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Most Al programs don’t get questioned because the model is “bad.”
They get questioned because the business can’t answer one simple thing:

What value did we get-and how do we know it's real?

That's where many initiatives stall. The team shows a good demo. Early users say it's
helpful. A dashboard goes live. And then the budget conversation starts. Suddenly, the
numbers don’t hold up. Or worse, everyone is looking at different numbers.

This whitepaper gives you a practical way to prove ROI from the first release-across

TIME, COST, RISK, and REVENUE-without relying on activity dashboards or vague “hours
saved” claims.

You'll learn how to:

B

Define value in one Choose metrics Set baselines that

sentence that leaders that stand up in a don't get challenged

can sign off on CFO conversation three months later
4

Q & ©

Separate Al impact Instrument Al inside Convert impact

from process changes, real workflows so into ROl in a clean,

seasonality, and noise measurement is defensible way
auditable
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Run a 30/60/90 measurement If you remember one line, remember this:

cadence that supports clear Good outputs don't prove value. Measured

Decisions: expand, fix, or stop change in business outcomes does.



Why Al ROI gets disputed.

(even when the Al “works®)

Al ROI gets disputed for the same reason many digital initiatives get disputed:
measurement was treated as reporting, not design.

Teams often build first and measure later. That sounds fine for feature delivery.
It fails for Al, because Al changes work patterns, creates review steps, and often
interacts with multiple systems. If you don’t plan measurement early, you end up
retrofitting definitions and logs. That's slow. And it makes leadership suspicious.

Here are common failure modes that create ROl debates:

§ 1. No baseline

If “before” wasn’'t captured,
“after” becomes opinion.
People argue about whether
things improved at all, and
what the starting point really
was. You also lose the ability
to separate progress from
randomness.

é 3. Attribution is skipped

Even when metrics improve,
someone asks: “How do we know
Al caused this?” If staffing
changed, if a new policy rolled
out, if volumes shifted, or if
seasonality hit, improvements
can be explained away. A good
measurement plan anticipates
this question and answers it.

:'[] 2. Wrong

Teams report activity metrics
because they're easy to
collect-logins, prompts, usage
counts. Those aren’t worthless,
but they don't prove business
impact. Leaders care about
outcomes like cycle time, cost
per case, error rate, conversion,
leakage, and risk exposure.

)
E 4. Adoption is treated
like a rollout task

Adoption often gets framed as
enablement: “We trained teams

and launched it.” But adoption is
also a measurable signal. It tells you
whether the system fits the workflow.
If adoption is shallow, ROl cannot
mature. It doesn't matter how good
the model is.



@) 5. Hidden costs aren’t

Al has ongoing costs beyond build: monitoring, incident response, retraining or prompt
updates, human review time, governance work, and integration upkeep. If those costs
aren’t counted, ROI can look great on paper and disappointing in reality.

So the fix is not “build better dashboards.”
The fix is to treat Al value like financial performance-defined clearly, measured
consistently, and defended with evidence.

What “Al value” really means (a shared language for CEO + CFO + CTO)

When leaders disagree about value, they usually aren’t disagreeing about Al. They're
using different definitions.

cTo/vpP CDO/CAIDO CFO CEO

Engineering Thinks about Thinks about cost per Thinks about growth,
Thinks about data quality, unit, risk exposure, & speed, & confidence
delivery speed | model behavior, returns that hold up. in decisions.

and reliability. & trust.

So you need a shared value model that works for all of them.

The four value lenses

Cost

@) Time

Al should reduce delay somewhere:
time-to-decision, time-to-complete,
queue time, approval time, or the time
it takes to resolve exceptions. Time
value becomes real when it shows up
as faster throughput, fewer backlogs,
or shorter cycle time.

Al should reduce operational and
compliance risk: fewer errors, fewer
incidents, fewer audit flags, fewer
escalations, quicker detection, quicker
recovery. Risk value is often ignored in
ROI stories, but it is one of the biggest
reasons Al gets funded-or stopped.

Al should reduce cost per unit of work:
per ticket, per case, per invoice, per
claim, per release, per onboarding.
Cost improvement is easier to defend
when you measure it per unit rather
than as a vague “effort reduction.”

