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Let’s Be Honest

20% of all 
AIprojects 
successful

There is a lot of talk about AI. At 
conferences, in boardrooms, in LinkedIn 
posts. Everyone is talking about it. But 
hardly anyone is doing it well.

The numbers are ruthless: 80% of all AI 
projects fail. Not because the 
technology doesn’t work. Not because 
the data isn’t there. But because 
organizations start with the wrong 
question.

They ask: "Which AI tool should we implement?"

The right question is: "What value do we want to capture and what is holding us back?"

This paper goes beyond technology. It offers a fundamentally different way of looking at your 

organization. We call it hypereffectiveness. And it starts with people.

Anton de Nijs posts weekly on LinkedIn 
about how your organization becomes 
hypereffective. 

https://www.linkedin.com/in/antondenijs/

Follow Anton on LinkedIn



The Pilot Paradox

"Let’s do a pilot." — Every organization that subsequently does nothing

You know the story. An enthusiastic manager returns from a conference. A pilot is launched. A nice 

dashboard appears. Everyone is impressed. And then... nothing happens.

The pilot doesn’t scale. The budget runs out. Attention shifts. And six months later, someone else 

starts a new pilot. For a different problem. With a different team. Without any connection to the 
previous one.

This is the pilot paradox: the more pilots you run, the less you achieve. Every pilot is an 

investment in something that never reaches production. It’s like laying a different 
foundation every day, but never building a house.

Why organizations get stuck

The problem runs deeper than technology. It lies in how organizations think about improvement. 
Most companies start with technology, hope that data will organize itself, and expect people to 
adapt. That is exactly the wrong order.

The result? Expensive tools nobody uses. Dashboards nobody checks. Reports nobody reads. And 

an organization that becomes cynical about "innovation."

The real cost of standing still

Let’s be concrete. An average organization with 200 employees structurally loses 15-25% of its 

productivity due to inefficiency, manual work, and missed opportunities. That’s not abstract. That’s 
money that leaks away every week.

Add the opportunity costs on top. While you’re running pilots, your competitor is building 
infrastructure. While you’re deliberating, someone else is automating. The difference grows 
exponentially, not linearly.

The question is not whether you can afford to invest in hypereffectiveness. The question is whether 

you can afford not to.



Hypereffectiveness

Hypereffectiveness is not a buzzword. It is a discipline.

It doesn’t mean "doing things faster" or "automating something." It means: radical precision and excellence in 
everything you do. Extraordinary, every time. At precisely the right moment. The best version of yourself, as an 
individual and as an organization.

From dashboard to autonomous action
Most organizations think they are data-driven because they have dashboards. 

A dashboard shows what has happened. Hypereffectiveness is about what is going to happen. And what the 
system does about it on its own. Data becomes intelligent. AI doesn’t just analyze, it acts. Right now.

Inventory

Your inventory system doesn’t 
order because someone reads a 
report, but because the pattern 
in the data predicts a shortage

Planning

Your planning doesn’t adjust 
because a manager calls, but 
because the system knows 
tomorrow’s weather will be 
different

Communication

Your customer communication 
doesn’t send the standard 
email, but the message that has 
the most impact right now

That is hypereffectiveness. Data that works for you. Not data that you look at.

The three pillars: People - Data - Technology
Hypereffectiveness rests on three pillars, and the order is crucial:

01

PEOPLE

People lead, technology supports. 
Without adoption, ownership, and 
the right mindset, every investment 
in AI is wasted money. This is 
where it all begins.

02

DATA

Data is the fuel. Reliable, 
accessible, structured data that 
enables autonomous decisions. 
Real intelligence, beyond static 
reports.

03

TECH

Technology is a means, never a 
goal. The right tools, deployed at 
scale, to capture the value that 
people and data make possible.

Most organizations start at the bottom: they buy technology and hope the rest follows.
Hypereffective organizations start at the top: they invest in their people, ensure data is in order, and only 
then choose the technology that fits.



The Seven Principles

Hypereffectiveness is not a vague concept. It is a set of clear principles that 
guide every decision. Here are the first four.

1

Value over technology

Always start with value. Always. Not with technology, not with data, not with a tool 
you saw at a trade show. The first question is: which problem is costing us money, 
time, or opportunities? The second question is: can we prove it? Only then do you talk 
about solutions.

Technology is an instrument for capturing value. Those who start with the instrument 

end up with an expensive hammer looking for a nail.

