The Business AI Canvas: A Framework for Smarter Automation Decisions

Introduction

In the rush to automate everything, many teams fall into the trap of using Al where it's unnecessary or
overcomplicating simple tasks. The Business AI Canvas offers a structured way to evaluate whether, where,
and how to apply Al automation. Inspired by the classic Business Model Canvas, it's designed to help you
think before you build—and ensure that your Al initiatives deliver real value.

The Business Al Canvas

Section

Purpose

Example Prompts / Questions

1. Problem /
Opportunity

2. Current Process

3. Potential for
Automation

4. Al Role / Type
5. Human-in-the-
Loop

6. Data Inputs &
Quality

7. Expected
Outcomes / KPIs

8. Tools & Platforms

9. Risks &
Constraints

10. ROI / Effort vs.
Value Matrix

Clearly define what task or
process needs improvement.

Map how it's done today and by
whom.

Decide whether automation
(with or without Al) is justified.

Identify what kind of AI could
help.

Define how humans will stay
involved.

Identify the data required and
whether it exists.

Define success.

List what tech is needed.

Acknowledge ethical, financial,
or operational limits.

Quickly visualize payoff.

What's the bottleneck or inefficiency? Is it
data-heavy, repetitive, or decision-based?

Who performs this? How long does it take?
How often? What tools are used?

Could this be handled by a rule-based
system, or does it need reasoning and
context?

LLM for text? Agentic workflow for
planning? ML model for prediction?

Is human review needed? At what
checkpoints?

Do we have structured data? Are
permissions or privacy issues involved?

Time saved, error reduction, engagement,
cost reduction, etc.

Zapier, Make, LangChain, OpenAl, CRM
APIs, etc.

Security, bias, data access, ROI threshold.

(Plot low vs. high effort; low vs. high
impact to decide what's worth
automating.)



The AI Readiness Matrix

For a quick decision-making tool, pair the Canvas with this 2x2 AI Readiness Matrix:

Effort to Automate Value Gained

Low Effort + High Value — Automate now
High Effort + High Value — Plan for future
Low Effort + Low Value — Optional

High Effort + Low Value — Skip

How to Use the Business AI Canvas

1. Start with Discovery
Before jumping into a build, map the process and problems on the Canvas.

2. Engage the Team
Have both business and technical members fill out sections together to avoid blind spots.

3. Evaluate the Fit
Use the Al Readiness Matrix to assess whether the idea is worth pursuing.

4. Document and Revisit
Save each completed Canvas. Over time, you'll see patterns in where automation drives the most
value—and where it doesn't.

Why It Matters
The Business Al Canvas helps prevent wasteful Al projects. It creates clarity and structure in an era of hype,

guiding teams to apply automation strategically instead of reactively. The best automation decisions come
not from technology-first thinking, but from problem-first discovery.

Closing Thought

Al is powerful, but not every process deserves it. By using the Business Al Canvas, organizations can focus
on what truly drives value—and build automation that empowers, rather than complicates, their business.
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