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The 5
Patterns
Why only 5% of organizations are seeing real ROI from AI,

and what separates them from everyone else. None of the

answers are about the technology.

A practical guide and self-assessment for senior leaders.

Eureka! Ranch · Salix Data  ·  65+ years combined  ·  4,500+ organizations

A I  &  S Y S T E M S  T R A N S F O R M AT I O N 15-MINUTE ASSESSMENT



I N T RODUC T ION

W H Y  T H I S  G U I D E  E X I S T S

These aren't random failures.
They're patterns.

Between us, we bring 65+ years of work across 4,500+ organizations, from systems and

innovation strategy to data infrastructure and AI deployment. We've watched

organizations deploy AI successfully and still not win. We've watched others with

messier technology make transformational leaps. The difference was never the tools. It

was always the system underneath them, and whether leadership had the clarity and

authority to reinvent it. What follows are the five patterns we see most consistently.

Once you can see them, you can't unsee them.

I N C L U D E D :  T H E  A I  I N V E S T M E N T  M AT R I X

G R O W T H  ·  I N C R E M E N TA L

Redesign Products & Services for WOW

Appeal

G R O W T H  ·  T R A N S F O R M AT I O NA L

★  Transform Business Models & Work

Systems

O P E R AT I O NA L  ·  I N C R E M E N TA L

Redesign Internal Work Systems for

Speed & Efficiency

O P E R AT I O NA L  ·  T R A N S F O R M AT I O NA L

Transform Internal Systems for

Exponential Advantage

←  I N C R E M E N TA L T R A N S F O R M AT I O NA L  →

Most AI budgets land in one corner of this matrix. The questions on each pattern page will help you see where yours is

sitting, and what the other corners are worth.



PAT T E R N  1  O F  5

Before You Add AI, Ask If
the System Is Worth Saving.

W H A T  W E  S E E

Before you ask whether AI can help, ask whether the system underneath it is worth helping. Most

organizations skip this question entirely and end up deploying expensive technology into a system that

was already failing on its own terms.

The signs are hiding in plain sight: every process has a workaround built on top of it, the data is

inconsistent or missing, nobody can agree on what good looks like, and the people closest to the work

have stopped trying to fix it. That is not a system that needs AI. That is a system that needs to be rebuilt.

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

AI is not a rescue operation. If a system can't produce consistent results with good people running it,

adding AI doesn't fix it. It automates the chaos and makes the real problem harder to see. The

technology becomes the distraction from the diagnosis.

The organizations making the biggest gains with AI are not starting with technology. They're starting

with system clarity. They can explain how work flows, where value is created, where it is lost, and what

success looks like before they begin automating anything.

D I A G N O S T I C  —  Q U E S T I O N S  W O R T H  A S K I N G  Y O U R  L E A D E R S H I P  T E A M

Work through these together. Honest answers take about five minutes. They often change what happens next. Count disagreement or

uncertainty. Those are usually the places where the greatest opportunities for improvement exist.

3. If your five best-performing departments each hit their AI-driven KPIs this year, are you confident the company

wins, or just confident that five departments do?

4. If you asked five executives to name the three systems where AI could create the greatest strategic advantage,

how similar would their answers be?



PAT T E R N  3  O F  5

Real Reinvention Requires Someone
With Authority Over the Whole.

W H A T  W E  S E E

Product leaders hear "transformational bets" and think: that's me, that's what I do. Here's the

uncomfortable truth: it's not. Not the real ones. The highest-leverage moves aren't new products.

They're reinvented systems. And nobody in most organizations is actually authorized to do that work.

Any system worth reinventing touches budgets, headcount, incentives, and processes across multiple

functions simultaneously. The moment you hand it to any single function, it gets scoped down to what

that function can control. The work gets small. The opportunity disappears.

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

The most strategic thing a senior leader can do right now isn't run a better pipeline. It's become the

person who brings the reinvention conversation to the executive table. Who can say: here is the system

that is limiting us, here is what it could become, and here is what it would take to get there. That person

doesn't exist in most organizations. The ones who step into that role become indispensable.

Reinvention rarely fails because organizations lack ideas. It fails because no one has created a shared

mechanism for selecting, sponsoring, and advancing opportunities that cross organizational

boundaries.

D I A G N O S T I C  —  Q U E S T I O N S  W O R T H  A S K I N G  Y O U R  L E A D E R S H I P  T E A M

Work through these together. Honest answers take about five minutes. They often change what happens next. Count disagreement or

uncertainty. Those are usually the places where the greatest opportunities for improvement exist.

1. Take your most promising transformation idea. Who in your organization has the authority to approve every

change it requires, across every function it touches, every budget it needs, every role it disrupts?

2. If the answer isn't the CEO or the full executive team, what does that tell you about the actual size of the idea?

3. How many transformation initiatives in your organization have quietly become pilots, not because the idea was

wrong, but because nobody with real authority was in the room?



PAT T E R N  4  O F  5

You Can't Math Your Way
Into a Reinvention.

W H A T  W E  S E E

Every AI consultant produces the same output: a prioritized opportunity list with projected ROI. The

problem is that the numbers on a reinvention are fiction until you do the work. You cannot calculate

the return on something that doesn't exist yet. The real question isn't which system has the best

financial model. It's which system has enough organizational fuel to actually get through the change.

Doing ROI on a reinvention you haven't imagined yet is fiction on top of fiction. Anyone can put a

number on a broken idea. The hard work, the work that makes the number mean something, is

inventing the idea worth valuing in the first place. That is a leader's job.

