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Purpose of this Whitepaper 
This is a practitioner-oriented implementation guide, not a legal opinion. 

India's Digital Personal Data Protection framework is often discussed as a legal and IT compliance topic. That view is 
necessary, but incomplete for enterprises that operate through many branches, dealerships, franchises, agencies and 
customer-facing teams. 

For a multi-location enterprise, personal data is not collected by one department in one system. It is collected every day 
through campaign forms, landing pages, WhatsApp conversations, walk-ins, call centers, CRM entries, service reminders, 
events, partner agencies and local sales teams. DPDP readiness therefore depends on whether the enterprise can govern how 
customer data is collected, used, shared, retained, corrected, erased and evidenced across its operating network. 

Central thesis 

DPDP compliance will not succeed through policy documents alone. For multi-location enterprises, it must become an 
execution governance discipline. 

 

This paper introduces Execution Governance as the practical layer that converts privacy obligations into repeatable operating 
controls. It is written for business, technology, compliance, marketing and operations leaders who need to translate DPDP 
requirements into daily execution across distributed teams. 

Important note 

This whitepaper is for general business and governance discussion. It does not constitute legal advice. Organisations should 
consult qualified legal counsel for statutory interpretation and compliance decisions. 

 

The paper is intentionally structured as an implementation guide. It moves from regulatory context to operating model design, 
then to a practical checklist that leadership teams can use to assess current readiness. 
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1. Executive Summary 
DPDP changes the way enterprises must think about customer data. Under the DPDP Act, personal data processing is tied to 
lawful purpose, consent or certain legitimate uses, notice, security safeguards, and rights of the Data Principal. The DPDP 
Rules, 2025 further operationalise these responsibilities through consent notices, breach notification, contact points, rights 
handling, and phased compliance requirements as currently framed under the rules; organisations should confirm final 
interpretation through legal counsel[1][2][3]. 

The practical challenge is not only understanding the law. It is proving that the law is reflected in daily execution. 

In a centralised digital business, the data journey may be easier to map. In a multi-location enterprise, the same customer data 
may move from a lead form to a dealer, then to a CRM, then to a call center, then to an agency, then to a service follow-up 
process and finally into a head-office dashboard. Each movement creates governance questions. 

The enterprise question 

Can the organisation prove what happened to customer data after it was collected? 

 

This paper argues that DPDP readiness requires a middle layer between privacy policy and technology systems. That layer is 
Execution Governance. 

Execution Governance ensures that enterprise policies are consistently followed across people, processes, systems, locations 
and partners. It turns privacy requirements into controls for consent, access, workflow, auditability and continuous 
improvement. 

For enterprises preparing for AI-enabled operations, this discipline becomes even more important. AI Governance depends on 
lawful, relevant, representative, secure, traceable and well-governed data. Execution Governance therefore becomes the 
operational foundation for future AI readiness, without confusing DPDP compliance with AI Governance itself. 

 

2. Scope and Limitations 
This whitepaper is written as a practical execution governance guide for multi-location enterprises. It focuses on how DPDP-
related obligations can be operationalised across branches, dealers, franchise outlets, agencies, digital campaigns, CRM 
systems, WhatsApp channels, call centres, and other distributed customer touchpoints. 

It does not provide legal advice or a substitute for privacy, cybersecurity, regulatory, or sector-specific legal review. 

The paper intentionally focuses on the execution layer: consent capture, access control, workflow discipline, processor 
governance, audit trails, breach escalation, rights handling, deletion workflows, and readiness for future AI-enabled 
operations. 

What this paper covers 

• How DPDP creates operational complexity in multi-location enterprises   

• Why policy-level compliance is insufficient without execution governance  

• How customer data moves across distributed locations, systems, and partners  

• Practical governance controls for consent, access, workflows, auditability, and accountability  

• How execution governance supports future AI governance readiness  

What this paper does not attempt to cover 

• Final legal classification of OEMs, dealers, agencies, platforms, or partners as Data Fiduciaries, Data Processors, 
joint fiduciaries, or independent fiduciaries  

• Detailed cybersecurity architecture for encryption, IAM, SIEM, key management, tokenisation, cloud logging, or 
breach forensics  

• Full Consent Manager integration design  

• Detailed treatment of children’s data, disability-related consent, cross-border transfers, sector-specific 
regulatory overlaps, or Significant Data Fiduciary obligations  

• Legal interpretation of connected vehicle, location, behavioural, or telematics data  
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• Formal DPIA, algorithmic risk assessment, or AI model governance methodology  

Important practitioner note 

Some DPDP requirements may create specific operational obligations around security safeguards, logs, breach notification, 
grievance handling, erasure workflows, and processor accountability. This whitepaper highlights these as execution 
governance considerations, but organisations should validate exact legal, technical, and sector-specific requirements with 
their legal, privacy, and cybersecurity teams. 
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3. Why DPDP Becomes an Execution Issue 
DPDP is often introduced inside organisations through legal, compliance or information security teams. That is logical because 
the Act defines obligations, rights, safeguards and penalties. However, once the organisation begins implementation, the work 
quickly moves into operations. 

DPDP also changes the financial seriousness of execution failures. The Act provides for penalties that may extend up to ₹250 
crore for failure to take reasonable security safeguards and up to ₹200 crore for failure to notify personal data breaches or for 
certain obligations involving children’s data. The actual penalty depends on the facts, inquiry, mitigation, and statutory factors, 
but the message for leadership is clear: enterprises should treat customer data governance as a board-level operating risk. 

The Act applies to digital personal data processed within India when data is collected in digital form or collected in non-digital 
form and digitised later. It can also apply to processing outside India when such processing relates to offering goods or services 
to Data Principals in India [1]. This means DPDP obligations can follow the customer data journey across channels, locations 
and vendors. See scope and limitations for the boundaries of this paper’s legal treatment. 

The Act also requires that consent be free, specific, informed, unconditional and unambiguous, and that the Data Fiduciary be 
able to prove notice and consent when consent is the basis of processing [1]. In a distributed enterprise, this proof is not 
created only by a legal policy. It is created by the way daily execution is governed. 

Practical shift 

DPDP moves the question from "Do we have a privacy policy?" to "Can we prove compliant execution across every customer 
touchpoint?" 

 

This shift is critical because most privacy failures do not begin as intentional violations. They often begin as small operational 
shortcuts: a spreadsheet export, an unapproved remarketing list, a shared WhatsApp lead file, a local landing page, an agency 
handoff without evidence, or a customer request that does not reach the right team. 

Execution Governance addresses these practical failure points. It embeds privacy discipline into the systems and routines 
through which customer data is actually handled. 

Compliance 
requirement 

Execution question Governance implication 

Notice and 
consent 

Was the correct notice shown at the point of data 
collection? 

Consent must be embedded into lead-
source and campaign workflows. 

Purpose 
limitation 

Is the data used only for the purpose 
communicated? 

Campaign, service and remarketing 
usage needs policy control. 

Security 
safeguards 

Who can access, export or share data? Access, logging and partner controls 
become operating controls. 

Rights 
handling 

Can correction, erasure or grievance requests be 
routed and resolved? 

Customer requests need measurable 
workflows, not ad hoc emails. 
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4. Why Multi-Location Enterprises Are Different 
A single-location business may be able to centralise data handling around a small set of systems and users. A multi-location 
enterprise faces a different reality. Customer data is generated through many operating units, each with different levels of 
process maturity, technology discipline and partner dependency. 

This is especially visible in automotive OEM and dealership networks. A national OEM may define brand, campaign and data 
policies centrally. But actual lead capture and customer follow-up may happen through dealerships, sales consultants, local 
campaigns, call centers, agencies, service advisors and regional teams. 

The same pattern appears in franchise networks, retail chains, education chains, healthcare chains and multi-branch service 
businesses. The more distributed the operating model, the harder it becomes to prove consistent data handling. 

• Branches may collect data through local forms, walk-ins, events, service bookings and calls. 
• Dealers or franchisees may use local tools in addition to centrally approved systems. 
• Agencies may receive customer data for campaigns, retargeting or reporting. 
• Sales and service teams may use WhatsApp, phone calls and spreadsheets for practical speed. 
• Head office may receive reports without visibility into the full data handling trail. 

Multi-location risk pattern 

The organisation may own the brand and customer trust centrally, while customer data is handled locally. That creates an 
accountability gap. 

