COSMO MARIANO - YOUR Al VALUE COACH - ROLE GUIDE

The CIO Guide to Al Value

Every other function's Al return stands on your foundation, and most of the failures
trace back to it. Here is the technology version of the answer: your jobs, the
instrument panel, and governance as the thing that makes speed possible.

2026 Edition - A role guide from The 2026 Al Strategy, the ebook

ooooooooooooooooooooooooooooo

This guide assumes the flagship ebook, The 2026 Al Strategy (ask; it is free). The ebook carries the full

argument. This cut carries what a CIO owns, and repeats only what it must.

WHY THE CIO GETS THIS CUT

Because the failure data points at your domain, and so does the fix. MIT's study of enterprise Al
deployments traced most pilot failures to data and workflow, not model quality (MIT Project NANDA,
2025). A typical enterprise runs close to 900 applications with fewer than a third connected (Salesforce
MuleSoft, 2025). Two in three leaders do not fully trust their own organization's data (Precisely, 2025),
and Gartner prices poor data quality at $12.9 million a year for the average organization. Every function

in this guide series wants agents; every agent stands on the foundation only you can make ready.

You cannot make Al trustworthy on data you do not trust. The
foundation is not the boring part of the program. It is the
program.

The technology read compresses to one sentence: the ClO's position just inverted, from the function
that says no to Al requests, to the owner of the one asset (a governed, connected, trusted

foundation) that decides whether anyone's Al request returns a dollar. The budget evidence agrees:



organizations with successful Al initiatives invest up to four times more in the foundational areas, data
guality, governance, Al-ready people, than those with poor outcomes (Gartner, 2026). That statistic is

your business case, pre-written.

The precedent. Early aviation had a name for what killed experienced pilots in clouds: flying by
feel. The inner ear starts lying within seconds once sight is gone, and skilled aviators flew working
aircraft into the ground while certain they were level. Instrument flight changed the rule: trust the
panel, not the gut. Weather went from lethal to routine. You are the one who builds the panel, and
the month-end report, arriving three weeks after the moment that mattered, is the business flying

by feel.

YOUR JOBS, STATED PROPERLY

Outcome lists are candidates from field observation; your ranking is the exercise.

WHERE IT CONNECTS

THE JOB THE OUTCOMES THAT MEASURE IT

TO THE FLAGSHIP
Provide the business a Minimize time to detect a problem; maximize the share Flying Blind (the lead)
trusted picture of of decisions backed by live data; minimize the share of
operations leaders who distrust the numbers
Connect the systems Minimize manual handoffs between systems; minimize The Software Tax
the business runs on labor hours spent moving data between systems
Govern what automated Maximize the share of Al use under written rules; Flying Blind + the maturity
systems may do minimize ungoverned tool sprawl; minimize time to model's governance

review an exception dimension

Make the data Maximize the data quality score on the domains agents Flying Blind (the GIGO fix)
foundation ready for touch; minimize rework caused by bad data

what runs on it

How your peers rank these. The surveys give you a prior, and the foundation leads it. 63% of
organizations either lack or are unsure they have the right data management practices for Al, 57% say
their data is not Al-ready, and Gartner predicts that through 2026, 60% of Al projects unsupported by Al-

ready data will be abandoned (Gartner, 2025; the last figure is a prediction, and worth quoting to your



board as one). Integration is its upstream cause: 95% of organizations report challenges integrating Al
into existing processes (MuleSoft, 2025). Governance is the fastest riser: depending on the survey,
somewhere between a quarter and half of employees admit using Al tools without approval, which makes
"govern what runs" less a policy preference than a description of the current exposure. The market

ranking is the prior; your ranking against your own stack is still the exercise.

YOUR PRESSURE POINTS, IN ORDER

First: Flying Blind, because it is your mandate

The flagship treats Flying Blind as special among the five pressure points: it is not a stage of the value
loop but the instrument panel for all four stages. That makes its owner special too. Every leading
indicator on every other executive's scoreboard in this series assumes the number can be seen, trusted,
and acted on in time. Fix this pressure point and every other one becomes measurable. Skip it, and
every agent the business deploys automates on top of noise: garbage in, garbage out, at machine speed

and with confidence.

Second: the Software Tax, because integration debt is its engine

The human operating layer the flagship prices (the toggling, re-keying, and reconciling) is, from your
chair, the visible symptom of integration debt: hundreds of systems, a third connected, people serving as
the middleware. The modern answer is not another integration program measured in years. In bounded,
instrumented workflows, agents now operate inside the systems you already own, with connection

standards carrying the data and humans governing the seams. The middleware stops being people.

YOUR PLAYS FROM THE MENU

PLAY WHAT IT IS WHAT IT RETURNS
1. The Written rules for what Al may do, who reviews it, The permission structure that lets
governance escalation paths, in use before the first agent ships everything after move fast safely

layer, first



PLAY WHAT IT IS WHAT IT RETURNS

2. The Unification agents and continuous quality checks on Trusted inputs where they are needed

foundation fix the data domains the first workflows touch: fix in the first; the 4x-foundations investment,
order of use, not everywhere at once sequenced affordably

3. The The live operating picture: the KPI tree tied to money, Time to detect collapses; the CFO and

instrument panel quality-checked continuously, surfaced while COO scoreboards in this series light
decisions can still change up

4. Agents inside The operating workload (pulling, reconciling, drafting, The software tax comes off; the

the systems routing) moved to agents inside existing systems, integration backlog stops being a
humans on the seams hiring plan

The order is the argument. Gartner expects more than 40% of agentic Al projects to be cancelled by the
end of 2027, largely for unclear value and inadequate risk controls. Read the causes: they are plays 1
and 2, skipped. The CIO who runs governance and foundation first is not the slow one. They are the one

whose projects survive the cull.

