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Executive Summary

As organizations accelerate Al investment, with 92% of executives planning to increase
spending, a critical "Value Gap" has emerged between deployment and defensible ROI.
Current data suggests that while tools are being used, they are not yet performing as
efficient financial assets:

The Scale Gap: Only 5% of organizations are currently generating meaningful
value from Al at scale.

The "Al Tax": Inefficient implementation results in 37% of productivity gains being
silently lost to rework, verification, and correction.

The Outcome Deficit: Only 14% of employees consistently achieve net-positive
business outcomes from their Al usage.

The Strategic Al Productivity Measurement Framework closes this gap. Moving beyond
narrow technical metrics or simple seat counts, this framework treats Al productivity as
a comprehensive operational system. It is built on five structural pillars that support the
Productivity Roof, the layer of business outcomes that CFOs and CIOs must defend to
the board.

The Five Pillars (And The Executive Question Each Answers)

Productivity (Roof): Are we seeing measurable business outcomes from
Al-enabled productivity?

Pillar 1 - Adoption: Are employees activating, and consistently using Al tools?

Pillar 2 - Proficiency: Are people using Al in ways that reliably save time and
improve output?

Pillar 3 - Throughput: Are critical workflows completing faster, end to end?
Pillar 4 - Reliability: Is the quality of work improving?

Pillar 5 - Governance: Are you using Al safely?
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Productivity

Are we seeing measurable business outcomes
from Al-enabled productivity?

Adoption Proficiency Throughput Reliability Governance
Are employees Are people Are critical Is the quality Are you using
activating, and using Al in ways workflows of work Al safely?

consistently that reliably completing improving?
using Al tools? save time faster, end to
and improve end?
output?

What Executives Gain From This Approach
e A shared language for CIO and CFO decision-making
e Productivity measurement that reflects real work, not tool activity
e Early warning indicators (leading) tied to business outcomes (lagging)
e Governance that enables scaling, not a brake on innovation

e A credible path from productivity gains to business impact, and if desired, ROI

Why This Matters: Executive Perspectives

The CFO Imperative: Al as a Financial Strategy

To move Al from a speculative expense to a managed asset class, finance leaders
require more than "green dashboards." This framework provides:

e Evidence-Based Budgeting: Shift from optimism-based funding to allocation
driven by proven throughput and reliability.

e Capacity Reallocation Value: Quantify the financial impact of time saved as
employees shift from routine tasks to strategic, high-value work.
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o Risk-Adjusted Scaling: Ensure that growth does not trigger catastrophic
regulatory fines (such as EU Al Act or GDPR penalties) by integrating
governance directly into the productivity metric.

The CIO Advantage: Engineering Certainty at Scale

For IT and operating leaders, the framework transforms "Shadow Al" into a transparent,
governed capability.

e Operational Transparency: Gain clarity on which specific workflows and tool
portfolios are actually accelerating completion times versus those creating a
verification burden.

e A Defensible Narrative: Move from anecdotal "success stories" to a rigorous
data story that stands up under audit and board-level scrutiny.

e Sustainability: By focusing on Proficiency and Reliability, the CIO ensures
that productivity gains do not "evaporate" due to quality backsliding or high
rework costs.

The Al Measurement Challenge

Why Existing Approaches Fall Short

Many measurement approaches focus on isolated productivity indicators, especially in
engineering (for example, code generation speed). That is valuable, but incomplete.

Al is now embedded in sales, marketing, customer service, HR, finance, and
operations. Engineering-only measurement ignores a large portion of enterprise value,
and it often misses the productivity losses caused by rework and verification.

Engineering-focused metrics cannot measure impact in these critical areas.
Furthermore, they miss the quality dimension. Recent research revealed that 37 percent
of Al productivity gains are silently lost to rework, creating a massive hidden cost that
engineering-focused frameworks completely miss.

The Enterprise Al Measurement Gap
Five critical gaps exist in traditional measurement:

e Scope Limitations: Ignoring 80%+ of enterprise Al usage outside of software
development.

