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Introduction

The exponential growth of digital data presents both unprecedented opportunities and
significant challenges for organizations. As a custodian of sensitive personal, financial, and
business information, it is your responsibility to implement comprehensive data protection
measures that safeguard against loss, unauthorized access, and misuse.

This Data Protection Program serves as a foundational framework for managing information
assets across your organization. It is designed in alignment with applicable laws, such as the
General Data Protection Regulation (GDPR), state and federal privacy statutes, and relevant
industry standards. The program encompasses technical, physical, and administrative
controls to ensure data confidentiality, integrity, and availability.

Key components include:

« Data classification and inventory: Identifying, categorizing, and tracking data based on
sensitivity and regulatory obligations.

* Access controls: Ensuring only authorized personnel can access or modify
sensitive information.

* Risk management: Assessing and mitigating threats through regular security reviews
and incident response planning.

e Training and awareness: Educating employees on their responsibilities and best
practices for data handling and security.

* Incident response: Establishing protocols to promptly detect, respond to, and recover
from data breaches or other security events.

¢ Continuous improvement: Regularly reviewing and updating your policies to keep pace
with evolving risks and technology.

By adopting this structured approach, you aim not only to comply with legal requirements,
but also to demonstrate your commitment to protecting the privacy and trust of your
clients, employees, and business partners.

This document describes each aspect of your Data Protection Program and outlines the
roles and responsibilities that ensure its effective implementation and ongoing success. It
also outlines a generic structure that many organizations follow, but which you can adapt to
suit your size, maturity, and regulatory environment.
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Key Success Factors

Ensuring the effectiveness and sustainability of a data security program requires more than
implementing technical solutions; it demands strategic focus and organizational alignment.
Several key factors contribute to the successful development and long-term impact of a
data security initiative:

« Start with business objectives, not technology.

« Gain cross-functional support early.

« Pilot, monitor, tune, then enforce.

e Balance protection with usability.

e Treat it as an ongoing program, not a one-off project.

First, it is crucial to anchor the program in business objectives rather than technology
alone. By aligning security efforts with organizational goals, you ensure that data protection
supports—not hinders—-critical operations and growth. Early engagement and support
from stakeholders across departments establishes a unified foundation and fosters cross—
functional collaboration, driving momentum and accountability.

A methodical approach to implementation, beginning with piloting, monitoring, and refining
solutions before enforcing policies organization—-wide, helps identify challenges and optimize
practices for maximum effectiveness. Balancing robust security measures with user-friendly
processes is equally important, allowing you to protect sensitive information without
impeding productivity.

Finally, viewing data security as an ongoing program rather than a one-off project enables
continuous adaptation to evolving risks, business priorities, and regulatory requirements. By
embedding these success factors into your strategy, you lay the groundwork for a resilient,
effective, and enduring data security program.
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Program Phases

Define Objectives & Scope

Outline the key objectives of your data security program: what you aim to achieve through
your security measures, such as preventing unauthorized access, maintaining data integrity,
and ensuring compliance. By articulating these objectives, you set measurable benchmarks
for success and guide the selection of appropriate controls and practices.

Next, define the scope of the program, specifying which types of data, systems, processes,
and business units are included. Clearly delineating the boundaries helps ensure resources
are allocated effectively and that security efforts address all relevant areas without
overlooking critical assets.

Together, the objectives and scope form the foundation of your data security program,
providing a strategic framework for safeguarding information and supporting the
organization’s overall mission.

TASKS

» Business goals: Clarify what the organization wants to achieve (e.g., protect intellectual
property, prevent accidental leaks, comply with GDPR/PCI/HIPAA).

* Scope: Decide whether to start with email, endpoints, cloud apps, or all at once. Most
organizations start small with one enforcement point (proxy, email, endpoint, or cloud
DLP) and expand.

« Risk appetite: Work with leadership to define tolerance levels for data movement and
acceptable exceptions.

Build Governance & Stakeholder Alignment

Effective data security is not achieved through technology alone—it requires strong
governance structures and active collaboration among all stakeholders. Establishing a clear
governance framework ensures that roles, responsibilities, and decision—-making processes
are well-defined, enabling consistent application of security policies across the organization.