59 Revenue

Al should change revenue drivers:
conversion lift, retention improvement,
reduced leakage, faster quote-to-cash,
earlier delivery of revenue-impacting
features.



And here’s the rule that keeps everything honest:

Adoption is validity

If the capability isn't used inside the real workflow, it doesn't matter how good it is. A
system that isn't used cannot create outcomes. So adoption isn’'t a “soft” metric. It's a

leading indicator for whether ROl is possible.

A simple way to think about it is:

l%g = % ﬁ .{é

Value Time + Cost + Risk + Revenue

Not perfect math, but it prevents a common trap:
celebrating potential instead of measured impact.

The framework in one view

Y

Adoption

This framework works for mixed Al: GenAl copilots, predictive/ML models, and

agent-style workflows. It also works for two contexts:

Product teams Ops teams
Shipping Al features Improving shared services
into digital products and internal workflows

It has six phases:

Value Baseline Impact

Hypothesis Plan Readout
Metric e Instrumentation g. >Scale
Register Decision

Each phase answers a question leaders will ask anyway. The goal is to answer those

questions early, not after six months.



Start with a value hypothesis

(not a feature list) oy @l\p £

Many Al programs start with features:

e “Let’s build a copilot.”
e “Let’s add prediction.”

e “Let’'s automate approvals.”

That's fine for ideation. But it's weak for ROI. A feature is not value.
Value is a measurable change in business performance.

A value hypothesis forces clarity before you build.

Value statement template (copy/paste)

Reduce [metric] from [baseline] to [target] for [scope]
within [time], without increasing [guardrail]. Owner: [role].

What makes this work is that it includes:

1. A measurable 2. A baseline 3. Atimeframe
outcome anchor

4. Scope 5. A guardrail that 6. A clear owner
boundaries protects quality or risk



Example value statements (industry-neutral)

Ol

GenAl copilot (knowledge work):

Reduce first-draft creation time from 90 minutes to 60 minutes for proposals,
within 60 days, without increasing rework beyond 5%. Owner: Director Sales
Ops. Why it's strong: It measures time, and it protects against the “review ate
the savings” problem.

02

Predictive/ML model (decision support):

Reduce preventable SLA misses from 12% to 9% within one quarter for the top
three workflows, without increasing false alerts above 2%. Owner: Head of
Operations. Why it's strong: It measures the real business pain (SLA misses),
not just model accuracy.

03

Agent workflow (automation across tools):

Reduce invoice cycle time from 14 days to 10 days within 90 days for the pilot
region, without increasing exception rate above 1%. Owner: Finance Controller.
Why it's strong: It makes “automation” measurable through cycle time and
exceptions.

If you can’t agree on this statement, pause.
Building without it is how ROl becomes a debate later.




Teams typically fall into two extremes:

too few metrics, so the story is thin

too many metrics, so nobody reads them

You want a small set that covers value, adoption, and safety.

The “executive-grade metric” test

A metric stands up in a leadership review when it is:

%\ Auditable 1‘ Comparable M Attributable

It has a clear definition It can be compared You can reasonably

and a clear source. If before vs after, and the argue Al contributed to
someone asks, “Where comparison is fair the change, not just

does this number come (same scope, similar unrelated shifts in staffing,
from?” you have a real workload, not distorted process, or volumes.
answer. by timing).

Model metrics are still needed-accuracy, precision/recall, drift signals, hallucination
rate, response latency. But those are engineering health signals. They don't prove
business impact by themselves.



Metric set structure that actually works

Ol

Core outcome metrics (3-5)

These are the “so what changed?” metrics.
Examples: cycle time, cost per unit, error rate, conversion, leakage,
SLA misses.

02

Leading indicators (2-4)

These help you see early whether ROI is plausible.
Examples: adoption depth, output acceptance rate, override rate,
review time, drop-offs.

03

Guardrails (2)

These prevent fake wins.
Examples: defect leakage, compliance flags, incident rate, customer
complaints, re-open rate.

Metric Register template (use this for every initiative)

For each metric capture:

1. Metric name 2. Plain definition 3. Formula

(one sentence)

4. Source system (and the 5. Review cadence 6. Baseline method
specific workflow step)

7. Metric owner 8. Guardrail relationship

(what it protects)

This is where many teams feel a mild contradiction:
“We want speed, but we're adding structure.”
That structure is what makes speed fundable.
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Baselines that don't p’ |

get challenged later

ROl arguments usually don't start with the ROI formula.
They start with: “What was the baseline?”