& LARRIDIN © 2026 Larridin. All rights reserved. 4



&= LARRIDIN

Governance Gaps: Treating governance as a cost rather than a value driver.

Integration Constraints: Focusing on IDEs while ignoring business systems like
CRM and ERP.

Reliability Gap: Losing 37% of gains to rework.

Audience Mismatch: Producing metrics for engineering VPs that fail to answer
CFO/CIO questions.

The Framework Foundation: Five Pillars

Executive Question: Are we seeing measurable business outcomes
from Al-enabled productivity?

The five pillars below are structural supports. If any pillar is weak, productivity becomes
fragile, hard to prove, and difficult to scale.

How The Pillars Work Together

Adoption establishes consistent activation and repeatable usage across the
workforce.

Proficiency turns usage into reliable time savings and better output, beyond a
small set of power users.

Throughput converts local time savings into end-to-end workflow acceleration
across teams and systems.

Reliability protects productivity by reducing rework, verification burdens, and
downstream defects.

Governance makes scale safe and audit-ready, so productivity gains are
sustainable.

Productivity is the roof and is measured through business outcomes executives
care about.
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Productivity

Are we seeing measurable business outcomes
from Al-enabled productivity?

Adoption Proficiency Throughput Reliability Governance
Are employees Are people Are critical Is the quality Are you using
activating, and using Al in ways workflows of work Al safely?

consistently that reliably completing improving?
using Al tools? save time faster, end to

and improve end?
output?

Pillar 1: Adoption
Executive question: Are employees activating, and consistently using Al tools?

Adoption is the foundation: if people aren’t activating and returning, nothing else
matters. But adoption is not the win by itself—it’s the starting line.

What “good” looks like
e Broad activation across target roles (not just early enthusiasts)
e Repeatable usage patterns tied to real work cycles (weekly rhythms)
e “Shadow Al” migration through approved tool pathways
Key metrics
e Input metrics (leading indicators)
e Activation Rate (new active users / eligible users)
e \Weekly Active Users / Monthly Active Users (WAU/MAU)
e Return Rate (users active in 23 of last 4 weeks)
e Session Depth (prompts per session; time-in-tool)

e Tool Portfolio Penetration (approved tools used vs total tool sprawl)
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Output metrics (business signals)
e Eligible workforce coverage (percent of target roles active)
e Unsanctioned (“shadow”) Al reduction (trend)
e Adoption by workflow category (where work is actually happening)
Practical interventions
e Make the “approved path” the easiest path (SSO, access, templates)
e Pair clear policy with safe enablement (what’s allowed, what’s not)

e Identify and remove friction points (permissions, unclear use cases, low trust)

Pillar 2: Proficiency

Executive question: Are people using Al in ways that reliably save time and
improve output?

Proficiency is about how well people use Al—not how often. It measures whether Al use
translates into repeatable gains without ballooning correction work.

The proficiency gap

Many users lose time fixing errors, reworking drafts, or applying Al in ways that don’t
convert to real output. Proficiency closes that gap by:

e Teaching the right patterns (prompting, verification, tool selection)
e Matching tools to tasks (tool fithess)
e Reinforcing use-case-specific best practices
Net productivity matrix (four personas)
Segment the workforce based on time saved vs time spent fixing Al output:
e Observers: Low time saved, low fixing (not yet benefiting)
e Misaligned Middle: Low time saved, high fixing (needs enablement)
e Augmented Strategists: High time saved, low fixing (target state)
e Low-Return Optimists: High time saved, high fixing (verification burden)
Quantifying capacity reallocation value
True productivity emerges when Al frees capacity for higher-value work.
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Capacity Reallocation Value = (Time Saved on Routine Tasks) x (Value Differential
between Routine and Strategic Work)

Example: A marketing manager saves 5 hours/week on drafting ($75/hr) and redirects
that time to strategy ($200/hr).

