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CHAPTER 1

Business Value
Driving Business Success with 
Pragmatic AI Innovation

Both newcomers to AI and experienced practitioners face this core 
challenge. Organizations taking their first steps need to identify and 
prioritize opportunities where AI can create immediate value. Those 

already using AI must ensure their initiatives deliver measurable impact and 
align with strategic goals. This chapter provides a practical framework for 
both groups to transform AI from a promising technology into a proven driver 
of business success.

Introduction: The Foundation of Bold 
AI Leadership
This week, I spoke with the CIO of a multibillion-dollar mining company. He 
shared that they had recently invested millions in a big consulting company to 
help them “disrupt themselves.” To their credit, they recognized that chang-
ing their business required a diversity of thought and approach that they 
couldn’t accomplish alone. So, they brought in outsiders to help them inno-
vate. Unfortunately, despite their investment of time, money, and opportunity 
cost, he was very disappointed in the results. In my many years as an execu-
tive advisor, I’ve heard this tale over and over again.

Why does this keep happening? True disruption requires laser focus on 
the opportunity that you’re trying to grab or the problem you’re trying to 
solve. You must hold fast to clarity of the job that needs to be done: on cre-
ating business value. The CIO was disappointed because the outcome that 
they gained was an iteration from where they started, an operational gain no 
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4  CHAPTER 1   Business Value

doubt, but it wasn’t the new business model he desired. Without clarity of 
purpose, even the best-funded efforts will falter.

Key Takeaways:

•  For Organizations Beginning Their AI Journey: Start by clearly 
defining the business outcome you want to achieve, whether it’s opera-
tional improvement or business model transformation. Focus on specific, 
measurable objectives rather than vague goals like “disruption.” Some 
processes may be right for automation, while others need human-AI col-
laboration.

•  For Organizations Scaling AI: Regularly reassess if your AI initiatives 
are delivering their intended business impact. Look for opportunities to 
both automate routine operations and transform how you do business. 
Balance quick operational wins with longer-term strategic innovations.

Admittedly, the focus on business value may seem obvious. Of course, 
leaders are focused on creating tangible value. That’s the whole point, right? 
Yet, it’s more complicated than it appears. Breaking free from the web of 
deeply entrenched mindsets, processes, policies, and “we’ve always done it 
this way” assumptions is no small task.

Organizations that are succeeding with AI approach every initiative with 
a relentless focus on outcomes. Some are targeting operational efficiencies 
(arguably the low-hanging fruit of AI). Others are using AI to create entirely 
new business models, add revenue streams, design innovative products, or 
transform customer experiences.

Take, for example, an FTSE 100 hospitality group in the United Kingdom 
that I studied in my doctoral research. Their leadership didn’t look first to AI 
to cut costs or optimize existing processes. Instead, they set a bold goal: to 
drive revenue growth. This focus on the top line, rather than the bottom line, 
set them apart and positioned them for competitive advantage.

As Nikola Mrkšić, CEO of PolyAI - a voice AI company who landed this 
group as their first enterprise AI client - explained, “Revenue growth is mag-
ical. It gets people to move.” And move they did, aligning their teams and 
unlocking the transformative potential of AI to propel their business forward. 
This example shows that AI isn’t just a tool for operational improvements. It 
can be a driver of offensive strategies, fueling revenue growth, market expan-
sion, and entirely new business models.

These two stories, the mining company and the hospitality group, high-
light why Business Value is the foundation of the Bold AI Leadership Model. 
Whether you’re streamlining operations or pursuing bold new growth oppor-
tunities, success depends on anchoring every AI initiative to tangible, mea-
surable outcomes.

Both my professional experience and research fully support this conclusion. 
In fact, Business Value isn’t just one principle of Bold AI Leadership; it’s the 
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Definition: Business Value in the Context of AI  5

most essential one. Every decision you make, every tool you implement, and 
every innovation you pursue must ultimately drive business value to succeed.

In this chapter, we’ll explore how to do exactly that. You’ll learn what 
Business Value means in the context of AI, the common pitfalls that prevent 
organizations from achieving it, and actionable steps to embed this principle 
into every initiative. Most importantly, you’ll see how focusing on business 
value transforms AI from a buzzword into a true driver of measurable success.

Let’s dive in.

Definition: Business Value in the 
Context of AI
At its core, Business Value is about outcomes that matter: measurable results 
that drive success. In the context of AI, it means anchoring every initiative to 
tangible goals like revenue growth, operational efficiency, or improved cus-
tomer satisfaction. It’s not just the technology itself; it’s what that technology 
enables you to achieve.

This focus on Business Value is both simple and deceptively challeng-
ing. Of course, leaders know they need to create value. But too often, orga-
nizations lose sight of this fundamental principle. They get caught up in the 
excitement of new tools and possibilities and pursue projects that feel innova-
tive but fail to deliver meaningful results.