A baseline is not “last month’s average.” It's a snapshot of normal work, with context.

What you should baseline (keep it close to real work)

Baseline the leaks that quietly cost money:

1. Average task time 2. Queue/hand-off time 3. Exception rate
4. Rework rate 5. Rejection/rollback rate 6. Re-open rate
7. Escalation rate 8. Approval time 9. Review time for

GenAl outputs
Also baseline adoption-related signals where possible:

1. Current tool 2. Where people 3. How long 4. How often outputs
usage patterns leave the workflow reviews take get rejected

Because those become early proof points once Al is introduced.

Baseline windows (a practical rule)
1. Use 4-8 weeks of baseline data for most workflow metrics.

2. Use longer windows when work is seasonal or tied to month/quarter close.

Seasonality is a common reason ROI claims get doubted. If you compare a peak period
to a quiet period, you'll argue about context forever. Better to plan the baseline window
so the comparison is fair.



Baseline methods (from simple to stronger)

Ol

Pre/Post

Fast to run, weaker on attribution. Useful when the environment is stable
and the change is isolated.

02

.

Matched cohorts

Compare “Al-heavy” users to “Al-light” users, matched by role,
workload, and baseline performance. This is often realistic in enterprises.

03

Holdout/control group

Strongest when feasible. Keep a group unchanged for a period and
compare outcomes.

04

Difference-in-differences logic

Even if you don’'t run a formal study, this logic helps: compare the change
over time in both groups, then compare the difference. It reduces noise from
external shifts.

Baseline checklist

Before release 1, confirm:

1. We have enough 2. The scope is 3. We have a comparison
“before” data consistent group plan (even a
before and after modest one)
4. Timing effects are 5. Finance and business
understood owners agree on the
(seasonality, peaks) baseline approach

That last one is key. When finance signs off early, ROl conversations are shorter and
calmer later.

10



Instrumentation

(proof beats dashboards) y

Dashboards aren’t bad. But dashboards without instrumentation are just visuals.

To prove value, you need an audit trail that links:

ol — i

Al interaction Workflow step Business outcome

This is also where many Al programs quietly fail. They measure the model|,
but not the workflow. The model can be great and still not change the business.

Minimum instrumentation blueprint (what to log)

Adoption in the workflow

Don't just log “users.” Log real usage:

1. Weekly active users 2. Repeat usage by
in the workflow step the same users

3. Completion rate of the 4. Drop-off points (where
step that includes Al people back out or skip)

These signals show whether Al fits the work. If drop-offs rise after adding Al,
something is wrong-even if outputs are good.

1



Effort and time

Time is often the first ROI claim, so measure it properly:

1. Start and end 2. Human review time 3. Rework time (retries,
timestamps for tasks for Al outputs edits, Resubmissions)

A common surprise in GenAl is that writing time drops but review time spikes.
If you don't measure review time, you'll overstate ROI.

Quality

Quality is where “fast” becomes “expensive.” Log:

1. Rejection and 2. Rollback 3. Errortypes 4. Repeat
re-open rates rates (not just counts) incidents

Quality trends also tell you whether you can loosen human review safely over time.

Risk and governance

If Al touches decisions, you need these signals:

1. Override rate 2. Routing logs
(humans changing Al results) (auto-approve vs review)

3. Incident logs with 4. Audit trails for changes
time-to-detect and time-to-fix (model version, prompt version,

rules changes)

Even when you're not in a high-regulation space, these logs protect you
when something goes wrong.

Financial linkage

Tie measurement to money without making it complex:

1. Cost per 2. Run cost for Al by use case | 3. Revenue events where relevant
unit of work (compute, inference) (conversion, renewal, leakage)

You don’'t need a perfect finance model on day one. But you do need consistent tags
and consistent sources, so ROl doesn’t turn into guesswork later.

12



Converting impact into ROI

(Time, Cost, Risk, Revenue)

Once baselines and instrumentation are in place, ROl becomes a math
problem, not a storytelling exercise.

(Total Value - Total Cost)

ROI % = x 100
Total Cost

The real work is defining “Total Value” and “Total Cost” honestly.

