THE METHOD GUIDE

Zero
Waste
Al.

How to integrate Al into your business without wasting the investment
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// THE PROBLEM

The $547 billion problem

In 2025, companies worldwide invested roughly $684 billion in Al initiatives. By year-end, more than $547

billion of that investment had failed to deliver the expected business value.

80% +

of global Al investment failed to deliver its promised return in 2025.
RAND CORPORATION, 2025

This isn't an isolated case or bad luck. It's the most common outcome. And the gap between what's
invested and what comes back is widening, not closing.

42%

of companies abandoned most of their Al initiatives in 2025 — up from just 17% the year before.
S&P GLOBAL MARKET INTELLIGENCE, 2025

95%

of generative Al pilots fail to deliver a measurable financial return.
MIT NANDA, 2025

The technology works. 88% of organizations already use Al in at least one function. But only 39% see a

measurable impact on their bottom line (McKinsey, 2025). The problem isn't Al. It's how companies
decide where to apply it.
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// THE PROBLEM - BY INDUSTRY

Waste takes a shape in every sector

The average hides very different realities. Waste doesn't look the same in a hospital as it does on a
factory floor or in a retail store: the exact point where the investment slips away changes, but the
underlying pattern repeats. These are the places where each industry leaves its money on the table.

Healthcare

It's one of the sectors investing most heavily in Al — and one where the most gets abandoned. In healthcare
SMESs, up to 80% of diagnostic-Al initiatives are dropped over compliance fears and the difficulty of validating
clinical results. On top of that sits a quieter technical problem: integrating Al with electronic health record
systems proves, on average, 89% more complex than estimated at the start. The project doesn't fail on the
model — it fails on the fit with real operations.

WORKINSIDERS 2025 - FOLIO3 2026

Manufacturing

The classic case is predictive maintenance: the promise of catching equipment failures before they happen. In
practice, around 65% of those initiatives fail, largely due to clashes with legacy systems never designed to
connect. The hidden cost is integration, which can consume 58% of total project resources — resources
planned for the model, not for making it work inside the plant.

WORKINSIDERS 2025 - FOLIO3 2026

Retail

Personalization is Al's big draw in retail: recommending the right product to the right person. But around 60% of
these tools fail, almost always for the same reason — poorly integrated data. When customer, inventory, and
sales information lives in systems that don't talk to each other, the Al recommends badly, the team's trust
collapses, and the tool quietly gets switched off.

WORKINSIDERS 2025

Financial services

It's a data-rich sector with clear use cases like fraud detection — and still, only 28% of Al infrastructure projects
deliver the promised return. The market is already penalizing it: credit analyses report that companies classified
as mere Al “adopters,” spending without evidence of return, pay a premium versus those that demonstrate real
value. Al waste isn't just an internal cost anymore; it's starting to carry a market price.

GARTNER 2026 - CITI
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Logistics

It's the lagging sector, and tellingly so: only about 10% of providers have managed to scale Al across their core
operations. The most-cited barrier isn't technical — it's a business one: an unclear ROI that stalls investment
before it takes off. When you can't show where Al pays, the project never really starts.

BCG, 2026

Five industries, five different leak points, one shared root cause: in every case, money goes in before
anyone knows precisely where Al creates value and how it will integrate into real work. That inverted
order — technology first, problem second — is where the waste begins, regardless of the sector.
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// THE ROOT CAUSE

Why it gets wasted

When an Al project fails, the first instinct is to hunt for a technical culprit: the data was dirty, the model
underperformed, the integration was harder than expected. The evidence points elsewhere.

(1%

of Al failures have no technical root — they trace back to poor strategy, unclear governance, and inadequate
organizational design. Only 23% are technical.

RAND CORPORATION - 2,400 INITIATIVES

k Starting with the technology instead of the problem is the single most-cited

cause of failure. Companies pick a tool or a model, then go looking for
something to apply it to.