Value = 5 x ($200 - $75) = $625/week = $32,500/year per employee.
Key metrics
Input metrics (leading indicators)
e Proficiency Score (e.g., copy/paste ratio, template usage, iteration quality)
e Tool Fitness Score (task-to-tool match)
e Use-Case Diversity (coverage across approved use-case categories)
e Training Completion Rate (by role)
Output metrics (business productivity)
e Net Productivity Segment Distribution (shift toward Augmented Strategists)
e Capacity Reallocation Value ($)
e Return per Employee (R/E)
e Employee Satisfaction / Confidence
e Return on Al Investment (ROAI)

Pillar 3: Throughput
Executive question: Are critical workflows completing faster, end to end?

Throughput measures whether Al is accelerating completion of real workflows, across
handoffs, systems, and approvals.

Speed inside a single tool does not necessarily increase throughput. Executive-grade
improvement shows up when end-to-end processes complete faster across teams.

The hidden cost of speed without throughput

Organizations often celebrate faster drafts without accounting for downstream impacts.
If a large share of time saved is later spent verifying and correcting, the workflow does
not actually move faster. True throughput requires proficiency and reliability.
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Financial translation: cost of delay methodology

A powerful way to value throughput is Cost of Delay, which measures the value of
delivering outcomes sooner.

Example: An e-commerce company launches an Al-driven recommendation engine 6
weeks early.

Projected revenue impact is $75,000/week.
Cost of Delay Value = 6 weeks x $75,000 = $450,000 in additional revenue captured.
Key metrics
Input metrics (leading indicators)

e Al Session Duration

e Usage Frequency

e Tool Switching Patterns

e Adoption Velocity
Output metrics (business impact)

e Sales Cycle Time

e Deal Velocity

e Deployment Frequency

e Content Production Rate

e Time to Market

Pillar 4: Reliability
Executive question: Are we reducing rework and preventing quality backsliding?

Reliability ensures productivity gains hold up under real operating conditions. If
Al-generated work requires extensive editing, productivity gains evaporate.

The 37% Al tax

Workday research indicates that nearly 37% of Al productivity gains are lost to rework,
verification, and correction. Highly engaged users lose meaningful time fixing outputs,
especially when training is inconsistent.
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Value chain elevation

A key reliability indicator is whether Al enables workers to move up the value chain from
Tier 1 (Routine) to Tier 3 (Strategic) work. Successful deployment shifts effort upward
and reduces downstream correction loops.

Key metrics
Input metrics (leading indicators)
e Edit Rate (% requiring edits)

Review Time

Acceptance Rate

Quality Check Compliance

Verification Burden Score
Output metrics (business impact)
e Defect Rate (Errors per 1k outputs)
e Rework Cost (%)
e CSAT/NPS
e Code Maintainability

e Brand Health Score

Pillar 5: Governance
Executive question: Are we safe, compliant, and audit-ready as usage scales?

Governance is not overhead. It is a business value driver that prevents catastrophic
losses and enables trusted scaling.

Financial consequences of failure are severe, including EU Al Act fines (€35M), GDPR
(4% of revenue), and HIPAA penalties ($50k+ per incident).

Regulatory compliance timeline
e Feb 2, 2025: EU Al Act prohibitions effective (for example, emotion recognition)
e Q3 2025: Brazil PL 2338/23 enforcement articles finalized
e Jul 1, 2026: Colorado Al Act obligations begin (bias testing, impact assessments)
e 2026 to 2027: EU Al Act high-risk requirements phase in
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The single throat, single number rule

To ensure accountability, we utilize the 'Single Throat, Single Number' rule: One Policy
— One Accountable Owner — One Automated Metric.

Example:

Policy: Bias

Owner: Chief Al Ethics Officer

Metric: Disparate Productivity Delta <5%
Alert: Automated flag

Key metrics
Input metrics (leading indicators)
e Shadow Al Detection Rate
e Al Asset Inventory Coverage (Target: 100%)
e Policy Coverage (Target: 295%)
e Evidence Coverage (Target: 295%)
e Sensitive Data Exposure Events
Output metrics (business impact)
e Risk Mitigation Value ($)
e Compliance Audit Results

e Mean Time to Contain (MTTC) <4 hrs
Incident Resolution KPI

Productivity (Roof): Business Outcomes from Al-Enabled Productivity

Executive question: Are we seeing measurable business outcomes from
Al-enabled productivity?

