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How to use this guide

Read Sections 1 through 3 for the executive view. Use Sections 4 through 7 to build and mature the capability.
Use Section 8 to decide what to do next Monday morning.
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(i Executive Brief

Data Flow is the organization's ability to move important data reliably across systems, workflows, reports,
automations, and Al Use Cases with enough lineage, control, and visibility to trust the work it supports.

Flow is the fourth Data capability because Ownership assigns accountability, Quality proves the data is fit for
purpose, Access makes it safely usable, and Flow connects the data to the places where work, decisions,
automation, and insight happen.

Capability ID D4: Data Flow

Domain Data

Plain-English test Can the organization trace where important data comes from, where it goes, how
it changes, and whether the movement is reliable?

Core point of view A dashboard, automation, or Al Use Case is only as reliable as the data
movement underneath it.

Three practical outputs Data Flow Map; Lineage View; Flow Health Review

Primary owner Data owners and process owners, supported by system owners, technology,
analytics, integration, risk, privacy, and Factory teams.

First move Pick one priority report, workflow, automation, or Al Use Case and map the data
from source to use.

The Data domain story

Ownership assigns. Quality proves. Access enables. Flow connects. Insight informs.
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2026.08 ALIGNMENT | Flow in the refreshed TIO system

Primary outcome contribution: Intelligence and Automation

* Map event time, freshness, lineage, agent and tool data paths, synchronization, reconciliation, write-back, and
authoritative-state recovery.

« Parallel operations require one clear authoritative transaction path and explicit reconciliation.

» Data Flow connects Enterprise Knowledge and State to work, automation, decisions, and current operating
condition.

Evidence at managed maturity: Flow is defined, owned, applied consistently, measured in operation, reviewed
through evidence, and improved without weakening trust, accountability, or Enterprise Autonomy.

First refresh move: Map one priority flow from source, through agents or automations, to the authoritative
transaction and recovery path.

The Problem This Capability Solves

Many organizations do not have one clean data system. They have many systems, many spreadsheets, many
reports, many manual handoffs, and many local fixes. Data gets created in one place, corrected in another,
exported somewhere else, and finally used in a dashboard, workflow, automation, or Al Use Case.

When the movement is unclear or unreliable, leaders see the symptom but not the cause. Reports disagree.
Automations break. People rekey data. Al Use Cases cannot scale. Teams argue about whether the data is
current, complete, or connected to the right source.

Data Flow solves this problem by making important data movement visible, reliable, and improvable.

When Data Flow is weak

People export data to spreadsheets because systems do not connect well enough.

Reports do not match the source systems or each other.

Manual rekeying, copy-paste work, and local workarounds become part of the operating model.
Automations fail because upstream data arrives late, in the wrong format, or with missing fields.

Al Use Cases work in a demo but fail in real operations because the data supply is fragile.

Leaders cannot trace how a number, recommendation, workflow action, or Al output was produced.
System changes break downstream reports, integrations, automations, or controls because lineage is not
visible.

Simple rule

Do not start by mapping everything. Start with the data movements that matter to strategy, value,
risk, automation, Al Use Cases, and important decisions.
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What this Capability Is

Data Flow is the practical ability to see and improve how important data moves from where it is created to where
it is used.

It is not a technical architecture project by another name. It is a business-facing capability because the
organization needs to know which data movements are critical, which ones are fragile, where manual
workarounds exist, and which fixes matter most.

What Data Flow owns

¢ |dentifying where important data is created, stored, moved, transformed, and consumed.

e Mapping key movements from source systems to reports, workflows, automations, Al Use Cases, and
decisions.
Making lineage clear enough that leaders can understand where important numbers and outputs come from.
Identifying manual handoffs, duplicate movement, fragile integrations, broken links, and hidden spreadsheet
dependency.

¢ Defining which flows need monitoring, review, repair, or redesign.

e Making downstream impacts visible before important system, process, reporting, or data changes are made.