 

DPDP implementation must therefore be designed around distributed execution. A central policy is necessary, but insufficient. 
The real implementation question is whether every location follows the same governed path for data collection, usage, access, 
sharing, retention and customer rights handling. 
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5. Customer Data Journey in Distributed Operations 
Before building controls, enterprises should map how customer data actually moves. A realistic data journey often reveals 
governance gaps that policy documents do not show. 

 

A customer may submit interest through a Meta campaign, website form, dealer landing page, WhatsApp message, showroom 
walk-in, call center, service enquiry or local event. The data may then move to a dealer, CRM, DMS, central reporting 
dashboard, agency, regional team or service follow-up process. 

Each transfer creates the need for evidence. The enterprise must know why data was collected, whether consent was 
captured, who accessed it, whether it was exported, whether it was shared with a processor, whether it was used for another 
purpose, and whether it can be corrected or erased when required. 

Data event Typical execution risk Governance evidence needed 

Lead capture Different forms or scripts use inconsistent consent 
language. 

Approved notice, source, campaign, 
location and timestamp. 

Lead 
assignment 

Customer data is routed informally to local users. Role, ownership, assignment rule and 
access log. 

Agency sharing Customer lists are shared for retargeting without 
visible approval. 

Processor/partner approval, purpose and 
data shared. 

Customer 
request 

Erasure or correction request does not reach all 
downstream teams. 

Request trail, owner, closure status and 
downstream action. 
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6. The Execution Governance Gap 
The Execution Governance Gap is the space between what the enterprise policy says and what actually happens across 
locations, teams, systems and partners. 

This gap is common because business execution is designed for speed. Local teams want to respond quickly to leads, run 
regional promotions, share customer lists with agencies, follow up on WhatsApp, and meet conversion targets. Privacy 
compliance asks for control, traceability and purpose discipline. Without an execution layer, speed and control can easily 
conflict. 

Definition 

Execution Governance is the operating discipline that ensures enterprise policies are consistently followed across people, 
processes, systems, partners and locations. 

 

The gap usually appears in six places: 

• Channel gap - different channels capture data with different consent language and evidence quality. 
• Location gap - branches, dealers or franchisees follow local practices instead of a standard operating model. 
• System gap - data moves between CRM, DMS, spreadsheets, inboxes, WhatsApp tools and campaign platforms without a 

unified trail. 
• Access gap - too many users can view, download, modify or share data without role-based discipline. 
• Partner gap - agencies, processors and call centers may handle data without sufficient visibility and contractual controls. 
• Rights gap - access, correction, erasure, grievance and withdrawal requests may not be routed consistently across 

operating units. 

The purpose of Execution Governance is not to slow local teams down. It is to make compliant execution easier than informal 
execution. Good governance reduces ambiguity, creates standard workflows, and gives head office visibility without 
micromanaging every location. 
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7. The DPDP Execution Governance Framework 
The DPDP Execution Governance Framework translates privacy requirements into five operating layers. These layers can be 
adopted by any multi-location enterprise, regardless of industry or current technology stack. 

 

The framework does not replace legal interpretation, information security controls or data architecture. It connects them to 
daily execution. Each layer has a clear purpose: define the rule, capture the permission, restrict the access, govern the 
workflow, and maintain audit evidence. 

The sequence matters. If policy is unclear, consent becomes inconsistent. If consent is inconsistent, usage becomes risky. If 
access is uncontrolled, data sharing becomes invisible. If workflows are manual, customer rights are difficult to honour. If audit 
evidence is missing, compliance becomes difficult to prove. 

Layer Primary owner Execution control Evidence 

Policy Legal + Business Approved data rules by use case Policy register and exception log 

Consent Marketing + Data Purpose-specific capture and withdrawal Consent record and notice version 

Access IT + Operations Role, location and partner controls Access logs and reviews 

Workflow Operations Requests, approvals and escalation Workflow trail and closure status 

Audit Risk + Leadership Monitoring and continuous improvement Dashboard, incidents and remediation 
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Layer 1 - Policy Governance 
Policy Governance defines the rules under which customer data may be collected, used, shared, retained and deleted. It is the 
foundation of DPDP execution, but it must be written in a way that operational teams can follow. 

In many enterprises, privacy policies are created for legal coverage but not translated into branch-level or dealer-level 
instructions. The result is policy awareness without execution consistency. 

