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Foreword

Vaishali Moitra
Product Marketing &
Content Manager

In an era defined by global disruptions,
regulatory transformation, and digital
interconnectedness, Vendor Risk
Management (VRM) has become a
cornerstone of operational resilience.
Organizations no longer engage with third
parties purely for efficiency—they depend
on them for innovation, scale, and agility.
Yet, this increased reliance amplifies
exposure to risks that extend far beyond
traditional boundaries.

At Swiss GRC, we recognize that effective
VRM is no longer confined to onboarding
questionnaires or isolated assessments—it
demands continuous oversight, real-time
insights, and alignment with enterprise-
wide risk strategies. This paper explores
how organizations can embed VRM into
their broader GRC frameworks, transform
fragmented processes, and evolve from
reactive controls to predictive, data-driven
resilience.

This whitepaper explores how organizations
can embed VRM into their broader
Governance, Risk, and Compliance (GRC)
frameworks to break down silos, enhance
collaboration, and shift from reactive
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mitigation to predictive resilience. It
outlines key considerations for
transforming fragmented vendor risk
practices into a cohesive, value-adding
function.

As third-party ecosystems expand and
regulatory scrutiny intensifies, VRM is no
longer just about protecting against
disruption—it’s about enabling the
business to thrive amid uncertainty. By
rethinking VRM as a strategic capability,
organizations can strengthen critical
partnerships, enhance transparency, and
position themselves to lead with
confidence in an increasingly volatile
world.
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Executive Summary

Vendor ecosystems are evolving faster than many organizations can manage. From technology
providers and supply chain partners to outsourced services, the third-party landscape is
vast—and with it comes new layers of risk. Recent global insights reveal the urgency for
transformation’:

71% 59% 2/%

of organizations report of cyber breaches are believe they have full
increased vendor traced to third or fourth- visibility across their
dependency since 2020 party vulnerabilities vendor network

still rely on spreadsheets lack standardized frameworks

to track vendor risks to assess and compare

vendor exposures

Despite heightened awareness, traditional VRM processes—fragmented, manual, and
reactive—are no longer sufficient. This paper outlines how VRM is shifting from a compliance
obligation to a strategic enabler of operational resilience, with integrated technology,
automation, and predictive intelligence at the core.

1 Sources: SentryBay, UpGuard, SecurityScorecard, Mitratech, Cybersecurity Dive, Marsh
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The Evolving TPRM Landscape

Third-Party Risk Management (TPRM) has
transformed from a peripheral procurement
concern into a strategic pillar of enterprise
risk management. In today’s
interconnected world, TPRM encompasses
a much broader ecosystem of external
entities—not just vendors, but also
partners, consultants, service providers,
and even fourth parties. It is no longer an
isolated compliance function but a critical
enabler of resilience, transparency, and
business continuity.

As organizations deepen their reliance on
external parties for core infrastructure,
digital services, and operational
capabilities, the risk perimeter has
expanded dramatically. What was once
confined to direct vendor oversight now
spans complex, multilayered networks with
potentially hidden vulnerabilities. Several
forces are redefining how organizations
must approach TPRM:

* Rapid digital transformation and
extensive outsourcing of key business
functions

* Heightened regulatory demands such
as DORA, NIS2, and ESG reporting
requirements across jurisdictions.

* More sophisticated cyber threats
targeting not just companies but their
extended supply chains

* Increased scrutiny on ethical sourcing,
third-party conduct, and ESG alignment
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These shifts have effectively blurred the
boundaries between internal operations
and third-party engagements. Risk
stemming from third parties is no longer
confined to procurement—it now intersects
with cybersecurity, legal, compliance, and
board-level governance.

Yet, many organizations continue to
manage TPRM with outdated, fragmented
practices. Siloed assessments, limited
cross-functional collaboration, and poor
visibility across the third-party ecosystem
reduce their ability to respond to emerging
risks. As external dependencies grow more
complex, these legacy approaches fail to
deliver the real-time intelligence and agile
governance needed to protect business
continuity. The modern TPRM landscape
calls for a connected, proactive, and
scalable risk management approach — one
that treats third-party relationships as both
an opportunity and a potential risk vector.

TPRM dashboard view from the GRC Toolbox
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End-User Challenges: What’s

Holding VRM Back?

