
How CIOs and CDOs build the 
foundations for agentic intelligence
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The pace of AI adoption is 
accelerating across every 
industry, but success depends 
less on algorithms and more 
on data quality, governance 
and data readiness.  

While many CIOs and CDOs are under 

pressure to operationalise AI responsibly — 

ensuring compliance, security and 

measurable business value — research 

continues to show that most initiatives stall 

because of fragmented data, inconsistent 

governance and incomplete lineage.

The inconvenient truth is that artificial 

intelligence can only be as intelligent as the 

data that fuels it.

This whitepaper explores how data maturity 

and strong governance form the foundation for 

agentic AI systems capable of autonomous, 

auditable and adaptive decision-making. It 

outlines five practical steps technology leaders 

can take to establish trust, build sovereignty 

and accelerate AI readiness, using 5Y 

Technology’s structured approach to data 

foundations.

According to Gartner, 

70% of strategic 
initiatives are delayed 
by poor data quality...

while only 12% of CIOs 
say their AI pilots are 
compliance-ready. 
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The global surge in AI adoption 
has created a race for algorithmic 
sophistication, but the reality 
inside most enterprises tells a 
different story. Unreliable, 
inaccurate models are 
depressingly commonplace. 

The reason?  AI models are only as accurate and 

reliable as the data that trains them. Without 

integrity, consistency and context, even the most 

advanced algorithms produce biased, 

incomplete or misleading results. McKinsey 

research has shown that high-quality, 

well-governed data is the single greatest 

predictor of AI success, not the complexity of the 

algorithms used.

Fragmented data is the major issue here. In many 

organisations, foundational data is siloed across 

ERP, CRM, IoT and unstructured repositories, 

increasing the risk of hallucination, bias and 

compliance failures. 

Agentic AI, which represents the next frontier of 

autonomous systems capable of self-correcting 

and decision-making, can only operate 

effectively when trust is embedded in every layer 

of the data ecosystem. Without that foundation, 

AI becomes unscalable, unauditable and risky.
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Why algorithms aren’t enough
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For technology leaders, AI 
readiness is no longer a technical 
milestone. It is a governance 
imperative that defines the future 
of innovation and compliance. 

CIOs and CDOs today are required to maintain 

control over data across increasingly complex, 

hybrid environments while ensuring agility for 

rapid change.

Their priorities now extend well beyond 

infrastructure management. They must 

safeguard data sovereignty within and across 

cloud environments, build continuity into 

architectures so that governance persists 

through transformation and communicate the 

return on data investments in measurable, 

board-ready terms.

At the same time, regulatory pressures continue 

to rise. Frameworks such as PDPL, GDPR and 

emerging AI compliance standards demand 

consistent application of policies, lineage 

tracking and security models such as role-level 

security (RLS), object-level security (OLS) and 

bring-your-own-key encryption. For CIOs and 

CDOs, these are no longer optional safeguards. 

They are prerequisites for trust.
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Sovereignty, continuity and control
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To transition from fragmented data to trusted, agentic AI, organisations 
must take a structured, evidence-based approach to readiness. 5Y’s  “Five 
steps to AI-ready governance” framework provides a proven pathway for 
technology leaders to assess and strengthen their foundations.
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The 5 steps to 
AI-ready governance

Assess your data
landscape

Visibility is the starting point for 

transformation. 

Poor lineage and disconnected 
data silos can cost organisations 
up to 30% of annual revenue, 
according to Gartner. 

By mapping data flows, dependencies and 

quality metrics across systems, CIOs can 

identify where fragmentation limits 

performance and automation potential.
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Strengthen governance 
and compliance

Strong governance frameworks 

dramatically reduce risk. 

Deloitte reports that 
organisations with robust 
governance reduce compliance 
breaches by up to 70%. 

Establishing clear ownership, access 

policies and audit trails enables secure 

scalability and forms the foundation for AI 

oversight and accountability.
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Benchmark maturity

You can’t measure progress without a 

benchmark. 

McKinsey analysis shows 
organisations that assess and 
improve their data maturity 
achieve 40% faster digital 
transformation outcomes. 

A structured maturity framework lets 

leaders pinpoint weaknesses in 

integration, quality and control, creating 

a measurable baseline for improvement.
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Create a technology roadmap

Once you establish data maturity and readiness, the next step is to align 

governance and technology improvements with strategic business goals. 

