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-[Iminate data blind spots
from Code - Cloud - Al

A practical playbook for dynamic visibility with Data
Journeys™ from source code to Saa$S, cloud, and Al

See and govern unknown
data flows in real time

Prove privacy and Al
governance with live evidence

Ship faster without surprises
at audit time
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B INntroduction

Why this quide, and why now

Security and privacy teams don't lose sleep over known risks, they lose sleep over what
they can't see. Every sprint adds code that touches data, every quarter adds new SaaS
and cloud services, and every product roadmap now includes Al features. Without live
lineage tying where data is to why it's used, blind spots multiply: purpose drift, region
misalignment, hidden egress to third parties, and opaque Al inputs/outputs.

This e-guide gives CISOs a working checklist to expose and close those gaps across
code > cloud > Al, using a single, purpose-aware view of data: Data Journeys™. That
map powers:

e Dynamic DSPM: continuous discovery, classification, posture, and drift detection
across cloud and SaaSs.

e Al Governance: inventory of models/tools, training & runtime lineage, third-party Al
risk, and shadow Al discovery.

e Privacy Automation: continuously current ROPAs and evidence built from the same

live map.
Outcomes @ 4} ©
ou can Fewer unknown Policy enforcement Audit-ready,
y flows; faster “code-to- at PR time and at continuously updated
expect: governed” cycle time runtime records
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[2'  What this guide covers

You'll find the three questions every CISO must answer to eliminate blind spots, a modern
code-to-cloud-to-Al visibility model (Data Journeys™), a field-tested checklist you can drop

into your quarterly controls review, and a 90-day implementation plan with KPIs and a
maturity model.

Who should read: CISOs, security engineering leaders, platform/ML leads, privacy/GRC
leaders, and product owners of Al-powered features.

®
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Three guestions every CISO
must answer

1. Where's my data, really?

Modern visibility starts in source code and follows data through services, storage, Saas,
and Al. You need lineage that captures:

e Creation & movement: which repos, services, queues, functions, and vendors touch
what categories of data

e Context & purpose: business reason tied to each flow (e.g., analytics, support, training,
inference)

¢ Location & residency: regions, cross-border transfers, retention windows

e Access:roles, service accounts, and third-party relationships

2. Am | compliant, continuously?

Evidence can't lag reality. Your records of processing, cross-border mechanisms, and
assessments must be generated from the same live map, so auditors see what actually
happens, not what a form says should happen.

3. Where is my risk, right now?

Risk hides in drift: a new Al tool adopted by a team, a storage class flipped to the public,
a PR that routes regulated data to a non-approved region, a model fed with unapproved
inputs. The program must detect and prioritize these gaps as they appear, with enough
context to fix them quickly.
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Two approaches to these
guestions

Manual/periodic mapping (legacy) relies on point-in-time inventories, survey forms,
and spreadsheet ROPAs. It depends on human recall and static diagrams, falls out of date
quickly, and leads to high toil and slow audit responses.

Dynamic, Data Journeys™-driven programs (modern) connect in-code to runtime
lineage with explicit purpose (code > cloud/Saas > Al), apply policy as code at PR time
and monitor posture at runtime, and run privacy automation (ROPA, assessments,
requests) on the same live map, resulting in fewer surprises, faster shipping, and a stronger
audit posture.

Build on a single source of
truth: Data Journeys™

A live, unified map captures operational reality, repositories and build artifacts; services,
stores, regions, and identities; SaaS and third parties; and Al assets such as models,
endpoints, embeddings/vector stores, and prompts/outputs. The same map ties those
realities to obligations and guardrails: purpose limitation and lawful basis, residency
and retention policies, third-party and Al vendor requirements and DPAs, and model
governance for training/runtime input constraints.

What this unlocks: proactive insights when reality and obligations diverge e.q.,
“restricted attribute present in non-approved region,” “shadow Al usage detected,”
“missing DPA for observed egress,” or “PR introduces unapproved data route.”
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le!  Privacy automation aon the
same map

Privacy operations should move in lockstep with production. ROPA automation draws
from discovered systems and flows and versions itself as reality changes. Assessments
trigger on meaningful deltas like new vendors, categories, regions, or model lifecycle
events. Requests and consent are fulfilled against the live map rather than static registries,
and cross-framework mapping ties internal controls to external requirements using lineage

for proof.

®
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17 Solving the three
guestions, practical
how-10s

A. "Where's my data?” > Continuous discovery + lineage

How to implement

1. Connect repos > extract data-handling signals from code paths and config; link to
services and identities.

2. Turn on cloud/SaaS$ discovery > enumerate services, stores, regions, and third-party
egress; classify continuously.

3. Add Al inventory > register first-party models/endpoints and auto-discover third-party
Al usage; capture training/runtime lineage.

4. Enrich with purpose > tag flows with business intent; bind to policies (e.g., retention,
residency, vendor constraints).

