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Agenda

1. Navigating Innovation 

2. Measuring Success of AI Products

3. Using Artificial Intelligence (AI)/ 
Machine Learning (ML)
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Most AI labs are built to experiment, few are built to scale
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High experimentation, low productization

Over-indexing on experimentation, 
under-indexing on delivery

No repeatable success model

Lack of consistent stakeholder development
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SHIFT: Repeatable, scalable innovation-led AI Product Delivery 
Framework

5

Spark Ideation Hypothesize Implement MVP Fuel Growth Transfer

• Align on 
Enterprise 
priorities and user 
problems with AI 
lens

• List ‘Big Rocks’

• Experiment AI 
solutions

• Build Proof of 
concept 

• Test in the wild to 
evaluate validity 

• Build and launch 
production ready 
MVP

• Business Use 
CaseDeliverables

• MVP Scope, 
Success Metrics

• Roadmap to 
harvest innovation 
into product

• Scale 
Infrastructure

• Drive Adoption
• Prepare for Hand 

Off

• Hand off 
Documents

• Hypercare support 
on product hand 
off

• Product and 
model artifacts

Objectives
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Repeatable, scalable innovation-led AI Product Delivery Approach
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Idea 1 POC 1 MVP 1

Idea 2 POC 2 MVP 2

Align on Enterprise 
priorities 

Deliver the POC and 
product roadmap for the 
Idea and begin work on 
Idea 2

Develop MVP 1 and 
deliver product 
roadmap and POC for 
Idea 2

Deliver MVP 2 and 
product roadmap and 
POC for Idea 3
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Company Metrics

Process Metrics

AI 
Metrics

Revenue, Market Share, 
Customer Satisfaction, Cost 

Efficiency.

Cycle Time Throughput, Lead 
Time, Productivity, etc.

Accuracy, Precision, Recall, 
Intersection over Union, etc.

Connecting the Dots: AI Metrics to Company Outcomes
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Business Problem: New customer acquisition involves several 
months-long process of understanding current inventory needs 
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New Customer: We would like 
Grainger to provide us with a quote 
for managing these inventory rooms
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Solution: We created an offline first mobile app to collect customer 
storage and inventory needs using Computer Vision models
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Capture Storage Information  Capture Product Information  
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How we measured Business Impact?

©2025 W.W. Grainger, Inc. Company Confidential12

Company Metrics

Process Metrics

AI 
Metrics

Market Share, Cost Efficiency.

Time taken to complete 
collection 

Image Recapture Rate
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Other applications of Artificial intelligence and Machine 
Learning at Grainger
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Use 3D recognition to identify right product for 
customers with high precision

Answer Customer Questions about 
with complex product quickly Grainger’s Digital Assistant using 

Generative AI

3D Product Recognition

Multi-modal engine for product matchFind the right product with image and text
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THANK YOU!

For any questions or conversations, contact 
me at hardi.gokani@grainger.com


