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1 .  E X E C U T I V E  O V E R V I E W

Growth creates complexity. The opportunity is to connect the
functions that often evolve separately.

Many small and midsize organizations reach a point where the way they have
always worked starts to create friction. The business may be healthy. The
nonprofit may be fully funded and staffed. The team may be experienced. But
growth, new technology, more vendors, more data, more reporting requirements,
and more outside partners can expose gaps that were easy to manage when the
organization was smaller.

The issue is often not a lack of effort. Operations, technology, privacy,
procurement, contracts, people, and compliance may have evolved separately.
One department buys software. Another manages vendors. Legal reviews certain
contracts. HR controls onboarding. Finance approves expenses. Leadership
holds key information in email or memory.

A practical modernization strategy connects these functions without
overengineering them - helping the organization use technology more effectively,
choose vendors more carefully, protect sensitive information, improve contracts
and procurement processes, create clearer accountability, and make everyday
work easier for staff.

The central idea: modernization should redesign how work moves through the organization so that technology,
people, policies, vendors, data, and decision-making support one another.

PEOPLE
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DATA & PRIVACY

VENDORS &
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COMPLIANCE & RISK

DECISIONS &
GOVERNANCE

CONNECTED
MODERNIZED
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2 .  W H O  T H I S  R E P O R T  I S  F O R

The strongest fit is an organization that is functioning, growing, and
increasingly complex - but still operating with fragmented systems
or inconsistent controls.

Growing faster than its internal systems
A small or midsize organization whose operations have become more
complex than the processes supporting them.

Operationally intensive
Construction, manufacturing, technology, medical, professional-
services, or similar organizations using a mix of manual processes
and disconnected software.

Agency- and partner-heavy nonprofit
An established nonprofit with funding, payroll staff, programs,
vendors, public agencies, elected officials, foundations, or
institutional partners.

Still working "old school"
Heavy reliance on spreadsheets, email chains, paper files, verbal
approvals, shared passwords, or one employee who knows how
everything works.

Technology needs translation
A company or nonprofit that needs technology usage, training,
workflows, and internal processes broken down into simple steps
people can actually follow.

Cautious about change
Leadership knows technology needs to improve but is concerned
about cost, complexity, cybersecurity, privacy, or staff resistance.

Too many vendors or subscriptions
Several software tools or vendors with no consistent process for
evaluating, approving, renewing, or offboarding them.

Compliance is reactive
Requirements are handled as occasional legal tasks rather than built
into normal operations.

High-risk or fast-moving culture
The organization needs stronger controls without creating
unnecessary bureaucracy.

Ready for AI - but needs guardrails
The organization wants to use AI but needs approved-use rules,
human review, vendor diligence, privacy considerations, and practical
training first.

What these organizations often need

A clear picture of what is happening today. A smaller number of better tools.

Clearer oversight of vendor performance, contracts, and key obligations. Clear ownership of approvals and decisions.

Better documentation and repeatable workflows. Practical privacy and compliance controls.

User-friendly dashboards and reporting. Staff training that reduces fear and increases adoption.

A phased modernization plan that does not disrupt the business.
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3 .  T H E  M O D E R N I Z AT I O N  P R O B L E M

Small issues accumulate until the organization becomes harder to
manage than it needs to be.

Silos

The same information is
entered in multiple systems.

Manual work

Employees spend too much
time searching, copying, or

chasing approvals.

Vendor sprawl

Renewals arrive with little
notice and no performance

review.

No single source of truth

Leadership gets inconsistent
reports or cannot see key

information quickly.

Outdated processes

Important work depends on one
person, email, paper, or

memory.

Reactive compliance

Questions are addressed after a
problem occurs rather than

before a decision.

Invisible risk

Access, data, and vendor
obligations may not be visible

until something breaks.

Low adoption

New tools are purchased but
staff use workarounds because

the process is too difficult.

