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Agenda and Goals of a TPRM Process 
 

 

Figure 1: Goals of the TPRM Process 

Project Overview: 
This project is designed to identify vendor products within an organization’s environment 

and to establish due diligence guidelines for vendor certification that are compliant with 

applicable national and international regulations and standards. Vendor product usage is 

assessed to determine criticality classification and recovery requirements. 

Throughout the process, the current release levels of vendor products are systematically 

compared with those of existing installed products to address potential vulnerabilities. 

Compliance requirements for vendors are defined to enable formalized vendor approvals. 

Exceptions to vendor approval are documented in a vendor risk register, with a Plan of 

Action and Milestones (PO&M) established to mitigate identified risks. 

Upon completion, compliance certification is issued to approved vendors, and a dashboard 

system is implemented for ongoing monitoring of vendor product status. This system 

generates risk reports to identify and guide the remediation of vendor anomalies. 

Together, these measures create a stable environment underpinned by certified vendor 

products. 
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Third Party Risk Management (TPRM) 
 

Third Party Risk Management (TPRM) is a systematic process for identifying, assessing, 

managing, and monitoring risks from third-party vendors or service providers. It helps 

prevent external partners from introducing unacceptable risks to your operations or 

development processes. Executive Management must be aware of the vendors and controls 

in place to support business needs, safeguard continuity of services, protect revenue 

streams, and ensure compliance with relevant laws and regulations. 

 

 

Figure 2: Overview of Thord-Party Risk Management process. 

 

Purpose of This Document 

This guide is intended for Technical Risk Management (TRM) Analysts and aims to provide 

a practical framework for implementing TPRM within the application development process. 

The methodology balances technical, compliance, and executive oversight concerns. 

 

Phase 1: Planning and Policy Definition 

• **Goals: ** Define Compliance requirements and select Team Members. 
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• Establish a TPRM governance structure. 

• Define roles, responsibilities, and escalation paths. 

• Develop and document third-party risk management policies and procedures. 

 

Figure 3: TPRM Governance Structure and Lifecycle Framework 

 

Figure 4: Third-Party Risk Management Life Cycle, phases and goals. 
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Figure 5: TPRM Governance Life Cycle Project Plan 

**Analogy: ** Think of this phase like drafting building codes before construction. You 

define what is acceptable, who enforces rules, and how safety is maintained. 

Third-Party Risk Management Project Gantt 

 

Figure 6:  TPRM Project Gantt Chart 

Phase 2: Third-Party Inventory and Risk Classification 

• **Goals: ** Identify Vendors Products, Contacts, and Rate Criticality. 

• Create a comprehensive inventory of third-party vendors. 

• Categorize vendors based on risk tiers (e.g., critical, high, medium, low). 

• Identify which vendors support critical application functions. 
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Figure 7: Third-Party Risk Management Services 

 

 

Figure 8: Inventory and Configuration Management 
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Figure 9: TPRM Actions from Inventory through Monitoring and Management 

**Analogy: ** Like triaging patients in an ER, you are prioritizing which third parties need 

urgent attention based on how risky they are. 

 

Phase 3: Risk Assessment and Due Diligence 

• **Goals: ** Conduct a TPRM Risk Assessment to define security conditions. 

• Conduct risk assessments including cybersecurity, compliance, operational, and 

reputational risks. 

• Request and evaluate documentation (SOC 2, ISO 27001, questionnaires). 

• Score vendors and flag unacceptable risks. 

 

https://secureframe.com/hub/soc-2/what-is-soc-2
https://secureframe.com/blog/iso-27000
https://www.diligent.com/resources/blog/third-party-vendor-risk-assessment-questionnaire
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Figure 10: SOC 2 Overview - Trust Service Criteria 

**Analogy: ** This is like running a background check before hiring a contractor—you need 

to verify their track record, licenses, and ability to do the job safely. 

 

Phase 4: Contractual Controls and Onboarding 

• **Goals: ** Establish and document controls over vendor products and 

support. 

• Include required clauses in contracts: SLAs, breach notification, right to audit, 

compliance mandates. 

• Integrate security requirements and reporting obligations into agreements. 

• Ensure onboarding processes account for access controls and data protection. 

 

Figure 11: Performing a Compliance Audit for TPRM 

**Analogy: ** This is like buying insurance and setting expectations before handing over 

the keys to your house—you want legal protection in case something goes wrong. 

