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Measuring Enterprise Al
Value: Metrics That Matter
to Business Leaders.

Al ROl is not measured in hours saved. It is
measured in cycle time, quality, cost, and
adoption.

By Logan Sivanasen: 25th March 2026.


https://logansivanasen.com/

THE REFRAME

Why "Hours Saved" Fails
the Boardroom

Input # Outcome Cycle Time Collapse
Executives fund outcomes: Compounds
revenue growth, cost Reducing a 12-day lead time to
reduction, speed, and quality, 3 days compounds benefits
not utilization rates. across deals, hires, and

releases simultaneously.

Leaders Fund Four Things

Speed, quality, cost, and adoption are the four dimensions

leadership evaluates in every Al business case.

Sources: McKinsey State of Al - Gartner Al Value Metrics


https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.gartner.com/en/articles/ai-value-metrics

EXECUTIVE METRIC STACK - PART 1OF 2

The 8 Metrics Leaders Actually Care About

(Metrics 1-4)

7@

Sources: DORA Metrics Guide - Gartner Al Value Metrics - McKinsey State of Al



https://dora.dev/guides/dora-metrics/
https://www.gartner.com/en/articles/ai-value-metrics
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

EXECUTIVE METRIC STACK - PART 2 OF 2

The 8 Metrics Leaders Actually Care About

63 2

Sources: DORA Metrics Guide - Atlassian Incident Metrics (MTTR) - Gartner Al Value Metrics



https://dora.dev/guides/dora-metrics/
https://www.atlassian.com/incident-management/kpis/common-metrics
https://www.gartner.com/en/articles/ai-value-metrics

KPI FRAMEWORK - SUPPORT & SALES

Function KPIs: Support & Sales

Each function requires one primary executive KPIl and three supporting indicators. Select the
relevant column, establish a baseline, and begin measurement.

Customer Support / Ops Sales

Exec KPI: Resolution Time Exec KPI: Cycle Time to Close
(MTTR) . o * Resolution Time * Cycle Time to Close
e Win Rate (% of qualified T ——— - Win Rate
e First Response Time opps won) « Cost-to-Serve - Revenue per Rep
« Deflection Rate . Lead-to-Meetipg Rate
o Cost-to-Serve (per ticket) e Revenue per Rep (monthly)
e Deflection Rate (% resolved e Lead-to-Meeting Rate

without agent
ag ) HubSpot: Sales Cycle Definition

Atlassian: MTTR Definition



https://www.atlassian.com/incident-management/kpis/common-metrics
https://www.hubspot.com/glossary/sales-cycle

KPI FRAMEWORK - MARKETING

Function KPIs: Marketing

Each function requires one primary executive KPIl and three supporting indicators. Select the relevant
column, establish a baseline, and begin measurement.

Marketing Apply this KPI
where Al is “ ‘\_ -
Exec KPI: CAC Payback Period deployed in lead / @/ Marketing KPIs
nurturing or
e MQL - SQL Conversion Rate pipeline generation. \@ CAC Payback Period

Establish a CAC

payback baseline

e Content / Pipeline Contribution prior to deployment @ costperLead (cPL)
(%) to ensure a credible -

before/after

Stripe: CAC Payback Period comparison.

e Cost per Qualified Lead DA

4= Pipeline Contribution



https://stripe.com/resources/more/what-is-the-cac-payback-period

KPI FRAMEWORK - FINANCE & HR

Function KPIs: Finance & HR

Back-office functions carry measurable cycle times. These metrics translate Al investment into language that resonates with CFOs
and CHROs.