Productivity connects the five pillars to outcomes executives care about: revenue, cost,
and risk.

This requires integrating Al usage signals with business systems (CRM, ERP, ITSM).
Executive-grade questions typically look like this:

e Do sales reps using Al close deals faster?
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e Do support agents using Al achieve higher CSAT?
e Do finance teams close the books faster with fewer errors?
Benchmarking data (examples used for directional context)

e BCG: Al-native firms achieve 25-35% more revenue per employee. Only 5%
generate value at scale.

e McKinsey: Early adopters outperform late adopters by 15-20% in revenue
growth.

e \Workday: Reinvesting Al gains in people leads to 98% employee advocacy
scores.

Optional ROI extension (when finance requires it)

If your organization wants to calculate ROI, you can extend productivity-driven
outcomes by adding your costs, expenses, hourly rates, and investment totals.

Return on Al Investment (ROAI) = (Revenue Attribution + Cost Savings + Risk
Mitigation Value) / Total Al Investment

e Revenue Attribution: Incremental sales, faster time-to-market
e Cost Savings: Reduced labor and infrastructure costs, efficiency gains
e Risk Mitigation: Compliance penalties and fraud losses avoided
Key metrics
Input metrics (leading indicators)
e Correlation Strength (Usage vs Outcome)
e High-Impact Use Case Adoption
e Executive Sponsorship Score
e Integration Completeness
Output Metrics (business impact)
e Revenue Impact ($)
e Deals Closed
e Cost Savings ($/FTE)
e Customer Retention Rate
e Net Revenue per Employee
e ROAI (%)
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Implementation Methodology

Successfully deploying this framework requires a structured, four-phase approach that
transitions Al usage in the organization from visibility to sustained business value.

Phase 1: Foundation & Baseline (Months 1-3)
Objective: Establish visibility and baseline metrics before optimization.

o Telemetry Deployment: Deploy monitoring across 100% of production tools to
capture activation and usage patterns.

e Governance Audit: Conduct an enterprise-wide audit for "Shadow Al" and
unauthorized tool sprawl.

e Proficiency Baseline: Survey 500+ employees to segment the workforce into
Net Productivity Personas (e.g., Augmented Strategists vs. Misaligned Middle).
Financial Inventory: Catalog all current Al spending and infrastructure costs.
Deliverable: Baseline Metrics Dashboard and Shadow Al Risk Report.

Phase 2: Optimization & Training (Months 4-6)

Objective: Improve user skill and quality to prevent productivity "evaporation."

e System Integration: Integrate CRM, ITSM, and ERP systems to correlate Al
telemetry with business outcomes.

e Automated Governance: Implement automated alerts and the Evidence Vault
for audit-readiness.

e Tiered Enablement: Launch role-specific training (Tiers 1-5) to move users from
"Low-Return Optimists" to "Augmented Strategists".

e Governance Council: Formalize monthly Al Governance Council meetings to
validate risk tiering.

e Deliverable: Integrated Productivity Dashboards and Enablement Program
Launch.

Phase 3: Value Realization (Months 7-12)
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Objective: Identify high-ROI use cases and scale proven workflows.

e High-ROI Identification: Isolate the top three use cases per department that
demonstrate the highest "Capacity Reallocation Value."

e Gap Remediation: Targeted coaching for the "Misaligned Middle" to reduce the
37% "Al Tax" lost to rework.

e Portfolio Consolidation: Optimize the tool portfolio by sunsetting
underperforming or redundant assets.
ROI Reporting: Publish the first semi-annual Al ROI Report for the board.
Deliverable: High-ROI Playbook and Enterprise Portfolio Optimization.