2

Let data work for you

Dashboards are the past. They show what was. A hypereffective organization lets 

data act on its own. AI-driven data identifies patterns, makes decisions, and executes 
actions . As autonomously as possible. Humans monitor, adjust, and decide on the 
exceptions.

The difference between a dashboard and intelligent data is the difference between a 

thermometer and an air conditioner. One measures, the other acts.

3

Aim for extraordinary

Beyond "good enough" and "on time." Extraordinarily good, at precisely the right 

moment. Hypereffectiveness demands radical precision and excellence. In every 
action, every process, every customer interaction. It is the difference between an 
organization that functions and one that excels.

4

People and machines in harmony

Technology supports, people lead. Algorithms deliver computing power and 

scenarios, but humans remain ultimately responsible. This recognizes a fundamental 
truth: the best results emerge where human judgment of and machine capacity work 
together.



The Seven Principles (continued)

The last three principles that distinguish hypereffective organizations:

5

Scalability over customization

Hypereffectiveness demands repeatability. Successful solutions become building 

blocks that you can easily  deploy, not one-off masterpieces. A pilot that isn’t scalable 
is a hobby. A building block you can deploy anywhere is infrastructure.

6

Transparency creates trust

System decisions must be explainable. People only trust automation when they 

understand why choices are made. Black box AI may be technically impressive, but it 
is organizationally toxic. If you can’t explain it, you won’t get it adopted.

7

Hypereffectiveness is a discipline

It is never finished. It requires continuous measurement, improvement, and refinement. 

Every improvement opens the door to an even higher level. This is not a project with 
an end date. It is a way of working. A discipline. Like physical fitness. It requires daily 
attention, not a one-time effort.



Why 80% Fails

The statistics are well known. Eighty percent of AI implementations never make it to production. But 

why? After hundreds of conversations with organizations, we keep seeing the same patterns.

Mistake 1: Technology first, value later

The most common mistake. A vendor shows a demo. It looks fantastic. Budget is allocated. 

Implementation begins. And then reality sets in: nobody knows what it solves, the data doesn’t 
fit, and the team feels excluded. The project dies a silent death.

Mistake 5: No owner

AI doesn’t belong to IT. AI doesn’t belong to the business. AI belongs to nobody and therefore 

to everybody. Without an owner with mandate, budget, and accountability, every AI initiative 
ends up as an orphan.

Mistake 2: Data as an afterthought
AI without good data is like a Formula 1 car on a dirt road. You have the most powerful engine in 
the world, but you’re going nowhere. Yet organizations invest massively in AI tools without first 
getting their data in order. The result: models that train on junk and produce junk. Garbage in, 
garbage out, but now at AI speed.

Mistake 3: No adoption
The hardest truth: most AI projects fail not because of technology or data, but because of 

people. Teams that aren’t involved in the decision. Managers who "throw it over the fence" to 
IT. Employees who fear for their jobs. Leaders who don’t understand it but don’t ask either.

Mistake 4: Pilot addiction

Pilots are comfortable. They cost little, commit to nothing, and give the feeling of progress. But a 

pilot is not a strategy. It is a postponement of a real decision. Organizations that continuously 
run pilots without scaling up are investing in inertia.



How It Actually Works
Enough about what goes wrong. Let’s talk about what works. Organizations that become 
hypereffective follow a recognizable path.

Discipline
Measure & 

ScaleOrganizeInvestPain

This is the path that works. No shortcuts, no pilots, no delays. Concrete steps that deliver value.

Step 1: Start with the pain

Skip the technology. Skip the data. Start with the pain. Where are you losing money? Where is time leaking 
away? Where are you missing opportunities? Concrete, measurable problems. No vague "innovation 
ambitions" but hard euros you can point to.

A good diagnosis takes two hours. Two hours where you sit with the right people in a room and honestly 
look at where the friction is. The result: a shortlist of use cases with a concrete price tag.

Step 2: Invest in people
Before even a single line of code is written, you invest in your team. That means: explaining what AI can 
and cannot do. Removing fear. Creating ownership. The people who will work with the solution must be 
involved from day one. As co-owners, from the start.

Step 3: Get your data in order

This is the part nobody finds exciting, but it makes everything possible. What data do you have? 
Where is it? Is it reliable? Who owns it? How do systems access it? This doesn’t have to be a big IT 
project. It starts with bringing structure to what you already have.

