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The Data Trust Architecture

From Executive Operating Guide #38: Data Governance & Data Quality

EfuturesCFO Proprietary Framework

A comprehensive analysis of framework structure, common themes,
operating mechanisms, failure modes, maturity progression,
and implementation guidance for the modern CFO.
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The Framework

The Data Trust Architecture

EfuturesCFO Proprietary Framework
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Figure 1 — The Data Trust Architecture | EfuturesCFO Proprietary Framework

Executive Description

The Data Trust Architecture is the EfuturesCFO framework for establishing the governance discipline that ensures
financial and operational data is accurate, complete, consistent, timely, and trustworthy. Data governance is the
foundation upon which every other finance capability depends: reporting, forecasting, analytics, Al, and regulatory
compliance all require data that can be trusted.

The four pillars address the complete data governance lifecycle. Data Ownership establishes accountability for data
quality through a stewardship model with defined decision rights. Data Quality implements the six dimensions of
quality (accuracy, completeness, consistency, timeliness, validity, uniqueness) through systematic measurement and
improvement. Data Standards creates the master data management, definitions, and classification schemes that
ensure consistency across systems and teams. Data Monitoring provides continuous surveillance through quality
dashboards, automated checks, and remediation workflows.
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Pillar 1: Data Ownership

Data ownership establishes clear accountability for the quality of every critical data element. This pillar covers the
stewardship model (assigning named individuals as stewards for each data domain), accountability frameworks
(defining what stewards are responsible for and how they are measured), and decision rights (clarifying who can
create, modify, archive, and delete data records).

Pillar 2: Data Quality

Data quality ensures that data meets the standards required for its intended use. This pillar covers the six dimensions
of quality: accuracy (data reflects reality), completeness (no missing values for required fields), consistency (same
data in different systems matches), timeliness (data is current enough for its intended use), validity (data conforms to
defined formats and ranges), and uniqueness (no unintended duplicates).

Pillar 3: Data Standards

Data standards create the consistency frameworks that enable data to be shared, integrated, and analyzed across
systems and teams. This pillar covers master data management (maintaining authoritative records for customers,
vendors, products, and employees), business definitions (ensuring everyone uses the same term to mean the same
thing), and data classification (categorizing data by sensitivity, retention requirements, and access controls).

Pillar 4: Data Monitoring

Data monitoring provides continuous surveillance of data quality through automated checks and remediation
workflows. This pillar covers quality dashboards (real-time visibility into data quality metrics), automated validation
checks (system-enforced rules that prevent or flag data quality violations at the point of entry), and remediation
processes (structured workflows for identifying, investigating, and correcting data quality issues).
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Common Themes & Cross-Framework Dependencies

Theme 1: Data Quality Is the Foundation, Not the Ceiling

Every analytical capability, Al model, and reporting process is constrained by data quality. Investing in analytics or Al
without investing in data quality produces sophisticated analysis of unreliable data.

Theme 2: Ownership Creates Accountability

Data without a named owner is data without quality management. When everyone is responsible for data quality, no
one is responsible. The stewardship model assigns specific individuals to specific data domains.

Theme 3: Prevention Over Remediation

Preventing data quality problems at the point of entry costs a fraction of remediating them downstream. Automated
validation checks that enforce quality rules before data enters the system are the most cost-effective quality
investment.

Cross-Framework Dependencies

* Prerequisite: ERP & Finance Systems (#26) provides the system infrastructure that data governance operates
within.
* Enabling: Process Excellence (#27) ensures data-related processes are optimized and standardized.

* Amplifying: Al for Finance (#39) both depends on and amplifies data quality through ML-driven anomaly
detection.

* Downstream: Bl & Analytics (#14), Financial Reporting (#22), and Financial Forecasting (#9) all depend on
data quality for reliability.
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Operating Mechanisms

Operating mechanisms are the specific processes, cadences, governance structures, roles, and measurement
systems needed to activate each pillar. The mechanisms below convert this framework from a conceptual model into
an operational reality.

Mechanism 1: The Data Stewardship Council

A quarterly meeting of data stewards from each domain (finance, sales, operations, HR) chaired by the CFO or CDO.
The council reviews data quality metrics, resolves cross-domain data issues, approves master data changes, and
prioritizes data quality improvement initiatives.

Mechanism 2: The Data Quality Scorecard

A monthly scorecard measuring data quality across the six dimensions for each critical data domain. The scorecard
provides trend visibility, identifies domains where quality is degrading, and creates the accountability needed for
continuous improvement. Each metric has a target and a red-flag threshold.

Mechanism 3: The Master Data Governance Process

A defined process for creating, modifying, and deactivating master data records (customers, vendors, products, chart
of accounts). The process includes validation requirements, approval workflows, and audit trails that prevent
unauthorized or incorrect master data changes that would corrupt downstream reporting and analysis.

Data governance policy CFO + CTO Annual Co-owner: defines governance for financial
data

Data steward assignments CFO + Domain Leaders Annual Owner: assigns stewards for finance data
domains

Master data change CFO + Controller Per change Approver: validates changes to financial

approval (chart of accounts) master data

Data quality investment CFO + CTO Annual Co-owner: prioritizes based on business

priority impact

Data quality thresholds CFO + Data Stewards Annual Owner: defines acceptable quality levels

Figure 2 — Decision Rights Matrix

Monthly Data quality scorecard production Data Team Quality scorecard
Quarterly Data Stewardship Council meeting CFO/CDO Council decisions and actions
Annual Data governance policy review CFO + CTO Updated policy
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Ongoing Master data governance process Controller + Data Team  Governed master data
Annual Data quality improvement plan Data Stewards Annual improvement plan

Figure 3 — Governance Calendar
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CFO Personal vs. Delegation Actions

Activity CFO Personal Delegate To

Data governance strategy
Finance data steward assignment
Data quality scorecard review

Master data governance (chart of
accounts)

Data quality issue escalation

Data governance Council facilitation

[0 CFO co-designs with CTO
00 CFO assigns
O CFO reviews quarterly

00 CFO approves changes

0 CFO resolves cross-domain
issues

0 CFO chairs or co-chairs

Data Governance & Data Quality | #38

Data team produces monthly

Controller manages process

Stewards manage domain issues

Figure 4 — CFO vs. Delegation Matrix
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Failure Modes & Warning Signs

The The Data Trust Architecture fails in predictable ways. Each failure mode produces specific symptoms the CFO
should monitor. The hub-and-spoke design implies balance across all four pillars; imbalance is the primary failure
pattern.

