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Al activity is not Al efficiency
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WHERE MOST COMPANIES ARE

The question has moved from adoption to proof
proof

The people asking are no longer impressed by usage reports. They want operating evidence.

01 02 03

CFO Board Lender
What did Al return after What moved, and who Did Al improve cash flow
cost? owns it? flow stability?

The new executive standard: show what Al has moved, not simply where Al is being used.
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04

Acquirer

Is Al scalable,
documented, and
defensible?
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THE HIDDEN NUMBER qu
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Al has two price tags VISIBLE COST
The first price tag is on the invoice: subscriptions, seats, AI inVOices

seats, implementation, and training. The second is hidden
hidden inside payroll: review burden, rework,
management overhead, and shadow process cost.

HIDDEN COST

The labor required
to make Al usable

That hidden cost is where margin quietly disappears.
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PILLAR 1 qu
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The Al Efficiency Gap
G a p WHERE THE GAP SHOWS UP

The measurable distance between what Al was expected to e Flat cycle times
to improve and what the business can prove it changed. e Unchanged error rates

e Capacity pressure unchanged

e Rework quietly rising
e P&L movement absent

The gap is not proof Al failed. It is proof the
business has not installed the measurement
discipline needed to know.
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EXPOSURE INSIDE THE GAP
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Phantom Productivity ™ looks like progress until you follow the work

downstream

01

Outputs increase

More drafts, summaries, reports, and
responses move through the
organization.

02

Review burden grows
grows

Managers and senior reviewers quietly
spend more time correcting Al work.

Phantom Productivity™ is not usually a people problem. It is a process and measurement problem.
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03

Results stay flat

Cycle time, rework, cost, and margin
do not improve enough to defend.
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The Al Efficiency Tax™
Tax™

The total operational cost of making Al output usable.

1 Review burden Simple EStimate

time spent x frequency x loaded
labor rate

2 Rework cycles

Output inconsistency The number does not need to be perfect to be
to be useful. It needs to be honest enough to
enough to change the leadership conversation.

4 Management overhead conversation.

Shadow process cost
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WHAT THE WORKFLOW REALLY SAYS

Designed workflows are not real workflows

Al cannot improve the workflow leadership imagines. It can only affect the workflow

employees actually use.

DESIGNED WORKFLOW

* (Clean handoffs
 Formal approvals

e Logical sequencing

* Documented controls

The Workflow Reality Map ™ finds the cost at the step where it enters the process.
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REAL WORKFLOW

* Manual patches

* Informal approvals

* Exception routines

e Shadow tools and workarounds
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PILLAR 3 qu
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Not every workflow is ready for Al

The Al Process Fit Test™ turns the map into a decision.

01 02 03 04

Process stability Output measurability Error tolerance Handoff clarity
Does the workflow run Can the business define How much risk can this Who owns each
predictably? good? this workflow absorb? transition?
absorb?

Plus standardization level: whether the process runs consistently enough for Al to improve it.
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THE OPERATING DECISION S(J
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Every Al use case needs one of four answers
answers

EXPAND REFINE PAUSE REMOVE

Strong fit, measurable Potential is real, but Stop Al involvement The fit is wrong, the risk
gains, low or declining workflow conditions temporarily until the risk is too high, or the

hidden cost. need correction first. process is stable. the cost exceeds value.
value.

The decision is not a judgment about the team or the tool. It is an operating assessment of fit.
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THE FOUR PERFORMANCE INDICATORS

Measure what actually moved

Usage proves Al is present. These numbers prove whether Al improved the operation.

01 02 03

Cycle time Capacity Error rate
Did the workflow finish Did the team produce Was more work right
faster end to end? more usable work? the first time?
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04

Rework cost

How much did the
business spend doing it
doing it twice?
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THE TRADEOFF TEST

One better number does not prove value

LOOKS GOOD BUT CHECK

 Cycle timeI falls * Error rates climb
Output volume rises «  Rework grows

e Drafting gets faster , _
* Review touches increase
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The whole workflow
becomes faster, cleaner,

more reliable, and more
financially defensible.
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THE OPERATING DASHBOARD
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The Al Efficiency Scorecard ™

A single view of what Al is actually doing for the business.

- Cycle time change

THE REVIEW RULE
Capacity impact .
Every scorecard review should end
end with a decision, an owner, and a
and a due date.

Error rate trend

Rework frequenc . . . .
auency Otherwise the business is not managing

Al performance. It is merely observing it.

Estimated financial impact
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THE NUMBER YOU CAN DEFEND

The Al ROl Formula™

A defensible number requires benefits and costs to be complete.

BENEFIT INPUTS

Labor savings

Capacity gains

Error and rework cost eliminated
Al Efficiency Tax™ reduced

The goal is not the most optimistic number. It is the number that still holds up after every assumption is challenged.
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COST INPUTS

e Subscriptions

* Implementation and training
*  Workflow redesign

* Review overhead

Management overhead

CONSULTING
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14 / 25




S<J
THE EXECUTIVE COMMUNICATION LAYER S

CONSULTING
& SERVICES

The Executive Al Efficiency Brief™

One page that lets financial stakeholders read the result in under five minutes.

