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@ LockThreat INTRODUCTION

Every Vendor Says “GRC”.
MostDon’t Meanlt.

Search for "GRC platform" today and you will find hundreds of vendors. Nearly all of them use
the same three letters in their marketing: Governance, Risk, and Compliance.

But most of these tools only deliver one of the three. They automate compliance workflows,
help you collect audit evidence, and map controls to frameworks. That is useful work. But it is
not GRC. It is just the C.

Governance and Risk show up on the website but not in the product. There is no real policy
lifecycle management. No risk quantification in financial terms. No enterprise-wide visibility
across departments and jurisdictions.

This guide will help you see the difference between a compliance tool with a GRC label, and
a real enterprise GRC platform. It will give you a framework to evaluate any vendor,
including the one you already have.

The stakes are higher than they used to be. Boards are asking harder questions. Al is creating
new risks and new governance obligations. Regulators are moving faster. Picking the wrong
tool does not just waste budget. It leaves gaps in your program that you will not discover
until a board meeting, an audit, or a breach.

. If your 'GRC platform’ only serves IT and cyber, you have a compliance tool

with a GRC label.

LockThreat Read next

The Enterprise GRC If you haven’t read it already, your next read is the companion guide.
Buyer’s Guide

Download "The Enterprise GRC Buyer's Guide. How to Evaluate, Select, and
Implement the Right Platform” for a detailed guide on choosing and implementing
the right GRC platform, including a GRC requirements worksheet and the mistakes
that derail GRC purchases.

www.lockthreat.aifresources/ebooks —
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f\@ LockThreat BUYER PROFILES

— YOUR STARTING POINT

Not All GRC Buyers Start Fromthe
SamePlace

Where you are in your GRC journey shapes everything: what you need from this guide,
which questions matter most to you, and what risks you need to watch for.

First-time Buyers

01 are replacing spreadsheets, shared drives, and manual workflows. The main challenge is defining

what you need and building internal readiness across the organization for something new.

Replacement Buyers
are moving off a platform that did not deliver. The main challenge is honestly diagnosing what went

wrong before, so the same mistakes are not repeated with a new vendor.

Consolidation Buyers

03 are rationalizing multiple tools across departments and teams. The main challenge is aligning diverse
stakeholder requirements and managing the complexity of what already exists.

This guide addresses all three. As you read the whole guide, notice which sections speak
most directly to your situation.
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@ LockThreat CHAPTER 1- WHAT GRC MEANS

— CHAPTER 01

What GRC Actually Means
(And What Most Vendors Skip)

Before you can evaluate a tool, you need to be clear on what the three letters actually mean.

Governance is about how an organization sets direction, makes decisions, and enforces
accountability. It answers: Who defines what is acceptable? Which frameworks and
standards to adopt? How policies and controls are established? Who owns them? And how
adherence is ensured? Policies and controls are how these decisions are formalized and
operationalized. In a product, governance includes policy and control lifecycle management,
structured approval workflows, attestations, exception handling, and clear ownership at
every level.

Risk is about understanding exposure. It answers: What could go wrong? How likely is it to go
wrong? And what would it cost us if/when it does go wrong? In a product, risk looks like
formal risk registers, risk taxonomy, inherent vs. residual risk scoring, key risk indicators, risk
appetite thresholds, aggregation, and quantification in financial terms.

Compliance is about meeting defined requirements, both external and internal. It answers:
Can we prove we meet the standards we are held to? In a product, compliance looks like
framework mapping, control testing, evidence collection, and audit-ready reporting.

Most tools on the market today start and end with compliance. They help you pass audits
faster. That is valuable. But without governance, nobody owns the policies. Without risk,
nobody knows what matters most. You end up with a well-organized audit file and no real
understanding of your organization's risk posture.

i A

Governance Risk
Who decides? Who owns it? What could go wrong? How Can we prove we meet the
Is it working? much would it cost? standard?
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@ LockThreat CHAPTER 2 - SEVEN SIGNS

— CHAPTER 02

Seven Signs You Have a Compliance

Tool, Nota GRC Platform

A practical checklist for evaluating your current tool or any tool you are considering.

It only serves IT and cyber.
If finance, legal, marketing, facilities, HR, and operations are not using the same system, you
have a compliance tool scoped to one department. An enterprise GRC platform serves the

entire organization.

