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Executive Summary

Al has moved from pilots to production. Enterprises now deploy copilots,

chatbots, and Ai-powered tools in sales and support — but most stall after
launch.

The problem: unmanaged Al plateaus. Without coaching or measurement,
accuracy drifts, trust erodes, and ROl disappoints. Research shows over 70%
of Al projects fail to deliver sustained value.

The solution: Al Performance Management (AIPM). AIPM provides the
oversight and feedback loops Al needs — monitoring answers, tuning
behavior, and updating knowledge continuously.

Why it matters: you build an asset, not a project. Each cycle of AIPM creates
reusable knowledge, policies, and workflows that compound in value. Over
time, Al evolves from a tool into a managed teammate — one that gets
smarter every week and becomes a durable enterprise asset.

1. The Current State of Al in the Enterprise

Al adoption is accelerating in customer-facing functions. Many B2B Tech
companies have or are planning chatbots answering support tickets, Al
assistants helping sales reps draft emails, and generative models powering

knowledge bases. These tools show great potential — they can answer questions
in seconds and scale across thousands of queries. However, in practice many Al

deployments plateau after the initial excitement. Common challenges include:

\
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Inconsistent accuracy

The Al sometimes gives correct answers, but other times it's wrong or
irrelevant. Without oversight, these errors persist and erode trust.
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If a chatbot gives a poor answer, there's often no clear mechanism for the
system to learn from that mistake. Unlike a human rep who gets coaching
after a bad customer interaction, the Al remains oblivious to its missteps.

Difficulty scaling knowledge

As products, policies, or customer needs evolve, many Al systems struggle to
keep up. New information might not be added promptly, leading the Al to rely
on stale knowledge. Over time, the gap between what the Al 'knows' and what
it should know widens.

N

Many internally built chatbots and LLM applications lack a plan for improvement.
Teams often treat Al projects as one-off deployments — build the model or bot,
deploy it, and move on. There is typically no mechanism for structured
improvement. Unlike software engineering where updates are routinely pushed,
Al systems in operations can linger in an unoptimized state. They might work
okay at launch, but without intervention, performance can stall or even degrade
as the business context changes. In large enterprises, it's common to see
promising Al pilots never reach their potential because there's no process to
refine and expand them over time. The result is underwhelming ROl and user
frustration, causing some Al initiatives to be shelved as failures. Indeed, a 2024
study by Boston Consulting Group found only 26% of companies have moved
beyond proof-of-concepts to generate tangible Al value — meaning 74% of firms
have yet to see real value from their Al initiatives. This "pilot purgatory" happens
when there is no plan or mechanism to continuously improve the Al post-launch.

Example: Imagine a customer support Al that was trained on last year's product
documentation. It initially handles simple FAQs well. But as new product versions
release, the Al starts giving outdated answers. Customers get confused or
receive wrong guidance. Support agents then lose confidence in the Al and stop
using its suggestions. This is a familiar story — without updates and feedback
loops, the Al cannot maintain accuracy. It ends up as just another abandoned
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pilot.

Example: A customer asks a chatbot for the lowest price for a product. The Al
responds based on the data it has, providng the lowest price identified in its
history. This is one of hundreds of question that should be answered by policy
rather than fact, but without oversight the Al will continue to provide the "correct"
but "wrong" answer.

In summary, enterprise Al today often lacks "care and feeding." Organizations
deploy Al agents but don't invest in managing them. This current state is risky: an
unmanaged Al can quickly become a liability (giving bad answers, damaging
customer trust) instead of an asset. What's missing is a mindset and practice of
continuous improvement for Al — exactly what Al Performance Management
provides.

2. What is Al Performance Management (AIPM)?

Al Performance Management is the practice of monitoring, tuning, and guiding Al
systems for measurable business outcomes. It ensures an Al solution remains
accurate, relevant, and effective long after the initial deployment. In essence,
AIPM treats an Al system not as a one-time project, but as a "virtual employee’
that needs consistent management, direction, and optimization.

‘We're not just launching applications — we're measuring
them, tuning them, and improving them with every cycle.’