The hidden cost of staying "old school"

Older processes can feel safe because they are familiar. But familiar does
not always mean lower risk. Manual systems can create missed deadlines,
inconsistent records, duplicate work, weak access controls, unclear
vendor responsibilities, poor data quality, slower reporting, and
dependence on individual employees.

For organizations working with agencies, government, major funders,
regulated customers, or sensitive data, these gaps can also affect
credibility, contracting, audits, funding, insurance, reputation, and the
ability to scale.

A better modernization question: Where is work breaking down, what information do we need to manage better, what risk do
we need to reduce, and what is the simplest system that will improve the outcome?

Growing complexity
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Friction becomes visible
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4 .  T E C H N O L O G Y  I N N O VAT I O N  T H AT  A C T U A L LY  H E L P S

The goal is not more technology. It is better alignment between
people, workflows, data, risk, and the tools supporting them.

SIMPLIFY

Consolidate tools and remove
unnecessary complexity.

AUTOMATE

Reduce repetitive steps and
manual handoffs.

INTEGRATE

Connect systems so information
flows where it should.

VISUALIZE

Use dashboards and reporting to
make decisions easier.

PROTECT

Build privacy, security, and access
controls into workflows.

High-value areas for practical modernization

Workflow & approvals

Replace scattered email approvals with clear intake, routing,
ownership, status tracking, and escalation.

Project & program management

Create a shared view of deadlines, owners, dependencies,
deliverables, issues, and decisions.

Vendor & contract management

Track vendor owners, services, pricing, contract terms,
renewals, privacy reviews, and performance.

Data & reporting

Reduce duplicate spreadsheets and create simple dashboards
leaders can use.

Document & knowledge management

Make policies, procedures, contracts, templates, and
institutional knowledge easier to find.

Stakeholder management

Improve how customer, constituent, donor, or partner
relationships and follow-up are tracked.

Onboarding & offboarding

Standardize accounts, access, equipment, training, approvals,
and handoffs.

AI-assisted work

Use AI selectively for low-risk research, drafting, knowledge
retrieval, follow-up, and routine analysis with human review.
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4 .  T E C H N O L O G Y  I N N O VAT I O N  T H AT  A C T U A L LY  H E L P S

Tailored technology can create value - but only when the underlying
workflow, users, data, risk, and ownership are understood first.

When tailored technology makes sense

Custom or tailored technology can be valuable when a recurring
workflow is unique, high-volume, expensive, or difficult to manage with
standard software. But custom development should not be the first
answer. Start with the workflow, users, data, approval points, security
needs, reporting requirements, and long-term ownership.

A user-friendly technology standard

Easy enough for the actual staff who will use it.

Clear permissions and access controls.

Simple reporting and export options.

Works with existing systems where practical.

Does not require constant consultant support for basic changes.

Includes a clear owner, training plan, and documentation.

Uses the minimum amount of sensitive data necessary.

Can be replaced or exited without losing organizational knowledge.

A practical maturity path

The best modernization programs are not built around what is newest. They are built around what staff can use consistently and
leadership can govern responsibly.

Technology should make the organization easier to run.

1

Map
Understand the current workflow

2

Simplify
Remove unnecessary steps

3

Select
Choose the right tool

4

Implement
Configure, train, document

5

Govern
Review access, risk, performance
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5 .  P R I VA C Y  &  P R O C U R E M E N T  M A N A G E M E N T

A bridge area that helps organizations make better decisions about
vendors, software, contractors, data, contracts, cost, and operational
risk.

Privacy & Procurement Management becomes especially valuable when
responsibility is spread across several departments. Procurement may focus on
pricing and purchasing. Operations may understand how the service will be used.
IT may evaluate the technology. Legal may review contract terms. Finance may
approve spending. HR may manage employee information.

The management function helps connect these perspectives so vendor decisions
are evaluated consistently from both a business and risk perspective.

Core responsibilities

Vendor sourcing & selection

Support third-party vendor sourcing, evaluation, selection,
and ongoing management.