• Define approved data collection channels for each business process. 
• Define the specified purpose for each collection point and campaign type. 
• Define what data is necessary and what data should not be collected. 
• Define retention and deletion rules by use case and legal need. 
• Define escalation paths for breach, complaint, correction, erasure and withdrawal requests. 
• Define what local teams, agencies and processors may and may not do with customer data. 

Implementation principle 

A policy that cannot be translated into workflow, access, evidence and training will remain a document, not a control. 

 

For multi-location enterprises, Policy Governance should be modular. A dealer lead form, a test-drive booking, a service 
reminder, a loyalty campaign and an agency retargeting activity may each need different purpose statements, access rules and 
retention logic. 

Layer 2 - Consent Governance 
Consent Governance ensures that consent is captured, stored, traced, reviewed and withdrawn consistently across every 
customer data source where consent is the basis of processing. DPDP requires consent to be clear, informed and linked to a 
specified purpose; the Rules also require notices that are independently understandable and provide links or means for 
withdrawal, exercise of rights and complaint filing, subject to final rule clarifications and sector specific guidance [1][2]. 

In distributed operations, the problem is not only drafting the right consent text. The problem is ensuring the same discipline is 
applied across campaigns, landing pages, WhatsApp flows, dealer forms, walk-ins, events and call center processes. 

• Map every consent capture point: digital forms, showroom forms, call scripts, WhatsApp flows and event registrations. 
• Standardise notice language and purpose categories across locations. 
• Store consent evidence with source, timestamp, campaign, location and purpose. 
• Separate service communication, sales follow-up, remarketing and promotional communication where required. 
• Make withdrawal operationally actionable, not just legally available. 
• Ensure consent changes flow to downstream systems and processors. 

 

Execution risk 

A customer may consent at one touchpoint but data may later be used in another workflow. Consent Governance closes 
that gap. 

 

Layer 3 - Access Governance 
Access Governance controls who can view, edit, export, transfer or act on customer data. The DPDP Rules identify access 
control, visibility through logs, monitoring and review, and contractual provisions with processors as part of reasonable 
security safeguards [2]. 

For multi-location enterprises, access is often the weakest practical control. A user may move roles, an agency account may 
remain active, a salesperson may export data, or a local team may use shared credentials to save time. 

• Define role-based access for head office, region, dealer, branch, agency, call center and service teams. 
• Apply location-based and purpose-based access restrictions. 
• Control exports, downloads and bulk sharing of customer data. 
• Review inactive users, partner accounts and role changes regularly. 
• Ensure processor access is covered by contract and technical controls. 
• Maintain access logs that support investigation and audit. 

Please note that final allocation of fiduciary versus processor responsibility for software/CRM/DMS vendors requires 
case specific legal review. 
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Practical rule 

If customer data can be exported without visibility, execution governance is incomplete. 

Layer 4 - Workflow Governance 
Workflow Governance turns DPDP obligations into operating routines. It defines how data-related actions are requested, 
approved, executed, escalated and evidenced. 

This layer is important because customer data is not static. It is acted upon continuously through campaigns, sales follow-ups, 
test-drive coordination, finance enquiries, service reminders, loyalty programmes and remarketing activities. Each action can 
either strengthen or weaken compliance posture. 

• Embed consent and purpose checks into campaign launch workflows. 
• Route customer access, correction, erasure and grievance requests to accountable owners. 
• Create approval paths for sharing data with agencies, processors or partner teams. 
• Manage exceptions when local business needs differ from central policy. 
• Create breach intake and escalation workflows that meet notification expectations. 
• Prevent downstream use of data when consent is withdrawn or purpose is completed. 

Operating shift 

Workflow Governance moves privacy from legal review to everyday business execution. 

 

The goal is not to create bureaucracy. The goal is to reduce informal workarounds by making the approved path simple, visible 
and measurable. 

Layer 5 - Audit & Performance Governance 
Audit & Performance Governance provides proof. It helps leadership understand whether DPDP-related controls are working 
across locations and where the enterprise needs correction. 

DPDP readiness should not be assessed only by whether policies exist. It should be assessed by whether the organisation can 
produce evidence of compliant execution. 

• Maintain logs for consent, access, data sharing, export, breach and customer rights workflows. 
• Monitor branch-wise, dealer-wise or agency-wise adherence to approved processes. 
• Track unresolved requests, delayed closures, exceptions and repeated policy deviations. 
• Review processor and agency behaviour through operational evidence, not only contracts. 
• Create management dashboards for data governance and execution discipline. 
• Use findings to improve policy, training, systems and accountability. 

