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Driving ROI from 
AI Investments
Avoiding the pitfalls that get in the way of an effective AI strategy
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TraceGains Customers at AFMS 2025 
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“About 5% of AI pilot programs achieve 
rapid revenue acceleration; the vast majority 
stall, delivering little to no measurable 
impact on P&L.” 
- MIT NANDA Research, August 2025
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Skepticism is 
easing, but most 
organizations are 
moving with 
caution. 
Source: TraceGains Digital 
Divide Survey, 2025
 

17%
17% of F&B leaders say they’re “all in” on AI, up from 10% in 2024

32% remain unconvinced of AI’s potential, down from 44% last year

Attitudes are evolving but caution dominates

32%
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Lagging digitization 
is a drag on tech 
adoption, AI and 
otherwise
Source: TraceGains Digital 
Divide Survey, 2025

82% of F&B leaders say tech adoption is a top priority

Yet only 6% report having fully integrated digital systems

Strategic priority vs. operational reality

82%

6%
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“While only 40% of companies say they 
purchased an official LLM subscription, 
workers from over 90% of companies 
surveyed reported regular use of personal AI 
tools for work tasks.”
- MIT NANDA Research, August 2025
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“More than half of generative AI budgets are 
devoted to sales and marketing tools, yet MIT 
found the biggest ROI in back-office 
automation—eliminating business process 
outsourcing, cutting external agency costs, and 
streamlining operations.”

- MIT NANDA Research, August 2025
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Market research is 
outpacing automation and 
operational acceleration
Source: TraceGains 2025 NPD Report

How AI is 
being Applied

8.99%
Accelerating 
formulation

Copyright © 2025 TraceGains, Inc.

9.55%
Streamlining 

regulatory 
compliance

24.72%
Analyzing market 

and consumer 
insights

7.30%
Generating and 

testing new 
product ideas

6.74%
Automating 

routine R&D tasks
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Investment Bias: Sales & 
Marketing outcomes are easier 
to measure; process 
efficiencies can be harder to 
prove
GEN AI Investment Distribution by Function, 
MIT NANDA Research, 2025
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Hype Examples: 
o Predicting consumer taste 

trends years in advance 
with “black box” AI.

o Fully autonomous 
decision-making with no 
human intervention.

Substance Examples (real ROI cases 
in F&B):
o Eliminating manual entry: 50% reduction of 

supplier onboarding time through AI-based 
document matching and gab analysis.

o Quality control automation: Automating 
comparison of inbound COAs to specifications.

o Measurable Impacts:
• Efficiency gains: same-day COA processing 

dropped from 8 hours to just 2.
• Document throughout multiplied: processing 

volume jumped from 4 COAs/day up to 
150/day.

• Improved Risk Management: Ingredient COA 
coverage expanded tenfold with IDP 
automation

Copyright © 2025 TraceGains, Inc.
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Do’s: 
o Look for measurable, high-volume, 

repetitive tasks (e.g., document 
review, data entry, material lot 
performance).

o Set clear ROI metrics: time saved, 
error reduction percentage, 
throughput, coverage

o Pilot, measure, and then scale.

Don’ts:
o Don’t try to “boil the ocean.” 

Avoid projects that touch too 
many departments at once.

o Don’t make technology adoption 
or “AI sophistication” a goal; 
focus on measuring business 
value and outcomes. 

Copyright © 2025 TraceGains, Inc.
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“57% of executives cite data security and 
privacy concerns as their top concern for 
AI adoption.”
- Deloitte, 2023
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o We DO maintain independently-validated SOC-2 
data security across every solution we provide.

o We DO give users control over 
AI-recommendations. Team members can be 
granted permission to override and “teach” the 
tool. 

o We DO protect customer and supplier data with a 
highly secure architecture and data model.

o We DO leverage proprietary data structures and 
taxonomies to improve the accuracy of AI tools 
and avoid hallucination.

o We DON’T train LLMs or any AI tool on
 proprietary supplier or customer data. 

o We DON’T leverage any LLM or technology 
provider whose data protections don’t mirror ours, 
including SOC-2 compliance.  

o We DON’T allow customer data to be shared with 
other customers or suppliers under any 
circumstances. 

o We DON’T take humans out of the loop; our AI 
agents work with humans and follow their rules. 

Sample Guidelines
WE DO WE DON’T
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o Grounding and citations
o Explainability and transparency tools
o Confidence scoring and ground rules
o Human-in-the-loop for exceptions
o Human-directed overrides and learning

Good news: Techniques exist to constrain and 
validate AI outputs, as well as to engage critical 
human inputs.  What works:

State of play: LLMs 
can produce confident 
but wrong outputs, and 
the “black box” nature 
of many LLMs makes 
verification difficult. 
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Partner Evaluation & 
Consideration 

Core 
Functionality
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Architecture & 
Roadmap

Core 
Functionality

Cost & 
Subscription 

Model

Data Security & 
Governance

Usability & 
Interface

Intelligence & 
Learning

Integration & 
Workflow

Partner Evaluation 
& Consideration 
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Network
- Forms, Specs, PDFs, CoAs

Internal Data
- PLM, ERP, Plant Floor

3rd Party Ecosystem
- Alerts, Regulatory, Sustainability

Legacy documents and 
disconnected systems — 
non-standard, fragmented, 
multilingual, and time-sensitive

Knowledge 
Architecture

Composable 
AI-ready Intelligence

Fragmented Data

Extract and organize 
unstructured data to build 

structured, propriety company 
knowledge bases (continuously)

AI- Powered 
Transformation

Extract Interpret Enrich

Specialized Agents

Predictive Dashboards

Compliance Automation

NPD/Formulation

Regulatory Alignment

This architecture now underpins all 
enterprise 
applications—accelerating 
automation, insight, and AI-native 
workflows

Our Vision: 
F&B enterprises need intelligence, not just information 

Copyright © 2025 TraceGains, Inc.
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Real-World Application: 
Intelligent Document Processing

Contextually-aware  accurately reads and extracts CoA data, even from new or non-standard formats

o Instant analysis with better-than-human 
accuracy.

o “Human in the loop” interface flags 
issues for human interaction. 

o No zoning, mapping, or pre-identification 
of fields required. 

o User inputs “teach” the solution, leading 
to greater accuracy over time. 
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Compliance that 
scales with growth

With TraceGains, HelloFresh 
transformed compliance from a 
stumbling block into a 
springboard.
 

Dramatic efficiency 
gains

Same-day COA 
processing dropped 

from 8 hours to just 2.

Document throughput 
multiplied

Processing volume jumped 
from 4 COAs per day up to 

150 per day.

Smarter sourcing

Ingredient COA 
coverage expanded 

tenfold with IDP 
auto-pulling data.

Next-level 
productivity

Supplier data now 
moves at the speed of 

business.
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A Final Thought: 
Sometimes it’s okay to 
simmer down a little.

Gartner Research
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Thank you!
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