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Most of us didn't sign up to be

We signed up to measure
performance.

Somewhere between the fifth system and the fourteenth
reconciliation, the job changed.



THE
SHIFT



Performance accuracy is assumed. Governance confidence is not.

The Context Has
Shifted

Performance infrastructure has evolved into
multi-system environments.

Scrutiny has shifted upstream — from the final
number to the data lineage.

THE CORE SHIFT

Producing Returns -> Defending the Process

"Efficiency is no longer judged by speed or
output — it's judged by confidence in how
results are produced.”

— The Efficiency Imperative

Multi-System Ecosystems
Performance environments have evolved far beyond single-
platform setups.

Scrutiny Shifted

Focus has moved from results to the process that produced them.

Reconciliation Dominates
Validation and reconciliation now consume a significant share of
the performance lifecycle.

Lineage Supports Accuracy
Boards want to understand how numbers were produced, not just
whether they're right.

The Core Shift

From producing returns » to defending the process.
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We Didn't Intend to Become Complex

Each decision was rational. Few institutions stepped back to re-architect holistically.

© © ©

New attribution Reporting

tool overlay

Post-merger Data feeds
accounting layered over

O system O time

New alternatives
platform

"More technology has not automatically produced more
control."

The complexity wasn't planned. It

* accumulated.
— The Efficiency Imperative




The Multi-System Ecosystem Reality

“How many systems touch your performance numbers before reporting?”

: ! o I Vendor overlap Duplicate ingestion

DATA SOURCES Downstream reconciliation Late exception discovery

Most firms are pulling from at least 20+
sources, and often many more.

“Fragmentation rarely causes failure outright. It erodes confidence at moments of scrutiny.”



The Performance Lifecycle Under Scrutiny  urecrcis eeessune

This is architecture. Not individual failure.

CData Ingestion) CTransformatiorD CReconciliation) C Validation ) C Attribution ) C Reporting ) C Narrative )

Where are exceptions Where does ownership Where does rework Where does manual
identified? blur? cluster? intervention still exist?
Often downstream — At system boundaries. Late in the cycle — just reconciliations, overrides,
during reporting or When data crosses before board materials, and one-off adjustments
attribution review — when platforms or teams, consultant decks, or client that persist because “it's
time pressure is highest accountability becomes delivery — when easier than fixing the root
and narrative is already implied instead of defined. corrections are most cause.”

forming. disruptive.

"Where does leadership confidence break down?"




Governance Tension

The shift from operational efficiency to governance exposure.

‘D OLD QUESTION © NEW QUESTION

"How fast can we produce . "Can we confidently stand
reports?" behind them under scrutiny?"

Reconciliation is no longer operational cleanup.

Itis a



From Producing Returns to Defending the Process

The profession didn't change overnight. The expectation did.

‘D Performance used to optimize: © Now must support:

Accuracy Audit Traceability

Speed Board Defensibility

Consultant Alignment Lineage Transparency
Cross-team Consistency

Narrative Stability

Discussion Point

"If a board member asked you to walk full lineage today — how many
systems would you traverse?"

"The firms pulling ahead in 2026 are not necessarily moving faster. They are
operating with greater clarity, accountability, and trust in their data.”

— The Efficiency Imperative




Efficiency as a Governance Capability

This is not cost reduction. It is fiduciary risk management.

Fewer Handoffs

Reducing touchpoints between systems to
minimize data degradation and ownership
ambiguity.

Centralized Validation

Validating data once at the core source instead of
repeatedly at every edge application.

Earlier Exception Visibility Clear Accountability
Identifying exceptions upstream during ingestion Defining explicit ownership for every data
rather than downstream during reporting. element, ensuring no metric is "orphaned."

Aligned Workflows

Unifying performance, attribution, and reporting workflows to ensure consistent data lineage and
narrative stability across all outputs.

"Treating data as institutional infrastructure, not an operational byproduct.”

— The Efficiency Imperative



THE
DISCUSSION



DISCUSSION 01

Ecosystem Reality

Comparing Patterns

86 A

How many systems contribute before Where do inconsistencies most often
reporting? appear?

Not just the core engine — every transformation, validation, and At ingestion, during reconciliation, in attribution, or only once
handoff along the way. reporting begins?

a L

Which reconciliations are routine vs. How many versions of the same return
fragile? exist?
Where do you have confidence, and where are you quietly Across teames, systems, or reporting layers — and are they always

double-checking every cycle? aligned?



DISCUSSION 01

Ownership & Handoff Risk

Comparing Patterns

:V =
When discrepancies arise, is ownership Where does data handoff introduce
clearly defined? ambiguity?
Or does it bounce between operations, performance, and client Identify the specific transfer points where context is lost or data is
service? transformed.

© F

How often does attribution expose
concerns where performance does
not?

Where does manual intervention still
exist — and why?

Is it a system limitation, a process gap, or "just how we've always

When explaining the “why” reveals more than the “what”.. done it"?



DISCUSSION 01

Compounding Inefficiencies

Comparing Patterns

c

Which inefficiencies repeat every
cycle?

Are you fixing the same data errors month after month?

1

What parts absorb the most effort with
the least insight?

Where is high manual effort yielding low strategic value?

Where does late-cycle rework occur
most?

Identify the bottleneck that consistently threatens delivery deadlines.

«

If consolidation were inevitable, where
would it most strengthen oversight?

Which fragmented process poses the greatest governance risk?



Do we have the clarity, control, and confidence
required to govern our data at scale — not just
today, but as expectations continue to rise?

This is not about eliminating It's about clarifying Reducing unnecessary
systems ownership touchpoints

Aligning infrastructure to fiduciary
expectations

"If no one owns the answer, the system owns the risk."



Thank You

Alex Serman, CIPM
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