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Twimbit is a research and advisory firm driven by a singular mission: to empower 

businesses that are making a difference. We specialise in providing invaluable industry 

intelligence to executives and teams, acting as a catalyst for innovation and growth.  
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Executive Summary  

The AI revolution has moved beyond buzzwords to become a critical imperative for 

enterprise transformation. As organizations globally race to harness AI's potential—

projected to contribute over $15 trillion to the economy by 2030—many find 

themselves caught between pilot project proliferation and the challenge of achieving 

meaningful scale 

For CIOs and technology leaders, this presents both an unprecedented opportunity 

and a complex challenge. While the appointment of dedicated Chief AI Officers is 

trending, with 11% of large organizations already having this role and 21% actively 

seeking one, many companies are looking to their existing technology leadership to 

transform AI from technological promise to operational reality. 

This playbook draws from the success stories of industry pioneers like JPMorgan 

Chase, DBS Bank, and Vodafone to provide a comprehensive framework for scaling 

AI initiatives. It focuses on practical, boardroom-ready solutions that address 

common challenges in AI implementation—from scattered projects and data 

architecture issues to risk management concerns. 

Key actionable steps include: 

• Assess AI Maturity: Benchmark organization against industry 

leaders and identify critical gaps in capabilities 

• Prioritize Strategic Use Cases: Focus on high-impact, low-risk 

initiatives that align with business objectives 

• Architect for Scale: Build an integrated technology stack that 

supports enterprise-wide AI deployment 

• Establish Data Readiness: Create a robust and reusable data 

architecture that powers AI initiatives 

• Drive CoE Excellence: Build a cross-functional AI Center of 

Excellence that synchronises and accelerates adoption 

• Mitigate Enterprise Risk: Implement comprehensive risk 

management strategies that protect your AI investments 

The path to AI transformation requires a delicate balance between building 

technological capabilities and maintaining strategic focus. Success lies not in chasing 

every emerging trend, but in systematically identifying and scaling initiatives that 

deliver substantial business value while ensuring responsible innovation practices. 

By following this structured approach, organizations can move beyond pilot 

purgatory to achieve meaningful AI transformation at scale.  
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Introduction 

For today’s senior leaders, AI is inescapable. Advances in deep learning have 

unlocked the ability to process natural language, fuelling the rise of Generative AI 

and intelligent work agents that automate tasks, enhance decision-making, and 

personalize customer interactions. AI is not just improving efficiency—it is 

reshaping work itself, freeing employees from routine tasks and empowering 

leaders with sharper insights. With AI projected to contribute over $15 trillion to the 

global economy by 2030, organizations must move beyond experimentation and 

focus on strategic deployment. 

Yet, adopting AI successfully requires more than just technology—it demands 

strong leadership. This has led to the rise of the Chief AI Officer (CAIO), a dedicated 

C-suite role responsible for defining AI strategy, execution, and governance. 

Research shows that 11% of midsize to large enterprises have already appointed a 

CAIO, with another 21% actively seeking one. Industry leaders like GE Healthcare 

and Pfizer have taken this step, appointing CAIOs like Parminder Bhatia and Berta 

Rodriguez-Hervas respectively to build scalable AI platforms and drive enterprise-

wide adoption. Recognizing AI’s strategic importance, even the U.S. government 

now mandates federal agencies to appoint a Chief AI Officer to oversee AI 

initiatives.  

However, not all organizations are creating a new executive role. Many are instead 

expanding the responsibilities of their Chief Information Officers (CIOs) and Chief 

Technology Officers (CTOs) to include AI leadership. While these executives bring 

deep technical expertise, many organizations lack foundational AI capabilities, 

making adoption a significant challenge. For CIOs and CTOs, this moment mirrors 

past technology shifts—from cloud computing to big data—where success 

depended on vision, execution, and cross-functional collaboration. 

Rather than simply answering the CEO’s inevitable question — “How do we navigate 

AI?”—CIOs and CTOs must become champions of AI adoption. This means moving 

beyond the hype and focusing on structured, scalable implementation by identifying 

high impact use cases, building the right data infrastructure, integrating AI into 

workflows, and ensuring responsible governance. AI’s potential is undeniable—but 

realizing it requires clear strategy, disciplined execution, and strong leadership. 

Whether through a CAIO or by empowering CIOs and CTOs, organizations must 

ensure AI is not just a technological upgrade, but a driver of long-term business 

transformation.  

This report will cover 6 considerations for CIOs and CTOs to take the hype out of AI 

and what they need to do make this promise a reality.  
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Assess Organizational AI Maturity 

As AI reshapes industries at an accelerating pace, organizations must take a hard 

look at their AI maturity. This is no longer a theoretical exercise—it is a strategic 

necessity. AI's potential to enhance decision-making, streamline operations, and 

unlock new revenue streams is undeniable. Yet, realizing this potential requires a 

deliberate, structured approach that evaluates five fundamental capabilities: talent, 

technology, data, governance and operating models. 

For CIOs, this assessment is not just about identifying gaps; it is about setting a 

clear trajectory for AI adoption. Leadership must also be prepared to address 

organizational fears, including concerns about job displacement and legacy system 

constraints, while demonstrating how AI-driven efficiencies can be reinvested into 

growth and innovation. 

Implementation Steps: 

A systematic approach to AI maturity assessment involves three key steps: 

1. Assess Current AI Capabilities – A rigorous evaluation of the organization’s 

existing AI landscape, identifying strengths, weaknesses, and overall 

readiness for advanced AI integration. 

2. Benchmark Against Industry Leaders – Comparing internal AI capabilities 

against leading companies, both within and outside the industry, as well as 

established maturity frameworks to understand best practices and emerging 

trends. 

3. Develop a Roadmap – Translate insights into a detailed roadmap that 

outlines specific actions, timelines, and resource allocations necessary to 

enhance AI capabilities and achieve strategic objectives. 

Lessons from DBS Bank: AI as a Catalyst for Digital Transformation 

DBS Bank’s rise as a digital banking leader is no accident—it is the result of a 

deliberate, structured approach to AI maturity assessment and strategic execution. 

As customer expectations evolved, the bank recognized that digital transformation 

was not simply about technology adoption but about reimagining its entire 

operating model. Drawing inspiration from technology giants, DBS embraced a 

start-up mindset, prioritizing agility, experimentation, and customer-centric 

innovation. 

A cornerstone of this transformation has been its AI maturity assessment 

framework, which provides a structured pathway for integrating AI across the 

organization. Rather than viewing AI as a collection of isolated projects, DBS has 
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woven AI into the fabric of its business strategy, aligning technological 

advancements with operational goals. 

The AI Maturity Journey at DBS Bank 

Assessing AI Readiness 

DBS began with a rigorous evaluation of its AI models, data infrastructure, and 

workflows to identify strengths, gaps, and opportunities for value creation. 

Building AI Muscle 

To accelerate deployment, DBS launched ALAN, an in-house AI platform that cut 

implementation timelines from 18 months to under five months, aiming for full 

integration within weeks. This created a repeatable AI adoption process across 

business units. 

Scaling AI Across Operations 

AI evolved from pilot projects to core business functions, enhancing decision-

making, automation, and customer experiences. To sustain growth, DBS committed 

to upskilling 8,000+ employees, ensuring AI literacy extended beyond technical 

teams. 

Ensuring Responsible Leadership 

As AI adoption scaled, DBS prioritized governance and ethics, implementing the 

PURE framework for fairness, transparency, and compliance. The bank also reduced 

reliance on third-party AI, strengthening internal capabilities for long-term AI 

leadership. 

DBS’s AI maturity journey is far from over. As AI technologies continue to evolve, 

the bank remains focused on staying ahead of the curve, continuously refining its 

approach with periodic assessment and alignment of its key capabilities with the 

latest industry developments. The lessons from its transformation offer a valuable 

roadmap for any organization seeking to scale AI responsibly and effectively. 
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Identify the Right Use Cases 

As generative AI moves from hype to reality, many organizations find themselves 

stuck in a familiar trap—spreading resources too thin across too many pilots without 

achieving meaningful business impact. This “death by a thousand use cases” 

phenomena has become the primary roadblock to scaling AI effectively. CIOs and 

CTOs must play a crucial role in breaking this cycle by bringing focus, strategic 

alignment, and disciplined execution to AI initiatives. 

Generative AI holds immense potential, but not every use case delivers equal value. 

The most effective CIOs work closely with the CEO, CFO, and other business 

leaders to determine where AI can truly transform operations, challenge existing 

business models, and unlock new sources of revenue. They must also identify 

where generative AI is not the right solution—ensuring that efforts are directed 

toward initiatives that align with both business needs and technical feasibility. 

Rather than treating AI adoption as an isolated IT function, CIOs and CTOs should 

take a portfolio approach, clustering use cases by business domain (such as 

customer experience or supply chain) or by function (such as content generation or 

process automation). This structured approach not only accelerates deployment 

but also ensures that learnings from one initiative can be applied across multiple 

areas, compounding the benefits of AI investment. 

