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Confronting technical debt with integration 
can unlock the potential for long-term growth, 
increased efficiency, and real financial savings. 
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At the center of many organizations’ governance, risk, and compliance (GRC) challenges is 

technical debt resulting from fast-moving business needs, shifting priorities, and budget 

constraints. Over time, quick-fix implementations, standalone solutions, and legacy 

platforms have left many risk and compliance teams with fragmented technology stacks that 

are expensive to maintain, require multiple vendor contracts, and are difficult to navigate. 

While these systems may have been effective in isolation, together they create blind spots, 

inconsistent reporting, and operational inefficiencies that increase risk rather than reduce it. 

These issues are not just technical — they are strategic. Fragmented systems hinder the 

performance of enterprise-wide risk functions and prevent an organizations from maturing 

into a true integrated risk management (IRM) model, one built on visibility, coordination, and 

proactive oversight.

The impact of this time drain adds up quickly, especially when risk and compliance issues demand 

speed, accuracy, and cross-functional alignment. And the burden doesn’t fall on risk teams 

alone. IT leaders are tasked with more than maintaining systems — they’re expected to enable the 

business. But fragmented tools across GRC and audit functions make that difficult, increasing 

support demands, training requirements, and vendor oversight. Each additional system adds 

complexity in how data is handled and how much it costs to maintain, secure, and support. 

Introduction

On average, organizations spend more than 30% of their IT 
budgets and 20% of IT human resources on technical debt.

— Protiviti Global Survey of Technology Executives & Leaders1

When siloed systems multiply, so do the risks: missed deadlines, delayed responses, inconsistent 

data, and increased vulnerability to cyber threats and regulatory exposure. Addressing technical 

debt in the GRC stack can strengthen enterprise-wide resilience. By unifying risk-related 

systems, IT leaders can streamline complexity, empower stakeholders, and create a scalable 

foundation that reduces exposure while improving organizational performance.
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The Hidden Costs of Technical Debt

Most technical debt arises not from poor 

decisions but when organizations make 

necessary compromises between time, 

budget, and quality. Over time, siloed systems 

are adopted to meet specific functional 

needs, often under time and budget pressure. 

But as these point solutions proliferate, the 

organization inherits a patchwork of tools with 

overlapping functions, redundant data entry, and 

limited harmony. Over time, the cumulative cost 

of maintaining these fragmented systems can 

exceed the investment required to modernize.

Missed Opportunities
Teams lose countless hours toggling between platforms, entering the same data in multiple 
places, and chasing down inconsistencies — all delays that weaken risk oversight and make 
it harder to act on critical insights. When data is siloed, leaders can’t see the full picture, and 
the resulting lack of clarity ripples out into poor prioritization, missed deadlines, and delayed 
responses to regulatory changes. Instead of focusing on strategic risk reduction, teams are 
stuck reconciling reports, troubleshooting system issues, or backtracking through manual 
workflows. 

These inefficiencies also carry real financial costs. Multiple systems often mean multiple 
vendors, each with their own licensing fees, renewal cycles, service-level agreements, and 
support needs. Organizations not only miss out on bundled pricing opportunities but also 
spend additional time managing procurement processes, coordinating access reviews, and 
navigating overlapping responsibilities. 

Although implementing quick fixes may initially seem cost- effective, such decisions create 

a backlog of necessary updates and improvements that, when postponed, lead to missed 

opportunities and escalating vulnerabilities.

Source: National Library of Medicine,  
The Strategic Technical Debt Management 

Model: An Empirical Proposal2

Q
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https://pmc.ncbi.nlm.nih.gov/articles/PMC7198252/
https://pmc.ncbi.nlm.nih.gov/articles/PMC7198252/
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Escalating Vulnerabilities    
The National Vulnerability Database published over 40,000 common vulnerabilities and 
exposures (CVEs) in 20243 —  a nearly 39% increase from 2023 according to Cyber Press4 . It is 
becoming increasingly difficult for organizations to stay ahead of this accelerating volume of 
threats, especially when managing outdated or disconnected systems. 

