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Measuring Context 

Engineering ROI 

How reusable enterprise context compounds value while 
reducing the cost of AI decisioning 
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E X E C U T I V E  S U M M A R Y  

The ROI of enterprise AI is not a use 
case. It is a curve. 

Most enterprises evaluate AI one use case at a 
time, then start again. That approach quietly 
pays for the same intelligence over and over. 

Every AI application that independently retrieves 
data, resolves entities and interprets policy is 
rebuilding context the enterprise has already paid 
to create. 

Context Engineering changes the economics. The 
first decision domain carries a foundational 
investment, but the context it creates becomes 
reusable infrastructure for every decision, agent 
and workflow that follows. 

This paper sets out a framework to measure that 
effect credibly, from context to decision to 
execution to outcome, using cost per trusted 
decision as the economic unit. 

 F I V E  I D E A S  I N  T H I S  P A P E R  

01  Reuse is the ROI. Engineered 
context serves every later decision. 

 
02  Measure the decision. Context 
matters only through what it changes. 

 
03  Cost per decision replaces cost 
per token as the core unit. 

 
04  Decision velocity often outweighs 
productivity gains. 

 
05  Governed autonomy multiplies 
ROI while preserving accountability. 

 

 

T H E  T H E S I S  

The cost curve moves down while the value 
curve keeps moving up. 
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0 1    T H E  E X E C U T I V E  P R O P O S I T I O N  

Context Engineering follows different 
economics from traditional AI. 

A model is deployed. A workflow is automated. A business case is calculated. Then the 
next use case starts again from zero. 

 

Context is not consumed. It is 
reused. 
The first domain requires investment: 
connecting data, resolving entities, 
establishing meaning and applying policy. 

That context then becomes reusable 
infrastructure. The enterprise stops paying to 
rediscover the same meaning for every AI 
system and every decision. 

 T H E  R O I  Q U E S T I O N  C H A N G E S 

How much value did this use case create? 

How much more value 
can context already 
engineered create? 

 

E N G I N E E R E D  O N C E ,  R E U S E D  B Y  E V E R Y 

Decision   ·   Function   ·   AI agent   ·   Workflow   ·   Model 
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0 2    W H Y  T R A D I T I O N A L  A I  R O I  I S  I N C O M P L E T E  

AI business cases measure the 
application. Context Engineering 
measures the decision. 

Compute, productivity and accuracy still matter. But they miss the defining economic trait 
of Context Engineering: reuse. 

 

When every application retrieves data, 
interprets policy and rebuilds relationships 
on its own, the enterprise pays for the same 
intelligence again and again. 

Making context persistent shifts the unit of 
analysis: 

From 
Cost per AI 
application 

 To 
Cost per  

decision enabled 
 

 A  B E T T E R  M O D E L  M E A S U R E S  F O U R  T H I N G S 

1  Context 
capability 
Enough understanding to 
decide? 

 2  Decision 
performance 
Faster, consistent, 
explainable? 

   
3  Execution 
performance 
Less manual 
intervention? 

 4  Business 
outcome 
Measurable economic 
value? 

 

 

W H Y  I T  M A T T E R S  

Enterprises create value by making and executing decisions, 
not by generating responses. 
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0 3    T H E  R O I  C H A I N  

Context itself is not the ROI. What 
context enables is the ROI. 

A larger graph, more sources and more tokens are enabling capabilities. Value appears 
only when better context changes the quality, speed or cost of a enterprise decision. 

Stage 1 

Context 
capability 

Is information 
current? 
Are entities resolved? 
Is evidence 
traceable? 

 Stage 2 

Decision 
performance 

Faster cycle time? 
More consistent? 
Fewer overrides? 

 Stage 3 

Execution 
performance 

Fewer handoffs? 
More straight-
through? 
Faster exceptions? 

 Stage 4 

Business 
outcome 

The stage a CFO 
banks. 
Every gain upstream 
must land here. 

 
W H E R E  T H E  E C O N O M I C S  L A N D 

↑ 
Revenue created or 
protected 

 ↓ 
Operating cost 
avoided 

 ↻ 
Working capital 
improved 

 ↓ 
Losses reduced 

       
◑ 
Risk avoided 

 ↑ 
Productivity 
released 

 ↓ 
Decision cost 
reduced 

 » 
Time to value 
improved 

 

T H E  P R I N C I P L E  

Do not measure the context layer in isolation. 
Measure the economic consequence of the 
decisions it changes. 
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0 4    T H E  F O U R  L A Y E R S  O F  C O N T E X T  E N G I N E E R I N G  R O I  

A practical framework, from 
understanding to economics. 

