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AI ROI:  From Hype to Impact

As organizations rush to adopt AI, many struggle to clearly define what success actually 
looks like. This session focuses on building a practical, defensible framework for 
determining ROI and measuring outcomes for AI initiatives across ERP, CRM, and 
productivity platforms. Attendees will learn how to identify the true cost drivers of AI 
projects, including data readiness, integration effort, licensing, change management, and 
ongoing governance, while separating hype from measurable business value.
The session will walk through how to set realistic expectations for AI results, define 
success metrics upfront, and align AI use cases to tangible outcomes such as efficiency 
gains, revenue impact, risk reduction, and improved decision-making. Using real-world 
examples, participants will see how organizations can track progress over time, adjust AI 
investments based on performance, and communicate results to executive stakeholders. 
By the end of the session, attendees will have a clear approach to evaluating AI initiatives 
with the same rigor applied to other strategic technology investments, ensuring AI 
delivers measurable, sustainable value rather than experimental wins alone.



Agenda

• Why This Session Exists

• AI Concepts Refresher

• Current State of AI Adoption

• Defining AI ROI the Right Way

• True Cost Drivers of AI Initiatives

• Building a Practical AI ROI Framework

• Real-World Examples & Lessons learned

• Communicating AI ROI to Executives

• Key Takeaways & Next Steps



Why This Session Exists
AI adoption is accelerating faster than value 
realization

ERP and Copilot projects often launch without 
ROI baselines

Executives want defensible, measurable 
outcomes

Goal: move AI from experimentation to 
sustained business value

“95% of AI 
pilots deliver 
no measurable 
return on 
investment.”
2025 MIT's Project NANDA—a study 
of over 300 enterprise AI initiatives
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But is it all DOOM AND GLOOM?!

Opportunity For every  $1 a company invests in generative AI, 

the return on investment is 2.8x 1

63%
of organizations do not 
have the right data 
management practices 
needed for AI 2

67%
of IT leaders say their 
current infrastructure is 
slowing down AI progress 3

Challenges

1. IDC  | 2. Gartner  | 3. EY

https://marketingassets.microsoft.com/gdc/gdcvSFjHm/original
https://www.gartner.com/en/newsroom/press-releases/2025-02-26-lack-of-ai-ready-data-puts-ai-projects-at-risk?
https://www.ey.com/en_us/newsroom/2024/12/ey-research-artificial-intelligence-investments-set-to-remain-strong-in-2025-but-senior-leaders-recognize-emerging-risks?


AI Concepts 
Refresher
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AI refers to computer systems capable of 
performing complex tasks  that historically only 
a human could do, such as reasoning, making 
decisions, or solving problems.

Today, the term “AI” describes a wide range 
of technologies that power many of the 
services and goods we use every day –  from 
apps that recommend TV shows to chatbots 
that provide customer support in real time.

What is Artificial 
Intelligence (AI)?
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What is an AI 
agent?

An AI agent is a software system that 
uses artificial intelligence to perform 
tasks and achieve goals autonomously 
with minimal human oversight. 
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What is Microsoft 
Copilot?

Copilot is simply the brand for the suite of AI - related 
services now built into Microsoft software. 

Originally built on OpenAI's GPT - 4 model, there are 
several different varieties of Copilot, but at their core 
they're all features that rely on AI to do things like 
help you analyze and generate text or images.

Microsoft 
Copilot
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Generative vs Agentic AI

Generative AI

▪ Generative AI is built to respond.

▪  You ask it to summarize a lengthy report, and it provides a concise 
summary. 

▪ You ask it to draft an email from meeting notes, and it writes the 
email. 

▪ Tools like ChatGPT and the current version of Microsoft Copilot are 
primarily generative, designed to help individuals complete their 
existing tasks more efficiently. 

▪ This is about working faster.

Agentic AI

▪ Agentic AI is built to execute. 

▪ It takes action on your behalf within defined guardrails. 

▪ For example, when a customer service request arrives after hours, an 
AI agent can route it, send an automated reply, update the CRM, and 
flag it for follow- up, all without human intervention. 

▪ This is about changing how work gets done.



