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23

24

25

26
27
28

200

A E F G H I J K L M
Q2 2021 Q3 2021 Q4 2021 Q12022 Q2 2022 Q3 2022 Q4 2022 Q12023 Q2 2023 Q3 2023 Q4 2023

Revenue 500 550 500 750 1,000 1,050 1,000 1,500] 2,000 2,010 2,000 3,000
Returns,
Refunds, (10) (11) (10) (15) (20) (21) (20) (30) ‘ (40) (40) (40) (60)
Discounts
Total Nat 490 539 490 735 980 1,029 980 1,960 1,970 1,960 2,940
Revenue
Costof Gooda 250 275 450 400 402 400 600
Sold
Gross Profit 240 264 1,020 1,560 1,568 1,560 2,340
Expenses
Advertising 15 15 25 25 25 25 30
Depreciation 100 100 100 100 100 100 100
Insurance 1 4y 1 1 1 1 1
Maintenance 5 5 5 5 5 5 5
Office Supplies 3 3 3 3 3 3 3
Rent 6 6 6 6 6 6 6
Salaries,
Benefits, & 200 200 200 200 200 200 200
Wages
Telecommunicat 2 2 2 2 2 2 2
ion
Travel 2 2 2 2 2 2 2
Utilities 1 1 1 1 1 1 1
Other Expenses 4 4 4 4 4 4 4
Total Expenses 339 339 349 349 349 349 354
Earnings
Before Interest (99) (75) (99) 16 336 336 671 1,211 1,219 1,211 1,986
& Taxes
tares) 25 25 25 25 25 5 25 25 25 25 25 25
Expense
Earnings
Bifora Taxes (101.5) (77.5) (101.5) 333.5 668.5 1,208.5 1,216.3 1,208.5 1,983.5
Income Taxes 10
Net Earnings (112) (78) (102) 14 334 368 334 669 1,209 1,216 1,209 1,984




Total Profit / Loss per Month
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Requirements for a Good Business Case

e Model

e Estimates
e Skills
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Requirements for a Good Business Case

e Model 4— We don't know what we know
e Estimates 44— We don't know what we don’t know

e Skills 44— We know we hate Excel
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Requirements for a Good Business Case

e Model <4— We don't know what we know

e Estimates
e Skills
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User Journey Map
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Metrics
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Visual Model
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Requirements for a Good Business Case

e Model

e Estimates 44— We don't know what we don’t know
e Skills
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People Suck at Estimates
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Burj Khalifa
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Burj Khalifa Data

Burj Khalifa
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Total Profit / Loss per Month
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Monte Carlo Simulation

Hurricane Chart

$100,000,000
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Calibration Training

B KROMATIC



Is Al any good at estimates?
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Experiment Design

TRAINING ESTIMATION

_——

GPT-3.5, GPT-40-mini, 03-mini, 2023 2024
GPT 4.5-preview, GPT-40, Ol...
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Example Questions

Business

e Estimate 3M’'s 2024 sales.

e [Estimate the total number of electric
vehicles sold globally in 2024.
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Example Questions

Sports

e Estimate how many new world records
were set during the 2024 Summer
Olympics.

e Estimate how many games the New York
Yankees won during the 2024 MLB regular
season.
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Al is getting better at estimates

No Prompt results
Coverage
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Vi

Role
Task
Constraints

Format

Prompts

V2

Calibration > Precision

Confidence
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Krobar’s Comparison

75.00%

Coverage

50.00%

25.00% - -=

0.00%
Human GPT-3.5 (Nov GPT-40 (May GPT-4.1 (Apr Krobar w/ 4.1
22) 24) 25) (Apr 25)

+4+ BUILD CREDIBLE BUSINESS CASES IN MINUTES /4 TRY IT NOW { KROBAR.AI



https://krobar.ai/
https://krobar.ai/

Al Estimators

DO

Use Al to estimate costs, timelines, or adoption under constraints.
Include ranges and confidence intervals, not just point estimates.
Compare multiple estimators (Al vs human vs spreadsheet).
/)
@
DON'T

Don’t assume the Al understands context (e.g., your unique org).
Don't treat estimates as forecasts—treat them as hypotheses.
Don’t use estimators without checking source assumptions.
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Requirements for a Good Business Case

e Model
e Estimates

e Skills <4— We know we hate Excel
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200