 

Phase 5: Continuous Monitoring and Risk Mitigation 

• **Goals: ** Provide a mechanism to continuously monitor the TPRM process, 

to detect and mitigate problems quickly and limit service interruptions. 

• Establish ongoing monitoring procedures using tools and KPIs. 

• Define trigger events (e.g., breaches, financial downturns). 

• Adjust risk ratings and mitigation steps based on performance and incidents. 
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An overview of the Continuous Monitoring and Problem Mitigation Process. 

 

Figure 12:Continuous Monitoring and Reporting from a Dashboard 

 

Figure 13: Developing and Using a TPRM Dashboard 
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Figure 14: TPRM Dashboard Functions for viewing. 

**Analogy: ** Like having security cameras and periodic inspections, this step keeps third 

parties accountable long after the contract is signed. 

 

Phase 6: Offboarding and Termination Risk Management 

• **Goals: ** To ensure Vendor Records are maintained in a current manner. 

• Ensure access is revoked and data is returned or destroyed. 

• Conduct a termination risk assessment to prevent residual risk. 

• Document lessons learned to improve future third-party management. 

Vendor Offboarding Checklist areas of concern 

Follow the steps in this checklist when offboarding vendors from your organization. 

1. Contractual Closure 

• Review the vendor contract for termination clauses and obligations. 

• Confirm all deliverables have been met. 

• Ensure final payments are processed and documented. 

• Terminate the contract formally and archive it. 

2. Data Security & Intellectual Property 

• Retrieve or securely delete all sensitive data shared with the vendor. 

• Confirm destruction or return of proprietary information. 

• Ensure compliance with data privacy regulations (e.g., GDPR, CCPA). 
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3. Access Revocation 

• Disable vendor access to systems, applications, and networks. 

• Revoke physical access to facilities or secure areas. 

• Audit logs to confirm access termination. 

4. Asset Recovery 

• Retrieve company-owned equipment, credentials, or software licenses. 

• Document returned assets and reconciled inventory. 

5. Documentation & Reporting 

• Maintain a detailed log of offboarding activities. 

• Update vendor risk profiles and closure status in the TPRM system. 

• Generate a final risk assessment report for audit purposes. 

6. Stakeholder Communication 

• Notify internal stakeholders (IT, Legal, Procurement, Security). 

• Communicate the offboarding timeline and expectations to the vendor. 

• Provide a point of contact for any post-offboarding queries. 

7. Compliance & Legal Review 

• Conduct a compliance check to ensure regulatory obligations are met. 

• Involve legal counsel to assess any residual liabilities or risks. 

• Document legal clearance and retain for future audits. 

8. Lessons Learned & Continuous Improvement 

• Conduct a post-offboarding review to identify process gaps. 

• Update TPRM policies and procedures based on findings. 

• Integrate feedback into future vendor lifecycle management. 

 

Tailored Vendor Offboarding Checklist (TPRM-Aligned) 

1. Contract Termination 

• ☐ Review contract terms and termination clauses 

• ☐ Confirm all deliverables are completed 

• ☐ Process final payments and close purchase orders 

• ☐ Issue formal termination notice 

2. Data & Information Security 
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• ☐ Retrieve or securely delete all sensitive data 

• ☐ Confirm destruction or return of proprietary information 

• ☐ Audit vendor access logs for anomalies 

• ☐ Ensure compliance with data privacy regulations (e.g., GDPR, CCPA) 

3. Access Revocation 

• ☐ Disable vendor access to systems, applications, and networks 

• ☐ Revoke physical access to facilities 

• ☐ Remove credentials from IAM systems 

4. Asset Recovery 

• ☐ Recover company-owned equipment and software licenses 

• ☐ Reconcile inventory and document returned assets 

5. Legal & Compliance Review 

• ☐ Conduct legal review for residual liabilities 

• ☐ Archive contracts, NDAs, and termination records 

• ☐ Ensure regulatory obligations are met 

6. Risk Management 

• ☐ Update vendor risk profile in TPRM system 

• ☐ Conduct final risk assessment 

• ☐ Document offboarding risk mitigation actions 

7. Operational Closure 

• ☐ Decommission vendor-related services and integrations 

• ☐ Confirm no dependencies remain in production environments 

• ☐ Notify IT and procurement teams of service discontinuation 

8. Stakeholder Communication 

• ☐ Inform internal stakeholders (Legal, Security, Procurement, etc.) 