The Current State of 
AI Adoption



People using AI for automation vs 
people using AI agents



Where Organizations Get Stuck

AI pilots that never scale

Productivity gains that are difficult to 
quantify

ERP data issues limiting AI 
effectiveness

Confusion between AI capability and 
business outcome



Why Traditional ROI Models Break Down

AI spans ERP, CRM, and M365 
workflows

Benefits are distributed and 
behavior-driven

Costs extend beyond licensing

Results evolve as adoption matures



Defining AI ROI the 
Right Way



ROI - Refresher

Formula:

Example: • Project cost $50,000 and resulted in $75,000 Benefits

ROI =  ($75,000 - $50,000) / $50,000 = 50%

Notes:
• A positive ROI above 0% is the minimum
• 10% - 20% is favorable baseline to shoot for



What “Good” AI ROI Looks Like

Measurable

Tied to business outcomes

Aligned to Strategic Priorities

Comparable to other technology 
investments



Outcome Categories That Matter to Executives

Sample Organizational Goals:

1. Reduce operation costs 5% by 
automating Top 10 time-
wasting manual order 
processing tasks

2. Increase profitability 7% by 
proactively closing 60% of 
customer renewal contracts 
without adding head count

Efficiency & cost reduction in ERP 
processes

Revenue and forecast accuracy

Risk reduction, compliance, and 
controls

Faster and better decision-making



The True Cost Drivers 
of AI Initatives



Typical AI Project Cost Areas

Upfront (Cap Ex) Recurring (Op Ex)

• Business Case Development
• Billable Resources 

• Design, Model, Test, Deploy
• AI Tools
• Licensing 
• Consumption billing pre-go live

• Billable Resources 
• Maintenance, Improvement

• AI Tools
• Licensing 
• Consumption billing based on usage
• Operational load over time
• Cost escalation risks



Agent billing while in Public Preview
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Messages are the unit that 
measures agent usage

In/Out email Message →  Generative answer x 2 msg.

Sales Quote/Order Action →  Agent action x 5 msg. 

 

Microsoft 
Copilot Studio 

Billable events MCS meter*

Prepaid capacity 
(message packs)
Tenant-wide message packs

25,000 messages/month
$200 per pack/month 

Pay-as-you-go
New PAYG meter
$0.01/message



SCENARIO

A Sales Order agent automates the delivery of inbound 
sales requests. The system natively parses messages 
received in Outlook, asks any necessary follow-up 
questions, and generates a quote with minimal 
intervention beyond user confirmation of outbound 
correspondence. 

ROI

• Above scenario: 18 messages x $0.01/message  = $0.18

• Assume best case -  human would take 15 minutes for all this

• 15 minutes x $20.00/hour = $5.00

• So AI / Human is  $0.18 / $5.00 = 2700%!!

Consumption-Based Agent Usage Example

Sales Order agent: D365 Business Central

COST PER USE

KEY ASSUMPTIONS

✓ End users may or may not have M365 
Copilot licenses

✓Customer has enabled “Create sales 
documents”

✓Customer has enabled “Make orders 
from quotes”

Type # of answers Utilization rate # of billed messages

Generative 4 x 2 = 8 messages

Agent action 2 x 5 = 10 messages

Total =  18 billed messages



Copilot Consumption Calculator



Hidden Cost Drivers of AI Initiatives

Data readiness and master data 
quality

ERP and Copilot integration effort

Security and compliance controls

Change management and training



Building a Practical 
AI ROI Framework



AI Use Case – Getting Started

What problem are we solving, how 
does it negatively impact the 
organization and/or our customers? 

Identification

Who is the best person to solve this 
problem? With what tools?  Who is 
process SME to team up with?

Resources

Is AI the best solution?  Could it be 
workflow automation like Power 
Automate?  Or Both?

Bright Ideas

What will you use to compare “before” 
and  “after”?   How will we measure 
impact? Are the assumptions valid?  
What is timeline to still be relevant?

Metrics

How does this align with 
organizational goals?  Priority?  What 
are the outcomes if this succeeds?

Strategic Alliance



A Practical 5-Step AI ROI Framework

Adjust Adjust investment based on results

Measure Measure continuously

Identify Identify full cost drivers

Establish Establish baseline metrics   

Align Align AI use cases to business outcomes
Things to keep in mind:
• Start with business problems, not tools
• Map use cases to outcome categories
• Prioritize based on impact and feasibility
• Review governance/security factors
• Ensure data clean & available



Iterative AI Model

• Design

• Test - Pilot

• Compare AI Results to Human 
Process 

• Refine Model 

• Measure → Scale or Stop

• Evaluate outcomes vs. 
predictions

• Continous Improvement 

Projects:  “T-Shirt Sizes”

• Small:  personal productivity

• Medium: ERP agent

• Large:  Enterprise AI



Microsoft Tools – Monitoring Adoption

• Which agents are being used by 
who

• $ savings



Real-World Examples
& Lessons Learned
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13%

16%

24%

47%

< 5 min

5-10 min

10-15 min

>15 min

Daily time savings by using Microsoft 
365 Copilot

Survey results: Copilot boosts efficiency 
across teams
Users Reported Improved Efficiency

87% of staff reported Microsoft 365 Copilot saved them 

time 

Over 45% of staff reported Microsoft 365 Copilot saved at 

least 15 minutes per day (—300 minutes per month)  
~3% efficiency gain achieved by at least 40% of users ((output/input) * 

100) 

93% said Microsoft 365 Copilot was helpful in completing 

tasks
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Enhance business performance with 
Copilot