— Anoop Gopinatha, Managing Director of Industry Gen Al, Accenture

At its core, AIPM is built on three principles: visibility, control, and continuous
improvement. Organizations practicing AIPM give themselves visibility into every
answer the Al provides, control to fix or refine the Al's behavior, and a process to
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continuously learn from each interaction. Let's break down these principles:

(Visibility
You can't manage what you don't measure. AIPM means having dashboards
and tools that let you see the specific questions being asked of the Al, and
how the Al is performing in real time. For example, the admin interface must
show every question asked and the Al's answer, along with whether the
answer was clicked, liked, or escalated. Visibility also means seeing why the
Al answered as it did: every source that was used in the generation of the
answer. This transparency is key to building trust. When stakeholders can
inspect Al outputs and trace them back to sources, they gain confidence in
using the Al and in identifying issues.

Control

Given visibility into performance, AIPM provides control mechanisms to
correct the Al when it goes wrong. This includes the ability to provide
feedback used in subsequent training (like a thumbs-down on a poor answer),
or enforce certain rules and policies. Control also extends to the Al's
knowledge base: managers must the tools to update content, fix conflicting
information, adjust the

Perhaps most importantly, AIPM establishes a continuous feedback loop so
the Al keeps getting better. Every interaction is treated as a learning
opportunity. If the Al gives a subpar response, the team doesn't just note it and
move on; they investigate why and then fix the root cause (be it a knowledge
gap, conflicting knowledge, or a lack of Al guidance). The improvement is then
rolled out, and the Al's performance is measured again. This is a cyclic
process of measure — adjust — learn — repeat, much like continuous
improvement in manufacturing or DevOps in software. Over time, the Al
system's performance should steadily improve instead of stagnating.
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In simple terms, Al Performance Management means managing your Al like you
would manage a human employee or a mission-critical process. It's not optional
or "nice to have" — it's a necessity if you want your Al investment to pay off. Just
as no company would hire a team of employees and then never supervise or train
them, we shouldn't deploy Al and then ignore its ongoing performance. AIPM
formalizes this ongoing care.

Crucially, AIPM shifts the mindset from “Is our Al working?" to "How well is our Al
working, and how can it work better?" It introduces metrics and KPlIs for Al
effectiveness (e.g. answer accuracy rates, user satisfaction scores, resolution
times) and holds the Al to those performance standards. This discipline turns Al
from a black-box experiment into a manageable, improvable business asset.

3. Building Al Assets Through Continuous Improvement

One powerful way to think about AIPM is as a process of building valuable Al
assets for your organization. Each cycle of performance management doesn't
just fix issues — it creates reusable knowledge and capabilities that make the Al
smarter and the business stronger. Over time, these improvements compound.
Here are the key "assets” that AIPM helps you develop:

.
Knowledge Assets

Every unanswered or wrong Al response surfaces a gap. By filling these gaps
and resolving conflicts, teams create a curated, trusted knowledge base that
fuels both Al and employees.

\
(

Continuous tuning builds a playbook of tone, style, and compliance rules. Over
time, the Al internalizes the company's ‘way of doing things, ensuring brand-
safe, consistent interactions.

\

Iteration produces repeatable playbooks and escalation paths. These
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workflows embed best practices into the Al, scaling expertise across sales,
support, and beyond.

Each iteration of performance management — every feedback item from a user,
every weekly review of Al answers — contributes to one of these asset
categories. The result is that your Al doesn't just handle tasks, it learns — and
your organization codifies that learning. The Al's knowledge base gets richer, its
behavior more aligned to your brand, and its processes more tightly integrated
with your workflows. In essence, AIPM turns an off-the-shelf Al model into a
bespoke "Al teammate" that embodies your organization's expertise.

This compounding of assets is a key advantage of committing to AIPM. Instead
of plateauing, the Al system grows more valuable over time. Knowledge captured
and lessons learned in one department can even be shared across the enterprise.
For example, if the support Al has perfected answers about a product, those
same knowledge assets can fuel a sales Al to answer prospects' questions
consistently. In this way, AIPM creates a flywheel of continuous learning: every
answer the Al gives is an opportunity to improve not only that answer next time,
but the overall pool of knowledge and practices the Al draws from.