Intake & approvals

Create clear intake and approval processes for software,
vendors, contractors, and services.

Data visibility

Identify what organizational, customer, employee, or sensitive
data a vendor may receive, access, store, generate, or share.

Risk review

Coordinate vendor risk and privacy assessments before
sensitive information is introduced into a platform or service.

Vendor records

Maintain organized records of vendors, contracts, internal
owners, renewal dates, and key obligations.

Data-handling requirements

Help establish practical expectations around confidentiality,
retention, deletion, and access for legal review where
appropriate.

Counsel coordination

Coordinate with legal teams on contract issues involving data
protection, liability, compliance, and service expectations.

Performance & changes

Monitor vendor performance, scope changes, new
integrations, and changes in data use.

Renewal discipline

Evaluate performance, cost, risk, and continued business
need before automatic renewal.

Offboarding

Coordinate removal of access, return or deletion of data
where required, and preservation of important records.

Connect purchasing decisions to data, contracts,
implementation, and risk.
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5. PRIVACY & PROCUREMENT MANAGEMENT

Many privacy and data risks begin as ordinary
purchasing decisions.

Why connect privacy and procurement?

A department may subscribe to a new platform, hire a contractor,
connect a software integration, or upload employee or customer
information before anyone has considered how that information will
be accessed, stored, shared, retained, or protected.

Connecting privacy considerations to procurement moves these
questions earlier in the decision process - while the organization still
has leverage to compare vendors, negotiate terms, limit data,
change the workflow, or avoid unnecessary exposure.

A practical decision path

1

BUSINESS NEED

2

VENDOR / TOOL

3

RISK REVIEW

4

DECISION

Earlier review creates more options

Compare vendors more effectively.

Ask the right questions before purchasing.

Negotiate stronger operational and commercial terms.

Limit unnecessary access to data.

Address operational or compliance concerns before
implementation.

Avoid technology that creates more risk or complexity than
value.

Where legal counsel fits

Privacy & Procurement Management does not replace legal
counsel. It helps organize the business and operational side of
the relationship by gathering vendor information, identifying
potential risk areas, documenting how a service will be used,
supporting commercial negotiations, and preparing issues that
may require legal review.

Legal counsel can then focus on legal rights, liability, regulatory
requirements, data protection provisions, and other legal
considerations. Once those decisions are made, the
management function can help translate them into vendor
processes, internal procedures, documentation, training, and
ongoing oversight.

By improving documentation, identifying operational issues earlier, and preparing information before it reaches counsel,
the organization may reduce avoidable back-and-forth, use legal resources more efficiently, and address potential risks
before they become more costly or disruptive.
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6 .  V E N D O R  R I S K  &  P R I VA C Y  A S S E S S M E N T S

A practical assessment can be proportionate to risk. Not every
purchase needs a 100-question technical review.

Practical questions before approving a vendor

What business problem are we solving?

Who will own the vendor relationship internally?

What data will the vendor receive or access?

Does the vendor need all of that data?

Will the vendor use subcontractors or other third parties?

Will organizational data be used to train or improve AI models?

How are user permissions and administrator access managed?

How long will the vendor retain data?

What happens to data when the relationship ends?

What happens if there is a security incident or service failure?

Can the organization export its information in a usable format?

What are the renewal, price increase, termination, and auto-renewal terms?

A simple three-tier model

LOW
Minimal sensitive

data, low
dependency, low
spend, easy to

replace.

MODERATE
Business-critical

workflow, meaningful
data, spend,

integrations, or
dependency.

HIGH
Sensitive or regulated

data, critical
infrastructure, major
exposure, AI decision
support, or material

operational
dependency.

What the assessment should produce

Approve / approve with conditions / do not approve recommendation.

Documented risks and owners.

Contract questions for legal counsel.

Required controls before launch.

Review or renewal date.

A record leadership can understand without a technical report.
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7.  C O N T R A C T  N E G O T I AT I O N  &  V E N D O R  G O V E R N A N C E

Strong vendor management is not limited to negotiating price. The
agreement should reflect how the relationship will actually operate.

