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Why Use This Guide

Most Al guides tell you what to use. This one tells you how to prove it worked.

80% of professionals say Al improved their productivity. Only 37% of organisations report
measurable financial impact. Only 6% are high performers seeing real returns. Only 7% of
leaders can prove Al ROI to their boards.

That gap, between what people feel and what organisations can prove, is exactly what this guide
addresses. It gives you role-specific metrics, baselines, leakage detection, and the language to
present Al impact to leadership in a way that holds up under scrutiny.

THE Al ROI GUIDE



How to Use This Guide

1. Jump to your role’s section in Chapter 5.

2. Start with the baseline. You cannot prove ROl without knowing where things stood before.
3. Pick three metrics. Not ten. Three that are specific to your role and measurable right now.
4. Track for 90 days using the plan in Chapter 8.

5. Present in leadership language: cost, risk, revenue, and time.

6. Use the “Do this now” prompt at the end of each chapter to act immediately.
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Chapter 1

The Measurement Problem Nobody Is
Talking About

Adoption is accelerating. Proof of value is
not.

88% of organisations now use Al in at least
one business function, and generative Al
use jumped from 33% in 2024 to 72% in
2026. Despite two years of broad adoption
and rising investment, the share of
organisations reporting measurable
financial returns has not grown. (McKinsey
State of Al, August 2026)

The numbers tell the story clearly. 80% of
professionals say Al improved their
individual productivity. Only 37% of
organisations report any positive EBIT
impact from Al. Only 6% qualify as high
performers with significant financial
returns. And only 7% of leaders report
established Al ROI to their boards. (KPMG Global Al Pulse Q2 2026)

This is the central problem of Al in 2026. Not adoption. Not capability. Proof.

The organisations closing this gap share one trait. They redesigned their workflows around Al
and built measurement infrastructure before expecting results. The ones still stuck added Al to
existing processes and then asked why the numbers did not move.

KPMG’'s Q2 2026 Global Al Pulse found that 76% of leaders now see real business value from Al,
yet only 7% can demonstrate a return against what they spent. Adoption is easy. Accountability
is the hard part, and that is what this guide is about.

Do this now: Write down one Al use case you are currently using in your role. Then ask yourself
what number would prove it worked.
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Chapter 2

What Al ROI Actually Means

ROI from Al is not the same as ROl from a
software licence or a headcount reduction.
Treating it the same way is one of the primary Loy
reasons most organisations cannot prove ' b
value.

There are three categories of Al return, and
most organisations are only measuring one of
them.

Financial ROI covers cost savings, revenue lift,
and margin improvement. This is the category
most organisations reach for first because it
sits closest to existing financial frameworks. It
is also the hardest to isolate cleanly, because
Al rarely operates in a vacuum.

Operational ROI covers cycle time, quality,

throughput, and error reduction. This is where

Al impact is most visible and most measurable at the role level, and it is the category most
directly within a professional’s control to track and report.

Strategic ROI covers speed to market, decision quality, and competitive positioning. It is the
hardest to quantify and the most important to leadership in the long run, and it is also the
category most organisations skip entirely when building their measurement frameworks.

The result of measuring only financial ROIl, and measuring it badly, is a picture that either
overstates or understates Al's actual contribution depending on which costs were included and
which were ignored.

The verified benchmarks tell the same story. Average enterprise GenAl ROI sits at 1.7x return on
investment. McKinsey-identified high performers, the top 6% of organisations, achieve 10.3x per
dollar invested, while IDC and Microsoft's production deployment benchmark puts average
return at 3.7x per dollar for organisations with Al in active production use. To be clear on the
distinction: the 10.3x figure reflects McKinsey's high-performer cohort, while the 3.7x figure
reflects IDC and Microsoft's production-deployment average. These are different populations
measured differently, and both figures are real. (AlWorldMeter, 2026; McKinsey State of Al 2025;
IDC/Microsoft, 2025)

The gap between 1.7x and 10.3x is not explained by which tools were used. It is explained by
how rigorously organisations measure, iterate, and act on what they find.