A B c D E F G H | J K L M
Q12021 Q2 2021 Q3 2021 Q4 2021 Q12022 Q2 2022 Q3 2022 Q4 2022 Q12023 Q2 2023 Q3 2023 Q4 2023

Revenue 500 550 500 750 1,000 1,050 1,000 1,500] 2,000 2,010 2,000 3,000
Returns,
Refunds, (10) (1) (10) (15) (20) (21) (20) (30) ‘ (40) (40) (40) (60)
Discounts
Total Nat 490 539 490 735 980 1,029 980 1,960 1,970 1,960 2,940
Revenue
Costof Cooda 250 275 450 400 402 400 600
Sold
Gross Profit 240 264 1,020 1,560 1,568 1,560 2,340
Expenses
Advertising 15 15 25 25 25 25 30
Depreciation 100 100 100 100 100 100 100
Insurance 1 1 1 1 1 1 1
Maintenance 5 5 5 5 5 5 5
Office Supplies 3 3 3 3 3 3 3
Rent 6 6 6 6 6 6 6
Salaries,
Benefits, & 200 200 200 200 200 200 200
Wages
Telecommunicat 2 2 2 2 2 2 2
ion
Travel 2 2 2 2 2 2 2
Utilities 1 1 1 1 1 1 1
Other Expenses 4 4 4 4 4 4 4
Total Expenses 339 339 349 349 349 349 354
Earnings
Before Interest (99) (75) (99) 16 336 336 671 1,211 1,219 1,211 1,986
& Taxes
tares) 25 25 25 25 25 2.5 25 25 25 25 25 25
Expense
Earnings
Bifora Taxas (101.5) (77.5) (101.5) 333.5 668.5 1,208.5 1,216.3 1,208.5 1,983.5
Income Taxes 10
Net Earnings (112) (78) (102) 14 334 368 334 669 1,209 1,216 1,209 1,984




Hypothesis Driven Financial Model

| ariable Nam |Estimates )
lation si 1 ( .
Market Size Popul atfon size (people) 00000000 TOt aI PrOflt / LO ss per
Population growth (per month) 3.00%
% of people with the need 50% Month
Growth of the need in the population 3.00%
Acquisition | Visitors per month (people) 20000 igggggggg
Activation % of visitors that become customers 50% g 350:000:000
Revenue Revenue per customer $20.00 $250,000,000
Retention % of customers that return 75% 5] 28'088'888 P
Referral % of customers that refer a visitor 350% -§50,000,000 | e 1 Profit / Loss
Costs Cost of acquisition $1 NN oA
Cost of activation $2 g e
T 0 8O © o ©
Cost of goods sold $3 SwnsSHns
Fixed costs $5,000,000
0 0 022 0 0 0 0 0 0
Market Size | Popiulation Size 10000000 10300000 10609000 10927270 11255088 11592741 11940523 12298739 12667701
% of people with the need 50.00% 51.50% 53.05% 54.64% 56.28% 57.96% 59.70% 61.49% 63.34%
;:‘r’::)‘”m‘ oA Raro Ll AL 5000000 5304500 5627544 5970261 6333850 6719582 7128804 7562949 8023532
s:;z:;’;m the head sxcludingretuming 5000000 5297000 5601294 5897136 6143538 6236301 5913101 4516191 4044892
Acquisition  [New visitors 20000 20000 20000 20000 20000 20000 20000 20000 20000
Referral Referred visitors 0 35000 122500 341250 888125 2255313 5673281 14218203 18566986
Total visitors 20000 55000 142500 361250 908125 2275313 5693281 4516191 4044892
Activation New customers 10000 27500 71250 180625 454063 1137656 2846641 2258095 2022446
Retention Returning customers 0 7500 26250 73125 190313 483281 1215703 3046758 3978640
Total customers 10000 35000 97500 253750 644375 1620938 4062344 5304853 6001086
Market Share 0.20% 0.66% 1.73% 4.25% 10.17% 24.12% 56.98% 70.14% 74.79%
Revenue [Total revenue $200,000.00 $700,000.00]  $1,950,000.00] $5,075,000.00] $12,887,500.00] $32,418,750.00] $81,246,875.00] $106,097,064.37] $120,021,721.09]




