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10 years
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10 / TEN-YEAR SOCIETAL OUTLOOK

How AI could reshape society by 2035
The central question will be how benefits, power, risk and opportunity are distributed.

WORK Tasks and occupations redesigned around human-AI 
collaboration

EDUCATION More adaptive learning, with greater emphasis on judgement 
and digital literacy

HEALTH & SCIENCE Faster research, decision support and more personalised 
services

PUBLIC SERVICES More accessible and proactive services, alongside 
accountability challenges

INFORMATION & 
TRUST

Synthetic content increases the importance of provenance 
and critical thinking

INEQUALITY & 
POWER

Skills, compute and data access may widen or narrow existing 
divides

KEY TAKEAWAY: AI may be as much an institutional and social transformation as a technology shift; trust, human agency, inclusion and governance will determine the outcome.
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09 / FIVE-YEAR OUTLOOK

What AI could mean for a typical financial institution by 2030

A scenario-based view: AI becomes embedded in workflows, while material decisions remain governed and accountable.

CUSTOMER & GROWTH

Relationship intelligence, next-best action, 
service assistants

FINANCIAL CRIME

Alert enrichment, entity resolution, fraud and 
anomaly detection

RISK & FINANCE

Early warnings, forecasting, scenario analysis 
and narrative MI

OPERATIONS

Document processing, case triage, controls 
testing and workflow agents

COMPLIANCE

Regulatory scanning, policy mapping, 
evidence retrieval and monitoring

TECHNOLOGY & CYBER

Code assistance, threat detection, incident 
triage and resilience insights

KEY TAKEAWAY: The likely differentiator will not be access to models. It will be trusted proprietary data, workflow integration, disciplined adoption and regulatory confidence.
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CDO’S REMIT

Current CDO roles and how do they fit into the 
Financial Services today
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EXECUTIVE THESIS

The CDO is already building most of the enterprise AI capability
The transition is an expansion from data trust to AI value, risk and transformation.

1

TRUSTED FOUNDATION

Quality, ownership, lineage, privacy and 
architecture

2

CONTROLLED ADOPTION

Risk tiering, model governance, human 
oversight and third-party control

3

MEASURABLE VALUE

Portfolio choices, workflow redesign, 
adoption and benefits realisation

KEY TAKEAWAY: CDO capabilities are necessary but not sufficient: the CAIO mandate adds enterprise transformation, AI economics and end-to-end accountability for outcomes.
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01 / CDO REMIT

The modern CDO mandate spans six enterprise capabilities
In regulated organisations, the role extends beyond governance and reporting.

1 DATA STRATEGY

Priorities, value cases, target state

2 GOVERNANCE & TRUST

Ownership, quality, metadata, lineage

3 PLATFORMS & ARCHITECTURE

Data products, integration, resilient 
platforms

4 ANALYTICS & INSIGHT

BI, decision support, semantic 
consistency

5 PRIVACY & REGULATION

Accountability, evidence, data rights

6 CULTURE & ADOPTION

Literacy, stewardship, business 
ownership

KEY TAKEAWAY: The CDO connects business accountability, data controls and delivery platforms, the same control plane on which responsible AI depends.
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02 / AI FOUNDATIONS

Why the CDO is vital to AI capability in regulated organisations
Four recurring AI risks are fundamentally data and operating-model risks.

QUALITY Poor or unrepresentative data weakens output 
reliability.

LINEAGE Decisions must be traceable from source 
through model to outcome.

PRIVACY Purpose, access, minimisation and rights must 
survive the AI lifecycle.

THIRD 
PARTIES

Vendors add opacity, concentration, change and 
exit risk.

KEY TAKEAWAY: In UK financial services, four of the five leading perceived AI risks reported by firms are data-related: privacy, quality, security and bias.
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03 / ORGANISATIONAL REMIT

Where the CDO typically sits and how the mandate varies
Title matters less than decision rights, funding and access to the board.

GOVERNANCE-LED CDO Primary focus: control, quality, privacy, regulatory evidence Best where maturity is low or remediation dominates

VALUE-LED CDO / CDAO Adds analytics, product ownership and measurable business outcomes Best where trusted platforms and adoption are scaling

INTEGRATED CDAIO Unifies data foundations, AI governance and AI transformation Best where AI is strategic and regulated

STANDALONE CAIO Dedicated AI strategy, portfolio, adoption and model accountability
Best where AI scale and complexity justify a separate 
executive

KEY TAKEAWAY: For a smaller regulated bank, CDAIO is often the most coherent transition because data and AI accountabilities remain tightly coupled.

9



PUBLIC

CDAIO/CAIO’S REMIT

Needs to bring AI expertise to drive 
implementation and adoption
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04 / CAIO ARCHETYPES

Two dominant CAIO mandates
A complete role must protect value and create value.

GOVERNANCE-LED CAIO

Assurance first

AI policy, risk appetite and inventory

Model lifecycle, validation and monitoring

Responsible AI, fairness and explainability

Human oversight and incident escalation

Regulatory, privacy and third-party alignment

TRANSFORMATION-LED CAIO

Value first

Enterprise AI strategy and investment portfolio

Use-case discovery and prioritisation

AI products, workflow redesign and scaling

Talent, literacy and adoption

Benefits, productivity and customer outcomes

KEY TAKEAWAY: The target is not a choice between governance and transformation: regulated organisations need one accountable portfolio balancing both.
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05 / CAIO ACCOUNTABILITIES

The CAIO owns an enterprise system, not a collection of pilots

Six accountabilities convert AI 
ambition into repeatable capability.