Step 4: Build, measure, scale

Only now does technology come in. And immediately as a production-ready solution. Start small 
with one use case, one team, one measurable outcome. Two sprints to prove value. If it works: 
scale up. If it doesn’t: stop and learn. No endless evaluation cycles. Build, measure, decide.

Step 5: Make it a discipline

Hypereffectiveness doesn’t stop after the first use case. Every successful implementation reveals new 
possibilities. It becomes a flywheel: the more you optimize, the more you see what can still be 
optimized. The organization doesn’t just learn to use AI, it learns to think differently.



Where Do You Stand?

Before you can improve, you need to know where you stand. Answer the 
following six questions honestly. As things actually are, not as you wish they 
were. The uncomfortable truth is worth more than the comfortable story.

PEOPLE

How does your team feel about AI in 
their daily work?

1. Resistance or fear, "AI is going to take 

my job"
2. Wait-and-see, "Show me what it 

does"
3. Curious, "I’d like to try it"

4. Actively experimenting, "I already use 
AI for my work"

5. Ambassadors, "I help colleagues use 

AI"

Who drives AI initiatives in your 
organization?

1. Nobody, it’s not on the agenda

2. Only IT, "It’s a technical project"
3. Management talks about it, but no 

concrete action
4. One sponsor with budget and 

mandate
5. C-level sponsorship with cross-

functional team

DATA

How reliable is the data you work with?

1. Unusable, full of errors and 

inconsistencies.
2. Questionable, frequently requires 

manual correction.
3. Reasonable, with known limitations.

4. Good, occasional errors, mostly 
reliable.

5. Very reliable, consistent, and 

validated.

How easily can people and systems 
access the right data?

1. Not possible, data is scattered and 

inaccessible.
2. Difficult, many manual processes and 

requests.
3. Reasonable, via specific tools or 

departments.
4. Easy, via standardized interfaces or 

platforms.

5. Seamless, directly accessible and 
integrated.



Where Do You Stand? (continued)

TECHNOLOGY

Can your technical environment handle 
AI workloads?

1. Outdated systems, no cloud

2. Basic cloud infrastructure, limited 
scalability

3. Modern environment, but no AI-
specific infrastructure

4. AI-ready infrastructure, but not fully 
utilized

5. Scalable, AI-optimized environment 

with monitoring

How do you handle security and 
compliance around AI?

1. No policy, "We haven’t thought about 

that"
2. Basic IT security, but nothing specific 

for AI
3. There are guidelines, but not 

consistently applied
4. Formal AI policy with clear 

governance

5. Complete AI governance with 
auditing and monitoring

Your Score

Add up your points. Maximum: 30 points.

25-30: Hypereffective

You’re ready to accelerate. The question is 
not if, but how fast you scale up.

18-24: On the way

Strong foundation, but there are blind 
spots. Focus on the weakest link.

12-17: Stuck

You have islands of progress, but no 

coherence. Time for a different approach.

6-11: Starting position

This is where most organizations start. 

Acknowledge it. And start with the people.

Be honest. The score itself is not the point. The point is the conversation that comes from it. 

The best organizations are those most honest about their weaknesses.



The Choice

You now have two options.

Option A

You put this book down, go back to your inbox, 
and tomorrow everything is the same. The leaks 
continue. The opportunities go to your 
competitor. A year from now you read a similar 
book and think: "I should have done this sooner."

Option B

You take the assessment seriously. You have the 
honest conversation with your team. You stop 
running pilots and start building. You choose an 
approach that starts with people, not 
technology. And you measure everything.

Hypereffectiveness is not a luxury. It is not innovation theater. It is the new standard for organizations 
that want to remain relevant. The organizations that understand this win. The rest watches.

Concrete first steps

If you’ve read this book and think "I recognize this," here are three things you can do tomorrow:

1 Ask the pain question

Ask your management 
team: "Where are we 
losing the most money 
due to inefficiency?" No 
abstract discussion about 
AI strategy. Concrete 
euros.

2 Do the assessment

Not alone. With your 
team. And be honest. The 
uncomfortable answers 
are the most valuable.

3 Plan a diagnosis

Two hours. The right 
people in the room. An 
honest look at where the 
friction is and what it 
costs. No sales pitch, no 
demo, no pilot. Just the 
truth.

Ready for the honest conversation?

BrainStax helps organizations become hypereffective. No pilots. No vague 
roadmaps. Guaranteed returns.

pieter@brainstax.com | +31 (0)6 21 68 61 63
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