Why Al ROl Is Invisible to
Most Executives

The Al Operating Model Playbook

Manoj Tavarajoo
February 2026




ItaneS
MyConsu glcy

Why AI ROI Is Invisible to Most Executives

The Al Operating Model Playbook

Manoj Tavarajoo

Let's connect &

on Linkedin in

Opening context

As Al investment increases, executives naturally ask about return. Boards expect evidence of
value. Business leaders want to understand whether Al is delivering tangible outcomes or

simply consuming resources.

Yet despite significant spending on platforms, talent, and initiatives, many executives struggle
to see clear AI ROI. Reports feel inconclusive. Benefits appear anecdotal. Confidence remains

fragile.

This is not because Al fails to create value. It is because most organisations look for Al value

in the wrong places.

Why this fails in most organisations

Traditional ROI models are designed for discrete investments with predictable outcomes. Costs

are incurred upfront. Benefits are estimated in advance. Performance is assessed against plan.

Al does not conform to this logic. Value emerges progressively through learning, iteration, and
integration into operations. Early outcomes are uneven. Benefits compound over time rather

than appearing immediately. Attribution is often indirect.

When executives apply traditional ROI lenses to Al, two distortions occur. Early value is
underestimated because learning is treated as cost rather than capability development. Long-
term value is obscured because benefits are distributed across processes, decisions, and

behaviours rather than captured in a single initiative.

As a result, Al appears expensive and underwhelming, even when it is quietly reshaping

performance.
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The operating model insight
AI ROl is invisible when value creation is disconnected from how work is actually done.

Al does not deliver value through isolated use cases or dashboards. It delivers value by
changing decisions, reducing friction, accelerating processes, and improving outcomes over

time. These effects are cumulative and often diffuse.

Making Al ROI visible therefore requires shifting focus from project-level justification to
operational impact. Executives must look at how Al alters process performance, decision

quality, and organisational learning.

Without this shift, Al value remains fragmented and difficult to recognise.

What this looks like in practice

Organisations that struggle to see Al ROI exhibit familiar patterns. Business cases focus on
hypothetical savings. Dashboards track model accuracy rather than business outcomes.

Benefits are claimed during delivery but fade in operation.

Executives receive updates on activity rather than impact. Confidence erodes, even where

performance improvements are real.

By contrast, organisations that make AI ROI visible anchor measurement in operational metrics
that matter to the business. They track how decisions change, how processes perform, and how

outcomes evolve over time.

These organisations accept that Al value is not fully knowable upfront. Measurement matures

as systems embed and learning compounds.

Common mistakes to avoid

Forcing Al initiatives to meet traditional ROI hurdles too early.
Equating technical performance with business value.

Relying on anecdotal success stories rather than systematic measurement.

Copyright © 2026 MyConsultancy 3



ItaneS
MyConsu glcy

Aggregating Al value into a single headline number.

What leaders must do differently

Leaders must rethink how they assess Al value. They should focus less on upfront financial

justification and more on how Al changes operational performance over time.

This requires aligning measurement with business processes and decision-making, not delivery
milestones. Leaders must also create space for Al to mature, recognising that premature

demands for visible ROI often delay value.

Conclusion

Al ROI is invisible to most executives not because Al lacks value, but because traditional

measurement lenses cannot see it.

Value emerges through learning, integration, and sustained operation. Until organisations
measure Al in ways that reflect how it actually creates impact, executives will continue to

underestimate both progress and potential.
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