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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 AI 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. 

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

 

The State of Enterprise AI Adoption 
The AI market is characterised by rapid innovation, intense vendor activity, and unprecedented 
executive attention. Organisations are experimenting with generative AI, 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. AI 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: 

• What is the real ROI of our AI investments? 

• Which use cases should we scale—and which should we stop? 

• How do we manage risk, compliance, and accountability as AI adoption grows? 

• How do we ensure AI becomes a value engine, not a cost centre? 

 

Challenges Enterprises Face in Building AI 
Business Cases 
Through our work with clients, AIngel consistently observes a common set of challenges: 

Unclear Value Attribution 
AI 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 ROI 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 AI systems become embedded in core processes, gaps emerge in oversight, explainability, data 
usage, and regulatory compliance. 

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

 

AIngel’s AI Business Case and ROI Modelling 
Services 
AIngel addresses these challenges by anchoring AI investment decisions in clear business 
outcomes and quantified value drivers. 
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Grounding AI in Business Outcomes 
We start by aligning AI initiatives to strategic priorities—cost reduction, revenue growth, risk 
mitigation, or productivity improvement—ensuring every use case has a clear purpose. 

Quantified, Risk-Adjusted ROI Models 
We translate AI opportunities into: 

• Tangible financial benefits (cost savings, revenue uplift) 

• Operating model and infrastructure impacts 

• Risk-adjusted value drivers reflecting adoption and execution risk 

• 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” ROI assumptions. 

 

Tracking, Monitoring, and Maximising AI ROI 
AI value does not materialise at deployment—it is realised over time through adoption, behaviour 
change, and continuous optimisation. 

AIngel helps clients establish: 
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• Clear value baselines and measurement frameworks 

• KPI hierarchies linking AI performance to business outcomes 

• Governance forums to review progress, risks, and benefits 

• Feedback loops to refine use cases and reallocate investment 

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

 

A Structured, Lifecycle-Based Approach to AI 
Transformation 
In our experience, the journey to AI-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. 

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

 

Phase 1: Business Case & ROI Foundation (4 Weeks) 
• Enterprise AI readiness and opportunity assessment 

• Use-case identification and prioritisation 

• Quantified business case and ROI 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 AI Transformation Beyond PoC 
Many AI initiatives stall at PoC due to underestimated complexity and insufficient governance. 
AIngel’s approach focuses on de-risking scale, not just enabling pilots. 

We address: 

• Technical complexity through architecture and platform alignment 
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• Organisational risk through operating model and skills design 

• Regulatory and ethical risk through governance and controls 

• Financial risk through staged investment and benefits validation 

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

 

From Business Case to Transformation Roadmap 
Our methodology explicitly links: 

• Use cases to financial impact 

• Financial impact to operating model and infrastructure change 

• Change to governance and accountability 

This ensures AI transformation remains cohesive and controlled—rather than a collection of 
disconnected initiatives. 
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Outcomes Delivered 
Clients adopting AIngel’s approach consistently achieve: 

• Clear, defensible AI business cases approved by Finance and Boards 

• Faster time-to-value from AI investments 

• Reduced execution, operational, and regulatory risk 

• Sustainable benefits realisation beyond initial deployment 

• A credible roadmap for long-term competitive advantage 
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Conclusion 
Enterprise AI success depends less on algorithms and more on discipline: disciplined investment 
decisions, disciplined governance, and disciplined benefits realisation. 

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


