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A practical executive guide WO
to making important data
accountable, understood,
usable, and improvable.

OWNER

BEFORE IT
~NEEDS A
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The symptoms look technical, but the disease is accountability.
= t_ 1 '] Most organizations say they have data problems. _ﬂ

In practice, many of those problems start as ownership problems.

No One's
“ When no one owns the data, people work around the system.

Responsibility

v




Al and automation make ownership an urgent mandate.

The Old Reality

Bad ownership used to just create bad reports.
Now, it feeds automation, risk controls, Al
recommendations, and executive choices at scale.

The New Paradigm

The first question is not technical. It is human. Do not start
start with the dashboard. Start with accountability. If no one
owns the meaning, quality, access, and improvement of
the data, the dashboard will only make confusion faster.
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The Organization is the Unit of Transformation

TIO Operating Logic

Leadership directs.

Data informs.
Technology enables.

Factory produces.
People adopt.

Data provides the fuel for
insight. It must be owned,
trusted, and accessible
before it can power Al or

~ automation.
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Every other data capability
depends on Ownership.
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Deflnlng Data Ownershlp

Access Improvement

Plain-English Test: Do people know who owns each important data set, =

definition, quality issue, access decision, and improvement action? =7 5
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The Boundary Line: Rules vs. Accountability

\

The Boundary Rule:

Governance (Leadership) sets the
data rules. Ownership (Data) names
. who is accountable for specific data. 2

)

Data
Ownership

Applies those rules
to specific data
domains, definitions,
quality issues, and
access decisions.

Leadership
Governance

Sets the decision
rights, escalation rules,
and review rhythms.

*Governance is

the rulebook. *Ownership is the

named human.*

O/ — — - ——— =
Takeaway: 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, uses, or relies on it.
N EafES
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l:lurlfymg the Scnpe Whut ﬂwnershlp Actuully Meuns
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{ A practical way to resolve disputes
Jl about definitions and numbers.

A bridge between business
\ uccnuntublhty and technical systems

. || Keeping ownership close to the

| business process.

P

At A massive IT data cleanup  |[88
gl project. [ £

&8 (A reporting or doshboord- |
@)\ building project. :

4 I A Ehief Data Officer owning
g oll data personally.
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The Five Behaviors of an Accountable Owner

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

/ Create a clear path to resolve
P il-@ﬁ disputes, ownership gaps, and
=N conflicting definitions.

Assign responsibility for quality, S
access approval, and issue resolution. « "

T2 Define what important data means,

| O including business terms, calculation
rules, and source of truth.

——

Name the accountable owner for
each priority data domain, not just @@ ol
a system administrator.
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®
= ,@_,Cntlcal Data Definitions
Plain-English meaning, source, and
calculation rules. Useful for resolving
disputes in Al Use Case reviews. |
Legend
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Executive Evidence:

How to Prove
Ownership Exists

Score evidence, not aspiration.
A name on a spreadsheet is
not enough.

Approved list of critical
data domains or critical

| data elements.

Decision records showing =
data owners actively
approve definitions, quality

| rules, access, or changes '
) = for Al and automation use.
WO\ <

Bottom line: High confidence only exists when owners
are used in real decisions, not just listed in a document.
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Step 1: Prioritize.
! Q Which data matters ?
; most right now?

=~ (ldentify priority data need)

Step 2: Name.

Who owns this from a :
Aol aAQ business perspective? o ¥
y (Assign human accountability) '

= Step 4: Assign. £
Who handles the daily work? Q
* (Assign quality, access, and issue tasks)j,'.q _

= (e

~~ Step 6: Review. @

%/ Does ownership match usage? | L} &
& (Adapt as Al and workflows evolve) = el | Where do disputes go? =" [
= /) “I8 (Create the escalation path) |

Step 5: Escalate.
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Measuring the Mandate: The Maturity Scale

0 - Absent

No ownership map.
Repeated reporting
disputes. Unresolved
access issues.

1 - Ad Hoc

IT is blamed for bad
data; no business
owner exists.
Informal approvals.

2 - Repeatable

Basic ownership exists
for priority data.
Owners and key
definitions
documented.

3 - Defined

Ownership used
consistently. Clear
rules for access and
issue logs.

4 - Managed

Named executives are
visibly accountable for
critical domains.
Connected to
Al/Factory decisions.

5 - Optimized

Ownership continuously
adapts as strategy, Al
use cases, and trust
requirements change.
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The First Moves: Monday Morning Actions

Pick the Top 5.

List the first five priority data domains needed for
current strategy, Al Use Cases, or transformation work.

Define the Disputes.

Identify the five most argued-over data terms
and write plain-English definitions.

Set the Al Gate.

Require explicit data-owner approval before

any sensitive data is used in a new Al Use Case,
.|| automation, or external-facing output. I
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The Ultimate Accountability

“Data Ownership is not about creating more bureaucracy. 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.

B v

Ownership prevents the dashboard from becoming another
argument about whose numbers are right.
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