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Traditional third-party risk management was built for a slower 
world. It runs on static assessments, manual communication, 
and processing timelines measured in weeks. A vendor fills out a 
questionnaire, a team files it, and everyone moves on until the next 
annual cycle. But risk doesn’t wait for the next cycle. It changes 
the moment a new vulnerability drops, an acquisition reshapes the 
supply chain, or an attacker finds an opening.

The gap between what a program last recorded and what is true 
right now is where modern supply chain risk lives. Point-in-time 
assessments can’t see it. They capture a snapshot of the past and 
leave organizations blind to what is happening across the vendor 
ecosystem at any given moment.

Threat-informed TPRM closes that gap. It unifies active cyber threat 
intelligence with third-party data to detect and respond to risk in 
real time so teams act on what is actually being exploited, not on 
what a form said months earlier. This is the shift from “checkbox” 
compliance to AI-powered, continuous intelligence: a program that 
anticipates and neutralizes threats before they reach the network 
instead of documenting them after the fact.

This guide will help you make that shift deliberately. It explains 
what threat-informed TPRM is, how to justify the investment in 
terms leadership will act on, the criteria and vendor requirements 
to judge a solution against, and where the common alternatives 
fall short. It also answers the operational skepticism that stalls 
modernization and provides a practical three-step path to activate 
the model in your own program.
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What is threat-informed TPRM?

For most of its history, TPRM has been a point-in-time exercise. Programs run on periodic compliance checks, unwieldy 
spreadsheets, and manual back-and-forth with vendors. Unfortunately, a static assessment only captures a vendor’s posture on 
the day the response is submitted, and that data begins aging immediately. By the time it is filed, the vendor may have spun up new 
infrastructure, inherited a vulnerability through their own suppliers, or landed in the blast radius of an active campaign. 

Modern supply chains make this problem worse. SaaS sprawl, vendor acquisitions, and deepening fourth-party dependencies 
expand the attack surface faster than any annual cycle can track. Retroactive auditing can’t keep pace with a threat landscape that 
changes by the hour. 

Threat-informed TPRM is the shift from looking backward to watching in real time. It operates as the bridge between static vendor 
compliance data and active cybersecurity threat intelligence, connecting what a vendor reported to what attackers are actually doing 
right now. 

Three characteristics separate a threat-informed program from a continuous-monitoring one, and together, 
they drive the shift from compliance to continuous intelligence:

Three defining characteristics

Unified threat intelligence.  
The continuous mapping of 
active, real-world cyber threat 
intelligence directly to your 
specific vendor inventory. Global 
threat data only matters when 
it is tied to the vendors you 
actually depend on.

AI-accelerated workflows.  
The use of AI to automate data 
analysis, surface predictive insights, 
and prioritize high-severity risks 
without human bottlenecks. Speed  
is the point, because intelligence  
that arrives after the window  
closes is just a report.

Proactive risk reduction. 
The operational shift from 
identifying a vulnerability to 
actively neutralizing it before 
an adversary can exploit it. 
Detection is table stakes, and 
action is the goal.
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Three principles put those characteristics into practice and should anchor how a threat-informed program operates day to day:

Three guiding principles

Predictive over reactive. 
Focus the program on 
identifying vendors actively 
affected by threat campaigns in 
real time, instead of reacting to 
grade drops after the fact.

Business-aligned risk.  
Express supply chain risk in 
financial terms so it drives real 
business decisions, not just 
security tickets.

Verification by observation. 
Never take a vendor’s  
word for it, and verify every 
remediation through objective 
external evidence.
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Justifying the investment

To modernize a TPRM program, the case has to be made in terms leadership will recognize. The work here involves 
mapping your operational bottlenecks directly to the scalable benefits of continuous intelligence and showing 
what the status quo is actually costing.

1 SecurityScorecard, 2026 Supply Chain Cybersecurity Trends Report.
2 Ibid.
3 Ibid.

High confidence paired with low visibility is not stability. It is a blind spot dressed up as assurance, 
and the clearest signal that a program has outgrown its tooling.

The strongest argument for change is the gap between how secure organizations feel and how much 
they can actually see. The numbers make it clear:

The confidence paradox, quantified
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90%
of security leaders  
express high confidence  
in their vendor resilience,  
even as programmatic blind 
spots persist.1

78%
of organizations admit their risk 
programs cover less than half of 
their total third-party ecosystem, 
leaving them exposed to nth-party 
breaches.2

40%
of organizations still depend 
on manual communication 
methods, stretching high-
severity remediation cycles 
from 8 to 60 days.3

https://securityscorecard.com/resources/research/2026-supply-chain-cybersecurity-trends-report/


Several structural problems keep organizations locked in 
the point-in-time model:

•	 Self-reported data creates false assurance.  
Reliance on static, self-reported questionnaires 
produces a dangerous paradox: high leadership 
confidence masking severe programmatic blind spots.

