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Executive Summary

Artificial Intelligence is becoming central to enterprise operations, reshaping industries and creating opportunities to
transform business models, improve efficiency, and accelerate innovation. Yet, for many organizations, the journey
from proof-of-concept to sustained, enterprise-scale impact remains challenging.

Enterprises are adopting Al at an unprecedented pace to capture early gains, but many initiatives stall after initial pilots.
Common barriers include fragmented data ecosystems, legacy technology, regulatory constraints, and gaps in
organizational readiness. These issues create a growing disconnect between Al ambition and measurable business
outcomes, often driven by misaligned objectives, inconsistent measurement practices, and the absence of a unified
roadmap for scaling Al initiatives.

Organizations risk investing heavily in Al without fully realizing its potential or having a precise mechanism to track and
evaluate progress. Closing this gap requires a disciplined, outcome-driven approach to measuring Al'simpact, enabling
leaders to move beyond experimentation and scale Al confidently. This paper introduces a framework designed to help
enterprises ensure that Al transformation is measurable, repeatable, and aligned with strategic objectives.

The Persistent Gaps in Realizing the Value
of Investment in Al

Despite growing investment and adoption, enterprises face structural and operational challenges in converting Al
potential into sustained business impact. While early pilots often deliver promising results, scaling these successes
across the enterprise remains complex and resource-intensive. A lack of disciplined measurement, governance, and
alignment between business and technology stakeholders often undermines the long-term value of Al programs.
Enterprises face multiple hurdles that slow or stall progress:

«  Fragmented data ecosystems and governance limitations restrict access to reliable, organization-wide insights.

«  Absence of standardized measurement frameworks prevents consistent evaluation and comparison of Al initiatives.
« Isolated pilots with limited scalability fail to translate into enterprise-wide adoption.

+  Capability gaps and uneven stakeholder alignment slow execution and reduce organizational agility.

«  Escalating costs with unclear value realization diminish confidence in continued investments.

«  Unstructured, optics-driven adoption focuses on visible pilots without a defined path to measurable outcomes.

« Lackofan outcomes-to-metrics cascade where strategic ambitions are not decomposed into measurable milestones
and KPIs, limiting the ability to track progress effectively.



These challenges are evident in findings from the industry.

-

McKinsey! research
highlights that fewer than
one-third of Al initiatives

achieve measurable,
scalable impact.

BCG findings? indicate
that organizations
without clear
measurement practices
are twice as likely to see
stalled Al programs.
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Gartner forecasts® that by 2025,
30% of generative Al initiatives
will be abandoned, and by
2027, over 40% of agentic Al
projects will be canceled due
to poor measurement and
unclear business value.
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These realities underscore the urgency of a structured, enterprise-wide framework to define desired outcomes at the
outset, establish consistent measurement practices, and enable informed decisions on scaling. Without such a
framework, organizations risk repeating cycles of underperforming initiatives and unrealized return on investment.

The Al Value Gap: Why Measurement Matters

-

Al Adoption Is Accelerating, but Value Realization Lags Behind

Enterprises across industries rapidly scale Al adoption, yet measurable business impact remains elusive.

Investments often outpace returns, with many initiatives failing to move beyond isolated pilots. The result is

a widening gap between Al ambition and actual value delivered.

19%

Executives, according to
McKinsey, report that fewer
than onein five achieved
revenue gains above five
percent from Al, while many

recorded no material impact.

4%
Organizations,
according to BCG,
consistently deliver
enterprise-wide
value from Al.

30-40%

Al projects are forecasted by
Gartner to be discontinued
within the next few years due to
poor measurement, data issues,
and unclear business value.
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Why Do Al Efforts Stall?

The challenge is not adoption alone. The lack of disciplined measurement links Al initiatives to tangible
business outcomes. Without a clear outcomes-to-metrics structure, even well-funded programs lose
direction, resulting in stalled progress and missed opportunities for scale.

Key issues

No standardized | Success measured in | Data quality and
outcomes-to-metrics isolated pilots, not governance gaps
linkage across the enterprise-scale impact. undermining
enterprise. performance and trust.

Closing the Gap with Structured Measurement

Realizing sustained value from Al requires a unified framework that connects business objectives to
measurable performance indicators. By embedding measurement into every stage of the Al journey,
organizations can confidently scale initiatives, make evidence-based decisions, and ensure alignment with
strategic priorities.

Steps to close the gap

Define strategic business | Break outcomes into Track progress
outcomes (reduced cost, measurable using a unified
increased revenue, improved milestones and KPIs. metric framework.

experience, and reduced risk).
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Introducing BlueVerse Success Metrics

BlueVerse Success Metrics provides a structured approach to measuring the real impact of Al transformation. It
equips enterprises with a disciplined methodology to track progress, evaluate outcomes, and strengthen Al
maturity, ensuring every initiative contributes to business value and ROI.

At its core lies LTIMindtree’s proprietary ASPIRE2ADAPT framework, an Al-native, dual-dimension model that

integrates continuous measurement and optimization into every stage of the Al lifecycle.
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Figure 1: The ASPIRE framework
-

Aspire builds Al capabilities across the‘e‘nterp'rise, from readiness assessment to governance, creating a strong
foundation for scalable transformation. It is anchored on six essential levers: /




Adoption

Evaluates the extent and
depth of Al integration across
enterprise operations,
enabling the shift from
manual to automated
processes. Consistent tracking
of Al-driven activity as a share
of total workflows establishes
a clear link between adoption
and speed, quality, and
efficiency improvements.