4. Why AIPM Is Different from Standard Chatbot Projects

It's important to distinguish Al Performance Management from the typical
approach many organizations took with earlier chatbots or one-off Al projects.
Traditional chatbots (and even many first-generation enterprise Al apps) were
often treated as static systems — you build a bot with a fixed script or deploy an
ML model and consider the job done. The focus was on the initial build and
launch. What happened afterward was usually not well planned; the bot either
worked or it didn't, and if it didn't, the project might be deemed a failure and
abandoned.

AIPM flips that approach. It treats an Al system as a dynamic, evolving capability
that benefits from ongoing oversight and improvement. Here are key ways Al
Performance Management differs from the standard "set-and-forget" chatbot
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mentality:
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Lifecycle vs. One-off: AIPM establishes a lifecycle management process for
Al. There are phases of measuring performance, gathering feedback, making
improvements, redeploying, and monitoring again. In contrast, a typical
chatbot project might only have a build phase and a launch, with no formal
iteration cycle. AIPM recognizes that deployment is just the beginning.

Proactive Oversight vs. Reactive Support: With AIPM, teams proactively look
for issues and opportunities to improve. For example, they regularly review
answers and analytics to catch if the Al's accuracy is dipping or if new
customer queries are coming in that the Al doesn't handle well. Traditional
approaches often realize problems only when there's a fire — e.g. a major
customer complaint — because nobody was actively monitoring performance
metrics. (In fact, Gartner predicts that through 2025 at least 50% of generative

Al projects will be abandoned at the pilot stage due to unclear business value,
poor data, or cost overruns. This underscores the need for upfront oversight
and clear value alignment to avoid early abandonment.)

Cross-functional Collaboration: Performance management of Al typically
involves a cross-functional team — subject matter experts, data scientists,
and business owners. They work together to refine the Al -- updating
knowledge, and guidance. This distributed responsibility ensures each
business unit tunes the Al for their context. In many early chatbot projects, IT
or a vendor handled everything, with limited input from business experts after
launch. AIPM, by contrast, treats improvement as a collaborative, ongoing
effort between the Al experts and the domain experts.

Predictability and Trust: Ultimately, an Al operating under AIPM will deliver far
more predictable and accountable results. Executives gain confidence
because they can see metrics trending in the right direction and they have a
handle on why the Al behaves as it does. Standard chatbots often earned a
reputation for being flaky — one day answers are fine, the next day something
goes wrong and nobody knows why. With AIPM's transparency and control,
there's far less mystery. Issues are surfaced and addressed methodically,
which builds trust across the enterprise.
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In short, AIPM is about treating Al as a continuously improving teammate rather
than a static tool. Organizations that adopt this approach move beyond the
limitations of basic bots. Instead of a "good enough" system that might answer
~50% of questions and ignore the rest, they cultivate an Al that is constantly
closing the gap toward 100%. They also gain the governance and compliance
benefits of knowing exactly what their Al is doing and being able to audit and
adjust it. This is crucial in an enterprise setting where unchecked Al behavior can
lead to brand, legal, or ethical risks. With AIPM, Al doesn't operate in a black box
— it's under active management just like any other important part of the business.

5. Implementing Al Performance Management in Your
Organization

Adopting AIPM is a journey, but whether you are looking for a new Al platform, or
a bolt-on to an internally developed tool, AIPM can start with practical steps.
Here's a high-level roadmap for implementing Al Performance Management in an
enterprise setting:

5.1. Establish a Performance Baseline (Visibility)

Begin by instrumenting your Al system with monitoring. Define key metrics — for
example, answer accuracy, resolution rate, user feedback scores, response time,
etc. Integrate with an AIPM system to aggregate this data. At this stage, you're
creating visibility. Run an evaluation of your Al on historical queries or a pilot
group to get a baseline performance measurement. This will tell you where the Al
stands currently and highlight obvious weak spots.

5.2. Define Policies, Tone, and Knowledge Assets

Ensure you have the right knowledge and guidelines in place for the Al. This
means curating the knowledge base (all relevant documents, FAQs, manuals the
Al should draw from) and establishing the "Persona" - the desired tone of voice
and rules. For instance, decide if the Al should speak in a formal or casual tone,
how it should handle uncertainty (maybe it should say "l'll find out" rather than
guessing), and what it must not do (e.g. divulge confidential info or give financial
advice). This provides a solid foundation so that as you improve, you're steering
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the Al in the correct direction aligned with your brand and compliance needs.