The business-side role is to understand the service, identify operational risk, compare
alternatives, negotiate practical commercial terms, organize decision-making, and make
sure the signed agreement can actually be implemented.

Legal teams can then focus on legal sufficiency, rights, liability, privacy, regulatory
exposure, and other legal terms.

A strong contract can still fail if nobody owns it after signature.

Operational and commercial terms that deserve attention

Scope of work & deliverables

Define the operating expectation clearly and assign internal

ownership.

Implementation responsibilities & deadlines

Define the operating expectation clearly and assign internal

ownership.

Pricing, payments & price-increase controls

Define the operating expectation clearly and assign internal

ownership.

Service levels, support & escalation

Define the operating expectation clearly and assign internal

ownership.

Renewal and auto-renewal provisions

Define the operating expectation clearly and assign internal

ownership.

Termination rights & transition support

Define the operating expectation clearly and assign internal

ownership.

Ownership of work product, configurations & data

Define the operating expectation clearly and assign internal

ownership.

Data access, use, retention, return & deletion

Define the operating expectation clearly and assign internal

ownership.

Subcontractors or subprocessors

Define the operating expectation clearly and assign internal

ownership.

Confidentiality & information handling

Define the operating expectation clearly and assign internal

ownership.

Audit, reporting or documentation rights

Define the operating expectation clearly and assign internal

ownership.

Insurance, indemnity, liability, security, privacy &
compliance for legal review

Define the operating expectation clearly and assign internal

ownership.

After signature: governance matters

Vendor governance should include a named internal owner, performance checkpoints, renewal reminders, issue tracking, documentation of scope changes,
access reviews, and an offboarding plan.

Scope, performance, ownership, data, renewals,
change, termination, and transition all matter.
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8 .  R E G U L AT O R Y  C O M P L I A N C E  A S  A N  O P E R AT I N G  S Y S T E M

Compliance works best when requirements are translated into
ordinary workflows, approvals, documentation, training, and
escalation rules.

If employees have to stop what they are doing, search for a policy, and
interpret legal language every time a decision arises, compliance will feel
separate from operations.

A more practical approach converts requirements into workflows, approvals,
checklists, documentation standards, training, and escalation rules.

Examples of operational compliance

Privacy laws are one part of the picture

California / CCPA

Qualifying for-profit businesses doing business in California may have
obligations under the CCPA, as amended. The California Attorney
General states that the CCPA generally does not apply to nonprofit
organizations or government agencies.

European Union / GDPR

GDPR applicability depends on an organization's activities and data
processing, including certain organizations outside the EU that offer
goods or services to people in the EU or monitor their behavior.

Regulatory context summarized from California Department of Justice / Office of the Attorney General and European Commission guidance. Applicability varies by organization and jurisdiction and should be
confirmed with qualified counsel.

Make the compliant path the easy path.

A procurement form that asks whether a vendor will access personal or
confidential data.

A contract checklist that flags terms requiring legal review.

Role-based access for new hires and departing employees.

A documented retention and deletion process.

A grant or public-agency reporting calendar with assigned owners.

An AI-use policy with approved tools, prohibited uses, and human review.

A decision log for high-risk exceptions.

An incident-routing process.

A dashboard for overdue reviews, expiring contracts, unresolved risks, and
owners.
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9 .  P E O P L E  O P E R AT I O N S  &  O R G A N I Z AT I O N A L  E T H I C S

Technology and compliance systems only work when people
understand them, trust the process, and know who is accountable.

Clear roles & decision rights

Define who decides, approves, escalates, and owns follow-up.

Consistent onboarding & offboarding

Standardize access, equipment, training, documents, and handoffs.

Role-based access

Give people the access they need - not simply the access that is convenient.

Training that explains why

Help staff understand the purpose behind a process, not just the rule.

Simple escalation paths

Make it easy to raise concerns, conflicts, errors, or exceptions.