Do this now: Take your current Al use cases and classify each one as financial, operational, or
strategic ROI. Most teams will find they are measuring one category and ignoring the other two.
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Chapter 3

Why Most Al ROl Measurement Fails

Most Al measurement programs fail before ;
they produce a single useful number. The $ s
failure is almost never about the Al itself. It is |
about the measurement infrastructure that
was never built.

12

Five reasons consistently explain why
organisations cannot prove Al value.

The first is that no baseline was set before
deployment. This is the single most common
failure and the hardest to fix after the fact.
When Al is introduced without a record of
what performance looked like before, there is
no comparison point. Productivity gains are
perceived but not provable.

The second is that the wrong metrics were
chosen. Teams measure what is easy to count rather than what matters. Tool usage rates and
prompt volumes tell you nothing about business impact. They measure activity, not value.

The third is that individual gains were reported as organisational gains. A developer saving two
hours a week is a real productivity gain. Multiplied across fifty developers, it may look significant
in a presentation. Whether it translated into faster delivery, fewer defects, or revenue impact is
a different question that requires a different measurement.

The fourth is that measurement was added after the fact. Retrospective measurement is
contaminated by selection bias, recall error, and the tendency to highlight the use cases that
worked. Measurement must be designed before deployment to be credible.

The fifth is that nobody owned the number. When Al ROl is everyone's responsibility, it
becomes no one’s priority. Without a named owner and a defined reporting cadence,
measurement drifts and eventually disappears.

95% of GenAl pilots deliver zero measurable P&L impact, according to MIT Project NANDA's 2025
research. The gap between what pilots promise and what they deliver is driven not by model
quality but by brittle workflows, weak contextual learning, and poor fit with daily operations.
(MIT Project NANDA, The GenAl Divide: State of Al in Business 2025)

Do this now: Audit your last Al pilot or deployment against these five failure reasons. Write
down which one applied. That is where your measurement program needs to start.
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Chapter 4

Setting the Baseline: The Step Everyone
Skips

Al ROI cannot be measured without knowing where things stood before Al was introduced. This
sounds obvious. Almost nobody does it.

The baseline is the pre-Al performance record for the metrics that matter to your role. Without
it, any claim about Al impact is an estimate at best and a guess at worst. With it, the impact of Al
becomes demonstrable, defensible, and presentable to leadership.

At minimum, four to six weeks of pre-Al performance data per metric is needed, or one full
sprint or release cycle, whichever is longer. For sales metrics, one full quarter is preferable. The
goal is a stable baseline that accounts for normal variation in the work rather than a single week
that may be atypically good or bad.

The baseline framework by role is as follows.

Software Developers should capture cycle time per feature or ticket, defect rate per
release, code review turnaround time, and the proportion of time spent on routine versus
complex work.

QA Engineers should capture test coverage percentage, defect escape rate into production,
regression cycle time, and automation script maintenance hours per sprint.

Architects should capture design review cycle time, rework rate following deployment, the
number of compliance gaps identified post-approval, and time spent on architectural
documentation.

time before issues escalate, sprint plan accuracy rate, and stakeholder communication
turnaround time.

Consultants and Business Analysts should capture requirements rework rate, gap analysis
accuracy against implementation findings, client revision cycles per deliverable, and

| Project Managers should capture forecast accuracy against actuals, risk identification lead
| documentation turnaround time.

Sales professionals should capture prospect research time per account, outreach
personalisation rate, proposal revision cycles per deal, and time from discovery to proposal
submission.

Organisations without defined ROI frameworks are 2.5x more likely to cancel Al programs after
the initial investment phase. (McKinsey Al measurement research, 2025, cited via Opsio Cloud)

Do this now: Pick one metric from your role’s list above. Find or reconstruct the last four to six
weeks of data for that metric. Write it down. That is your baseline, and everything after Al
adoption gets measured against it.
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Chapter 5

Role-Specific Metrics That Actually Matter

The metrics that prove Al value are different for every role. A metric that is meaningful for a
developer is irrelevant for a sales professional. This chapter gives each of the six roles five
specific metrics to track, what good movement looks like, and the measurement frequency that
makes sense for each.

Software Developers and Programmer
Analysts

Al-assisted delivery share is the proportion of
completed tickets or pull requests where Al tooling
contributed meaningfully to the code, tracked as a
percentage of total delivery. Good movement is a steady
increase without a corresponding increase in defect rate.