5.3. Monitor Performance with Clear KPIs

Once the Al is live and you have a baseline, watch the metrics closely. Set up
regular reviews. For example, track the percentage of answers that meet a quality
bar or the number of times users had to escalate to a human. Monitoring isn't
passive — it's about catching issues and opportunities. If the data shows a
certain category of questions always has lower accuracy, that's a flag to
investigate why. Make performance management a routine. Many organizations
designate an "Al performance owner" or a small team whose job is to
continuously watch these dashboards, much like a mission control.

5.4. Apply Structured Feedback Loops

Use explicit feedback from users (both customers and internal users like support
agents or sales reps). This is as simple as a thumbs-up/down rating on each Al
answer or a short survey asking "Did this answer your question?". Develop a
workflow where this feedback is regularly reviewed and translated into
improvement actions. For instance, for each thumbs-down, the Al or an analyst
examines the query and the answer to determine what went wrong (missing info?
incorrect source? misunderstanding?). The key is to turn feedback into
actionable improvements — update the knowledge base or refine the Al Guidance
or Persona. Every piece of feedback should close the loop: don't just log it, fix it.

5.5. Iterate and Improve Continuously

Then deploy the updates to production. This becomes an ongoing cycle -
essentially a continuous improvement pipeline for Al. Some companies align this
with agile sprints, where every sprint includes some Al improvement tasks. The
process repeats, steadily elevating the Al's performance.

Alongside these steps, it's important to assign clear roles for Al performance
management. Typically, business unit teams or subject matter experts are
responsible for the content and relevance in their domain — for example, the
support knowledge managers ensure the Al has the latest support Q&A, the sales
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enablement team provides the latest product info and messaging for the Al, etc.
This distributed ownership model ensures each team "owns" the performance of
the Al in their area, while a central team maintains overall quality standards and
governance. Regular cross-team meetings can help share insights — for instance,
issues discovered by the support team's Al may inform improvements that
benefit the sales Al, and vice versa.

Implementing AIPM is not a one-time project; it's establishing a new operational
capability. Many organizations start with a pilot — choose one Al use case (say,
an internal support chatbot) and apply these AIPM steps. Once successful, they
expand the practice to other Al initiatives. It's also wise to celebrate and
communicate wins: for example, announce to stakeholders that "After 3 months
of performance management, our Al's answer accuracy improved from 75% to
90%, and customer hold time dropped by 30%." This helps reinforce the value of
AIPM culturally and secures ongoing buy-in from executives and frontline teams
alike.

6. Looking Ahead: The Strategic Role of AIPM

As Al becomes more deeply embedded in how enterprises operate, Al
Performance Management is poised to play a strategic, foundational role. We are
quickly moving toward a future where Al agents are not just marginal
experiments, but core members of the workforce — handling customer
interactions, assisting in sales, making recommendations, generating content,
and more. In that future, organizations will need robust "Al governance and
improvement" functions just as today they have IT governance or human capital
development functions.

Here's what embracing AIPM means for the enterprise long-term:

+ Al as a Managed Teammate: We stop viewing Al as a miraculous tool and
start viewing it as a digital team member. This implies that just as we would
never leave an employee entirely unmanaged, we will never leave our Al
unmanaged. Enterprises will develop Al Performance Management teams or
units whose job is to oversee the collective performance of all Al systems,
ensure they are learning and improving, and align them with company goals.

Oept Al Al Performance Management Page 11



£Hept Al

In executive discussions, questions like "How are our Al agents performing
this quarter? What did they learn? Where do they need support?” could
become commonplace — analogous to discussions about departments or
business units. Al systems will even have their own performance reviews and
improvement roadmaps.

Sustainable Al Adoption at Scale: One of the biggest challenges in enterprise
Al adoption has been fragmentation and pilot purgatory — many disparate Al
projects that never scale or align. AIPM offers a unifying discipline to
coordinate Al efforts across the organization. It provides the scaffolding to
make Al adoption sustainable and consistent. With AIPM, even if different
business units develop their own Al solutions, they are all managed under a
common philosophy and set of practices. This ensures quality standards are
maintained and learnings are shared, rather than each team reinventing the
wheel or repeating mistakes. In the long run, this governance layer becomes
essential — it's what separates companies that successfully scale Al
enterprise-wide from those stuck in endless experiments.

