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EXECUTIVE SUMMARY
Monitoring, established in Guide G3, tells you an agent's performance. Optimization turns 
that signal into compounding improvement and measurable return. This guide establishes 
the continuous-optimization loop — measure, diagnose, improve, verify — that converts 
ongoing monitoring into both better performance and quantified return on investment.
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It also builds the discipline of systematically surfacing incremental-value opportunities: the 
adjacent workflows, expanded scope, and cost reductions that a working agent unlocks but 
that are rarely captured unless someone looks for them deliberately. The financial impact 
measured here feeds directly into the strategic value-realization metrics in Guide J2 and the 
portfolio scorecard in Guide J3.

The four outputs of this guide are: a continuous-optimization loop running on a defined 
cadence; a per-agent financial-impact model that quantifies cost, value created, and net 
return against a baseline; a scored incremental-value opportunity backlog; and the agent 
value metrics that feed the J2 value case and the J3 portfolio monitoring.
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THE CORE PROBLEM
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The six most consistent failure patterns in AI optimization and value capture:

• Monitoring without optimization. Dashboards are watched but rarely acted on, so the 

agent plateaus while the monitoring quietly reports the plateau.

• Improvement without measurement. Changes are made but their impact on cost, 

quality, or value is never quantified, so no one knows which changes helped.

• Value assumed, not proven. The agent's return is asserted in a launch deck and never re-

measured against baseline once it is running at scale.

• One-off tuning. Optimization happens reactively when something breaks, rather than as 

a continuous loop that keeps the agent improving.

• Incremental value left on the table. The adjacent workflows, cost takeout, and new 

revenue a working agent unlocks are never systematically surfaced.

• Optimizing the wrong thing. Effort goes to metrics that do not move business value — a 

vanity latency gain — instead of the metrics that do.

An AI agent's value is not fixed at launch. It compounds with optimization or decays with 
neglect, and either way it is invisible unless it is measured against a baseline. Most agents 
are monitored but not optimized, or optimized but not measured — so their value plateaus, 
drifts, or is simply asserted rather than proven.

The discipline this guide installs is a loop, not a project: measure the agent, diagnose what 
to improve, make the improvement, and verify its impact against the baseline — on a 
cadence, forever.

The real issue:

For a corporate venture, an agent's measured financial and incremental value is a direct 

input to the venture's strategic value case in Guide J2 and its standing in the portfolio. 

Optimization without measurement is motion; measurement without optimization is 

accounting; only the loop creates value and proves it. An agent whose value is neither 

improved nor measured is not an asset the portfolio can defend — it is a cost the portfolio 

cannot justify.
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PREREQUISITES
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Must Be Complete Before Starting:

• Guide G3 completed — monitoring is live, drift classification is in use, and a business-value 

baseline is defined

• A baseline for each agent's cost, quality, and business value at a known point in time

• Finance data accessible to compute per-agent return — cost to run against value created

• Where applicable, the Guide K1 fleet view and any Guide K2 capability upgrades are in play

Team Readiness:

• AI Studio Lead and AI Ops / ML Lead available to run the loop

• Finance Lead available to validate the financial-impact model

• A defined cadence and a named owner for the optimization loop

• For CVC tracks: the Close Owner has confirmed how agent value flows into the PMS and 

the J2 value case
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EXPECTED OUTPUT/
SUCCESS CRITERIA
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You have completed this guide when the following are true:

A continuous-optimization loop — measure, diagnose, improve, verify — running on a

defined cadence with a named owner

A per-agent financial-impact model quantifying cost, value created, and net return

against baseline

A scored and sequenced incremental-value opportunity backlog

Every optimization change verified against baseline with its impact recorded in an audit trail

The agent value metrics feeding the J2 value-realization case and the J3 portfolio scorecard

Optimization effort targeting business-value metrics rather than vanity metrics
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STEP - BY - STEP INSTRUCTIONS
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ESTABLISH THE OPTIMIZATION BASELINE AND THE VALUE MODELSTEP 1

Optimization is measured against a baseline, so the baseline comes first. 
Establish, per agent, what it costs to run, how well it performs, and what 
business value it creates, and define the return as value created minus cost to 
run. Without this baseline, every later improvement is unmeasurable and every 
value claim is unprovable.

1.1
Define business value in the venture's own terms — State what the agent 
is worth in the language of the business — cases deflected, hours saved, 
transactions handled, revenue enabled — not in model metrics. Business 
value is the number J2 needs; model accuracy is not.