Cycle time delta is the time from ticket assignment to
code review submission, measured before and after Al
adoption. Good movement is a reduction of 15 to 25
percent on routine features within the first quarter.

Defect rate change measures defects per release or per
sprint before and after Al adoption. A drop in defects combined with faster cycle time is the
strongest signal of genuine productivity gain. A drop in defects combined with an increase in
review time suggests that the verification overhead is absorbing the productivity benefit.

Security incident rate tracks vulnerabilities identified in post-release review or in production,
before and after Al adoption. Given that Al-generated code introduces security vulnerabilities at
significantly higher rates than manually written code, this metric should be tracked as a risk
indicator alongside productivity metrics, not instead of them.

Code review turnaround measures the time from pull request submission to review
completion. Good movement is a reduction, indicating that Al-generated code is cleaner and
requires less back-and-forth. Stagnation here while cycle time improves suggests quality issues
that will surface later.

Measurement frequency: Per sprint.
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QA Engineers and SDETs

Test coverage expansion rate is the increase in code
coverage or scenario coverage per sprint, before and
after Al adoption. Good movement is meaningful
expansion without a corresponding increase in
automation maintenance time.

Defect escape rate tracks defects that reach production
as a proportion of total defects identified across the
testing cycle. This is the most important quality metric
for QA and the one where Al impact is most directly
visible. Good movement is a reduction over a rolling
quarter.

Automation maintenance time measures hours spent maintaining existing automation scripts
per sprint. Al-generated automation frequently requires more maintenance than manually
written scripts due to fragile locators and missing wait conditions. Increase in this metric is a
warning signal, not a neutral one.

Regression cycle time tracks the time to complete a full regression suite before a release.
Good movement is a reduction, indicating that Al is accelerating test execution or reducing the
manual steps required.

Production incident rate measures incidents per release attributed to test coverage gaps. This
is the ultimate downstream measure of QA effectiveness and the one that leadership cares
about most. Good movement is a reduction over a rolling quarter.

Measurement frequency: Per sprint and per release.

Architects and Senior Engineers

Design review cycle time tracks the time from initial
architecture proposal to approved design. Good
movement is a reduction, indicating that Al-assisted
research and documentation is accelerating the review
process without reducing thoroughness.

Rework rate post-deployment measures the
proportion of deployed designs requiring significant
architectural change within the first quarter of
production. This is the most important quality indicator
for architects. An increase suggests Al recommendations
are being accepted without sufficient scrutiny.

Architectural decision documentation quality is a peer review score for ADRs, measured on
whether context, constraints, alternatives, and actual reasoning are present. Good movement is
improvement in score, indicating that Al is helping structure documentation rather than
substituting for the reasoning that makes it useful.
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Compliance gap rate tracks regulatory or security gaps identified after a design is approved,
per quarter. Good movement is a reduction, indicating that compliance considerations are being
built in rather than retrofitted.

Measurement frequency: Per project and per quarter.

Project Managers and Scrum Leads

Forecast accuracy delta measures the difference
between planned and actual delivery at the end of each
sprint or project phase, before and after Al adoption.
Good movement is a reduction in variance, indicating
that Al-assisted planning is producing more accurate
estimates.

Risk identification lead time tracks how many days
before a risk escalates it appears in the risk register.
Good movement is an increase, indicating that Al-
assisted analysis is surfacing risks earlier rather than
after they have already caused damage.

Stakeholder communication cycle time tracks the time from a project event to stakeholder
notification. A paired metric worth tracking alongside it is communication accuracy, assessed by
the rate of stakeholder follow-up questions indicating the update was unclear or incomplete.

Sprint plan accuracy rate measures the proportion of sprint commitments completed as
planned, before and after Al adoption. A plan that looks balanced but consistently underdelivers
is not better for having been Al-assisted.

Measurement frequency: Per sprint and per month.

SAP, Functional Consultants and
Business Analysts

Requirements rework rate is the proportion of
requirements that require revision after client review or
during implementation. This is the most direct measure
of requirements quality and the one where the gap
between Al-generated and confirmed requirements
shows up most clearly. Good movement is a reduction.