Total Profit / Loss per Month
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Monte Carlo Simulation

Hurricane Chart

$100,000,000
$80,000,000
$60,000,000
m Highly unlikely
Unlikely
Possible
m Likely
$40,000,000
JBest Case Scenario
JWorst Case Scenario
r.:Basic Business Case
~:Mean of All Inputs
$20,000,000
$0 -
2345678910

L -$20,000,000



Monte Carlo Simulation

Hurricane Chart
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Innovation
Accounting

Use your User Experience to build your model
Visualize the financial (or impact) model
Create a hypothesis drive spreadsheet *
Apply Monte Carlo template *

Estimate variables using ranges

Try now

< KROBAR.AI

L3
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https://krobar.ai/

User Journey Map
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Visual Model
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Hypotheses Driven Financial Model

| ariable Nam |Estimates )
lation si 1 ( .
Market Size Popul atfon size (people) 00000000 TOt aI PrOflt / LO ss per
Population growth (per month) 3.00%
% of people with the need 50% Month
Growth of the need in the population 3.00%
Acquisition | Visitors per month (people) 20000 igggggggg
Activation % of visitors that become customers 50% g 350:000:000
Revenue Revenue per customer $20.00 $250,000,000
Retention % of customers that return 75% 5] 28'088'888 P
Referral % of customers that refer a visitor 350% -§50,000,000 | e 1 Profit / Loss
Costs Cost of acquisition $1 NN oA
Cost of activation $2 g e
T 0 8O © o ©
Cost of goods sold $3 SwnsSHns
Fixed costs $5,000,000
0 0 022 0 0 0 0 0 0
Market Size | Popiulation Size 10000000 10300000 10609000 10927270 11255088 11592741 11940523 12298739 12667701
% of people with the need 50.00% 51.50% 53.05% 54.64% 56.28% 57.96% 59.70% 61.49% 63.34%
;:‘r’::)‘”m‘ oA Raro Ll AL 5000000 5304500 5627544 5970261 6333850 6719582 7128804 7562949 8023532
s:;z:;’;m the head sxcludingretuming 5000000 5297000 5601294 5897136 6143538 6236301 5913101 4516191 4044892
Acquisition  [New visitors 20000 20000 20000 20000 20000 20000 20000 20000 20000
Referral Referred visitors 0 35000 122500 341250 888125 2255313 5673281 14218203 18566986
Total visitors 20000 55000 142500 361250 908125 2275313 5693281 4516191 4044892
Activation New customers 10000 27500 71250 180625 454063 1137656 2846641 2258095 2022446
Retention Returning customers 0 7500 26250 73125 190313 483281 1215703 3046758 3978640
Total customers 10000 35000 97500 253750 644375 1620938 4062344 5304853 6001086
Market Share 0.20% 0.66% 1.73% 4.25% 10.17% 24.12% 56.98% 70.14% 74.79%
Revenue [Total revenue $200,000.00 $700,000.00]  $1,950,000.00] $5,075,000.00] $12,887,500.00] $32,418,750.00] $81,246,875.00] $106,097,064.37] $120,021,721.09]




Monte Carlo Simulation

Hurricane Chart

$100,000,000
$80,000,000
$60,000,000
m Highly unlikely
Unlikely
Possible
m Likely
$40,000,000
JBest Case Scenario
JWorst Case Scenario
r.:Basic Business Case
~:Mean of All Inputs
$20,000,000
$0 -
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Online Interactive Programs & Workshops

S8 9.e

Real Feedback
Coaches with real
entrepreneurial experience

Interactive Online
Engage directly with
coaches and your peers

} Sign up for a demo now at kromatic.com/programs

[Pt oot Moo

Self-Paced Material
Work at your own pace
with no time limit

B KROMATIC


https://kromatic.com/experiment-design

&l

It's an incredible program! Thanks for the
great experience. I'm excited for the new
strategic potential that this kind of
insight is unlocking for my business.

6 5 E Ed Essey,
s | A
& 4

Director of Intrapreneurship

Microsoft Garage, Microsoft
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Krobar creates forecasts in minutes, not hours or weeks

Slmple to start What business are you building?

