EXECUTIVE LEADERSHIP IN
PRACTICE - RISK MANAGEMENT

Data Privacy and Evolving Data
Governance

A Client Advisory Briefing for C-Suite and
Senior Executives. Aligning enterprise
resilience with escalating regulatory and
technological demands.
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By the end of this briefing, you will be able to
assess your organization’s data governance
maturity against current regulatory
expectations and identify the three highest-
priority actions for your leadership team.

A definitive roadmap for moving from paper compliance to
operational resilience.

EXECUTIVE LEADERSHIP IN PRACTICE - RISK MANAGEMENT | © 2026 Andres J. Castaieda



Regulatory Enforcement Has Shifted From Policy
Deficits to Operational Gaps

3.425 August 3X
Billion 2026 Growth

US state privacy fines EU Al Act full GenAl usage tripled
fines reached 3.425 enforcement begins while data policy
billion in 2025. August 2026. violations doubled.
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The Strategic Governance Disconnect

Surface Issue Deeper Challenge
Compliance programs exist on Governance maturity has not kept
paper. Policies are written and pace with data proliferation and Al
frameworks are documented, adoption. Actual data practices

creating a false sense of security. routinely bypass official controls.

Decision Tension: Invest now or absorb escalating
regulatory and operational risk.
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The Gap Between Blueprint and Reality Policy

Data governance
maturity is like
building codes.

You can occupy the building without them,
but when the earthquake hits, the gap
between policy and practice becomes

the liability.

Practice
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Critical Realities for Enterprise Leadership

Enforcement
Acceleration

Regulators are shifting from
warnings to proactive system
testing and massive penalties.

Board-Level
Accountability

The regulatory standard has
shifted liability directly to

executive leadership and directors.

Al Governance Gaps

Foundational models are
absorbing proprietary data
without corresponding access
controls.

Shadow Al Risk

Ungoverned employee adoption
creates blind spots where
intellectual property flows

outside corporate perimeters.

The Maturity Gap

Fewer than 5 percent of
organizations operate at an
optimized data governance level.
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The Material Impact of Governance Deficits

3.425B /.1B

in US state fines (2025). cumulative GDPR fines.

670K 55% 2.22M
O o
added breach cost from of large public companies reduction in breach costs
shadow Al. now have executive-level for organizations with Al
CISOs (up from 34%). security automation.
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Commercial and Strategic Implications

Governance gaps become board-level liability as
enforcement intensifies.

Al adoption without data governance controls
creates compounding risk.

Organizations that build governance maturity now
gain competitive and regulatory advantage.
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Required Executive Actions

2

3

Commission a data Establish Al-specific Elevate data
governance data governance governance
maturity controls before EU reporting to board
assessment within Al Act enforcement or risk committee

1

90 days. in August 2026. level.
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Diagnostic Questions for Your Operations Teams

o How do we know our data governance controls match our actual data
practices?

Who is accountable for Al data governance at the executive level?

What is our exposure if a state AG or EU regulator investigates us
tomorrow?

Are we tracking shadow Al usage and its impact on data policy
compliance?

When did the board last review our data governance maturity?
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Executive Synthesis and
Next Moves

What This Clarified
The enforcement landscape has shifted from awareness to penalties.

What Leaders Can Now Do
Prioritize governance maturity, Al controls, and board-level accountability.

Next Move
Schedule a data governance maturity assessment.

EXECUTIVE LEADERSHIP IN PRACTICE - RISK MANAGEMENT | © 2026 Andres J. Castaneda



CONTACT

Let's continue the conversation.

Available for advisory engagements, board conversations, and speaking
opportunities on modern financial crime strategy, AML transformation, and risk

leadership.
EMAIL ajc@andresjcastaneda.com PHONE +1 954.817.0663
WEB andresjcastaneda.com LINKEDIN  [inlandrescastaneda

BASED IN  Miami, Florida — available globally

T

Andres J. Castaneda
GLOBAL RISK MANAGEMENT EXECUTIVE

Let's connect. —
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