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1 - Introduction: DPDP 
Compliance – From Regulatory 
burden to strategic advantage 
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Today  or is in the process of 

becoming one. Data is at the core of digital strategy of every 

organization. There is tremendous pressure on enterprises to unlock 

data and provide innovative, personalized and intelligent product and 

services to customers to establish value, gain trust and accelerated 

adoption.  

every company is a data & AI company

Data is so powerful that it can be used to manipulate human thoughts, 

emotions, buying behavior, make people addicted to screen and even 

change election results. Great power comes with great responsibility. 

When people trust organizations and provide them their data, the 

organization receiving user data is 

of the data. Hence regulations are emerging across the world to ensure 

privacy of individuals.  

not the owner but only a custodian 

With privacy, organizations can gain more customer trust, collect more 

data, unlock more data with safeguards, build intelligent services with 

more data, create more value for customers, do more business, gain 

more trust and collect more data. This becomes a positive vicious cycle. 

Profit & Innovation

More AI Insights

More Data

More Privacy & Trust

Figure  1- How privacy and trust lead to more data, enabling stronger 
AI insights and driving innovation and profit in a continuous loop. 
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India’s DPDP Act, is a techno-legal regulation,

in collecting, assessing, governing, protecting, unlocking and deleting data 

obligation

 defined in a way to incentivize and build a trusted 

data and innovation ecosystem. The act focuses on unlocking data of 1.4 billion people at 

population scale with necessary technical safeguards. The regulation provides clear directions for 

organizations 

 across data and AI lifecycle.  

While the regulation provides high level direction and fiduciary obligations at all stages, this 

paper provides an 

, serving as a step by step guide for Data Fiduciaries in complying and unlocking data 

across its lifecycle. This paper provides an integrated blueprint for organizations to convert 

privacy from a r

integrated architecture for achieving end-to-end DPDP Act + Rules 

Compliance

egulatory burden to a strategic advantage. 
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2 - The Regulatory Need: 
Integrated Data Protection 
across Data lifecycle.
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Figure 2 - Mapping DPDP Act + Rule to End to End Data Life cycle in enterprise

The DPDP Act requires a continuous understanding and integrated approach to data protection 

across the data lifecycle. Siloed approach to Data protection may result in broken privacy & data 

governance pipelines and increases the risk data breach across various functions in the flow.  

Below are key obligations of Data Fiduciaries, which have to be built into the system for End to 

end DPDP Compliance: 

2:1 - Notice and Consent (Act: 5 [1,2,3] and 6 [1,2,3,4,5,6,10] – Mandatory – Up to 50 

Crore Penalty incase of non-compliance) 

Regulatory Obligation: Enterprises must provide provable, verifiable, and 

 Consent must be withdrawable, ensuring that data principals (individuals) can 
control how their data is used, including exercise of Data Principle Rights, parental 

purpose-
limited consent at the time of data collection and used for data processing across the data 
lifecycle.
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consent, grievance management and breach notification. Consent Manager is an additional 
optional approach available, but not mandatory (Act: 6 [7,8,9] – Optional – Consent Manager) 
and will start taking up registration for Consent manager in a year’s time. 

Technical Requirement: , can 
flow with the data being requested, shared and processed by the Data Fiduciary, in a way that 
ensures  In addition the consent should 
be versioned, multi-lingual, updatable, integrable, verifiable and manageable. 

Consent, which is collected by Data Fiduciary (direct or indirect)

Consent Based Access Control across the data life cycle.

The consent solution, consent collection, should also include provisions for exercising Data 

Principle Rights, Parental digital consent, grievance management workflow and breach 

management workflow. 

Figure 3 - A diagram showing how purpose limits, consent flows, consent features, and data-
principal rights collectively feed into a consent-based access control system. 