IBM described it as the sequence that guarantees waste: “Step one: we're going to use large language
models. Step two: what should we use them for?” That inverted order is the origin of the problem.

Companies that do get a return do the opposite. They're twice as likely to have redesigned their
end-to-end business process before choosing the technology (McKinsey, 2025). They don't bolt Al onto
a broken process: they understand the process first, then integrate.

No Al saves a process that was already broken. Fix the

/ / process first; automate it second.
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// THE PRINCIPLE

The Zero Waste principle

The Zero Waste Al Method starts from a simple idea — almost uncomfortably obvious: Al isn't the goal.
Return is. It sounds self-evident, but it's exactly what gets lost the moment the conversation starts with
“what can we do with Al?” instead of “what business problem do we need to solve?” Every decision in the
method is made by asking whether it moves a real business number — and if it doesn't, it doesn't get
built.

This separates two things that often get confused and that lead to opposite outcomes: applying Al where
it creates measurable value, and applying Al because it's in fashion or because a competitor is doing it.
The first earns the investment back and holds up over time. The second is the expensive gadget that
dazzles in ademo, goes unused in the actual operation, and gets abandoned six months later. The
difference isn't in the technology — often it's the same technology — but in whether someone did the
work of finding where it was worth it.

The method runs on four phases. Each one exists to prevent a specific kind of waste, and each is a
low-risk entry point: you don't have to commit to the whole journey up front. You move to the next phase
only once the previous one has proven its value, which means at any point you can stop having spent
little and learned a lot.

01 02 03 04

Map Validate Integrate Evolve
Prevents spending where Prevents building blind Prevents solutions no one Prevents installing
Al moves no number. pilots that never scale. ends up using. something and

abandoning it.

The pages that follow explain each phase so you can start applying it — what to ask, what to look for, and
what mistake to avoid.
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// PHASE 1 OF 4
Start with the business, not the Al

Before touching any technology, you map the process. The goal is to pinpoint where Al drives a real
return and rule out where it would just be a gadget. It's business work before it's technical work: it means
understanding how the operation runs today, where the bottlenecks that cost time or money actually are,
and which of those points are genuinely responsive to Al. This is the phase almost every company skips
— out of anxiety, competitive pressure, or because it looks like the “boring” part before the technology —
and it's exactly why most integrations fail.

WHY IT MATTERS

The deepest failure happens before any technology is chosen: when no one clearly defined what
business problem the Al should solve. Leaders describe outcomes in adjectives, not numbers, and
technical teams end up solving a problem that wasn't the critical one.

WHAT TO ASK IN THIS PHASE

[[] What specific process am | trying to improve, and how is it measured today?
[[] What business number would change if this works?
[] Isthisan Al problem, or a broken process no Al will fix?

|:| Do | have the data this solution would need?

THE MISTAKE TO AVOID

Starting from “we want to use Al” instead of “we want to solve this.” That inverted order
is the root of nearly all the waste.
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// PHASE 2 OF 4

Validate

Prove it small before you build it big

Once the highest-value point is identified in the previous phase, you test the hypothesis at the smallest
possible scope. The goal isn't to build the final solution — it's to confirm the idea works before investing
for real. It's deliberately small: a tight pilot, with a clear metric, that within a few weeks tells you whether
it's worth moving forward or whether you should stop and save yourself the bulk of the investment. It's
the insurance against the pilot that balloons, burns budget for months, and never reaches production.

WHY IT MATTERS

54%

success rate for projects with success metrics defined upfront. Without them, it drops to 12%.
MIT SLOAN, 2025

Validating tight forces you to define the success metric before spending. That discipline alone more than
quadruples the odds of success.

WHAT TO ASK IN THIS PHASE

[[] What's the smallest scope that tests the hypothesis?
[[] What metric, measured before and after, tells me it worked?
[[] What's the threshold that justifies moving to a full build?

[C] Whatdollearnifitfails, and what does that learning cost?

