
yourCDO
Digital leadership for industrial companies

Who should lead your digital transformation?
Asimpleguide to the leadership roles, andwhat eachonebrings todigital andAI

CEO
ChiefExecutiveOfficer

Leadsthecompany,andtherefore thetransformation.Decidestheambition,makesdigitalacompanypriorityandsettlesconflictsbetween
roles. Everyonebelowplays apart. Oneof themhas toown thedigital transformation strategy.

CDO
ChiefDigitalOfficer
or transformation lead

CTO
Chief TechnologyOfficer

CIO
Chief InformationOfficer

COO
ChiefOperatingOfficer

CCO
ChiefCommercialOfficer

What theydo Turns thebusiness
ambition into adigital and
AI transformation across
thewhole company. Can
beadedicatedCDOor an
existingexecutive.

Looks after thecompany’s
technology: engineering,
products and technical
know-how.

Runs thecompany’s IT:
systems, data,
infrastructure and security.

Runsdaily operations:
production, assets,
maintenanceand supply
chain.

Looks after customers,
markets and sales.

What theybring
to the
transformation

Owns thedigital
transformation strategy
and roadmap, and keeps
everyonemoving in the
samedirection.

Owns the technology
strategy. Brings the
technologies thatmake
thechangepossible.

Provides the systemsand
data the transformation
runson, safely and reliably.

Iswhere the value
appears.Makes the
changepart of howwork is
doneeveryday.

Brings the customer’s
view. Turnsdigital andAI
into valuecustomerswill
pay for.

What theydeliver Execution and
measurable value
Aprioritized roadmap
Thecase for investing

A technology strategy
The right technologies
andpartners

Reliable systemsand
data
Cybersecurity

Betterwaysofworking
Measurableoperational
results

Digital offerings for
customers
New revenue
opportunities

Responsibilities varybyorganization. In somecompanies, theCTOorCIOalsoownsdigital andAI.

The CEO owns the ambition. One executive owns the
transformation strategy. Every function owns its
contribution to delivering value.
NoCDOyet? Youcan still start. yourCDOhelps your leadership team
define thedestination, set priorities andorganize thefirst stepsof your
digital transformation.

STARTHERE: PROVEWHATWORKS Onebusiness unit ·with thepath to scale

WEEK 1

Define
Success

WEEKS 2–3

Set the
Priorities

WEEKS 4–10

Deliver
the Pilot
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What does digital success look like?
Describe thedestinationbefore you invest. Then seehow far youare from it.

Digital transformation is nota technologyproject. It is the redesignofhowyourbusinessworks,bychanginghowpeople, informationand technologywork
together. It succeedswhenyour companyworksbetter,notwhena systemgoes live.

1 · A TRANSFORMEDCOMPANY…

…decides from trusted,
shared information
Wespendour timemaking
decisions, not finding, reconciling
anddebatingdifferent versionsof
the informationbehind them.

Today: Not yet Partly Yes

2 ·A TRANSFORMEDCOMPANY…

…redesigns work around
outcomes
Wedon’t simplydigitize how
things havealwaysbeendone. We
start from theoutcome, remove
work that no longer creates value
and redesign the rest.

Today: Not yet Partly Yes

3 ·A TRANSFORMEDCOMPANY…

…reuses what it already
knows
Information andknow-how
createdoncebecomeavailable
acrossdecisions, teamsand
projects. Each improvement
buildson the last.

Today: Not yet Partly Yes

4 ·A TRANSFORMEDCOMPANY…

…puts people where their
judgement counts
Technology, automation andAI
takeon routinework. People
spendmore time interpreting,
deciding, improvingandhandling
uncertainty.

Today: Not yet Partly Yes

5 ·A TRANSFORMEDCOMPANY…

…adapts faster
Anewneeddoesn’t automatically
call for anothermajor systemor
project. Wecombine the
information and toolswealready
have in newways.

Today: Not yet Partly Yes

6 ·A TRANSFORMEDCOMPANY…

…invests based on
evidence
Wedefine the valueweexpect
beforewe invest,measurewhat
actually changes, scalewhat
works and stopwhatdoesn’t.

Today: Not yet Partly Yes

WHATSUCCESSMEANSFOR…

The CEO
Information andexpertiseflowacross the
company insteadof staying trapped in
functions. I can seewhat is happeningandact
without launchinganother exercise.

The CFO
I can followmoney from investment to
adoption tomeasurable results, andmove it to
whatworks.

Operations
Wemanagebyexception. Problemsand
opportunities showupearly, so the team
improvesperformance insteadofexplaining it.

Engineering
Whatwe learnononeproject is ready for the
next. Webuildonprovenwork insteadof
starting again.

Commercial
Westart from thecustomer’s outcomeand
combineour expertise, data and technology
todeliver it.

