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Executive Summary

Enterprise interest in artificial intelligence has moved rapidly from experimentation to board-level
priority. Organisations across industries are investing heavily in Al platforms, tools, and pilots—yet
only a small proportion are achieving sustained, enterprise-wide value. The challenge is not access
to technology, but the lack of a structured approach to business case development, ROI
modelling, governance, and benefits realisation.

Alngel Consulting helps/enterprises moye from Al ambition to measurable outcomes. Our
structured, lifecycle-based approach enables leaders to quantify value, manage risk, and govern
benefits realisation across the full Al transformation journey. Rather than focusing on
disconnected pilots or theoretical gains, we ground Al investments in clear business outcomes,
realistic adoption timelines, and robust financial models—ensuring Al delivers tangible financial
returns,operational impact, and sustainable competitive|advantage.

The State of Enterprise Al Adoption

The Al market is characterised by rapid innovation, intense vendor activity, and unprecedented
executive'attention. Organisations are experimenting with generative Al, advanced analytics, and
automation across functions ranging from IT operations and software engineering to customer
service, finance, and supply chain.

Despite this momentum, most enterprises remain stuck in an early maturity phase. Al initiatives
frequently stall at proof-of-concept (PoC), fail to scale beyond isolated teams, or struggle to
demonstrate credible financial impact. Investment decisions are often driven by technology
curiosity rather than business priorities, leading to fragmented roadmaps, unclear ownership, and
weak governance.

As a result, boards and executive committees increasingly ask the same questions:
o Whatis the real ROI of our Al investments?
e Which use cases should we scale—and which should we stop?
¢ How do we manage risk, compliance, and accountability as Al adoption grows?

¢ HKow do we ensure Al becomes avalue engine, not a cost centre?

Challenges Enterprises Face in Building Al
Business Cases

Through our work with clients, Alngel consistently observes a common set of challenges:

Unclear Value Attribution

Al benefits are often described in abstract terms—efficiency, innovation, or agility—without being
translated into quantified|/financial outcomes or operational metrics.
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Over-optimistic ROl Assumptions

Early business cases frequently assume rapid adoption, minimal change effort, and linear
scaling—ignoring organisational, data, and process constraints.

Fragmented Use-Case Selection

Use cases are prioritised in silos, without a coherent enterprise view of value, dependencies, or
sequencing.

Weak Governance and Risk Management

As Al systems become embedded in core processes, gaps emerge in oversight, explainability, data
usage, and regulatory compliance.

Benefits Realisation Gaps

Even when Al is successfully deployed, organisations struggle to track whether projected benefits
are realised and sustained over time.

Alngel’s Al Business Case and ROl Modelling
Services

Alngel addresses these challenges by anchoring Al investment decisions in clear business
outcomes and quantified value drivers.
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Using the Al Business Case
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Supports strategic planning, funding decisions,
and informed investment in Al initiatives.
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« Build Leadership Buy-In @ Prioritize Al Initatives
@ Secure Al Funding « Plan Implementation

Supports strategic planning, funding decisions, and
informed investment in Al initiatives.
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Grounding Al in Business Outcomes

We start by aligning Al initiatives to strategic priorities—cost reduction, revenue growth, risk
mitigation, or productivity improvement—ensuring every use case has a clear purpose.

Quantified, Risk-Adjusted ROl Models

We translate Al opportunities into;
o Tangible financial benefits (cost/savings, revenue uplift)
e  Operating model and infrastructure impacts
¢ Risk-adjusted value drivers reflecting adoption and execution risk

e Realistic timelines for value realisation

Linking Technology to Change

Our business cases explicitly incorporate the organisational and operational changes required to
unlock value, avoiding the common trap of “technology-only” ROl assumptions.

Al Business Case Overview

Cost Elements Gains Decision Analysis Framework
Infrastructure _ * Strategic alignment: Directly
Compute, storage, networrking ) IC:)'IPIS;E;[\I/?nngl/ supports priority business goal
: Revanus uolith - Feasibility: Scalable at pace,
Tokens / APIs . e data available, adoption funded
Input tokens, output tox APis - Risk / compliance ) )
cost avoidance - Financial: ROI, NPV, and
iicenisas confidence exceeds investment

Al platforms, MLOps monitoring Risk: Regulators / stakeholders'’

concerns addressed

Delivery Effort
Data engineering, prompt engn. Decision Analysis
. Framework
Data / Adoption -
o : : - Strategic alignment GO
Training, cleansing, anotaing . . L .
Gains Directly supports, priority business
Change / Adoption * Operational - Feasibility
Training, communicatiotions. /FTE saving chlable at pace, daFa STOP
business process redesign . Revenue uplift available, adoption risk
- Risk /compliance ~ Farsgasy
RS s iance costavoidgnce
Regulatory approval GO HOLD STOP

& J

Tracking, Monitoring, and Maximising Al ROI

Alvalue does not materialise at deployment—it is realised over time through adoption, behaviour
change, and continuous optimisation.

Alngel helps clients establish:
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Clear value baselines and measurement frameworks
KPI hierarchies linking Al performance to business outcomes

Governance forums to review progress, risks, and benefits

Feedback loops to refine use cases and reallocate investment

This ensures Al investments remain transparent, accountable, and relentlessly focused on
measurable results, not just technical success.

A Structured, Lifecycle-Based Approach to Al
Transformation

In our experience, the journey to Al-driven transformation is not a straight line. It is a complex
lifecycle where organisations face different hurdles at each stage—technical, organisational,
commercial,-and regulatory.

Alngel’s framework is designed to navigate these challenges systematically.

