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i Executive Brief

Data Ownership is the organization's ability to assign clear accountability for important data, including its
meaning, quality, access, use, and improvement.

Ownership is the first Data capability because every other data capability depends on it. Quality needs someone
accountable for what good enough means. Access needs someone who can approve use. Flow needs someone
who understands the source and destination. Insight needs someone who can stand behind the meaning of the
data.

_ Data Ownership in plain English

Capability ID D1 - Ownership (Data domain).

Definition The organization's ability to assign clear accountability for important data,
including its meaning, quality, access, use, and improvement.

Plain-English test Do people know who owns each important data set, definition, quality issue,
access decision, and improvement action?

Domain logic Ownership assigns. Quality proves. Access enables. Flow connects. Insight
informs.
Why it matters Without ownership, data problems become everyone's frustration and no one's

responsibility.
Three practical outputs Data Ownership Map. Critical Data Definitions. Data Issue Escalation Path.

Primary owner A business executive, process owner, data owner, or functional leader
accountable for the data domain.

Key participants Data stewards, analysts, system owners, Technology, Risk, privacy, security,
legal, Factory, and business users.

Minimum viable capability Name owners for priority data, define critical terms, assign issue responsibility,
and create an escalation path.

First move Pick the first five priority data domains needed for strategy, reporting, Al Use
Cases, automation, or transformation work and name accountable owners.

Core message

Most organizations do not have a data problem first. They have an accountability problem.
Data Ownership makes clear who owns important data, what it means, who can approve its
use, who fixes issues, and who decides whether it is good enough for decisions,
automation, Al Use Cases, risk controls, and value.

2026.08 ALIGNMENT | Ownership in the refreshed TIO system

Primary outcome contribution: Intelligence and Enterprise Autonomy

» Assign accountable ownership for data, definitions, policies, knowledge sources, authoritative records, current-state

The Intelligent Organization | The Summit Leadership Alliance Page 3



TIO Capability Guide: Data Ownership TIO | TSLA

2026.08 ALIGNMENT | Ownership in the refreshed TIO system

meaning, provenance, and portability.
* Ownership includes deciding permitted uses, inference, sharing, training, retention, correction, and retirement.
« Enterprise Knowledge and State is a crown-jewel foundation of Enterprise Autonomy.

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

First refresh move: Name the owner of the knowledge, records, definitions, and current state required by one priority
workflow.
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The Problem This Capability Solves

Most organizations say they have data problems. In practice, many of those problems start as ownership
problems.

Reports do not match. Teams argue about definitions. Dashboards show different numbers. Access requests sit
unresolved. Quality issues are found but not fixed at the source. Al Use Cases stall because nobody can say
whether the data is approved, reliable, or fit for purpose.

When Ownership is weak, people work around the system. They export spreadsheets. They create local
definitions. They manually clean data before meetings. They build reports that only their own team trusts. They
use data without knowing who is accountable for it.

Al and Al and automation make this problem more urgent. Bad ownership used to create bad reports. Now it can
feed automation, recommendations, summaries, customer interactions, employee decisions, risk controls, and
executive choices.

Data Ownership solves the first question: who is responsible for this data?

The ownership rule:

Do not start with the dashboard. Start with accountability. If no one owns the meaning,
quality, access, use, and improvement of the data, the dashboard will only make confusion
faster.
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What this Capability Is

Data Ownership makes accountability visible. It clarifies who owns important data, who defines what it means,
who approves use, who fixes issues, and who decides whether the data is good enough for reporting,
automation, Al Use Cases, risk controls, and decisions.

In TIO, Ownership sits in the Data domain. It is not the same as Leadership Governance. Leadership
Governance sets enterprise decision rights, escalation rules, and review rhythms. Data Ownership applies those
rules to specific data domains, definitions, quality issues, access decisions, and improvement actions.

The point is not to make one executive personally responsible for all data. The point is to put accountability close
to the business process that creates, changes, uses, or relies on the data.

