AI ROI Executive Checklist
and Business Case Template
Prepared for strategic evaluation, pilot approval, and production-scale investment decisions

	Prepared For
	[Enter organization or business unit]

	Prepared By
	[Enter author / team]

	Review Date
	March 18, 2026

	Use Case / Initiative
	[Enter AI use case name]



Template guidance: Replace bracketed placeholders with project-specific content. Keep hard-dollar savings separate from soft benefits and cost avoidance.


1. Executive Approval Checklist
Use this page for sponsor review. Mark each item, document evidence, and note any approval conditions.
	Mark
	Question
	Evidence / Metric
	Owner
	Status

	☐
	The business problem is clearly defined and material.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	There is a named business sponsor with decision authority.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Current-state baseline metrics are documented and credible.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Hard-dollar benefits are separated from soft benefits.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	AI is the right solution versus simpler workflow or rules automation.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Data is sufficiently available, current, and trustworthy.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Security, privacy, legal, and compliance risks were reviewed.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Human review, exception handling, and fallback paths are defined.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Change management and adoption plan are credible.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Pilot can prove value in an acceptable timeframe.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	Expected-case benefits exceed total costs with acceptable confidence.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open

	☐
	A value-realization owner is assigned for post-launch accountability.
	[Enter KPI, analysis, or artifact reference]
	[Owner]
	Open



	Recommendation
	[Approve / Pilot / Defer]

	Approval Conditions
	[Enter required mitigations, gates, or dependencies]

	Decision Date
	[Enter date]

	Approvers
	[Enter names and roles]




2. Executive Summary
	Field
	Response / Supporting Detail

	Business Objective
	[What strategic objective or business priority does this initiative support?]

	Use Case Summary
	[Describe what the AI solution will do and for whom.]

	Primary Value Thesis
	[State the single most important reason this initiative should be funded.]

	Expected Decision
	[Approve, pilot, defer, or retire.]



3. Use Case Profile
	Field
	Response / Supporting Detail

	Business Unit / Function
	[Enter function or department]

	Sponsor
	[Enter sponsor]

	Operational Owner
	[Enter owner responsible for adoption and value realization]

	User Population
	[Enter primary users and affected stakeholders]

	Use Case Type
	[Assistive / Advisory / Automation / Autonomous]

	Scope
	[Define in-scope processes, systems, inputs, and outputs]

	Out of Scope
	[Define exclusions for first release]



4. Current-State Baseline
	Field
	Response / Supporting Detail

	Current Process Summary
	[Describe the current workflow and pain points]

	Baseline Volume
	[Transactions, cases, leads, tickets, or tasks per period]

	Baseline Cycle Time
	[Average end-to-end time]

	Baseline Labor Effort
	[Hours per case or FTE-equivalent effort]

	Baseline Error / Rework Rate
	[Current quality performance]

	Baseline Cost per Unit
	[Cost per case, transaction, or output]

	Cost of Doing Nothing
	[Operational, financial, or customer impact if no action is taken]



5. Benefit Model
	Field
	Response / Supporting Detail

	Hard-Dollar Labor Savings
	[How much labor effort is reduced and how will it be realized?]

	Revenue / Margin Uplift
	[How will the initiative increase revenue, conversion, retention, or margin?]

	Quality / Rework Savings
	[How much rework or error cost will be removed?]

	Risk Avoidance
	[Compliance, fraud, quality, or security losses avoided]

	Soft Benefits
	[Employee experience, customer experience, speed, insight quality]

	Assumption Confidence
	[High / Medium / Low, with rationale]



6. Cost Model
	Field
	Response / Supporting Detail

	One-Time Costs
	[Discovery, design, build, integration, testing, training, implementation partner]

	Recurring Run Costs
	[Licenses, API/model usage, infrastructure, support, governance, tuning]

	Hidden / Transition Costs
	[Parallel run, exception handling, adoption ramp, stakeholder time]

	Funding Source
	[Capex / Opex / shared budget / program budget]



7. Financial Evaluation
	Field
	Response / Supporting Detail

	Expected Annual Benefits
	[Insert amount]

	Expected Year 1 Total Cost
	[Insert amount]

	Net Benefit
	[Insert amount]

	ROI %
	[Insert amount]

	Payback Period
	[Insert months]

	3-Year NPV
	[Insert amount if used]



8. Data, Risk, and Governance
	Field
	Response / Supporting Detail

	Data Sources
	[List required source systems or document repositories]

	Data Readiness
	[Assess quality, availability, freshness, and ownership]

	Security / Privacy Considerations
	[PII, confidentiality, retention, residency, access controls]

	Compliance / Legal Review
	[Document required reviews and outcomes]

	AI-Specific Risks
	[Hallucination, bias, drift, prompt injection, overreliance]

	Controls
	[Human review, grounding, thresholds, content filters, audit logging]



9. Delivery and Adoption Plan
	Field
	Response / Supporting Detail

	Pilot Scope
	[Describe the initial deployment scope]

	Success Metrics
	[Primary KPI and supporting KPIs]

	Pilot Duration
	[Enter duration]

	Training Plan
	[How users and managers will be trained]

	Change Management Plan
	[Communications, adoption support, operating model updates]

	Implementation Timeline
	[Milestones from design through production]



10. Production Decision and Value Realization
	Field
	Response / Supporting Detail

	Go-Live Criteria
	[Minimum performance, control, and support conditions]

	Monitoring Plan
	[Quality, cost, usage, error, and escalation monitoring]

	Value Realization Owner
	[Named owner]

	Review Cadence
	[Monthly / quarterly business review cadence]

	Expansion or Exit Criteria
	[When to scale, redesign, or retire the use case]



Appendix A. Suggested KPI Set
	KPI
	Baseline
	Target
	Measurement Source

	Primary business KPI
	[Enter baseline]
	[Enter target]
	[System of record]

	Cycle time
	[Enter baseline]
	[Enter target]
	[System of record]

	Quality / error rate
	[Enter baseline]
	[Enter target]
	[QA / audit source]

	Adoption rate
	[Enter baseline]
	[Enter target]
	[Usage analytics]

	Cost per unit
	[Enter baseline]
	[Enter target]
	[Finance / ops source]



Appendix B. Red-Flag Review
Benefits are vague or entirely qualitative.
Baseline metrics do not exist or are not trusted.
AI is proposed before process simplification.
Data is not available or is of poor quality.
Human review and exception handling are undefined.
Adoption effort is materially underestimated.
Value realization ownership is missing after go-live.