•	 Annual cycles leave long windows of exposure.  
The traditional audit cycle can blind organizations 
to critical infrastructure drift and unpatched 
vulnerabilities for more than 300 days a year.

•	 The perimeter keeps dissolving. Rapid supply 
chain expansion through SaaS sprawl and vendor 
acquisitions changes the traditional security perimeter 
faster than manual assessments can track it.

•	 Teams work in silos. Security operations and third-
party risk teams operate with different terminologies 
and toolsets, which prevents a unified response to 
active vendor threats.

•	 Manual outreach is the bottleneck. Emails and  
phone calls create severe delays that stretch high-
severity remediation cycles from days into months.

Closing those gaps produces gains that show up on 
both the security and business ledgers:

•	 Speed. Automated document analysis processes 
questionnaires far faster, cutting typical turnaround 
from several weeks to potentially less than an hour.

•	 Revenue growth. Removing security review 
friction accelerates sales cycles and reduces 
procurement time-to-close by up to two weeks.

•	 Operational efficiency. AI-driven workflows let 
teams complete hundreds of additional annual 
questionnaires without a proportional increase in 
headcount.

•	 Accuracy and trust. Centralized trust centers 
maintain a single, continuously updated source of 
truth for all security details, ensuring accurate and 
verifiable compliance responses.

The obstacles holding programs back The operational benefits
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JUSTIFYING THE INVESTMENT



The metrics below tie threat-informed TPRM directly to the reduced cost of third-party breaches and lower 
operational expenses. Each outcome translates a security activity into a number leadership can track quarter  
over quarter:

•	 Time to identify CVE impact. The hours it takes to pinpoint which third- and fourth-party vendors are  
exposed when a new critical flaw drops. Compressing time-to-know from the industry norm of weeks down  
to hours closes the attacker’s window and cuts the likelihood of an expensive, business-disrupting exploit 
before a vendor can patch.

•	 Mean time to resolution (MTTR). The average speed at which high-severity findings are fixed and closed 
across the ecosystem. A lower MTTR shrinks the time the organization sits in elevated risk. Automated 
coordination also replaces slow manual email chasing, letting existing headcount secure a far larger pool  
of vendors without a proportional rise in cost.

•	 Vendor patching compliance. How consistently vendors meet contractually obligated SLA windows for  
fixing flagged flaws. Enforcing it shifts documented liability and financial accountability to the third party, 
converting passive vendor agreements into active, data-verified risk reduction.

•	 Financial value at risk (VaR). Translates technical telemetry, such as vulnerabilities, scorecard grades, and 
breach-susceptibility indexes, into a projected dollar amount of potential loss. This is the board-level ROI 
metric. Leadership sees how many dollars of financial risk were prevented quarter over quarter, which justifies 
sustained or expanded budgets.

•	 Critical issue remediation rate. The percentage of critical vulnerabilities resolved, verified through external 
evidence rather than vendor self-reporting. Automated external validation saves costly manual audit hours,  
and hitting an 80% or higher target represents a tangible reduction in external attack surface: a measurable 
return on the technology investment.

Estimating the return on investment
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JUSTIFYING THE INVESTMENT



Determining  
threat-informed TPRM criteria

Not every program sits in the same place today, but every program should be aiming 
for the same destination: threat-informed TPRM. By determining where your program 
sits now and measuring the gap between that stage and truly threat-informed TPRM, 
you can establish targets for your organization regardless of starting position. 

Mapping capabilities to maturity stage

The TPRM maturity curve has four stages, each defined by what a program can 
actually do: 

•	 Basic due diligence. Simple visibility and rudimentary automated data collection 
that moves away from ad hoc spreadsheet tracking.

•	 Periodic TPRM. Structured assessment cycles and defined policies that bring 
control to the compliance process.

•	 Continuous TPRM. Scalable, high-fidelity monitoring and logic-based alerting 
rules that close the visibility gaps between annual reviews.

•	 Threat-informed TPRM. Native integration between third-party risk scoring and 
active cyber threat intelligence feeds that neutralize threats before impact. 

Locating your stage is about sizing the distance to the destination so your investment 
case maps to a specific, closable gap.
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•	 Continuous supply chain security events and findings. A unified, 
continuously updated view of breaches, incidents, and security findings 
across every monitored vendor and their fourth parties. It should combine 
threat intelligence with relationship context to show actual exposure 
and not just headlines. Look for severity, affected vendor and asset, 
vulnerability data (CVSS, EPSS, CISA KEV), built-in triage workflows,  
expert-curated filter presets such as actively exploited CVEs and 
ransomware kill-chain exposure. Also, consider the ability to send bulk 
remediation requests.