Despite the increasing recognition of
Vendor Risk Management (VRM) as a
strategic priority, many organizations face
persistent obstacles in operationalizing
effective, scalable programs. The growing
complexity of third-party ecosystems,
regulatory expectations, and digital risk
landscapes has exposed significant gaps
that hinder resilience and oversight. A
closer look at the most pressing challenges
highlights the need for modernization:

2.1. Fragmented Visibility Across Vendor
Networks

Modern organizations often rely on a vast
array of third parties to deliver critical
services and infrastructure. Yet, many still
operate without a complete, real-time
overview of their vendor landscape. The
absence of a unified, living inventory of
suppliers and service providers limits risk
awareness  and leaves businesses
vulnerable to hidden exposures.

68 0/ cannot accurately map all
0 third-party relationships

Subcontractors, fourth parties, and
extended supply chain actors frequently
fall outside of formal monitoring processes.
As a result, organizations may only become
aware of crucial vendor dependencies
when disruptions, regulatory breaches, or

cybersecurity incidents have already
occurred.
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Without comprehensive visibility, VRM
efforts remain reactive and fragmented,
undermining the ability to manage risk
proactively and systematically.

2.2. Regulatory Complexity and
Overlapping Requirements

Modern organizations often rely on a vast
array of third parties to deliver critical
services and infrastructure. Yet, many still
operate without a complete, real-time
overview of their vendor landscape. The
absence of a unified, living inventory of
suppliers and service providers limits risk
awareness and leaves businesses
vulnerable to hidden exposures.

of risk leaders cite confusion

6 5 % navigating DORA, NIS2, ISO,

and ESG rules

Risk leaders often face difficulties aligning
Vendor Risk Management (VRM) processes
with complex and overlapping regulatory
requirements across jurisdictions and
industries. This fragmented landscape
creates uncertainty, inconsistent risk
assessments, and compliance gaps that
can lead to penalties or reputational harm.
Frequent regulatory updates further
challenge organizations by requiring
adjustments to due diligence, monitoring,
and reporting—demands that highlight the
need for coordinated and scalable VRM
frameworks.
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End-User Challenges: What’s

Holding VRM Back?

2.3. Manual Processes and Inefficient
Workflows

Despite advancements in technology,
manual tools such as spreadsheets,
emails, and disconnected databases
remain commonplace in VRM workflows.
These legacy approaches are labor-
intensive, prone to human error, and
inherently limited in their ability to provide
real-time insights.

6 1 0/ rely on spreadsheets for
0 risk assessments

Manual assessments delay vendor
onboarding, slow down decision-making,
and hinder an organization’s capacity to
scale risk management alongside
expanding vendor networks. As
ecosystems grow reliance on outdated
processes exacerbates operational
inefficiencies, reduces agility, and
increases exposure to overlooked risks.

340/ have automated due
0 diligence or onboarding

Sustainable VRM requires streamlined,
automated workflows that eliminate
administrative bottlenecks and enhance
accuracy across the vendor lifecycle.
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2.4. Inconsistent Risk Methodologies
Across Departments

Within  many organizations, different
functions—procurement, legal, information
security, and risk management—apply
varying criteria and frameworks to assess
third-party risk. This lack of standardization
leads to fragmented risk scoring,
conflicting assessments, and inconsistent
prioritization of high-risk vendors. Disparate
approaches undermine enterprise-wide
risk visibility and hinder effective
collaboration between departments. For
instance, a vendor flagged as low-risk
during initial procurement may, upon closer
technical evaluation, reveal critical
cybersecurity vulnerabilities that were not
considered in early assessments. Without
harmonized methodologies and shared risk
language, organizations  struggle to
compare exposures, allocate resources
efficientlyy, and implement cohesive
mitigation strategies.

2.5. Lack of Real-Time Risk Intelligence

Vendor risk is not static. Financial stability,
cybersecurity postures, compliance
standing, and operational resilience can
change rapidly—sometimes overnight. Yet,
many organizations rely on point-in-time
assessments conducted during onboarding
or at periodic intervals, leaving significant
blind spots in risk monitoring. As a result,
risk management becomes reactive.
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Market Trends: Innovation Driving

the Future of VRM

The landscape of Vendor Risk Management (VRM) is evolving rapidly, driven by the accelerating
pace of technological innovation and the increasing complexity of third-party ecosystems. As
organizations grapple with growing vendor dependencies, regulatory demands, and
cybersecurity challenges, technology is emerging as both a catalyst and an enabler for
transforming how VRM is approached.