2:2 - Discovery of Personal Data as per DPDP & Privacy Risk Assessment (Act: 2(t), 3, 

10.2.c.i, Rule 6 [1b] – No Specific Penalty but an enabler) 

Regulatory Obligation: Data Fiduciary should have a mechanism to i

” and assess the risk for data 

governance. 

dentify if a data whose 

access is requested is “identifiable or relatable to an individual

Technical Requirement: Identifying if given data is identifiable or relatable and quantifying 

the level of risk is mandatory and critical for better governance. This cannot be solved by 

solutions which are not privacy focused, say Data Security posture management whose purpose 

is to discover and secure PII data, which is not equal to checking if a data is relatable to an 

individual. DPDP would require Privacy Threat Modleing to understand if “data is about an 

individual who is identified or in relation to such data” and quantify the risk of identifiability or 

relatability. 
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Figure 4  - Privacy threat modeling covers all identifiable or relatable data, while data-security 
posture management focuses on the smaller subset of directly identifiable (PII) data. 

2:3 - Data Protection Impact Assessments (DPIA) (Act: 10.1 – Up to Rs 150 crore penalty 

for non-compliance) 

Regulatory Obligation: Data Fiduciaries (SDFs), s

 must conduct a  covering the 

of identifiable and relatable personal data risk, 

recommend  with appropriate technical safeguards and conducting it annually. 

ay a business with more than 2 crore 

customers, Data Protection Impact Assessment (DPIA) purpose of 

processing, assessment/ quantification 

 risk management

Technical Requirement: Traditional DPIA with manual templates are time consuming and not 

reliable. Agentic DPIA can dramatically improve the efficiency of Data Protection Impact 

Assessments,  When integrated with Privacy 

Threat Modeling, Agentic DPIA can provide 

 with  

accelerating compliance, mitigation, automated RoPA and privacy by design data flow. 

reducing the time required from months to minutes.

highly accurate risk assessment, trust worthy risk 

scoring and Clause by clause mitigatory recommendation DPO as Human in the loop,
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Figure 5 - comparing a slow manual DPIA process with a fast agent-driven DPIA that automates 
risk analysis and recommendations 

2:4 - Reasonable Security Safeguards (Rule: 6.1 [a-g] – Upto Rs. 250 Crore Penalty for 

non-compliance and breach) 

Regulatory Obligation: All data fiduciaries should implement appropriate technical safeguards 

and organizational measures for

(protected beyond confidentiality, integrity, and availability compromise).  

 limited use after securing, controlling and governing of personal 

data  exempted use of personal data per continuous processing technical safeguard 

requirements 

 and

Technical Requirement: Reasonable Security Safeguard is divided into two categories of 

limited processing with  (like encryption and tokenization) and 

 (reasonable safeguards when 

Confidentiality, Integrity and Availability is compromised), with technologies like Differential 

privacy, K-anonymity, T-closeness, Synthetic Data and Homomorphic encryption where there is 

re-identifiable security safeguards

continuous processing with Privacy Enhancing Technologies

mathematical proof of protection of data in use. 

Figure 6- Showing personal data handled either with basic safeguards like encryption or with advanced 
privacy tech like differential privacy, K- anonymity and Synthetic data  for continuous use 

2:5 - Exemption (Act: 17.2.b, Rule 6.1.d, 16, Second Schedule[f ] - Upto Rs. 250 Crore 
Penalty for non-compliance and breach) 

Regulatory Obligation:  is critical for processing data without regulatory 

obligations. The DPDP Act is 

hus decisions can’t be taken on an individual. Such data can be used if the downstream 

 This is applicable for in 

 on behalf of Data Fiduciary. 

Getting exempted data

not applicable on data that is not identifiable or relatable to an individual 

t purpose is 

research, archiving and statistical. possession (storage) or control or any other 

processing undertaken by data processor
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Technical Requirement: Data Fiduciaries can use appropriate 

 from regulatory obligations. These include technologies 

like K-Anonymity, t-closeness, Differential Privacy, Synthetic Data, Pseudonymous Inference, 

Zero Knowledge Proof etc, which help organizations in having mathematical proofs of 

technical safeguards like Privacy 

Enhancing Technologies to unlock data

unlocking 

data with technical safeguards for continuous processing. 

