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Overview

This report  summarizes the Kyndryl 
AI Leaders Expert  Exchange. During 
this virtual roundtable, senior 
technology leaders from diverse 
indust ries came together to discuss 
AI st rategies aimed at  achieving 
meaningful business results and 
enabling organizat ions across the 
board. Key topics included 
measuring ROI beyond just  cost  
savings, encouraging w orkforce 
adopt ion, managing risks, ensuring  
ef fect ive governance, and 
synchronizing test ing w ith the fast  
pace of AI development .

Host(s)

Deepika Sharma
Vice President , Head of Data and AI 
US Consult  

Rob Reynolds
Vice President , Data and AI
US Consult
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M easuring Return on Investment  and Business Value
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- Part icipants debated w hether to 
focus on st rict  f inancial metrics or 
broader product ivity gains, ult imately 
agreeing that  specif ic business goals 
must  drive implementat ion st rategy.

- Part icipants highlighted a specif ic 
challenge in softw are development , 
not ing that  t radit ional "story points" 
used to measure ef fort  are becoming      
obsolete. Because AI coding 
assistants signif icant ly reduce the 
dif f iculty of tasks, historical metrics 
no longer accurately ref lect  the 
volume of      w ork being 
accomplished.

- W hile some suggested the def init ion 
of ROI needs to evolve to 
accommodate AI's capabilit ies, others 
maintained that  f inancial standards 
must  remain consistent . One leader 
emphasized that  execut ives must  st ill 
demonstrate benef its using standard 
f inancial tools to maintain credibility 
w ith the C-suite, regardless of the 
technology used. 

- One member quest ioned how  to 
measure success for init iat ives that  
improve product ivity rather than 
direct ly impact ing revenue or costs. In 
response, another part icipant  argued 
that  instead of vague eff iciency 
metrics, organizat ions should target  
specif ic output  goals, such as 
increasing pipeline product ivity by f ive 
t imes, w hich creates a measurable 
business outcome.

?It  is easy to priorit ize 
something that  is going to 
have cost  take out  or that  you 
can t ie to revenue, but  I w as 
interested in how  others are 
measuring product ivit y and 
the sof ter numbers.? 

 

?  AI Leaders Expert  Exchange 
Community M ember

- An execut ive provided a 
counterexample w here ef f iciency 
direct ly drove revenue through 
accessibility, not ing that  automat ing 
af ter-hours scheduling captured 
customers w ho w ould have otherw ise 
gone to compet itors. This automat ion 
allow ed staf f to focus on complex 
cases, ef fect ively retaining revenue 
and improving customer access      
simultaneously.

- One member argued that  many 
organizat ions fail to establish a clear 
performance baseline before 
implement ing AI, making it  impossible 
to accurately calculate ROI later. 
W ithout  know ing the init ial state of 
operat ions, leaders st ruggle to prove 
the specif ic impact  of the technology 
on  customer experience or speed.
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W orkforce Enablement  and Change M anagement
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- The group discussed st rategies for 
driving adopt ion across dif ferent  
demographics and departments, 
highlight ing the need for tailored 
t raining and internal "evangelists" to 
bridge cultural gaps.

- Execut ives observed dist inct  
disparit ies in adopt ion rates across 
dif ferent  business funct ions, w ith 
market ing and f inance teams 
embracing tools quickly w hile sales 
teams often lag behind. One member 
noted that  f inance teams, t ired of 
manual spreadsheet  w ork, 
surprisingly became early adopters of      
agent-based automat ion tools.

- An execut ive described a "draconian" 
approach to access, rest rict ing usage 
to protect  intellectual property and 
requiring st rict  oversight . In contrast , 
another execut ive successfully ut ilized 
an internal "AI challenge" to generate 
excitement  among younger      staf f, 
result ing in w orkable prototypes and 
increased engagement  despite      
union pressures.

- To address resistance, one leader 
recommended ident ifying internal      
"evangelists" w ho possess "st reet  
cred" w ith the general w orkforce to 
promote these tools. These advocates 
help colleagues understand not  only 
the benef its of the technology but  also 
the crit ical risks, such as copyright  
infringement  and data privacy.

?W e develop w hat  w e call an 
evangelist ... Somebody w ho's 
got , I'll call it  st reet  credit  
w ith the masses and that  
person, you really help them 
understand all of that  
because they start  to 
evangelize it  to everybody 
else, help them understand 
w hy they w ant  to use it , but  
also then w hat  the pit falls 
are.? 

- A part icipant  noted that  fear of job 
replacement  diminished w hen 
automat ion focused on "low -hanging 
fruit " like scheduling and prescript ion      
ref ills. By removing mundane tasks 
from overw orked staf f, the technology      
w as view ed as a relief rather than a 
threat  to their employment .

- Discussions regarding generat ional 
dif ferences revealed that  w hile 
younger employees often expect  
these tools, older w orkforce segments 
may ignore them. To combat  this, one 
company is moving tow ard making AI 
f luency a formal job expectat ion, 
catering the requirements to specif ic 
roles like analysts or developers. used.
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Governance, Risk, and the Speed of Delivery
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- Discussion centered on the tension 
betw een rapid AI development  and 
the organizat ional capacity to test , 
validate, and govern these new  tools 
ef fect ively.

- Legal and copyright  risks w ere 
ident if ied as a major barrier to 
w idespread adopt ion, part icularly 
regarding image generat ion in retail. 
Teams must  understand the 
provenance of the content  they 
generate to avoid infringing on 
intellectual property rights w hen 
materials are used publicly.

- Several part icipants expressed 
concern regarding "shadow  IT," w here      
employees ut ilize unauthorized 
external tools for sensit ive w ork. A 
member noted that  w ithout  approved 
internal alternat ives, staf f might       
inadvertent ly expose personally 
ident if iable informat ion to public      
plat forms, necessitat ing a st rong 
governance st ructure.

- An execut ive highlighted a novel 
operat ional bot t leneck w here 
development  teams now  deliver 
enterprise-grade products in days 
rather than months. This accelerat ion 
has shocked business units, w hich lack 
the capacity to test  and sign off on 
products at  the speed they are being 
created.

?[Because of AI accelerat ion 
of development ], w hat  they 
ask for is show ing up in short  
order and they are having a 
hard t ime coping w ith some 
of it ... w hen you can not  get  
things tested, all of a sudden 
that  is the crit ical path that  is 
failing out .? 
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- One leader shared a caut ionary 
example involving a junior employee 
w ho used generat ive tools to w rite a 
report  that  contained hallucinat ions. 
This incident  underscored the 
necessity of human oversight  and 
quality assurance, as the rapid 
generat ion of content  can easily 
bypass t radit ional error-checking 
processes.

- Kyndryl concluded that  looking at  
problems in silos of ten creates 
const raints that  hamper the full 
benef it  of the technology. If the 
product  is built  quickly but  the 
organizat ion is not  ready to launch or 
govern it , the theoret ical Return on 
Investment  cannot  be realized.
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The AI Leaders Expert  Exchange is 
hosted by Kyndryl. Please contact  
Deepika Sharma 
(deepika.sharma.ds@kyndryl.com) or 
Rob Reynolds 
(rob.reynolds@kyndryl.com) w ith any 
quest ions about  Kyndryl or this 
Exchange.

https://www.kyndryl.com/us/en
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