Outdated and unsupported software introduces significant operational and security risks. 
Legacy systems often lack modern security protocols, making them more susceptible to 
breaches, downtime, and unauthorized access. Software that is no longer supported by a 
vendor does not receive critical updates or patches, leaving it vulnerable to bugs, performance 
issues, and potential security breaches. 

When GRC tools don’t integrate, they compound these risks. Inconsistent user access controls, 
disconnected workflows, and data silos create multiple points of entry and weaken overall 
security posture. Systems that cannot communicate or align on security protocols often leave 
gaps, making it easier for attackers to move laterally or go undetected.

The consequences go beyond technical inconvenience. System failures, breaches, or any other 

incident that causes unplanned downtime can delay or halt essential business processes, such 

as compliance reporting, incident response, regulatory submissions, or vendor assessments. 

The result: increased exposure, potential fines, reputational damage, and lost trust (both 

internally and externally). 
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A Roadmap for Addressing Technical Debt

Addressing technical debt effectively requires more than patching what’s broken — it demands a 

forward-looking strategy that supports resilience, scalability, and smarter risk management. The 

goal can’t just be modernization. It must also be transformation. The question isn’t whether to act, 

but how to act strategically and in alignment with broader business goals.

While each organization’s modernization transformation plan will address its unique challenges 

and needs, the following roadmap can help guide a practical, value-driven approach to GRC 

modernization:

Start with a clear vision of your desired end state. Define what the new system needs 

to accomplish before considering specific tools or technologies. What data needs to 

be centralized? What processes should be streamlined? What risks are most urgent to 

mitigate? Establishing these goals early ensures that system upgrades align with your 

broader risk, compliance, and operational strategies — not just short-term fixes.

Evaluate on-premise vs. cloud risks. On-premise systems carry significant risks, particularly 

for disaster recovery and consolidation. In contrast, cloud environments, like AWS, 

distribute risk among many users and benefit from extensive resources for issue resolution.

Identify realistic tradeoffs. Modernization doesn’t have to mean replacing everything at 

once. For example, if real-time updates are not essential in all areas, consider alternatives 

that update data less frequently but still meet the organization’s needs. Identifying these 

tradeoffs helps balance functionality with feasibility and cost.

Prioritize value-driven, bite-sized initiatives. Break down the system transition into smaller, 

value-driven components. Focus first on areas with the highest impact, like consolidating 

incident intake processes, automating compliance workflows, or centralizing vendor 

assessments. These high-value wins can reduce friction and build momentum internally for 

broader transformation.

Conduct regular technology audits. Audits will help prioritize updates and replacements 

based on where technical debt is concentrated and where risks are greatest. Look for 

redundant tools, unsupported software, and gaps in integration. Regular assessments help 

track progress and adjust priorities as your environment evolves.
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Invest in modernization projects with long-term payoff. Although modernization projects 

involve significant upfront costs, integrated platforms improve system reliability, reduce 

manual work, and deliver stronger security and reporting capabilities over time. The long-

term ROI often outweighs the short-term cost.

Adopt IRM solutions . Point solutions solve individual problems. Integrated platforms solve 

the bigger picture. A modern IRM platform consolidates risk, compliance, safety, and 

audit data from multiple sources to provide a comprehensive source of truth — reducing 

the need for multiple point solutions, contracts, and vendors. This iconsolidation not only 

streamlines workflows and enhances decision-making, but it also reduces licensing costs 

and simplifies vendor management. 

A Gradual Modernization Approach

In the pursuit of technological advancement, a gradual modernization approach can provide a 

strategic pathway to transformation while minimizing risks. 

Middleware solutions can serve as a crucial bridge between old and new systems or on-prem 

and cloud environments. They facilitate incremental upgrades, allowing organizations to 

modernize their technology stack without the need for disruptive, large-scale replacements. 

Similarly, an API-first or custom-APIs approach helps integrate disconnected tools, allowing 

GRC functions like compliance tracking, incident intake, and third-party management to 

operate across systems. 

