Doing More With Less: —
Measuring the Impact
of Al in Higher
Education
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Meet the team!

We're with you.

Moon Yates Stan Nedl
Higher Education Delivery Lead Sector Principal - Higher Education




Working with Waterstons brings a true partnership, providing
seamless solutions as a single extension of your team.

And a long-term commitment to helping you unlock the limitless
potential of your organisation.
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Time Saved at Waterstons

¢ m Analytics

Workspace usage, cost and time savings.
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TOTAL COST

$378.64
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1 Hithere! I'm Clyde. How can | help to...

1,581 chats - 5,887 prompts - 8,151 responses

2 Milo ©

26 chats - 96 prompts - 520 responses

3 Freshservice
23 chats - 115 prompts - 377 responses

1,866

AVG COST / USER

$2.34
Top users >
$269.91 1 Alexander Burrell
1% 71 chats - 401 prompts -
$33.19 2 James Bell
9% 34 chats - 100 prompts -
$22.56 3 Anthony Davenport
6% 25 chats - 130 prompts -

2 Users {@ Models ) Classifications
{& All models *
CHATS

PROMPTS (&

6,715

AVG COST / PROMPT
5.64¢

683 responses
238 responses

343 responses

$31.38
8%

$22.12

594,
oo

$17.24
5%

) October 2026 -~

#f Apportioned cost

o, Download all C5V files

TIME SAVED (&

76d Gh 3.84 FTE

(D Pricing reference

TOKENS
520.02M 50231/ response

Top models >

1 claude-sonnet-5
405 chats - 248.5M tokens - 3,940 responses

2 claude-sonnet-4-6
109 chats - 56.09M tokens - 1,243 responses

3 gpt-6.1-sol
213 chats - 65.61M tokens - 1,420 responses

$172.94

46%

$64.37

17%

$37.33
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Why Al value is difficult to demonstrate

Early
adoption

Many initiatives are
still pilots or local
experiments.

Fragmented
activity

Different teams use
different measures or
none at all.

Indirect
benefits

Time and quality
improvements do not
always create cash
savings.

No baseline

The starting position
was not recorded
before
implementation.

05

Usage +
impact

Licences, prompts and
active users do not
show whether
outcomes improved.

The core problem: activity is easier to count than value.

Waterstons
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Start with the institutional priority

Avoid starting with Start with

“Where could we “What are we
use AI?” trying to improve?”

Waterstons 10



Define success before implementation

1~ What problem?

Be specific about the current issue.

s  How will we know?

Choose measures and evidence
sources.

2  Who benefits?

Students, staff, teams or the wider
institution?

5 Who owns it?

Name an owner for the outcome, not
just the technology.

s What improves?

Time, quality, access, experience or
capacity?

&6 When do we review?

Set decision points before the pilot
begins.

Waterstons
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BEYOND A SINGLE ROI NUMBER

Build a balanced picture of value

Adoption Are people using it?

Efficiency Is it reducing time, effort or cost?

Experience &

. Is the service or output better? s |,
quality “ _
Risk Is i i iately? I Bk

S s it operating safely and appropriately?

e

A BRIGHTER
FAIRER

MORE SUSTAINABLE
HIGHER EDUCATION

Strategic value Isitcontributing to an institutional priority?

Waterstons 12
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Establish a meaningful baseline

Before implementation, record...

v  Time & effort How long does it take and who is involved?
v Cost&resource \Whatdoes the current process require?
v\ Volume & demand How much work arrives and when?

v = Quality & errors  \Where does rework occur?

What do students and staff experience

v User experience
P today?

v = Risks & limitations What is already not working well?

The baseline does not
need to be perfect.

It needs to be clear enough to
demonstrate whether something
changed.

Waterstons
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Monitor, learn and make decisions

1. Define
2. Baseline
3. Pilot

4. Monitor

5. Review

6. Decide

Scale, Improve, Continue, Pause, Retire?

Waterstons 14



A real example: student retention

Learning Curve Group delivers vocational education to 40,000+ active

learners. We supported them in using Al to identify learners at risk of
dropout and make interventions to keep learners engaged.

Results at a glance

Circa 4% decrease in learner non-completion reported following
inifial pilot rollout.

Proactive identification of at-risk learners at four key milestones (14
days, 25%, 50%, and 75% course progression), enabling earlier,
targeted support.

Efficient use of tutor capacity by focusing interventions only where
the predicted impact is highest.

Automated, tailored WhatsApp outreach integrated with Learning
Curve Group systems, reducing manual effort.

Embedded A/B testing and comprehensive logging to evidence
effectiveness and continuously optimise.

Stage-specific machine learning models improving prediction
accuracy by reflecting different risk drivers across the learner
journey.

'LEARNING CURVE

Waterstons 15
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Three things to take away

Start with the
outcome

Not the Al tool.

Define success early

Do not wait until the end of the pilot.

Use evidence to decide

Scale, improve or stop.

Waterstons 16
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This QR code takes you to
Find out more waterstons.com/ai where you will find:

Case studies and examples

Webinars on different Al topics

Thought pieces and more information
Our Al Maturity check:

W Waterstons

Where are you on
your Al journey ?

swer seven quick questions about how your organisation understands
governs and uses Al. We'll place you on the journey and show the practica

next steps we'd recommend

Explore Establish | Excel
f\ bit about you
Company size Sector
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‘Thank you.

Any Questions?
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