Only your security team logs in.
If the only people using the tool are the CISO, security compliance managers, and IT
operations, you have a compliance tool. An enterprise GRC platform is used by the Chief

Risk Officer, internal audit, legal, privacy, procurement, finance, and business unit leaders.

Risk is a color, not a number.

If risk is expressed as "High / Medium / Low" on a heatmap instead of financial terms your

CFO can act on, you do not have risk management. You have a labeling system.

Governance means a document library.

If "governance” in the product is a place to store policies but not a system that manages
their full lifecycle, tracks ownership, enforces attestations, handles exceptions, and

connects policies to controls, you have a filing cabinet.

ENTERPRISE GRC PLATFORM OR COMPLIANCE TOOL?
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© LockThreat CHAPTER 2 - SEVEN SIGNS

You only see your posture at a point in time.
If you have to wait for the next audit cycle or manually collect evidence to know where

you stand, you have a periodic reporting tool, not ongoing assurance.

It only supports one entity or location.
If the tool cannot manage multiple business units, entities, and jurisdictions with scoped

controls, inheritance, and localized frameworks, it was not built for enterprise complexity.

It cannot answer your board's questions.

If a board member asks "what is our enterprise risk posture right now?" and the answer
requires pulling data from three different tools and a spreadsheet, your system is not doing
its job. An enterprise GRC platform delivers board-ready reporting and enterprise-wide roll-

ups from a single source.

If even one or two of these apply, you should question whether you have a

. GRC platform or a compliance tool with a bigger label. If three or more apply,
you almost certainly have a compliance tool.
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@ LockThreat CHAPTER 3 « NEW REALITIES

— CHAPTER 03

Why the Gap Between Platform
and Tool Matters More Than Ever

The difference between a compliance tool and an enterprise GRC platform used to be an
academic debate. It is not anymore. Three forces are making it urgent.

-

Al governance is not optional.

The EU Al Act entered into force in 2024, is being applied in stages, with high-risk Al obligations
taking full effect in 2027. SEC disclosure requirements are expanding. The risk is already
materializing: the 2026 Verizon Data Breach Investigations Report found that shadow Al,
meaning employees accessing Al tools outside corporate governance controls, was the third
most common insider threat action in 2025 (the year covered in the 2026 report), up fourfold

from the year before.

Every enterprise deploying Al, both regular Al and agentic Al, needs governance, security, and
compliance around it. A compliance tool built for SOC 2 and ISO 27001 was not designed for this.
Al governance requires policy management, risk quantification, runtime protection, and

continuous monitoring working together in one system.

Boards want ongoing answers, not annual reports.

Board expectations have shifted. They want to know the organization's risk posture now, not
where it stood last quarter. That requires continuous assurance across your entire enterprise, not

periodic evidence collection for one department.
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@ LockThreat CHAPTER 3 - NEW REALITIES

-

Cyber and enterprise are converging.

Security teams need governance. Compliance teams need cyber evidence. The organizations

that keep these in separate systems will spend more time reconciling data than acting on it.

First-time buyers:
You enter the market at the moment the stakes are highest. Choosing a compliance tool today
means outgrowing it before your first renewal, as Al governance, enterprise risk, and board

reporting are not included in a compliance tool.

Replacement buyers:

If your previous platform failed, this chapter describes why. The forces outlined here, including Al
governance requirements, board expectations, and the convergence of cyber and enterprise,
are exactly the pressures that exposed the limits of the tool you want to replace. Replacing a tool

without addressing these pressures will lead to the same outcome.

Consolidation buyers:

You likely already feel these pressures across your fragmented tools. The cost of maintaining

separate systems compounds as these forces accelerate.

If your GRC tool cannot govern Al, deliver continuous assurance, and serve
departments beyond IT, you will outgrow it before your first renewal. For a full

Requirements Worksheet that will help you choose the right Enterprise GRC

platform, see our companion guide: ‘The Enterprise GRC Buyer’'s Guide. How to
Evaluate, Select, and Implement the Right Platform’.
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— CHAPTER 04

What an Enterprise GRC Platform
Actually LooksLike

CHAPTER 4 - EVALUATION FRAMEWORK

The capabilities that separate a platform from a tool. Use this as your evaluation framework.

