regularly.

* Segmentation that is not proven: Segmentation reduces scope only when it is designed correctly
and tested. Keep test evidence and update it when networks change.

* Missing operational evidence: Requirements are not met by design alone. You need proof that
access reviews, patching, and log review happen on schedule.

* Relying on vendors without clarity: Payment processors help, but you still must understand your
responsibilities and validate what the vendor covers.

PCI becomes manageable when the card environment is small, isolated, and operated with consistent
habits.

How Jacobian Engineering helps

Jacobian Engineering supports PCI DSS readiness through scope definition, control design, and
technical implementation in cloud and hybrid environments. The goal is to reduce scope where
possible and to build an evidence process that makes annual validation predictable.

* Scope and architecture review: Data flow mapping, segmentation design, and recommendations
to minimize card data exposure.

* Control implementation: Identity, configuration hardening, logging, and vulnerability management
support.

* Security testing: Penetration testing, web application testing, and remediation verification for
in-scope systems.

* Validation support: Evidence organization and coordination support for SAQ or QSA-led
assessments.

PCI DSS quick start FAQ

© 2026 Jacobian Engineering Page 5



PCI DSS Quick Start

Do we need PCI if we use Stripe or another payment processor?

Many organizations still have PCI responsibilities even when using a processor. The scope may be
smaller if card data does not touch your servers, but you still need to confirm the correct validation
method and meet the applicable requirements.

What is the fastest way to reduce PCIl scope?

Avoid handling card data directly. Use hosted payment pages or tokenization so your systems do not
receive card numbers. If that is not possible, segment the environment tightly.

How often do we need to test?

Testing frequency depends on your validation requirements and what controls apply. Many PCI
programs include recurring scans and periodic penetration testing. Plan evidence routines so testing
results are stored and reviewed.

What should we do first?

Document the payment flow and confirm where card data can appear. Then decide how you will keep
the CDE small through architecture choices and segmentation.

Conclusion

PCI DSS is achievable when scope is controlled, the payment environment is isolated, and operational
routines are consistent. Start with a clear data flow map, implement strong access and hardening
controls, and build testing and evidence into regular work. That approach reduces risk and makes
validation easier each year.
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