Documented ethical standards

Clarify expectations for vendors, gifts, conflicts, confidential information, and

outside access.

Responsible AI use

Define appropriate human judgment, approved tools, and boundaries for

automation.

Knowledge transfer

Build continuity so the organization is not dependent on one person.

Feedback loops

Connect frontline experience with managers, compliance, and leadership.

Consistent exceptions

Avoid risk decisions based only on seniority, urgency, or relationships.

Ethics becomes operational when people know who is accountable, decisions can be explained, sensitive information is handled
intentionally, conflicts are documented, and leadership follows the same standards it expects from staff.
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1 0 .  C L I E N T  P R O F I L E S

These profiles reflect organizations that often benefit from
embedded modernization, privacy, procurement, compliance, and
operational support.

The common thread

Both organizations may be successful, staffed, and capable. The challenge is that operational complexity has outgrown the informal systems that once
worked.

Profile A - The growing construction or manufacturing company

What it looks like: Strong operators, experienced staff, vendor-heavy work, field and office teams, manual approvals, spreadsheets, legacy software,
and processes that developed informally over time.

Common pressure points: Subcontractor/vendor management, purchase approvals, insurance and contract tracking, workforce onboarding, job
documentation, sensitive employee/customer information, field-to-office communication, reporting, and tool adoption.

Highest-value support: Vendor and contract oversight, workflow modernization, project dashboards, procurement controls, onboarding/offboarding,
document management, user-friendly systems, training, and practical risk escalation.

Profile B - The midsize technology or medical company

What it looks like: Rapid tool adoption, many software vendors, sensitive information, specialized staff, outside counsel, investors or institutional
partners, and pressure to scale without creating too much process.

Common pressure points: SaaS sprawl, unclear data access, AI use, contract renewals, privacy questions, vendor security, customer requirements,
changing workflows, and inconsistent ownership across legal, IT, operations, HR, and finance.

Highest-value support: Privacy and procurement management, vendor risk assessments, contract coordination, technology governance, data-use
controls, AI guardrails, implementation planning, and cross-functional operating systems.

Back to contents Modernization, Risk & Operations Insights 14



10. CLIENT PROFILES

Modernization should preserve institutional knowledge
while reducing friction, risk, and dependence on informal
workarounds.

Profile C - The established nonprofit working across agencies and government

What it looks like: Reliable funding, employees on payroll, multiple programs, community partners, public agencies, elected
officials, funders, consultants, and vendors. Mission-driven but administratively complex.

Common pressure points: Bureaucratic approvals, grant/funder requirements, program reporting, stakeholder
communications, outdated technology, duplicated data, vendor management, documentation, staff turnover, and uncertainty
about who owns cross-functional issues.

Highest-value support: Program and operational governance, agency coordination, workflow design, reporting systems,
procurement, vendor oversight, data practices, staff training, policy implementation, and institutional continuity.

Profile D - The successful but "old school" organization

What it looks like: The organization has survived and grown through relationships, experience, instinct, and hands-on
leadership. Key processes live in people's heads. Technology is viewed cautiously.

Common pressure points: Fear of disruption, uneven compliance, high tolerance for informal exceptions, staff workarounds,
overreliance on email, low visibility into vendor or data risk, and resistance to systems that feel too corporate or complicated.

Highest-value support: Low-disruption modernization, simple tools, phased adoption, practical controls, executive-level risk
translation, staff training, documentation, and systems that preserve what works while reducing unnecessary exposure.

Change-resistant environments respond better when the conversation starts with the cost of friction and the benefit to staff -
not with "the old way is wrong."
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1 1 .  H I G H - VA L U E  E X P E R I E N C E  &  T R A N S F E R A B L E  S K I L L S

The value of this work comes from seeing across functions that are
usually managed separately - and translating complexity into
practical execution.

10+
years of cross-sector advisory and operational
experience across public and private environments.

$20B
approximate scale of a nine-county housing and
economic-development initiative supported through prior
agency work.