In my experience and research, the organizations succeeding with AI 
approach every initiative with laser focus. They start by answering a basic 
but essential question: what is the job we’re trying to get done? From there, 
they prioritize AI efforts that solve real problems, seize real opportunities, 
and drive real value. Then, they consistently ask and re-ask themselves this 
question as AI efforts progress. It’s ridiculously easy to fall into old behavior 
patterns or to follow “shiny” technology paths. This disciplined approach 
ensures their AI efforts remain focused on outcomes that truly matter. These 
outcomes typically fall into three categories:

•  Driving Efficiency: Automating processes, reducing costs, and freeing 
up resources for higher-value work

•  Enhancing Customer Experiences: Personalizing interactions, 
improving satisfaction, and building loyalty

•  Creating New Revenue Streams: Innovating products, expanding 
markets, and redefining business models

Business Value is the compass that keeps AI efforts on course. Without 
it, even well-funded initiatives risk becoming distractions. Leaders who 
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6  CHAPTER 1   Business Value

embrace this principle know that harnessing AI doesn’t mean chasing trends 
or building “toy projects” that fail to deliver. It means staying relentlessly 
focused on what matters most: creating measurable value that moves the 
business forward.

This principle is more than just a guiding idea; it’s the foundation of 
Bold AI Leadership. It ensures that every decision, every project, and every 
investment is grounded in outcomes that make a real difference.

Pitfalls: The Risks of Losing Sight 
of Business Value
AI’s transformative potential is undeniable, but the road to success is filled 
with traps that can derail even the best-intentioned. These pitfalls aren’t just 
minor missteps. They squander valuable resources, erode stakeholder trust, 
and prevent organizations from realizing AI’s true potential.

The pattern reveals itself consistently in boardrooms and executive 
meetings. Leaders, inspired by AI’s promise but uncertain of the path for-
ward, often lose sight of fundamental business principles. Without a clear 
vision of business value creation, organizations chase technical sophistica-
tion rather than practical outcomes. Pilot projects generate initial excite-
ment but fail to scale. Resources drain away without meaningful returns. 
Eventually, enthusiasm gives way to frustration as promised outcomes 
remain elusive.

This section explores the most common pitfalls organizations face on 
their journey to becoming businesses fueled by AI, from the unmatched 
risks of inaction to the subtle trap of “toy AI” projects. I also address the dan-
gers of business strategy misalignment, the inability to measure return on 
investment (ROI), missed opportunities for innovation, trust erosion among 
stakeholders, and why efforts stall at the pilot stage. By understanding these 
challenges, you’ll be better equipped to navigate the complex terrain of AI 
adoption and position your organization for sustainable success.

Here’s where things often go wrong.

Failing to Act
The greatest pitfall in AI adoption isn’t chasing the wrong projects or fail-
ing to measure ROI; it’s doing nothing at all. When I hear clients say “We’re 
waiting to see what happens before we invest in AI,” my response often sur-
prises them: “I didn’t realize you were so risk-tolerant.” This catches them off 
guard because they believe they’re avoiding risk by holding back.
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Pitfalls: The Risks of Losing Sight of Business Value  7

The truth is, standing still in today’s rapidly evolving markets is the ulti-
mate gamble. While you wait, your competitors are leveraging AI to innovate, 
streamline operations, and deliver superior customer experiences. The gap 
between adopters and hesitators grows wider with each passing day, leaving 
the latter scrambling to catch up. Inaction doesn’t just mean missed oppor-
tunities; it opens the door for disruption by bolder, more forward-thinking 
competitors. Every industry has its own “Blockbuster moment.” The question 
isn’t whether disruption is coming; it’s whether you’ll be the one driving it or 
the one left behind.

“Toy AI” Wastes Resources
Too often, organizations fall into the trap of what I call “toy AI projects”  - 
flashy, experimental initiatives that look exciting in a demo but fail to deliver 
meaningful results. These projects may showcase cutting-edge AI capabil-
ities, but they lack alignment with strategic goals and don’t solve real business 
problems. Time, money, and talent are spent chasing shiny ideas that ulti-
mately contribute little to the organization’s success.

The allure of “toy AI” can lie simply in its novelty or be more nuanced. 
Projects that are technologically impressive or trend-driven are tempting to 
pursue, but they often distract from the real work of creating business value. 
The more insidious challenge presents itself when it seems like it’s a well-
aligned business investment.

The line between strategic investment and costly distraction can be 
deceptively thin. Consider Metaphysic, a company specializing in hyper-
realistic synthetic media. They grabbed attention by creating incredibly life-
like deepfake videos of celebrities like Tom Cruise for TikTok. Their viral 
deepfake demonstrations leveraged their core technical capabilities - exactly 
the kind of AI work they excelled at. This makes it a particularly instructive 
example, since it could have easily been justified internally as “playing to our 
strengths.”

Yet despite aligning with their technical expertise, these attention-
grabbing demonstrations consumed valuable resources without advancing 
strategic business goals. Instead of chasing social media moments, Meta-
physic could have directed those same capabilities toward solving specific 
industry problems, like enabling personalized, high-quality content produc-
tion at scale for film studios or advertising agencies. This would have trans-
formed their technical prowess into sustainable revenue streams and market 
leadership.

This case highlights how subtle the “toy AI” trap can be: initiatives can 
appear strategically sound because they utilize your core capabilities yet still 
drain resources without creating real business value. Success requires not 
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8  CHAPTER 1   Business Value

just technical alignment but ruthless focus on tangible business outcomes. 
The question isn’t just “Can we do this well?” but “Will this drive mean-
ingful results?”