A critical mistake many organizations make is tackling high-risk, high-cost AI 

applications too soon. Instead, early generative AI use cases should focus on areas 

where the cost of error is low. By starting with lower-risk, high-learning 

applications, organizations can work through inevitable setbacks and refine their AI 

capabilities without jeopardizing operations or customer trust. This could include 

internal knowledge management, summarization tools, or AI-powered document 

processing before moving on to customer-facing applications. 

Below is a useful framework to help cluster use cases to be built using AI.   
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Quick Wins 

Prioritize the use cases 

in this quadrant before 

anything else. Focus on 

sustaining long-term 

impacts. 

Impact Drivers 

Be selective and 

strategic for complex 

use cases. Plan and 

execute efficiently. 

Steady Steps 

Useful for keeping 

teams engaged and 

experiment with 

capabilities to build 

incremental gains.  

Effort Traps 

Should be minimized as 

much as possible to 

prevent wastage and 

misalignment within 

teams. 

Figure 1: AI Use Case Prioritisation Matrix 

 

Implementation Steps: 

1. Collaborate with Business Leaders: Engage with your business leaders to 

identify high-impact areas for AI deployment. This collaboration is crucial for 

understanding the organization's strategic objectives and aligning AI 

initiatives with these goals. 

2. Prioritize Low-Risk Use Cases: Prioritize use cases where the cost of error is 

low to allow for experimentation. This approach enables organizations to test 

AI solutions in a controlled environment, minimizing risks and maximizing 

learning opportunities.  

3. Cluster Use Cases: Cluster use cases by domain or type to maximize value. 

This clustering strategy helps in identifying synergies between different AI 

applications, leading to more efficient resource allocation and greater overall 

impact. 

With a prioritized list of use cases, CIOs must now focus on solutioning, scoping, 

and execution. The first step is assessing technical feasibility by identifying gaps in 

data readiness, solution maturity, scalability, and talent. Many AI initiatives stall 

Low Impact 

High Effort 

High Impact 

Low Effort 
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due to insufficient, unstructured, or inaccessible datasets, limiting model 

performance. Likewise, gaps in cloud infrastructure, APIs, and engineering 

capabilities can slow deployment. Scalability and reusability must also be 

considered—ensuring solutions can extend beyond isolated use cases. Finally, 

success depends on bridging AI skill gaps, both in specialized data science 

expertise and broader responsible AI knowledge. Addressing these challenges early 

accelerates deployment and prevents wasted investment. 

Beyond technical feasibility, CIOs must prioritize reusability to maximize AI's 

impact. A moderately valuable use case that can be repeated across functions often 

delivers greater ROI than a high-value, one-off solution. Reusable code alone can 

accelerate generative AI development by 30% to 50%, yet many teams remain 

focused on isolated breakthroughs rather than scalable solutions. To shift this 

mindset, CIOs should conduct disciplined reviews of three to five use cases at a 

time, identifying common patterns that can be built into reusable assets. 

Standardized data ingestion modules, structured metadata loaders, and adaptable 

AI frameworks can serve multiple teams, cutting redundancy and boosting 

efficiency. However, reusability won’t happen organically—it requires a dedicated 

platform owner, and a cross-functional team tasked with developing approved 

tools, frameworks, and code that accelerate adoption across the business. 

The classic “rent, buy, or build” decision remains central to any AI strategy. 

Businesses should develop AI capabilities where they can gain a proprietary 

advantage and leverage existing services for commodity functions. The Adopter 

model provides quick access to off-the-shelf solutions, while the Refiner approach 

customizes AI by integrating internal data and systems. The Builder model, which 

involves building proprietary foundation models, remains complex and costly — 

limiting its adoption in the short term. Instead, most organizations will combine 

Adopter for efficiency and Refiner to develop unique, value-driven AI capabilities. 

Adopter 

Uses off-the-shelf AI models via APIs or chat interfaces with no 

customization. Fast and cost-effective but offers little competitive 

differentiation (e.g., GitHub Copilot, Adobe Firefly). 

Refiner 

Enhances AI by integrating internal data and systems, providing 

tailored insights (e.g., CRM-integrated sales assistants, AI-powered 

customer support). Requires moderate investment but delivers a 

competitive edge. 

Builder 

Builds proprietary AI models from scratch, requiring significant 

resources, expertise, and infrastructure. Offers full control but is 

costly and complex, making it viable only for select organizations. 

Figure 2: Different approaches towards AI use case implementation 
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While advancements in model training techniques as seen with DeepSeek and 

declining GPU costs are reducing barriers, the Builder approach remains complex 

and resource-intensive, making it a less viable option for most organizations in the 

short term. Instead, businesses will likely adopt a hybrid strategy—leveraging 

Adopter models for quick access to commoditized AI services and Refiner models 

to build proprietary capabilities on top of foundation models. This balance allows 

companies to accelerate AI adoption while maintaining strategic differentiation. 

