
If you can’t explain the business value
of what you built

you haven’t finished the job.

Today is about closing that gap.
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Data & AI Strategy Canvas
Building a strategy that connects to execution.

Samir Sharma  CEO & Founder, datazuum

Author: The Strategy Canvas – A Field Guide for Data & AI
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Quick show of hands.

1
You are currently involved in a data or AI initiative.

Hands up.

2
That initiative has a clear, measurable business outcome leadership has signed off.

Keep your hand up.

3
You could tell me right now, in pounds, what value it has delivered in the last 12 months.

Keep it up.
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85%
of data & AI projects fail to deliver any business value

Source: Gartner

© 2026 Samir Sharma | datazuum.com | All rights reserved



One more.

1
Your organisation has data science or AI teams actively building models.

Hands up.

2
Those models are live in production right now — influencing real decisions today.

Keep your hand up.
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87%
of data science projects never make it into production

Source: VentureBeat
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$30bn
wasted every year on failed data initiatives

That's not a rounding error. That's the GDP of some countries. Evaporated. Every year.

Source: NewVantage Partners
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So why does this keep happening?

The Investment Imbalance.

93%
spent on technology

7%
spent on people & operating model

Only

1%
report making the operating model changes needed to 

sustain what they built.Source: Deloitte
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The Pattern That Repeats Everywhere

1
Leadership announces an AI strategy

Everyone's excited. The future is bright.

2
Teams launch pilots across every department

Marketing wants AI. Finance wants AI. Everyone gets their experiment.

3
New tools, dashboards and copilots proliferate

Activity metrics soar. Meetings multiply.

4
Activity gets measured instead of outcomes

Models deployed. Dashboards created. Users trained.

5
The CFO asks: what value are we getting?

And the room goes very, very quiet.
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STRATEGY

Boardroom vision
Ambitious goals

Consultant reports
Competitive advantage

EXECUTION

Data pipelines
ML models

Cloud platforms
Day-to-day delivery

?
T H E  G A P

Where billions go to die
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Most organisations build their data strategy backwards.

WRONG Technology → Data → Decisions → Outcomes

Buy the platform first. Hope strategy appears afterwards.

RIGHT
Outcomes

What are we 
trying

to achieve?

→ Decisions

What choices drive
those outcomes?

→ Data

What info do we
need?

→ Technology

Only NOW pick
the platform.

That single reversal — starting with outcomes instead of technology — is why the canvas exists.
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The Data & AI Strategy Canvas
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Why & Where What

How



Meet NorthBank

The Business

Mid-size UK retail bank

3 million personal & business customers

Profitable — but margins tightening

Challenger banks taking younger customers

Customer satisfaction score: 61/100 (falling)

Loan default rate increasing quarter on quarter

Legacy systems — data fragmented across silos

The Pressure

"We need to become AI-driven. Our competitors 
are pulling ahead and we're losing the 
customers we can't afford to lose."

— NorthBank CEO, Q1 Board Meeting

£4M budget approved.
Four stakeholders. Four different opinions
about what to build.

CRO: We need better credit risk models

CMO: I want a personalisation engine

CTO: We need a modern data platform first

CFO: Prove the ROI before we spend anything
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E x e r c i s e  1  o f  3

Element 1
Strategic Objectives

"What is NorthBank actually trying to achieve?"

2 minutes  ·  Turn to the person next to you

Write 2 specific, measurable objectives for NorthBank.
Not 'become AI-driven.' Not 'improve customer experience.' Numbers. Timelines.
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Exercise 1 Reveal  ·  Element 1: Strategic Objectives

Objective 1

Reduce loan default rate

From 4.2% to 2.8% within 18 months

Why it matters: Every 1% reduction in 
defaults = £12M saved annually. This is the 
CFO's number one priority.

Objective 2

Reduce customer churn

Stop losing under-35 customers to challengers —
reduce churn in this segment from 18% to 10% 
within 12 months

Why it matters: Acquiring a new customer 
costs 5–7x more than retaining one. This is 
the existential threat.
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E x e r c i s e  2  o f  3

Element 2
Key Decisions & Use Cases

"What decisions, if improved, would hit those objectives?"

2 minutes  ·  Turn to the person next to you

For each objective — name ONE specific decision NorthBank makes today
that, if improved, would directly move the needle.
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Exercise 2 Reveal  ·  Element 2: Key Decisions & Use Cases

Reduce defaults 4.2% → 2.8%

Credit Approval

"Should we approve, decline, or refer this loan application for 
manual review?"

Why this decision?

This is the decision that directly determines the default rate. Better 
information at the point of approval = fewer bad loans.

AI approach:

Predictive credit scoring model using transaction history, 
employment data, spending patterns

Reduce churn 18% → 10% (under-35s)

Churn Intervention

"Which customers are most likely to leave in the next 90 days, 
and what's the right intervention to retain them?"

Why this decision?

You can't retain everyone. You need to know who's at risk before 
they leave — and what offer will work for each individual.

AI approach:

Churn prediction model + next-best-action recommendation engine
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E x e r c i s e  3  o f  3

Element 4
Value Measures & ROI

"Think of a data or AI initiative you're involved in right now."

2 minutes  ·  Turn to the person next to you

Could you tell your CFO — in one sentence — what business value it will deliver?

With a number and a timeline attached.    Yes or no.    If not — why not?
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Exercise 3 Reveal  ·  Element 4: Value Measures & ROI

Decision Baseline Target Timeline Business Value

Credit
Approval

4.2%
default rate

2.8%
default rate

18
months

£16.8M
saved / yr

Churn
Intervention

18%
churn (u-35)

10%
churn (u-35)

12
months

£9.2M
retained / yr

Combined business value: £26M+ annual benefit on a £4M investment

Notice what's NOT on this slide:

Model accuracy. Data quality scores. Number of dashboards 
deployed. Those are technical metrics. Your CFO doesn't care.

The standard to aim for:

A decision. A baseline. A target. A timeline. A business value in pounds. 
Anything else is just activity.
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How It Connects: NorthBank in 3 Elements

1 Strategic Objectives

Reduce defaults 4.2% → 2.8%

Reduce churn 18% → 10% (u-35)

2 Key Decisions

Credit Approval Decision

Churn Intervention Decision

4 Value Measures

£16.8M from default reduction

£9.2M from churn retention
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Three Things to Take Away Today

1
Start with decisions, not technology.

If you can't name the decision you're improving, you're not ready to buy a platform.

2
Vague objectives produce vague results.

'Become AI-driven' is not a strategy. A number with a deadline and an owner is.

3
Measure business value, not technical metrics.

The board doesn't care how many models you deployed. They care what changed in the P&L.
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Are you ready to close the gap?

Most organisations already know they have a strategy-execution problem.

The question is whether they are ready to solve it.

samir@datazuum.com

www.datazuum.com
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