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Softtek®

Al that Ships

Turning enterprise
Al into measurable
business value

i |

Softtek’s principle for

making Al useful, durable,

and accountable in the

enterprise: start with the

business outcome, codify

the knowledge it needs,

and apply the engineering

discipline that keeps it

working in production. W




EXECUTIVE
SUMMARY
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Most enterprises now have Al. Far fewer have measurable business value to show
for it.

The gap is becoming increasingly difficult to ignore. Research from MIT Media
Lab’s Project NANDA found that, despite an estimated $30 billion to $40 billion in
enterprise investment in generative Al, 95% of the organizations studied saw no
measurable return.’

Organizations have invested in copilots, proofs of concept, automation, and
generative Al initiatives. Activity is easy to find. Business impact is harder.

This is often described as an adoption or technology problem. In most cases, it
starts earlier. Many Al programs begin with a model, tool, or use case and work
backward toward a business need.

That order matters.

Research from Section’s 2026 Al Proficiency Report found that 85% of knowledge
workers still lack a clear, value-driving use case for Al. 2 The challenge is no longer
access to Al. It is connecting Al to an outcome that matters.

The organizations seeing the strongest business outcomes take the opposite
approach. They start with a business objective and then determine how technology
can help achieve it. That difference often determines whether Al reaches production,
gains adoption, and creates lasting value.

What is Al that Ships?

Al that Ships is Softtek’s principle that Al earns its place when it is connected
to measurable business value, engineered for production, and governed to keep
improving over time.

It starts with value, not technology. Success means improving a measurable
business outcome, not deploying more Al.

That means connecting Al to a business objective, building it for production, and
creating the governance and feedback loops needed to improve it over time.

This paper focuses on three disciplines:
« Start with value, not use cases.
« Codify domain knowledge into technology.

- Engineer for production, not for the demo.

Together, they provide a practical path from Al activity to measurable results.
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The Al gap is not where most organizations think it is

The first wave of enterprise generative Al made
experimentation unusually accessible. Teams could
test models, build assistants, and automate tasks
without the time and infrastructure earlier technology
waves demanded.

That accessibility accelerated activity. It did not
automatically accelerate value.

The disconnect is visible inside organizations as

well. A Wall Street Journal report highlighted a
38-point gap between the productivity gains reported
by executives and the experience of front-line
employees.®

A demo proves that something can work. Production
proves that it can create value in the real world.

Al has to work with the organization’s data, systems,
processes, security requirements, and operating
realities. It must produce reliable results, not
occasional successes. Most importantly, it should
improve something the business actually cares about.

A pilot can operate beside the business.
Production Al must become part of the business.

This is why many Al initiatives stall even when the
model performs well. HFS Research refers to this
pattern as “pilot purgatory”: an endless cycle of
experiments that never reach enterprise-wide
implementation. 4

Context changes. Integrations break. Outputs go
unvalidated. Ownership remains unclear. Teams may
find that the new capability adds work instead of
removing it.

A better model can’t solve those problems on its
own.

The real question is not whether an organization

can build an Al use case; it’s whether that use case

is tied to value, designed for adoption, and able to
deliver consistent results once it becomes part of the
business.

Start with value, not use cases

Most Al conversations begin with a familiar question:
Where can we use Al?

It sounds practical, but it puts the technology before
the problem. It encourages organizations to collect
use cases rather than understand where value is
created, delayed, lost, or constrained.

A better starting point is:

Where would better decisions, faster execution, or
less friction create meaningful business impact?

That question shifts the conversation from features to
outcomes.
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Value streams show how work actually moves. They
reveal failed handoffs, delayed decisions, repetitive
work, broken customer experiences, and other

sources of friction that slow the business.
Only then should Al enter the discussion.

It also helps organizations avoid solving the wrong
problem. Al can increase the speed and scale of
a process, but that alone is not an improvement.
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Applied to a poorly designed workflow, Al may

simply help the organization do the wrong thing
faster.

Starting with value brings a few important questions
into focus:
« What business metric should move?

« What behavior or process must change to move it?

« Is Al the right mechanism?

« What evidence will show that the change is
working?

« Who owns the result after deployment?
Together, these questions help define the outcome,

the role Al should play, how success will be
measured, and who remains accountable.

The goal is not to find more Al opportunities. It is to
identify the ones worth taking into production.

Codify domain knowledge into technology

General-purpose models are broadly capable.
Enterprises create value through what is specific to
them.

That includes industry expertise, operating practices,
customer expectations, risk decisions, and the
judgment employees apply every day. Al becomes
more effective when this knowledge shapes how it
interprets situations and informs what it does next.

That knowledge cannot remain trapped in
presentations, process documents, or the minds of a
few experts. It must be translated into context, rules,
workflows, and guardrails.

Al doesn’t need everything an expert knows; it needs
enough of it to make better decisions within a defined
role, including:

« The business context behind a request

« The rules that define an acceptable result

« The exceptions that require human judgment
« The systems and data it can use

« The actions it can take

« The conditions that require escalation

- The measures used to evaluate success

Accumulated delivery experience becomes more
than an organizational credential. It becomes an
engineering asset.
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Al can accelerate output, but speed makes judgment
more important, not less. People provide the
context, judgment, and accountability that keep that
acceleration pointed toward the right outcome.