Misalignment with Strategic Goals
When AI projects aren’t tied to clear business objectives, they quickly drift 
off-course. I’ve seen teams pour months of effort into initiatives that have 
no connection to their company’s strategic priorities. It’s not that the tech-
nology is bad; it’s that the focus is missing. Without alignment, AI becomes a 
collection of disconnected experiments that fail to gain leadership support or 
scale into something impactful. Even worse, this often leaves an organization-
wide perception that AI is a waste of resources  - a reputation hurdle that’s 
hard to overcome and often lingers long after the project has failed, making 
it even tougher for forward-thinking leaders to secure approval for future AI 
initiatives.

Inability to Measure ROI
One of the biggest pitfalls I’ve seen with AI projects is the failure to set clear 
metrics for success. If you don’t know how to measure business value, how 
can you prove it? Without defined ROI metrics tied to specific outcomes, it’s 
impossible to gauge whether an initiative is delivering results. This lack of 
clarity leads to skepticism from stakeholders, makes it harder to secure fund-
ing for future projects, and leaves leadership questioning whether AI is a cost 
rather than an investment.

When organizations dive into AI initiatives without measurable targets, 
they lose the ability to evaluate progress or determine success. Projects may be 
technologically impressive, but if there’s no tangible impact on efficiency, cus-
tomer satisfaction, or the bottom line, their value remains invisible. Without 
clear metrics, leadership is left asking, “What did we actually accomplish?” 
And when that question can’t be answered, the result is hesitation to support 
future AI investments.

This uncertainty creates a vicious cycle. Without proof of success, stake-
holders grow skeptical, and future projects struggle to gain traction. Over 
time, the organization risks developing a reputation for failed AI efforts, mak-
ing it even harder for forward-thinking leaders to get approval for bold new 
initiatives.

Contrast this with Intel’s use of AI to manage spare parts, which is a prime 
example of how measuring ROI can build trust and momentum. By imple-
menting an algorithm to automatically set inventory targets, AI that planners 
now trust 99% of the time, they achieved a 30% reduction in inventory and 

Palmer336913_c01.indd  8� Trim Size: 6 × 9 in.      06 Aug 2025  02:16:12 PM



Pitfalls: The Risks of Losing Sight of Business Value  9

saved $600  million over two years. This wasn’t just a showcase of impres-
sive technology; it was a carefully aligned initiative designed to solve a real 
business challenge with clear, measurable outcomes.

Missed Opportunities for Innovation
When organizations lose sight of business value creation, they often fall into 
a common trap: their internal teams, sharing similar mindsets and biases, 
gravitate toward safe, incremental improvements or surface-level technology 
adoption. Bring together a group of smart, talented internal people, and they 
will undoubtedly increment their way to a better place than you’re in today. 
But incremental gains are not the same as transformative change. This is why 
I consistently advise clients that breakthrough innovation rarely emerges 
from within. True disruption (the kind that reshapes markets) requires 
fresh, outside perspectives to challenge entrenched thinking and uncover 
blind spots.

These customer conversations always remind me of the famous Henry 
Ford quote: “If I had asked people what they wanted, they would have said 
faster horses.” Disruption doesn’t come from doing what’s expected or sticking 
to what’s comfortable. It requires stepping beyond familiar territory and envi-
sioning a completely different future. Consider major market transforma-
tions like Netflix vs. Blockbuster or Uber vs. taxis. These seismic shifts didn’t 
come from incumbents. They came from bold outsiders who reimagined the 
industry and seized opportunities others couldn’t see.

The same principle applies to AI adoption. Instead of using AI to revolu-
tionize customer experiences or create entirely new revenue streams, teams 
often default to tweaking existing processes or implementing technology 
without a clear purpose. The transformative power of AI - its ability to unlock 
entirely new possibilities and business models - often remains untapped.

Organizations need external catalysts to break free from shared mental 
limitations and imagine bolder futures. Without these outside voices, the 
most valuable opportunities often remain invisible, hiding in plain sight.

Erosion of Stakeholder Trust
When AI projects fail to deliver results, the ripple effects extend far beyond 
leadership’s immediate disappointment. A lack of tangible outcomes can 
erode trust among two critical stakeholder groups: employees and customers. 
This loss of confidence makes it significantly harder to gain support for future 
initiatives, leaving organizations in a precarious position.

Employees are often the first to feel the impact when AI initiatives fall 
short. Without transparency or clear value, skepticism grows. Workers may 
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10  CHAPTER 1   Business Value

view AI as a “black box” - a mysterious system making decisions they don’t 
understand or trust. Worse, if AI is perceived as a threat to job security rather 
than a tool to enhance workflows, resistance is inevitable.

When employees aren’t involved in the process, whether through training, 
input on system design, or understanding how AI improves their roles, they’re 
less likely to buy into its success. Over time, this disillusionment can sap moti-
vation and cause overt or covert resistance to future AI implementations.

Trust also erodes on the customer side when AI fails to meet expecta-
tions. For instance, customer-facing AI systems that provide subpar service or 
make errors can damage the company’s reputation and reduce engagement. 
Customers expect AI to enhance their interactions through faster responses, 
personalized recommendations, or accurate support. When those expecta-
tions aren’t met, it’s not just the AI that’s questioned; it’s the organization 
as a whole.