$9B
approximate scale of a major public education
infrastructure program supported through prior portfolio
work.

Selected portfolio experience High-value skills that transfer across industries

Systems thinking

See how technology, policy, staffing,
contracting, and data affect the rest of the
organization.

Framework design

Turn ambiguous problems into repeatable
structures, decision rules, templates, and
operating models.

Risk translation

Explain legal, regulatory, vendor, technology, and
organizational risk in language leaders and staff
can use.

Cross-functional coordination

Connect leadership, legal, finance, HR,
operations, technology, vendors, agencies, and
partners.

Procurement & vendor governance

Build visibility from sourcing and diligence
through contracting, renewal, performance, and
offboarding.

Implementation

Move from strategy documents to owners,
timelines, workflows, training, and measurable
execution.

Research synthesis

Review complex information, identify what
matters, and convert it into practical decisions.

Change management

Introduce new processes and tools in ways that
respect staff experience and reduce resistance.

Documentation & continuity

Create systems that survive turnover and reduce
dependence on one person.

Executive communication

Produce concise briefings, dashboards, reports,
training materials, and decision-ready
information.

Major public initiatives involving infrastructure, housing, economic
development, education, and workforce investments.

Cross-functional coordination across leadership, legal, field teams, vendors,
partners, public agencies, institutional stakeholders, and distributed teams.

Operations and communications support for statewide campaign and
nonprofit initiatives across California and Georgia.

Development of onboarding, training, documentation, information-sharing,
technical-support, SOP, and feedback-loop systems.

Translation of compliance, policy, and regulatory expectations into practical
operating processes.

Advanced legal training in business law, contract negotiation, compliance,
privacy management, emerging technology, and regulatory governance.

Research and advisory work focused on AI governance, institutional
accountability, economic systems, and responsible technology
implementation.
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1 2 .  W H AT  A N  E N G A G E M E N T  C A N  P R O D U C E

The scope can be tailored to the organization's size, risk, current
systems, and internal capacity.

Operational & workflow audit Technology inventory & modernization roadmap AI-use inventory & approved-use framework

Vendor inventory & risk-tiering system Vendor privacy & risk assessment process Procurement intake & approval workflow

Vendor selection criteria & evaluation matrix Contract & renewal calendar Commercial negotiation support & counsel
coordination

Data-flow or information-handling map Privacy & data-management checklist Access-control & permissions review

Onboarding & offboarding workflows Role & decision-rights matrix Risk register & issue tracker

Compliance workflow & escalation map Policy implementation plan AI & technology governance guidelines

Dashboards & management reporting SOPs, templates, playbooks & checklists Training materials & staff workshops

Knowledge-transfer & succession documentation Vendor performance & renewal review process Implementation roadmap with owners & milestones

What success should feel like

• Fewer manual handoffs and unnecessary approvals. • Faster access to accurate information. • Better visibility into vendor, contract, privacy, and
operational risk.

• Clear ownership of decisions and follow-up. • Less dependence on one employee's knowledge. • Technology that staff actually use.

• More consistent onboarding, offboarding, and access
management.

• Better-prepared information for counsel, auditors,
funders, boards, or agency partners.

• Leadership sees problems earlier - before they
become urgent.
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13. A PRACTICAL FIRST 90 DAYS

Modernization should begin with visibility and quick wins -
not a large software purchase.

Illustrative example: This 90-day structure is a starting point, not a fixed scope or limitation. The timing, priorities, and deliverables will look
different for each organization based on its size, existing systems, internal capacity, risks, goals, and most pressing challenges.

Understand the current state
Days 1-30

Interview key leaders and frontline
staff.

Map critical workflows, approvals,
handoffs, and recurring pain points.

Inventory major technology platforms,
vendors, contracts, and data flows.

Identify upcoming renewals and
high-risk vendors.

Review existing policies, SOPs,
training, and reporting.

Identify where sensitive information is
stored and who has access.