Failure Mode 1: Nobody Owns the Data

No assigned data stewards, resulting in data quality that is everyone’s complaint and no one’s responsibility.
Symptoms: data quality issues reported but not resolved, no accountability for data accuracy, and a culture that
blames the system rather than the process.

Failure Mode 2: Garbage In, Analytics Out

Analytics and Al built on unreliable data, producing sophisticated but incorrect outputs. Symptoms: dashboard
numbers that do not match official reports, Al models producing unexpected results, and stakeholders who do not
trust analytical outputs.

Failure Mode 3: Master Data Chaos

No governance over master data records, creating duplicates, inconsistencies, and orphaned records. Symptoms:
same customer with multiple records, chart of accounts entries created without approval, and vendor records that do
not match payment systems.

Framework Imbalance Diagnostic

Data quality complaints but No ownership Assign data stewards for each domain immediately
no improvement

Dashboard numbers do not Quality gap Implement data quality scorecard and reconciliation
match reports

Duplicate customer/vendor No master data governance Implement master data governance process
records proliferating

Al models producing Quality insufficient for Al Achieve 95%-+ quality before deploying Al
unreliable outputs

Figure 5 — Framework Imbalance Diagnostic
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Maturity Progression: Stage-Specific Actions

Most organizations operate at Level 2 or Level 3 on this framework. The progression below provides the concrete

steps needed to advance.

Level 12 From ungoverned to
owned

Level 2-3 From owned to measured

Level 3-4 From measured to
managed

Level 4.5 From managed to trusted

1. Assign data stewards for finance, customer, vendor 3-6 months
domains 2. Measure data quality baseline for critical data

3. Implement master data governance for chart of

accounts

1. Launch monthly data quality scorecard 2. Establish 6—12 months
Data Stewardship Council 3. Implement automated
validation checks at entry points

1. Automated data quality monitoring with alerts 2. 12-18 months
ML-driven anomaly detection for data quality 3. Data
quality SLAs for critical domains

1. Data quality consistently above 98% for critical data 2. 18-24 months
Data governance recognized as enabler of Al and

analytics 3. Data trust as organizational competitive

advantage

Figure 6 — Maturity Progression Roadmap
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Industry Calibration

The four pillars apply universally, but their relative emphasis shifts by industry. The CFO should calibrate the

framework to match industry realities.

Industry Dominant Pillar Calibration Notes

SaaS Data Standards Product usage data, customer data, and financial data must be consistently defined

across systems.

Manufacturing Data Quality BOM data, inventory data, and cost data quality directly affect production and

financial accuracy.

Financial Data Monitoring Regulatory data requirements mandate continuous quality monitoring and
Services documented governance.
PE-Backed Data Ownership Post-acquisition data integration requires clear ownership and governance across

merged entities.

Healthcare Data Standards Clinical and financial data standardization (diagnosis codes, procedure codes, payer

IDs) is foundational.

Figure 7 — Industry Calibration Matrix

Quantification Anchors

These metrics indicate whether the framework is actively operating or merely documented.

Ownership % of critical data domains with named 100%
stewards
Quality Data quality score for financial data >95%
Standards Master data governance process in place Yes, for all critical
domains
Monitoring Automated quality checks at data entry >80% of entry points
points

Figure 8 — Quantification Anchors
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Below 50%: quality is unmanaged
Below 85%: downstream outputs
unreliable

No: master data is ungoverned

Below 30%: quality is reactive only
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Implementation Quick-Start

First Three Moves

If you do nothing else, do these three things within the next 30 days.

* Move 1: Assign a data steward for every critical finance data domain. Customer data, vendor data, chart of
accounts, product data. Each steward is accountable for quality in their domain. Without ownership, quality
complaints continue indefinitely without improvement.

* Move 2: Measure your data quality baseline. For your most critical financial data, measure accuracy,
completeness, and consistency. The baseline reveals whether your data is reliable enough for the analytics and
Al you want to build on it.

* Move 3: Implement one automated validation check. At the most common point of data entry error, add a
system-enforced rule that prevents or flags the error. One automated check prevents more quality issues than
ten manual review procedures.

90-Day Activation Checklist

1-2

2-4

4-6

6-8

8-10

10-12

12-13

Assign data stewards for critical finance domains
Measure data quality baseline for top 5 data elements
Implement master data governance for chart of accounts
Deploy 3 automated validation checks at entry points
Build monthly data quality scorecard

Launch Data Stewardship Council

Present data governance framework to CFO/CTO

Steward assignments
Quality baseline
Governance process
Validation rules active
Quality scorecard
First council meeting

Framework endorsed

Figure 9 — 90-Day Activation Checklist

The Single Most Important Action

Assign a named data steward for every critical financial data domain. Data quality without ownership is an
unsolvable problem. When a specific individual is accountable for customer data accuracy, vendor data
completeness, or chart of accounts consistency, that individual has the motivation and authority to

investigate issues, implement prevention, and drive continuous improvement. Without ownership, data quality
is a perpetual complaint without resolution.
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