THE MISTAKE TO AVOID

Building the full solution on a hypothesis no one tested. It's the most expensive way to
find out it didn't work.
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// PHASE 3 OF 4

Integrate

Into the real workflow, not an isolated demo

With the hypothesis validated, you build and integrate the solution into the real workflow — inside the
tools the team already uses, not as a separate layer someone has to remember to open. This distinction
looks like a detail and is actually what decides everything: a solution that lives where people already work
gets adopted almost on its own; one that requires stepping out of the normal flow to go find it gets
abandoned no matter how good it is. This is the phase where Al stops being an experiment and becomes
part of how the business runs — or where it gets archived for good.

WHY IT MATTERS

Failure rarely happens in the lab; it happens in the jump from pilot to operations. A solution that lives
outside the workflow creates friction, people stop using it, and the investment is lost even if the
technology worked.

That's why integration isn't a technical afterthought: it's where adoption is won or lost. Companies that
capture value redesign the workflow, not just speed up the old one.

WHAT TO ASK IN THIS PHASE

[[] Does the solution live inside the tools the team already uses?
[[] What friction does it add to — or remove from — daily work?
[[] Would the team adopt it without anyone reminding them?

[[] Didlredesign the process, or just put Al on top of it?

THE MISTAKE TO AVOID

Shipping a brilliant demo that lives far from real work. If people have to remember to use
it, you've already lost it.
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// PHASE 4 OF 4

Evolve

Measure, tune, improve

Al doesn't get installed and abandoned. Unlike traditional software, an Al solution lives in an environment
that shifts: data moves, the business adjusts, user behavior evolves. That's why, once it's running, you
measure it against the metric defined in the validation phase, tune it, and improve it with real usage.
Without this phase, even a good integration degrades over time, stops reflecting the reality of the
business, and ends up no longer justifying its cost — the waste arrives late, but it arrives all the same.

WHY IT MATTERS

61%

of projects were approved on projected ROI that no one measured again after launch.
MIT SLOAN, 2025

The project ships and no one checks whether it worked. Organizations that capture value consistently do
the opposite: they run short measurement cycles, adjust fast, and hold clear criteria for when to scale
and when to stop.

WHAT TO ASK IN THIS PHASE

[[] AmImeasuring the same number | defined at the start?
[[] How often do I check whether it's still working?
[[] What signal would tell me to adjust — or to stop?

[T] Does the solutionimprove with use, or decay?

THE MISTAKE TO AVOID

Calling the project done the day it ships. Without continuous measurement, the return
quietly evaporates.
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// SELF-ASSESSMENT

Is your next Al initiative at risk of waste?

Check each statement that's true for your next Al project. The more that stay unchecked, the higher the
risk that the investment won't come back.

|:| | can name the specific process | want to improve and how it's measured today.
| know exactly which business number should change if it works.

I've confirmed it's an Al problem, not a broken process.

| defined the success metric before starting to build.

I'll test the hypothesis at a small scope before scaling.

The solution will live inside the tools the team already uses.

| have a plan to measure the result after launch, not just before.

OoOoo0oo0O00n0Oan

| know in advance what signal would tell me to adjust or stop.

// TU RESULTADO

0-3 High risk

The investment likely won't come back. Stop and remap before spending.

4—6 On the right track

There are gaps worth closing before you scale.

Built to pay off

Your initiative is designed to earn a real return.
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// HOW TO START

The first step is to map

If anything in this guide felt familiar — an Al investment that didn't come back, a pilot that stalled, a tool no
one uses — it's not a technology problem. It's a problem of where and how it was applied.

The Zero Waste Al Method exists for the opposite: to integrate Al only where it moves a number in your
business, in phases with defined scope and price. And the first step is always the same — map.

Dotnoi

AI that pays for itself. weare@dotnoi.com
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Al failure figures vary by how each study defines “failure” — bottom-line impact, business value, or ROI threshold. Sources are
cited so you can consult them directly and draw your own conclusions.
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