Leading organizations are now leveraging technology to integrate, automate, and enhance
every aspect of the VRM lifecycle. This shift reflects a broader transformation across
governance, risk, and compliance functions, where advanced tools are driving greater
efficiency, transparency, and resilience.

Several technology trends are reshaping the future of VRM, including:

From Point-in-Time to

Continuous Risk
Intelligence

Fourth-Party and Sub-
Tier Risk Visibility
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Integration with
Broader GRC and
Business Processes

ESG and Ethical

Sourcing Embedded by

Design
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Market Trends: Innovation Driving

the Future of VRM

1. From Point-in-Time to Continuous Risk
Intelligence

The historic reliance on onboarding
questionnaires, periodic assessments, and
static vendor profiles is giving way to
continuous, real-time risk monitoring. In
today’s volatile risk landscape, vendor
conditions—including cybersecurity
posture, financial stability, regulatory
compliance, and geopolitical exposure—
can shift rapidly, often overnight.

Forward-looking organizations recognize
that static assessments create dangerous
blind spots. To mitigate these, they are
implementing continuous risk intelligence
programs that leverage:

* Real-time data feeds on financial health,
cyber threats, and reputational risks

* Automated alerts triggered by deviations
from acceptable risk thresholds

* Integration with external intelligence
sources, including watchlists and
regulatory updates

This always-on approach ensures decision-
makers are equipped with the latest
insights, enabling timely interventions,
minimizing exposure, and maintaining
regulatory alignment across the vendor
lifecycle.
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2. Integration with Broader GRC and
Business Processes

Gone are the days when VRM operated in
isolation as a procurement or compliance
function. Today, vendor risk oversight is
intrinsically linked to enterprise-wide
Governance, Risk, and Compliance (GRC)
frameworks, cybersecurity protocols,
operational resilience, and even strategic
planning.

By embedding VRM within the fabric of
business operations, organizations reduce
fragmentation, enhance accountability, and
transform vendor management from a
reactive obligation to a strategic enabler of
resilience and growth.

Interactive risk matrix view from the GRC Toolbox
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Market Trends: Innovation Driving

the Future of VRM

3. Predictive Capabilities and Scenario
Modelling

The shift from reactive to proactive VRM is
accelerating through the adoption of
predictive analytics, artificial intelligence
(Al), and scenario simulations. Instead of
waiting for vendor disruptions to occur,
organizations are leveraging advanced
technologies to forecast potential risks,
enabling pre-emptive mitigation.

Predictive VRM capabilities include:

* Al-driven analysis of vendor behavior
patterns, financial indicators, and
security metrics

* Simulation of potential supply chain
disruptions, compliance breaches, or
cyberincidents

* Early-warning indicators that empower
risk teams to act before issues escalate

This anticipatory approach strengthens
organizational resilience, enabling
stakeholders to make informed, strategic
decisions  that protect operations,
reputation, and enterprise value.

4. Fourth-Party and Sub-Tier Risk
Visibility

Vendor risk management no longer stops at
first-tier suppliers. In a globalized,

© 2025 Swiss GRC AG

The State of Vendor Risk Management (VRM) 2025

interconnected environment, significant
vulnerabilities often reside deeper within
the extended supply chain, through
subcontractors, fourth parties, and beyond.
Forward-thinking organizations aspire to
achieve ecosystem-wide visibility by:

* Mapping complex, multi-tiered vendor
relationships

* Assessing fourth- and fifth-party
dependencies for hidden concentrations
and systemic risks

* Implementing tools to monitor the
resilience of critical sub-tier partners

This expanded scope reduces the
likelihood of disruptions originating from
overlooked corners of the supply chain,
enhances regulatory readiness, and fosters
greater confidence among stakeholders
and regulators.

= sanctioned
—Zsanctions
Putin

Sanctions screening and risk insights in
the TPRM module of the GRC Toolbox




Market Trends: Innovation Driving

the Future of VRM

5. ESG and Ethical Sourcing Embedded
by Design

Environmental, Social, and Governance
(ESG) considerations have moved to the
forefront of enterprise risk management,
driven by regulatory mandates, investor
expectations, and heightened public
scrutiny. Organizations face increasing
pressure to ensure that third-party partners
uphold standards related to sustainability,
human rights, diversity, and responsible
business practices.

