
ROI or WHY?
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DECISION CANVAS
One-Page Initiative Evaluation

INITIATIVE NAME

DATE DECISION OWNER

PROBLEM OR OPPORTUNITY What are we actually solving or capturing?

ROI ANALYSIS

EXPECTED RETURN What specific value do we expect? What type?

ROI CATEGORIES Check all that apply

Financial Operational

Productivity Knowledge

Strategic Intangible

Ethical/Social AI-Specific

SUCCESS METRICS How will we know it worked?

TIME TO VALUE When do we expect measurable results?

INVESTMENT REQUIRED Capital, time, people, opportunity cost

STRATEGIC WHY

WHY DOES THIS MATTER? Strategic rationale beyond the numbers

RISK OF NOT INVESTING (RONI) What happens if we do nothing?

STRATEGIC OVERRIDE?

Yes, weak ROI but compelling strategic case (document below)

OVERRIDE JUSTIFICATION If checked, why is this an exception?

VALIDATION

FRAGILE ASSUMPTIONS What must be true for this to work?

RISKS AND DEPENDENCIES What could break?

VALIDATION PATH Can we test the riskiest assumption before full commitment?

KILL CRITERIA

WHAT WOULD MAKE US STOP? Predefine conditions for termination

RECOMMENDATION

ACCELERATE FUND FUND CONDITIONALLY PILOT ONLY DEFER REJECT KILL

QUADRANT:
High ROI + High Why

High ROI + Low Why
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Do not proceed if neither return nor rationale can be stated with integrity. ROI or Why? is a trademark of John Paul Cowan.


