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I Executive Summary

Third-party risk management programs have historically relied on vendors self-identifying technol ogies, data
flows, hosting environments, and operational dependencies during onboarding and assessment processes.

Al-enabled ecosystems are changing this model.

Organizations are increasingly adopting vendor platforms that embed:
e generative Al capabilities

e autonomous workflows

e external model dependencies

e ggentic functionality

e third-party Al integrations

e dynamic datainteraction layers

In many cases, these capabilities are not fully visible through traditional intake questionnaires alone.

This creates a growing governance challenge: organizations may not fully understand where Al exists within
their vendor ecosystem, what external dependencies are involved, or how operational decision-making is
increasingly delegated across interconnected Al-enabled systems.

Asaresult, vendor Al discovery is emerging as afoundational operational capability within Hyper TPRM
programs.

The issue extends beyond identifying whether avendor "uses Al."
Organizations increasingly need visibility into:

® embedded Al functionality

e external model providers

® delegated Al services

e agentic workflows

® runtime identity reach

e downstream operational dependencies

e Al-enabled decision pathways
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This changes the nature of intake itself.

Traditional vendor onboarding becomes insufficient when Al capabilities continuously evolve after initial
assessment cycles.

Hyper TPRM increasingly shifts intake from: static vendor declarations to continuous discovery and operational
visihility.
1. Traditional TPRM Intake Assumed Stable Technology
Environments

Most traditional TPRM intake models were designed around relatively stable software and infrastructure
assumptions.

Organizations typically collected:

® hosting information

e dataclassifications

e subprocessors

® security controls

e compliance attestations

® business continuity details

This approach functioned reasonably well within environments where:

e software behavior remained relatively predictable
® dependencies changed slowly

e vendor architectures evolved incrementally

Al-enabled ecosystems destabilize these assumptions.
Vendors may now dynamically integrate:

e externa LLM providers
e Al copilots
® ggentic orchestration systems

e embedded inference services
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® runtime automation layers

® autonomous decision engines

Many of these capabilities may not be fully visible through legacy intake processes.

I 2. Vendor Al Discovery Is Becoming a Governance Requirement

Organizations increasingly need the ability to discover:

* where Al exists

e what systems interact with Al

e which external providers areinvolved

e what operational authority Al systems possess

e how runtime behaviors evolve over time

Theissue is not merely inventory management.
It is operational visibility.
Without Al discovery capabilities, organizations may struggle to identify:

e hidden Al dependencies

e unauthorized Al integrations

e embedded agentic functionality
* externa model reliance

® runtime exposure pathways

e Al-enabled data movement

This creates governance blind spots across:

e procurement

e cybersecurity

e compliance

e operational resilience

* lega review
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e vendor oversight

I 3. Identity Reach Becomes a Critical Control Layer

Al systemsincreasingly operate through delegated identity access.
Agents, copilots, orchestration systems, and Al-enabled workflows may gain access to:

® interna systems

® SaaS environments
e APIs

® enterprise data

e vendor platforms

e operationa tooling

As Al ecosystems expand, organizations must increasingly evaluate:

e what identities Al systems inherit
® what permissions agents possess
e what systems Al can access

e what actions Al systems may execute autonomously

This creates convergence between:

e jdentity governance
e Al governance
e vendor oversight

e operational monitoring

Identity reach increasingly becomes an operational governance concern, not merely a security administration
issue.

I 4. External Dependency Visibility Is Expanding

Many organizations currently evaluate vendors as relatively discrete operational entities.

Al ecosystems are increasingly more interconnected.
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A single vendor may rely upon:

e multiple external model providers
e Al inference APIs

e orchestration services

e embedded copilots

® delegated agentic systems

e downstream subprocessors

This creates expanding dependency chains that traditional TPRM models may not fully capture.

Operational trust increasingly depends upon: understanding interconnected Al ecosystems rather than evaluating
isolated vendors a one.

I 5. Hyper TPRM Shifts Toward Continuous Discovery

Hyper TPRM extends beyond static onboarding questionnaires.
The model increasingly emphasizes:

e continuous Al discovery

® dependency visibility

® runtimetelemetry

® jdentity-aware oversight

e operational evidence collection
e Al capability monitoring

® agent governance

® evolving risk visibility
Theissueisno longer smply: "Did the vendor disclose Al during onboarding?"

Theissue increasingly becomes: " Can the organization continuously identify and govern evolving Al
operational dependencies over time?"

I 6. Strategic Implications
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Organizations should expect:

e increased Al disclosure expectations

e expanded vendor transparency regquirements
e convergence between IAM and TPRM

e stronger Al dependency governance

e continuous discovery tooling adoption

® increased operational telemetry requirements
e expanded runtime oversight expectations

Over time, vendor Al discovery may become as operationally important as traditional asset inventory
management.

I 7. What Organizations Should Do Next

Organizations should begin establishing:

e Al-specific vendor intake processes
e continuous Al discovery capabilities
e Al dependency inventories

e external model visibility standards

e Al identity governance controls

® runtime monitoring expectations

e operational telemetry requirements
® Al governance escalation pathways

Organizations that mature Al discovery early may gain significant governance and resilience advantages as
Al-enabled ecosystems continue expanding.

I Closing Signal

Traditional TPRM intake was designed to assess vendors.

Hyper TPRM increasingly requires organizations to continuously discover and govern evolving Al operational
ecosystems.
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Vendor Al discovery is becoming the next foundational visibility layer.

I Signal Sources

e NIST Al Risk Management Framework

¢ Cloud Security Alliance - Agentic Al Governance Guidance

e Gartner - Al Governance and Agent Sprawl Research

e Microsoft Security - Al Agents and Enterprise Governance

e Palo Alto Networks - Agentic Al Governance

e Google Cloud Office of the CISO - Shadow Agents and Al Governance

e Shared Assessments - Third-Party Risk and Emerging Technology Discussions
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Governance intelligence publications focused on Al governance, risk management, compliance, and Hyper
TPRM.
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