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SECTION 1

Value at stake

This is the annual value your organization can unlock by closing its Return on Intelligence gap - the payoff for maturing
across the six drivers below. It is indicative, and Weaver validates it line by line in the fixed-fee Measure phase.

VALUE AT STAKE / YEAR

$6.2M–$16M
Indicative - validated in Weaver's Measure phase

COST REDUCTION REVENUE ACCELERATION

$2.1M–$6.2M $4.1M–$10M

About 0.1x your current AI spend. Sector-adjusted for cross-sector baseline (GenAI Investment & Adoption Benchmarks by Industry
Sector · 2024–2025).

SECTION 2

Executive summary

Your organization's current Return on Intelligence readiness index is 45, placing it at the 33rd percentile across
industries. This indicates significant opportunity for improvement, as the overall peer median stands at 58. The
primary areas requiring attention are Technology, Data & Integration, and Strategy & ROI Alignment, which
represent the largest gaps in your current state. Addressing these foundational elements is critical for unlocking
the full potential of AI initiatives.

The most significant gaps are in Technology (score 31), Data & Integration (score 35), and Strategy & ROI
Alignment (score 40). These dimensions are below the peer median by 19 points, 20 points, and 15 points
respectively. Improving Technology readiness could unlock an indicative annual value of $1M to $3M, while
Data & Integration improvements could yield $1M to $3M. Strengthening Strategy & ROI Alignment could
contribute $1M to $3M annually. These figures highlight the direct financial impact of maturing these core
capabilities.

Your organization has an indicative annual value at stake of $7M to $19M by advancing its Return on
Intelligence readiness. This value is split between $2M to $7M in cost reduction and $4M to $12M in revenue
acceleration. Currently, your organization leverages its AI spend at 0.1x, indicating that for every dollar spent on
AI, only a fraction is being realized in measurable business value. Maturing across the six drivers of Return on
Intelligence readiness has a tangible, quantifiable payoff.

By systematically addressing the identified gaps and advancing your readiness across all dimensions, your
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organization can significantly increase its Return on Intelligence. Moving from your current standing to a more

mature state will directly translate into substantial cost reductions and accelerated revenue growth, ensuring

that AI investments deliver measurable business impact.

SECTION 3

Readiness radar

Each spoke is one of the six drivers, scored 0-100. The gold shape is you; solid grey is the peer median; the dashed line is
best-in-class. Dots mark published peer values; on axes without a dot the peer median is suppressed for your cohort and the line
bridges for shape only. Where grey reaches past gold, you trail peers most.

Strategy

Technology

Data

Governance

Workforce

Production

You Peer median Best in class

SECTION 4

Dimension breakdown

Dimension Score /100 Stage Questions Peer median vs median Percentile

Strategy & ROI Alignment 40 Initial 5 / 5 25 +15 P73

Technology 31 Initial 4 / 4 50 -19 P22

Data & Integration 35 Initial 5 / 5 55 -20 P16

Governance 50 Developing 5 / 5 25 +25 P75

Workforce 41 Initial 11 / 11 - - -

Production 75 Defined 2 / 2 50 +25 P64
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Strategy & ROI Alignment · 40/100 · Initial
Strategy & ROI Alignment scores in the initial stage but sits above the peer median, indicating early-stage but
comparatively favorable positioning on strategy alignment.

Technology · 31/100 · Initial
Technology sits in the initial stage and scores well below the peer median, marking it as the most significant relative
weakness measured.

Data & Integration · 35/100 · Initial
Data & Integration is in the initial stage and scores well below the peer median, representing the second-largest gap
identified.

Governance · 50/100 · Developing
Governance has reached the developing stage and scores above the peer median, reflecting relatively stronger footing
here than in most other dimensions.

Workforce · 41/100 · Initial
Workforce sits in the initial stage with a score of 40.9; with no peer comparison available, this can only be described on its
own terms rather than relative to others.

Production · 75/100 · Defined
Production has reached the defined stage and scores above the peer median, making it the standout dimension in this
assessment.

SECTION 5

Priority gaps

Ranked by gap to the peer median; drivers without a published peer comparison follow, lowest score first.

# Dimension Score vs median

1 Data & Integration 35 -20

2 Technology 31 -19

3 Strategy & ROI Alignment 40 +15

4 Production 75 +25

5 Governance 50 +25

6 Workforce 41 -
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SECTION 6

Industry context

Transportation & Logistics peers invest ~1–2% of revenue in GenAI, with planned spend of 1–2% projected over the
next 12 months.

What tends to hold peers back
Safety, regulatory compliance, and workforce readiness.

Common use cases in Transportation & Logistics
Route optimization  -  Autonomous vehicles  -  Supply-chain analytics

Directional industry context, sourced from PwC (2024–2025). The full assessment maps these against your actual IT stack.

SECTION 7

What's working

Your organization's strongest dimension is Production, with a score of 75, placing it at a defined stage and 25
points above the peer median. This strength indicates a solid foundation in deploying and managing AI
solutions, which is critical for realizing value from AI initiatives. This capability can serve as a strong base for
integrating improvements from other dimensions.

SECTION 8

What's your next step worth?

Value compounds toward the top. The full opportunity to best-in-class is $16M/yr; each step helps fund the next, and the
final step carries the largest single return. Figures are indicative.

Defined $5.0M/yr

Optimized $16M/yr

Your highest-return moves

Annual value of taking each driver one step up (indicative).

Technology $3.4M/yr

Data $3.3M/yr

Strategy $3.0M/yr

Workforce (indicative) $3.0M/yr

Governance $2.5M/yr

Production $1.3M/yr
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Indicative: no published peer median for this driver in your cohort, so its share reflects your own score gap rather than a peer comparison.

SECTION 9

Your AI investment mix

Your inputs - not scored - total $52M/yr

Cloud infrastructure 77%   $40M

Model & API licensing 6%   $3.1M

Headcount 6%   $3.1M

Vendor & partner services 6%   $3.1M

Pilots & experimentation 4%   $2.1M

Training & enablement 1%   $518K

SECTION 10

Recommended next steps

1. Standardize tool adoption and model safeguards

Consolidate the current ad-hoc tool selection process into a documented approach for choosing AI tools and shared
capabilities, and put update/monitoring safeguards in place before scaling further. This directly targets the widest gap
versus peers in the technology dimension.

2. Establish a system integration roadmap

Map current data and system integration points, define target latency and autonomy levels for AI use cases, and
prioritize connecting the systems most relevant to transportation and logistics operations. This addresses the largest
scored deficit relative to peers.

3. Formalize value tracking and executive alignment

Build a lightweight value-tracking mechanism tied to funded AI initiatives and confirm executive alignment on the
growth role AI is expected to play. This closes the strategy and ROI alignment gap identified relative to peers.
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ABOUT

Who is Weaver

Weaver is a joint venture between Tquila, which brings three decades of enterprise delivery discipline, and You.com,
which provides the AI search and retrieval infrastructure that keeps systems grounded in current, sourced
information. We exist to put enterprise AI into production - and we're platform-agnostic. Our job is to help you choose
the right technology for your business challenge, not to sell you a stack.

AI literacy and certification
turns AI licenses into results through hands-on certification that verifies real skill, not just attendance - across 400+
enterprise cohorts, certified teams capture 75% of AI's productivity potential versus 20% uncertified, and programs move
from negative to roughly 20x ROI.

Return on Intelligence assessments
give leaders a fixed-fee, two-to-three-week, inside-out view of where AI delivers real return and where the gaps are, with no
obligation to deploy.

Agentic Build team
ships production-ready AI solutions that turn that insight into measurable ROI.

Guided by one principle - never leave a human behind - Weaver helps enterprises turn AI ambition into production-grade
results.

APPENDIX

Methodology

This benchmark assesses your organization across six drivers of Return on Intelligence - strategy and ROI, technology,
data and integration, governance, workforce, and production - through a structured instrument of 32 questions, each
anchored to a five-stage maturity ladder from not-yet-started to fully optimized. Scores are computed by Weaver's Return
on Intelligence engine rather than assembled by hand, so the same inputs always produce the same result.

Peer comparisons are drawn only from real, sourced data: an established industry AI survey, enterprise AI usage data from
You.com, and a growing pool of completed Weaver assessments, segmented by company size. Where a dimension is fully
covered by peer data, its comparison is shown directly; where coverage is partial, it is marked indicative rather than
presented as precise - we show only the comparisons the data genuinely supports.

This report was generated by Weaver score version 1.0.0 (engine 0.1.0) on August 5, 2026. Results are versioned and
reproducible.
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REFERENCE

What you told us

Strategy & ROI Alignment

How would you describe your organization's current AI strategy?

Active strategy with a named owner and defined targets

How are AI initiatives funded in your organization today?

Case-by-case review with no shared financial template

How does your organization currently track the value AI has delivered?

Tracked informally on individual projects with no consistent method

What best describes AI's primary role in your organization's growth agenda?

Mixed — cost savings and productivity gains across some workflows

How aligned is your executive team on AI investment priorities?

Aligned with a defined review cadence and a named decision-maker

Technology & AI Tool Usage

How would you describe the AI tools employees have adopted to solve business problems?

We are aware of which tools teams are using but formal approval processes are not yet in place

Which AI tools or platforms are formally APPROVED for use in your organization?

Anthropic (Claude), Google (Gemini)

How does your organization select the AI approach for a given business problem?

Approach is chosen team-by-team with no shared standard

What safeguards does your organization have when an AI model update degrades performance?

Engineers monitor outputs periodically and can revert to prior versions manually

How are AI capabilities shared across teams in your organization?

Common AI capabilities are published in a shared internal library

Data & Integration

How would you describe the current state of your organization's enterprise data?

Partially consolidated — some domains are integrated but coverage is incomplete

How are your AI tools integrated with core business systems via APIs, MCPs, or direct connectors?

Connected in some areas via point integrations; most data flows are still manual

How is AI positioned within your core operational systems today?

Embedded in defined workflows — AI acts within processes in ERP, CRM, or financial systems

What data latency does your AI infrastructure currently support for operational decisions?

Near real-time in some areas — a subset of use cases receive data within minutes to hours
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What level of autonomy do the majority of your AI systems have when acting on data in live business
systems?

Human-confirmed — AI proposes specific actions and a person approves before execution

Governance & Oversight

What is the current status of your organization's AI usage policies?

Policies are published and employees are expected to follow them

How does your organization protect sensitive data when it passes through AI tools?

Role-based access controls are in place across all approved AI workflows

What visibility does your organization have into how its AI systems are performing in production?

A centralized monitoring dashboard tracks model behavior, cost, and output quality

At what point does governance review happen in your AI development process?

Embedded checkpoints — governance reviews are built into the development pipeline at key stages

How does your organization currently manage its exposure to AI-specific regulation?

Controls are in place and aligned to current known regulatory obligations

Workforce Literacy

How would you describe the current AI skill level across your non-technical knowledge workers?

Self-directed only — employees use AI tools independently without training or shared standards

What best describes non-technical employees' current ability to build or configure AI-assisted workflows?

A small number of trained power users can do this, but it is not broadly available

In a typical month, what proportion of employees with access to approved AI tools actually use them?

10–25% — adoption is patchy and concentrated in a few teams

Which AI capabilities do your knowledge workers actually use in their work?

Prompting plus occasional document or data tasks

To what extent are employees building and sharing their own Agent/Skills?

Building is common in some teams; sharing is informal and largely invisible to central oversight

Among the people who use AI at your organization, how is that usage distributed?

A small group of heavy users drives most usage

How has the day-to-day role of your knowledge workers changed as AI has been introduced?

Some roles redesigned — employees oversee AI-assisted processes rather than executing manually

How is AI capability building structured in your organization — for example, through an Agent Factory?

An Agent Factory exists with a defined remit, budget, and staffing

How does your organization sustain AI literacy beyond initial training?

Regular programs — office hours, communities of practice, or lunch-and-learns on a defined schedule
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How does your organization know whether AI adoption is growing, holding, or declining?

Tracked — usage trends are measured and reviewed periodically

How deep is your in-house technical AI talent bench — data scientists, ML/AI engineers, and staff with
computer-science backgrounds?

A small team — 6–20 specialists

How much of your AI is in production?

AI solutions currently running in production at the departmental or organizational level

4

AI solutions still in pilot, proof-of-concept, or active development

20

Your AI spend

Total AI spend, last 12 months

$51,800,000

Cloud infrastructure

77%

Model & API licensing

6%

Headcount

6%

Pilots & experimentation

4%

Vendor & partner services

6%

Training & enablement

1%

Your forward plan

Planned AI spend, next 12 months

$51,800,000