Lessons from Vodafone: Focus on the Core  

Vodafone’s AI strategy highlights the power of reusability in scaling innovation. 

TOBi, its multilingual chatbot, serves customers globally, leveraging a centralized 

private data ocean to ensure secure, scalable AI deployment across Europe and 

Africa. Instead of fragmented solutions, Vodafone builds AI models that support 

multiple use cases, from automating tasks to predictive network analytics and 

energy optimization at mobile base stations. 

By standardizing data processing and using synthetic data for privacy-conscious 

personalization, Vodafone maximizes AI’s impact across operations. This 

disciplined, reusable approach enables efficient scaling while maintaining security 

and business value. 
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Establish a Future-ready Technology Stack  

CIOs play a critical role in defining and evolving the target technology architecture to 

support AI adoption at scale. This starts with reviewing key architecture components 

necessary for integrating AI use cases into existing business systems. AI models 

must work seamlessly with enterprise applications rather than existing in isolated 

tech stacks, as separate AI infrastructures introduce unnecessary complexity. 

Instead, upgrading the existing technology stack and refining IT operations can 

unlock AI’s full potential and drive business outcomes. 

While Adopter-type organizations may not require extensive architectural 

coordination, companies seeking to scale AI through the Refiner or Builder models 

must upgrade their technology architecture. The goal is to integrate generative AI 

models into enterprise applications and build pipelines that connect various data 

sources. The maturity of an organization’s enterprise architecture determines its 

ability to scale AI capabilities. 

Before deployment, businesses must achieve technical maturity in key areas, 

including a centralized code base, a well-documented configuration management 

database, and an efficient DevOps toolchain. Since most tools will be off-the-shelf 

solutions, the primary investment will be in people, skills, and operational costs. 

Adequate budgets should be allocated for skills development and change 

management. 

CIOs and CTOs must assess how various new components of Generative AI solutions 

like foundation models and vector databases are integrated into the existing 

architecture to manage deployments effectively. 

 

Figure 3: Example of AI Architecture (simplified) 

Managing multiple infrastructure and data sources—whether cloud-based, on-

premises, vendor-hosted, or a combination—adds complexity to AI deployments. 

Each new component introduced affects the overall system, increasing operational 

costs and making scaled rollouts more difficult. 

Interface 
(Through 

web or app) 
AI Model 

(  

Enterprise Platform  

Data Platform 
(Data Lake, Vector Database) 

Infrastructure 
(On-premise or 

cloud compute 

hardware) 

Users 
API 

Gateway 

Governance (Access control and policy to secure enterprise assets) 
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Recent advances in integration and orchestration frameworks, such as LangChain 

and LlamaIndex, have reduced the effort needed to connect AI models with 

enterprise applications. Emerging integration patterns now allow AI models to invoke 

APIs dynamically (as seen in GPT-4’s function-calling capability) or retrieve 

contextual data from external sources (a technique known as retrieval-augmented 

generation). 

To successfully upgrade AI architecture, organizations must establish reference 

architectures and standard integration patterns, including well-defined API formats 

and parameters that govern user and model interactions. Beyond these foundational 

elements, several critical components must be carefully managed to ensure 

seamless AI integration and business impact. 

• Context management and caching optimize AI performance by providing 

timely access to relevant enterprise data, improving contextual 

understanding, and reducing processing costs. Without it, AI models risk 

delivering generic or outdated responses, limiting their effectiveness. 

• Policy management enforces governance and security, ensuring AI 

applications operate within strict access controls. Sensitive data—such as HR 

models containing employee compensation details—remains restricted to 

authorized users, preventing unauthorized access and potential compliance 

risks. 

• A centralized model hub streamlines AI deployment by serving as a repository 

for trained models, storing checkpoints, weights, and parameters. It enables 

version control, model performance tracking, and rollback capabilities, 

preventing inefficiencies and inconsistencies across AI applications. 

• A well-maintained prompt library refines AI interactions by housing optimized 

prompts tailored to specific use cases. Versioning mechanisms track 

refinements as models evolve, ensuring responses align with enterprise goals 

while reducing reliance on trial-and-error adjustments. 

• A comprehensive MLOps platform is essential for managing AI at scale. It 

enables continuous model training, monitoring, and evaluation, integrating 

instrumentation to measure key performance metrics such as accuracy, bias 

detection, and knowledge retrieval. This ensures AI models remain adaptive, 

efficient, and aligned with business objectives. 