Bench Accounting’s sudden closure in December 2024 serves as a sobering 
lesson about the risks of poor AI implementation. The bookkeeping service 
had built its operations around machine learning automation, with human 
bookkeepers increasingly taking a back seat. When their AI systems stumbled, 
the company’s lean support team, lacking deep accounting expertise, strug-
gled to catch and correct mounting errors. Customer trust eroded as accuracy 
issues compounded, ultimately contributing to the company’s collapse.

This case starkly illustrates how AI can become a liability when deployed 
without adequate human oversight and expertise. While automation promised 
efficiency gains, Bench’s focus on technology-driven scale overshadowed the 
fundamental need for accuracy and customer service in financial services. 
Their story reminds us that AI should augment (not replace) human judg-
ment in critical business functions, especially where trust is paramount.

Failure to Scale
Scaling AI beyond pilots remains a critical challenge for organizations. 
Despite promising technical demonstrations, many AI initiatives fail to 
expand because they can’t demonstrate concrete business impact. This gap 
between potential and realized value creates a cycle where leadership hesi-
tates to invest further, leaving transformative opportunities untapped. Here 
are critical reasons why AI initiatives fail to scale:

•  Value Definition Gap: Organizations often struggle to connect AI capa-
bilities to measurable business outcomes. Without clear ROI metrics, 
even successful pilots fail to secure the investment needed for broader 
deployment. Success requires shifting focus from technical achieve-
ments to tangible business impact.

•  Strategic Misalignment: AI projects must directly advance core business 
objectives to gain leadership support. Initiatives that enhance customer 

Palmer336913_c01.indd  10� Trim Size: 6 × 9 in.      06 Aug 2025  02:16:12 PM



The Hard Truth  11

experience, drive operational efficiency, or enable new revenue streams 
scale more successfully than those focused purely on technical innovation.

•  Data Foundation Weaknesses: Scaling AI demands robust data infra-
structure and governance. Poor data quality, limited access, or inade-
quate cloud infrastructure can cripple expansion efforts. Organizations 
must build a strong data foundation before attempting to scale.

•  Organizational Silos:  Traditional hierarchies often impede the cross-
functional collaboration essential for AI scaling. Success requires seam-
less coordination between technical teams, domain experts, and business 
units through matrix organizational structures.

•  Cultural Barriers: Scaling AI requires a cultural mindset that embraces 
learning, adaptability, and collaboration. Many organizations fail because 
of behaviors that reveal deep cultural resistance:
• •  Fear-Driven Decisions: Teams, paralyzed by the fear of errors, 

impose excessive governance, demand perfect accuracy, and treat 
every setback as a crisis rather than a learning opportunity.

• •  Siloed Expertise: Knowledge is hoarded within technical teams, 
leaving business units as passive customers instead of active collabo-
rators. Domain experts are excluded from development, creating dis-
connects in execution.

• •  Change Resistance: Teams cling to manual processes, defending 
outdated workflows and viewing AI as a threat rather than an enabler 
of progress.

• •  Misaligned Incentives: Short-term metrics dominate, discouraging 
experimentation and cross-functional collaboration. Success is nar-
rowly defined by technical metrics, not business impact.

• •  Quick-Fix Mindset: Organizations chase immediate ROI without 
investing in learning, rush to complex solutions before mastering 
basics, and treat AI as a magic bullet rather than a capability that 
requires cultivation. In contrast, organizations that thrive with AI rec-
ognize learning itself as a form of ROI. They view experimentation 
and setbacks as opportunities to refine their capabilities, progressively 
building from simple solutions to more complex applications. This 
mindset shift creates the foundation for sustained success, enabling 
teams to scale AI initiatives with confidence.

The Hard Truth
The truth is, pursuing AI without a relentless focus on business value is a 
risky game. It’s not enough to chase trends or try something new just to say 
you’ve done it. Leaders must anchor every effort to tangible, measurable out-
comes that align with their strategic goals.
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When organizations fail to prioritize business value, they waste resources, 
erode trust, and miss opportunities for meaningful innovation. But when they 
get it right? That’s when AI becomes a driver of real change - solving prob-
lems, seizing opportunities, and delivering results that matter.

Actionable Steps: Embedding Business 
Value into Every AI Initiative
To transform AI from an abstract concept into a tangible, business-driving 
force, leaders must move beyond explanation to demonstration. Significant 
change, like that brought by AI, often feels intangible or overwhelming, mak-
ing it difficult for people to grasp its potential and implications. This is why 
Show Not Tell is a cornerstone of Bold AI Leadership. By visualizing a clear 
future state and leveraging storytelling tools, leaders can ease the mental 
journey for their teams, helping stakeholders see the possibilities, understand 
the impact, and align around the path forward.

Think back to the hologram story from the book’s preface. Imagine that 
boardroom filled with skeptical stakeholders, unsure of AI’s potential to rev-
olutionize their business. Then, a life-sized holographic chatbot appears, 
proudly sporting the team’s colors and ready to interact with fans on game 
day. Complex problems are solved in real time, while AI handles routine tasks 
in the background. They aren’t just hearing about AI’s possibilities; they’re 
seeing them. This vivid demonstration of the Human + AI Partnership trans-
formed doubt into excitement, helping secure leadership buy-in for phased AI 
implementation. It’s the difference between showing a flat floor plan on paper 
and walking someone through a fully rendered, interactive 3D model of a sky-
scraper. One is abstract and static; the other is immersive and transformative, 
making the future feel not just possible but inevitable.