Figure 7 - Key privacy-enhancing technologies—like k-anonymity, differential privacy, synthetic 
data, and zero-knowledge proofs—that enable safer data use through anonymization and secure 
computation. 

2:6 - Algorithmic Usage (Act: 13.3) 

Regulatory Obligation: Every company is to accelerate 

their customer adoption and experience. It’s important that AI is adopted by businesses, with 

necessary Each 

industry vertical, say  and MeitY has come up 

with India AI Governance Guideline aligned with DPDP Act.  

exploring AI as strategic technology 

technical safeguards to protect against risks of violating data principal rights. 

Finance has a regulatory guideline called FREE-AI
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Technical Requirement: An AI model once trained or fine tuned can’t unlearn, while a Data 

principal has a right to withdraw consent. How can enterprises solve the problem? The problem 

can be solved by implementing 

This empowers an 

organization to accelerate their AI efforts without the risk of re-doing their AI stack. 

privacy technical safeguards across the AI Lifecycle of Data 

Collection (Training/ Fine tuning/ RAG), PET based data in-use protection and Machine 

Learning, AI Red Teaming, Safe AI Inference and Agentic Safety. 

2:7 - Data Erasure Exemptions (Rule 8) 

Regulatory Obligation: Data Fiduciaries cannot store data related to Data Principal beyond 

consent period other than for legal purposes. Under Clause 17.2.b of the Act and Clause 16 of the 

rule, organizations get exemption for 

. In addition, if virtual tokens are 

maintained for individuals by Data Fiduciaries in specific industry verticals for getting money, 

goods and services (Third Schedule). Or user has to login to the platform for corresponding 

service or request to initiate processing. If none of the above happens, then 

archiving, research and statistical purpose if privacy 

enhancing technologies are used to make the data unrelatable

Data Fiduciary has to 

delete data principal’s data across its ecosystem. 

Technical Requirement: A compliant system needs a mechanism 

 verify whether a user has recently logged in or initiated 

processing, and determine if a statutory exemption or industry-specific virtual-token rule 

permits continued retention. It also requires 

When 

none of these conditions apply, the system must be able to trigger deletion across all internal 

services and external processors, supported by a complete data inventory, reliable audit logs, and 

monitoring to ensure every deletion is executed correctly. 

to track consent, purpose, 

and expiry for each data element,

privacy-enhancing technologies that can genuinely 

render data unrelatable when relying on archiving, research, or statistical exemptions. 

Figure  8 - Data must be deleted after 48 hours and when it can be retained due to user actions, 
legal exemptions, or specific industry needs. 
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3 - Why siloed, traditional and 
technical safeguard-ignorant 
approach fail to achieve the 
objectives of DPDP, a techno-
legal regulation? 
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Enterprises often misjudge how interconnected end to end DPDP 

implementation really is. The hard part isn’t the regulation itself—it’s 

making compliance work across a large interconnected ecosystem. 

Many teams treat it like a simple checklist, but it’s anything but linear. 

It’s a systems challenge shaped by fragmented data, repeated manual 

work, and organizational blind spots. 

The Scale Problem: Each DPDP obligation—whether it’s consent, 

DSR workflows, DPIAs, RoPAs, or purpose limitation with technical 

safeguard —has to work consistently across every system that handles 

personal data. The assumption falls apart the moment you consider 

how many teams, tools, and platforms are actually involved. For 

example: 

100 Applications * 25 Obligations = 2,500 Obligatory Workflows 

If you take even a modest example —say 100 applications—and 

multiply that by 25 obligations, you’re suddenly looking at 2,500 

obligatory workflows. Something that seems manageable on paper 

becomes overwhelming once it’s spread across different business units, 

platforms, vendors, and Third Party apps . Trying to operationalize 

2,500 compliance checkpoints by hand isn’t a plan—it’s an operational 

impossibility without real automation, strategy and mitigation. 

Anything without mitigation will appear somewhere else, most 

probably in multiple places, making it unmanageable

Gap Assessment

3 months 3 months 4 months

Privacy Policy Discovery Cookie Consent DSR ? ?