• ☐ Provide vendor with offboarding timeline and expectations 

• ☐ Assign internal point of contact for post-offboarding queries 

9. Lessons Learned 

• ☐ Conduct post-offboarding review 
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• ☐ Identify process gaps and improvement opportunities 

• ☐ Update TPRM policies and procedures 

**Analogy: ** This is like changing your locks after a roommate moves out. You need to 

close all risk doors when the relationship ends. 

 

TPRM Project Plan 

This project plan outlines the major phases, tasks, durations, assigned personnel, estimated 

costs, and resource types required to implement a comprehensive Third-Party Risk 

Management (TPRM) program. 

 

Figure 15: TPRM Project Plan - Steps, Purpose, Length and Resources 

This is a sample TPRM Project Plan that can be tailored to your specific organization. 
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Business Continuity Management 

 

 

Figure 16: Business Continuity Management process. 

Ten-Step process associated with Business Continuity and Disaster Recovery. 

 

Figure 17: Disaster Recovery types of operations. 

Flowchart of how to recover to a Hot, Warm, and Cold recovery site. A Hot site can recover 

instantaneously and is classified as Continuously Available (CA – Seconds to Minutes), a 

Warm Site can recovery in a predetermined time and is classified as High Availability (HA – 

Minutes to Hours), and a Cold Site is the slowest means of recovery as classified as Low 

Availability (LA - Days). 
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Revenue Loss Due to Lack of TPRM (Conceptual Graph) 

 

Figure 18: Revenue Loss due to not implementing TPRM. 

 

Visual Chart of losses due to not implementing TPRM. 

 

Figure 19: Visualization chart of Loss Revenue due to not implementing TPRM. 
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Cost vs Benefits analysis, by phase 

 

Figure 20: Cost vs Benefits Analysis, by Phase 

This is comparison of costs for each phase of the TPRM Project, and the savings associated 

with the Benefits received by implementing TPRM. The next chart illustrates the Problem / 

Incident process. 

Problems and Incident Management Lifecycle 

 

Figure 21: Problem and Incident Management System 
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United States TPRM Laws and Regulations, with links 

 

Figure 22: United States TPRM Laws and Regulations, with links. 
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International TPRM Laws and Regulations 

 

Figure 23: International TPRM Laws and Regulations, with Links 

 

 

  



 Third-Party Risk Management Process and Steps 

Date: August 8, 2025 Copyright 2025 © Data Center Assistance Group, LLC Page: 21 

Expanded Section: Six Key Steps to Strengthen Third-Party Risk 

Management (TPRM) 
 

Introduction This section supplements the existing TPRM Guide by expanding on six 

critical operational pillars required to fully implement an effective TPRM program. Each 

step provides goal-driven instructions, implementation actions, supporting analogies, and 

references to guide staff and executives. 

 

Figure 24: TPRM Six Pillars and Base Steps 
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1. Vendor Onboarding: Identifying Vendors & Products + Release Verification 

 

Figure 25: TPRM Stages and Action Steps 

Goal: Establish a comprehensive onboarding framework to inventory vendors, 

identify supported products, and assess the technical currency of all vendor 

software. 

Actions: 

• Extract vendor information from contracts, procurement records, accounts 

payable systems, and asset management platforms. 
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• Identify all software, hardware, services, and tools delivered by each vendor. 

• Use Configuration Management Database (CMDB) tools (e.g., ServiceNow, 

BMC Remedy) to match vendor products to assets and services in production. 

• Perform a version scan of all deployed products and compare them with vendor-

maintained Current Supported Releases (CSR). 

• Use HBOMs and SBOMs to identify vulnerabilities (CWE, CVE, etc.). 

Tools:  

• Nessus, Qualys, Lansweeper, or internal software inventories 

• Identify End-of-Life (EOL), End-of-Support (EOS), or vulnerable versions. 

• Document all findings into the vendor profile. 

Analogy: Like inspecting the parts on an aircraft before flight, you must confirm the 

equipment is up to spec, not just present. 

References: 

• NIST SP 800-128 (Configuration Management) 

• Vendor release catalogs (e.g., Cisco, Microsoft Lifecycle pages) 

2. Application Dependencies: Mapping Vendors to Applications 

Goal: Document and maintain visibility over which internal applications depend on 

third-party vendors to prioritize remediation, onboarding, or offboarding decisions. 

Actions: 

• Perform application dependency mapping using: 

• Configuration Management Systems (CMS) 

• Static/dynamic code analysis (e.g., Sonatype, Black Duck) 

• Interviews with application owners and DevOps teams 

• Maintain a matrix linking: Application Name → Function → Dependent Vendor 

→ Product Version → Hosting Environment 

• Tag critical systems for high priority onboarding and continuous monitoring. 

