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The Market Has Shifted

Why Sub-Tier Visibility Is No Longer Optional

The supply chain visibility problem has fundamentally shifted. Traditional supplier screening was

designed around tier-one relationships. But McKinsey's research is unambiguous: most disruptions
originate in deeper supply-chain tiers.

Tier-one screening creates false control. In McKinsey's research, 45% of organizations reported

either no upstream visibility or visibility limited to tier-one suppliers. For a CFO or procurement

executive, that gap represents material risk: if you cannot see beyond your direct suppliers, you

cannot defend against upstream disruptions, sanctions exposure, forced labor concerns, or

geopolitical concentration.

Tier-two and tier-three visibility remains rare. Only 2% of executives said they understood

suppliers in the third tier and beyond. Yet for certain categories—semiconductors, electronics, raw

materials—tier-three exposure can represent material economic or compliance risk. The market has

not yet scaled solutions for network-wide visibility.

UFLPA enforcement is accelerating compliance scrutiny. The Uyghur Forced Labor Prevention

Act shifted the burden of proof onto importers. It is no longer sufficient to have indirect assurance;

enterprises must document affirmative efforts to identify and exclude forced labor risk. Passive

screening is insufficient. A defensible program requires active network analysis and documented due

diligence.

For buyers: If your organization has not explicitly mapped visibility below tier one, you likely have

a control gap. The question is not whether to invest in sub-tier visibility, but how quickly you can

establish it.



The Real Obstacle Is Alignment

Why Supply Chain Risk Programs Stall at the Buying Committee

Supply chain risk platforms are unusually difficult to procure because they sit at the intersection of

several competing institutional priorities:

Procurement wants speed, workflow fit, and supplier throughput. Delay in approval cycles is costly.

Compliance / Legal wants documented defensibility and evidence quality. A tool that produces flags

without justification creates risk.

ESG / Sustainability wants network visibility and reporting support. Disconnected data reduces

credibility with external stakeholders.

Security may want ownership and control transparency for technology vendors. New integrations

introduce risk vectors.

Finance wants disciplined spend, reduction of duplicated effort, and a credible path to value.

Headcount reduction or process efficiency gains are expectations.

The result is what Forrester observes in strategic B2B purchasing: a large and growing number of

stakeholders, multi-department participation, and a high rate of stalled decisions. The buyer is not

merely selecting a platform; they are building an internal coalition capable of approving one.

For buying committees: A successful evaluation process should generate evidence for each

stakeholder group rather than assuming one demo will satisfy all of them. Assign ownership for

piloting against each stakeholder's specific success criteria.



What a Mature Program Looks Like

The Evolution from Tier-One Screening to Network-Wide Visibility

Supply chain risk programs mature through distinct stages. Understanding where your organization

sits on this continuum helps frame what you need from a vendor.

Stage 1: Tier-One Screening Only: Buyers rely on direct-supplier questionnaires, sanctions

screening, and basic financial data. No visibility below tier one. High operational risk for categories

with deep or opaque supplier structures.

Stage 2: Intermittent Sub-Tier Research: Compliance or procurement teams conduct manual

research for high-risk categories. Time-intensive. Evidence is often fragmented across email and

spreadsheets. Difficult to scale or audit.

Stage 3: Integrated Tier-One + Selective Sub-Tier: Supplier management system integrates

automated screening for direct suppliers. Sub-tier research is systematic but often limited to specific

geographies, categories, or spend thresholds.

Stage 4: Network Visibility with Continuous Monitoring: The organization can view multi-tier

supplier networks and detect changes in real time. Compliance and procurement workflows are

integrated. Cross-functional reporting is systematic.

Stage 5: Predictive & Scenario Modeling: The organization can model supply chain risk under

different scenarios. Scenario planning and what-if analysis inform sourcing and geographic

diversification strategy.

For mature buyers: If you are currently in Stage 1 or 2, your first investment should focus on

Stage 3–4 capabilities: automated sub-tier discovery and integrated workflows. Advanced

forecasting and scenario modeling can follow.



Aligning Your Buying Committee

What Each Stakeholder Needs to See

A strong evaluation process should generate evidence for each of these audiences rather than

assuming one demo will satisfy all of them.

Stakeholder Primary Concern What They Need

<b>CFO / Finance</b> Why this spend is justified Economic logic, reduced fragmentation

<b>Procurement</b> Workflow fit Process fit, implementation model

<b>Legal / Compliance</b> Defensibility Source evidence, review trail

<b>ESG / Sustainability</b> Reporting support Network visibility, evidence quality

<b>Security / IT</b> Governance risk Architecture, integrations, controls

Assign ownership for piloting against each stakeholder's specific success criteria. For example,

Procurement might own a workflow integration test; Finance might own total cost of ownership

analysis; Legal might own evidence quality review.