•	 Fourth-party connection visibility. Automatic detection of unknown 
fourth-party vendors using signals such as detected libraries and HTTP 
requests is key. This allows teams to see concentration risk and trace  
how a single security event propagates beyond direct suppliers.

•	 A centralized vendor directory as a system of record. A single source 
that links the vendor list to a global directory of verified legal entities so 
scorecards and risk intelligence roll up to the entity you actually contract 
with. It should capture relationship metadata per vendor, including data 
types shared, access level, criticality, contract status, and documents 
so that findings are interpreted in business context. Look for per-vendor 
profile views that consolidate identity, scoring, posture, fourth-party 
connections, documents, and events in one place.

Key vendor requirements

A threat-informed TPRM solution should be judged on its continuous monitoring capabilities, not on how well it automates 
questionnaire responses. Questionnaire automation is useful, but it optimizes the old model. Continuous monitoring is what 
powers the new one. Prioritize solutions that deliver the following:
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•	 Integrated contact management. A 
centralized store of vendor and internal 
contacts, ideally enriched with provider-
supplied contacts so the right person is  
always reachable when sending remediation 
requests, questionnaires, or event outreach.

•	 A centralized exchange hub. A single inbox 
for all vendor remediation requests, event 
requests, and questionnaires flowing in and  
out of the platform. It replaces scattered  
email coordination with a structured,  
trackable process.

•	 A rules and automation engine. A 
configurable IF/THEN engine on findings  
data, with nested conditions and the ability  
to convert any filtered findings view into  
a rule that routes notifications to the right 
internal recipients. Notifications should fire 
immediately for security events or in a daily 
digest for findings.

DETERMINING THREAT-INFORMED TPRM CRITERIA
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Evaluating threat-informed TPRM alternatives

Once continuous monitoring becomes the standard you evaluate against, most of the tools organizations already use begin to 
show their limits. Each of the common alternatives does something useful, but none of them deliver threat-informed TPRM on their 
own. Understanding exactly where each falls short is what keeps an evaluation from settling for a partial solution dressed up as a 
complete one.

WHAT THEY ARE
Freely available utilities that collect technical 
data about a target from public sources such 
as exposed infrastructure, domains, and leaked 
credentials.

WHERE THEY FALL SHORT
They surface useful technical data, but they 
demand massive manual effort and stay too 
fragmented to scale across a comprehensive 
vendor monitoring program.

Open-source intelligence (OSINT) tools

WHAT THEY ARE
Streams of known-malicious signals such as bad IP addresses, 
file hashes, and domains that are used to detect threats.

WHERE THEY FALL SHORT
They are engineered primarily for internal network defense, not 
for the distinct complexities of external third-party risk. They tell 
you what is malicious in general but not which of your vendors is 
exposed right now.

Traditional threat feeds and indicators of compromise (IOCs)
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The pattern across all four alternatives is the same. Each captures one slice of the picture: public technical data, generic 
threat signals, an aggregate score, or a single moment in time. Threat-informed TPRM is defined by connecting those slices 
continuously and mapping live threat intelligence to your specific vendor inventory so exposure is visible and actionable the 
moment it emerges.

WHAT THEY ARE
A single aggregate grade or score that summarizes 
an organization’s external security posture.

WHERE THEY FALL SHORT
They provide a helpful baseline, but the aggregate 
frequently obscures the granular signals required 
for rapid incident response. A letter grade tells 
you a vendor’s posture slipped, but not which 
vulnerability or asset or how urgently to act.

WHAT THEY ARE
A scan run at a fixed moment to capture a snapshot of 
vulnerabilities across a target’s systems.

WHERE THEY FALL SHORT
They capture isolated snapshot data that entirely misses the 
continuous nature of modern threat evolution and infrastructure 
drift. The scan is accurate the day it runs and decays from 
there, which is the same limitation that undermines the annual 
questionnaire.

Standalone security ratings Point-in-time vulnerability scans

EVALUATING THREAT-INFORMED TPRM ALTERNATIVES



Addressing operational skepticism

The case for threat-informed TPRM is strong, but the objection that stalls it is rarely about the model itself. It is about the cost and 
disruption of getting there. Teams that have lived through a painful platform migration hear “modernize your program” and brace for a 
rip-and-replace. That fear is worth addressing head-on, because it is usually based on a misunderstanding of what the shift actually 
requires.

Modernization does not mean rip-and-replace

Organizations often delay modernization because they 
assume it means tearing out legacy GRC platforms and 
rebuilding from scratch. Threat-informed TPRM does not 
work that way. It functions as connective tissue across 
the tools a program already runs rather than demanding 
a foundational overhaul.

Native API integrations with established platforms 
like ServiceNow and Jira let security teams execute 
advanced workflows inside the environments they 
already use. The model meets a program where it is, 
layering continuous intelligence onto existing systems. 
The barrier to entry is far lower than the skepticism 
assumes.