Robust governance mechanisms are essential to help you effectively oversee the data
security program, including the creation of steering committees, designation of accountable
leaders, and the development of reporting and escalation pathways. Ongoing stakeholder
engagement is also critical to ensure that business units, technical teams, executive
leadership, and external partners are aligned with the program’s objectives and understand
their roles in protecting information assets.
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By fostering a culture of shared responsibility and transparency, you can enhance
accountability, support informed decision—-making, and promote the sustained success of
your data security efforts.

TASKS

» Steering committee: Include IT/security, legal, compliance, HR, business units, and
data owners.

* Roles and responsibilities:

» CISO/(Information) Security: Overall ownership.

» Compliance/Legal: Regulatory requirements.

» Business units: |dentify critical data and workflows.
» IT: Integration, policy enforcement.

 Policies and standards: Define what “sensitive data” means in your context (PII,
PHI, trade secrets, financial data, source code, etc.). This should be specified in a
data classification policy available to everybody in the organization to foster a data
security mindset and avoid ambiguity. Clear guidelines will help employees make
the right decisions and prevent responsibilities from being clouded by vague policies
and guidelines.

Data Discovery & Classification

An effective data security program begins with a clear understanding of the information
landscape. Data discovery and classification are foundational activities that enable an
organization to identify, categorize, and prioritize its information assets based on sensitivity
and value.

Systematic discovery of data across your organization—whether stored in databases, file
systems, cloud environments, or on employee devices—provides visibility into what data
exists, where it resides, and how it flows within your business operations.

Once identified, data is classified according to predefined levels of importance and risk—for
example, public, internal, confidential, or regulated. Proper classification allows you to apply
appropriate security controls, meet compliance requirements, and ensure that sensitive
information receives the highest level of protection.

By establishing strong data discovery and classification practices, you lay the groundwork

for targeted risk management, enhance regulatory compliance, and support the overall
effectiveness of your data security program.
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TASKS

- Data mapping: Identify where sensitive data resides (endpoints, file shares, cloud
workloads, SaaS, email).

- Classification: Apply labels (public, internal, confidential, restricted) or simply move the
data under a certain classification as part of the policy and standards as defined in the
previous step.

* Tools: Leverage existing discovery tools, such as the Zscaler Endpoint DLP data scan,
the data discovery dashboard, or a CASB scan, and use pre-built DLP dictionaries/
templates. The Al-based classifications are a superb tool to help identify data.
Discovery does not need to be highly comprehensive; some evidence is enough to
identify that a certain location contains sensitive data.

e Prioritization: Focus first on the most sensitive and most at-risk data categories. Good
examples are Pll as well as financial, healthcare, and legal data.

Policy Design

Establishing clear and comprehensive policies is the cornerstone of a successful data
security program. Well-designed policies provide the guiding principles and actionable
rules that shape employee behavior, define system requirements, and ensure consistent
protection of sensitive information throughout the organization.

Take a considered approach to create policies that address all critical aspects of data
security, including data handling, access controls, incident response, training, and
compliance. Your policy design process ensures that requirements from applicable
laws, industry standards, and organizational goals are integrated into actionable and
measurable directives.

By involving key stakeholders in the development and review of policies, you can better
align with business needs and foster a sense of shared responsibility. Robust data security
policies serve not only as a deterrent against unauthorized activities, but also as an essential
framework for responding to risks and fulfilling your legal and ethical obligations.

Through effective policy design, you create a secure environment that supports your
mission, protects your assets, and builds trust with customers, partners, and employees.
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TASKS

» Use cases: Define scenarios to monitor (e.g., sending PIl outside the org, uploading
source code to GitHub, copying large volumes to USB).

« Granularity: Start with monitor-only policies (no blocking) to avoid business disruption,
or implement options that will allow users to choose whether to continue with their
activities. This will also train your users implicitly, which is an important step.

e Exception handling: Define clear processes for overrides and approvals.

» Legal/privacy review: Ensure compliance with local labor laws (esp. in EU regarding
employee monitoring).

Technology Selection & Integration

The effectiveness of a data security program relies on sound policies and procedures as well
as the strategic use of technology. Selecting and integrating the right technical solutions is
essential for protecting sensitive information against ever—evolving threats.

To find the technologies that best fit your organization, you need to assess your existing
infrastructure, determine requirements based on data sensitivity and risk, and select
solutions that align with both security objectives and business operations.

Integration is equally critical; the tools and systems you select must work seamlessly
together and fit into existing workflows to ensure efficiency and minimize operational

disruption. Fostering strong interoperability and automating key security controls will
increase your ability to respond quickly to incidents and maintain robust data protection.