Phase 1: Business Case & ROl Foundation (4 Weeks)

Enterprise Al readiness and opportunity assessment
Wse-case identification and prioritisation
Quantified business case and ROl model

Risk, dependency, and adoption assessment

Phase 2: Transformation Roadmap & Governance Design (4—6
Weeks)

Target operating and delivery model
Technology and data architecture alignment
Governance, risk,'and compliance frameworks

Phased roadmap with milestones and benefits tracking

De-Risking Al Transformation Beyond,PoC

Many Al initiatives stall at PoC due to underestimated complexity and insufficient governance.
Alngel’s approach focuses on de-risking scale, not just enabling pilots.

We address:

Technical complexity through architecture and platform alignment

Copyright Aingel Consulting Limited 2026




Alngel
e Organisational risk through operating model and skills design
e Regulatory and ethical risk through governance and controls

e Financial risk through staged investment and benefits validation

This creates the conditions for stable, enterprise-grade Al adoption.

From Business Case‘’to Transformation Roadmap
Our methodology explicitly links:

e Use casesto financialimpact
e Financial impact to operating model and infrastructure change
e Change to governance and accountability

This ensures Al transformation remains cohesive and controlled—rather than a collection of
disconnected initiatives.
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Al Transformation Roadmap: A Strategic Cheat Sheet

1. ANCHOR THE BLUEPRINT IN BUSINESS

OUTCOMES (NOT TECHNOLOGY)

BEST PRACTICE: Start with 3-5 board-level business
priorities (e g, revenue growth, cost efficiency, risk

). Every Al initiative
must map explucntty to one pnmary outcome.

( Decision | (A1 Use Case)
i |
(e )] (@™ )
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START WiTH

VALUE

SUCCESS METRICS
defined upfront.

2. ESTABLISH AN EXECUTIVE-OWNED
Al OPERATING MODEL

BEST PRACTICE: Treat Al as an enterprise operating

N 3. FIX THE FOUNDATIONS FIRST:
DATA, ARCHITECTURE, SECURITY

BEST PRACTICE: Assume AI WI|| amplify existing

capability, not an IT experiment. Define clear hip. not fix them. A technical debt
explicitly. CI w5
MANAGEMENT TEAM /_) TECHNICAI. 8
I D]

58 )|

Exec Sponsor 8 Bu;irg:ss CoE  Risk/Legal
L omain anerse ) J il |I|I|[

. DATA: ARCHITECTURE: ~ SECURITY:

strategy —> delivery — risk — value quality, lineage, cloud, reusable identity,

_ L access components model access )
Q. DESIGN A CLEAR Al MATURITY | | 5. PRIORITIZE USE 6. EMBED GOVERNANCE ) (7. REDESIGN PROCESSES, )
PATH (STAGE-BASED ROADMAP) CASES RUTHLESSLY ?#&?#gg% Effg')' NOT JUST AUTOMATE THEM
BEST PRACTICE: Use a stage-based roadmap BEST PRACTICE: Limit early portfolios | BEST PRACTICE: Build governance into BEST PRACTICE: Treat Al as a process.
rather than a static plan. to high-value, fgasible: repeatable c | the Al lifecycle, r;ot 2 agreview gateat d lever, not a productivity plug-in.
FOUNDATION use case;. ;.\v:iI:.l‘ Io;;; ‘Al wish lists". | | theend. Rethink workfiows end-to-end.
rioritiz Visually
i st S E":Elaﬁgrsni?asibies, High optimized,
and creative MR Ingh dectminstion Impact not just
efiieic aiid path. gy > orerioctiom. mpa automation
o sche) &7t ol
= Feasibility |
. S
( premnert soantion, 4 gTe
N and enmnncement. Selection criteria:
‘ + Business Impact
dmDm FR + Data Availability
Embed precciptions %D : * Process Maturity (%
porading v 5
to unude-snnotation and et csliicoited * Regulatory Risk RISX  HUMAN-IN- MONITORING AUDITABILITY
C"‘ sutomomsed. snrough a esoge. * Time-to-value | &usmwm THE-LOOP  (Blas, DHII) ) Old Workflow New WOrkﬂowJ
'@ 2 R &
8. INVEST IN TALENT, SKILLS, (9. MEASURE VALUE CONTINUQUSLY 10. TREAT THE BLUEPRINT h
AND CULTURE (AND KILL WHAT DOESN'T WORK) AS A LIVING ASSET
BEST PRACTICE: Build Al literacy across the enterprise, BEST PRACTICE: Track value realization continuously, not BEST PRACTICE: Update the blueprint at least
not just data science depth. annually. Be willing to stop Al initiatives that don't deliver. quarterly, Use it as a decision reference for funding, risk,
@ \ and prioritization.
PROMPTING RISK AWARENESS FINANCIAL IMPACT @ ADOPTION & USAGE i ‘!'
CHANGE PRODUCT DECISION QUALITY TIME SAVED Al capabilities, regulaons, and
\LEADERSHIP OWNERSHIP ) L KILL POINT ) business conditions evolve quickly. / 3

Outéomes Dfelivered”

Clients adopting Alngel’s approach consistently achieve:

o
o Faster time-to-value from Al invéstments

o Reduced execution, operational, and regulatory risk

e Sustainable benefits realisation beyond initial deployment
o

A credible roadmap for long-term competitive advantage
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Conclusion

Enterprise Al success depends less on algorithms and more on discipline: disciplined investment
decisions, disciplined governance, and disciplined benefits realisation.

Alngel Consulting helps organisations bring that discipline—turning Al from a collection of
experiments into a managed, value-driven transformation with measurable ROl and lasting impact.
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