Sources: 1. BCG, 2. Modern Finance at Microsoft, 3. Power Apps is making it easier for developers to build with Microsoft Copilot and each other | Microsoft Power Apps

Operate profitably

50% reduction in time to 
generate forecast and planning 1

20% improvement 
in efficiency of certain 
processes 2

Enhance business performance

Up to 40% time saved on 
summarizing customer case info 
for collections 1

50% reduction in variance to 
revenue forecast to 1.6% 1

Boost agility and resilience

2X the velocity to create the 
automation of a new capability 3

60% more likely to succeed in 
building with Copilot 3

https://nam06.safelinks.protection.outlook.com/?url=https%3A%2F%2Fpowerapps.microsoft.com%2Fen-us%2Fblog%2Fpower-apps-is-making-it-easier-for-developers-to-build-with-microsoft-copilot-and-each-other%2F&data=05%7C02%7CVignesh.Balasubramanian%40microsoft.com%7C7756b0a6a99343c0e3ef08dc8ab01462%7C72f988bf86f141af91ab2d7cd011db47%7C1%7C0%7C638537736117206255%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C0%7C%7C%7C&sdata=Z8XguwaWYZO7pIImtAJHtDgmJgVIxPuNwRfRdgf6b9M%3D&reserved=0
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AI impact across key departments
Real - world examples

Finance: From Report Production to Strategic Analysis. Finance teams are drastically cutting down the 
time spent on manual report generation. A monthly board report that once took four hours of pulling 
data and drafting summaries can now be completed in 30 minutes. This frees up finance professionals 
to focus on higher-value activities like scenario planning and strategic analysis.

Sales: More Selling, Less Admin. Sales representatives are reclaiming 5 to 7 hours per week previously 
lost to administrative tasks. Copilot automates the process of summarizing meeting notes, updating 
the CRM, and drafting follow-up emails. This allows reps to spend more time building relationships 
and closing deals.

Operations: Surfacing Hidden Knowledge. Operations managers can now find answers to process 
questions in seconds, rather than minutes or hours spent digging through old emails and chat logs. 
Copilot can search across all of your company’s data, including emails, Teams messages, and 
documents, to surface institutional knowledge instantly, improving efficiency and accelerating 
onboarding for new employees.



• ERP automation and exception handling

• Copilot for sales, finance, and operations

• Forecasting and planning assistance

• Knowledge access across M365

ERP & Copilot Use Case Examples



Communication AI 
ROI to Executives



PRODUCTIVITY IMPROVEMENT 
BY USER / ROLE (EXAMPLE)
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• Excel Sheet created of all current/projected ERP End Users
• Name
• Title
• % of time using ERP
• Total Annual Hours
• Time Savings % (per Forester Report above)
• Avg Hourly Rate
• $ Savings per user per year
• License Type (Full or Team / Lite User)

• Total Savings per year due to increase productivity:  $93,600

Assumption: 
Productivity improvement of 12.5% for operations staff, 
15% for sales staff, and 15.6% for finance staff.    Source → 

The Total Economic Impact
of Microsoft Dynamics 365 
Business Central

https://dynamics.microsoft.com/en-us/business-central/resources/
https://dynamics.microsoft.com/en-us/business-central/resources/
https://dynamics.microsoft.com/en-us/business-central/resources/
https://dynamics.microsoft.com/en-us/business-central/resources/


38Expected ROI Crossover Point:  ~ 5 Years

 Business Central Total Cost of Ownership Year 1 Year 2 Year 3 Year 4 Year 5 Total

Licensing 107,320$                              107,320$                              107,320$                              107,320$                              107,320$                              536,600$                              

Microsoft 30,720$                                30,720$                                30,720$                                30,720$                                30,720$                                153,600$                              

Integrity Data 67,000$                                67,000$                                67,000$                                67,000$                                67,000$                                335,000$                              

Cosmos 9,600$                                   9,600$                                   9,600$                                   9,600$                                   9,600$                                   48,000$                                

Implementation 290,320$                              -$                                       -$                                       -$                                       -$                                       290,320$                              

Sikich (mid-range estimate) 248,500$                              -$                                       -$                                       -$                                       -$                                       248,500$                              

Integrity Data 103,000$                              -$                                       -$                                       -$                                       -$                                       103,000$                              

 Cosmos 1,000$                                   -$                                       -$                                       -$                                       -$                                       1,000$                                   

Annual Support Services 20,000$                                20,000$                                20,000$                                20,000$                                20,000$                                100,000$                              

Total Annual Investment Busines Central 417,640$                              127,320$                              127,320$                              127,320$                              127,320$                              926,920$                              

Current ERP System Total Cost of Ownership Total

Current ERP & ISV Annual Enhancement 72,000$                                72,000$                                72,000$                                72,000$                                72,000$                                360,000$                              