1.2
Fix the baseline point and definitions — Record the baseline at a specific 
date with definitions in the metric register, so every later measurement is 
a like-for-like comparison. A moving baseline makes improvement 
unprovable.

Dimension Baseline Metric Source

Cost to run
Cost per transaction; total run cost per 
period

AI Ops / Finance

Performance Accuracy, latency p95, escalation rate G3 monitoring

Business value
Deflection, throughput, cost avoided, 
revenue enabled

Finance / BU

Net return
Value created minus cost to run, versus 
baseline

Finance Lead

STAND UP THE CONTINUOUS-OPTIMIZATION LOOPSTEP 2

Optimization is a loop that runs on a cadence, not a one-off tuning exercise. 
Establish the four-stage loop — measure, diagnose, improve, verify — attach it 
to the G3 monitoring, give it an owner and a rhythm, and run it whether or not 
anything is visibly broken.
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2.1
Define the four stages and their cadence — Measure against baseline, 
diagnose the highest-value gap, make one improvement, and verify its 
impact before the next cycle. Run the loop on a set cadence — monthly 
is common — inside the existing operating rhythm rather than as a 
separate initiative.

2.2
Assign one owner for the loop — The loop has a single owner accountable 
for running it and for the value it produces. A loop owned by everyone is 
run by no one.

AI PROMPT — Continuous-Optimization Loop Design
I am standing up a continuous-optimization loop for an AI agent. 

Baseline cost, performance, and business-value metrics: [paste]. G3 

monitoring and drift classification in use: [summarize]. Design the 

four-stage loop — measure, diagnose, improve, verify — with a 

recommended cadence, the owner and inputs for each stage, and how it 

draws on the existing G3 monitoring. Specify how each cycle selects 

the single highest-value improvement to make, and how it records the 

verified impact so value compounds rather than plateaus.

DIAGNOSE USING THE DRIFT CLASSIFICATIONSTEP 3

The diagnose stage decides what to improve and how. Use the G3 drift 
classification to identify the cause of any gap, then choose the cheapest effective 
lever — almost always a system or prompt change before a data, model, or 
autonomy change. Diagnosing the cause prevents optimizing the wrong thing.

3.1
Pick the cheapest lever that resolves the cause — Match the lever to the 
diagnosed cause and prefer the cheapest reversible one. A model or 
autonomy change (Guide K2) is warranted only when the cheaper levers 
cannot resolve the cause.

2.3
Feed the loop from G3 monitoring — The measure stage draws on the live 
G3 monitoring and drift classification rather than a separate data pull, so 
optimization acts on the same signal the venture already trusts.

Drift Type Typical Cause Cheapest Effective Lever

Type 1 — input shift
The input distribution 
changed

Update prompt, examples, or retrieval to 
the new inputs

Type 2 — prompt gap
The system prompt does not 
cover a case

Fix the system prompt or add a tool — no 
model change

Type 3 — external 
model change

The underlying API changed 
behavior

Re-tune prompt; pin or evaluate the 
model version

Type 4 — workflow 
change

The user or business process 
changed

Re-align the agent to the new workflow; 
adjust scope
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3.2
Route model and autonomy needs to Guide K2 — Where the diagnosis 
points to a genuine model ceiling or an autonomy change, route it to the 
Guide K2 gate and guardrail process rather than making the change 
inside the optimization loop.

MEASURE THE FINANCIAL IMPACT OF EACH AGENTSTEP 4

The optimization loop must produce a number the business and the fund can use: 
the agent's net financial impact. Build a per-agent return model — cost to run 
against value created — and re-measure it against the baseline as the loop runs, 
so the agent's ROI is proven and current, not asserted at launch.

4.1
Compute cost to run fully — Include model or API cost, infrastructure, and 
the loaded cost of human-in-the-loop review. An agent that looks cheap on 
API cost alone is often more expensive once review time is counted.

4.2
Quantify value created against baseline — Translate deflection, throughput, 
cost avoided, and revenue enabled into a monetary value versus the pre-
agent or baseline state. This is the value figure that flows to Guide J2.

4.3
Re-measure ROI as the loop runs — Recompute net return each cycle so 
the agent's financial impact reflects its current, optimized state — and so 
decay is caught as quickly as improvement.