Mini-checklist

"1 Repos scanning and service mapping enabled

Data categories, regions, and access mapped for each flow

Al training data and runtime inputs/outputs captured

) J ]

Third-party egress documented with purpose

A global SaaS firm reduced “unknown flows" by consolidating code, cloud, SaaS, and Al visibility
into a single map, then used purpose tags to enforce region limits. Surprises in audits dropped, and
onboarding new Al tools became a governed path rather than a block.
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B. “Am | compliant?” > Evidence that writes itself

How to implement
1. Generate ROPAs from lineage so processing records reflect reality.

2. Automate assessments with triggers from the map (new region, new category, new
vendor, model lifecycle event).

3. Codify cross-border and residency rules and monitor for violations.

4. Centralize artifacts (ROPA, assessments, contracts) so every data flow links back to
proof.

Mini-checklist

(o

ROPAs autopopulated and versioned
"1 Assessment triggers tied to lineage events
Residency/cross-border enforced with drift alerts

Evidence hub linked to each flow

An enterprise platform team tied ROPAs and DPAs to observed egress and lineage snapshots.
During the audit, they answered “where, why, and who" for each category in minutes, not weeks.
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C. "Where is my risk?” > Insight and enforcement where
It counts

How to implement

1. Policy at PR time > block or flag risky routes before deploy (restricted attributes to non-
approved region, unvetted vendor, Pll in training set, etc.).

2. Runtime posture > alert on misconfigs with context (data category + region + purpose +
identity).

3. Al governance > detect shadow Al; enforce model input/output constraints; watch
embeddings/vector stores.Mini-checklist.

4. Third-party Al risk > approve/sandbox/block vendors based on observed data usage.

Mini-checklist

"1 PR gates active for data handling and residency

Posture drift mapped to flows and identities

Shadow Al detection and onboarding path

] J ]

Third-party Al controls based on real usage

A product group adopted a generative Ul helper. Shadow Al detection surfaced it, lineage showed
prompts carrying requlated attributes, and the tool was onboarded with redaction + region
constraints in under a week.
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Intelligent insights you can
act on

Your platform should surface actionable deltas, not noise. Common, high-value examples
include potential data-purpose misalignment, region control drift when storage or
processing moves outside approved locations, and missing or stale contracts when egress
is observed without current DPA/SCCs. You should also expect signals for sensitive
attributes appearing in Al training sets, shadow Al usage that merits onboarding, and over-
permissive identities on sensitive stores that violate least-privilege.

Why it matters: each insight links to live evidence (lineage snapshot + policy + artifact)
and a fix path (e.g., edit PR, rotate config, update vendor terms, or quarantine training
data).

CISO Checklist (tear-out)

Privacy operations should move in lockstep with production. ROPA automation draws
from discovered systems and flows and versions itself as reality changes. Assessments
trigger on meaningful deltas like new vendors, categories, regions, or model lifecycle
events. Requests and consent are fulfilled against the live map rather than static registries,
and cross-framework mapping ties internal controls to external requirements using lineage
for proof.

Code (shift-left)

"] Repos connected; data-aware scanning active
1 PR gate for cross-boundary flows and restricted categories
1 Code > service > store lineage with purpose & region

1 Code paths touching Al (training, prompts, outputs) governed
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Cloud & SaaS (dynamic DSPM)

] Continuous discovery/classification/inventory/mapping
(] Residency/cross-border rules enforced; drift alerts triaged
(] Third-party egress documented; vendor controls applied

1 Access reviews aligned to data categories and purpose

Al Governance

] Alinventory complete (first-party + third-party)
(] Training/runtime lineage captured for priority features
(1 Shadow Al detection active; onboarding flow defined

1 Third-party Al risk managed from observed usage

Privacy Automation

] ROPASs auto-generated and current
(1 Assessments triggered by lineage events
M) Consent/requests integrated with the live map

(1 Audit evidence hub with lineage snapshots

KPIs

Unknown > known flows (% reduction QoQ)

Time to govern a new flow (PR opened > policy-checked)

Al inventory coverage (% with training/runtime lineage)

ROPA freshness (median age of entries)
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Mo 90-Day plan + maturity
model

¢+ Phase 1. (Days 0-15):

Establish the live map. Connect repositories and enable code service mapping, switch
on cloud/Saas discovery with classification, seed the Al inventory and capture early
lineage, and tag purpose on high-risk flows.

¢+ Phase 2: (Days 16-45):

cross-border rules with drift alerts, generate ROPAs from lineage while centralizing
artifacts, and enable assessment triggers tied to lineage events.

¢+ Phase 3: (Days 46-90):

Al readiness & optimization. Implement training/runtime lineage for priority models,
stand up shadow Al detection with a clear onboarding path, govern third-party Al
based on observed usage, and run a lineage-based incident drill while publishing KPI
baselines.

Maturity model (quick view)

1. Ad-hoc: point-in-time inventory; spreadsheet evidence

2. Managed: periodic scanning; partial Al inventory

3. Integrated: single map across code > cloud; basic PR gates

4. Dynamic: purpose-aware lineage; privacy automation; Al governance

5. Continuous enforcement: policy in Cl/CD and runtime; audit-ready
artifacts by default
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Want to see your Data Journeys™ from code to cloud to Al, in under an hour?
Request a tailored walkthrough and get a checklist-ready gap analysis.

> relyance
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