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Disclaimer
This material is provided for informational purposes only and does not constitute legal advice.
Organizations should consult qualified legal counsel regarding the application of privacy, data

protection, and AI governance laws to their specific circumstances.



Leading a privacy function over time introduces a different kind of challenge than stepping

into the role for the first time. You are no longer inheriting a system; you are responsible

for ensuring that system continues to operate effectively as the business evolves. In

practice, mature privacy programs are unlikely to fail in overt ways. More often, they

become misaligned gradually. The policies remain in place, workflows continue to run, and

controls appear intact, but the business has moved - new products, expanded data use,

increased reliance on AI, and heightened revenue pressure - while the privacy function

remains calibrated to an earlier version of the company.

This misalignment is where friction begins to surface in ways that are both familiar and

consequential. Deals slow under scrutiny, product teams work around controls to meet

timelines, and AI initiatives move forward without consistent governance. The question is

no longer whether the program exists, but whether it remains aligned to how the business

actually operates and grows today. 

For many privacy leaders, particularly those with legal or compliance backgrounds, the

idea that privacy should play a role in revenue can feel uncomfortable. The function has

been built, and credibility earned, on independence, rigor, and risk containment. 

This guide does not suggest a departure from those principles. Rather, it reflects today’s

reality: privacy decisions already shape how and whether the business grows. The relevant

question is not whether privacy influences revenue, but whether that influence is

structured, intentional, and aligned with how the organization operates.
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The pressure manifests in procurement

cycles that stall under privacy review, in

enterprise customers who expect clear

and defensible answers about data

governance and AI usage, and in

expansion efforts constrained by unclear

or inconsistent data practices. These are

not abstract risks; they are operational

constraints that directly affect how and

when revenue is realized. This does not

alter the role of privacy as a control

function, but it does make the timing and

integration of that function far more

consequential. 

Even if you understand your operating environment, it is changing around you. Privacy

leaders in the United States operate within a fragmented legal framework, uneven

enforcement patterns, and rapidly increasing market expectations. What was sufficient

just twelve months ago may no longer reflect current risk, or opportunity. If privacy is

positioned solely as protection against enforcement, investment and influence will remain

constrained. 

In practice, enforcement is rarely what forces change inside the business. Growth is.

1. The Environment You Are Leading In
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In practice, 

privacy becomes 

urgent not through

enforcement, but when it

begins to constrain growth.

Privacy leadership sits at the intersection of regulatory compliance, product development,

operational resilience, and commercial execution, with a mandate that extends beyond

avoiding downside to enabling the business to move forward with confidence.



A mature privacy program is not a static collection of policies; it is an operating model

that must function consistently across the organization. Most organizations can point to

the right components on paper - governance structures, data maps, policies, training,

vendor oversight, and incident response processes - but the challenge lies in how those

components operate together in practice. Data maps may exist but are not used in

product decisions; vendor reviews may occur but too late to influence procurement;

privacy may be introduced after key product decisions are already fixed; and AI use may

expand without consistent oversight.

The result is a function that appears complete yet does not reliably influence outcomes. A

modern privacy function must therefore be integrated, not merely present. Governance

must be clear, with defined authority and reporting lines that connect privacy to

enterprise decision-making. Regulatory intelligence must anticipate direction rather than

simply track change. Data visibility must support real decisions and not just

documentation in areas such as product design, incident response, and AI governance.

Privacy by design is particularly critical in SaaS and AI-driven environments, where privacy

risk is product risk and early integration reduces friction while late intervention creates it. 

AI governance reinforces this need for integration. It does not emerge as a separate

discipline in practice but builds on the same foundations that privacy programs have long

developed: data provenance, purpose limitation, transparency, retention, and

accountability. Whether or not privacy formally owns AI governance, the effectiveness of

AI oversight will depend heavily on the strength of privacy operations. Where privacy

governance is weak, AI risk is difficult to assess and even harder to manage; where it is

strong, organizations are better positioned to deploy and defend AI systems with

confidence.