What Data Flow does not own

A full enterprise architecture project.

A data warehouse, data lake, integration platform, or pipeline by itself.

Moving all data into one place.

Documenting every minor data movement in the organization.

Automating a broken process without redesigning the work.

A technical diagram no business leader can understand.

Technology delivery, integration coding, APl management, or infrastructure operations by itself.

Five core behaviors

Behavior What it means

Trace Follow important data from its source to the report, workflow, automation, Al Use Case, or
decision that uses it.

Map Make the key systems, handoffs, transformations, owners, and weak points visible.

Connect Create or improve reliable paths so data can move where it is needed.

Monitor Watch priority flows for breaks, delays, missing data, quality issues, and downstream
impact.

Improve Remove fragile handoffs, reduce duplication, fix weak points, and update lineage as work
changes.
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Boundary rule

Data Flow owns visibility into how important data moves, changes, and supports use. Technology
owns platforms, integrations, APIs, pipelines, infrastructure, and technical implementation. Factory
uses reliable flows for Al Use Cases, automation, and work redesign. Risk uses lineage to
understand exposure. Governance approves high-impact data movement and exceptions.
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How the Capability Works

Data Flow should begin with a real use, not a blank-page mapping exercise. The question is not, "Can we
document every data movement?" The better question is, "Which data movement matters enough that the
organization must be able to trust it?"

Simple operating model

1. Start with the use: report, scorecard, dashboard, workflow, automation, Al Use Case, regulatory report, client
process, finance process, or operational decision.

2. ldentify the source: where the data is first created or captured, and which system or process is the source of
record for each important field.

3. Trace the movement: systems, files, exports, integrations, manual handoffs, transformations, calculations,
and reporting layers.

4. ldentify weak points: delays, missing fields, duplicate records, broken IDs, manual corrections, unclear
definitions, spreadsheet dependency, or unknown transformations.

5. Confirm ownership: who owns the source data, the movement, the report, the workflow, the automation, and
the issue resolution path.

6. Define the flow health standard: what must be timely, complete, accurate, reconciled, monitored, or alerted
for this flow to be trusted.

7. Fix and review: remove fragile handoffs, improve connections, document lineage, monitor priority flows, and
review changes that may break downstream use.

Flow lanes
Lane Typical use Flow posture
Manual Spreadsheets, exports, rekeying, emalil Visible as a risk or inefficiency. Reduce when
attachments, copy-paste work. the flow supports priority work.
Managed Known recurring movement between Document source, owner, timing,
systems, reports, and processes. transformation, and downstream use.
Controlled Data movement supporting financial, Requires lineage, owner review, quality
customer, employee, operational, regulated, checks, and change awareness.
or executive decisions.
Automated System-to-system movement supporting Requires monitoring, failure handling, support
workflows, dashboards, Al Use Cases, and ownership, and impact review.
automation.
Critical Flows that affect trust, safety, compliance, Requires active health review, escalation
client commitments, material value, or major path, and governance visibility.
decisions.
Example

A mid-sized field services company wants an operations dashboard that combines service ticket, work order,
technician, client, and invoice data. The dashboard looks simple to leaders, but the data comes from several
systems.
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The team maps the flow and discovers that tickets and invoices do not always link cleanly, technician names are
manually corrected in spreadsheets, client records have different IDs across systems, and some data updates
daily while finance data updates weekly. The team creates a Data Flow Map and Lineage View, agrees which
system is the source for each field, removes one spreadsheet handoff, creates a controlled integration, and
starts a basic Flow Health Review. Flow makes the dashboard, automation, and future Al Use Case less fragile.
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Outputs, Evidence, and Measures

Data Flow should produce a few practical outputs that help people understand, trust, and improve important data
movement. The goal is not diagram volume. The goal is reliable movement for priority work.