Document immediate risks, quick
wins, and decisions that are stuck.

Design the operating model
Days 31-60

Prioritize the highest-value
modernization opportunities.

Create a vendor risk-tiering and
procurement intake process.

Build or clean up the contract and
renewal calendar.

Define technology selection criteria.

Clarify decision rights and escalation
paths.

Draft practical workflows, checklists,
templates, and governance
standards.

Select one or two technology or
process pilots.

Implement and train
Days 61-90

Launch pilot workflows or tools.

Train staff using real organizational
scenarios.

Create simple dashboards and status
reporting.

Establish recurring vendor, contract,
privacy, and risk reviews.

Document lessons learned and refine
the process.

Create a 6-12 month modernization
roadmap with owners, milestones,
and decision points.

A principle for change-resistant environments: preserve institutional knowledge, reduce friction, and demonstrate how a
new process makes the team's work easier.
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14. ENGAGEMENT MODELS

The work can be structured around the level of senior
ownership, implementation support, and internal capacity
the organization needs.

1-3 years

Fractional leadership

Embedded part-time leadership for organizations that need senior
ownership of modernization, privacy, procurement, vendor risk,
compliance, or operations without a five-day-a-week role.

Defined weekly or monthly capacity.

Ongoing leadership, implementation, vendor management, and
reporting.

Useful during growth, transformation, or before a permanent
function is built.

Can train internal staff and create systems for long-term handoff.

Up to 1-3 years

Interim role

A more embedded temporary leadership role to stabilize, build, or
lead a function while the organization evolves, restructures, recruits,
or implements new systems.

Can step into a leadership gap.

Useful for complex transformations or special initiatives.

Designed to leave clearer systems and ownership behind.

Project or multi-phase

Consulting contract

Best for a defined modernization, procurement, privacy, vendor,
compliance, AI-governance, operating-model, or special-project need.

Clear scope and deliverables.

Phased implementation and decision points.

Can expand or transition as needs evolve.

Permanent or fixed-term

W-2 employee role

For organizations ready to institutionalize the function internally as a
leadership or management position.

Appropriate when the function is ongoing and core.

Can follow a fractional or interim build phase.

Open to senior leadership and management roles aligned with the
functions and possible role titles below.

Possible role titles

Privacy & Procurement
Management

Vendor Risk &
Procurement Lead

Strategic Operations &
Compliance Lead

Technology, Governance
& Operations Lead

Fractional Operations &
Risk Executive

Interim Privacy,
Procurement &

Compliance Lead

AI Governance &
Implementation Advisor

Special Projects &
Organizational

Modernization Lead
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1 5 .  F R E Q U E N T LY  A S K E D  Q U E S T I O N S

Straightforward answers for leaders evaluating modernization,
technology, vendor, privacy, and operational support.

Do we need to replace all of our current technology?

Usually not. The first step is to understand what already works, where the gaps are, and whether better configuration, clearer ownership, integration, training, or process redesign can solve
the problem before buying something new.

What if our staff is intimidated by new technology?

The solution should be designed around the users. Adoption improves when tools are simple, training uses real workflows, staff understand why the change is happening, and the
organization introduces change in manageable phases.

We already have legal counsel. Why would we need this role?

Legal counsel answers legal questions and protects the organization from legal risk. This role helps organize operational facts, vendor information, workflows, decisions, and implementation
so legal guidance can be applied consistently in day-to-day work. Better documentation and earlier issue identification can reduce avoidable back-and-forth, help use legal resources
efficiently, and surface risks before they become more costly or disruptive.

Can you help negotiate contracts if you are not acting as our attorney?

Yes, on business, operational, procurement, scope, pricing, performance, implementation, and vendor-management issues, while partnering with legal counsel on legal rights, liability,
privacy, regulatory, and other legal terms.

Does every company need GDPR or CCPA compliance?

No. Applicability depends on the organization, location, activities, data, and other factors. The operating approach should begin by identifying which laws, contracts, sector requirements,
and partner obligations actually apply.