Proof standard 

The enterprise must move from "we instructed teams" to "we can show what happened". 

 

Audit should not be treated as a once-a-year compliance exercise. In a distributed enterprise, auditability must be built into the 
way data moves every day. 

8. Rule-Level Execution Controls to Validate 
Control area Execution question 

Security 
safeguards 

Are encryption, masking/tokenisation, access control, monitoring, and review 
built into systems handling personal data? 

Logs and 
evidence 

Are access, processing, sharing, export, and incident logs retained according 
to applicable DPDP requirements? 

Breach 
escalation 

Can local teams escalate a suspected breach quickly enough for central 
assessment and notification? 

Grievance and 
rights handling 

Are access, correction, erasure, withdrawal, and grievance workflows tracked 
with owners and deadlines? 
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Processor 
governance 

Are agencies, call centers, SaaS providers, and partners governed through 
contracts, access controls, and evidence? 

Erasure 
workflows 

Can deletion requests be completed across downstream systems, partners, 
and reporting copies? 

 

9. Automotive Dealership Scenario 
Consider a practical automotive example. This scenario addresses marketing and CRM lead data only; connected vehicle 
telematics, in-vehicle sensor, or location data raise separate legal and technical questions not covered in this paper. 

An OEM launches a campaign for a new vehicle. A customer submits interest through a digital advertisement. The lead flows to 
a dealership. A salesperson follows up through phone and WhatsApp. The dealer exports the lead list for local tracking. An 
agency later receives a customer segment for retargeting. The customer then requests deletion of her data. 

At this point, DPDP becomes an execution governance question. 

• Can the OEM identify the original campaign, consent notice and purpose? 
• Can the dealership prove that the customer was contacted within the approved purpose? 
• Can the enterprise identify who exported or shared the lead list? 
• Can the agency confirm what data it received and whether it deleted the data? 
• Can the CRM, WhatsApp workflow, call center and service follow-up process reflect the deletion request? 
• Can head office audit the full journey without depending on manual explanations? 

The issue 

The risk is not that customer data was collected. The risk is whether the enterprise can govern what happened after 
collection. 

 

This scenario is not unusual. It reflects how modern distributed marketing and sales operations actually work. The same 
pattern applies across retail chains, franchise networks, education institutions, healthcare networks and service businesses. 

The lesson is simple: customer data governance cannot stop at the system where the lead first entered. It must follow the 
operational journey. 

10. Why Existing Systems Alone May Not Solve This 
Many enterprises already use CRMs, DMS platforms, campaign tools, WhatsApp providers, DAM systems, call center 
applications and reporting dashboards. These systems are useful, but they may not automatically create DPDP execution 
governance. 

A CRM may store customer data, but may not govern consent lineage across every source. A campaign platform may generate 
leads, but may not control how those leads are used after handoff. A WhatsApp tool may enable communication, but may not 
enforce retention, withdrawal or purpose discipline. A DAM may govern brand assets, but not customer data movement. 
Agency reports may show performance, but not data handling evidence. 

Governance layer principle 

DPDP implementation does not always need one more disconnected tool. It needs a governance layer across existing 
systems and operating actors. 

 

Execution Governance connects technology to accountability. It ensures that policies, permissions, workflows and evidence 
are not trapped inside disconnected platforms or informal team practices. 
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11. Where AI Governance Fits 
AI Governance should not be forced into the centre of this whitepaper. DPDP is a privacy and personal data protection 
framework. AI Governance covers a wider set of concerns, including model risk, bias, explainability, transparency, monitoring, 
accountability and human oversight. 

However, DPDP-ready Execution Governance is highly relevant to AI readiness. AI systems depend on data. If the underlying 
data is unlawfully collected, poorly governed, biased, incomplete, untraceable or used beyond its permitted purpose, AI 
governance becomes weak before the model is even deployed. 

 

Global AI governance frameworks such as the NIST AI Risk Management Framework and the OECD AI Principles emphasise 
governance, risk management, transparency, robustness, safety, accountability, fairness and privacy across the AI lifecycle 
[4][5]. These requirements cannot be implemented reliably if enterprise data practices remain fragmented. 