This section outlines seven actionable steps to guide leaders in integrating 
Show Not Tell into every phase of their AI journey. By visually surfacing 
Business Value in every AI initiative, you’ll turn skepticism into alignment 
and hesitation into action. My practical approach, centered on vivid demon-
strations, measurable outcomes, and the Human + AI Partnership, is designed 
to help you turn AI potential into real-world business results:

1.	 Define the Job to Be Done: Clearly identify the core task or outcome 
you’re trying to achieve.

2.	 Align AI Projects with Strategic Goals: Demonstrate how AI initia-
tives advance broader business objectives.

3.	 Start with Minimum Viable Experiences (MVEs): Begin with small, 
achievable steps to prove value.
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4.	 Measure ROI with Clear Metrics: Establish how you will quantify the 
initiative’s success.

5.	 Foster Cross-Functional Collaboration: Ensure seamless collabora-
tion and alignment across teams.

6.	 Embrace Iterative Learning: Use early results to inform and continu-
ously improve AI efforts.

7.	 Cultivate an AI-Ready Culture: Build an organizational environment 
that supports sustainable AI adoption.

The following narrative demonstrates how these steps can be applied to 
drive tangible business results.

Senior Operations Manager Swati faced a daunting challenge at Syntho-
Fab, a sprawling manufacturing conglomerate: crippling inefficiencies, sky-
rocketing production costs, and consistently missed deadlines. She believed 
AI could revolutionize their outdated processes, but skepticism ran deep. To 
succeed, Swati knew she had to do more than implement AI; she had to show 
its value to her resistant team and budget-conscious executives. Driven by a 
set of seven actionable steps, Swati embarked on her journey.

Step 1: Define the Job to Be Done
To avoid chasing “toy AI” and ensure initiatives delivered real value, Swati 
began with a stark assessment of SynthoFab’s problems. She stood before her 
whiteboard, three markers in hand, mapping out their pain points:

•  $3.8M in excess inventory costs
•  40% production line downtime
•  65% on-time delivery rate
•  8-week average production delays

“We’re not just bleeding money,” she told her team. “We’re losing market 
share every day we delay.”

She drew a circle around one number: $3.8M. “This is where we start. 
Not with AI buzzwords, but with a clear problem to solve: optimizing our 
inventory and production flow.”

Visualization Tip
To effectively Define the Job to Be Done, create a simple “Before & After” 
comparison of the current and future workflows. Use visuals like red arrows 
to highlight current inefficiencies and cost leaks, and green arrows to depict 
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the streamlined, AI-optimized future. Clearly display key performance indi-
cators (KPIs) to make the potential impact of AI undeniably clear.

Step 2: Align AI Projects with Strategic Goals
In the boardroom, Swati faced skeptical executives. “Another technology 
project?” the CFO frowned. “We need cost savings and revenue growth, not 
experiments.”

Swati revealed her alignment map:

•  Corporate Goal: 20% cost reduction by Q4
•  AI Solution: Predictive inventory management
•  Expected Impact: $2M savings in year 1

→ Reduced storage costs
→ Lowered waste
→ Optimized ordering

“This isn’t about experimenting,” she explained. “It’s about hitting 
our numbers.”

Visualization Tip
Visualize the alignment of AI projects with strategic goals using a “Goal-
AI Solution-Impact” framework. For each AI initiative, clearly show the 
corresponding corporate goal, the AI solution implemented, and the expected 
business impact with measurable outcomes. This visual connects AI efforts 
directly to strategic priorities, demonstrating their contribution to the com-
pany’s success.

Step 3: Start with Minimum Viable 
Experiences (MVEs)
Swati knew that a full-scale AI rollout would be too risky at this stage. They 
needed to test the waters, learn, iterate, and build confidence.

“We start small,” Swati told her pilot team. “One production line. 
Two weeks.”

She sketched their MVE:

•  Focus: High-volume components only
•  Scope: Warehouse A
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•  Timeline: 14 days
•  Success Metric: 15% inventory reduction

“If we fail, we fail fast and learn. If we succeed...”
The Production Manager finished her sentence: “We scale.”

Visualization Tip
To clearly communicate the value of your MVE, create a “Before & After Pro-
cess Map.” The “Before” side shows the current process for the chosen scope 
(e.g., a specific production line) and highlights the inefficiencies you aim to 
address. The “After” side visualizes the AI-enhanced process, demonstrating 
the expected improvements. Quantify the impact with the chosen success 
metric (e.g., a 15% reduction in inventory) to make the value tangible.

Step 4: Measure ROI with Clear Metrics
Swati knew that early, measurable results were crucial to build momentum. 
And that she’d have to prove hard ROI to ensure that more AI projects were 
undertaken later. (She had her eye on a new product design/development 
effort next!) So, after the first week of the AI-driven inventory optimization 
pilot, Swati’s dashboard took shape:

Week 1:

•  Inventory Levels: −8%
•  Storage Costs: −$45,000
•  Order Accuracy: 92%
•  Production Delays: −15%

“Numbers don’t lie,” she told the steering committee. “And these num-
bers tell us we’re onto something.”