The Evaluation Framework

5 Vendor Requirements for Supply Chain Risk

These five capabilities should form the basis of your vendor evaluation. Test each in a hands-on POC

with your own supplier data.

1. Sub-Tier Discovery

A platform cannot credibly claim to solve supply chain risk if it is limited to direct-supplier screening.

The decisive question is whether it can surface meaningful network structure below tier one.

What to test:

• Automated discovery below direct suppliers

• Practical depth of network mapping

• Where automation ends and manual research begins

2. Ownership Resolution

Sub-tier visibility often depends on the ability to resolve ownership and control across complex

supplier structures. This is especially important where intermediaries, holding companies, or opaque

jurisdictions obscure upstream exposure.

What to test:

• Layered supplier structures

• Ownership depth across multiple jurisdictions

• Clarity of control logic where structures are indirect



3. Forced Labor & Upstream Exposure Analysis

For many buyers, the real test is whether the platform can support evidence-backed analysis of

upstream exposure related to forced labor risk. A mere flag is insufficient.

What to test:

• Upstream exposure identification beyond direct suppliers

• Results backed by intelligible evidence

• Output usable for internal governance

4. Procurement & ERP Workflow Integration

A platform that produces analytically interesting results but cannot fit into approval workflows may still

fail procurement. Operational embedability is a first-order requirement.

What to test:

• Integration with procurement and ERP environments

• Supplier review in-line with approval workflows

• Residual burden of manual reconciliation

5. Cross-Functional Reporting

Because this category often serves procurement, compliance, legal, ESG, and executives, the

platform should support output usable across functions.

What to test:

• Evidence-backed, time-stamped reports

• Outputs usable by non-specialists

• System support for governance review



Common Failure Modes

Where Supply Chain Risk Purchases Go Wrong

Learning from common mistakes can accelerate your procurement decision and help you avoid costly

false starts.

Buying for Procurement Alone: A platform that fits procurement workflows but cannot generate

outputs for Legal, Compliance, or ESG often fails at post-purchase stage. Ensure the vendor can

support cross-functional use cases before signing.

Underestimating Integration Complexity: Supply chain risk platforms often require ERP

integration, data mapping, and workflow redesign. If the vendor cannot articulate a clear integration

model, budget for extended implementation.

Confusing Data with Insights: A vendor that produces raw supplier data but cannot support

defensible analysis creates compliance risk. Insist on evidence-backed findings, not just database

access.

Pilot Success That Doesn't Scale: A POC may work smoothly with curated suppliers but stumble

with a larger base. Test with representative data volume and complexity before enterprise

deployment.

Missing the Evidence Requirement: For Legal and Compliance, a finding without supporting

evidence is as risky as no finding at all. The vendor should provide clear evidentiary support for every

escalation.



Lessons from the Field

POC Design, Final Decision Criteria, and Implementation Readiness

Enterprise buyers who have successfully implemented supply chain risk platforms offer these

practical lessons:

POC Design: Use Real Data, Not Sanitized Samples: The most successful POCs use actual

supplier data. Sanitized data can mask integration complexity that will emerge at scale.

Assign a Cross-Functional POC Lead: A single project manager can coordinate, but the POC

should be staffed by representatives from Procurement, Compliance, and ESG. Each function should

drive its own success criteria.

Test Integration First, Analysis Second: Confirm that the platform can be integrated with your ERP

and that data flows correctly. Analysis quality can be tested offline.

Define a Clear Decision Threshold: Before the POC, agree on what 'pass' looks like for each

stakeholder group. Vague acceptance criteria lead to extended POCs and decision paralysis.

Budget for Workflow Redesign: Expect to redesign approval workflows, supplier update cycles,

and escalation procedures. This is a feature that drives value independent of the platform itself.

Supply chain risk is no longer a compliance-only concern. It is a strategic business priority. A platform

investment should be evaluated on the same rigor as any enterprise software acquisition: clear

stakeholder alignment, defined success criteria, and a realistic implementation timeline.