THE WORKFLOWS AND THE AGENTS

The plays above are the architecture. Here is where they land: the specific workflows, and the agent that
runs each, in your own function and on the foundation you provide everyone else. Rows marked

emerging are real but early; everything else is proven in production across the category as of this writing.

THE
WHAT YOUR TEAM DOES
WORKFLOW THE AGENT OR COPILOT OUTCOME IT
INSTEAD
MOVES
Data quality A quality agent running continuous checks Engineers fix causes, not Data quality
monitoring on the domains agents touch, flagging drift symptoms found at month- score; rework
across systems and breaks end cost
Cross-system Integration agents operating inside existing IT stops being the human Manual
data movement systems over connection standards middleware; the backlog handoffs; the
stops being a hiring plan software tax
Reporting and An assembly agent building the live KPI tree Analysts interpret instead of Time from
the operating tied to money, quality-checked continuously compile question to

picture trusted answer



WORKFLOW

THE AGENT OR COPILOT

WHAT YOUR TEAM DOES
INSTEAD

THE
OUTCOME IT
MOVES

Alert correlation
and incident

response

Security alert

triage

Software

development

Test automation

SaaS and license

management

Access reviews

Al-use
governance and

exception review

The IT service

desk, routine tier

An operations agent correlating alerts
across the stack, suppressing the noise,
pinpointing root cause, auto-remediating the

known patterns

A security triage agent investigating the
routine alert tier and drafting response
actions, with analysts supervising (emerging
category; where deployed it absorbs most

tier-one volume)

Code assistants writing, reviewing,
refactoring, and testing alongside your
developers: the single most validated Al
category anywhere (over 80% developer

adoption by the largest industry survey)

A testing agent generating cases from
requirements, self-healing broken tests,

catching regressions

A discovery agent surfacing shadow tools
and unused licenses, benchmarking
renewals (honest note: more analytics than

agent, and still fast money)

An identity agent preparing user-access
certifications with evidence, flagging

anomalies for human sign-off

A governance agent logging Al use across
the company, flagging ungoverned tools,

routing exceptions to human review

A service agent answering how-to and
access requests, with risk actions escalated
by rule. The most proven internal agent
pattern in existence, with published
deflection rates of 40 to 60%

Engineers work the real
incidents, earlier; mature
deployments cut alert noise

by an order of magnitude

Analysts hunt real threats

instead of clearing queues

Developers ship the
backlog the business

actually feels

QA designs the strategy,

not the maintenance

IT negotiates from

inventory, not invoices

Reviews happen on
schedule instead of before

audits

The review board sees
everything and drowns in

nothing

The team ships projects

instead of tickets

Time to detect

and resolve

Alert backlog;

time to respond

Delivery speed;
internal-build

cost

Release
confidence; QA

hours

The software
tax's license
half

Audit findings;
review hours

Governed

share of Al use

Cost per ticket;
project
throughput



Same pattern as the whole series: bounded, instrumented workflows, agents on the defined operating
work, humans governing the seams. Your function gets a special obligation with it: IT's own workflows
should be rebuilt first, because the CIO who runs agents in production inside IT walks into every other

function's rebuild with proof instead of slideware.

YOUR SCOREBOARD

TODAY'S
LEADING INDICATOR (MONTHLY) VALUE THE LAGGING METRIC IT PROTECTS (QUARTERLY)
Time to detect an operational The cost of problems caught late
problem
Share of decisions backed by live Decision speed; leadership trust in the numbers
data
Share of Al use under written Risk exposure; audit and compliance posture
governance
Data quality score on agent- Agent output quality; rework cost
touched domains
Manual handoffs between systems The software tax; integration backlog
Cost per ticket on the routine tier IT's own proof: the number you show every function that

doubts the rebuild

GOVERNANCE IS THE ACCELERATOR, NOT THE
BRAKE

One reframe earns its own section, because it decides how your role is perceived for the next three
years. The instinctive read of governance is friction: the thing that slows the business's Al enthusiasm
down. The field evidence runs the other way. Your employees are already using Al, today, largely
ungoverned; McKinsey found workers are three times more likely to be heavy Al users than their leaders
estimate (McKinsey, Superagency in the Workplace, 2025). The choice in front of the business is not Al

risk versus no Al risk. It is governed versus ungoverned, and ungoverned is the current state. The CIO



who ships the rules, the review roles, and the escalation paths first is not slowing adoption. They are
making speed survivable, and they are the reason the CFO can sign the program and the board can
defend it. In the maturity model this series uses, a strong technology score cannot outrun a weak

governance score, by design: the composite sits at the weakest dimension. Governance is how the
whole company's level rises.

See it, then steer it.

The business is paying for blindness twice: in bad decisions, and in wasted Al spend. You are the one who ends
both.

WHERE TO START

The data-foundation score, in a few minutes.

Score your own operation: how connected the systems are, how much the leadership trusts the
numbers, where decisions get made on gut, and what share of Al use runs under written rules.
We send back a directional read of your foundation and what an instrumented, governed
operating model would change. Yours to keep either way. Reply and we will send it. For the full
argument, ask for The 2026 Al Strategy, the full ebook.

Cosmo Mariano R xsparks.ai

Your Al Value Coach - Chief Client Outcomes Officer, XSparks - cosmo@xsparks.aij = “77°"7es mom 1oes 1o ovreons
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