Visualization Tip
To effectively demonstrate ROI, create a “Before & After” visualization of key 
metrics. Show the “Before” state with baseline data and the “After” state with 
AI-driven improvements. Use visuals like side-by-side comparisons or a time-
line to highlight the change. Quantify the difference with clear ROI figures 
(e.g., “AI reduced storage costs by $45,000 in the first week”).
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Step 5: Foster Cross-Functional Collaboration
Swati knew that AI initiatives often failed because of departmental silos. Data 
was trapped in separate systems, and teams rarely communicated effectively. To 
truly optimize SynthoFab’s operations with AI, she understood that collabora-
tion was essential. She couldn’t have techies working in isolation; they needed 
input from those who understood the day-to-day realities of the business. To 
break down these walls and achieve a common goal of optimizing inventory and 
production flow, Swati gathered her cross-functional team members:

•  James from Warehouse Operations
•  Mei from Data Science
•  Carlos from Production
•  Sarah from Finance
•  IT Systems Lead
•  Quality Control Lead
•  Shop Floor Supervisor
•  HR Representative
•  Supplier Relations Manager

“AI isn’t just a bunch of algorithms,” she explained, drawing connecting 
lines between their roles on a whiteboard. “It has the power to augment how 
we work together.”

Each week, they huddled around real-time dashboards, spotting patterns 
in inventory, production flow, and financial data that human eyes had missed 
for years.

Visualization Tip
To clarify roles, responsibilities, and expected impacts in AI projects, adapt 
the RACI chart. RACI is a tool used to define who is Responsible, Account-
able, Consulted, and Informed in a process. For AI initiatives, create a “RACI 
+ Impact Chart” with these columns (see Figure 1.1):

	• Role (e.g., Data Scientist, Business Analyst, Department Head)
	• Responsibility (e.g., Data Preparation, Model Training, Business 

Requirements)
	• Accountability (e.g., Model Accuracy, Data Quality, Business  

Outcome)
	• Consulted (Who provides input)
	• Informed (Who is kept updated)
	• Impact (What specific impact is this role responsible for ensuring?)
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18  CHAPTER 1   Business Value

Step 6: Embrace Iterative Learning
After three months of successful AI implementation, Swati’s team encoun-
tered a significant challenge with direct business consequences. The AI 
model, which had been accurately predicting demand and optimizing pro-
duction schedules, started to produce inaccurate forecasts. This wasn’t just 
a technical glitch; it led to disruptions in the supply chain, as production 
schedules were thrown off, causing delays in fulfilling customer orders and 
increasing expedited shipping costs. Swati knew that AI systems aren’t “set it 
and forget it”; they require ongoing monitoring and maintenance to prevent 
“drift” - a gradual decline in performance over time. So, instead of downplay-
ing the issue or looking for someone to blame, she brought it to the forefront, 
framing it as a valuable opportunity to learn and refine the system.

So, instead of downplaying the issue, she brought it to the forefront, fram-
ing it as a chance to learn and refine the system.

Learning Loop:

•  Issue: Seasonal variations skewing data (initially overlooked by 
the model).

•  Action: Added weather data to model (to account for the seasonal impact).
•  Result: 25% improvement in accuracy.
•  Next: Expanding to global factors (like economic indicators). “Every set-

back is data,” she reminded her team. “And data makes us better.”

Visualization Tip
For business leaders, visualizing AI performance over time is essential. Use a 
“Learning Loop Visualization” to track key metrics relevant to business goals 
(e.g., forecast accuracy, cost savings, production efficiency). Show the initial 
performance, the point where performance declined (“drift”), the corrective 
actions you took, and the resulting improvements. This visual clearly demon-
strates the value of iterative learning and helps secure continued support for 
AI initiatives.

Step 7: Cultivate an AI-Ready Culture
Swati understood that AI’s success hinged on more than just technology; it 
required a fundamental cultural transformation at SynthoFab. She worked 
tirelessly to build trust, encourage collaboration, and empower employees to 
embrace AI as a partner.

Six months later, Swati stood in the same boardroom, but everything 
had changed:
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Pro Tip  19

•  Inventory Costs: Down 32%
•  Production Efficiency: Up 45%
•  On-Time Delivery: 89%
•  Cost Savings: $2.8M

Her proudest achievement was on the factory floor. Operators who 
once feared AI now used it daily, suggesting improvements and spotting 
opportunities.

“The technology was the easy part,” she reflected. “The real transforma-
tion was in how we think and work.”

Visualization Tip
The AI Transformation Split-Screen Dashboard (see Figure  1.2) powerfully 
illustrates the before and after states of AI integration in your organization. 
Think of it as a “transformation mirror” that reflects both where your orga-
nization started and what it has become. The split-screen format immedi-
ately shows stakeholders the contrast between traditional operations and 
AI-enhanced workflows, while the bottom metrics panel provides concrete 
evidence of improvement.