Failure

Figure 9 - A timeline showing how long, step-by-step privacy 
compliance work leads to delays and eventual failure in traditional 
programs. 

In many enterprises, responsibility is spread across dozens of teams—

application owners, backend and frontend groups, data engineering, 

vendor management, legal, and more. When even a handful of 

obligations need updating, each of these teams ends up making the 

same changes independently. And when requirements shift and you try 

to integrate siloed solution, the entire process starts over, a definite 

recipe for failure. 
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The result is familiar: inconsistent execution, duplicated effort, a gradual drift away from what 

the DPDP actually demands, frustration and failure at the end of the process.

Why template based DPIA & Siloed Discovery without mitigation won’t work? 


Adhering strictly to the traditional GDPR model often creates significant operational bottlenecks 

rather than enabling secure agility. The core issue begins with siloed consent frameworks; when 

consent is treated in isolation, it inevitably silos the data itself, limiting its utility across the 

organization. This rigidity is compounded by the use of template-based, static DPIAs (Data 

Protection Impact Assessments). Because these assessments are treated as one-time checklists 

rather than living processes, they tie down approvals and restrict necessary data flows. Finally, 

traditional models often prioritise discovery without mitigation. The discovery process only 

shows where the data is stored; it doesn’t reduce the risk. The data is still passed along with high 

exposure, and the applications involved can increase the risk for downstream teams and vendors. 

In most enterprises, responsibility is scattered across dozens of teams. You might have 80–100 

application owners, separate backend and frontend groups, dedicated data engineering 

functions, and entirely different teams for vendors and legal. Thus discovery without mitigation 

further increases the risk.  
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4 - How PrivaSapien can help 
you in End-to-End DPDP 
Compliance? 
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What is the priority of DPDP Act? How should organization 

plan to spend their DPDP budget? 

Figure 10 - DPDPA Penalty vs Consent Processing and Continuous 
Processing. How the DPDPA assigns higher penalties when consent 
processing and continuous processing lack required technical 
safeguards. 

Priority for the DPDP Act is set in the penalty clauses. The highest 

penalty for enterprises of up to Rs 250 crore is for not following the 

technical safeguards, followed by doing risk assessment and DPIA (up 

to Rs 150 Cr) followed by Consent & Data Principal Rights (Rs 50 Cr). 

DPDP Rule 6.1.a speaks about security safeguards for consented 

processing while data is in use, and 6.1.d speaks about continuous 

processing beyond Confidentiality, Integrity and Availability 

compromise, which is where PETs help organisations. This also enables 

the organisation to achieve exemption for continuous data processing 

beyond consent for storing, archiving and analyzing, given data is not 

relatable to an individual.  So organizations while planning to spend 

their DPDP budget & time should align with penalty clauses as 

mentioned in DPDP. 

PrivaSapien empowers organizations with an integrated approach to 

DPDP compliance across the data lifecycle with multiple options right 

from Notice & Consent collection to Cookie preference management 

to Data discovery with privacy risk quantification to technical 

safeguards for various type of business data flows including PETs like 

Anonymization (k-anonymity, t-closeness), pseudonymization, 

synthetic data, differential privacy, FPE and Pseudonymous inference 
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(AES, FHE), followed by Consent based access control. Once the data is made available with 
technical safeguards, data can flow for internal and external purposes.  

Every organization is actively adopting AI, where there are multiple challenges in using data and 
model. PrivaSapien helps organizations accelerate AI adoption with AI Red teaming, AI 
inference security with SLM guarding LLMs, preventing sensitive & PII information leak, 
followed by Agentic security and control. 

