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Opening context

Once organisations recognise that AI must be embedded into business processes, a new
frustration often emerges. The models work. The insights are credible. The intent to act is clear.

Yet outcomes still lag expectations.

Executives sense that Al should be making a tangible difference, but day-to-day operations

look largely unchanged. Decisions are informed, but not transformed.

This gap between insight and action is one of the most persistent obstacles to enterprise Al

SucCcCeEss.

Why this fails in most organisations

Many organisations assume that insight naturally leads to action. If predictions are accurate

and recommendations clear, behaviour should follow. In practice, this assumption rarely holds.

Execution breaks down because Al insight enters environments not designed to absorb it.
Processes remain optimised for human judgement, manual escalation, and historical incentives.

Al outputs compete with habit and organisational politics.

Often, insights arrive without authority to act. Responsibility for turning insight into action is

diffuse. No one owns the final step.

As a result, Al becomes advisory rather than operational. Learning stalls because feedback

loops are weak or absent.
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The operating model insight

Closing the execution gap requires designing for action, not just insight.

Organisations must define how Al outputs translate into decisions, interventions, or automated

responses. Insight without a defined action path is informational, not transformational.

The operating model must specify who acts, under what conditions, and with what authority.
When action paths are clear, Al becomes self-reinforcing. Decisions change behaviour.

Outcomes generate feedback. Learning compounds.

From Insight to Decision: Closing the Execution Gap
Why dashboards alone do not create value

PATH 1: Insight-Only Al (Fails to Create Value)

Al System Dashboard Human Review g Maybe Action
« Analyses patterns « Visualisations « Interpret findings Maybei . |nsights compete with
« Generates insights « Reports « Decide whether to act “"’E other priorities
« Produces * Alerts « Competes with habit i « Value dissipates
recommendations i

Why this fails:
« Weak feedback loops — Al doesn't learn from what actually happens
« Value dissipates between insight and action — recommendations compete with intuition and time pressure

PATH 2: Decision-Embedded Al (Creates Value)

Al System Process Integration Automated Action Why this succeeds:
« Analyses patterns « Decisions at point of work « Decisions execute v/ Strong feedback loops
« Generates « Guardrails defined « Behaviour changes v Decisions execute at point of
recommendations « Human oversight for « Impact measurable work
« Embedded in process exceptions v Learning accelerates
continuously

Continuous Feedback Loop — Learning accelerates

The Operating Model Insight

Al value lives in decisions, not dashboard. Embedding Al into workflows where decisions execute is what closes the execution gap.

Figure 1: From Insight to Decision: Closing the Execution Gap

What this looks like in practice

Execution gaps show up consistently. Al outputs are discussed but not reflected in metrics.
Pilots demonstrate promise but stall at scale. Teams debate accuracy while avoiding process

change.
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By contrast, organisations that design for execution behave differently. Al outputs trigger
predefined actions. Exceptions are escalated deliberately. Human judgement is applied where

1t adds value.

Execution design evolves iteratively. Ownership remains explicit. Accountability does not

dissipate.

Common mistakes to avoid

Assuming training alone will close the gap.

Over-engineering decision logic upfront.

Focusing on explainability while neglecting operational clarity.

Automating prematurely without governance.

What leaders must do differently

Leaders must treat execution as a design problem, not a behavioural one. They must ask

whether Al insights are empowered to change outcomes.

Addressing the execution gap exposes organisational friction. Resolving that friction is the

work.

Conclusion
Al delivers value when it reshapes decisions and processes, not when it merely informs them.

Closing the execution gap requires explicit design choices about authority, action, and

accountability.
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