Data Ownership is Data Ownership is not

Clear accountability for priority data domains. A data governance committee by itself.

Named owners for meaning, use, quality, access, A technical data architecture.
issues, and improvement.

A practical way to resolve disputes about A data cleanup project.
definitions, numbers, and responsibility.

A bridge between business accountability and A reporting project or dashboard project.
technical systems.

A foundation for trusted decisions, automation, A data catalog by itself.
and Al Use Cases.

A way to keep ownership close to the business A Chief Data Officer owning all data personally.
process.

Boundary rule: Leadership Governance defines the enterprise decision system. Data
Ownership hames who is accountable for important data. Technology manages systems.
Risk defines broader exposure and control expectations. Factory consumes owned data for
Al Use Cases, automation, work redesign, and measured value.

Behavior Meaning

Name Name the accountable owner for each priority data domain, data set, definition, or critical
data element.

Define Define what important data means, including business terms, calculation rules, source
systems, and use limits.

Assign Assign responsibility for quality, access approval, issue resolution, use decisions, and
improvement actions.

Resolve Create a clear path to resolve disputes, ownership gaps, conflicting definitions, and
unresolved data issues.
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Behavior Meaning

Improve

Review and update ownership as strategy, systems, processes, Al Use Cases, automation,
and risk exposure change.

How the Capability Works

Data Ownership should work like a simple accountability rhythm. It should help people move from confusion to
clarity without launching a large data-management program.

The work starts with priority. Not all data needs the same attention. Start with the data that matters most to
strategy, performance reporting, customer service, risk, automation, Al Use Cases, regulatory obligations, or
transformation work.

Ownership works best when it is visible, specific, and used in real decisions. A name on a spreadsheet is not
enough. Owners must be able to define meaning, make choices, approve or reject use, assign issue resolution,
and escalate decisions that exceed their authority.

A simple Data Ownership flow: Priority data need -> data domain identified -> accountable
owner nhamed -> critical definitions agreed -> quality, access, use, and issue responsibilities
assigned -> escalation path created -> ownership reviewed as use changes.

Step Practical question Expected result
1. Prioritize Which data matters most right now? A short list of priority data domains or data
sets.

2. Name Who owns this data from a business A named accountable owner, not only a
accountability perspective? system administrator.

3. Define What does this data mean and how is it Critical definitions and source of truth
calculated or interpreted? decisions.

4. Assign Who handles quality, access, issue Clear responsibilities for the work around the
resolution, use approval, and improvement? data.

5. Escalate Where do unresolved disputes, gaps, or A simple escalation path.
sensitive use decisions go?

6. Review Does ownership still match how the data is Periodic updates as strategy, systems, Al Use

used?

Cases, and workflows change.

Ownership in practice

A mid-sized field services company wants to build Al-enabled dashboards using customer, service ticket,
technician, invoice, and work order data. The first question is not technical. It is ownership.
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The team names priority data domains and assigns owners. Operations owns service tickets and work orders.
Finance owns invoice data. Operations or Human Resources owns technician data. Sales or Account
Management owns customer records. The team defines critical terms such as active customer, closed work
order, billable labour, invoice amount, and active technician. It also creates an escalation path for disputes, such
as an invoice that does not match a work order or two reports that define margin differently.

Ownership prevents the dashboard from becoming another argument about whose numbers are right.
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Outputs, Evidence, and Measures

Data Ownership should produce a small number of useful outputs. More documentation does not mean more
accountability. Three outputs are enough to start and mature the capability.

Output Purpose Quality standard

Data Ownership Names the accountable owner for each Specific enough that people know who

Map priority data domain, data set, critical term, or = decides, who approves, and who is
critical data element. accountable for improvement.

Critical Data Documents the meaning, source, calculation, = Plain English. Useful in meetings, reports, Al

Definitions business rules, and approved use of Use Case reviews, automation design, and
important data. issue resolution.