AI PROMPT — Per-Agent Financial-Impact Model
I am building the financial-impact model for an AI agent. Cost inputs: 

model/API cost, infrastructure, and human-in-the-loop review time: 

[paste]. Value inputs: deflection, throughput, cost avoided, and 

revenue enabled versus the baseline or pre-agent state: [paste]. Build 

a per-agent return model that computes fully loaded cost to run, 

monetized value created, and net return against baseline. Express the 

result in business terms suitable for the J2 value case, and flag the 

assumption most likely to be challenged and how to firm it up.

VERIFY EVERY CHANGE AGAINST BASELINESTEP 5

An improvement is not an improvement until it is verified. The verify stage 
measures every change against the baseline — by A/B test or a clean before-and-
after — and keeps only the changes that move business value, recording the 
result in an audit trail. This is what stops the loop from accumulating changes 
that feel good but do nothing.
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5.1
Test change against the baseline — Compare the changed agent against 
the baseline on the business-value metric, ideally with an A/B split or a 
controlled before-and-after. A change that does not beat the baseline is 
reverted, not kept out of sunk-cost loyalty.

5.2
Keep only value-moving changes and record them — Retain the 
changes that move business value and record each one — the change, 
the reason, and the verified result — in an audit trail, exactly as G3 
requires. The audit trail is how the loop compounds knowledge instead 
of repeating experiments.

SYSTEMATICALLY SURFACE INCREMENTAL-VALUE OPPORTUNITIESSTEP 6

A working agent unlocks opportunities beyond its original job: adjacent 
workflows it could handle, scope it could expand into, costs it could take out, and 
revenue it could enable. These are rarely captured unless someone looks for 
them deliberately. Make surfacing them a standing part of the loop, score them, 
and route each to the right place.

Opportunity Type Example Route To

Adjacent workflow
A neighboring task the agent could 
handle

K1 expansion framework

Scope expansion
More of the current workflow, or more 
autonomy

K2 capability roadmap

Cost takeout
Cheaper model, fewer escalations, less 
review time

This optimization loop

New revenue
A new product, tier, or externalization of 
the agent

J2 value case / venture 
roadmap

6.1
Run a standing opportunity scan — Each loop cycle, ask what the agent 
now makes possible that it did not before. Log every candidate 
opportunity rather than relying on someone to remember it.

6.2
Score and route each opportunity — Score opportunities by value against 
effort and route each to the right process — fleet expansion (K1), 
capability upgrade (K2), the optimization loop, or the J2 value case — so 
incremental value is captured, not admired.
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FEED VALUE METRICS TO THE VALUE CASE AND THE PORTFOLIOSTEP 7

The final step connects the loop to the portfolio. The agent's measured financial 
impact and its incremental-value opportunities feed the strategic value-
realization metrics in Guide J2 and the health signals in the Guide J3 portfolio 
scorecard, so AI value is visible where capital decisions are made.

7.1
Feed measured value into the J2 value case — Supply the per-agent net 
return and the realized incremental value to Guide J2 as part of the AI 
incremental-value contribution to the strategic value case. This is where 
optimization becomes portfolio value.

7.2
Feed performance signals into the J3 scorecard — Provide the agent's 
health and value trend to the Guide J3 portfolio monitoring, and let the 
predictive analytics from Guide I3 flag agents whose value is trending 
down before it shows up in returns.

7.3
Apply the dual-track split — For a Venture Studio venture, the AI Studio 
Lead runs the loop and the value flows through the venture to the Venture 
Board. For a CVC portfolio company, the portfolio company runs the loop 
while the Close Owner records the agent's financial and incremental value 
in the PMS and the J2 strategic value case. In both tracks the loop, the 
baseline discipline, and the value definitions are identical, and the 
arrangement should be reflected in the H1 Expectations Alignment Record.

AI PROMPT — AI Value Feed to the Portfolio
I am feeding an AI agent's measured value into the portfolio. Per-

agent net return against baseline, realized incremental value, and the 

value trend over recent cycles: [paste]. Draft the AI incremental-

value contribution for the Guide J2 strategic value case — in business 

and financial terms — and the health-and-value signal for the Guide J3 

portfolio scorecard. Recommend how the I3 predictive analytics should 

flag a declining-value agent before it affects returns, and how to 

keep the value definitions consistent between this loop, J2, and J3.
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Symptom Likely Cause Fix

The agent's performance 
has plateaued

Monitoring without 
optimization; the loop is 
not running

Stand up the Step 2 continuous-
optimization loop on a cadence with an 
owner, so the agent is actively improved 
rather than only watched.

No one knows whether 
recent changes helped

Changes were made 
without verification 
against baseline

Apply Step 5. Test every change against 
the baseline, keep only value-moving 
changes, and record each in the audit 
trail.

The agent's ROI is 
asserted but not proven

Value was claimed at 
launch and never re-
measured at scale

Build the Step 4 financial-impact model 
and re-measure net return each cycle so 
the ROI is current and defensible for J2.

Optimization effort is not 
moving the business 
result

The wrong metrics are 
being optimized — vanity 
gains

Refocus on the Step 1 business-value 
metrics. Optimize deflection, 
throughput, cost, and revenue-enabled, 
not latency for its own sake.

A model change was 
made inside the 
optimization loop and 
caused issues

A model or autonomy 
change bypassed the K2 
gate and guardrails

Route model and autonomy changes to 
Guide K2 per Step 3.2. Keep the loop to 
the cheaper reversible levers unless the 
K2 gate is cleared.

Obvious follow-on 
opportunities were 
missed

Incremental value was 
never systematically 
surfaced

Run the Step 6 standing opportunity 
scan each cycle, score candidates, and 
route each to K1, K2, the loop, or J2.

The value the AI team 
reports does not match 
what J2 uses

Inconsistent value 
definitions across the loop, 
J2, and J3

Fix one set of value definitions per Step 
1.2 and Step 7 and apply them 
consistently across the loop, the J2 value 
case, and the J3 scorecard.
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A cost, performance, and business-value baseline is fixed per agent 
at a known date with recorded definitions

Confirm each of the following before declaring continuous optimization operational:

Business value is defined in the venture's own terms, not model metrics

The measure-diagnose-improve-verify loop runs on a defined 
cadence with a single owner

The loop draws on the live G3 monitoring and drift classification

Diagnosis uses the drift classification and selects the cheapest 
effective lever

Model and autonomy needs are routed to the Guide K2 gate and 
guardrail process

A per-agent financial-impact model quantifies fully loaded cost, 
monetized value, and net return against baseline

Every change is verified against baseline and only value-moving 
changes are kept and recorded

Incremental-value opportunities are scanned, scored, and routed; 
value metrics feed J2 and J3, and for CVC tracks the PMS 
recording is confirmed
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With the optimization loop running, the AI Agent Expansion and Capability 
Enhancement section of Phase Four is complete. Each agent is now measured, 
improved on a cadence, and generating incremental value that is captured rather 
than lost.

Feed the measured financial and incremental value into Guide J2, where it becomes 
the AI contribution to the venture's strategic value case, and into the Guide J3 
portfolio scorecard, where declining-value agents are flagged early.

Route surfaced opportunities to their homes: adjacent workflows to the Guide K1 
expansion framework, capability upgrades to Guide K2, and new-revenue 
opportunities to the venture roadmap — so the loop continuously feeds the rest of 
the system.
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A. BASELINE AND VALUE MODEL

☐  Cost, performance, and business-value baseline fixed per agent at a known date

☐  Business value defined in the venture's own terms

☐  Net return defined as value created minus cost to run, with recorded definitions

B. OPTIMIZATION LOOP

☐  Four-stage loop — measure, diagnose, improve, verify — defined with a cadence

☐  A single owner assigned to the loop

☐  The loop fed from live G3 monitoring and drift classification

C. DIAGNOSIS

☐  Each gap classified against the drift types (Type 1–4)

☐  The cheapest effective lever selected for the diagnosed cause

☐  Model and autonomy needs routed to the Guide K2 gate

D. FINANCIAL IMPACT

☐  Fully loaded cost to run computed, including human-in-the-loop review

☐  Value created monetized against the baseline or pre-agent state

☐  Net return re-measured each cycle

E. VERIFICATION

☐  Each change tested against the baseline on the business-value metric

☐  Only value-moving changes kept; others reverted

☐  Each change recorded in an audit trail with reason and result

F. INCREMENTAL VALUE

☐  A standing opportunity scan run each cycle

☐  Opportunities scored by value against effort

☐  Each opportunity routed to K1, K2, the loop, or J2
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G. PORTFOLIO FEED

☐  Measured net return and incremental value fed to the J2 value case

☐  Health and value trend fed to the J3 portfolio scorecard

☐  Value definitions consistent across the loop, J2, and J3; PMS recording confirmed 
for CVC tracks

H. FINAL CHECK

☐  The agent is improved on a cadence, not left to plateau

☐  Every kept change is verified against baseline and its value proven

☐  The agent's measured value is visible in the J2 case and the J3 scorecard

If value is optimized but not measured
→ it cannot be defended in the portfolio. Measure against baseline every cycle.
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