2. The Modern Privacy Function: End-to-End
Capabilities
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AI governance is only as strong as 

the privacy foundation it is built on.



Privacy programs do not remain aligned by default. Over time, assumptions take hold,

priorities shift, and gaps emerge between how the program is designed and how the

business actually operates. This framework provides a structured method to step back,

reassess, and realign the function. It is organized into four phases - Diagnose, Stabilize,

Elevate, and Educate - each of which builds on the last to move from assessment to

alignment.

3. A 90-Day Privacy Reset Framework
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Phase 1: Diagnose

This phase is less about gathering new information than it is about challenging what is

already believed to be true. 

In many organizations, prior assessments were directionally correct but are no longer

decision-useful because they reflect a past version of the business rather than the current

one. The objective is to understand how the organization actually operates today - not how

it is intended to operate. This includes examining data visibility in practical terms,

reassessing stakeholder influence across Legal, Security, Product, and Revenue teams,

and identifying where risk is concentrated based on current products, data use, and

market activity. 

It should also surface where privacy decisions are already affecting business outcomes.

This is often visible in sales cycles that slow under scrutiny, product initiatives that require

late-stage redesign, or AI use cases that proceed without clear governance. These are not

isolated issues but indicators of misalignment. Assessing the current AI landscape is

particularly important, as many organizations have expanded AI usage faster than

governance structures have evolved, creating gaps in visibility, accountability, and

defensibility.
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Phase 2: Stabilize

Once gaps are identified, the next step is to restore consistency and control. Stabilization

is not solely about reducing risk; it is about providing predictability in how the

organization operates. 

When governance is inconsistent, decisions escalate, timelines extend, and teams default

to reactive problem-solving. When governance is clear, decisions can be made earlier and

with greater confidence. This phase includes clarifying decision rights, addressing high-

risk gaps, structuring incident response, and establishing consistent reporting that

connects privacy to enterprise risk and performance.

It also requires integrating privacy into broader risk management processes so that data-

related risks are evaluated alongside financial and operational considerations. This is

particularly important for AI-related initiatives, where unclear ownership and inconsistent

standards can quickly create both operational and reputational exposure.

Phase 3: Elevate

This phase is where the role of privacy becomes more visible in how the business

operates.

 At this stage, privacy leaders are not being asked to take on more risk, but rather to

reduce friction without compromising standards. In practice, this is most evident in

revenue-related workflows. Enterprise customers expect clear, consistent answers about

data use, retention, and AI governance; when those answers are readily available,

procurement moves efficiently, and when they are not, deals slow or escalate.

This dynamic does not reflect a shift toward privacy as a revenue function. It reflects the

reality that privacy decisions directly affect whether the business can move forward with

confidence. Elevation therefore requires embedding privacy into product development,

procurement, and AI governance processes early enough to shape outcomes rather than

reacting to them after decisions have already been made.
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Phase 4: Educate

The final phase focuses on aligning leadership around a clear and forward-looking view of

the privacy function, often through a “State of Privacy and Strategic Direction” narrative. 

The objective is not to restate compliance activity but to present privacy as a managed

capability with measurable impact. This includes making explicit where privacy is already

influencing business outcomes - revenue realization, product timelines, operational

efficiency, and readiness for AI governance.

It also includes defining clear priorities, establishing meaningful metrics, and

communicating what will not be addressed immediately. For many organizations, this is

the point at which the connection between privacy and AI governance becomes most

visible, as effective AI oversight depends on the same controls, visibility, and

accountability structures that privacy programs are designed to provide.



Privacy programs are often justified in terms of regulatory risk. While that framing remains

important, it does not fully capture how privacy functions operate in practice. In most

organizations, privacy decisions already influence revenue, product development, and

technology adoption. The impact is not theoretical; it is visible in how quickly deals close,

how efficiently products launch, and how confidently new technologies, particularly AI,

are deployed.