Capability

Core orientation

Governance

Risk management

Scope

Organizational structure

Personas served

Lines of defense

Workflows

Enterprise GRC Platform

Risk-centric. Manages uncertainty
and supports executive decisions.

Full policy and control lifecycle:
creation, ownership, attestation,
exception handling, effectiveness
tracking.

Formal risk registers, taxonomy,
inherent vs. residual scoring, KRIs,
appetite thresholds, aggregation,
and financial quantification.

Enterprise-wide. Cyber,
operational, third-party, privacy,
regulatory, audit, and more.

Multi-entity, multi-business unit,
multi-jurisdiction with inheritance
and scoped controls.

CRO, CISO, internal audit,
compliance team, legal, privacy,
procurement, finance, business
unit leaders, board committees.

Supports separation of first,
second, and third lines.

Enterprise risk assessments, issue
management, remediation
tracking, control testing programs,
multi-level approvals.

ENTERPRISE GRC PLATFORM OR COMPLIANCE TOOL?

Compliance Tool

Control-centric. Satisfies
framework requirements.

Policy storage and basic
approval workflows.

Risk represented as control
gaps or failed checks.
Color-coded heatmaps.

Security compliance programs:
SOC 2, I1SO 27001, HIPAA, PCI.

Single entity or limited structure.

CISO, security compliance
manager, IT operations, external
auditors.

Primarily first-line and audit
collaboration.

Evidence requests, monitoring
alerts, audit collaboration.
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® LockThreat

Capability

Reporting

Continuous assurance

Al governance

Deployment options

System of record

Strategic value

Enterprise GRC Platform

Board-ready risk reporting, trend
analysis, appetite breaches,
enterprise roll-ups from a single
source.

Real-time or near-real-time
@ control validation across cloud,
cyber, and enterprise applications.

Policy, risk, security, and compliance
© for Al systems and agentic Al,
reported into the GRC framework.

Saas, private VPC, and on-premises
@ to meet sovereignty and data
residency requirements.

Enterprise governance, risk, controls,
issues, and accountability.

Enterprise-wide risk visibility,
@ accountability, and strategic
governance oversight.

CHAPTER 4 - EVALUATION FRAMEWORK

Compliance Tool

Audit reports and compliance
status dashboards.

Point-in-time evidence collection.
Manual or semi-automated.

Not addressed, or limited to
Al-assisted compliance features.

Typically Saas only.

Audit evidence and compliance
status.

Reduced audit prep time and
automated evidence collection.

’ Count the rows where your current tool falls into the right column.

That is the size of your governance gap.

ENTERPRISE GRC PLATFORM OR COMPLIANCE TOOL?
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® LockThreat CHAPTER 5 - VENDOR QUESTIONS

— CHAPTER 05

15 Questions to Ask Any Vendor

Bring these to your next demo or RFP. The answers will tell you what you are really buying.

Governance & Risk

Show me how governance works in your product beyond storing policies. How do
you track ownership, attestation, and policy effectiveness?

How does your platform express risk in financial terms, not just heatmaps?

Do you support formal risk registers with inherent vs. residual scoring,
risk appetite, and key risk indicators?

How do you support separation of first, second, and third lines of defense?

Scope & Structure

Which departments beyond IT and cyber currently use your platform
in production?

Can you support multiple entities, business units, and jurisdictions with scoped
controls and inheritance?

Which personas does your platform serve today? CRO? Internal audit? Legal?
Procurement? Board? Who else?
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© LockThreat CHAPTER 5 - VENDOR QUESTIONS

Operational Depth

How do you deliver continuous assurance between audit cycles?

What Al governance and Al security capabilities do you have in production today,
not on your roadmap?

Can | deploy on-premises or in a private VPC, or is it SaaS only?

Implementation Reality

How long does a typical enterprise implementation take?

How many specialists do | need to implement the system?

After implementation, how many specialists will | need to run the platform day
to day?

Can your platform run alongside my existing GRC system during a transition period?
Or even run alongside my existing GRC system long-term, if | want to complement
my existing system but not yet replace it?

Can you connect us with a current customer, in a comparable industry, who can
describe the specific business outcomes they achieved in their first 12 months?
Not the features they used, but the actual results?

