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Overview

An executive playbook for measuring and reporting Al ROI, using a four-stage value ladder,
a baseline-and-attribution method, templates, and a worked customer-support example with
real dollar figures.

What if we already rolled out an Al tool without capturing a baseline?

Reconstruct as much historical data as you can from existing systems (ticketing, CRM, ERP
logs) for the pre-rollout period, be explicit that this is a lower-confidence "directional"
estimate rather than a control-group measurement, and commit to capturing a proper
baseline for the next initiative. A documented, honest limitation is far better than an unstated

one.

How do we handle initiatives where the value is genuinely hard to quantify, like improved
decision quality?

Start at whichever ladder stage you can measure credibly — often Effectiveness metrics like
error rate or rework rate are measurable even when the softer "better decisions" framing
isn't. Resist the temptation to substitute a qualitative testimonial for a number finance can
audit; use the testimonial as color alongside a real metric, not instead of one.

How often should we report the Value Realization Scorecard?

Quarterly is the right cadence for most organizations — frequent enough to catch
underperforming initiatives early, infrequent enough that each initiative has genuinely new
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data to report rather than restating the same early numbers.

Should every Al initiative eventually reach the Expansion stage?

No — most valuable Al initiatives deliver durable value at the Efficiency or Effectiveness
stage and never need to reach Expansion to justify their investment. Treat Expansion as a
bonus outcome for a minority of initiatives, not a requirement for every one to be considered
successful.

What's the biggest mistake organizations make when presenting Al ROI to the board?

Presenting usage or adoption metrics as if they were value metrics. A board asking "what
did this actually save or earn us" and getting an answer about query volume or active users
instead of a dollar figure is the single fastest way to lose credibility for the whole Al
program.

{ "@context": "https://schema.org", "@type": "FAQPage", "mainEntity": [ { "@type":
"Question", "name": "What if we already rolled out an Al tool without capturing a baseline?",
"acceptedAnswer": { "@type": "Answer", "text": "Reconstruct as much historical data as
you can from existing systems (ticketing, CRM, ERP logs) for the pre-rollout period, be
explicit that this is a lower-confidence \"directional\" estimate rather than a control-group
measurement, and commit to capturing a proper baseline for the next initiative. A
documented, honest limitation is far better than an unstated one." } }, { "@type": "Question",
"name": "How do we handle initiatives where the value is genuinely hard to quantify, like
improved decision quality?", "acceptedAnswer": { "@type": "Answer", "text": "Start at
whichever ladder stage you can measure credibly — often Effectiveness metrics like error
rate or rework rate are measurable even when the softer \"better decisions\" framing isn't.
Resist the temptation to substitute a qualitative testimonial for a number finance can audit;
use the testimonial as color alongside a real metric, not instead of one." } }, { "@type":
"Question", "name": "How often should we report the Value Realization Scorecard?",
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"acceptedAnswer": { "@type": "Answer", "text": "Quarterly is the right cadence for most
organizations — frequent enough to catch underperforming initiatives early, infrequent
enough that each initiative has genuinely new data to report rather than restating the same
early numbers." } }, { "@type": "Question", "name": "Should every Al initiative eventually
reach the Expansion stage?", "acceptedAnswer": { "@type": "Answer", "text": "No — most
valuable Al initiatives deliver durable value at the Efficiency or Effectiveness stage and
never need to reach Expansion to justify their investment. Treat Expansion as a bonus
outcome for a minority of initiatives, not a requirement for every one to be considered
successful." } }, { "@type": "Question", "name": "What's the biggest mistake organizations
make when presenting Al ROI to the board?", "acceptedAnswer": { "@type": "Answer",
"text": "Presenting usage or adoption metrics as if they were value metrics. A board asking
\"what did this actually save or earn us\" and getting an answer about query volume or
active users instead of a dollar figure is the single fastest way to lose credibility for the

whole Al program." } } 1}
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A procurement playbook for Al build-vs-buy decisions and vendor evaluation, with a

weighted scorecard, red-flag checklist, contract-negotiation tips, and a work
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Al Experimentation & Innovation Lab Playbook

A practical playbook for running an Al experimentation function, using a three-gate funnel,
pilot templates, and a worked retail example that shows how to Kill
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Al Skills-Building & Upskilling Playbook for Non-Technical Teams

A ready-to-run upskilling playbook that takes non-technical teams from Al-curious to Al-
fluent through a four-tier ladder, hands-on workshops, templates, and a
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Talk to our Al value realization team
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I'm Mithun A. Sridharan, Founder of this website - Think Insights - on Strategy, Management

Consulting, Leadership, Digital Transformation, and Data Literacy. Follow me on social
media or connect with me on LinkedIn for updates.
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