The dashboard combines three critical views:

•  Direct role comparisons showing how AI transforms daily work
•  Key performance metrics highlighting quantifiable improvements
•  Collaboration patterns demonstrating enhanced cross-functional  

teamwork

This visualization is particularly effective for leadership presentations 
because it takes abstract concepts like “digital transformation” and “AI 
integration” and makes them tangible through specific examples and mea-
surable outcomes. Use this dashboard early in your AI journey to show the 
potential future state, then update it with real metrics as your transformation 
progresses.

Pro Tip
Keep the metrics simple and impactful. Four to six key numbers that show 
clear improvement are more powerful than a complex array of statistics. 
Focus on metrics that matter to your specific audience: operational metrics 
for the operations team, financial metrics for the finance team, and so on.
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20  CHAPTER 1   Business Value

Real-World Story: Walmart’s AI-Driven Search 
Improvement
To illustrate the Show Not Tell concept (demonstrating AI’s value through 
tangible results), consider Walmart’s AI-driven search improvement. This 
real-world story provides a compelling example of how a focus on Business 
Value, paired with actionable demonstrations, drives measurable success.

•  The Job to Be Done: Improve online shopping experiences and drive 
revenue by delivering more relevant search results.
• •  Current State: Customers in international markets struggle with 

irrelevant search results that fail to account for linguistic and cultural 
nuances, leading to frustration and lost sales.

• •  Future State: An AI-powered search system optimizes relevance 
across multiple languages and cultural contexts, increasing customer 
satisfaction and conversion rates.

FIGURE 1.2  The AI Transformation Split-Screen Dashboard: Before and 
after view of organizational roles, metrics, and collaboration patterns, highlight-
ing the tangible impact of AI integration on daily operations.
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Visualization Tool Example for Business Value  21

 ■ AI’s Role: Analyze customer behavior, optimize search algorithms, 
and adapt dynamically to new markets.

 ■ Human’s Role: Oversee algorithm adjustments, interpret ana-
lytics, and guide expansion strategies.

• •  Outcome: Walmart’s AI-driven solution enhanced search preci-
sion, resulting in increased customer engagement, higher sales, and 
improved customer satisfaction in international markets. Leadership 
reported that all relevant KPIs  - clicks, conversions, and revenue  - 
showed significant improvement.

Visualization Tip
Create a “Customer Journey Split-Screen” showing two paths side-by-side. On 
the left: the current state with friction points highlighted in red (delays, errors, 
frustrations). On the right: the AI-enhanced experience with improvements 
in green (speed, accuracy, satisfaction). Add a metrics panel below showing 
key business impact: reduced errors, faster completion times, and improved 
customer satisfaction.

Key Takeaways:

•  For Organizations Beginning Their AI Journey: Start with a clearly 
defined business problem where AI can create immediate value. 
Walmart’s example shows how focusing on a specific pain point (search 
relevance) provides a clear metric for success. Consider starting with a 
single market or product line to prove value before scaling.

•  For Organizations Scaling AI: Look for opportunities to extend suc-
cessful AI implementations across new markets or use cases. Balance 
automation of routine tasks (like search optimization) with human over-
sight for cultural nuances and strategic decisions. Use early wins to build 
momentum for more ambitious transformations.

Visualization Tool Example 
for Business Value
Visualize AI’s impact on customer experience with the Customer Experience 
Pulse (see Figure 1.3). This tool offers a real-time view of AI interactions shap-
ing customer behavior, which allows for informed decisions, team alignment, 
and accelerated implementation. See Appendix A for implementation steps 
and key success indicators.
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22  CHAPTER 1   Business Value

The Customer Experience Pulse Helps Leaders:

•  Track and visualize how AI interactions shape customer behavior and 
business outcomes

•  Utilize data points like Journey Interaction Metrics and Business 
Impact Metrics

•  Leverage display formats like Interactive Journey Maps and Performance 
Indicators

•  Understand update frequency and sample metrics for effective analysis
The tool is implemented through steps like Journey Mapping, Data 

Integration, Visualization Setup, and Feedback Integration, address-
ing common pitfalls such as Data Overload, Context Gaps, and Delayed 
Response. Success is indicated by Usage Metrics, Performance Impact, and 
Business Outcomes.

From Insight to Action
By providing a clear, real-time view of how AI shapes customer behavior, the 
Customer Experience Pulse empowers teams to make informed decisions, 
drive team alignment, and accelerate implementation. Remember, the goal 
isn’t just to collect data; it’s to inspire action. When teams can see how AI 

FIGURE 1.3  Customer Experience Pulse (basic example): See the real-time 
impact of AI on your business.
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Closing: Turning Vision into Action  23

impacts customer behavior in real time, they’re better equipped to make 
decisions that drive meaningful business outcomes. But what does true trans-
formation look like? Let’s consider this contrast.

Closing: Turning Vision into Action
Picture two scenes from the mining industry:

Scene 1: Present Day
A CIO stands in a control room filled with screens showing AI-

powered dashboards. Despite millions invested, the results flash before 
him in frustrating increments: 2% efficiency gain here, 3% cost reduction 
there. “We’re doing better,” he sighs, “but not transforming.”
Scene 2: The Possible Future

The control room now features a new display: “Digital Twin Mar-
ketplace  - Revenue: $50M.” The mining company has transformed its 
AI-powered operational models into a stand-alone product. A young 
engineer demonstrates their platform to a potential client: “See how our 
AI detected subtle vibration patterns in this haul truck fleet? That insight 
alone saved us $2M in prevented breakdowns.” Behind her, screens show 
real-time equipment health scores from subscriber sites across three con-
tinents. The CIO smiles, remembering when their AI was just an internal 
cost-saving tool. Now it’s generating subscription revenue that rivals their 
traditional mining operations. They’re not just mining minerals anymore; 
they’re mining their expertise.

