The Outcomes-Based
Al Playbook

How to Deliver Al with Purpose: A Strategic
Framework for Real Business Impact

1) Al experimentation laid the groundwork.

o4 Now, it's time to deliver results.

@ This guide shows you how to build your Al
adoption strategy to ensure you get the
outcomes you want.
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Introduction

The widespread availability of generative Al has sparked experimentation across industries.
Organizations have built prototypes, tested use cases, and gained valuable insights into Al's
potential. However, as the technology matures and budgets tighten, companies are under
increasing pressure to focus on high-impact use cases and demonstrate tangible returns on their Al
investments.

This brings us to a critical juncture. Businesses must learn to transition from exploration to execution
- or they risk being left behind. Leading organizations like Johnson & Johnson have already started
shifting “away from broad experimentation [...] to a more focused approach’, driven by measurable
outcomes.

Outcomes-based Al is a systematic approach to Al adoption that starts with the end goal in mind.
Rather than implementing Al technology and hoping for results, this approach starts with clearly
defined business objectives and ensures each Al initiative drives meaningful impact.

An outcomes-based approach helps organizations:
e Prioritize high-value use cases
e Align Al initiatives with business strategy
e Measure and demonstrate concrete returns
e Scale successful implementations
This white paper offers a practical framework for the transition to outcomes-based Al
implementation. Based on real-world case studies and best practices, it serves as a roadmap for
organizations looking to progress from Al experimentation to achieving lasting business impact.

1: https:/www.wsj.com/articles/johnson-johnson-pivots-its-ai-strategy-a9d06 31f
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Common Pitfalls in Al Implementation

As organizations move beyond the initial experimentation phase with Al, they often encounter
predictable obstacles that undermine their ability to achieve meaningful business impact.
Recognizing these pitfalls is crucial for developing a more effective approach to Al adoption.

I
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Starting without clear objectives

Many organizations start integrating Al without first clearly establishing their goals and
success criteria. This often results in projects that fail to generate business value.

For example: A telecom company deploys an Al chatbot just because it's popular, but
fails to define objectives such as improving customer satisfaction or reducing support
tickets. The chatbot provides irrelevant responses, which frustrates customers and
increases the workload for human agents.

Lack of methodical prioritization

Although experimentation can be valuable in the early stages of adopting Al,
organizations must eventually prioritize their efforts based on a systematic evaluation
of business impact and feasibility.

For example: A company has two potential Al projects: one that could reduce
inventory forecasting errors by 20%, and another that could automate a routine HR
task. Despite the inventory project's more significant business impact, the HR project is
prioritized due to the HR manager's enthusiasm.
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