Output Purpose Quality standard
Data Flow Map Shows how priority data moves from source Simple enough for business and technology
to use across systems, processes, reports, leaders to understand; focused on priority
automations, and Al Use Cases. flows, not every movement.
Lineage View Shows where important fields, numbers, Clear enough to explain the source,
outputs, or decisions come from and how transformation, owner, timing, and
they change before use. downstream use of important data.
Flow Health Reviews whether priority flows are reliable, Regular, practical, owner-led, and connected
Review timely, monitored, controlled, and fit for the to fixes, changes, risk, and value.
work they support.

Evidence that the capability exists

Priority reports, workflows, automations, and Al Use Cases have a Data Flow Map.
Important fields have a basic source-to-use lineage view.

Source systems, transformations, handoffs, owners, and downstream uses are visible.
Manual exports, spreadsheet handoffs, and duplicate movements are identified.
Critical flows have a defined health standard and review path.

Evidence that the capability is used

Broken flows are recorded, prioritized, fixed, and reviewed.

System and process changes consider downstream data impacts before implementation.

Al Use Cases and automations trace the data they depend on before scaling.

Flow issues are discussed in Data, Technology, Factory, Risk, or Governance reviews when needed.
Leaders can explain where important numbers, reports, or outputs come from.

Useful measures

Measure What it tells leaders

Priority flows mapped Whether important data movement is visible.

Manual handoffs Where the organization depends on fragile workarounds.

identified

Flow defects open and Where unreliable movement is slowing work or creating exposure.

aging

Critical flows monitored | Whether high-value or high-risk movement is watched.

Downstream impact Whether changes consider reports, automations, Al Use Cases, and controls before they break.
reviews completed

Time to repair flow Whether the organization can restore reliable movement quickly.

issues
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Measure What it tells leaders

Al Use Cases with Whether Al work is built on traceable data movement.
lineage confirmed

Maturity: 0 to 5

AV What it looks like Evidence Next move

0 Absent Important data movement is No flow maps, no lineage, no Pick one priority report, workflow,
invisible, undocumented, manual, owner path, no visibility into automation, or Al Use Case and
or dependent on individual manual handoffs. trace the data flow.
knowledge.

1 Initial Some flows are known locally, but = Local diagrams, spreadsheets, =Create simple Data Flow Maps for
mapping and issue resolution ad hoc fixes, inconsistent priority flows and name owners.
depend on individuals, tickets, or source understanding.

tribal knowledge.

2 Repeatable | Basic flow maps, lineage views, Flow maps, source-to-use Connect Flow to Quality, Access,
and health checks exist for priority = lineage, known weak points, Technology changes, and Factory
data movements. issue list. use cases.

3 Defined Flow is documented, owned, Owned maps, lineage views, Measure flow health, manual
communicated, and used review rhythm, change impact | handoffs, defects, repair time, and
consistently for priority reports, checks. downstream breaks.
workflows, automations, and Al
Use Cases.

4 Managed Flow is measured, reviewed, and Flow health review, monitoring | Use flow evidence to redesign work,
connected to business value, risk, evidence, issue trends, modernize integrations, and reduce
technology change, and governance or risk escalation. | fragility.

transformation priorities.

5 Optimized Flow continuously improves and Active monitoring, strong Keep improving flows as strategy,
gives the organization reliable, lineage, fewer manual systems, Al Use Cases, regulation,
traceable data movement for handoffs, fast repair, adaptive = and work change.
decisions, automation, and Al at improvement.
scale.

Maturity principle

A mature Flow capability does not mean every movement is perfectly documented. It means the
important movements are visible, reliable, owned, monitored, and improved.
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1yAl How to Build and Mature the Capability

Start with the data movement that matters most. Do not try to map the whole enterprise at once. Build Flow
around current strategy, reporting pain, automation priorities, Al Use Cases, regulatory exposure, customer
experience, finance processes, and operating bottlenecks.