Gap analysis accuracy tracks the proportion of process
gaps identified in Al-assisted analysis that are confirmed
as real gaps during implementation, versus gaps that
turn out to be standard platform behaviour the client
already handles. Good movement is improvement, indicating that Al analysis is being
supplemented with sufficient client context to be accurate.
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Client revision cycles per deliverable measures the number of rounds of client feedback
required before a deliverable is accepted. An Al-assisted document that requires more revision
cycles than a manually produced one is not saving time. It is shifting where the time is spent.

Documentation turnaround time tracks the time from brief to delivered draft for standard
deliverables. Good movement is a reduction without a corresponding increase in revision cycles.

Measurement frequency: Per deliverable and per engagement.

Sales and Business
Development

Outreach personalisation rate is the
proportion of outreach messages containing
at least one piece of intelligence specific to the
individual prospect rather than their industry
or company type. This metric requires human
judgment to assess and cannot be automated
meaningfully. Good movement is an increase,
indicating that Al research is being
supplemented with specific signal
identification rather than replacing it.

Prospect research time per account tracks
the time from initial account identification to
first outreach, before and after Al adoption. If
research time is the same or longer with Al,
the tool is adding process rather than removing it.

Proposal revision cycles per deal measures the number of rounds of revision between initial
proposal submission and final version accepted by the client. Good movement is a reduction,
indicating that Al-assisted proposals are more accurately reflecting discovery conversations
rather than producing polished but generic documents.

Objection response accuracy is a subjective but trackable metric: the proportion of objection
responses that advance the conversation rather than producing a deflection or a repeat of the
objection. Good movement is improvement over a rolling quarter.

Measurement frequency: Per campaign, per deal, and per quarter.

Waydev's 2026 engineering metrics framework identifies five core metrics for Al ROl in
engineering teams: true adoption rate, Al-assisted delivery share, quality delta, cycle time
impact, and ROI per team. The framework notes that organisations measuring all five are
significantly more likely to produce board-ready Al ROl numbers than those tracking only one or
two. (Waydev, 2026)

Do this now: Pick three metrics from your role’s list. Not the easiest three. The three that would
be most meaningful to your manager or client. Start tracking them this sprint or this week.
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Chapter 6

The Productivity Leakage Problem

This is the chapter most Al ROI guides skip.
It is also the one that explains why most
measurement programs produce numbers
that disappoint.

Average reported productivity gain from Al
tools is 37%. Realised productivity gain k
after accounting for learning curves,
integration friction, quality issues, and
governance overhead is 22%. The gap
between what organisations expect and
what they actually get is called productivity
leakage, and it is recoverable — but only if
you know where to look.

The central data point is this: 80% of
professionals report individual productivity
gains from Al, but only 37% of
organisations report any positive
enterprise EBIT impact, and only 6% are high performers. The gap between 80 and 6 is not a
rounding error. It is the accumulated cost of unmanaged leakage. (McKinsey State of Al, August
2026)

Leakage occurs in four places consistently.

The first is learning curves and adoption friction. When Al tools are introduced without
structured onboarding, professionals spend time learning the tool while simultaneously
delivering work. The productivity gain comes later. The cost comes now. Organisations that do
not account for this in their measurement timeline misread early results as evidence that the
tool is not working.

The second is integration costs and workflow misalignment. Al tools added to existing
workflows without redesigning those workflows produce partial gains. The tool saves time on
one step and adds time to the surrounding steps that were not redesigned. McKinsey's 2026
research found that nearly 75% of high performers reported redesigning workflows around Al,
compared with 25% of others. That difference explains much of the gap between 1.7x and 10.3x
return.

The third is quality issues and rework. Al-generated output that requires significant human
revision before use does not save time. It shifts where the time is spent. If a developer spends
twenty minutes reviewing Al-generated code and twenty minutes reviewing manually written
code, the net gain is zero before accounting for the additional security and integration checks
that Al output specifically requires.
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The fourth is governance and oversight gaps. Output that moves through a workflow without
appropriate human review creates downstream costs, including rework, client revision cycles,
and production incidents, that are rarely attributed back to Al in the measurement. They appear
as project costs rather than Al costs, making the Al ROl number look better than it is while
hiding the real cost of insufficient oversight.