TIME — money (without forcing a layoff narrative)

Time savings count when they show up in business performance:

1. Faster 2. Higher 3. Smaller 4. Fewer 5. Faster
cycle times throughput backlogs escalations releases

Quality trends also tell you whether you can loosen human review safely over time.

A useful way to convert time into value:

e Hours saved = (baseline time - new time) x volume

e Time value = hours saved x loaded hourly cost

If you want to avoid debates about hourly cost,
you can use throughput instead:

* Added throughput value = added volume x contribution per unit

One caution: time savings can be “real” but not realized. Teams may save time but
keep doing the same volume. That's still a signal, but it isn't full business value yet. This
is why you track where the time went-backlog reduction, faster delivery, fewer delays.

13



COST — unit economics (cleanest for CFOs)

Cost proof is easiest when you measure per unit:

1. Cost per 2. Cost per 3. Cost per 4. Cost per
ticket invoice release onboarding case
Then show:
1. baseline cost 2. new cost 3. cost shift explanation
per unit per unit (what moved where)

Cost measurement becomes fragile when teams only track cloud costs and ignore
human review effort. For GenAl-heavy workflows, review time can become a major
operating expense. Count it.

RISK — expected loss (often the missing piece)

Risk is where Al funding often gets blocked. Not because leaders hate risk,
but because the risk isn't priced.

A practical way to quantify risk is expected loss:

Expected Loss = Probability x Impact x Exposure

Then:
Risk value = baseline expected loss - new expected loss

This doesn’t require perfect prediction. It requires consistent assumptions. It also
requires proper incident logs and override tracking, so you can show risk movement,
not just claim it.

Examples of measurable risk movement:

1. Fewer compliance 2. Fewer high-
exceptions severity incidents

3. Lower override rate because 4. Faster detection and
confidence improves recovery when issues occur

14



REVENUE — lift, leakage reduction, speed-to-cash
Revenue attribution gets messy quickly, so keep it disciplined.

Revenue value is strongest when you:

1. Have a comparison 2. Avoid changing ten 3. Track the customer or
group (holdout or other things at the revenue event clearly
matched cohort) same time

Revenue often shows up as:

1. Conversion lift 2. Retention 3. Reduced leakage (billing,
improvement claims, reconciliotion)
4. Faster 5. Earlier release of revenue-
quote-to-cash impacting capabilities

A realistic approach is to present revenue impact with a range and clear
assumptions. That's more trustworthy than presenting a single aggressive number.

ROI as a range (not a single number)

Al attribution is rarely perfect. So present ROI as:

1. Conservative (assume 2. Likely (best 3. High (if adoption & quality
only part of improvement estimate) continue to improve)
is Al-driven)

This makes ROI discussions more adult. It also reduces the
“gotcha” moments in reviews.

Leading indicators vs outcome metrics (so you don’t wait forever)

Leaders want proof fast. But outcomes sometimes need time to stabilize.
So you measure in two layers.

il
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Leading indicators (early, steerable)

Acceptance rate (how
often Al output is used)

Adoption depth
in the workflow
(not just access)

Override rate (how often
humans correct it)

These matter

in the first
30-90 days
Drop-off points Review
in the workflow time trend
Error and

rework trend

These signals tell you whether outcomes are likely.
They also tell you what to fix.

Outcome metrics (decisive, funding-grade)

These land best in monthly and quarterly reviews:

1. Cycle time improvement 2. Cost per unit 3. Error reduction that
that sustains movement holds under volume
4. Revenue lift validated 5. Risk reduction validated through
against a comparison incident trends and expected loss math

It's normal to have leading indicators move before outcomes fully settle.
That's not failure. That's how systems behave.

16



The 30/60/90 measurement cadence
(how you keep this real)

This cadence prevents two failure modes:

1. “We're still measuring” 2. “Looks good, ship it
forever everywhere” and regret it later

First 30 days: Is it used, stable, and safe?

Review time and Override
rework trends  * * rates
Acceptance and Incidents and
rejection rates .. _* recovery time
e e g
Adoption depth O Guardrail breaches
in the workflow * g Focus on o " (quality, compliance,
. ; customer impact)

Decision: continue, pause, or fix

Days 31-60: Are time/cost signals moving without
breaking guardrails?