Finance HR
A : Exec KPI: Close Cycle Time Exec KPI: Time-to-
Finance KPIs ~ HR KPIs , Productivity
. | o Cost per Transaction /
% Close Cycle Time &% Time to Productivity : Invoice e Time-to-Hire
O o P e « Forecast Accuracy (%) - Cost per Hire
Cost e o CIE « Exception / Rework Rate « Offer Acceptance

A\ FException Rate \‘;’&“ Offer Acceptance Rate Rate

McKinsey State of Al

L

AIHR: Time-to-Productivity
- SHRM: Recruiting Metrics



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.aihr.com/hr-glossary/time-to-productivity/
https://www.shrm.org/topics-tools/news/talent-acquisition/5-recruiting-metrics-that-drive-business-impact

KPI FRAMEWORK - ENGINEERING & DELIVERY

Function KPIs: Engineering & Delivery

Engineering and delivery functions have quantifiable cycle times. These metrics translate Al investment into CTO-level language.

Engineering / Delivery

Exec KPI: Lead Time for
Changes (DORA)

e Deployment Frequency
e Change Failure Rate

e MTTR (Restore Service)

DORA Metrics Guide - Google
Cloud: Four Keys

Apply this KPI where Al
is deployed to
accelerate engineering
delivery. DORA metrics
are the industry
standard for measuring
software delivery
performance and are
widely recognised by
CTOs and engineering
leadership.

@ Lead Time for Changes

* Deployment Frequency

o Eng;i

neering KPIHS;_ _ mﬂsj

‘ i Release Quality
| f& On-Time Deli\)éi'y

\ 2 Change Failure Rate |_|_I_| 7Throughput

% &

Defect Escape Rate



https://dora.dev/guides/dora-metrics/
https://cloud.google.com/blog/products/devops-sre/using-the-four-keys-to-measure-your-devops-performance
https://cloud.google.com/blog/products/devops-sre/using-the-four-keys-to-measure-your-devops-performance

QUALITY GATES

Don't Ship Without These 5 Gates

)
=

McKinsey State of Al - Gartner Al Value Metrics



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai
https://www.gartner.com/en/articles/ai-value-metrics

ILLUSTRATIVE CASE STUDY

Cycle Time Collapse: Before - After

Figures are illustrative and directionally representative of mid-market B2B sales deployments. They are not presented as benchmarks.

Before Al Deployment After Al Deployed + Adopted

Concept sources: DORA: Lead Time for Changes - HubSpot: Sales Cycle - McKinsey State of Al



https://dora.dev/guides/dora-metrics/
https://www.hubspot.com/glossary/sales-cycle
https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

HOW TO USE THIS

Report Al Value in 30 Days

Pick KPI Ship & Monitor
Choose one exec KPI Deploy, track gates,
per function report delta

Baseline

Two-week baseline
period without Al

Source: McKinsey State of Al (governance + scaling)



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

HOW TO USE THIS

Weekly Exec Dashboard
Template >

7 #162h g1l

lﬁ %+ , @\ Throughput ‘ ,—._ | \
'17 + +28% -l l I

KPI Trend Adoption Rate (WAU) " _

: . . ] © Cost-to-Seve . =
Track your primary KPI week-over- Weekly active users as % of eligible. 1 $42 ol
week. Note context or blockers. Flag access issues early. E -

A Error Rati’: ‘_:fA/

© $ |l 8 3.9%
Quality Gate Pass Rate Cost / Volume Delta o K Ad°;ﬁ°" .”N...
% of outputs passing accuracy and Monitor cost and throughput shifts. S Tk
compliance checks. Escalate Adjust for seasonal factors. @ Quality Gates 4 overWeek
anomalies.

Source: McKinsey State of Al (governance + scaling)



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

REALITY CHECK

Why Al ROl Reports Get Ighored

:

Source: McKinsey State of Al — outcomes vs. activity framing



https://www.mckinsey.com/capabilities/quantumblack/our-insights/the-state-of-ai

KEY TAKEAWAYS

Your Al ROl Scoreboard

Cycle time, quality, cost-to-serve, and adoption are the four pillars of a
credible Al ROI case. Everything else is supporting evidence.

Grounded in rigorous research and informed by the author's subject matter expertise. Designed to

reflect practical enterprise realities.



