
Turn Product Decisions Into a
Compounding Competitive Advantage
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The highest-performing product organizations don’t just ship 
features well–they operate a disciplined, user-centered 
decision system that improves over time.

AI has changed what’s possible in user research. But 
without guardrails and validation, it can just as easily 
amplify noise.

CognivaLab Research exists to bridge that gap. We 
combine AI acceleration with disciplined decision 
systems design and hands-on coaching—so product 
leaders can move faster while building internal 
capability without increasing decision risk.
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A partnership with 
CognivaLab Research   is 
designed to help you build 
decision systems  that 
improve over time. 
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AI spending is at record highs. AI confidence isn’t.

95% 74% Only 39%

The gap between urgency and 
results is widening. Adoption is 
nearly universal — 88% of 
organizations now use AI 
regularly. But adoption and 
impact are not the same thing.

The barrier is not AI — it is 
confidence in what leaders can 
see, explain, and govern. As 75 
Fortune 500 executives framed 
it: "not a technology challenge 
but a trust challenge."

Despite 88% of organizations 
using AI regularly; getting to 
enterprise-level EBIT impact is 
proving difficult. This exposes 
the business to AI use without 
guardrails or governance.

CognivaLab Research closes the gap between AI spending and 
board-ready product decisions. 

1 75 Fortune 500 executives survey, Forbes, March 2026 | 2 Boston Consulting Group, 2025 | 3 McKinsey & Company, The State of AI, 2025

of GenAI pilots never 
reach production. 1

of companies are 
unable to scale AI 
pilots.2

of organizations 
report enterprise- 
level AI EBIT impact.3 
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Faster, Clearer Decisions 
That Improve Capital 
Efficiency

Impact: Research synthes is compressed 
by 60-80%1. Fewer costly pivots. More 
disciplined resource allocation. Decisions 
that stand up in executive and board 
conversations.  
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We help teams reduce ambiguity before it 
becomes expensive.

● Sharpen strategic assumptions so 
investment bets are explicit and 
testable.

● Strengthen decision clarity at 
roadmap and prioritization moments.

● Reduce downstream rework by 
resolving uncertainty earlier.

1 McKinsey & Company, The State of AI, 2024.
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$50,000 - $70,000 for one sprint of rework 2
This is the cost of an 8-person team; but it doesn’t factor a key 
metric: time lost to market. A decision system built on expert 
validation tests hypotheses at every stage — surfacing flawed 
assumptions before they reach the roadmap.

$150,000 - $500,000 for a feature rebuild…3

…after launch. The hidden cost here isn’t monetary, it’s 
much worse: users losing confidence or trust and switching 
to your competitor. You’re cost of acquisition are sunk. 
Worse yet, a new cycle of spending starts to re-engage 
lost consumers. 

$500,000 - $2,000,000+ full product pivot.4

Product decisions grounded in evidence, not instinct, avoid the 
rework. They also protect something no budget can recover: market 
credibility & brand confidence. Repairing a brand’s reputation is 
lengthy, arduous and expensive work. 

The Cost of 
Speed Without 
Confidence.

“AI-generated 
research outputs 
without expert 
verification produce 
approx. 30% more 
downstream 
revisions.1”

01

02

03

1 HackerNoon 2025  | 2 The Pragmatic Agilists | 3 & 4 AgileEngine |  

When flawed assumptions reach the market:
01 by the numbers
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Internal Capability That 
Compounds Over Time

Impact: Study designs, validation 
checkpoints, and governance workflows 
your team can run again and 
again–building capability, not 
dependency. 
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The goal is not more research. It’s better 
judgment, embedded in the team.

● Equip product leaders to interpret 
user signals with strategic 
confidence.

● Establish repeatable decision 
frameworks that scale with growth.

● Build internal maturity so reliance on 
external support decreases over 
time—while preserving the option to 
partner on complex initiatives.
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First cycle: Remove inefficiencies.
Compress research timelines. Establish decision frameworks and 
expert validation processes. The team operates faster with 
structured guardrails from day one.

Second cycle: Embed validated processes.
Grow internal capability. The team begins running validated 
studies with increasing independence — each output 
strengthening the next.

Third cycle: Teams execute faster research 
iterations with stronger judgment.
The system's value accelerates because every decision is informed 
by the accumulated rigor of previous cycles. 

The Solow 
Effect in AI 
Compounds 
Capability1. 
A decision system 
outperforms a single 
point solution: tools 
deliver outputs, 
systems build 
organizational 
intelligence.

1

2

3

1 Fortune, March 2026 

The Compounding Advantage is the cumulative effect 
of structured AI integration that gains strength with 
each cycle:

02 by the numbers
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A Clearer Through Line 
Between Insight & Revenue 
Performance

Impact: A roadmap grounded in real 
demand signals, supporting sustained 
revenue growth rather than incremental 
feature output.
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We focus on enabling product-market 
alignment—not performative testing.

● Strengthen the team’s ability to 
identify meaningful user patterns.

● Translate behavioral signals into 
positioning, feature, and roadmap 
clarity.