By embedding these critical components within a structured AI architecture, CIOs 

and CTOs can simplify integration, minimize operational risks, and unlock the full 

potential of AI. A strategic approach to infrastructure will drive innovation while 

ensuring security, efficiency, and long-term scalability. 
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Lessons from JP Morgan: Building robust technology foundations 

JPMorgan Chase (JPMC), a global financial giant, exemplifies the impact of a well-

architected AI ecosystem. The company has invested $10.6 billion and deployed 500 

data scientists to build AI capabilities across fraud detection, risk management, and 

customer service. By implementing a structured AI architecture, JPMC has 

automated over 30,000 weekly customer interactions, reduced document 

processing time by 40%, and saved analysts 2-4 hours daily on routine tasks. Its AI 

systems analyze $10 trillion daily to detect fraudulent transactions with greater 

speed and accuracy. These results were made possible by a disciplined approach to 

AI infrastructure—ensuring that integration frameworks, data governance, and 

performance monitoring are seamlessly aligned. 

In addition to reimagining the wider stack, CIOs and CTOs must rethink their own IT 

operations (ITOps) and how they harness generative AI’s potential. AI can automate 

routine tasks like password resets, status requests, and diagnostics, freeing IT teams 

for more strategic work. It also enhances incident management by improving ticket 

routing, surfacing relevant context, and generating suggested responses, 

accelerating resolution times. 

AI-driven observability helps filter vast log data, identifying critical issues faster and 

improving system reliability. Additionally, it streamlines documentation by 

automating standard operating procedures, incident reports, and performance 

tracking. 

However, integrating AI at scale is complex. Each use case requires coordination 

across multiple models, databases, and enterprise applications while managing 

diverse data sources and ensuring compliance. Unchecked AI adoption risks 

inefficiencies and rising costs, much like the early cloud and SaaS era. Without a 

structured approach, scaling AI in IT operations will remain a challenge. 

To drive AI adoption across the organization, IT teams must also become more 

productive themselves. By optimizing internal operations, they can free up resources 

to support AI scaling initiatives, improve cross-functional collaboration, and 

accelerate AI-driven transformation across the enterprise.  
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Ensure Data Readiness 

In the AI era, data is more than a byproduct of workflows—it is a strategic asset. The 

success of AI initiatives hinges on the quality, organization, and accessibility of data. 

CIOs must collaborate with functional leaders to ensure their organizations have 

clean, structured, and readily available data to unlock AI’s full potential. This requires 

developing a robust data architecture that integrates both structured and 

unstructured data while enabling real-time access through well-designed data 

pipelines. 

A strong data foundation provides a competitive advantage by connecting generative 

AI models to internal data sources, enabling better context and fine-tuning for more 

relevant outputs. Organizations that have invested in creating structured data 

products are better positioned to scale AI, as they can systematically train models 

over time with well-organized, high-quality data. 

To achieve this, CIOs, CTOs, and chief data officers must work together to: 

Categorize and organize data by establishing clear standards and guidelines. This 

includes augmenting training data with synthetic samples, converting various media 

types into standardized formats, adding metadata for traceability, and continuously 

improving data quality. 

Ensure infrastructure readiness by assessing whether existing on-premises or cloud 

solutions can support the vast storage and processing needs of generative AI 

applications. 

Develop data pipelines that connect generative AI models to relevant sources, 

providing necessary context for better outputs. Emerging methods include vector 

databases for embedding storage and retrieval, as well as in-context learning 

techniques like "few-shot prompting" to improve AI responses. 

A common misconception is that generative AI can automatically extract and 

interpret data without structured input. In reality, high-performing AI systems 

require meticulous data curation and governance. Companies that invest in a solid 

data foundation gain a long-term advantage, ensuring their AI models evolve with 

high-quality, well-maintained data. 

Implementation Steps: 

1. Develop a Comprehensive Data Architecture: Design a data 

architecture that encompasses both structured and unstructured 

data. You can leverage platforms like Azure Databricks and Data 
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Lake Storage to store and process large volumes of company’s 

data efficiently. 

2. Create Data Pipelines: Establish comprehensive data pipelines 

to provide AI models with real-time access to relevant data. For 

example, using tools like Delta Live Tables to manage data 

ingestion, loading and processing.  

3. Enhance Data Governance and Cybersecurity: Implement 

robust data governance and cybersecurity measures to protect 

sensitive information, including adopting a risk-based approach 

to identify vulnerabilities and mitigate risks, ensuring that AI 

initiatives align with organizational goals and resilience needs. 

Shadow IT projects are always problematic, but with AI, the risk is greater than ever. 

Smart use of AI requires smart use of data and ensuring that smart use is a job the 

office of the CIO can’t cede. Not only will new islands of functionality pop up, but new 

point solutions may also require data access that would not normally be approved, 

at least without guardrails. Besides being misused or lost, data could be locked in 

silos or lack the proper audits and attention to compliance and privacy. It could also 

fall outside the company’s backup and recovery processes. 