Data Issue Defines how unresolved ownership gaps, Simple enough to use. Clear enough that

Escalation Path definition disputes, access conflicts, and issues do not sit forever or depend on
quality issues move to decision. personal relationships.

Evidence type Examples

Existence evidence Ownership map, critical definitions, named data owners, issue escalation path, data-

domain list, stewardship assignments.

Use evidence Meeting notes showing owners make decisions, access approvals by owners,
definition disputes resolved, issue logs assigned to owners, Al Use Case reviews
confirming data owner approval.

Value evidence Fewer reporting disputes, faster access decisions, fewer unresolved quality issues,
clearer Al Use Case data approvals, reduced manual reconciliation, higher
confidence in dashboards and decisions.

D
Capability Ownership, Data domain.

Current maturity Score using the 0 to 5 maturity table in Section 6.

Target maturity Set based on how important the data is to strategy, risk, reporting, automation, Al

Use Cases, and customer impact.

Evidence reviewed Ownership map, definitions, issue path, owner decisions, access approvals, data
issue logs, Al Use Case data approvals.

Evidence confidence High only when owners are used in real decisions, not just listed in a document.

First move Name owners for the first five priority data domains and define the most disputed or
important terms.

Owner Business executive, process owner, or functional leader accountable for the data
domain.
Priority logic Strategic importance x current pain x maturity gap / effort.
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Measure What it tells leaders

Priority data domains Whether accountability exists for the data that matters most.
with named owners

Critical terms with Whether people are using the same meaning for important data.
approved definitions

Open ownership gaps Where no one can make a clear decision.

Unresolved data issues = Whether accountability is turning into action.
by owner

Definition disputes Whether ownership is reducing confusion.
resolved

Access decisions Whether data use is controlled by accountable people.
approved by data
owners

Al Use Cases with data- Whether Al and automation work is using accountable data.
owner approval
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Maturity: 0to 5

Use the maturity model to score Data Ownership honestly. A high score requires evidence that ownership exists,
is used, and improves decisions, quality, access, and trust.

Level What it looks like Evidence Next move

0 Absent No meaningful Data Ownership No ownership map, no Name the first priority data domains
capability exists. Important data definitions, no escalation path, = and identify where ownership is
has no clear accountable owner. repeated reporting disputes, missing.

unresolved quality and access
issues.

1 Ad Hoc Some people informally own data Scattered owner names, local = Create a repeatable ownership map
because of role, expertise, or definitions, informal approvals, @ for priority data and assign
history, but accountability is issue resolution by personal accountable owners.
unclear and person-dependent. relationship.

2 Repeatable | Basic ownership exists for priority Ownership map, critical Make ownership part of routine
data. Owners, key definitions, and | definitions, basic escalation reporting, access, quality,
an issue path are documented for | path, owners involved in some | automation, and Al Use Case
repeated use. access, reporting, and quality = decisions.

decisions.

3 Defined Ownership is documented, Approved ownership model, Measure whether ownership is
communicated, and used data-domain owners, steward | improving issue resolution, decision
consistently across priority data roles, definition standards, confidence, and data trust.
domains. issue logs, access and use

approvals.

4 Managed Ownership is measured and Ownership scorecards, Use ownership evidence to prioritize
connected to governance, risk, resolved issue trends, quality investment, remediation, controls,
technology, Factory, reporting, and = improvement by owner, owner = and scaling decisions.
value decisions. approval for sensitive use, Al

Use Case evidence.

5 Optimized Ownership continuously improves Ownership reviews built into Keep ownership adaptive and use it
as strategy, systems, workflows, Al = planning, system changes, as a source of speed, trust, and
Use Cases, automation, and data products, automation, Al = accountable data use.
external trust requirements Use Cases, and value
change. reviews.
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\yal How to Build and Mature the Capability

Start light. Build only what helps people name accountability, define meaning, assign responsibility, resolve
issues, and improve data use. Add more structure only when scale, risk, customer exposure, regulation, system
complexity, or Al use requires it.