Innovation

Monitors the creation of new
intellectual property,
solutions, and differentiated
capabilities enabled by Al.
Tracking metrics such as new
patents or product launches
ensures ongoing alignment
with growth and competitive
advantage.

Stakeholder impact

Assesses the value delivered to
key constituencies, including
clients, partners, and end users.
Enhanced satisfaction metrics,
such as improved client
experience or faster issue
resolution, directly indicate
successful Al deployment.

ROI

Quantifies financial outcomes,
including cost reduction and
revenue uplift attributable to Al.
Year-over-year comparisons of
savings or new revenue streams
objectively validate business
impact.
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Performance

Focuses on gains in productivity,
operational efficiency, and
accuracy. Measuring reductions
in process times and error rates
can highlight how Al frees
resources for higher-value work
and supports continuous
improvement.

i

Employee experience

Measures organizational
readiness and workforce
engagement with Al. Metrics such
as the percentage of employees
upskilled or redeployed into
Al-enabled roles reflect a
commitment to sustainable
change and resilience.
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ADAPT: The Roadmap to Al Maturity

Moving from Al initiatives to measurable outcomes requires a deliberate, staged approach. The Adapt framework
measures and tracks the organization’s journey through five practical stages of Al maturity, each offering clear
benchmarks for organizational progress:

Titans

Pioneers

Accelerators
@------------1

Discoverers

Aspirants
®----------- :

Figure 2: The ADAPT framework

Level 1 Aspirants: Teams initiate one or more pilot Al projects, establishing foundational experience.
Detecting this stage helps organizations avoid premature scaling by ensuring a base
of skills and early learnings before a broader rollout.

Level 2 Discoverers: Projects advance beyond proofs-of-concept, engaging an expanding workforce
@ and collecting real-world data. Recognizing this stage signals the transition from isolated pilots to
enterprise-wide momentum, enabling evidence-based scaling.

Level 3 Accelerators: All projects are measured, and outcomes are systematically used to refine
and expand successful approaches. This stage is critical for preventing ad hoc progress and ensuring
resources are allocated to high-impact initiatives.

Level 4 Pioneers: Organizations demonstrate clear productivity improvement, measurable cost
Q\/ﬂ efficiency, and client satisfaction gains. Reaching this stage validates the business case for Al and
provides a foundation for setting and maintaining higher standards.

Level 5 Titans: Most projects leverage Al, consistently delivering substantial productivity, cost, and
client benefits. Attaining this stage demonstrates that Al is fully embedded, supporting ongoing
competitive advantage and organizational resilience.
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Implementing the ASPIRE2ADAPT Framework

The ASPIRE2ADAPT framework emphasizes starting with targeted, achievable projects, introducing Al within current
business processes, establishing measurement practices, and prioritizing progress through learning and adaptation.

Every milestone is both a learning opportunity and a point of recognition, ensuring the transformation journey remains

transparent, accountable, and rewarding.
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Figure 3: The stepwise journey to enterprise Al maturity and measurable results

Step 1: Standardize Metrics

The process begins with LTIMindtree’s global delivery office defining a standard set of metrics across the
six ASPIRE levers and standardizing the ADAPT maturity levels. This creates a universal measurement
scale so all stakeholders speak the same performance language and results can be compared
meaningfully over time.

Step 2: Identify Accounts for Deployment

Our team identifies business units or accounts where clients like you have expressed interest in
integrating Al into operations. This targeted approach focuses effort where intent and readiness
align, similar to prioritizing high-value portfolios in a strategic investment plan to maximize returns.

/>

Step 3: Pilot the Framework

Piloting the framework in a focused set of accounts, LTIMindtree creates a repeatable mechanism
for assessment and refinement. Like a controlled experiment before full rollout, this allows teams
to validate the processes, capture early learnings, and refine the approach without disrupting
broader operations.
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Step 4: Walk Through the Metrics

Established metrics developed by our team serve as the basis for aligning client stakeholders on
understanding, expectations, and interpretation of results. This functions as a governance review,
ensuring objectives, performance measures, and success criteria are clear before execution.

Step 5: Leverage the Al Dashboard

Our delivery team deploys an Al dashboard that provides a consolidated view of ASPIRE and ADAPT
evaluations. Acting as an executive command center, it gives decision-makers visibility into progress,
highlights performance gaps, and supports prioritized actions to align Al transformation with
strategic objectives.

(-1
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LTIMindtree's global delivery office piloted the ASPIRE2ADAPT framework across
manufacturing, retail, banking, and insurance clients. The assessment revealed that
accounts were at varying stages of Al maturity. This enabled leaders to identify capability
gaps, strengthen measurement practices, and chart a clear path toward enterprise-wide
transformation and expected ROI.
J

Conclusion

As enterprises navigate the complexities of Al transformation, the need for a clear, disciplined framework has never
been greater. ASPIRE2ADAPT provides organizations with a practical roadmap to achieve measurable progress, de-risk
adoption, and unlock sustainable value from Al investments. Reasons:

+  Leaders can no longer afford to treat transformation as a series of isolated experiments.

«  Realadvantage lies in disciplined execution—anchoring every stage of the Al journey in measurement, alignment,
and accountability.

By applying this methodology, organizations can confidently - move from pilot initiatives to enterprise-wide impact,
building an enterprise ready toshape the future.
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