12

CAIO

ENTERPRISE

MANDATE

STRATEGY

PORTFOLIO

ADOPTION

VALUE

PLATFORM

GOVERNANCE

Where AI creates value.
Sets the enterprise thesis on where AI creates 
value - growth, cost and productivity, risk and 
financial crime, decision quality, resilience. Value 
pools are chosen, sequenced and funded 
centrally, not discovered pilot by pilot.

What gets funded and stopped
Moves the firm from project intake to funded 
portfolio choices judged on unit cost, benefits 
baselines, adoption and risk-adjusted value. 
Deciding what to stop is as accountable as 
deciding what to fund.

How work, skills and behavior change
Turns deployed capability into changed work 
through task redesign, literacy, incentives and 
clear human accountability. Ownership sits with 
the business, not the centre.

How models and agents are built, bought and 
operated
Owns how models and agents are built, bought 
and operated on resilient, reusable data 
foundations with lineage from source to 
outcome. Buy decisions carry vendor opacity, 
concentration and exit risk.

What may be deployed and under which controls
Owns risk appetite, the AI inventory, model and 
agent lifecycle controls, and human oversight. It is 
data risk in practice - privacy, quality, security and 

bias - and enables scale rather than blocking it.

How outcomes and risk reduction are measured
Measures outcomes across revenue, cost, risk, 
customer and resilience — not productivity alone. 
Those measured results feed back into what gets 
funded or stopped.

They only work as one system, which is why the 
mandate must combine governance and 
transformation — governance-only blocks, 
transformation-only scales unmanaged risk.
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05A / STRATEGY

Where AI creates value: five enterprise value pools
Strategy sets the enterprise thesis, so AI investment compounds instead of fragmenting into pilots.

VALUE POOL WHERE AI CREATES VALUE

Revenue & customer growth Relationship intelligence, next-best action and assisted service at scale

Cost & productivity Document processing, case triage and workflow agents in high-volume operations

Risk, crime & compliance Alert enrichment, entity resolution, monitoring and regulatory evidence

Decision quality Forecasting, early warning signals and narrative MI for faster judgement

Resilience & technology Code assistance, threat detection and incident triage across the estate

KEY TAKEAWAY: Strategy is an enterprise portfolio thesis: value pools are chosen, sequenced and funded centrally, not discovered pilot by pilot.
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06 / TRANSITION PATHWAY

CDO → CDAIO → CAIO is a sequence of widening accountability
The most credible path retains data foundations while progressively adding AI ownership.

CDO
TRUST

• Data strategy & governance

• Data platform & architecture

• Analytics & regulatory evidence

CDAIO
INTEGRATE

• Data + AI strategy

• Responsible AI & model 
governance

• AI-enabled decision intelligence

CAIO
TRANSFORM

• Enterprise AI portfolio

• Workflow and operating-model 
redesign

• AI economics, adoption and scaled 
value

KEY TAKEAWAY: For regulated firms, the CDAIO stage is often the critical bridge: it prevents AI strategy from separating from data accountability and risk controls.
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07 / TRANSITION GAPS

What a CDO must add to become an effective CDAIO/CAIO
The largest gaps are commercial, product and organisational rather than purely technical.

GAP REQUIRED SHIFT

AI product & portfolio management Move from project intake to funded portfolio choices and product lifecycle

AI economics & value realisation Unit cost, benefits baselines, adoption, productivity and risk-adjusted value

Model and agent operations Evaluation, monitoring, drift, prompt/agent controls, incident response

Enterprise change & workforce redesign Role redesign, adoption, literacy, incentives and human accountability

Executive mandate & decision rights Clear authority across business, Technology, Risk, Compliance and Procurement

KEY TAKEAWAY: The transition succeeds when the executive gains authority, resources and measurable outcomes, not simply a revised title.
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08 / ACTION AGENDA

Will we need a CAIO in 10 years?
The title may fade. The accountability will not.​

2026-2030

DEDICATED CAIO ERA

1. Set enterprise direction​

2. Build governance and controls​

3. Turn pilots into measurable 
value​

2030-2035

AI BECOMES EMBEDDED

1. AI enters every workflow​

2. Business executives own 
adoption​

3. Specialist mandate starts to
converge​

2035+

ACCOUNTABILITY, NOT 
ASILO

1. Standalone title becomes 
optional​

2. Mandate merges into
CDAIO/CIO/COO​

3. Board oversight remains explicit​

KEY TAKEAWAY: The CAIO title may fade, but the accountability endures — converging into a broader executive mandate.
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DURABLE EXECUTIVE 
MANDATE Data + AI + Governance + Transformation + Trust For regulated banks, leadership 

converges rather than disappears.
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"AI is the new electricity."

Andrew Ng
British-American computer scientist, AI researcher, and entrepreneur known for pioneering work in machine learning 
and online education. He co-founded Google Brain and Coursera, served as Chief Scientist at Baidu, and founded 
DeepLearning.AI, Landing AI, and AI Fund. An adjunct professor at Stanford University, 


	Slide 1
	Slide 2
	Slide 3
	Slide 4
	Slide 5
	Slide 6
	Slide 7
	Slide 8
	Slide 9
	Slide 10
	Slide 11
	Slide 12
	Slide 13
	Slide 14
	Slide 15
	Slide 16
	Slide 17

