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Al Needs a Seat at the Top:
CAIOs taking accountability
for business transformation

The rise of Al is no longer just a The Chief Al Officer (CAIO) role is emerging
technological trend - it's a business to bridge this gap, ensuring that Al is
imperative. While Generative Al has fuelled adopted, scaled and embedded into
boardroom discussions and accelerated business strategy.

adoption, many organizations still lack | industries where Al is a key driver of
deep strategic anchoring for Data & Al growth and innovation, such as
Companies face pressure to maximize Al's  technology, healthcare, and energy,
value, push innovation, and govern its companies are leading the way in
adoption. But who is truly accountable for = establishing Al leadership. 14+ Fortune
this transformation at the executive level? 5002 companies have appointed a CAIO,
For years, Al has been folded into broader and in Germany, 10% of DAX402companies
Digital & IT strategies, often overseen by have a CAIO or a combined role to lead Al
ClOs & CDOs!. As a result, it often remains a transformation.

subchapter of IT transformation or another These organizations see Al as a
side project they cannot focus on, often competitive advantage and

limiting Al's full potential. More recently, transformation enabler, requiring clear
organizations are starting to recognize gzccountability at the executive level. This
that Al is a business topic, requiring poV explores the evolving role of the CAIO

strategic ~ foresight ~ and  dedicated gnd potential organizational scenarios.
leadership.

RESPONSIBILITES

Al Strategy: Lead Al-driven business transformation by defining
and executing Al strategy, aligned with business objectives
Innovation & Value Creation: Drive Al initiatives that deliver top- &
bottom-line impact across core business areas

Talent & Organizational Development: Build Al capabilities across
the organization, educate and empower while driving organizational
change and seamless end-user adoption

Data & Technology: | everaging emerging technologies while
overseeing development and scaling, supported by a robust
infrastructure that integrates with enterprise technology systems
Governance: Establish multidisciplinary governance set-up to
ensure regulatory compliance, risk management and security

SKILLS & COMPETENCIES

Visionary - Translates deep-tech innovation into strategic
execution and business transformation

Entrepreneurial - Drives Al-powered value generation and
pioneers new business models for scalable business growth
Multi-disciplinary - Bridges business, technology, data and
legal teams to accelerate Al adoption

Influential - Shapes Al discourse, representing the company in
media & industry, and positions it as market leader

1 | Chief Digital Officers (CDOs), Chief Information Officers (CIOs)
M 2| Analysis based on data from LinkedIn, DAX40 and Fortune500 listed company website



The Ideal CAIO

Finding the right candidate won't
be easy. The ideal candidate must
be a visionary, business-focused
leader who  understands  Al's
technological implications but, most
importantly, knows how to drive Al
as a business transformation. They
must be strategic, skilled at
stakeholder engagement, and be
comfortable letting go - ensuring Al
is embedded into business
processes rather than keeping it
centralized.

Evolving Al Leadership

The number of organizations with a
Head of Al has more than tripled in
the past five years, rising another
13% since December 2022'. As Al
gains more strategic importance,
leadership roles are taking shape at
the C-Level, and alternative titles
such as Chief Data & Al Officer or
Chief Al Transformation Leader are
being introduced.

The necessity of a CAIO depends on
a company's scale, maturity, and
strategic ambitions. Organizations
that are serious about Al see it as
competitive advantage - leveraging
it to create new products, services,
or fill portfolio gaps - often
appointing a CAIO to drive
innovation, strategy and value
generation. Meanwhile, companies
lagging in Al adoption may need a
CAIO to set a clear direction, take
accountability and accelerate Al-
driven transformation.
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Where Does the CAIO Belong?

The question is no longer if companies
need a dedicated Al leader, but rather
how the role should be structured and
to effectively integrate it into existing
leadership teams.

While CIOs and CTOs have historically
led Al initiatives (>46%)2 the growing
demand for Al-driven transformation
and value creation makes it essential to
define clear ownership - without
overburdening existing C-Level roles.

Appointing a CAIO is a strategic decision
that signals Al's importance, but its
impact depends on a clear mandate and
direct access to the business. The ideal
set-up varies based on organizational
dynamics and complexity and the
expected impact on the business.

Scenario 1: CAIO as a C-Level

Executive

Reporting directly to the CEO, this
model separates Al from core T,
positioning it as a strategic growth
driver rather than a cost centre. This
setup enables decision-making but
requires strong executive buy-in and
effort in educating the board-level on Al.

Scenario 2: CAIO Under the

CTO/CIO

Keeping the CAIO under IT leadership
streamlines Al development, but it may
limit  Al's impact  on business
transformation and adoption if CIOs or
CTOs lack the mandate or accountability
to drive Al-led business transformation.

The CAIO is not a technology role - |t is.a busm
that see Al as a driver of transform En and growth rather than just

role. Companles

an IT function, will benefit from
the next wave of innovation.

ted Al Ieadershlp and will lead

1 | LinkedIn Future of Work Report 2023;
2 | Gartner (2024) Responsibilities for Al initiatives
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Scenario 3: When a CAIO May Not Be Necessary

A CAIO appointment may not be necessary in every case. If the CTO/CIO has the
right skill set and a proven record in driving business transformation, then the role
of a CAIO may be redundant. What matters most is not the title but a leadership
structure with clear C-level ownership to drive Al strategy, execution, and
adaptation in a rapidly evolving landscape.

Future Outlook

The C-suite continues to adapt to the
growing complexity of digital
transformation. Traditionally led by roles
like CEO, CFO, and COO, specialized
roles emerge in waves to drive change.

The CAIO is likely to follow this pattern
rather than remain a permanent fixture.
Similar to past waves of Chief Digital or
Data Officers, the role will serve as a
kick-starter and accelerate Al adoption,
developing a solid strategy that the
business can execute on. Over time, Al
leadership is expected to transition into
core business functions, with Al
becoming an integrated part of
enterprise strategy rather than a
standalone initiative.

The nature of work is changing, and fast.
For many organizations, the CAIO will be
a critical role for the next five years,
focusing on Al strategy, execution, and
transformation. Some companies may
see the CAIO becoming a permanent
role, depending on their Al maturity and
transformation timeline.

As almost every company increasingly
operates like a tech company,
institutionalizing Al - particularly GenAl -
will  be essential to maintaining
competitiveness and innovation.
Ultimately, the CAIO should be seen as a
transformation  catalyst, driving Al
maturity and ensuring long-term
integration into the business.
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