PwC finds that organisations with clear, actionable 
roadmaps deploy new technologies 25 to 40% faster. 

A well-defined plan translates assessment insights into an incremental path 

toward AI enablement.
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Validate AI readiness

Before scaling AI pilots, leaders must 

assess whether their environment can 

handle AI workloads securely and 

responsibly. 

Gartner reports that 88% of AI 
pilots fail compliance checks. 

Testing data provenance, lineage and 

quality ensures models are transparent 

and explainable, preventing issues like 

bias, drift and audit gaps.
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5Y Data Foundations for 
Technology provides CIOs and 
CDOs with a four-week 
diagnostic that quantifies data 
maturity and AI readiness. 
Delivered entirely within your 
environment, it ensures 
complete data sovereignty 
and compliance.

The engagement includes a comprehensive 

review of your data landscape, governance 

controls and architecture readiness. It 

produces an executive-level report showing 

where gaps exist, what value can be 

unlocked, and how to establish a scalable 

framework for agentic AI.

5Y Data Foundations 
for Technology

The assessment covers 
five critical dimensions: 

Technical landscape and data 
lineage mapping

Governance and compliance 
auditing

Maturity benchmarking using the 
5Y Framework

AI readiness analysis and scoring

Strategic roadmap and 
investment plan

By the end of the four weeks, leaders 

have an objective view of their data 

maturity, a quantified ROI model and a 

prioritised roadmap for improvement.



AI foundations for technologists

These are not abstract benefits. They represent tangible financial returns from 

improved data quality and governance, lower operational risk, faster project 

delivery and greater agility in deploying next-generation AI tools.
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Investment in data foundations delivers measurable results 
across compliance, performance and innovation. 

The ROI of trusted data

3x
Studies show that organisations with 

strong data governance are three times 
more likely to succeed in AI adoption

70%
Enhanced data controls can 

reduce compliance breaches 
by up to 70% 

25-40% Scalable architectures enable 
25 to 40% faster deployment 
of new technologies... 

and reduce integration costs by up to 35%



Agentic AI promises a future of intelligent systems 

that can make, justify, and adapt decisions 

autonomously. But such intelligence cannot exist 

without trusted, connected and governed data.

For CIOs and CDOs, success will depend on the 

ability to embed sovereignty, continuity and trust 

into every data layer. 5Y Data Foundations for 

Technology provides a clear and measurable 

starting point for this journey. It enables leaders to 

move from experimentation to enterprise-grade AI, 

accelerating innovation while ensuring compliance 

and confidence.
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Is your organisation ready for agentic AI? Ask yourself the following:
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AI readiness self-assessment 
for CIOs and CDOs

From foundations to autonomy

Can you trace data lineage and quality across systems and environments?

Are governance and security policies consistently enforced and auditable?

Does your architecture support AI workloads securely and at scale?

Is compliance built into data processes rather than added afterwards?

Do you have a roadmap connecting data maturity to measurable business outcomes?

If more than one answer is uncertain, your data foundations likely need 

strengthening before AI can be deployed safely and successfully.

?

?

?

?

?

Agentic AI does not start 
with algorithms. It starts with 
data you can trust.



Cut manual effort, access 
predictive insights, and stay 
compliant more easily.

Find out how 5Y could support your AI 
journey as a technology leader.

Request a proof of concept

You can expect: *

80%

50%

50%

of your BI analytics 
ready out of the box 

from day one

faster implementation, 
freeing up your team’s 

time and budget

reduction in data 
engineering costs

Our platform, solutions and company are dedicated to disrupting the 
traditional technical landscape and powering performance through 
data. We aim to be the catalyst for a world where data-driven 
operations and decision-making are the norm, enabling organisations 
to unlock their full potential and achieve sustainable success.

Learn more about us by visiting 5ytechnology.com
Contact us online or email hello@5ytechnology.com

About 5Y Technology

*The “80% analytics-ready” figure applies specifically to engineering tasks such as data ingestion, integration, and preparation. 
The 50% faster implementation and 50% reduction in engineering costs are based on our observed averages across typical 
client projects. Actual results may vary depending on project scope, data quality, and unique business requirements.