These incremental steps offer flexibility while laying the groundwork for long-term system 

consolidation, giving you more time to align IT and risk priorities and demonstrate quick wins 

that build stakeholder buy-in.

6
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Improving Technology ROI  
by Reducing Total Cost of Risk 

Risks rarely occur in isolation. A seemingly isolated incident — such as a third-party failure, 

missed compliance deadline, or internal control breakdown — can create a ripple effect across 

the organization, including audit scrutiny, reputational damage, or regulatory action. Siloed 

data obstructs the ability to connect related incidents, identify root causes, and take corrective 

actions, undermining the effectiveness of risk management teams struggling to allocate 

resources efficiently and intervene in a timely manner.

The total cost of this risk (TCOR)  encompasses all expenses associated with risk management, 

including insurance premiums, retained losses, administrative overhead, and lost productivity. 

Technical debt increases TCOR by introducing inefficiencies, duplicating work, and delaying 

critical processes. 

Common symptoms of rising TCOR in fragmented environments include:

• Prolonged case resolutions: Disconnected data extends case lifecycles, increases costs 
per incident.

• Missed deadlines: Delays in addressing exposures or compliance needs can lead to 
penalties and greater liabilities.

• Inflated operational costs: Multiple systems means higher maintenance, training, and 
administrative overhead.

• Duplicated vendor spend: Relying on multiple platforms often means overlapping licensing 
fees, inconsistent contract terms, and increased procurement workload.

• Limited risk prevention: Siloed data restricts early risk detection and mitigation, whereas 
integration enables proactive management. 

An integrated platform helps reverse this trend by consolidating claims, compliance, audit, safety, 

and third-party data into a “single source of truth” that provides insight into risk drivers so that 

organizations can act faster. Automated alerts and workflows streamline investigations, while 

real-time dashboards enhance executive visibility into exposures and trends. 
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Figure: The ROI of Integration

Technical Debt  
Reduction

ROI 100
Investment in Integration

Productivity  
Gains

Training Cost  
Reduction

Productivity Gains Time saved by risk professionals and IT teams working 

more efficiently due to integration. Examples include faster 

workflow, unified data access, faster intake and triage, 

reduced manual work, and unified reporting.

Training Cost Reduction 

Technical Debt Reduction 

Investment in Integration

Cost saved by reducing the need to train staff on multiple 

systems. 

Avoided costs of managing, licensing, and supporting 

multiple systems, including maintenance, updates, vendor 

support, and redundant platform fees. With fewer vendors 

and tools in the mix, organizations also benefit from 

simplified procurement, reduced administrative burden, 

fewer renewals to manage, and greater leverage in pricing 

negotiations.

Total cost of implementing the integrated platform, from 

licensing to transition costs.  
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Conclusion

Reducing technical debt through system integration is a strategic imperative that goes beyond 

IT considerations. It is a business-critical shift that empowers organizations to manage risk more 

proactively and perform more efficiently.

The cost of maintaining siloed, fragmented systems is no longer sustainable. Disconnected 

platforms slow response times, inflate operational costs, and increase exposure to cyber threats, 

regulatory non-compliance, and reputational damage. 

IRM solutions offer a more resilient and cost-efficient foundation. By consolidating data and 

tools across risk domains, these platforms reduce technology costs while improving oversight, 

responsiveness, and overall organizational performance. These solutions allow for proactive 

interventions that simply aren’t possible with fragmented systems, making it easier for teams 

to prioritize what matters, respond swiftly to emerging risks, and continuously improve their 

performance.

For IT leaders, this is an opportunity to do more than maintain systems — it’s a chance to transform 

how the organization manages risk. 

About Origami Risk 

Origami Risk delivers market-leading risk, safety, quality, and compliance management 

solutions — all from a single, integrated platform that breaks down data silos, streamlines 

workflows, and uncovers insights that contribute to improved organizational performance. The 

most experienced service team in the industry ensures that client success is our central focus.