MIT Project NANDA found the gap between reported productivity gains and enterprise financial
impact is driven by brittle workflows, weak contextual learning, and poor operational fit rather
than model quality. The model is rarely the problem. The implementation almost always is. (MIT
Project NANDA, The GenAl Divide: State of Al in Business 2025)

Do this now: Identify one leakage point in your current Al workflow. It does not need to be the
biggest one. Pick the one you can fix this week and fix it. Track whether the relevant metric
improves in the following sprint.

THE Al ROI GUIDE
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Chapter 7

How to Present Al ROI to Leadership

Most professionals who have
been using Al productively for
months cannot answer the
question their leadership is
actually asking. Not “is Al
useful?” The answer to that is
obvious. The question is: “What
did we get for what we spent?”

That question requires a
different kind of answer than
most professionals have
prepared.

Leadership speaks four
languages, and Al ROI needs to
be translated into all of them.

Cost is the first. How much did

this save? Translate productivity

gains into cost equivalents. If Al
saved each developer three
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hours per sprint across a team of ten, that is thirty developer hours per sprint. At a blended
rate, that is a number in pounds or dollars that leadership can evaluate against the licence cost.

Risk is the second. What problems did this prevent or reduce? Defect rates, compliance gaps,
security incidents, missed deadlines. Risk reduction is often more compelling to leadership than
productivity improvement because it is easier to attach a cost to a prevented incident than to a

saved hour.

Revenue is the third. What did this enable or accelerate? Faster delivery means features reach
users sooner. Better prospect research means more relevant outreach. Reduced proposal
revision cycles mean deals close faster. These are revenue impact arguments that connect Al

productivity to business outcomes.

Time is the fourth. How much faster did things move? Cycle time, time-to-value, and decision
speed are universally understood and often the easiest to demonstrate with specific before-

and-after numbers.
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One-line impact templates by role, as starting points with placeholders to replace with
actual numbers:

Developers: “Al reduced average cycle time by X%, cut defect rate by Y%, and saved
approximately Z developer hours per sprint over the past quarter.”

QA: “Al expanded test coverage by X%, reduced defect escape rate by Y%, and cut
regression cycle time by Z hours per release.”

Architects: “Al reduced design review cycle time by X%, with rework rate post-
deployment stable at Y% over the past quarter.”

reduced risk identification lead time by Y days over the past quarter.”

Consultants and BAs: “Al reduced requirements rework rate by X%, cut
documentation turnaround time by Y%, and reduced client revision cycles from an
average of Z to W per deliverable.”

Sales: “Al reduced prospect research time by X%, increased outreach personalisation

I Project Managers: “Al improved sprint forecast accuracy by X percentage points and
I rate to Y%, and reduced proposal revision cycles from an average of Z to W per deal.”

Only 7% of leaders report established Al ROI to their boards. (KPMG Global Al Pulse Q2 2026) The
professionals who can present the other 93% of leadership teams with a clear, evidence-based
answer to “what did we get?” are the ones who shape where Al investment goes next.

Do this now: Draft a one-paragraph Al ROl summary for your role using the cost, risk, revenue,
and time framework. Use your actual metrics from the last sprint or the last month. If you do
not have the numbers yet, that tells you exactly what to start measuring.
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Chapter 8

The 90-Day Al ROl Measurement Plan

Measurement does not have to be complex to be credible. It has to be consistent. This plan
gives you a structured 90-day framework to go from no measurement to a defensible ROI
number that holds up in a leadership conversation.

Month 1: Baseline\

In Week 1, choose three metrics from your role’s list in Chapter 5 and confirm that
historical data exists for each one or begin capturing it immediately.

In Week 2, establish your pre-Al baseline for each metric. If Al is already in use, work with
the earliest reliable pre-Al data available. Document the baseline in writing with a date.

In Week 3, assign ownership. One person is responsible for each metric. If you are
measuring individually, you own all three. If you are measuring at team level, each metric
needs a named owner and a defined reporting cadence.

In Week 4, set up the simplest possible tracking mechanism. A shared spreadsheet
updated weekly is sufficient. The goal is consistency, not sophistication.

Month 2: Tracking\

Across Weeks 5 to 8, measure each metric weekly. Track Al-assisted work separately from
non-Al-assisted work where possible. Note leakage points, including quality issues,
rework, and integration friction, as they arise rather than trying to reconstruct them later.