Transformation is complete when value is realized, not
when technology is delivered.
Inweek 1, yourCDOhelps your leadership teamdescribewhat success
looks like for your company, then turns it into thefirst business caseanda
pilot on your owndata.
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Your operations have been teaching you for years
Before askingAI to help you,makewhat youalready knowusablebyAI.

This is not about what AI can do for you. It is about what you must do so AI can help. Every operating change, intervention and failure has taught your
company something. Much of the evidence for your next better decision already exists inside the company: it is just scattered, and out of AI’s reach. Look
insidefirst.

01 · THEPARADOX

You already paid
for the lesson
Plants, fields andfleets run
experiments everyday: settings
are changed, equipment
adjusted, interventions carried
out, failures investigated. You
paid for everyoneof them.

But the results sit in different
systems, reports, spreadsheets
andpeople’smemories. A
well-observedasset can still be
poorly understoodas awhole.

If the lessons stay
disconnected, your operations
keep teachingwhat your
organization cannot reuse.

02 ·WHYASMARTERAI ISNOTENOUGH

AI can only use
what it can reach
AI cannot investigate a history it
cannot reach, connect records
whosemeaning it cannot tell, or
runengineeringcalculations
locked insideanapplication.

Buyinganother tool or
commissioninganother study
often rebuilds the samemissing
context, and then leaves it
behindwhen theproject ends.

The limit is not the intelligence
of theAI. It is theenvironment
your organizationgives it.

03 ·WHAT TODOFIRST

Make what you know
usable
Free the information.
Connect recordswith their
meaning, origin andoperating
conditions intact.
Open the tools. Let
workflowscall theengineering
calculations yourpeople
already trust.
Assignownership. People
whodecide, act andmeasure
the result. Keep failures, not
only successes.

Startwith onedecision that
matters, notwith aperfect
database.

04 ·QUESTIONSTOASKYOURTEAM

Is your knowledge
ready for AI?
Canwefindwhyapast change
wasmade, andwhether it
worked?
Dowekeepour failures and
the reasonsbehind them?
CanAI reach this information
safely, and tell what itmeans?
Can it run thecalculationsour
engineers rely on?
Whoowns thedecision, and
whomeasures the result?

Look inside first. Before asking AI to help, help it reach
and use what you already know.
yourCDOhelps your leadership teamchoose thefirst decisionworth
improving,make the knowledgebehind it usable, andprove the value
with apilot on your owndata.
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Youmay already own the answer
Before youbuymoredata, let AIworkon thepieces youalreadyhave.

Yourcompanyhasbeencollectingevidence fordecades: data, studies, reports,modelsandpastdecisions. Thenextanswermaynotsit inanysinglepiece,
but in how thepiecesconnect. Before youbuyanother boxofpuzzlepieces,make sureAI canworkon thepuzzle youhavealreadypaid for.

01 · YOUALREADYHAVETHEPIECES

The answermay
be distributed
Your company, its partners and
public sources havebuilt up
observations for years. A key
factmay sit in anold report, a
past study, a rejectedproposal
or thememoryof someonewho
has left.

JohanSverdrup, oneof the
NorthSea’s largest oil fields,was
found in2010 inanareaexplored
for about fifty years. Earlierwells
hadalready seen signsofoil.

Thediscoverywas new. The
evidencedid not have tobe.

02 ·ANDYETWEKEEPBUYING

More pieces,
same puzzle
Newsurveys, datasets and
studies are scrutinizedcarefully.
The information youalreadyown
rarely is.

Projects end, teamsmove,
context fades. Thenewdata
joins the samescatteredpile
thatmade theolddata hard to
use. Thepile grows; thepicture
doesnot.

Sometimes newdata is the right
answer. It should notbe thefirst
reflex.

03 ·OPENTHEBOXES

Put the pieces
within AI's reach
Connect the informationwith
its context, origin and
meaning,wherever it sits.
Open the tools. Let
workflowscall thecalculations
inside your applications.
Revisit olddecisions.Why
was something rejected, and
does that reason still hold?

AI does not replace your
experts. It lets themconsider
farmoreof theevidence.

04 ·QUESTIONSTOASKYOURTEAM

Do you know
what you know?
Whatdowealready know
about this question, across all
our sources?
Whichpastdecisions rest on
assumptions thatmayhave
changed?
CanAI reachour data, reports
and studies, safely andwith
context?
Beforebuyingnewdata: what
will it tell us thatwecannot
learn fromwhatwehave?

Before you buy another box, finish the puzzle you have.
yourCDOhelps your leadership teamdefinewhat success looks like,
choose thefirst questionworth answering, andprovewith apilot on your
owndatawhatAI canfind inwhat youalreadyown.
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