The Modern CIO:

Leading Transformationin
an Age of Intelligence

An insider’s guide to the CIO’s expanding
mandate in the age of Al and intelligent
enterprise value creation.
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Perhaps the most critical position in the organization, the CIO role sits at the intersection of technology,
strategy, and revenue. It's also one of the most misunderstood.

Too often viewed as a legacy IT function, the role has evolved to become an intelligence engine that is responsible for turning
data into insight and action. Forget about being measured by uptime; today’s ClOs are expected to deliver nothing less than
the complete transformation of their organization. No pressure.

To meet this new mandate, CIOs must evolve from infrastructure leaders to intelligence architects who can align people,
platforms, and performance around a shared business objective.

This guide explores what this transformation looks like in practice, along with insights into how CIOs can prepare for the next
era of intelligent value creation. Based on Riviera Partners’ experience as a premier executive placement firm for CIOs and
other technology leaders, you'll learn how to navigate emerging trends and identify the right CIO for your organization.
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What makes a modern CIO?

For decades, the CIO’s mandate was simple: keep the lights on.

Success was measured by infrastructure stability,
cost reduction, and vendor efficiency, with uptime the
ultimate KPI.

But in an Al-driven enterprise, stability is table stakes.
Boards and CEOs now expect ClOs to be operators of
the business, not just operators of technology. They
want leaders who can drive revenue growth, margin
expansion, and enterprise efficiency so that IT acts as

a force multiplier that defines how the business runs
instead of a cost center that supports operations. To
meet that mandate, ClOs are engineering organization-
wide intelligence that connects data, platforms, and
automation into a single ecosystem that enables speed,
foresight, and measurable value creation.

In our Future of Tech Leadership survey, 76% of tech

leaders said Al is among their top three strategic priorities,

while 67% believe tech leaders are now expected to take
on broader roles within their organizations.” These two
trends are converging to create expectations for a new
kind of CIO: one whois as fluent in business outcomes
as they are in technology outcomes.

" Riviera, The Future of Tech Leadership 2025

The Modern CIO: Leading Transformation in an Age of Intelligence

A modern CIO blends:

> Technical depth and commercial expertise: They
understand architecture as deeply as they understand
revenue models, knowing exactly how a new data
pipeline or platform investment will translate into
efficiency, revenue, or margin impact. Equally at ease

with engineering conversations and board discussions,

these ClOs bridge the gap between technology and
business value.

> Governance discipline and agility: They know when
to enforce rigor and when to move fast. These CIOs
establish strong controls for security, compliance,
and data quality, yet build in enough flexibility to allow
innovation to flourish. The result: a culture where
experimentation and accountability exist in harmony,
not in conflict.

> Aboard-level understanding of business outcomes:
They translate technology potential into financial and
strategic impact, helping their colleagues understand
how investments in Al, automation, and data will
translate to measurable business performance.

The key forces redefining the CIO

Al as a driver of structural change that
is reshaping how technology, data, and
people interact

Data as capital that is treated as a
balance-sheet asset instead of an
operational byproduct

Agentic automation that transforms
workflows through self-learning, self-
optimizing systems

Investor pressure for measurable returns
on every Al and automation investment



https://www.rivierapartners.com/the-future-of-tech-leadership/

The 4 CIO archetypes

As companies scale, the CIO mandate typically evolves through four strategic archetypes that mirror the

value-creation journey.

Role Most Commonly Found Defining Focus Common Backgrounds Strategic Mandate

Mid-market PE platforms,
early transformation stages,
and carve-outs

The Transformer
Get the house in order

The Data Enabler Later-stage PE or pre-IPO
Make the company SaaS companies; public firms
intelligent scaling analytics maturity
PE-backed services,
The Augmented manufacturing, or logistics
Operator o .
companies; efficiency-
Automate and scale i
focused transformations
Mature public companies,
The Al Evangelist innovation-driven enterprises,
Build the future and category leaders pushing

the Al frontier
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Unify fragmented systems

and build scalable data
foundations

Turndatainto a
strategic product and
democratize analytics

Drive operational
leverage through
automation and Al

Create readiness,
governance, and a vision
for enterprise Al adoption

ERP/CRM consolidation
PE integration
Post-M&A operators

CIO/CDO hybrids
Bl/data platform leaders

Industrials, logistics,
and services
Process-driven CIOs

CTO
Chief Digital Officers
Platform builders

Harmonize core platforms and eliminate technical debt
Establish master data governance and clean system
architecture

Enable operational visibility and readiness for analytics

Build modern data platforms and governance

Turn reporting into predictive and prescriptive insight
Empower business units to make faster, smarter
decisions

Embed automation and intelligence into core workflows
Boost EBITDA through productivity and efficiency gains
Modernize legacy stacks for scalability and agility

Operationalize responsible Al frameworks

Explore new business models enabled by intelligence
Shape enterprise culture, governance, and strategy
around Al innovation



Making the mandate real

This requires a ClO who can align the four core disciplines required to sustain transformation at scale.

