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01The Problem
Multimillion-dollar assets, managed on disconnected systems
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How many communities do you manage?
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How many communities do you manage?

Sales: 127

• Counts every signed contract

• Includes 4 not yet onboarded

• "They're on the board"

Operations: 119

• Only fully transitioned communities

• Staff assigned, systems live

• "We don't manage those yet"
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How many communities do you manage?

Accounting: 123

• Anything they're actively billing

• Includes 2 in termination notice

• "Contracts run through June"

Website: 130

• Marketing updated 8 months ago

• Nobody told them 5 communities left

• "We should probably fix that"
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Four answers, all defensible, none wrong

The biggest barrier to AI isn't the technology. It's that your data doesn't agree with itself.
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Not Just Separate Systems

1. Systems Silos: Data in tools that are not connected

2. Definition Silos: Same word, different meaning

3. Knowledge Silos: Context that only exists in someone's head
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02Why This Matters Now
The AI Amplifier
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Human Safety Net is Gone

The Old Way

• Human pulls from 3 systems

• Reconciles in Excel

• Catches contradictions

• Slow, but reliable

The AI Way

• AI pulls from 3 systems

• Skips reconciliation

• Misses contradictions

• Fast, confident, but potentially wrong
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“
Garbage In, Garbage Out

— Tech Nerd Proverb

AI makes garbage sound more convincing
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03Bringing It Together
Connected is not the same as aligned
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The Missing 
Piece

Your ERP stays your ERP. The lake 
sits alongside it – adding shared 
definitions across all systems

ERP Email Payments Docs PM Tools

Dashboards AI Assistants Reports People

Data Lake Data Catalog

↓ data flows in ↓

↓ shared understanding ↓

• Revenue: recognized per GAAP
• Delinquent: 60+ days, excluding 

payment plans
• Active Community: signed, onboarded, 

first billing complete
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Asked about one email. AI cross-referenced the ERP, 
vendor performance, and board 
calendar
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Five data sources. Prioritized by risk. No human 
could do this in under an hour.
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Files in a folder. A definitions document. That's 
your data lake v1.
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04Monday Morning
Data is a product, not a byproduct
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Treat Data Like a Product

A Product Has:

• An owners. A name, not a dept

• Users who depend on it

• A quality standard

• Documentation

Your Data Needs:

• A person responsible for each definition

• A board, investors, AI tools, managers

• Definitions reviewed, verified

• Plain English: what it means, excludes
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Five Fields Per 
Definition

Using Monthly Revenue as an 
example

[Source / credit if needed]

Field Example

Definition Assessments collected, 
net of refunds

Includes/Excludes Includes special 
assessments. Excludes 
late fees, onboarding 
communities

Source General ledger —
posted transactions

Owner Jane Smith, Controller

Last Verified March 2026
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The Workshop

1. Get department leads into a room

2. Ask: What 15 terms would change a decision if defined differently?

3. Define each one, assign an owner

4. Publish somewhere, shared
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You Can Start This Week

1. Now - Shared definitions document: shared, owned

2. This month - Hand definitions to AI as context. This is 80% of the way there

3. Over time – Formalize, connect systems, build the lake, semantic layer

Technology changes, definitions persist
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K E Y  T A K E A W A Y

Block two hours this week. Define 15 terms.
Assign owners.
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T H A N K  Y O U
Block two hours this week. Define 15 terms. Assign owners.

W E B

superkey.com

E M A I L

frank@superkey.com

L I N K E D I N

linkedin.com/in/franklutherthomas
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DISCUSSION
PROMPT

5 minutes

Turn to someone near you or
use the chat

What's your version of 'how 
many communities'?

Things to consider:

• What question takes your team 3+ hours to answer?

• What terms would your departments define differently?

• Where does critical knowledge live in someone's head?
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