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Executive Summary

Most of the Al conversation in the enterprise technology channel is still fixated on the front of house —
chatbots, virtual agents, CX automation. That's real, but it's not where the deepest or most durable ROl is
showing up in 2026. The functions quietly compounding the biggest gains are the ones nobody puts on a
keynote slide: IT operations, security operations, finance and back-office processing, and supply chain.

This paper makes the case, with current data, that operations — not the customer-facing layer — is where
Al's economics are proving out fastest, and lays out the use cases, benchmarks, and efficiency patterns
operations leaders and their advisors should be tracking.

1. The Blind Spot: Why “Al Wins” Skews Customer-Facing

Vendors sell what's visible. A customer-facing bot demos well; a 20% reduction in invoice processing time
does not. But when CIOs are asked what they actually measure, the answer flips the script: operational
efficiency and process improvement rank as the top Al success metric, cited by 40% of respondents,
followed by employee productivity (34%) and cost reduction (30%) — revenue impact trails behind.

Source: CIO

That's the blind spot this paper addresses. Operations wins are less photogenic, but they are where the
balance sheet impact is concentrated today.

2. Use Cases: Where Al Is Winning Inside Operations

IT Operations

Automated infrastructure and ticket handling. Modern IT service platforms now triage, route, and often
resolve tickets — password resets, access requests, routine device issues — before a human touches the
queue.

Documented outcome: one enterprise case tracked automated IT operations rising from 12% at the start
of a project in early 2024 to 75% by late 2025, an improvement that roughly halved the cost of running IT
operations.

Source: CIO

Security Operations (SOC)

Alert triage and investigation. Al clusters and correlates alerts, cutting the volume analysts must manually
review.
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Documented outcomes: Al-augmented SOCs have shown a 50% reduction in mean time to detect and a
60% drop in manual triage workload. Separately, organizations using Al and automation in security
operations contained breaches 108 days faster and saved an average of $2.22 million more than
organizations without Al-driven defenses.

Source: Practical DevSecOps

Adoption is near-universal: 96% of cybersecurity professionals agree Al can significantly improve the speed
and efficiency of their work, and the field is consolidating toward managed delivery — 85% now prefer
sourcing SOC capability from a managed security service provider rather than building it in-house.

Source: Cloud Security Alliance

Finance, Back-Office, and Document Processing

Highest-ROI targets: document processing, invoice handling, and compliance reporting are the highest-ROI
automation targets in 2026, with the winning pattern pairing Al extraction with human oversight rather
than full replacement.

Source: Pro Logica Al
Industry benchmark: financial-services back-office automation reports returns around 3.7x on investment.
Source: Assembly

Supply Chain & Procurement

Cost savings of 26-31% have been reported across functions like supply chain, finance, and client
operations, with initial efficiency gains typically visible within 6-18 months and more meaningful financial
impact building over 18-36 months.

Source: Master of Code
Logistics companies with Al-mature supply chains are outperforming peers by 23% on profitability.

Source: Assembly

Manufacturing

Predictive maintenance is delivering payback periods around 12 months — one of the fastest-proving
categories in operational Al.

Source: Assembly
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3. By the Numbers

Metric Figure Source Context
. 12% = 75% ~2 .
IT ops automation growth ? yea:Sover Enterprise CIO case, halved IT ops cost
SOC mean-time-to-detect reduction 50% Al-augmented SOC benchmark
SOC manual triage reduction 60% Al-augmented SOC benchmark
Breach containment speed 108 days faster Orgs using Al/automation in security ops
Breach cost savings $2.22M average Same cohort, vs. non-Al orgs
Back-office/functional cost savings 26-31% Supply chain, finance, client ops
Financial services back-office ROI ~3.7x Industry benchmark, 2026
Predictive maintenance payback ~12 months Manufacturing
. o tional effici
Top Al success metric cited by ClOs pera (:23;) clency 2026 State of the CIO survey
(]
Cyberseu{r!ty pros :af-hrmmg Al 96% 2026 industry survey
speed/efficiency gains
Sec'urlty orgs preferring managed SOC 85% 2026 industry survey
delivery

4. The ROI and Efficiency Framework
Leaders getting real returns aren't measuring one thing — they're triangulating hard and soft ROI:

Hard ROI (the numbers finance wants)
e Labor cost reduction from hours saved via automation
e Direct cost avoidance and error/rework reduction

e Faster cycle times (ticket resolution, invoice processing, detection-to-response)

Soft ROI (the compounding value)
e Improved decision quality and organizational agility
e Higher adoption and better cross-team visibility

e Ability to scale operations without proportional headcount growth
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Average payoff across studies lands around 1.7x, with initial efficiency-driven returns appearing within 6-
18 months; more meaningful financial impact tends to emerge over 18-36 months, and full enterprise-
level ROI typically takes 3-5 years. The lesson for operations leaders: sequence your wins. Fund the long
transformation with near-term efficiency gains rather than waiting for the big number to arrive all at once.

Source: Master of Code

5. The Honest Caveat: The “Rework Tax”

No white paper on Al wins is credible without the counterweight. A global survey of 3,200 employees
found that for every 10 hours of efficiency gained through Al, nearly 4 hours are lost fixing its output.
Separately, only 2% of workers report that Al outputs need no revision at all.

Sources: Mavvrik; this+that

This isn't an argument against operational Al — it's an argument for governance. The organizations
capturing the ROl numbers above are the ones that:

e Establish baseline metrics before rollout, not after

e Build in human review at the right checkpoints rather than promising full replacement

e Treat automation as a continuous capability, not a one-time deployment

89% of executives say Al increases speed, yet only 6% are confident they have clear, organization-wide
examples of Al ROl — the gap between “it feels faster” and “we can prove the number” is exactly where a
disciplined operations program earns its keep.

Source: this+that

6. Recommendations for Operations Leaders
1. Start where the paper trail already exists. Invoice processing, compliance reporting, and ticket triage
have the clearest before/after metrics — start the ROI story there.

2. Set the baseline before you automate. Track processing time, error rate, and cost per transaction pre-
rollout so the win is provable, not anecdotal.

3. Budget for the rework tax. Plan review cycles into the workflow rather than discovering them after
go-live.

4. Sequence funding around near-term wins. Let 6-18 month efficiency gains fund the 18-36 month
transformation work.

5. Consider managed delivery for specialized functions. In security operations especially, the market is
moving toward MSSP-delivered Al capability rather than in-house build.
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Conclusion

The Al wins worth showcasing to a board or a client aren't only the ones customers see. Some of the
strongest, most measurable returns in 2026 are happening in IT operations, security operations, finance,
and supply chain — functions that rarely make the demo but consistently make the numbers. For advisors
and operators in the CCaas, cloud, cybersecurity, and CX ecosystem, that's the more durable story to tell:
not Al as a customer-facing feature, but Al as the operating leverage behind the business.

Sources

ClO.com (2026 CIO ROI and State of the CIO surveys), Master of Code Al ROl research, IBM Think, Prologica Al Back-Office
Automation Guide, Al Assembly Lines industry benchmark reference, Mavvrik Al cost statistics, this+that operational efficiency
research, Cloud Security Alliance and Kiteworks 2026 State of Al Cybersecurity reports, Practical DevSecOps Al security statistics.
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