The gap between these scenes illustrates this chapter’s core message: 
AI success isn’t built on technical capability alone. It’s built on showing, not 
telling, what’s possible. Remember the hologram from the book’s preface? It 
didn’t just present data. It transported stakeholders into a future they could 
see, touch, and believe in.

Think about your organization. What’s your Scene 1 and Scene 2? What 
specific, vivid demonstration could bridge that gap? This chapter has equipped 
you with tools to make that future tangible, to move from abstract possibilities 
to concrete results. In the chapters ahead, we’ll deepen this foundation, show-
ing you how Bold AI Leaders turn visualization into transformation.

Key Takeaways:

•  For Organizations Beginning Their AI Journey: Start by identi-
fying your core expertise that could be monetized. Look beyond simple 
efficiency gains to identify potential new revenue streams. Begin with 
internal improvements that could later become external offerings.
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24  CHAPTER 1   Business Value

•  For Organizations Scaling AI: Consider how your AI solutions 
could create new business models. Look for opportunities to transform 
internal capabilities into marketable products or services. Balance oper-
ational improvements with strategic innovation that could open new 
revenue streams.

The future is already here, but it takes bold leaders to show others how 
to reach it.

Your Turn: Bold AI Leadership in 
Business Value
Business value must be at the heart of every AI initiative, yet many organiza-
tions struggle to clearly define, measure, and demonstrate this value to stake-
holders. Whether you’re just starting to explore AI’s potential or working to 
optimize existing implementations, your success depends on your ability to 
connect AI capabilities directly to measurable business outcomes.

This exercise will help you systematically assess your current state, envi-
sion your future potential, and create a clear action plan that shows, not just 
tells, how AI can deliver tangible business value. Through structured eval-
uation and practical demonstrations, you’ll learn to bridge the gap between 
technical capabilities and strategic business impact.

Assess: Where Are You on Your AI Journey to Create 
Business Value?

If You’re Just Starting with AI:

•  What are the most critical business problems or opportunities that could 
benefit from AI?

•  How do you currently measure success in technology initiatives?
•  What gaps exist between your current metrics and strategic goals?
•  How do similar technology projects typically progress in your 

organization?

If You’re Already Using AI:

•  Are your AI initiatives primarily focused on efficiency, customer experi-
ence, or revenue growth?
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Your Turn: Bold AI Leadership in Business Value  25

•  How effectively are your current AI projects delivering measurable 
business value?

•  Where are you seeing incremental gains vs. transformative outcomes?
•  How well do your AI metrics align with organizational strategic goals?

Reflect: Understanding Your Present and 
Future States

Your Present State (Scene 1):

•  What metrics and outcomes dominate your current view?
•  Where are you investing resources without clear business returns?
•  What capabilities or expertise might be underutilized?
•  If using AI, which projects need reprioritization or refocusing?

Your Future State (Scene 2):

•  What transformative outcomes could AI help you achieve?
•  How might current challenges become market opportunities?
•  What new revenue streams or business models are possible?
•  What would success look like in tangible, measurable terms?

Business Value Creation Strategy:

•  How will you ensure every AI initiative ties to measurable business outcomes?
•  What steps can strengthen the alignment between AI projects and stra-

tegic goals?
•  How can you better Show Not Tell potential value to stakeholders?

Take Action: Making Business Value Tangible

For Organizations New to AI:

•  Create Your Value Map:
• •  Identify three top business challenges AI could address.
• •  Define clear success metrics aligned with strategic goals.
• •  Draft a simple visualization plan for stakeholders.
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26  CHAPTER 1   Business Value

For Organizations Using AI:

•  Prioritize and Refocus:
• •  Select one AI project to revisit or reprioritize.
• •  Adjust its focus to maximize business value.
• •  Strengthen its alignment with strategic goals.

For All Organizations:

•  Build Your Value Framework:
• •  Establish clear measurement mechanisms.
• •  Create regular checkpoints to assess progress.
• •  Plan stakeholder engagement and feedback loops.

Your Bold AI Leadership Challenge This Week
Choose one immediate action.

If New to AI:

•  Document your organization’s detailed Scene 1 and ideal Scene 2.
•  Identify one clear business problem where AI could create measurable value.
•  Create a simple demonstration plan for stakeholders.

If Already Using AI:

•  Select one AI project to reprioritize for greater business value.
•  Map current AI metrics against strategic goals.
•  Design a tangible demonstration of transformed business value.

All Organizations:

•  Schedule a stakeholder meeting to share your vision.
•  Create a simple visual showing the connection between AI capabilities 

and business outcomes.
•  Define clear success metrics for your chosen initiative.

Remember
Bold AI Leaders focus relentlessly on business value. Success comes not from 
having the most advanced technology but from showing others how AI can 
transform challenges into opportunities and capabilities into value.
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