
C A S E  S T U D Y

T H E  S I T U A T I O N

A PE-backed managed IT services and cloud infrastructure company ($65M
revenue) had two compounding problems: strategic decisions took five
months of analysis paralysis to close, and 19 of 23 successful pilots — an
83% failure rate on initiatives that worked — never scaled to production.
$180K spent on research that never led to action.

T H E  A P P R O A C H

The Five Whys exposed the real gap: no mechanism connecting pilot
success to scale commitment. The operator-CEO installed two interlocking
systems: a decision-forcing framework that made inaction visible, and a pre-
commitment model that eliminated the approval gap between pilot success
and scale:

1
Expose the Cost of Waiting
Made decision delay visible. Every deferred decision got a documented cost:
lost revenue, missed market windows, resource waste. 'What's the cost of
waiting another week?' became the forcing question.

2
Install Decision Closure
Established decision deadlines and single owners. Banned 'let's get more
data' as a default — required the specific data point that would change the
answer. If nobody could name it, the decision closed.

3 Pre-Commitment Framework
No pilot starts without a signed Pre-Commitment Agreement: executive
sponsor, success criteria, scale budget pre-allocated, rollout plan
documented. If leadership won't commit to scaling before the pilot, the pilot
doesn't run.

4
Operationalize the System
Weekly Close cadence installed. Pre-commitment agreements became
standard. Pilot teams built for scale from day one — involving the rollout
teams during the pilot, not after.

T H E  R E S U L T S  —  6  M O N T H S

T H E  V O O C S  L E N S  —  W H Y  P R E - C O M M I T M E N T  U N L O C K E D  V E L O C I T Y

V
VISION
Become a company that acts on
its own intelligence — where
proven ideas scale in quarters,
not years, and data informs
decisions instead of replacing
them.

O
OUTCOMES
Every pilot had pre-defined
success criteria with numbers
and deadlines. Every decision
had a documented cost of delay.
No initiative survived without a
metric attached.

O
OWNERSHIP
Single decision owners replaced
committee consensus. Executive
sponsors signed pre-
commitment agreements —
owning the scale decision
personally, not just 'supporting'
it.

C
CADENCE
Weekly Close forced decisions
to a deadline. 'What closed?
What's stuck? What's the cost of
waiting another week?' —
deferrals became more
expensive than decisions.

S
SCALE
Pre-commitment agreements
became the standard operating
procedure. Pilot teams built for
production from day one. The
system ensured every approved
initiative scaled — without
depending on any single
champion.

E X E C U T I O N  V E L O C I T Y  &  O P E R A T I O N A L  D I S C I P L I N E

Breaking the Pilot Graveyard and Decision Paralysis at a
PE-Backed IT Services Firm
How an operator-CEO eliminated five months of decision paralysis and transformed a company where 83% of successful pilots died —
installing pre-commitment frameworks that turned analysis into action within 72 hours.

83%→0%
P I L O T  FA I L U R E  R AT E

5→1 mo
D E C I S I O N  C Y C L E

$180K
A N A LY S I S  WA S T E  C U T

3x
P I L O T- TO - S C A L E  S P E E D

System
P R E - C O M M I T M E N T  M O D E L

Five-month decision cycle on a mid-market expansion — four rounds of
analysis, each round spawning new questions, never reaching closure

19 successful pilots sitting in an organizational graveyard — proven value, no
path to scale

Customer success automation reduced tickets 35%, saving $180K/year — but
never rolled out because 'budget approval' stalled indefinitely

'Data-driven' culture had become 'data as procrastination' — analysis
replaced judgment instead of informing it

Champions leaving or rotating before scale decisions were made —
institutional momentum evaporating with each org change

DECISION CYCLE

5 mo → 1 mo
80% faster closure

PILOT SCALE RATE

17% → 100%
All approved pilots scaled

PILOT WASTE

19 dead → 0
Pre-commitment

eliminated graveyard

SCALE SPEED

Never → 90
days

Pilot to production

RESOURCE
CLARITY

17 wasted → 3
focused

Only serious pilots
approved

ANALYSIS SPEND

$180K → $0
Cut redundant research

cycles

“We had an 83% failure rate on successful pilots. Not because the pilots failed — because no one had committed to scaling
them before they started. Pre-commitment changed everything.”
—  C O O ,  P E - B A C K E D  M A N A G E D  S E RV I C E S  P L AT F O R M
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