01 02 03 04

Use case summary Performance metrics ROI results Next commitments
Where Al is applied and What moved in the What the change is What leadership will do
why it matters. operation. worth. do next.

The brief is the top layer of evidence. The supporting scorecard, assumptions, baselines, and workflow findings sit behind it.
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PILLAR 4

Standardizing Al across the team

team

Ten employees using the same Al tool ten different ways is not an operation. It is ten experiments.

experiments.

01

Find shadow processes

Ask where people use Al differently
from the official process.
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02

Build standards people follow

Define approved tools, inputs, review
points, and escalation rules.

03

Maintain without bureaucracy

Use light checks, updates, owners, and
quarterly reviews.
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THE EXECUTION SYSTEM S(J
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The 90 Day Al Process Optimization Plan™

The first ninety days prove the method. The recurring cycle makes improvement durable.

DAYS 1-30 DAYS 31-60 DAYS 61-90

. < e Optimize, standardize, measure Score, calculate, present
Basellne, map, prlorltlze measure present
Select the top workflows, map reality, Redesign steps, tighten standards, Update the scorecard, recalculate ROI,
run the fit test, establish baselines, reduce review burden, and test build the brief, and present what
and rank targets. changes carefully. changed.
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Al discipline becomes a financial asset when it is documented

Buyers, lenders, investors, and acquirers are not asking
whether the business uses Al. They are asking whether
Al makes the business more efficient, more repeatable,
more defensible, and more valuable.

WHAT DOCUMENTATION REDUCES

e Margin uncertainty

e Scalability questions

e Operational risk

e Data handling ambiguity

e Dependence on informal habits

Good documentation does not guarantee higher valuation. It reduces uncertainty and supports stronger claims.
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THE ARTIFACT TO REMEMBER

The due diligence Al operations package

What you have ready before the buyer, lender, investor, or acquirer asks.

INVENTORY

Al Tool Inventory
Top Al workflows
Ownership records
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EVIDENCE

Workflow Reality Maps™
Fit Test™ results
Baseline and current metrics

FINANCIALS

Efficiency Scorecard ™
ROI calculations
Executive Brief ™

OPERATING RHYTHM

Usage standards
90 Day Plan
Quarterly updates

CONSULTING
& SERVICES
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THREE BUSINESSES AFTER THE GAP CLOSES

Different industries, same operating discipline

THE ACCOUNTING FIRM

Quarterly scorecard discipline
discipline

Client document review, tax
preparation, workpaper drafting, and
client communication all produce
defensible metrics.
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THE SERVICES FIRM

Focused optimization
optimization
Proposal drafting and status reporting

are measured, while client research is
refined before expansion.

THE CONSTRUCTION FIRM

Longer measurement windows

Invoice processing and project
reporting are measured on a cadence

that matches construction operations.

CONSULTING
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Could you answer these today, with documents?

01 Which Al use cases produced measurable cycle time, capacity, quality, or rework improvement?
02 Which Al use cases carry the highest hidden cost, and what is the plan to reduce it?

03 Which workflows should expand, refine, pause, or remove Al involvement?

04 What is the current Al ROl by use case, after complete costs are included?

05 What will leadership change in the next ninety days?

Five for five with documents: you are ready. Two or three stomach-tightens: you know where the work starts.
work starts.
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SELF-DIAGNOSTIC qu
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Three signs your Al is not yet measurable.

01 02 03
. No downstream proof
No baseline P No owner
proof
You cannot compare today’s workflow Usage is high, but the final business Nobody is accountable for reducing
to the pre-Al workflow with a number. result has not been measured. review burden, rework, or hidden cost.

If these are true, the next move is not a new tool. It is measurement discipline.
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TO SET EXPECTATIONS CLEARLY

What this work is not

not

NOT TOOL SELECTION

This does not pick vendors

It measures whether the tools already
in operation are producing value.
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NOT MAXIMUM ANALYTICS

This does not require enterprise science
science

It uses practical baselines, workflow
evidence, and financially defensible
estimates.

NOT ONE-TIME CLEANUP

This does not end at day ninety

It installs a recurring operating cycle
for Al performance improvement.

CONSULTING
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BUILT FOR qu
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Who this book is for

ROLES

Written for executives and operating leaders, not

engineers. The goal is measurable performance, defensible Owners and presidents
ROI, and a cadence the business can actually run. CEOs, CFOs, and COOs

Boards and operating partners
Lenders, investors, and acquirers
Consultants advising SMBs

SECTORS

Professional services, accounting, legal,
construction, manufacturing, distribution,
healthcare, insurance, and financial services.
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When they ask,
what has Al actually moved?

Book a consultation with Stephen R. Jordan.
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SRJ Consulting & Services LLC  Dallas—Fort Worth - Nationwide
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