Organizations do not need to choose between human
expertise and Al. The strongest operating models
combine both.
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Context \ Integration & Improvement Validation \

Al needs the right business Lasting Al value comes from Organizations need clear rules
context at the right time. It integrating it into everyday for what Al can do, what requires
should be current, relevant, and workflows, systems, and review, and how results are
trustworthy. decisions, while using feedback to evaluated.

continuously improve outcomes.

Governance Sovereignty \ Economics
Security, privacy, compliance, Keep the intelligence your The most capable model is
traceability, and accountability organization builds under your not always the right one. Cost,
should be built in from the own roof, not a vendor’s. performance, speed, and risk all
beginning. matter.
What matters is bringing these disciplines together existing Al environment. The technology may change,
around a business outcome. but the discipline behind successful production

deployments does not.
Softtek’s approach is model-agnostic. It can work Py

with Softtek’s Al platform FRIDA (Framework for Enterprise Al must outlast any model cycle, platform
Intelligent Digital Automation), or within a client’s decision, or provider relationship.

From opportunity to production value

Al that Ships applies before, during, and after During the build: keep the objective in view

development. ) )
Once an outcome has been chosen, it has to survive

Before the build: find where value can move the build. Business and technology teams make

) ) hundreds of decisions along the way, and every

Al that Ships starts long before development begins. )
handoff creates an opportunity to lose.

Organizations need to understand where value is

created and where friction gets in the way before

evaluating models, tools, or use cases.

Keeping the objective in view during the build is a
practical discipline, not just an alignment goal:

- Translate the objective into a specification the build

The goal is to identify an outcome worth improving, can be measured against

establishes ownership, and agrees on how success « Validate outputs and artifacts against that

will be measured. Generating more Al ideas can wait. specification as they’re produced, not only at the
end

« Add checkpoints where a person confirms the
work is on track before it moves forward

« Set up the build so progress toward the outcome
can be measured from day one

The closer the connection between the solution and
the intended outcome, the greater the likelihood of
successful adoption.

Losing that connection is one of the fastest ways for a
promising pilot to lose momentum.

softtek.com
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After deployment: make the operation smarter

Shipping is not the end of the work.

Each decision, exception, and resolved case should
help improve the next outcome. The system should
become more useful as it gains context and learns
where intervention matters most.

In technology operations, for example, that can mean
connecting technical events to business impact, using
what was learned to prevent disruptions, resolving
future issues faster, and improving how the operation
responds over time.

A quieter operation is a side effect. The real objective
is an operation that becomes more capable with
each cycle.

What Al that Ships looks like in practice

A business objective comes first in Al that Ships —
before any model or agent gets chosen.

Consider software quality. The challenge is rarely a
lack of tests. More often, teams struggle with growing
complexity, limited testing capacity, long validation
cycles, and the risk of defects reaching production.

Start by defining the objective: improve software
quality while reducing delivery friction. The Al
capability is then connected to the workflow, the
governance model, the engineering process, and the
metrics used to evaluate success.

softtek.com

In quality engineering, Softtek applies Al through
FRIDA Intelligent Test Automation to generate test
cases, expand regression coverage, and identify
defects earlier in the lifecycle. Success here is faster
validation cycles, fewer defects reaching production,
and stronger confidence on the released product.

Al creates value when it becomes part of how work
gets done, not when it operates alongside it.
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Governance is not the brake

Governance is sometimes positioned as the control Effective governance gives organizations room to
that slows Al down. move faster because risk is addressed in the design,

Lo . not discovered after release.
In production, it does the opposite.

It also strengthens trust. Employees are more likely
to adopt Al when they understand its role, its limits,
and their own authority. Executives are more likely to
expand it when results are visible, and accountability

Clear guardrails reduce ambiguity. They tell teams
what data may be used, which actions are permitted,
what requires human approval, how outputs should
be validated, and who is accountable when the

is clear.
system behaves unexpectedly. s crear
Without those decisions, pilots remain pilots because
nobody is prepared to accept the operational risk of Governance is not a final approval step. It is part of
deployment. the engineering.
What leaders should ask next
The next enterprise Al conversation should not begin The organizations that create lasting value with
with a model comparison or another call for use Al will not be those with the most pilots, tools,
cases. or announcements. They will be the ones that

connect Al to business outcomes, build it for real
operating conditions, and continue improving it after
deployment.

It should begin with the business. Where is value
being lost? What needs to change? What knowledge
will the system require? What will it take to work in
production? How will success be measured? And They won't stop building for the demo.

ho will [ table after depl t?
who will remain accountable after deploymen They will build Al that Ships.

These questions may be less exciting than a demo.

They are far more consequential.
Explore how Softtek helps move Al from opportunity
to production.

softtek.com Softtek drives results by combining engineering discipline with expert oversight to put Al into production, tied to business

outcomes. The pioneer of nearshore, we close the gap between technology and business strategy.
Simple. Smart. Reliable.
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