If a vendor struggles with questions 1through 10, you are looking at a compliance tool.
. If they score well on 1 through 10 but struggle with 11 through 15, you may be looking at
a legacy platform that has the depth but not the modern deployment model.
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f\@ LockThreat CHAPTER 6 - THE COST

— CHAPTER 06

The Real Cost of Getting It Wrong

This is not just a technology decision. It has real consequences for your program, your
organization, and your career.

Pick a compliance tool when you need a Pick alegacy platform when you need
platform, and you get: modern usability, and you get:
Gaps in governance that surface during A 12 to 18 month implementation before
board meetings. you see a single dashboard.
Risk reported in language your CFO A six-figure consulting engagement just
cannot use. to configure the system.

Separate tools for Al, cyber, and enterprise
GRC that do not talk to each other.

Two specialists who are the only people
who understand it.

Evidence that is always stale. A tool your organization resents instead

. . . . . of uses.
A "GRC program’ that is really just an audit

prep process.

And a platform that is powerful on paper but
And when the board asks "are we covered?”, underused in practice because nobody
the honest answer is: "only in IT and cyber, wants to log in.
and only as of last quarter.”

Choose based on features rather than business outcomes, and you get:

A platform that scores well in the demo, and may even pass a thorough vendor evaluation,
but is never implemented in a way that produces measurable results.

No way to tell, at renewal time, whether the investment was worth making.
A program that exists in the platform but not in the organization's operational reality.

Leadership that questions the budget, not because the platform failed, but because success
was never defined in terms they recognized.

This failure mode does not require choosing the wrong category of tool. It can happen even when the
right platform is selected. The missing ingredient is defining outcomes before evaluating features.
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® LockThreat CHAPTER 6 - THE COST

The market has forced this trade-off for years.

Deep enterprise GRC with painful implementations, or fast modern tools that only

cover compliance. That trade-off is not a law of physics. It is a product of how the
market evolved. And it is no longer the only option.

Y . The question is not ‘platform or tool?' The question is: does this solve

one-third of my problem, or all of it?
The Enterprise GRC

Buyer’s Guide Also download and read our companion guide, ‘The Enterprise GRC Buyer’s Guide.
How to Evaluate, Select, and Implement the Right Platform’. It includes a full
requirements worksheet to choose the right Enterprise GRC platform, a list of
common mistakes that derail GRC purchases, and much more.

www.lockthreat.ai/resources/ebooks _y
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f’@ LockThreat YOUR ACTION PLAN

— WHAT TO DO NEXT

What to Do This Week

You do not need to solve all this at once. But you should start with clarity about where
you stand today.

Audit your current setup.

Go back to the seven signs in Chapter 2. Be honest about what your current tool does and does not
01 do. If even one or two signs apply, you probably have a compliance tool, not a GRC platform; if three

or more signs apply, it is definitely a compliance tool. This means your program has gaps that will

surface at the worst possible time.

Run the 15 questions.

02 Whether you are evaluating new tools or pressure-testing your current vendor, these questions will
reveal the truth. Bring them to your next demo. Send them in your next RFP. The answers will separate

the platforms from the tools faster than any marketing website can.

Talk to your board.

Ask them what they expect from your GRC program in the next 12 months. Provide them with

03 options, not just a general, vague question. If the answer includes Al governance, enterprise-wide
risk visibility, continuous assurance, or reporting they can actually use, you nhow know what your
platform needs to deliver.
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LockThreat

See What Enterprise
GRC Platform Looks
LikeinPractice

LockThreat brings enterprise GRC, cyber compliance, and Al governance
and security together in one platform.

Full governance depth across every department and jurisdiction. Risk in
financial terms, from the analyst to the boardroom. Continuous
assurance across cloud, cyber, and enterprise applications. Al
governance and security built in, not bolted on. Deployed as Saas, private
VPC, or on-premises.

Live in weeks to months. No six-figure consulting engagement required.

SeeltinAction >

About LockThreat

LockThreat is the enterprise GRC platform for the era of Al, three layers within one platform: Enterprise
GRC, Cyber Compliance, and Al Governance and Security. A platform that combines a System of
Record, with a System of Defense for Al. Full governance, risk, and compliance across your entire
organization, not just IT and cyber. Deployed as Saas, private VPC, or on-premises to meet data
residency and sovereignty requirements. Serving enterprises in North America and the Middle East,
including regulated industries and government.

Learn more at www.lockthreat.com
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