For this reason, this paper treats AI Governance as a future extension, not the primary frame. Execution Governance creates 
the operating foundation for AI Governance readiness. 

Footer principle for the whitepaper series 

Execution Governance today becomes AI Governance readiness tomorrow. 

 

12. Implementation Roadmap 
Enterprises should avoid beginning with abstract policy debates alone. The practical starting point is a data journey map. Once 
the organisation knows where customer data enters, moves, changes hands and exits, it can build controls that match 
operational reality. 
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The roadmap is intentionally simple. It is not a full legal compliance programme. It is the operational path for converting DPDP 
obligations into execution evidence. 

Phase Primary activity Output 

Discover Map data sources, locations, systems, users, 
partners and handoffs. 

Data journey inventory and risk map 

Define Set policy, purpose, consent, access, retention 
and exception rules. 

Execution rulebook 

Govern Implement workflows, approvals, permissions, 
logs and evidence capture. 

Governed operating model 

Monitor Track requests, incidents, access, exports, 
exceptions and partner actions. 

Compliance and execution dashboard 

Improve Update training, policy, workflows and system 
controls based on evidence. 

Continuous governance loop 
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13. Readiness Checklist 
The following checklist is designed for leadership teams to assess whether DPDP execution is governed across distributed 
operations. It is not a legal checklist. It is an operating readiness checklist. 

Policy Governance  

• Do all locations follow the same customer data policy? 
• Are approved collection channels documented? 
• Are purpose, retention and deletion rules defined for each use case? 
• Are local exceptions reviewed and approved? 

 

Consent Governance 

• Is consent captured consistently across digital, physical and conversational touchpoints? 
• Can consent be traced to source, campaign, location and purpose? 
• Can withdrawal of consent be actioned across downstream systems and processors? 
• Are consent notices clear, purpose-specific and independently understandable? 

 

Access Governance 

• Who can view, export, modify or share customer data? 
• Are agency and partner users controlled and reviewed? 
• Are inactive users removed promptly? 
• Are access logs available for investigation and audit? 

 

Workflow Governance 

• Are correction, erasure, grievance and withdrawal requests routed to accountable owners? 
• Are data-sharing approvals built into campaign and partner workflows? 
• Are breach escalations clear across local and central teams? 
• Are operational exceptions recorded? 

 

Audit & Performance Governance 

• Can head office audit branch-wise or dealer-wise data handling? 
• Are repeated deviations visible to leadership? 
• Are processors and agencies monitored through evidence? 
• Are governance metrics reviewed for continuous improvement? 
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14. Leadership Questions 
DPDP readiness should become a leadership conversation, not only a compliance project. The following questions help 
executives test whether the organisation is prepared at the operating model level. 

1. Do we know every point where customer data is collected across our enterprise? 
2. Can we prove notice and consent across all campaigns, locations and channels? 
3. Do we know which partners, agencies and processors access customer data? 
4. Can we prevent unauthorised exports or downstream usage beyond approved purpose? 
5. Can we handle correction, erasure, withdrawal and grievance requests consistently? 
6. Can head office audit data handling by location, partner or campaign? 
7. Are data practices strong enough to support future AI use cases responsibly? 

CXO takeaway 

DPDP readiness is not only about avoiding penalties. It is about building trust into the operating model. 

 

15. Conclusion 
Enterprises should treat DPDP as more than a compliance milestone. For multi-location enterprises, it is a trigger to strengthen 
the governance of daily execution. 

The enterprises that succeed will not be those with the longest policy documents. They will be those that can prove disciplined, 
consistent and auditable execution across every customer touchpoint. 

Execution Governance does not replace legal compliance, data governance, information security or AI governance. It connects 
them to the operating reality of branches, dealers, franchisees, agencies, call centers, digital campaigns and customer-facing 
teams. 

Final line 

From DPDP Compliance to Execution Governance is not a legal journey alone. It is an operating model shift. 

 

For organisations preparing for AI-enabled operations, the same discipline will become even more important. AI Governance 
will require lawful, representative, secure and traceable data. That foundation is built through execution governance today. 

About Promulgate 

Promulgate helps multi-location enterprises bring governance, execution clarity and performance visibility into distributed 
digital marketing operations. The platform direction is built around unified control, local freedom and measurable 
outcomes. 
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