   Dynamics NAV 40,000$                                40,000$                                40,000$                                40,000$                                40,000$                                200,000$                              

  Serenic 30,000$                                30,000$                                30,000$                                30,000$                                30,000$                                150,000$                              

  Jet Reports 2,000$                                   2,000$                                   2,000$                                   2,000$                                   2,000$                                   10,000$                                

Upgrade Services -$                                       -$                                       -$                                       -$                                       -$                                       -$                                       

Annual Support Services 10,000$                                10,000$                                10,000$                                10,000$                                10,000$                                50,000$                                

 

Hardware & IT Costs 5,000$                                  5,000$                                  5,000$                                  5,000$                                  5,000$                                  25,000$                                

Total Annual Investment NAV 87,000$                                87,000$                                87,000$                                87,000$                                87,000$                                435,000$                              

Five Year Difference (BC - NAV) 491,920$                              

Productivity Savings / Year 93,000$                                93,000$                                93,000$                                93,000$                                93,000$                                465,000$                              

Five Year Delta with Productivity Savings 26,920$                                
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EXECUTIVE SUMMAY RECAP
ERP System (NAV 2017) is End of Life Jan 2027
• Significant security and business continuity risks.  System will no longer be supported and patched my Microsoft
• Payroll add-in does not support union payroll; heavily modified; resources no longer available for changes.
• Is outdated & manual: many functional challenges. Is dependent on key resources to run and difficult to scale.
Recommendation:  replace with Microsoft Dynamics 365 Business Central (ERP) and Integrity Data Union Payroll app

Mitigate Risks with #1 
Midmarket ERP
Core functions same as NAV  for 
User Adoption; native integration 
to Microsoft platforms

Value Proposition

Reduce Technical Debt by 
leveraging Union Payroll solution
Eliminate complex mods; allow 
faster response to changing 
requirements.

Teams are upskilled and more 
productive 
Modern ERP & AI Future
Internal teams can leverage Power 
Platform to extend ERP

Future-Proof & Scale
People, process & technology for 
organization-wide adoption.
Top ERP AI Vendor (Microsoft)

Time and Cost

Targeted project start QTR4 with 
estimated duration: 8-9 months
(break for holidays)

One Time Project CAPEX
Sikich:  $213K to $283K
Integrity Data:  $98K to $108K
Ethos Energy:  $50K to $100K
TOTAL:  $361K to $491K

Annual OPEX cost increase for 
Software (Microsoft and Payroll):
$50K / year

ROI is 5 years
Verified savings: 72 days per month
($8K/month  or 1.5 FTEs)



Communicating AI ROI to Executives

• Report outcomes, not 
features

• Tie results to KPIs and 
strategy

• Show adoption and 
trend lines

• Be transparent about 
underperforming use 
cases



Key Takeaways & 
Next Steps



Key Takeaways

AI ROI must be designed upfront

ERP data and adoption drive value

Costs go far beyond licenses

Measurement builds long-term 
confidence
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Exploration (1.0): No experience building or using AI 
applications. 

Incorporation (2.0): Some skills in using AI applications, or AI 
pilots are being considered for use.

Proliferation (3.0): AI applications have been adopted and 
implemented in multiple departments. Some of the responsible 
AI guiding principles are addressed (e.g. data privacy).

Optimization (4.0): The organization has automated the majority 
of its digital processes and leverages AI to optimize business 
operations. Controls are in place to monitor compliance with 
responsible AI guiding principles.

Transformation (5.0): The organization has embedded AI into its 
culture and approach for building or implementing new business 
capabilities. Responsible AI guiding principles are 
operationalized with AI processes that proactively address 
possible breaches or risks associated with AI applications.

Sample score
3.3

1 2 3 4 5

Maturity levels

Sikich AI Maturity Model

Sikich’s industry - leading AI readiness assessment
Review the results of AI maturity assessment and discuss the root cause of key gaps
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BC customers & AI:
what we are seeing

1. No AI Governance –   staff using ChatGPT on customer 
systems but no policies or awareness by management

2. First Entry Point –  want to try M365 Copilot, not sure where 
to start or if ROI, questions on governance

3. AI in BC –  willing to use AI/agents fully within BC since that 
is secure

4. Microsoft BC Agents –  are intrigued, but want to know how 
it works, how to set up, what will it cost, is data secure, etc.  
(BC Sales & Payables agents are the first ones)

5. Agents outside Biz apps –  customer staff or third parties 
creating agents based on business need, ROI 



Final Thought

Treat AI like any strategic ERP investment

Apply governance, metrics, and accountability

Move from hype to sustainable impact
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Next steps

OPTION 1

AI Readiness Assessment

OPTION 2

AI Workshop

OPTION 3

Reach out to Microsoft to find a partner 
who can help







ASSETS
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