Future-ready VRM integrates ESG criteria as
a non-negotiable component of:

* Vendor selection, onboarding, and
performance evaluations

* Ongoing monitoring of environmental
impact, labor practices, and ethical
sourcing

* Alignment with global frameworks such
as the UN Sustainable Development
Goals and evolving ESG disclosure
requirements

This embedded approach not only supports
compliance but reinforces corporate
reputation, stakeholder trust, and long-
term value creation.
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6. Simplification through Configurable,
User-Centric Solutions

As VRM programs grow in scope and
sophistication, complexity can become a
barrier to adoption and effectiveness. To
overcome this, leading organizations are
prioritizing usability and configurability—
ensuring risk management tools are
intuitive, adaptable, and accessible to all
relevant stakeholders.

Modern VRM platforms increasingly offer:

* No-code configurability for tailored
workflows, assessments, and reporting

* User-friendly interfaces that facilitate
adoption across departments

* Streamlined processes that reduce
administrative burdens and enhance
efficiency

This emphasis on user-centric design
accelerates deployment, improves data
quality, and empowers teams to adapt VRM
programs to evolving business needs—
without heavy reliance on IT resources.
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Swiss GRC’s Approach: Seamless,

Integrated VRM

To address the increasing complexity of vendor ecosystems, organizations are moving toward
integrated, configurable solutions that support end-to-end risk visibility and operational
resilience. Swiss GRC’s approach reflects this industry shift—equipping organizations with the
tools to identify, assess, and mitigate third-party risks in a scalable, flexible, and user-centric
manner.

At the core of this approach is unified oversight: Swiss GRC enables centralized third-party
inventories, automated risk classification, and integrated performance insights within a single
platform. From onboarding to offboarding, each step of the third-party lifecycle is streamlined
and configurable helping teams align processes with internal structures and external
regulatory requirements.

Continuous monitoring remains critical. Swiss GRC supports automated tracking of key risk
indicators, vendor changes, and regulatory developments in real time. Integrations with
trusted data sources such as Prospero, Bitsight, SecurityScorecard, and Synesgy by CRIF
further enhance visibility and enable data-driven decisions. The platform also incorporates
regulatory frameworks such as DORA, NIS2, ISO standards, and ESG criteria, embedding
compliance alighment by design rather than as an afterthought.

Just as importantly, Swiss GRC fosters collaboration by connecting vendor risk management
with broader governance, compliance, legal, and procurement processes. This integrated
model ensures VRM evolves beyond isolated workflows—becoming a strategic function that
strengthens resilience and provides the transparency stakeholders increasingly expect. By
adopting modular solutions like Swiss GRC’s Vendor Risk capabilities, organizations can
elevate their VRM maturity at their own pace—building more robust, adaptive, and sustainable
third-party risk programs that meet the demands of today’s interconnected business
environment.
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Conclusion

In 2025 and beyond, vendor ecosystems will only grow in complexity, but so will the
expectations for resilience, transparency, and accountability. Organizations that cling to
fragmented, reactive processes risk regulatory penalties, operational disruptions, and
reputational damage.

Conversely, those adopting integrated, automated, and predictive VRM frameworks such as
those enabled by Swiss GRC’s modular solutions position themselves for success in an
interconnected world.

The future of VRM is clear: proactive, continuous, and seamlessly embedded within enterprise
risk strategies turning vendor relationships from points of vulnerability into pillars of resilience.

Figure 1 — Globalrisks landscape: an interconnections map
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Interested in our solutions?

Book a discovery call with our presales team now.

Discovery Call

SWISSGRC

GOVERNANCE, RISK & COMPLIANCE

Swiss GRC, headquartered in Lucerne, Switzerland, is a leading provider of Governance, Risk, and
Compliance (GRC) solutions. Its flagship GRC Toolbox empowers organizations to manage risks,
ensure compliance, and enhance resilience. Guided by “Global Reach, Local Excellence,” Swiss

GRC has a global presence with offices in London, Frankfurt, Dubai, Mumbai, and Pristina,
delivering tailored solutions backed by deep GRC expertise.
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https://swissgrc.com/en/discoverycall/
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