Phase 4: Continuous Excellence (Months 13+ Ongoing)

Objective: Sustain measurement and lead industry benchmarks.

e Strategic Reviews: Conduct Quarterly Business Reviews (QBRs) to align Al
output with shifting business goals.

e Peer Benchmarking: Benchmark internal productivity metrics against
industry-standard revenue-per-employee data.

e Regulatory Monitoring: Continuously update the Evidence Vault to meet
evolving requirements like the EU Al Act and Colorado Al Act.

e Deliverable: Quarterly Executive Scorecard and Regulatory Compliance
Certification.

Implementation Maturity Stages

Stage 1: Foundation (Months 1-3)
Focus: Adoption + Governance.

e Key metrics: Shadow Al detection, adoption rate, asset inventory coverage.
e Goal: Visibility, activation, and baseline controls.

Stage 2: Optimization (Months 4—6)

Focus: Proficiency + Reliability.
e Key metrics: Proficiency score, edit rate, verification burden.

e Goal: Improve skill and quality so gains don’t evaporate.

& LARRIDIN © 2026 Larridin. All rights reserved. 14
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Stage 3: Value Realization (Months 7-12)
Focus: Throughput + Productivity Outcomes.

e Key metrics: Cycle time reductions, business outcome lifts, ROAI (when

required).

e Goal: Prove business value and build confidence to scale.

Stage 4: Continuous Excellence (Months 13+)

Focus: Sustained Optimization + Benchmarking.

e Key metrics: Year-over-year improvements; cross-industry benchmarks.

e Goal: Operational leadership and defensible executive reporting.

Governance Bodies and Roles

Body Composition Cadence | Key Decision Rights

Board Al & Risk | CFO, CIO, CAIO, CISO, | Quarterly Approve risk appetite, sign off

Committee External Director on high-risk launches.

Al Governance CRO, General Counsel, | Monthly Validate risk tiering, grant

Council CAIO, Tech Leads production go/no-go.

Model Audit Cell | Internal Audit + External | Bi-annual Certify evidence vault,
Assessor recommend remediation.

Product Squad PM, ML Lead, System Sprint- Build/test within policy,
Owner, Compliance based escalate issues.

Key Supporting Roles

e Al System Owner: Accountable for specific systems. Signs "Model Health

Attestation."

e Al Compliance Officer: Monitors policy adherence and Evidence Vault.

& LARRIDIN
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e Data Privacy Officer: Ensures GDPR/privacy compliance.

Multi-System Integration Strategy

To correlate Al usage with outcomes, we integrate Internal Telemetry with External
Business Systems.

Data Sources

e Internal telemetry: Application monitoring, session tracking, risk detection (e.g.,
Scout).

Software development: Jira, GitHub (Velocity metrics).

Sales: Salesforce, HubSpot (Revenue metrics).

Support: Zendesk, ServiceNow (CSAT, Resolution time).

Marketing: Google Analytics, Marketo (Leads, CAC).

Finance: ERP (Close time, Cost savings).

HR: Workday, Greenhouse (Time to hire, Retention).

Beyond Engineering: Enterprise Al Use Cases

Sales Operations
Use Cases: Proposal generation, competitive intelligence.

Metrics: Deal progression speed (Velocity), Win rates (Quality), Revenue per rep
(Productivity).

Customer Success

Use Cases: Ticket responses, sentiment analysis.

Metrics: Time to resolution (Velocity), CSAT scores (Quality), Retention rate
(Productivity).

Marketing

Use Cases: Content creation, campaign optimization.
Metrics: Production rate (Velocity), Brand consistency (Quality), CAC/ROAS
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(Productivity).
Finance

Use Cases: Reporting automation, forecasting.

Metrics: Close cycle time (Velocity), Forecast accuracy (Quality), Cost savings

(Productivity).

Human Resources

Use Cases: Resume screening, onboarding content.

Metrics: Time to hire (Velocity), Quality of hire (Quality), Cost per hire (Productivity).