K - Anonymity

T - Closeness

Differential Privacy

Synthetic Data

FPE

Pseudonymisation

Process 

Consulting

Consent Cookie Discovery Agentic DPIA - ROPA Technical Safeguard DPIA + CBAC

PPML

AI Inference Safety

Agentic Security

Internal

External

AI RED TEaming

AI

DATA

Figure 11 - A diagram showing how consent, discovery, and DPIA flow into technical safeguards 
like anonymization and differential privacy, which then govern compliant data and AI use. 
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Third Party Sharing 
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Crytographic 
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Se
cu
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Figure 12 - How consent-based discovery feeds into privacy threat modelling and PETs like 
anonymization and synthetic data to secure information, preventing re-identification even in a 
breach or third-party sharing. 
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5 - Planning and Scaling end-to-
end DPDP compliance  
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Enterprises can have hundreds of applications. Implementing DPDP 

compliance across all applications can’t be done in one shot. Based on 

our experience, right way to implement it is in phases so that the 

implementation team can set up a process and keep an active pipeline 

of applications ready for deployment in phases.  

Planning for first batch of Applications 

Take first batch of applications, say 5-10 applications that are willing to 

collaborate and set the process in the organization. Steps involved in 

the process are: 


Policy Governance & Gap Assessment 


Deployment of the Platform 


Data & Process risk identification (Discovery & DPIA) 


Data Process Risk Mitigation (Technical Safeguards) 


Consent & DSR 


UAT


Application Go Live 

Figure 13 - A timeline-style table mapping governance, deployment, 
and risk-mitigation tasks to their penalties, showing how delayed 
compliance can trigger escalating DPDPA fines. 

Once its implemented for first batch of application, the same can be 

scaled up to other applications in the ecosystem. It will be easier to 

align the business teams to collaborate to complete the DPDP 

compliance for their applications and data flows. Ensure that you give 

enough time to technical safeguard so that it can be completed ahead of 

compliance window. Stages 3, 4 and 5 can be prioritized based on 

situation and go live requirements per business, till the time all the 

stakeholders are aligned on action items. 
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Figure 14 - how one application scales to dozens, hundreds, and thousands of apps, with PETs, 
DPIA, ROPA, and AI-security controls applied consistently across them. 

Once its implemented for one application, API documentations are aligned, legal, business, data 

goverance, security and executive team are comfortable with the execution plan and have seen 

the first batch of application going live, the its seemless execution and scaling. This can be 

accelerated as per business requirements. 

The key action item is to start with the big picture of how you are going to do end-to-end DPDP 

compliance in mind. Ensure right from RFP that full-stack requirements are captured for 

integrated DPDP compliance, as you won’t know what integration challenges you might face 

when you try to connect multiple siloed vendor solutions. Ensure you are clear on this aspect 

from day 1. 
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6 - Use Agentic DPIA to 
accelerate your Privacy Journey 
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Manual DPIA and static template based DPIA approval process is time 

consuming and unrealiable. Old templates may not be suitable for lots 

of scenarios and you may be forced to create new templates. This 

process takes weeks and at time months if you have to create a new 

template and get it approved in this system. 

Agentic DPIA is a solution for all these problems which dynamically 

generates questions, understands the context of the data requestor, 

converses with the user in a non-legal and non-technical language still 

capturing the essence of the data request. Identifies gaps and 

recommends mitigation. This significantly empowers a consultant or a 

DPO in approving multiple DPIA reliably without the hassle of static 

templates, unreliable answers and complex regulator 

recommendations. Agentic DPIA can reduce your DPIA template 

creation and approval cycle from months to minutes!
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7 - DPDP Full Stack - Use cases  
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Use Case 1: Banking

Call Centre  – Consent-Based Access Control

A bank’s call centre uses a consent-based access control system to make 

sure customer data is only viewed for the right reasons and only when 

the customer has agreed to it. When a customer calls, the system 

checks what they have allowed the bank to access, and the agent can 

only see the information needed to solve the customer’s issue—nothing 

more.. All access is logged so the bank can prove why data was used, 

and customers can withdraw consent at any time, which immediately 

blocks further access. Consent Based Access Control  tool helps 

minimise exposure, keep records auditable, and ensure the bank stays 

compliant with rules that require clear, verifiable, and purpose-limited 

consent. 