T H E  R E S E A R C H  I S  C L E A R

Kotter's research across more than 100 companies shows that 70% of transformations fail. Not because

the strategy was wrong. Because the human fuel ran out. The math was right. The energy wasn't there.

Self-Determination Theory confirms it from a different direction: external motivators like fear and

financial incentives produce short-term movement but deplete over time. Intrinsic motivation, the

kind that comes from building something worth building, is what sustains performance through

resistance.

T H E  T H R E E  K I N D S  O F  F U E L

There are three forms of activation energy that drive transformation. Frustration works when things are

so broken that people will fight through anything to fix them. Greed works when people can see their

own win clearly. Both are real fuels, but they're reactive and they deplete. The moment the pain eases

or the payoff lands, the energy fades. Ambition is higher order. It's generative, not reactive. It intensifies

under pressure rather than fading. And it's the only fuel that attracts and keeps your best people,

because talented people choose to stay where they're building something worth building.

The organizations that move fastest aren't the ones with the most detailed business cases. They're the

ones with people who know how to learn quickly, test assumptions, and reduce uncertainty through

disciplined experimentation.

D I A G N O S T I C  —  Q U E S T I O N S  W O R T H  A S K I N G  Y O U R  L E A D E R S H I P  T E A M

Work through these together. Honest answers take about five minutes. They often change what happens next. Count disagreement or

uncertainty. Those are usually the places where the greatest opportunities for improvement exist.

1. Look at your most recent AI business case. Was the ROI calculated on something that already exists, or on

something you haven't built yet?

2. On a scale of one to ten, how badly does your leadership team want this transformation, not need it, want it. If

you had to coach yourself to an eight, you don't have enough fuel.

3. If the financial model disappeared tomorrow, would your team still fight to make this happen?



PAT T E R N  5  O F  5

The Companies That Win Aren't Done
Transforming. They Never Started Stopping.

W H A T  W E  S E E

The goal isn't to transform. The goal is to become an organization that transforms continuously, so that

when the next wave hits, you're already moving. The companies that struggled most through every

major disruption, the 2008 financial crisis, the Amazon retail wave, now AI, weren't too slow to start.

They had never built the muscle. When the moment came, they had no capability to draw on.

Ambition isn't a personality trait. It is an organizational capability you build deliberately, in cycles,

until transformation becomes how the company operates by default. The organizations that win aren't

the ones that completed a transformation. They're the ones that made it the way they work.

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

Research shows that when just 10% of an organization develops genuine conviction in a new way of

working, the culture shifts. You don't need to convert everyone. You need enough committed believers,

built through real wins and real experience, not training events, that the new way becomes the default.

Ten percent with genuine conviction beats a hundred percent with compliance every time.

The test for whether you're building a continuous transformation capability or just running another

initiative: can the organization keep doing it without you in the room? Does it outlast the leader who

championed it? Does it survive the first major disruption after launch? If the answer is no, you didn't

build a capability. You ran an event. And the next wave will find you exactly as unprepared as the last

one did.

T H E  Q U E S T I O N  M O S T  O R G A N I Z A T I O N S  N E V E R  A S K

Most organizations use AI to improve the business they already have. Few step back and ask what

business becomes possible because AI exists.

The future winners won't simply operate more efficiently. They'll redesign customer experiences,

reinvent business models, create new revenue streams, and rethink entire systems. The greatest

opportunity isn't using AI to do today's work faster. It's using AI to create tomorrow's advantage.

D I A G N O S T I C  —  Q U E S T I O N S  W O R T H  A S K I N G  Y O U R  L E A D E R S H I P  T E A M

1. Can your organization keep transforming without the specific leader who championed it, or does it stop when

they leave the room?

2. What percentage of your people have experienced a real transformation win, not a training event, but an actual

result they helped create?

3. Is transformation something your organization does, or something it survives?



You've Found Your Pattern.
Now Decide What Happens Next.

The patterns in this guide rarely resolve on their own. Organizations that improve

fastest typically start in one of three places: building capability, improving systems,

or creating clarity around strategic priorities. Which path is right depends on what

your organization needs most right now.

Build Capability:
Innovation Engineering®

Blue Belt for the AI Era

When people need new skills.

Build people who can identify

opportunities, solve problems,

redesign work, and use AI

effectively. Participants leave with

practical methods they can apply

immediately to improve systems,

accelerate learning, and create new

value.

People & Teams  ·  Applied Learning

 ·  Real Business Projects

Improve the System:
AI-Ready Process

When processes need redesign.

Before AI can create meaningful

gains, the underlying process must

be visible, stable, and intentionally

designed. This engagement maps

the current system, identifies

friction and variability, and

redesigns the workflow with AI

embedded where it creates the

most value.

System Mapping  ·  Process Redesign

 ·  AI Integration

Activate a Strategic Priority:
AI Strategy Alignment

When the organization needs

clarity and focus.

Create a practical AI playbook that

guides everyday use, larger

investments, and strategic

priorities. Leadership leaves with

clear guidelines, decision

standards, and focused AI

initiatives aligned to the

organization's most important

opportunities.

Leadership Team  ·  AI Playbook  · 

Strategic Priorities

Looking for Something Bigger?
AI-Powered Growth Transformation

Most organizations use AI to make existing work faster. This engagement focuses on something larger:

redesigning high-value systems, uncovering breakthrough opportunities, and creating transformational

growth, efficiency, and competitive advantage.

Transformation  ·  Growth  ·  High-Value Systems
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