Cross-functional impact across teams

The payoffs are also not confined to one group. A threat-
informed model changes how four different functions work. 
Naming those benefits specifically is often what turns a 
skeptical stakeholder into an advocate:

•	 Governance and risk teams eliminate the manual 
grind of spreadsheet-driven reviews and expand 
ecosystem coverage without adding headcount.

•	 Security and compliance practitioners automate 
the vast majority of their assessment workload while 
maintaining a continuously verified source of truth for all 
security controls.

•	 Revenue operations teams accelerate sales cycles 
by weeks by removing security review friction and 
proactively deflecting inbound assessment requests.

•	 Procurement and legal stakeholders streamline 
vendor onboarding while securely managing sensitive 
documentation through controlled, auditable data rooms.
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Activating threat-informed TPRM

Knowing where you are headed is not the same as knowing how to get there. Moving to a threat-informed posture follows 
a clear three-step transition: unify your data, act on it predictively, then act on it independently. Each step builds on the 
one before and moves the program further from reacting to the past and closer to shaping what happens next.

01 02Unify security  
and compliance data

Implement predictive  
risk decisioning

STEP STEP

The foundation is a single view of risk shared across 
the teams that respond to it. Today, security operations 
and third-party risk teams too often work from 
different data in different tools, which guarantees a 
fragmented response when a threat hits.

•	 Align signal sets so your SOC and TPRM teams 
view the same external threat data.

•	 Integrate third-party risk signals directly into 
the SOC workflow to create a single source of 
truth, treating TPRM data as security telemetry 
rather than compliance documentation.

•	 Develop joint incident response playbooks 
between TPRM and Security Operations, working 
toward a shared dashboard for supply chain 
incident response.

With unified data in place, the program can stop 
treating every vendor the same and start focusing on 
the ones most likely to be hit.

•	 Prioritize by likelihood of future breach, not  
by historical experience, using threat intelligence  
to flag the vendors statistically most likely to  
be breached.

•	 Map new CVEs to the vendor ecosystem to 
identify affected third and fourth parties within 
hours, revealing the full blast radius of an  
emerging threat.

•	 Translate technical risk indicators into 
financial exposure metrics for business 
stakeholders, working toward board-level  
reporting on financial loss prevented.
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03 Execute independent 
resolution

STEP

The final step is the authority to act without waiting 
on a vendor to confirm its own status. This is where a 
program stops observing risk and starts removing it.

•	 Institutionalize the authority to mitigate  
third-party risk autonomously based on live 
threat signals rather than a vendor’s self-reported 
status.

•	 Use contractual language to require immediate 
remediation when specific risk thresholds are 
crossed.

•	 Establish pre-approved technical actions,  
such as isolating vendor access, that trigger when 
high-risk signals are detected.

•	 Verify remediation through external scanning 
rather than vendor confirmation, targeting an  
80% or higher critical issue resolution rate within 
48 hours.

The clearest test of the transition is whether the  
program can answer questions the old model could not. 
Once questions like these become routine, the shift has 
taken hold:

•	 When a new critical vulnerability is announced, which 
specific vendors are exposed and how quickly can 
the full blast radius across third and fourth parties be 
identified?

•	 What is the financial exposure represented by the 
highest-risk vendors, expressed in dollar terms 
leadership can act on?

•	 Are any critical Tier 1 vendors sharing infrastructure 
with each other or with known bad actors?

•	 What does a vendor’s external attack surface look like 
from an adversary’s perspective, and has a flagged 
issue actually been resolved?

ACTIVATING THREAT-INFORMED TPRM

Questions a threat-informed 
program can answer 



From checkbox to  
continuous intelligence

See Threat-Informed TPRM in Action

Third-party risk has outgrown the tools most programs still use to manage it. Static 
assessments, annual cycles, and manual outreach were built for a slower world, and they 
leave organizations describing yesterday’s risk while attackers operate in real time. The 
confidence paradox is the proof, with programs feeling the most secure precisely where 
they can see the least.

Threat-informed TPRM closes that gap. By unifying live threat intelligence with third-party 
data, it moves a program from documenting risk after the fact to stopping it from causing 
an impact. The payoff shows up in three places at once: 

•	 Threats neutralized before impact. The program stops treating every vendor the 
same and focuses its expertise on the ones actively in an attacker’s path.

•	 Risk aligned to the business. Expressing exposure in financial terms lets leadership 
make informed, data-driven decisions about the vendor ecosystem, not just approve 
security tickets.

•	 Operational independence. Objective external data and pre-approved authority 
replace reliance on vendor self-reporting, keeping business continuity in your hands. 

The TPRM maturity curve has one destination, and it is the same for every organization 
regardless of where on the curve it sits today. The question is not whether to get there, but 
how quickly you can close the gap between your current stage and a program that sees 
threats coming before they arrive.

https://securityscorecard.com/request-a-demo/