At the end of Month 2, review the data. Are the metrics moving in the right direction? Is
the movement significant or within normal variation? If the metrics are not moving,
identify why before proceeding. Changing the tool is rarely the answer. Changing the
workflow, the briefing quality, or the verification process is almost always more effective.
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Month 3: Analysis and Presentation\

Across Weeks 9 to 11, calculate ROI per use case using the cost, risk, revenue, and time
framework from Chapter 7. Identify the use cases producing measurable return and the
ones producing negligible or negative return.

In Week 12, prepare a one-page ROl summary using your role’s impact template from
Chapter 7. Present it to your manager, your team lead, or your client. The presentation
does not need to be comprehensive. It needs to be honest and specific.

By Day 90, you will have three metrics with a documented baseline and twelve weeks of
tracked data. You will know which Al use cases in your role are producing measurable
return and which are not. You will be able to answer the question “what did we get?” with
specific numbers that connect to business outcomes. And you will have a measurement
habit that continues beyond Day 90 because the infrastructure is already in place.

Organisations without defined ROI frameworks are 2.5x more likely to cancel Al programs
after the initial investment phase. (McKinsey Al measurement research, 2025, cited via Opsio
Cloud) Measurement is not just about proving value. It is about sustaining investment in
the programs that are working.

Do this now: Block 30 minutes this week. Use them to choose your three metrics, find your
baseline data, and set up a tracking document. That 30 minutes is the difference between a
measurement program and a good intention.
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Chapter 9

From Feeling Productive to Proving It

Al is doing something in most
organisations. The 80% productivity figure ,
is real. The individual gains are genuine. i
Professionals using Al well are faster, more i
thorough, and better prepared than they
were two years ago.

dual
ctivity

produ!

The problem is that feeling is not proof.
And in 2026, proof is what determines
which Al programs get funded, which roles
get credit for outcomes, and which
organisations actually close the gap
between adoption and financial return.

The professionals who stand out will not
be the ones who used Al the most. They
will be the ones who can demonstrate
what they got for using it, specifically, in
their role, with numbers that connect
individual productivity to organisational outcomes.

That shift from reporting activity to reporting impact is the single most important professional
development move available to anyone using Al at work right now. It requires the least
technology and the most discipline.

The measurement infrastructure in this guide takes 90 days to build and a few hours a month to
maintain. What it produces is the ability to answer the hardest question in enterprise Al with
something better than a feeling.

Al will keep improving. The gap between individual productivity and enterprise financial impact
will only close for organisations that build the measurement habits to track it. The professionals
who build those habits now are the ones who will shape how Al investment grows in the
organisations they work in.
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About Paramount Software Solutions

= Turn Your Al Toolkit Into Real
~ Impact

This guide gave you the tools. The Paramount
Al Centre of Excellence helps you turn them
into outcomes.

With 25 years of experience in technology and
innovation, Paramount Software Solutions
helps organisations move from Al
experimentation to production-grade Al that
delivers measurable business impact.
Through the Al Centre of Excellence,
Paramount combines Al strategy,
implementation, and governance to build solutions that are scalable, secure, and aligned with
enterprise and regulatory expectations.

The approach is grounded in one belief: Al should strengthen professionals and accelerate
outcomes while accountability and expertise remain human.

This guide is the fourth in the Paramount Al Centre of Excellence series for technology and
business professionals. The full series is available at paramountsoft.net.

Al at Your Desk: The 2026 Work Companion for Tech Professionals Structured prompts,
step-by-step workflows, and validated Al usage techniques for six professional roles.

The Al Lie Detector: What Al Gets Wrong in Your Job and How to Catch It Fast The
specific failure patterns that affect each role and the verification habits that catch them.
The 30-Day Al Upgrade A role-by-role ramp-up plan to move from casual Al use to
professional-grade Al integration.

To explore how Paramount can support your organisation’s Al initiatives,
visit www.paramountsoft.net

Share This Guide

This guide is free to share. If a colleague, a team, or an organisation you know is trying to move
from Al activity to Al accountability, pass it on. To explore how Paramount can support your
organisation directly, visit www.paramountsoft.net
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