Minimum viable Data Ownership capability

One executive sponsor and one accountable Data Ownership lead.

A short list of priority data domains.

Named owners for each priority domain.

Critical definitions for the most important or disputed data.

A simple issue escalation path.

A clear rule for owner approval of sensitive access, reporting, automation, and Al Use
Cases.

A monthly review rhythm while the capability is being built.

Stage What to build What to avoid
First 30 days Name sponsor and lead. Pick the first five Do not try to catalog all data everywhere or
priority data domains. Name accountable design a large data governance model.

owners. Identify the most disputed definitions
and unresolved issues.

First 90 days Create the first Data Ownership Map. Do not let the ownership map become a static
Approve critical definitions. Launch the issue | document that no one uses.
escalation path. Connect owner approval to
access, reporting, automation, and Al Use
Case reviews.

First 12 months Expand to more data domains. Measure Do not centralize all responsibility in
unresolved issues, decision speed, definition = Technology or a data office. Ownership must
disputes, and owner approvals. Connect stay close to the business.

ownership to Data Quality, Access, Flow,
Insight, and Factory work.

Operating reality What Data Ownership should look like

Owner-led business Owner or general manager names the few data domains that matter most, assigns
owners, and resolves disputes directly.

Managed enterprise Business and functional leaders own priority data domains with support from
Technology, Finance, Operations, Risk, and reporting teams.

Mid-sized enterprise Ownership map covers key domains such as customer, employee, product, service,
finance, supplier, and operational data. Data owner approval becomes part of
dashboards, automation, and Al Use Case intake.

Large enterprise Domain owners, stewards, standards, councils, and data-product or platform roles
are formalized. Ownership is connected to risk, architecture, compliance, and value.

Large distributed enterprise = Ownership must work across divisions, geographies, agencies, programs, records,
or government privacy obligations, public trust, and shared services.
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TSLA Support and First Moves

TSLA helps leaders build Data Ownership as a practical accountability capability, not as a data bureaucracy.
The work is designed to be simple enough for executives, useful enough for managers, and strong enough to
support trusted reporting, automation, Al Use Cases, and transformation work.

TSLA support area What TSLA helps with

Executive Data Ownership Educate leaders on why data accountability comes before dashboards, Al Use
Briefing Cases, automation, and data products.

Data Ownership and Identify priority domains, name owners, confirm critical definitions, and expose
Readiness Workshop unresolved ownership gaps.

Data Ownership Map and Create the practical ownership map and the plain-English definitions needed for
Critical Definitions reporting, automation, Al Use Cases, and decisions.

Issue Escalation Path Define how ownership gaps, conflicting definitions, access conflicts, and

unresolved issues move to decision.

Al Use Case Data Readiness Confirm whether proposed Al Use Cases have accountable data owners,
Support approved definitions, and a practical issue path before work scales.

What to do Monday morning

e Name the executive sponsor and accountable Data Ownership lead.

e List the first five priority data domains needed for strategy, reporting, automation, Al Use Cases, risk
controls, or transformation work.
For each domain, name the accountable business owner and the people who understand the data best.
Identify the five most disputed or important data terms and write plain-English definitions.

e Create a simple issue escalation path for ownership gaps, conflicting definitions, access disputes, and
quality issues.

¢ Require data-owner approval before sensitive data is used in a new dashboard, automation, Al Use Case, or
external-facing output.

e Review the first ownership map in the next leadership or transformation rhythm and decide what must be
fixed first.

Final word

Data Ownership is not about creating more data administration. It is about making
accountability clear enough that people can trust the data they use, improve the data they
depend on, and move faster without guessing who is responsible.

Source Note
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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 for the Governance, Risk, and Transformation Capability Guides.

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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