Analogy: Understanding application dependencies is like knowing which beams in your 

house are load bearing before making renovations. 

References: 

• ISO/IEC 27001 Annex A.12.1.3 (Capacity management) 

• OWASP Dependency-Track 
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3. Compliance Requirements: Verifying Regulatory Alignment 

Goal: Ensure that vendor products comply with applicable laws, regulations, and 

standards relevant to your industry and geography. 

Actions: 

• Determine applicable regulatory frameworks: 

• HIPAA, SOX, GDPR, CCPA, FedRAMP, PCI-DSS, NIST 800-53, etc. 

• Map vendor responsibilities against control families (e.g., encryption, logging, 

data retention). 

• Request compliance documentation (SOC 2, ISO/IEC 27001, FedRAMP ATO, 

SIG Questionnaire). 

• Engage Legal, Compliance, and Risk teams to validate compliance assertions. 

• Track regulatory requirements in a compliance matrix. 

Analogy: Like ensuring a building has passed fire code inspections before opening to the 

public. 

References: 

• NIST 800-37 Risk Management Framework 

• SIG Questionnaire (Shared Assessments) 

4. Approved Vendors: Due Diligence and Approval Workflows 

Goal: Standardize the process to evaluate, approve, and onboard vendors after 

assessing their risk profile and compliance maturity. 

Actions: 

• Develop and enforce a vendor intake workflow: 

• Request for Information (RFI) 

• Vendor Risk Assessment Questionnaire 

• Financial viability and reputation review (Dun & Bradstreet, Moody’s) 

• Security assessments (penetration test results, SOC 2, etc.) 

• Score vendors against pre-defined acceptance criteria. 

• Submit evaluation results to a governance board (Procurement, Legal, Security, 

Compliance). 

• Maintain an “Approved Vendors List” with rationale and expiration date. 

Analogy: Like conducting background and credit checks before entering a business 

partnership. 

References: 
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• ISO/IEC 27036 (Information security for supplier relationships) 

• Gartner TPRM Best Practices 

5. Risk Mitigation Reports: POA&M Documentation 

Goal: Record, track, and resolve vendor-related risks through formalized Plans of 

Action & Milestones (POA&M). 

Actions: 

Log identified vendor risks in a central TPRM register. 

• For each risk: 

• Assign severity and owner. 

• Define remediation actions. 

• Set due dates and status updates. 

Use a POA&M template that includes: 

• Risk Description. 

• Remediation Plan. 

• Responsible Party. 

• Target Completion Date. 

• Residual Risk Rating. 

Escalate overdue or high-severity risks to Governance Committees. 

Include POA&M dashboards in regular risk review meetings. 

Analogy: Like a construction punch list—clearly documented, assigned tasks that 

must be completed before sign-off. 

References: 

• DHS POA&M Template (https://www.cisa.gov/) 

• FedRAMP Continuous Monitoring Guide 

6. Compliance Certification: Verifying & Monitoring Ongoing Adherence 

Goal: Continuously validate vendor compliance through documentation review, 

audits, and dashboards. 

Actions: 

Collect proof of compliance: 

• Audit reports (SOC 2 Type II, ISO 27001). 
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• Certificates of insurance. 

• Penetration test results. 

• Data protection agreements. 

• Track expiration and renewal timelines. 

• Set reminders and trigger auto-escalation for expired certifications. 

Display compliance status in dashboards: 

• Green = Verified. 

• Yellow = Due for Review. 

• Red = Expired / Non-Compliant. 

Analogy: Like keeping track of a vehicle inspection certificate—you need to verify it is 

still valid and has not lapsed unnoticed. 

References: 

• Shared Assessments VRMMM 

• NIST CSF v2.0 

• Microsoft SSPA Program 
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Vendor Lifecycle and TPRM Controls Overlay 

 

Figure 26: Vendor Lifecycle and TPRM Controls 
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Call to Action 
 
To implement these six pillars effectively, organizations need a coordinated effort across 
Procurement, Legal, Security, Compliance, and DevOps. Contact Data Center Assistance 
Group, LLC for expert guidance on developing your TPRM ecosystem. 
 
Thomas Bronack, president 
Data Center Assistance Group, LLC 
bronackt@dcag.com | bronackt@gmail.com 
(917) 673-6992 
https://www.dcag.com 
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