Continuous Competitive Edge: In a business environment where technology
evolves rapidly, an organization's ability to learn and improve faster than
competitors is key. AIPM institutionalizes fast learning for Al. Companies that
excel at AIPM will effectively have an Al improvement engine always running
in the background, tuning responses, updating knowledge, refining strategies.
This means their Al-driven services will consistently get better and more
efficient, quarter after quarter. Competitors who neglect performance
management may find their Al initiatives falling behind — their chatbots still
giving stale answers while yours give fresh, precise ones; their Al
recommendations being ignored by customers while yours drive revenue
because you fine-tuned them continuously. Over time, the gap widens, as a
managed Al becomes a compounding asset that accelerates away from
unmanaged ones. In fact, Accenture's research on "Al-ready" companies
showed that those deemed "reinvention ready" achieved 2.5x revenue growth
and a 3x boost in productivity by thoughtfully layering Al on top of strong data
and processes. The strategic payoff of AIPM is cumulative and significant.

Foundation for Every Al Deployment: We foresee Al Performance
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Management becoming a standard component of any enterprise Al initiative.
Just as no serious software project goes live without a monitoring and ops
plan, no serious Al solution will go live without a performance management
plan and team in place. AIPM will be considered an integral part of the Al
lifecycle — from the moment a project is conceived, there will be a plan for
how it will be evaluated, monitored, and improved continuously. Organizations
will also invest in platforms and tools that make AIPM easier (indeed, new
software solutions and services are emerging to support Al monitoring,
evaluation, and feedback workflows). Companies that embrace this early will
help define best practices and set the bar in their industries for Al excellence.
As Deloitte advises, "Organizations should build trust into Al tools from
inception, including establishing clear policies, processes, and controls
throughout the Al lifecycle to guide the human management of Al agents." By
institutionalizing such practices, enterprises future-proof their Al investments
against the inevitabilities of change: new data, new customer needs, and new
business challenges.

Looking ahead, Al Performance Management might well be the differentiator
between Al initiatives that fizzle out and those that transform entire businesses.
As an executive, fostering this capability means you are not just deploying Al -
you are ensuring Al remains an adaptive, high-performing part of your enterprise
strategy. It's a shift from thinking of Al as a one-time innovation to treating it as
an evolving asset that grows in value. In a sense, by institutionalizing AIPM, you
manage the machines in order to maximize their contribution. And as a result,
your Al systems truly become reliable, continuously improving teammates that
boost your organization's performance in a lasting way.

Conclusion

Al has immense potential to drive efficiency, scale, and innovation in the
enterprise. But unlocking that potential requires moving beyond the mindset of
"build it and forget it." Without Al Performance Management, even the best Al will
remain static and eventually underperform — much like an employee left
untrained and unsupervised. Issues will accumulate, trust will erode, and the
initial investment may never yield significant returns. With Al Performance

Oept Al Al Performance Management Page 13


https://www.deloitte.com/us/en/about/press-room/trust-main-barrier-to-agentic-ai-adoption-in-finance-and-accounting.html

Management, on the other hand, Al systems become assets that compound in
value over time. Each day, they learn something new. Each week, they get a bit
more accurate, a bit more aligned to the business. Over months and years, a well-
managed Al can evolve from a basic helper to an expert assistant that
consistently delights customers and supports employees.

For executives considering rolling out Al to their teams, the message is clear:
treat your Al initiatives as you would a high-potential new hire or a strategic
program — set goals, monitor progress, and continuously improve. Make Al
Performance Management a core part of your rollout plan. Doing so not only
ensures you avoid the common pitfalls that lead to Al project failures, but actively
turns your Al into a source of ongoing competitive advantage.

In the end, an Al system really can become a reliable, continuously improving
teammate — one that boosts your organization's performance in a lasting way.
But just as even the best employees need good managers, your Al needs
performance management. Invest in your Al's performance, and the enterprise
will reap the rewards, now and in the long run.
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Want to see AIPM in action?

See a demo of the market-leading Al Performance Management
platform.

Demo Al Performance Management
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