Lessons from Unilever: Mastering Data and AI 

Unilever’s scale—operating in 190 countries with over 400 brands—makes data a 

critical asset. Recognizing that AI success depends on a strong data foundation, the 

company implemented a centralized data governance framework to unify 

fragmented systems. By leveraging platforms like SAP NetWeaver MDM and Pega, 

Unilever streamlined operations, digitized vendor and customer management, and 

enabled no-code data access. Already deployed in 40% of its markets, this initiative 

has accelerated decision-making and improved efficiency across functions. 

A well-structured data architecture ensures AI models operate on accurate, 

standardized information. In supply chain management, Unilever’s AI-driven 

customer connectivity model integrates real-time sales data to optimize 

forecasting, inventory, and logistics. In product development, AI analyses 

consumer preferences and predicts market trends, increasing the success rate of 

new launches. 

AI is also transforming Unilever’s legal, HR, and manufacturing processes. 

Generative AI has improved legal operations, saving lawyers an average of 30 

minutes daily. In Sweden, AI-enhanced forecasting reduced ice cream sales errors 

by 10%, improving production planning. The AI-powered Unabot chatbot, now live 

in 36 countries, streamlines employee onboarding and training. 
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Beyond operational efficiency, Unilever has embedded AI into its ESG strategy. A 

cloud-based reporting platform standardizes sustainability metrics and automates 

compliance, aligning with frameworks like the Global Reporting Initiative (GRI). This 

integration enhances transparency while ensuring regulatory alignment. 

Unilever’s approach offers clear lessons: centralize and govern data, empower 

teams with no-code tools, embed AI into decision-making, and balance global 

consistency with local flexibility. By mastering its data, Unilever has created the 

foundation for scalable AI adoption, driving efficiency, innovation, and competitive 

advantage.  
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Establish an AI Center of Excellence (CoE) 

For AI to deliver real business value, it must go beyond IT and integrate across the 

entire enterprise. While agile methodologies have accelerated technical 

development, real impact happens when risk, business, and product leaders 

collaborate with technology teams. The AI Center of Excellence (CoE) serves as the 

linchpin for this transformation, acting as a cross-functional hub that centralizes 

technical expertise, software development, data models, policy direction, risk 

management, and governance. 

By leveraging the CoE, business units can rapidly define AI strategies, run pilots, 

license vetted tools, and—most importantly—share success stories and lessons 

learned. A well-structured CoE positions CIOs and CTOs to drive AI adoption, 

ensuring seamless collaboration between technology, business, and risk teams. It 

enforces discipline through governance protocols such as quarterly business 

reviews to track initiatives against key objectives, resolve issues, reallocate 

resources, or shut down underperforming projects. Whether centralized or 

federated, its structure must balance control with flexibility, enabling AI to scale 

effectively while maintaining enterprise-wide standards. 

A dedicated generative AI platform team is crucial, focused on developing and 

maintaining a platform where approved AI models can be provisioned on demand. 

This team defines integration protocols for internal systems, enterprise 

applications, and tools while implementing standardized risk management 

frameworks to ensure responsible AI practices.  

Led by a senior technical leader acting as the general manager, the team includes 

key roles such as software engineers to integrate generative AI models, business 

analysts to translate business needs, data engineers to build pipelines connecting 

models to various data sources, data scientists to optimize model selection and 

prompt engineering, and MLOps engineers to manage deployment and monitoring. 

Risk experts play a critical role in addressing security concerns, including data 

leakage, access controls, output accuracy, and bias. 

Organizations must take a phased approach, focusing on a narrow set of high-

impact use cases before scaling AI enterprise-wide. Business leaders and 

technology teams should collaborate closely to prioritize funding and assess ROI. 

Governance structures play a crucial role in maintaining discipline—effective AI 

oversight includes mapping risks for each use case, embedding human-in-the-loop 

protocols, and conducting quarterly business reviews to track progress against key 

objectives (OKRs). 
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Checklist to ensure successful CoE implementation: 

• Define a Clear Vision – Draft a concise vision statement that articulates how 

AI will drive business value. If using OKRs or another framework, integrate AI 

into those objectives. 

• Secure Executive Buy-in – Engage the CEO and every C-level executive as 

participants, evangelists, and stakeholders. Align on budget, priorities, and 

high-level outcomes. 

• Collaborate with Suppliers – Establish regular touchpoints with vendors to 

understand their AI roadmaps. Sharing internal vision may accelerate access 

to AI-driven benefits, while insights from supplier plans can inform your own 

strategy. 

• Build a Cross-Functional Team – Assemble technologists, data scientists, 

and business power users who embrace change. Provide them with access to 

AI communities, research, trend reports, and real-world case studies. 

• Curate an AI Toolkit – Develop a catalogue of vetted AI products and 

services that integrate seamlessly with business operations, including niche 

and specialized solutions. 

• Establish Governance – Implement robust data security and compliance 

policies to ensure responsible AI adoption. 

• Launch with Momentum – Create excitement by collaborating with 

marketing, recognizing early adopters, and continuously iterating based on 

feedback. 

 

Figure 4: AI CoE Stakeholders 
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Lessons from General Electric: Creating Excellence with AI CoE 

Renowned for its Six Sigma and Lean methodologies, General Electric (GE) sought 

to extend process improvements through AI. While individual business units 

focused on immediate operational needs, they often lacked deep AI expertise to 

drive large-scale transformation. Additionally, GE aimed to harness the vast 

amounts of Big Data generated by its industrial devices. 

To accelerate digital transformation, GE established an AI Center of Excellence 

(CoE) within GE Digital, complementing its existing AI-focused research center 

dedicated to digital twin technology. The AI CoE plays a critical role in validating 

business hypotheses, attracting top AI talent, and deploying solutions across 

multiple business units. As part of this initiative, GE invested over $4 billion in its 

digital transformation efforts. 

While it is challenging to isolate the CoE’s direct impact from AI adoption, its 

initiatives have enabled GE to implement various high-impact AI use cases. AI-

powered image recognition has expedited inspections, allowing human experts to 

focus on critical issues such as turbine blade damage. Predictive AI models 

optimize repair schedules and enable earlier maintenance, significantly reducing 

costs. In wind energy, AI-driven logistics optimization has the potential to cut 

logistics costs by 10%, translating to an estimated $2.6 billion in global savings for 

the wind industry by 2030. Digital twin technology has further enhanced wind farm 

efficiency, increasing electricity output by up to 20%. Additionally, GE's TAMR 

machine learning software has generated an estimated $80 million in savings over 

recent years. 

Through its AI CoE, GE continues to drive innovation, operational efficiency, and 

cost reductions, reinforcing its position as a leader in industrial AI applications.  
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Evaluate Risk Landscape and Mitigation  

Generative AI introduces a new set of ethical and security challenges, including 

"hallucinations," where models generate incorrect but highly probable responses; 

the unintentional exposure of personally identifiable information (PII); biases 

embedded in large datasets; and significant uncertainties surrounding intellectual 

property (IP) rights. CIOs and CTOs must now develop a deep understanding of 

ethical, humanitarian, and compliance considerations—not just to comply with legal 

requirements (which vary by country) but also to uphold corporate responsibility and 

protect their organization’s reputation. 

As businesses integrate generative AI into critical workflows, CIOs and CTOs must 

re-evaluate cybersecurity frameworks and development processes. AI-generated 

outputs must be rigorously assessed before deployment. Proven strategies to 

mitigate hallucinations include adjusting a model’s “temperature” (its level of 

creativity), integrating internal data for contextual accuracy, and employing 

moderation tools that impose guardrails on generated content. Clear disclaimers 

further help manage user expectations. 

Data privacy is another critical frontier. Organizations must establish sensitive data 

tagging protocols, enforce strict access controls, and implement safeguards for 

external data use. Some companies are already deploying policy-management layers 

that restrict access based on user roles and purpose, ensuring sensitive data—such 

as HR compensation details—remains protected. Additionally, CIOs and CTOs should 

demand transparency from AI providers regarding training data sources, licensing 

agreements, and ownership rights to mitigate IP risks. 

Governance isn’t just about risk avoidance—it’s a strategic lever for maximizing AI’s 

value. A well-structured oversight framework, incorporating regular audits and 

historical data benchmarking, ensures AI systems remain aligned with business 

objectives while keeping costs in check. By embedding these practices within a 

Center of Excellence (CoE), organizations can centralize AI governance, guide 

colleagues in choosing the right AI tools, and continuously vet vendor agreements to 

prevent hidden liabilities. 

CIOs must also broaden their expertise beyond technology. As AI regulations evolve, 

they will need to navigate ethical considerations, compliance mandates, and 

reputational risks. Collaborating with Chief Data Officers, CFOs, and legal teams 

ensures that AI initiatives remain both responsible and commercially viable. 

The complexity of AI governance will only grow, with fine-print ownership clauses 

often favouring technology vendors. Organizations that fail to scrutinize these details 

risk ceding control over their most valuable asset—data. By embedding AI 
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governance into the broader business strategy, leaders can ensure that innovation 

remains an asset rather than a liability. 