Type a prompt, import a spreadsheet,
or connect to Quickbooks. Alemonade stand N

Develop a model in minutes.
/ﬁ Easy to build /‘ KRO BAR AI

o e

124 4 . . . -

Qﬂ \ Simple visual interfaces with customer
I EF] journey maps and flowcharts.

No need for spreadsheets!

TRY IT NOW

Estimate

Data Driven Returning Customers

Krobar makes data-backed estimates
or you can integrate data sources. o 0%

. Accurate forecast
Run thousands of simulations to predict
St likely outcomes and compare scenarios.

4} Generate Al Estimate



https://krobar.ai/
https://krobar.ai/

Probability of Success

Enter the value you wish the cutput to reach. eg. 1,000,000

Target Value for

p The likelihood of reaching the stated Target Vialue for the selected $0.00 52205

Output Row in the selected Time Period based on the variable estimates
and model

Enter the value you wish the output to reach. e.g. 1,000,000

Target Value for
Output

The likelihood of reaching the stated Target Value for the selected $500,000,000.00 1L80%
Output Row in the selected Time Period based on the variable estimates
and model

B KROMATIC



Probability of >$1B

Histogram
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Sensitivity Analysis

Sensitivity Analysis
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Before reene

After

Revenue Experiment Results

Revenue per customer $20.00 $5.00
Revenue $12.00

Revenue per customer ‘ 1800
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$80,000,000

$60,000,000

$40,000,000

$20,000,000

$0
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Updated Monte Carlo Simulati

Hurricane Chart

234567 8910

m Highly unlikely
Unlikely
Possible
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JBest Case Scenario
‘AWorst Case Scenario
7. Basic Business Case

~Mean of All Inputs
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23456789
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Updated Monte Carlo Simulation

Hurricane Chart Hurricane Chart
$550,000,000 $550,000,000
’
7
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Before

After

Updated Probability of Success

Enter the value you wish the output to reach. e.g. 1,000,000

Target Value for

o The ikebhood of reaching the stated Target Value for the selected

Output Row in the selected Time Period based on the variable estimates
and model

$0.00

52205

Enter the value you wish the output to reach. e.g. 1,000,000

Target Value for

The ikelhood of reaching the stated Target Value for the selected

S Output Row in the selected Time Period based on the variable estimates

$500,000,000.00

1.80%

and model

Enter the value you wish the output to reach. e.g. 1,000,000

Target Value for

Output The likelihood of reaching the stated Target Value for the selected

Output Row in the selected Time Period based on the variable
estimates and model.

$0.00

Enter the value you wish the output to reach. e.g. 1,000,000

Target Value for

he likelih f hing th
Output The likelihood of reaching the stated Target Value for the selected

Output Row in the selected Time Period based on the variable
estimates and model.

$500,000,000.00

17.30%
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Updated Sensitivity Analysis

Sensitivity Analysis
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Tristan Kromer

Tristan@Kromatic.com

@TriKro
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mailto:Tristan@Kromatic.com
https://twitter.com/tirkro

Licensing

@O
O®®G

The slides in this presentation by Kromatic (TriKro
LLC) are licensed under a Creative Commons

Attribution-  Non- Commercial-ShareAlike 4.0
International License, excepting those images
where other copyright holders are noted.

This facilitator guide is copyrighted and provided
under license by TrikKro LLC dba Kromatic for the
exclusive use of paid participants of the facilitator
program  (‘Licensees”). Licensees have a
nonexclusive, non-sublicensable right and license
to reproduce and use the facilitator guide for their
internal use and to create derivative works of the
facilitator guide; provided, however, that (i) a copy
of any derivative work is provided to Kromatic, (ii)
any such derivative works may not be used,
marketed, sold, distributed, or commercialized by
the Licensee, and (iii) Licensee agrees to grant
Kromatic a nonexclusive, perpetual, royalty-free,
sublicensable, fully paid-up license to use, market,
sell, distribute, and commercialize such derivative
works in any medium throughout the universe.

Based on a work at www.Kromatic.com.
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http://creativecommons.org/licenses/by-nc-sa/4.0/
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