TASKS

» Requirements gathering: Integration with or expansion of existing stack (email
gateway, proxy, endpoints, M365, GCP/Azure/AWS, CASB, SIEM/SOAR).

» Evaluation: Choose between endpoint, network, cloud native, or hybrid DLP protection,
while Zscaler can protect data in all these scenarios.

« Integration: Plan SIEM logging, ticketing system integration, and automation for
incident handling with Zscaler Workflow Automation.
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Pilot & Phased Rollout

A pilot and phased rollout approach enables you to introduce new security measures
gradually, starting with targeted areas or groups before expanding organization—wide.
Ultimately, this will both increase the effectiveness of your data security program and
minimize disruption.

Start with a pilot implementation to test processes, technologies, and policies in your real
environment to gather feedback, identify challenges, and make improvements. By closely
monitoring initial results and learning from early adopters, you can refine your strategy,
address unforeseen issues, and build confidence among stakeholders.

Next, begin a phased rollout to extend the data security program methodically, ensuring
that each business unit or department receives adequate support and training during the
transition. This measured approach reduces risk, increases user acceptance, and helps
maintain daily operations while strengthening your overall security posture.

TASKS
* Pilot group: Select a small, controlled business unit with representative data flows.
* Monitor-only mode: Gather data, tune policies, minimize false positives.
* Feedback loop: Work with end users to understand real-world workflows.

» Phased expansion: Roll out to additional units, data types, or channels step by step.

Incident Response & Workflow

No data security program is complete without a robust approach to managing security
incidents. Prompt and effective incident response is essential for minimizing the impact
of data breaches, cyberattacks, or other security events that could threaten organizational
assets and stakeholder trust.

Develop clear workflows and procedures for detecting, reporting, analyzing, and resolving
security incidents. Establishing defined roles, escalation paths, and communication channels
facilitates swift action and coordination across technical, legal, and business teams.
Comprehensive incident response planning also supports compliance with regulatory
obligations to report breaches within mandated timeframes.

Through regular testing, training, and post—-incident reviews, your organization can
continually refine incident response processes to enhance preparedness, reduce recovery
times, and prevent future occurrences. By embedding structured workflows into your data
security program, you strengthen your resilience and demonstrate your commitment to
protecting sensitive information and maintaining operational continuity.

Building a Data Security Program ©2025 Zscaler, Inc. All rights reserved.




TASKS
e Triage process: Who investigates alerts? How quickly?
e Escalation paths: Define when Legal, HR, or Compliance must be involved.
* User education: Instead of just blocking, notify and train users why the action is risky.

e Automation: Where possible, integrate with SOAR to streamline repetitive tasks.

User Awareness & Training

People are often the first line of defense in safeguarding organizational data. As such,
effective user awareness and training are vital parts of a successful data security program,
ensuring that employees understand their roles and responsibilities in protecting
information assets.

Building a security—conscious culture requires ongoing education and engagement. Tailored
training sessions, regular communications, and practical resources will help users learn to
recognize potential threats, such as phishing, social engineering, and data mishandling, and
understand best practices for appropriate response.

Consistent user awareness and training reduces the likelihood of human error, supports
compliance with regulatory requirements, and reinforces your overall data protection
strategy. The result is an environment where security is everyone’s responsibility and your
organization’s data remains well protected.

TASKS

e Culture of protection: Frame DLP as “protecting the company and customers,” not
“spying on employees.”

¢ Micro-training: Show users what happens if they try to send sensitive data incorrectly.
 Feedback channels: Let employees report false positives or request safe exceptions.
Metrics & Continuous Improvement
A truly effective data security program is not static; it evolves continuously to counter
emerging threats, address new business requirements, and ensure sustained regulatory

compliance. Measuring the performance of security initiatives and fostering a culture of
ongoing improvement are essential to maintaining strong data protection over time.
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Track and log essential metrics to assess the effectiveness of your security controls, policies,
and processes. Key performance indicators—such as incident response times, user training
participation rates, and compliance audit results—will provide valuable insights into areas of
strength and opportunities for enhancement.

Continuous improvement relies on regular review, feedback, and adaptation. Lessons
learned from security incidents, changes in the threat landscape, and advancements in
technology all inform updates to your program. A structured approach to measurement
and refinement will ensure that your data security practices remain proactive, resilient, and
aligned with your organization’s strategic goals.