Industry Applications

Industry

Priorities

Key Success Factor

Healthcare

Governance, Quality

Regulatory compliance + Patient safety

Financial Services

Governance, Velocity

Audit readiness + Transaction speed

Technology

Velocity, Effectiveness

Developer productivity + Time to market

Professional Services

Quality, Effectiveness

Client satisfaction + Utilization

Retail

Velocity, Productivity

Revenue attribution + Conversion

Manufacturing

Quality, Velocity

Defect reduction + Uptime

Your 30-Day Action Plan

This plan is optimized to establish the "Single Throat, Single Number" accountability

required for executive-level scaling.

& LARRIDIN
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Week 1: Alignment & Accountability

e Establish Governance: Appoint the Al Governance Council (CFO, CIO, and
Legal) to define the organization's risk appetite.

e Formalize Charter: Draft the Council Charter to grant "go/no-go" decision rights
for Al production launches.

e Secure Sponsorship: Conduct a kickoff meeting to align executive stakeholders
on the Five Pillar framework.

Week 2: Technical Discovery

e Shadow Al Sweep: Deploy telemetry across the network to identify unauthorized
Al tool sprawl and security gaps.

e Telemetry Integration: Begin connecting production Al tool logs to the Evidence
Vault for automated monitoring.

e Risk Assessment: Perform an initial bias and compliance audit on existing
high-priority use cases.

Week 3: Financial & Human Baselines

e Spending Inventory: Catalog all current Al-related operational expenses (OpEx)
and infrastructure costs for the CFO.

e Persona Mapping: Launch the employee proficiency survey to categorize the
workforce into Net Productivity Personas.

e Baseline Establishment: Document "Day Zero" metrics for Adoption,
Proficiency, and Throughput to measure future growth.

Week 4: Approval & Phase 1 Launch

e Executive Pre-brief: Review the discovery findings (Shadow Al risks and budget
leaks) with the CIO and CFO individually.

e Final Presentation: Present the Current State Report and 12-month roadmap
to the Leadership Team.

e Budget Activation: Secure formal sign-off for Phase 1: Foundation (Months
1-3) funding

& LARRIDIN © 2026 Larridin. All rights reserved. 18
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Conclusion

The enterprise Al measurement gap is solvable. Most organizations fail to scale value
not because Al is ineffective, but because they lack a defensible way to:

e Build repeatable usage (Adoption),

e Turn usage into reliable gains (Proficiency),

e Accelerate workflows end-to-end (Throughput),

e Protect quality and reduce rework (Reliability), and
e Scale safely with proof (Governance).

Together, these five pillars support Productivity, the business outcomes executives
trust.

Within 12 months, a CIO should be able to show where Al is accelerating workflows,
where reliability is breaking down, and where governance is reducing risk. A CFO
should be able to see the outcome story clearly—and, when needed, extend
productivity into ROI using the organization’s own cost and investment assumptions.

The question is not whether you will invest in Al. The question is whether you will
measure it well enough to scale it with confidence.
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&= LARRIDIN

Appendix: Sources and Citations
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McKinsey & Company: "The State of Al: Global Survey 2025" (Nov 2025). Key
Finding: 67% of orgs stuck in pilot mode.

Boston Consulting Group (BCG): "Are You Generating Value from Al?" (Sep
2025). Key Finding: Only 5% generate value at scale.

Accenture: "Pulse of Change" (Jan 2025). Key Finding: Only 13% report
significant enterprise-wide impact.

Deloitte: "Al ROI: The Paradox of Rising Investment" (Oct 2025). Key Finding:
85% increased investment, but struggle to prove ROI.

Workday: "Beyond Productivity" (2025). Key Finding: 37% of productivity lost
to rework; "Al Tax".

European Union: EU Al Act (Regulation EU 2024/1689).
United States: Colorado Al Act (SB 24-205).

World Al Council: "Al Governance Report 2025".

ISO Standards: ISO/IEC 42001:2023, ISO/IEC 23894:2023
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