Non-Performing Assets Evaluation by Persona Level  

A bank wants to analyze Non-Performing Assets (NPAs) across 
different customer segments without exposing anyone’s personal 
information. To do this, it uses expert-grade anonymisation techniques 
like K-anonymity and T-closeness, , which transform personal details 
into forms that can’t be traced back to any individual. This allows 
analysts to study patterns, risk factors, and trends in NPA behaviour at 
a persona or segment level—such as age groups, income brackets, or 
product types—without revealing who the customers actually are. 
Because the data is irreversibly anonymised, it supports accurate 
research and decision-making while keeping privacy fully protected. 

Third Party Data Sharing

A bank needs to assess risks related to third-party partners, but it 
cannot share real customer information because of privacy and 
compliance requirements. Instead, it generates synthetic data—
artificial datasets that replicate the statistical patterns of real data 
without containing any actual personal details. This allows the bank 
and its third-party vendors to train AI models, run simulations, and 
perform risk analysis safely, since no real individuals can be identified. 
By using synthetic data, the bank can collaborate effectively with 
external partners while fully protecting customer privacy and meeting 
regulatory obligations.
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New Application Development  

When building new banking applications, developers often need realistic data to test features, 

identify bugs, and train models—but using real customer information would create privacy and 

compliance risks. To solve this, the bank uses synthetic data, which is artificially generated to 

mirror the patterns and behaviours of real datasets without containing any actual personal 

details. This lets development teams safely test systems, validate performance, and refine AI-

driven features without exposing sensitive information. By relying on synthetic data, the bank 

can innovate quickly while keeping customer privacy fully protected and staying aligned with 

data protection laws.  

Use Case 2- Healthcare   

Consent-Based Health Care Campaign  

A healthcare provider wants to run a targeted health-checkup campaign, but it can only contact 

patients if they have agreed to be reached for this purpose. Using a  

system, the provider checks each patient’s consent preferences before using their health records 

or contact information. The system ensures that data is accessed only for the approved campaign 

and only by authorized staff. If a patient has not given consent, the system blocks access until 

they choose to opt in through a simple, transparent consent process. All actions are logged so the 

provider can prove that patient permissions were followed. This approach allows the 

organisation to run effective health campaigns while fully respecting patient privacy and 

regulatory requirements. 

consent-based access control

Healthcare Insurance policy and Premium Planning  

An insurance company wants to improve how it designs policies and sets premium levels, but it 

cannot rely on identifiable customer information because of privacy regulations. Instead, it uses 

, where personal details are transformed so individuals can no longer be  

identified. This allows analysts to study trends—such as age groups, risk categories, or claim 

patterns—without exposing anyone’s identity. With anonymised datasets, the company can build 

fairer pricing models, create better policy options, and understand customer needs more 

accurately, all while ensuring strong privacy protection and full compliance with data laws. 

anonymised data

@Privasapien 2025 all rights reserved 24



Clinical  Research 

Clinical researchers often need large, detailed datasets to study diseases, treatment responses, 
and patient outcomes, but using real medical records can create serious privacy and compliance 
challenges. To address this, they use —artificially generated datasets that mirror 
the statistical patterns and clinical characteristics of real patients without containing any actual 
personal information. This allows researchers to run studies, test hypotheses, train medical AI 
models, and explore new insights safely and efficiently. By relying on synthetic data, clinical 
research can move forward without risking patient identity or violating healthcare privacy 
regulations. 

synthetic data

Demographic Health analytics 

A public health organization wants to study demographic trends—such as age, region, and health 
conditions—to improve community programs, but it must prevent anyone from being identified 
in the data. Using  the organization adds carefully controlled statistical noise 
to datasets so individual records cannot be traced back to any real person, while the overall 
patterns remain accurate enough for analysis. This lets researchers understand population-level 
health risks, track trends, and design better interventions without exposing sensitive personal 
information or violating privacy laws. 