Business focus

Today'’s ClOs are focused as much on
business growth as they are on technical
strategy. Every workflow, dataset, and
investment must connect directly to
quantifiable business outcomes such as
revenue expansion, margin improvement,
or customer lifetime value.

This requires a ClO who can frame
technology decisions through the lens of
business value. They set priorities around
value creation while balancing innovation
with financial stewardship. They also
leverage new operational disciplines such
as AlOps to automate system reliability
and FinOps to ensure that technology
investments translate into ROL.

Data alignment

While data is the fuel for intelligence,
alignment is the engine that makes the
organization move. This requires a shared
data ecosystem where information flows
freely between functions so that every team
is working from a single source of truth.

A modern CIO focuses on making data
consistent, connected, and contextualized
across every department so that teams
can operate with confidence. They are
obsessed with eliminating silos and
empowering cross-functional decision-
making while extending data beyond
reporting to improve forecast accuracy.
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Governance

You can't make data-driven decisions with
bad data. As enterprises scale their use
of automation and Al, governance has
evolved from a compliance concernto a
competitive advantage.

Modern CIOs build trust by designing
frameworks that ensure the ethical use
of Al, protect customer data and internal
systems, and maintain transparency in
how Al-powered tools make decisions.
They also establish clear ownership for
data quality, security, and model oversight
by overseeing cross-functional teams that
include IT, legal, HR, and operations.

Talent

Technology is nothing without the right
people to leverage it. Amodern CIO is as
focused on building culture as they are
on systems, evolving their teams to develop
the skills, mindset, and structure required
for continuous change.

They play a key role in an organization’s
talent strategy by defining the technical
capabilities their organization will require next,
such as Al literacy, analytics, or automation
expertise, and then get to work developing
or acquiring talent. They also foster an
environment where experimentation

and adaptability are rewarded so that
transformation remains an ongoing process
instead of a one-time initiative.



The 5 key capabilities defining Al-ready CIOs

Here's what CIOs need to be ready:

Business fluency that connects technology investments
directly to enterprise value

Comfort with build vs. buy Al tradeoffs to balance speed,

differentiation, and cost .
of tech leaders say Al will have

more of an impact compared

A bias toward measurable outcomes over pilots so that . ) .
to previous innovations.?

transformation efforts scale and deliver real commercial impact

The ability to create cross-functional change that aligns IT,
data, finance, and product teams around shared accountability

Experience leading hybrid IT/data organizations so they
can integrate infrastructure, analytics, and Al into a single
operating model

2 Riviera, The Future of Tech L eadership 2025
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Understanding the operating

model implications

But what they really want is to know how it translates into the organization'’s structure and control. As modern CIOs
redesign their organizations’ operating models to align technology, data, and business delivery, the implications include:

Redesigning teams and culture:

Traditional IT hierarchies that are organized around function
and control can't keep pace with intelligent systems that
learn and adapt. CIOs are replacing them with fluid, product-
aligned, and federated structures and teams that mirror the
way digital products are built. These cross-functional, agile
teams blend engineering, analytics, and business expertise
so decisions happen where the work happens while
creating accountability for shared outcomes.

Embedding intelligence into operations:

AlOps platforms use Al and machine learning to detect
anomalies, predict incidents, and automate responses so IT
can operate at scale. This gives CIOs real-time visibility into
performance to focus limited resources on improvement
rather than maintenance.
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Improving financial accountability:

While the promise of Al is immeasurable, the reality is that

Al and cloud costs can often scale far faster than the value
they create. FinOps brings financial discipline by tying every
dollar spent to measurable outcomes. CIOs are embedding
cost transparency and ownership directly into product and
engineering teams so that financial performance, not just cost,
becomes part of how technology is built.

Creating clarity for Al adoption:

Ambiguity about who can deploy Al systems and leverage
different datasets can slow progress and increase risk.

ClOs need to define and enforce who owns data, governs
algorithms, and ensures compliance so that every team within
the organization can move fast without losing alignment.

Intelligent
Efficiency

AlOps introduces continuous intelligence
into IT operations, while FinOps embeds
financial accountability into technology
infrastructure. Together, these functions
transform IT from a cost center into a self-

optimizing value engine.