● Align product strategy with adoption, 
retention, and monetization 
opportunities.
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Productivity gains in analysis and synthesis.2
McKinsey Global Institute reported in 2023 that productivity gains 
ranged from 20%-40%; with an important caveat. These gains 
are only possible when AI is integrated with structured 
methodology.

Faster task completion with measurable 
quality improvement.3

These findings resulted from controlled experiments across 
enterprise AI deployments. 

Measurable positive impact of AI.4

In organizations that combine AI with structured expert oversight.

What actually 
drives AI Return 
on Investment.
AI-enabled leaders 
grow revenue 
approximately 1.5x 
faster than peers.1

30%

25%

2x

1 McKinsey & Company, 2024 | 2 McKinsey Global Institute, 2023| 3 Brynjolfsson, Li & Raymond, The Quarterly Journal of Economics, 2025  | 4 McKinsey & Co. State of AI, 2024

03 by the numbers
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Reduced Execution Risk 
Across the Product 
Lifecycle 

Impact: Cleaner launches. More 
predictable growth curves. Increased 
speed to market. Lower correction costs 
later.
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We intervene at leverage points—where 
clarity amplifies value.

● Stress-test value propositions before 
scaling investment.

● Identify friction that impacts 
conversion and retention.

● Ensure launches are built on 
validated insight, not internal 
assumptions.
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Time-to-insight acceleration.1
With AI compressing research synthesis by 60%-80% there’s a 
maximum velocity gain of 5x. When applied to a product sprint, 
this means validation happens during the cycle–not after. 

Maximum reduction in feature re-work. 2
Research shows that teams using structured AI in research 
can expect to reduce future rework between 20%-30%. 
When teams run 3-4 micro-validations per cycle instead 
of one monthly study they effectively triple their learning 
velocity and output accuracy.

Approximate times savings per research cycle.3

Over a product year with six to eight research touchpoints, the 
cumulative time-to-market advantage is measured in months. 
That's months of earlier revenue capture, tighter customer 
feedback loops, and shorter decision latency on every investment.

The Decision 
System Velocity 
Advantage: 
Speed You Can 
Defend.

Velocity only 
counts when the 
insights it produces 
are strong enough 
to act on.

5x

30%

4wks

1 DesignRush |  2 Medium  | 3 HackerNoon |  
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Executive-Ready Insights 
That Strengthen 
Alignment

Impact:  Shared understanding between 
Product, Finance, and the C-Suite—and a 
more durable case for continued 
investment in decision systems that 
compound value over time. 

05
We enable high-quality insights that 
simplify leadership conversations.

● Make assumptions transparent and 
measurable.

● Frame tradeoffs in financial and 
strategic terms.

● Provide clarity that supports 
confident capital allocation.
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Research Consultancy: $40,000 - $75,000 per study.
What you get: A report. No system, no capability transfer. Next 
quarter, you buy again from zero.

AI-Research Platform: $50,000-$120,000 per year.
What you get: Infrastructure — without methodology, 
research design expertise, or validation structure. A tool 
without a strategy.

Decision System Partnership starting at $30,000.
Comprehensive Decision System engagements range from 
$60K–$150K. What you get: Tool selection, methodology, expert 
validation, team enablement, and compounding capability. The 
system gets stronger. The reliance on CognivaLab decreases.

AI-research 
integration 
investment 
paths. 

Research isn’t a line 
item. It’s insurance 
against building 
the wrong thing & 
discovering it 
in-market.

1

2

3

Sources for cost calculations: Nielsen Norman Group, Blink UX, AnswerLab, Driver Research; Dovetail, Maze, UserTesting, Marvin, Vendr [All links available in Sources slide]
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AI forward product teams 
don’t need more data–they 
need defensible decision 
systems.
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The Real Competitive 
Advantage We Provide
Getting AI & product right delivers more 
than speed, confidence & cost savings. 
It delivers market position.

A validated product or feature  
that reaches market first sets the 
standard every follower is 
measured against. That 
first-mover confidence 
compounds with each successful 
launch.

A product misstep built on 
unvalidated AI output costs far 
more than rework dollars — it 
costs organizational credibility no 
pivot or relaunch can fully restore.

A decision system guards 
against both failures. Over 
time, its accumulated context 
awareness & team 
enablement become a moat 
no competitor can replicate.

research



● User research, product development, usability & 
beta testing, and product operations at Google, 
Salesforce, Verizon, Intel & startups she founded.

● USC trained designer specializing in innovation. 
Stanford trained Design Thinking practitioner. 
ICF Leadership Coach certification candidate.

● Adjunct Professor of Design Research & Product 
Development.

User Research & Product Development Expert
15+ yrs. of experience

paola.sanmiguel
Founder & Principal

linkedin

research

http://www.linkedin.com/in/paolas


Book a Strategy Session

In the meantime, read our FAQs, explore our Decision Systems Framework, 
learn Why Teams Choose Us and why CognivaLab Research was created.

We are here when you’re ready.

No obligation. No sales pressure. Just a strategy
conversation focused on your challenges. 
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