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Executive Summary

Despite unprecedented investments in artificial intelligence, enterprise adoption remains limited. A recent MIT study 
found that less than 5% of AI deployments achieve sustained usage or measurable productivity gains. The reasons 
are consistent across industries: integration challenges, ambiguous ROI measurement, and user  
experience barriers.1

The conversation must now move beyond abstract debates over governance versus innovation, and toward practical 
frameworks that evaluate AI outcomes with precision and accountability. Organizations need a way to assess not 
only where AI is being implemented, but also whether it is working.

At Alvarez & Marsal, we’ve developed a battle-tested framework that enables enterprises to evaluate, compare, 
and optimize their AI initiatives in a structured, evidence-based way: the Outcome Index (OI). This approach helps 
organizations balance innovation with governance, ensuring that AI programs deliver real value, aligned to business 
priorities, risk appetite, and organizational maturity.

The Outcome Index (OI): A Pragmatic Lens for AI Evaluation

The Outcome Index is an evaluative model that measures the effectiveness of AI programs across three dimensions 
of Clarity:

 
Unlike traditional ROI models or scoring grids, the OI recognizes that AI performance is multidimensional and 
context-specific. It weighs financial outcomes against risk management, governance maturity, and operating model 
impact, acknowledging that innovation and control are not opposing forces, but interdependent levers.

1 The GenAI Divide: State of AI in Business 2025, July 2025

Evaluating AI Through the 
Outcome Index (OI): Turning 
Clarity Into Measurable Impact

Clarity in Goals

What are we solving for, and  
how do we measure success?

Clarity in Data

What quality, lineage, and 
integration challenges  

constrain performance?

Clarity in Governance

How do we ensure oversight, 
explainability, and sustainability?
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1. Clarity in Goals: Defining Intent and Measuring Impact

AI projects often fail because their objectives are too vague or too ambitious. True clarity means defining measurable 
outcomes, rather than technological aspirations.

Successful programs translate AI intent into business language, whether the goal is revenue uplift, efficiency gain, or 
innovation differentiation.

Example KPIs:

Revenue Uplift: Clear strategy for AI-enabled cross-sell/upsell opportunities, tied to quantifiable ROI and 
delivery timelines.

Efficiency Gains: Measurable reduction in operating costs, automation of manual steps, and improved 
process throughput.

Innovation Differentiation: New client experiences, faster time-to-market, and demonstrable 
competitive advantage.

2. Clarity in Data: Building Trustworthy Foundations

No AI model can outperform the quality of its underlying data. Yet establishing clean, governed, and interoperable 
data remains one of the most complex challenges in enterprise technology.

Organizations must define clear criteria for what constitutes ‘trusted data’ and embed those criteria into their 
operating model.

Key Components, with associated KPIs measuring maturity level:

Data Governance: Implementing federated or data mesh architectures that enforce lineage tracking and 
consistency across domains.

Data Quality: Maintaining continuous monitoring, controls, and remediation workflows to prevent 
degradation.

Integration: Ensuring seamless connectivity between AI models and core systems such as CRM, risk, or 
core banking platforms.

3. Clarity in Governance: Ensuring Trust, Traceability, and Control

AI governance has often been treated as an afterthought and introduced only after regulators or auditors raise 
concerns. A mature AI enterprise embeds governance from day one, recognizing it as a driver of trust and scale.

Key Focus Areas, with associated KPIs measuring maturity level:

Regulatory Alignment: Adherence to evolving local and global frameworks  
(e.g., EU AI Act, SR 11-7, ECB TRIM).

Auditability: Detailed documentation, explainability, and traceability of model decisions and data lineage. 

Risk and Control Frameworks: Proactive testing, vendor oversight, and zero-trust access principles.



3EVALUATING AI THROUGH THE OUTCOME INDEX (OI):  
TURNING CLARITY INTO MEASURABLE IMPACT

The AI Clarity Scoring Index

From Evaluation to Action

The Outcome Index is designed not just for assessment but for decision-making.

Conclusion: Measuring What Matters

The AI revolution will not be won by the most advanced models, but by the most disciplined operators. True success 
in AI lies in clarity - clarity of purpose, of data, and of accountability.

The Outcome Index provides a transparent, repeatable, and value-driven framework that helps organizations 
evaluate what is working, what isn’t, and where to invest next. By grounding AI evaluation in measurable outcomes 
and governance maturity, enterprises can finally realize the full promise of artificial intelligence: real value,  
responsibly delivered.

For New Initiatives

It helps prioritize funding  
toward high-potential and  
low-friction opportunities.

For In-flight Programs

Interim scoring highlights where 
course corrections are needed.

For Portfolio Governance

It enables consistent 
measurement of progress  
and risk-adjusted returns  

across AI initiatives.

Dimension Focus Area Outcome Objective

Goals
ROI visibility, delivery 
timeliness, innovation 
differentiation

Clear alignment between AI 
output and business value

Data
Governance maturity, lineage, 
integration quality

Trusted data foundation for 
sustainable AI

Governance
Compliance, auditability, 
control frameworks

Trusted, explainable, and 
resilient AI
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ABOUT ALVAREZ & MARSAL
Founded in 1983, Alvarez & Marsal is a leading global professional services firm. Renowned for its 
leadership, action and results, Alvarez & Marsal provides advisory, business performance improvement and 
turnaround management services, delivering practical solutions to address clients’ unique challenges. With 
a world-wide network of experienced operators, world-class consultants, former regulators and industry 
authorities, Alvarez & Marsal helps corporates, boards, private equity firms, law firms and government 
agencies drive transformation, mitigate risk and unlock value at every stage of growth.

To learn more, visit AlvarezandMarsal.com.
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About A&M

Technology Enablement

Regulatory Compliance

M&A Support  
and Inorganic Growth Strategies

Risk Management

Customer Experience  
and Service Enhancement

Digital Assets  
and DLT

Target Operating Model  
Design and Execution

Revenue Generation  
and Go-to-Market

Modernize operations with AI, 
blockchain, and digital platforms to 
enhance efficiency, transparency, and 
customer service through tailored 
digital transformation.

Provide tailored compliance 
frameworks and solutions to meet 
evolving global and regional regulatory 
standards.

Support mergers, acquisitions, and 
partnerships with diligence, integration, 
and value creation planning to drive 
growth.

AI and Advanced  
Analytics

Leverage AI and advanced analytics to 
improve decision-making, operational 
performance, and unlock new revenue 
opportunities.

Assess and mitigate risks across 
credit, market, liquidity, and operations 
with strategies to enhance resilience 
and performance.

Redesign customer journeys and 
enhance service delivery with digital 
tools to improve satisfaction and 
retention.

Adopt blockchain and digital assets to 
streamline operations, with expertise 
in regulatory and operational standup, 
tokenization, DeFi strategies, and 
regulatory compliance.

Develop and implement scalable 
operating models to optimize 
performance and align with strategic 
goals.

Identify growth opportunities and 
execute go-to-market strategies to 
drive revenue and long-term success.

Alvarez & Marsal’s Financial Services Financial Markets Infrastructure practice delivers operational and technology-driven 
solutions to address the evolving needs of financial markets participants. We specialize in optimizing business models, 
driving digital transformation, and navigating complex regulatory landscapes to enhance performance and enable growth. 
Our core services include the following:


