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Most "Al ROI" pieces are vendor decks. This is the consolidated data from 40 generative-Al deployments Al
Pinnacle has shipped or audited across BFSI, healthcare, logistics, and SaaS between 2024 and 2026.

The Three Patterns That Pay Back Under 9 Months

1. Support deflection (avg payback: 4.2 months) — RAG over ticket history plus a retrieval-grounded LLM.
Deflection ranges from 28% to 51%; cost-per-resolved-ticket drops from USD 6.40 to USD 0.18.

2. Document extraction (avg payback: 5.8 months) — Replacing OCR + manual review for invoices, claims,
KYC, and contracts. 87-94% straight-through processing with GPT-5 or Claude 4 Sonnet.

3. Code & analytics copilots (avg payback: 7.1 months) — Internal copilots scoped to one codebase or one
data warehouse. Productivity uplift 18—27%.

What Does NOT Pay Back

Generic "Al assistants" with no scoped data, executive dashboards, and any deployment without a retrieval
layer.

The 2026 Cost Stack

- Inference (GPT-5 mini / Claude 4 Haiku): USD 1,800—4,200/mo
- Vector DB (pgvector or Pinecone): USD 200—900/mo

- Observability (Langfuse / Arize): USD 400-1,200/mo

- Engineering maintenance: 0.3 FTE

Most CFOs approve generative-Al budgets once payback is modeled under 12 months with a documented
kill-switch.