Minimum viable Data Flow capability

e A short list of priority reports, workflows, automations, and Al Use Cases that depend on important data
movement.

e A Data Flow Map for each priority movement.

e A Lineage View for the most important fields, numbers, outputs, or decisions.

e Alist of manual handoffs, duplicate data movement, broken links, and fragile integrations.

e Named owners for the source data, movement, report, workflow, automation, and issue resolution path.

e A basic Flow Health Review for critical flows.

e A change impact check for system, process, reporting, and Al Use Case changes that may affect
downstream use.

First 30 days

e Pick three to five priority flows, such as an executive scorecard, finance report, customer process,
operational dashboard, automation, or Al Use Case.

e Trace each flow from source to use with business and technology participants in the same conversation.

e |dentify source systems, transformations, manual handoffs, spreadsheets, timing differences, and
downstream users.

e Name the obvious owners and issue-resolution path.

e Capture the top weak points and decide which one or two fixes matter first.

First 90 days

Create a simple Data Flow Map and Lineage View for each priority flow.

Define flow health standards for the most important movements.

Start tracking broken flows, late data, missing fields, manual corrections, and downstream breaks.

Work with Technology to improve the highest-value or highest-risk flow weak points.

Connect flow checks to Al Use Case intake, automation design, reporting changes, and system changes.
Review flow issues in the right operating rhythm: Data, Technology, Factory, Risk, or Governance.

First year

Expand Data Flow Maps to additional priority domains and enterprise-critical movements.

Reduce spreadsheet dependency and manual rekeying where it affects value, trust, or risk.

Create standard lineage expectations for important dashboards, reports, automations, and Al Use Cases.
Use flow health evidence to prioritize technology modernization and work redesign.

Make downstream impact review a normal part of system, data, process, and reporting change.

Use Flow evidence in TIO maturity assessments and transformation reviews.

What not to build too early

Do not begin with a full enterprise lineage program, a complete integration inventory, or a technical
architecture diagram no business leader will use. Start with priority flows, visible weak points, and
practical fixes.
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TSLA Support and First Moves

The organization must own its important data movements. TSLA can help leaders make those movements
visible, understandable, reliable, and connected to TIO.

Need How TSLA can help

Map priority flows Facilitate a Data Flow and Lineage Workshop focused on reports, workflows, automations,
Al Use Cases, source systems, handoffs, weak points, and ownership.

Create flow outputs Develop practical Data Flow Maps, Lineage Views, and Flow Health Reviews for priority
movements.
Find weak points Identify spreadsheet dependency, manual rekeying, broken IDs, duplicated movement,

unclear sources, and fragile transformations.

Connect to Al Check whether Al Use Cases and automations have reliable, traceable data movement
readiness before scaling.

Improve operating Connect flow issues to Data, Technology, Factory, Risk, Governance, and transformation
rhythm reviews.

Support Help leaders use flow evidence to prioritize integration, platform, reporting, and work
modernization redesign investments.

choices

What to do Monday morning

e Pick one important report, workflow, automation, or Al Use Case that depends on data from more than one
system.

Ask where the data comes from, where it goes, how it changes, and who fixes it when it breaks.

Draw the first simple Data Flow Map on one page.

Identify manual handoffs, spreadsheets, timing differences, and unclear sources.

Name the owner for each major part of the flow.

Choose one weak point to fix first.

Final thought

Data Flow is not about elegant diagrams. It is about making important data movement reliable
enough that work, decisions, automation, and Al can move faster with confidence.
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Source Note

This guide is part of the TIO Library. It is aligned to the TIO Framework, the TIO Data Capability Domain Master,
the TIO Capability Model and Maturity Assessment Tool, and the approved 8-section Capability Guide structure
used across the TIO Library. It translates the Data Flow capability into practical guidance for leaders and
practitioners.

It is written as a practical executive guide. It is not a technical data-management standard, legal opinion, privacy
assessment, cybersecurity review, or professional assurance report. Organizations should apply their own
policies, obligations, accountabilities, and professional review where required.
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