TASKS
* KPIs: Number of incidents, % false positives, time to response, user exceptions.

» Risk reduction tracking: Show leadership how much sensitive data movement is
being prevented.

» Policy refinement: Iterate based on actual business workflows.

« Audit readiness: Maintain logs, reports, and metrics for compliance audits.

Long-Term Maturity

Achieving and maintaining robust data security is an ongoing journey, not a one-
time project. Long—-term maturity is the best way to ensure sustained protection of
sensitive information regardless of changes in technology, regulatory landscapes, or
business objectives.

By regularly assessing your security capabilities, benchmarking against industry standards,
and integrating lessons learned from past experiences, you can continuously strengthen
your program’s effectiveness, developing a mature, adaptive security posture that evolves
over time.

A focus on long-term maturity involves maintaining foundational controls while investing

in advanced technologies, fostering employee engagement, and aligning security strategies
with broader organizational goals. Through comprehensive planning, strategic resource
allocation, and continuous improvement efforts, you ensure that your data security program
remains resilient, relevant, and capable of meeting future challenges.
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TASKS

Move from reactive (“stop data leaks”) = to proactive (“design secure workflows”).

Integrate with zero trust and data security posture management (DSPM).

Expand coverage to supply chain, contractors, and third—party SaaS.

Automate classification and policy application using Al/ML to reduce manual tuning.

DLP Program Roadmap (O—18 Months)

Phase 1: Foundation (Months O—6)

Goal: Define objectives and scope, build governance, and prepare groundwork.

« Executive sponsorship and governance
* Policy framework

« Data discovery and classification

* Policy design

¢ Technology selection and integration

DELIVERABLES
 DLP governance charter

 Data classification standard
Vendor/tool selection decision

Phase 2: Pilot & Testing (Months 6—9)
Goal: Validate technology, tune policies, and minimize false positives.
e Pilot
 Policy rollout (monitor only)
* Incident response and workflow
DELIVERABLES
e Pilot deployment report

 Initial incident response playbook
* Policy refinement guide
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Phase 3: Controlled Rollout (Months 9—18)

Goal: Expand coverage and enforce policies carefully.

« Expand scope with a phased rollout

« Begin selective enforcement

« User awareness and training

» Metrics and continuous improvements

DELIVERABLES

e Enterprise-wide user training
» Metrics dashboard for leadership
e Enforced policies in critical workflows

Phase 4: Enterprise Rollout & Optimization (Months 13—18)

Goal: Achieve broad coverage, embed into culture, and optimize program.

Full deployment

» Roll out DLP across all business units and geographies.
» Expand integration (SIEM, SOAR, UEBA).

» Advanced policies

»  Apply contextual policies (location-based, risk scoring, insider threat indicators).
» Automate classification with ML where possible.

* Incident response scaling

» Create SOC playbooks for triage and escalation.
» Automate commmon remediation actions (quarantine, encryption).

* Long-term maturity

DELIVERABLES

« Organization-wide DLP coverage
 Automated response workflows
* Executive-level KPI reporting

By the end of this roadmap, your organization should move from ad—-hoc monitoring to

a governed, enforced, and optimized enterprise DLP program, fully embedded into risk
management and compliance.
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Roadmap

PHASE MONTHS | GOAL KEY ACTIVITIES
Phase 1: O—6 Define « Executive sponsorship
Foundation objectives and governance
and scope, « Policy framework, data
build discovery and classification
governance, « Policy design
and prepare « Technology selection
groundwork and integration
Phase 2: 6—9 Validate » Pilot deployment
Pilot & technology,  Policy rollout (monitor only)
Testing tune * Incident response
policies, and and workflow
minimize
false
positives
Phase 3: 9—18 Expand « Expand scope with
Controlled coverage phased rollout
Rollout and enforce * Begin selective
policies enforcement
carefully « User awareness and training
« Metrics and continuous
improvements
Phase 4: 13—18 Achieve * Full DLP deployment
Enterprise broad across all business units
Rollout & coverage, and geographies
Optimiz- embed into - Expand integration (SIEM,
ation culture, and SOAR, UEBA)
optimize « Advanced policies
program (contextual, ML automation)

* Incident response scaling
(SOC playbooks,
automation)

« Long-term maturity
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