Does CCPA apply to nonprofits?

The California Attorney General states that the CCPA generally does not apply to nonprofit organizations or government agencies. Nonprofits can still have privacy responsibilities under
other laws, contracts, grants, partner requirements, employment practices, or sector-specific rules.

Can you work with our existing IT provider or software consultant?

Yes. The role can coordinate internal leaders, IT, vendors, legal counsel, finance, HR, and implementation partners so technology decisions reflect business needs, risk, and user adoption.

Back to contents Modernization, Risk & Operations Insights 20



1 5 .  F R E Q U E N T LY  A S K E D  Q U E S T I O N S

The model is designed to be flexible: practical enough for day-to-
day operations and senior enough to coordinate across functions.

Can you help us decide whether to build custom technology?

Yes. The decision should be based on the workflow, expected value, user needs, data, integrations, security, reporting, implementation cost, maintenance burden, and whether a standard
tool can solve the problem first.

What if we are a nonprofit that works with multiple government agencies?

That is a strong use case. Cross-agency work often creates overlapping reporting, approvals, stakeholder communication, documentation, procurement, and compliance requirements. The
goal is to create a clear internal operating system for managing that complexity.

What if our culture is informal and leadership does not like bureaucracy?

Controls do not have to be heavy. The best systems are proportional to risk. A short checklist, named owner, approval threshold, and simple tracking tool can often reduce meaningful risk
without slowing the organization down.

Can you help with AI?

Yes. AI support can include identifying useful use cases, evaluating tools and vendors, creating approved-use rules, privacy and data safeguards, human-review standards, implementation
plans, and staff training.

What is the advantage of a fractional or interim model?

It gives the organization experienced cross-functional leadership without requiring an immediate permanent hire. It can also create the systems, documentation, and internal capability
needed before the role is transitioned to an employee.

How long can an engagement last?

Fractional, interim, and consulting relationships can be structured for 1 to 3 years when the organization needs sustained implementation, modernization, governance, or capacity building.
Shorter project phases can also be used for specific needs.

What happens at the end of the engagement?

The objective is institutional continuity. Systems, documentation, training, ownership, and handoff materials should be designed so internal staff or a future permanent hire can continue the
work.

A simple starting point

You do not need to know the solution before the first conversation. Start with where work is breaking down, where risk is least visible, and what leadership
needs to see or control that it cannot see or control today.
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16. CLOSING PERSPECTIVE

Small and midsize organizations do not need enterprise
bureaucracy to become more sophisticated. They need
visibility, ownership, simple controls, useful technology,
strong vendor decisions, and systems that fit how people
actually work.

The most valuable modernization work often happens between departments: where a vendor decision affects privacy, where
a contract affects operations, where an AI tool affects employee behavior, where a government requirement affects reporting,
or where a staffing change exposes how little organizational knowledge has been documented.

CONNECT

Britney Porter
Senior Strategic Advisor

Operations, Compliance, Procurement,

Governance & Technology

HelloBritney.info

HelloBritney.info@gmail.com

About the advisory approach

The advisory approach is designed for complex environments where business operations,
policy, technology, compliance, procurement, data, people, and institutions overlap. It
combines research and analysis with practical implementation: frameworks, workflows,
decision systems, vendor processes, training, documentation, and governance that support
stronger organizational performance.

Britney Porter's broader advisory work focuses on strategy for complex environments where
policy, business, technology, and institutions intersect - with experience across public affairs,
economic development, compliance, governance, procurement, AI and legal technology
implementation, institutional design, strategic communications, and organizational
frameworks.

Suggested next-step conversation

Where is work currently breaking down? Where is risk least visible? What does
leadership need to see or control that it cannot see or control today?

Regulatory context sources:

California Department of Justice, Office of the Attorney General - California Consumer Privacy Act (CCPA).

European Commission - Application of the General Data Protection Regulation (GDPR).

This report provides general strategic and operational information and is not legal advice.
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