Creating an organizational blueprint for the Al era

Technology transformation will fail if the organization doesn’t transform along with it.

In the Al era, how teams are structured to use Al to deliver
intelligent value is as important as the Al tools themselves.

Intelligent systems evolve too quickly for rigid, function-
based reporting lines. Al initiatives cross data, product, and
infrastructure boundaries by design, so the organization
must mirror that fluidity. The CIO’s job is to build connective
tissue between these disciplines so insights can move as
fast as the business itself.

Modern CIOs are focused on redesigning their
organizations away from legacy IT functions towards
team structures that are built around data, platforms, and
automation. Multidisciplinary teams that blend IT, data,
and business talent can then achieve value faster through
shared goals, increased accountability, and a direct
connection to business outcomes.
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This often requires roles and capabilities to evolve so
that they become optimized for intelligence:

> System administrators become platform engineers who
automate infrastructure instead of maintaining it

> Business analysts become data product owners who
curate, govern, and activate insights across the enterprise

> Project managers become product operators who
orchestrate delivery across agile teams

ClOs are also flattening hierarchies so senior engineers and
data leads can guide agile teams rather than managing
through layers of approval. This change accelerates decision-
making and embeds accountability closer to execution.

To meet the needs of the Al era, CIOs are also investing in Al
fluency and data literacy across every technical layer to ensure
all teams operate with an intelligence-first mindset. Whether
in engineering, operations, or finance, every team must
understand how to use data and automation as leverage.



What boards and CEOs want from a modern CIO

While uptime will always be a KPI, what the CEO and board really care about now is impact. Here’'s how they measure it.

Margin improvement

In addition to controlling costs, CIOs can
drive margin growth and optimize working
capital by improving efficiency. This means
automating manual workflows, eliminating
redundant systems, and turning data visibility
into faster, more profitable decisions.

Automation ROI

ClOs are expected to tie automation directly
to revenue growth, cost avoidance, or
productivity gains. As a result, Al initiatives
should be reported on with the same rigor
as financial performance.
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Faster integration

Whether post-acquisition or after a major
system migration, integration speed is a
competitive differentiator. ClIOs can design
architectures and data models to compress
time-to-value so new products, teams, and
acquisitions get up to speed faster.

Cross-functional
leadership influence

Today's CIOs are measured by their ability
to shape decisions beyond infrastructure.
Boards look for leaders who can connect
strategy, finance, and technology,
influencing the organization’s direction
as much as they enable it.
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Looking ahead:
The future of the CIO

I N H

The rise of Al means the CIO is evolving from the
Chief Information Officer to becoming the Chief
Intelligence Officer.

Over the next decade, intelligence won't be defined by data volume or Al models,
but by how quickly and confidently a business can sense an opportunity, interpret /
it, and take action. The next generation of ClOs will design that capability:

i

> They will govern data with the same precision and rigor as finance, ensuring
every decision is made using trusted, verified data.

> They will connect technology, operations, and strategy into a dynamic and
integrated intelligence system that continuously learns.

> They will lead with clarity and courage to shape how the organization
perceives opportunities, reduces risk, and allocates capital.

As Al accelerates and comes to dominate the coming decade, the differentiator
will be the quality of leadership behind the tools. The ClOs that excel will be those
who turn intelligence into an unassailable advantage by building organizations
that can think, decide, and adapt faster than the world around them.
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Find the modern CIO to lead your next era

The next decade will reward organizations that act with intelligence. Achieving that
starts with the right CIO.

Riviera Partners helps boards and CEOs identify, evaluate, and place the ClOs driving
this new era of intelligent value creation. Our network spans industries, ownership
models, and stages of growth, giving companies access to leaders who can architect
transformation, operationalize Al, and build teams ready for what's next.

Let us connect you with a CIO who can make all the difference.

Matt Stravitz

Partner, ClO and Private Equity Executive Search (US)
Rivera Partners
mstravitz@rivierapartners.com

(in)

Sistla Vaishnavi

European CIO Lead
Rivera Partners
svaishnavi@riveirapartners.com

(in)

About Riviera Partners

Riviera helps people and companies reach their full potential. As a global driver of
innovation, Riviera is solely focused on placing executive leadership talent in the crucial
areas of information technology, engineering, product management, security, and
design for today’s most innovative companies.

With 20 years of experience and deep networks within disruptive segments like Al,
cybersecurity, fintech, health-tech, and others, Riviera is the go-to talent partner of
choice for leading private equity and venture capital investors, public companies, and
global technology innovators across North America and Europe.
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