Four connected layers, each with a defining question and measurable indicators. Read 
from the foundation up. 

Layer 4 

Business 
Value 

What is the actual economic consequence? 

Revenue uplift   ·   Cost reduction   ·   Margin   ·   Avoided penalties   ·   Reduced 
leakage   ·   Lower risk   ·   Cost per decision 

  
Layer 3 

Execution 
Quality 

Can the enterprise act on the decision faster, safely? 
% autonomous   ·   Handoffs removed   ·   Decision to action time   ·   Intervention 
rate   ·   Policy compliance 

  
Layer 2 

Decision 
Quality 

Did the quality or speed of the decision improve? 

Cycle time   ·   Consistency   ·   Accuracy   ·   Explainability   ·   Override rate   ·   
Escalation rate 

  
Layer 1 

Context 
Quality 

Does the system understand enough to decide? 
Completeness   ·   Freshness   ·   Entity resolution   ·   Relationship coverage   ·   
Policy coverage   ·   Traceability 

 

F A I L U R E  M O D E  A  

Strong context with no 
outcome is not ROI. 

 F A I L U R E  M O D E  B  

An outcome with no 
traceability cannot be 
attributed. 
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0 5    T H E  C O M P O U N D I N G  E C O N O M I C S  O F  R E U S A B L E  C O N T E X T  

This is where Context Engineering 
becomes economically different. 

Foundational work is usually booked as the cost of the first use case. That is incomplete. It 
becomes reusable infrastructure, so the next domain does not start from zero. 

 

The value curve rises 

More decisions, functions and agents consume 
the same context, and outcomes enrich it. 

 The marginal cost curve falls 

Less context rebuilt, less retrieval duplicated, 
less meaning recreated. 

 

The first use case consumes context. Every 
later use case reuses it. That is where 
compounding ROI begins. 
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0 6    T H E  N E W  E C O N O M I C  U N I T  

AI economics become clear at the level 
of cost per decision. 

Token, infrastructure and licence cost are not enough. The real question: what does it cost 
to make and execute a decision? 

 

 A decision that looks cheap in compute can 
still be expensive if ten people spend hours 
assembling evidence around it. 

The target is not a lower cost per token. It is a 
lower cost per trusted decision, a yardstick 
that works across functions. 

Sourcing   ·   Customer retention   ·   Workforce 
allocation   ·   Service assurance   ·   Capital deployment 
 

Measure 
Decision cost 

 Measure 
Decision time 

   
Measure 
Decision quality 

 Measure 
Decision outcome 

 

 

A  U S E F U L  E X E C U T I V E  M E T R I C  

Enterprise 
Decision 
Economics 

= 
Business value created 

Total cost of decisioning 

Context Engineering improves the ratio from both sides: more value per decision and lower 
cost to enable it. 
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0 7    F R O M  P R O D U C T I V I T Y  T O  D E C I S I O N  V E L O C I T Y  

The largest value is not automating 
tasks. It is deciding faster. 

Hours saved can understate the value. The bigger opportunity is shrinking the time 
between an enterprise event and the enterprise response. 

 
 
S I X  W A Y S  V E L O C I T Y  C R E A T E S  V A L U E 

Revenue 
Act on opportunities while 
they exist. 

 Operations 
Resolve exceptions before 
disruption. 

 Capital 
Deploy resources where 
value is highest. 

     
Risk 
Apply policy at the point of 
decision. 

 Customer 
Act on the full relationship. 

 Workforce 
Keep supply and demand 
aligned. 

 

P R O D U C T I V I T Y  M E A S U R E S 

how efficiently work is 
performed. 

D E C I S I O N  V E L O C I T Y  M E A S U R E S  

how fast understanding 
becomes action. 
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0 8    G O V E R N E D  A U T O N O M Y  A S  A N  R O I  M U L T I P L I E R  

Value multiplies when decisions move 
safely from recommendation to action. 

A recommendation still needs review, validation, approval and follow-up. Governed 
autonomy removes that friction without giving up control. 

 
 
W H A T  T H E  E N T E R P R I S E  M U S T  K N O W 

What is true right now 
What evidence exists 
Which policy applies 
What confidence is enough 
What action is permitted 
When escalation is mandatory 
How it will be traced 

 W H E R E  T H E  A D D E D  R O I  C O M E S  F R O M 

Fewer handoffs   ·   Lower latency   ·   Lower operating 
cost   ·   Consistency   ·   Earlier intervention   ·   Fewer 
exceptions   ·   24/7 execution   ·   Policy adherence 
 

Remove unnecessary 
intervention, not 
humans. 