Visit origamirisk.com/solutions/grc or contact us at info@origamirisk.com to learn more 

about Origami Risk’s holistic approach to GRC and other ways to reduce your technical debt.

1 https://www.protiviti.com/us-en/global-technology-executive-survey

2 https://www.ncbi.nlm.nih.gov/pmc/articles/PMC7198252/

3 https://nvd.nist.gov/vuln/search/statistics?form_type=Advanced&results_type=statistics&search_
type=all&isCpeNameSearch=false&pub_start_date=01%2F01%2F2024&pub_end_date=12%2F31%2F2024

4 https://cyberpress.org/over-40000-cves-published-in-2024/

https://origamirisk.com/solutions/grc
mailto:info%40origamirisk.com?subject=
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Integrated Risk Management (IRM)  
Technology Implementation Checklist  

Conduct a Technology Audit

Existing systems assessment:   Evaluate current risk management tools, systems, and 

processes to identify inefficiencies, redundancies, technical debt, and operational silos.

Data integration review: Examine how risk events, compliance documentation, audit trails, 

vendor assessments, and incident reports are currently managed and shared.

Gap identification: Pinpoint areas where fragmented or outdated systems are impacting 

operational efficiency and patient care .

Budget and resource allocation: Analyze how much of the IT budget and human resources 

are spent on maintaining technical debt. 

Develop a Modernization Roadmap

Define objectives: Set clear, long-term goals for the IRM system, focusing on functionality, 

capabilities, and alignment with strategic objectives.

Evaluate risks: Compare the risks associated with on-premise vs. cloud solutions, 

considering disaster recovery, scalability, and cost.

Identify trade-offs: Assess potential trade-offs between immediate needs and long-term 

system sustainability, including balancing functionality with cost and feasibility.

Prioritize initiatives: Break down the modernization plan into smaller, value-driven 

components for incremental implementation.

Phase implementation: Roll out the new system in phases to manage risks and minimize 

disruptions.

Incorporate end-user needs: Gather input from end users to ensure the system meets 

practical needs and improves workflow.
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Address Initial Resistance to Ensure Smooth Transitions

Engage stakeholders: Involve key stakeholders early in the decision-making process to 

build buy-in and gather input.

Communicate benefits: Clearly articulate the advantages of the new system to all 

departments to foster collaboration and address concerns.

Facilitate feedback: Hold regular sessions to address feedback and adjust plans as 

needed to minimize resistance.

Provide comprehensive support: Offer extensive training and support during each phase 

to facilitate adoption and transition.

Streamline Training Programs

Assess training needs: Evaluate the current skill levels of staff with respect to existing 

technologies and identify gaps.

Design training modules: Develop comprehensive, role-specific training programs 

covering new systems and features.

Ensure continuous learning: Implement ongoing training and support to adapt to future 

updates and advancements.

Evaluate ROI and Adjust

Measure productivity gains: Track improvements in efficiency and time saved in system 

maintenance, patching, user support, and vendor coordination. 

Calculate training cost reductions: Assess savings from reduced need for training on 

multiple systems.

Analyze technical debt reduction: Evaluate IT and operational cost savings from 

maintaining fewer, more integrated systems.

Compare to the investment: Review the total cost of implementing the integrated 

platform, including licensing and transition costs, against the anticipated benefits.

Reinvest freed resources: Develop a plan to shift savings toward innovation, analytics, or 

staff development.
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Origami Risk empowers leaders in insurance, risk, and safety with a purpose-built, 
cloud-native platform that optimizes workflows for better data, better insights, 
and better collaboration. Through highly configurable solutions integrated on a 
single platform, Origami Risk supports the management of the full lifecycle of risk, 
from prevention to recovery — helping the experts reduce harm and loss, and 
respond more rapidly and effectively when it happens. Grounded in continuous 
innovation and a foundational focus on client success, Origami Risk is trusted by 
leading organizations to enable greater resilience as they build for the future. 

For more information, visit origamirisk.com
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