Appendices: Role-Specific Guidance



For the CPO / VP Supply Chain

As the primary champion of supply chain risk investment, your success metrics should focus on

operational capability and stakeholder alignment. Your Key Questions: • Does this platform fit into

our sourcing workflows without disrupting throughput? • Can Procurement staff use the platform with

minimal training? • What is the integration effort with our ERP? • How will we staff the ongoing

monitoring and escalation function? Success Metrics for Your Function: • Reduction in manual

supplier research time per assessment • Increase in sub-tier visibility coverage as % of total supplier

base • Approval cycle time impact (should improve or remain neutral) • Escalation throughput (# of

suppliers reviewed per month) Implementation Priorities: 1. ERP integration and workflow mapping

2. Supplier data standardization and import 3. Approval workflow redesign 4. Staff training and

change management What to Look for in a Vendor: • Clear ERP integration roadmap with your

specific system • Proven implementation experience in your industry vertical • Reference customers

with similar procurement complexity



For the Head of Sustainability / ESG

Supply chain risk platforms are increasingly central to ESG reporting and external stakeholder

credibility. Your priorities should center on network visibility and evidence quality. Your Key
Questions: • Can this platform surface multi-tier supplier networks for ESG risk mapping? • Does it

support evidence-backed reporting for external audiences? • How frequently is the data refreshed? •

Can it support scenario modeling for carbon footprint or labor risk? Success Metrics for Your
Function: • Expansion of upstream supplier network visibility (% of suppliers mapped to tier-2/3) •

Improvement in ESG risk scoring confidence • Reduction in time required to generate compliance

reports • Stakeholder credibility (external audit pass rate) Implementation Priorities: 1. Alignment

with your existing ESG reporting framework 2. Integration with your corporate reporting system 3.

Training for report generation and stakeholder communication 4. Alignment with external auditors and

rating agencies What to Look for in a Vendor: • Strong ESG data coverage (labor, environment,

governance) • Integration with common ESG reporting standards (GRI, SASB, CSRD) • Support for

supply chain scenario modeling



For the CISO / Head of Security

Supply chain risk extends to technology and service provider risk. Security's role is to ensure the

platform itself does not introduce governance or data residency concerns. Your Key Questions: •
What is the vendor's data handling and residency policy? • Are there integrations with our SIEM or

identity systems? • What authentication and authorization controls are available? • How is the vendor

audited (SOC 2, ISO 27001)? • Does the platform support our network access and DLP policies?

Success Metrics for Your Function: • Zero security incidents related to the platform •

Comprehensive audit trail for all supplier risk escalations • Real-time visibility into technology vendor

risk • Compliance with internal data governance requirements Implementation Priorities: 1. Security

assessment and penetration testing 2. Network and identity integration planning 3. Data classification

and DLP rule configuration 4. Ongoing vendor security posture monitoring What to Look for in a
Vendor: • SOC 2 Type II certification • Transparent security and privacy documentation • Willingness

to undergo customer security assessments



For the General Counsel

Legal's primary concern is defensibility. The platform should support evidence-backed

decision-making that can withstand external inquiry, audit, or litigation. Your Key Questions: • How

is the vendor's evidence sourced and validated? • Can the platform generate audit trails for every

escalation? • What is the vendor's liability model for incorrect findings? • Does the platform support

chain-of-custody tracking? • How does the vendor handle disputes over findings? Success Metrics
for Your Function: • Defensibility of all supplier risk escalations (audit pass rate: 100%) • Reduction

in outside counsel hours for supplier due diligence • Documented compliance with UFLPA, sanctions,

and relevant regulations • Clean audit findings related to supplier risk governance Implementation
Priorities: 1. Review vendor's evidence standards and methodology 2. Establish governance for

findings review and escalation 3. Design audit trail and documentation procedures 4. Alignment with

regulatory reporting requirements What to Look for in a Vendor: • Transparent methodology for all

findings and risk flags • Detailed, intelligible evidence for every escalation • Reference customers in

regulated industries (financial services, energy, defense)



Sources & Methodology

Data Sources:
• McKinsey & Company. "Supply Chain Resilience: Building the Foundation for Disruption

Management." 2024–2025

• McKinsey & Company. "The State of Supply Chain Visibility." 2023

• Forrester Research. "Strategic B2B Buying in 2025: Stakeholder Complexity and Decision Velocity."

2025

• Sayari Analytics Enterprise Survey. "Third Party Risk and Supply Chain Visibility." 2025

Methodology:
This guide synthesizes research from industry analysts, regulatory guidance (including UFLPA), and

insights from enterprise buyers of supply chain risk platforms. The framework reflects common

patterns in procurement decisions, stakeholder alignment, and post-purchase implementation

success and failure.
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