 

T H E  M U L T I P L I E R  L O G I C  

Value per decision  ×  Frequency  ×  Share executed straight through 
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0 9    T H E  F E E D B A C K  L O O P  

Every action creates new context. 
Value improves over time. 

Analytics ends at the recommendation. Context Engineering does not: every outcome 
changes enterprise state, which becomes context for the next decision. 

 
 
T W O  M E C H A N I S M S ,  W O R K I N G  A T  O N C E 

↺  Reuse 

Engineered context supports more 
decisions, so the cost of the next one falls. 

 +  Enrichment 

Every outcome adds intelligence, so the 
quality of the next one rises. 

 

The enterprise is not accumulating more data. It 
is accumulating more usable understanding. 
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1 0    H O W  T O  M E A S U R E  R O I  C R E D I B L Y  

The business case must survive 
CFO-level scrutiny. 

Measurable, attributable and conservative. Six disciplines turn ROI from a claim into an 
operating practice. 

01 

Baseline first 
Capture cycle time, cost, 
effort, override and 
automation levels before you 
start. 

 02 

Measure by domain 
Prove value decision by 
decision, then aggregate. 

 03 

Split cost types 
Separate one-time from 
recurring cost, because 
much of it becomes reusable. 

     

04 

Attribute 
conservatively 
Claim only the share 
reasonably due to Context 
Engineering. 

 05 

Avoid double counting 
Productivity, cost and margin 
overlap. Count each once. 

 06 

Projected vs realized 
Report plan, actual, variance 
and reason, every period. 

 

C O S T  S T R U C T U R E 

O N E - T I M E 
Integration 
Ontology 
Entities 
Policy models 

 R E C U R R I N G 
Infrastructure 
Compute 
Operations 
Governance 

 

 V A L U E  R E A L I Z A T I O N  T R A C K E R  ( T E M P L A T E )  

DOMAIN PROJECTED REALIZED VAR. REASON 

Domain A Plan Actual ± Driver 

Domain B Plan Actual ± Driver 

Domain C Plan Actual ± Driver 

Portfolio Σ Σ Σ Reuse effect 
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1 1    B U I L D I N G  T H E  E N T E R P R I S E  B U S I N E S S  C A S E  

Start with decisions, not technology. 

Do not pick use cases because they are technically easy. Pick the decisions where better 
context creates immediate and compounding value. 

S E V E N  Q U E S T I O N S  P E R  D E C I S I O N 

Business impact Which outcome does it 
move? 

Frequency Small gains across millions of 
decisions add up. 

Complexity How many systems and 
policies are involved? 

Latency How much value is lost while 
waiting? 

Human effort How much manual 
reconciliation? 

Autonomy What share can safely run 
straight through? 

Reuse What exists, and what will 
others inherit? 

 

 

 

T H E  S T R O N G E S T  O P P O R T U N I T I E S  C O M B I N E  

High 
Economic 
value 

High 
Decision 
frequency 

High 
Context 
complexity 

High 
Reuse 
potential 
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1 2    F R O M  R O I  T O  C O M P O U N D I N G  I N T E L L I G E N C E  

The ultimate ROI is not a single use 
case. It is shared intelligence. 

AI was evaluated application by application. Context Engineering moves the enterprise 
from: 

AI projects → Shared intelligence infrastructure 

   
Isolated recommendations → Connected decision systems 

   
Manual interpretation → Governed autonomous execution 

   
Rebuilding context per use case → Reusing and enriching context 

 

W H E R E  O P E N K N O W R A  O P E R A T E S  

One context, many 
decisions. 
Spire.AI OpenKnowra unifies data 
integration, domain intelligence, evolving 
enterprise context, deterministic 
reasoning, runtime rules, governance and 
execution, so one context serves many 
decisions. 

 R O I  C O M P O U N D S  W H E N 

01   Decision value improves. 

02   Context is reused across more 
decisions. 

03   The cost of each new decision 
declines. 

 

Context 
is reusable. 

Decisions 
are faster. 

Autonomy 
is governed. 

Outcomes 
enrich context. 

Value 
compounds. 



 

Spire.AI OpenKnowra 

C O N T E X T .  R E A S O N I N G .  O U T C O M E S .  © 2026 Spire.AI. Illustrative figures are conceptual, not reported results. 

 

 

T H E  N E W  E C O N O M I C  E Q U A T I O N  

The cost curve moves down 
while the value curve keeps 
moving up. 

Start with one high-value decision, measure it rigorously, and let every decision after it 
build on the context you have already engineered. 