Cost per unit

early trend
Throughput | , Cohort comparison
trend vs baseline . "~ (ai-heavy vs ai-light)
C e
Cycle time trend Quality and risk
vs baseline ./ @ .- stability under load
: Focus on *

Decision: expand, refine, or stop
17



Days 61-90: Do we have a funding-grade ROI story?

Risk movement (incidents,
expected loss, overrides)

Full cost picture
(build + run + operate + review) .

Outcome movement
beyond normal noise

Focus on

Roi range with
* stated assumptions

Readiness to extend
: B to the next workflow
o or product area

Decision: expand to next workflow, hold, or stop

This cadence also helps teams stay honest. If adoption is weak at day 30,

don't force an ROI claim at day 60. Fix fit first.

The Impact Readout (a format leaders can trust)

Most leadership reviews don't fail because the work is weak. They fail because

the story is messy.

Use this format. Keep it simple. Keep it consistent.

1. Value statement (one line)

What was promised,
in measurable terms.

3. How it was measured
(baseline + comparison)

Explain the method in one or two
lines. Not a lecture. Just enough to
show credibility.

5. Guardrails

Show that quality and risk did not
degrade. If they did, say it plainly

and show what you're doing about it.

What changed (metrics + deltas)

Show movement clearly.
Use a small set.

Adoption proof

Show depth and repeat usage. This
is where “rolled out to 500 people”
becomes “used by 180 people
weekly, with 70% repeat usage.”

ROI range + costs included

Present conservative/likely/high.
Show what costs are included so the
number doesn’t look engineered.

18



7. Decision

Expand, refine, pause, or stop-plus the next review date.

A small note: leaders don't need every detail. They need enough clarity to make a
decision they can defend.

The Value Ledger (your alternative to vague dashboards)

Dashboards show activity. A ledger shows accountability.

A Value Ledger is a one-page record for each Al initiative. It answers:

What it cost?

What § . What risk
changed? . § / shifted?
@ 24
What was What decision
promised? -/ " was made?
(—é,’ 7 I—é/'
®
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Value Ledger template (copy/paste)

Initiative name: ...
value statement:.
Scope:
Baseline window:
Comparison method: (pre/post, cohort, holdout, DiD logic)

Core metrics(3-5):
Leading indicators (2-4):
Guardrails (2):
Costs included: build / run /[ operate | review

Risk view: expected loss assumptions + incident trend

ROI range: conservative / likely / high

Decision: expand / refine | pause [ stop

e o o - o -0 - o e e -0 -0 e e

Next readout date:

This ledger turns Al into a business system, not a side project.

20



Common traps (and what to do instead)

Trap

Ol

Measuring activity instead of change

Prompts, logins, model calls can look impressive. But they don’t prove
outcomes. Use them as early signals, not as “value.”

Trap

02

Letting Al live outside the workflow

If Al'is a separate tool, people treat it like extra work. Put Al where work already
happens—inside ServiceNow, Jira, CRM flows, finance workflows, or the
product experience. Then adoption becomes behavior, not persuasion.

Trap

03

Counting time saved without tracking where it went

Counting time saved without tracking where it went

Time saved must show up somewhere. If it doesn’t show up as throughput,
cycle time, backlog reduction, or cost movement, it’s still potential. Track
where time went, even if it's imperfect at first.

Trap

04

Ignoring review and operating costs

GenAl can shift effort into review. ML systems can need ongoing monitoring
and retraining. If you don’t count those costs, you'll oversell ROl and lose
trust later.

Trap

05

Skipping guardrails

Speed without quality is not progress. It's future rework. Every initiative needs
at least two guardrails that leadership cares about.

2]



Leaders don’t want Al explained.
They want Al accounted for.

If measurement is vague, Al stays a demo cycle.
If measurement is clear, Al becomes a system the
business trusts and funds.

If you want to prove ROI from the first release for
a specific use case, the starting point is simple:

define one value statement, choose a metric set, lock a
baseline method, and instrument the workflow so the
readout is defensible. Everything else builds from there.

If you want help setting up ROI proof from release one for one use case reach out to
iauro. We'll help you define the value statement, metric register, baseline plan, and the
90-day measurement cadence so the ROI story holds up in a CFO conversation.

Visit: iauro.com or Connectwith us at sales@iauro.com
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