Privacy maturity affects revenue by shaping procurement outcomes, as clear and

consistent answers to diligence questions reduce friction and build trust, while

uncertainty slows or derails deals. It affects operational efficiency by reducing rework,

simplifying data management, and improving incident response readiness. It affects

strategic agility by enabling organizations to adapt to regulatory change and enter new

markets without significant redesign. It affects trust by ensuring that data practices can

be explained and defended when scrutiny arises. These outcomes are not the result of

lowering standards but of applying those standards in a way that aligns with how the

business operates.

4. Moving Beyond Compliance: How Privacy
Drives Strategic Value & Adaptability
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Future-proofing is not a separate

initiative; it is a function of how well

the privacy program is designed.

Organizations that rely on rigid

controls and reactive processes often

struggle to adapt as regulatory

expectations evolve or new

technologies are introduced. By

contrast, programs built on clear data

governance, consistent decision-

making frameworks, and flexible

system design are better positioned to

respond to change without disruption.

Where Privacy
Drives Value

Faster deal cycles
More efficient product and
AI deployment
Greater adaptability to
regulatory change and new
markets



Privacy Governance as the Foundation for AI Governance
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As organizations expand their use of AI, the distinction between privacy governance and AI

governance becomes increasingly difficult to maintain in practice. Questions regarding

training data, model inputs, transparency, retention, and accountability are, at their core,

extensions of privacy principles. Organizations with mature privacy programs are

therefore better positioned to implement effective AI governance - not because privacy

owns AI, but because the necessary structures are already in place.

Conversely, where privacy governance is underdeveloped, AI initiatives often outpace the

organization’s ability to assess and manage risk, creating exposure that is difficult to

remediate after deployment. In this way, privacy governance functions as foundational

infrastructure for responsible AI adoption.

This becomes particularly important in the context of AI. The pace of development and

regulatory uncertainty means that organizations cannot rely on static rules alone. They

must be able to evaluate new use cases, assess risk in context, and apply existing

principles to novel scenarios. Privacy governance provides the structure for doing so.



Over time, privacy leadership becomes less about building the function and more about

reinforcing its role in how the company operates and succeeds. The most effective leaders

are not those with the most comprehensive frameworks, but those who ensure the

function remains aligned to how the business actually operates, and who are willing to

adjust that alignment as conditions change. This does not require a change in core

principles; it requires judgment in how those principles are applied.

That shift is as much personal as it is organizational. The role expands from advising on

risk to shaping how the business makes decisions under uncertainty. It requires

developing fluency in product, revenue, and technology, not to replace expertise, but to

ensure it is applied at the right moments, before constraints become fixed.

The role is no longer defined solely by preventing negative outcomes, but by ensuring the

organization can move forward - with new products, new markets, and new technologies -

with decisions that are structured, defensible, and aligned. This is particularly true in the

context of AI, where the foundations established by privacy programs increasingly

determine whether innovation can proceed responsibly.

Privacy is not separate from how the business grows. It is part of the system that

determines whether that growth is possible, and how confidently it can be pursued.

5. The Leadership Opportunity
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Her background includes serving as general counsel for a venture-funded

healthcare startup and a SaaS software business, as a senior business

lead for large enterprise technology companies such as Apple and

Microsoft, and as lead negotiator for global enterprise SaaS and privacy

agreements. 

Lauren holds the designations of Certified Information Privacy

Professional/US, Certified Information Privacy Manager, Fellow of

Information Privacy, and AI Governance Professional. She writes

extensively on the intersection of technology and privacy law, and

previously served as RadarFirst’s Chief Legal Officer for more than four

years. Learn more at www.wallacetechlaw.com.

 CONTINUE THE CONVERSATION

Lauren Wallace is a tech and privacy

attorney and business executive with

experience in both in-house and large law

firm settings, as well as specializations in

technology transactions and global privacy

law. 

About the Author

If you’re thinking through how to

operationalize this in your own

environment, we’d welcome the

conversation.

Let’s talk

https://www.radarfirst.com/demo-request/?utm_source=cpoguide&utm_medium=content&utm_campaign=cpoguide
https://www.radarfirst.com/demo-request/?utm_source=cpoguide&utm_medium=content&utm_campaign=cpoguide
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