Implementation Steps: 

1. Conduct a Comprehensive Risk Assessment: Start by 

identifying potential risks in AI initiatives, including algorithmic 

bias, data security vulnerabilities, and ethical concerns. A 

comprehensive assessment lays the foundation for proactive 

risk management. 

2. Implement Risk-Mitigation Strategies: Establish safeguards 

such as strict data access controls to protect sensitive 

information, model moderation to enhance fairness and 

transparency, and routine audits to ensure compliance with 

evolving regulations. 

3. Educate Stakeholders on Responsible AI Practices: Cultivate a 

culture of responsible AI by equipping employees with 

knowledge on ethical AI use, transparency in decision-making, 

and regulatory compliance. An informed workforce is essential 

for maintaining sustainable and accountable AI practices. 

Lessons from Banking: Balancing Innovation with Compliance and Trust  

In a heavily regulated environment, banks have demonstrated that AI innovation 

and regulatory compliance are not mutually exclusive. Instead, a well-structured AI 

governance framework can drive both technological advancement and trust. 

JPMorgan Chase, for example, developed a comprehensive AI governance 

framework to oversee its AI initiatives, particularly in credit scoring. This framework 

integrated rigorous risk assessments, data governance policies, and stakeholder 

education programs. By embedding responsible AI principles into its processes, the 

bank improved the accuracy of its credit models while ensuring regulatory 

compliance and maintaining customer trust. 

Similarly, HSBC implemented a robust risk management strategy for its AI-driven 

financial services, with a strong focus on data privacy and ethical AI use. By 

institutionalizing risk-mitigation practices—such as continuous monitoring, bias 

detection, and transparent reporting—HSBC successfully navigated the complex 

regulatory landscape, especially in the EU, while delivering financial solutions with 

confidence. 

For organizations looking to adopt AI responsibly, governance and security experts 

within a Center of Excellence (CoE) should focus on understanding the implications 
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of various AI systems for data security, privacy, and compliance. However, it is 

ultimately the CIO’s responsibility to ensure that the right compliance questions are 

asked of every AI technology provider. Given the legal challenges surrounding data 

residency, sovereignty, customer privacy, and intellectual property protection, 

security assurance cannot be an afterthought or left vulnerable to shadow IT 

practices. 

CIOs also play a crucial role in guiding colleagues through the AI adoption process. 

Educating employees on the risks of choosing unsuitable AI tools is critical, as 

misaligned platforms could introduce compliance gaps or compromise data 

integrity. To mitigate these risks, organizations should establish a structured AI 

evaluation process within their CoE, ensuring that teams select the right AI tools for 

each specific task. Regular reviews of terms of service and vendor contracts should 

be conducted to verify alignment with the company’s risk appetite and regulatory 

obligations.  
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Closing 

As CIOs navigate today’s AI landscape, strategic clarity is the dividing line between 

transformation and stagnation. The journey isn’t just about technology adoption—

it’s about evolving with a purpose, learning from industry pioneers, and executing 

with precision. 

Start by assessing your organization’s AI maturity—identify talent gaps, technology 

readiness, and data quality issues. Benchmark against leaders like DBS Bank to 

develop actionable roadmaps that align AI investments with strategic goals while 

addressing operational constraints. 

Prioritize high-impact, low-risk AI initiatives. Vodafone’s AI-driven customer service 

shows how targeted deployments can deliver quick wins without disrupting core 

operations. Scale efficiently by grouping similar use cases and turning isolated 

pilots into enterprise-wide solutions. 

Invest in scalable infrastructure. JPMorgan Chase’s $10 billion commitment to AI-

powered fraud detection and automated workflows underscores how agility fuels 

competitive advantage. Similarly, ensure robust data governance—Unilever’s 

master data strategy proves that clean, well-managed data strengthens AI-driven 

decision-making and reduces compliance risks. 

Establish an AI Center of Excellence (CoE) to drive collaboration across teams. GE’s 

$4 billion AI program centralized expertise, enabling scalable, high-ROI 

implementations. Strong governance and risk management frameworks are equally 

critical—JPMorgan’s audit mechanisms and HSBC’s ethical AI policies illustrate how 

compliance fosters trust while enabling responsible innovation. 

Finally, maintain a disciplined approach to emerging technology. Striking the right 

balance between adopting cutting-edge tools and avoiding resource-draining hype 

is essential. Track AI trends systematically, assess their business impact, and 

integrate only what delivers real value. CIOs who combine bold ambition with 

structured execution will not only future-proof their organizations but define the AI-

driven economy. Lead decisively, act with foresight, and shape the AI era—before it 

shapes you.  
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