differential privacy,

Use Case 3 –  AI model for loan approval 

A bank is deploying an AI model to automate loan approvals, but it must ensure the system is 
safe, fair, and privacy-protecting. Before releasing the model, the bank conducts 
to dynamically test for privacy, security, safety, fairness and explainability quantifying the risk in 
different models. To train and refine the system without exposing real customer information, the 
bank uses , allowing the model to learn realistic lending 
patterns while keeping personal data private. When the bank needs to work with external LLM 
Models, it relies on , enabling sharing of data without revealing 
identities, it detects and prevents adversarial attack so that various security attacks like jailbreak, 
GCG and other attacks are prevented from attacking the Bank’s AI model. For ongoing 
protection of agentic interactions, the bank uses agentic security with 

 and automated tool scanning, allowing a security-focused agentic AI to continuously 
monitor tools, model behaviour, and integration points, intervening when it detects anomalies or 
malicious agentic behaviour during agentic conversation or its use. Together, these measures 
create a loan-approval system that is accurate, privacy-preserving, and resilient against misuse or 
attack and provides complete control for the bank in its data and AI ecosystem. 

AI red teaming 

PPML supported by synthetic data

pseudonymous inference

Model Context Protocol 
(MCP)
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8 -  Benefit:  Making Privacy a 
strategic advantage & a profit 
centre  
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Figure 15 -  How re-identifiable data flowing without technical safeguards leads to user harm, 
breaches, and DPDPA penalties 
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Figure 16 - How consented and PET-protected data can safely branch into many downstream 
uses, enabling 28 risk-free data flows 
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The visual contrasts a vulnerable data environment with a secure, compliant architecture. The 

upper section illustrates the dangers of re-identifiable data flowing without technical safeguards: 

audit mismatches can trigger breaches, leading to user complaints and penalties as high as ₹250 

Crores. In contrast, the lower section demonstrates a robust framework powered by Privacy 

Enhancing Technologies (PETs). By transforming sensitive information into 'un-relatable' data, 

this approach mitigates regulatory liability and expands operational capacity—converting what 

would be 8 risky flows in an unprotected system into 28 secure, risk-free data flows. 

ROI Framework for Expanding From 8 Risky → 28 Secure Data Flows 

1. Cost Avoidance (Regulatory + Breach Prevention) 

A single DPDP violation can cost up to ₹250 crore. 


If even one of the 8 risky flows results in the financial impact.  


Moving to 28 protected flows dramatically reduces the probability-weighted loss. 



Illustrative logic: If each risky flow carries even a 1–3% annual breach/penalty probability, the 

expected loss can sit between ₹20–60 crore annually. Reducing that probability by >90% easily 

yields 8–20× ROI just on avoided penalties. 

2. Operational Efficiency 

More secure flows = fewer manual reviews, fewer DPIA stalls, fewer data silos. 


If PET automation cuts compliance overhead by 50–80%, you reclaim staff time and accelerate 

approvals. This often produces 10–30% cost savings across data governance operations. 

3. Revenue Lift (The Real Multiplier) 

The jump from 8 → 28 usable flows represents a 3.5× increase in safe data mobility. 


That translates into:  more AI models trained,  more personalization, faster product iteration, 

more cross-team data collaboration. 

Across BFSI and healthcare benchmarks, expanded data fluidity typically yields 10–20% top-line 

uplift when deployed at scale. 

Putting it Together: Practical ROI Estimate 

When you combine: Penalty avoidance, Operational savings, New revenue unlocked 

ROI commonly lands in the 15×–25× range over 12–24 months. 


Even if you pressure-test aggressively and cut the assumptions in half, the ROI still stays well 

above typical tech investments. 
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9 -  Conclusion
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Meeting DPDP Act + Rules has to be looked at holistically before an 

enterprise starts their journey. Give there is a stringent time line, there 

is no time to waste or going back. Design your journey with: 

End to end compliance in mind 


Look for integrated solution which can solve your complete DPDP 

requirements 


Prioritize your time and budget based on regulatory priority of 

penalties 


Approach privacy as a profit center with Data and AI unlocking 


Prepare a phased rollout plan by application 


Measure the RoI of your Privacy program from start 
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