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EXECUTIVE SUMMARY 

The Paradox 

Enterprise AI adoption looks like a success story: 78% of organizations report deploying AI in at 
least one business function (McKinsey, 2025). Yet 90% of C-suite executives report zero 
measurable productivity impact (Fortune/NBER survey of 6,000 CEOs, April 2026) with an 
average weekly AI usage among executives: 1.5 hours. 

This is not a technology problem. It's an activation problem. 

The Opportunity 

For Systems Integrators, this moment is inflection point—but not the way most leaders think. 

SAP Sapphire 2026 (May 12-13, Orlando) confirmed what strategic SIs already understood: 
orchestration is moving into the platform. SAP now ships Layer 1 capabilities —Joule agents, 
process intelligence, workflow automation, and AI-assisted delivery acceleration within their 
products. These are real. They compress delivery cycles by 30-70% depending on the task. 

But SAP is not shipping the SI's competitive advantage. That sits above the tools. It's the 
operating model that translates Layer 1 delivery signals into Layer 2 firm intelligence. The 
system that makes every project smarter than the last one. 

The Crisis 

The traditional SI business model—Revenue = People × Hours × Rate—is structurally 
incompatible with AI. When delivery compresses, hours billed fall. Under time-and-materials 
economics, that's margin destruction, not margin opportunity. 

Leading firms are already repositioning toward AI-enabled, recurring delivery models—signaling 
a shift from hours sold to outcomes delivered. Deloitte alone is targeting a $1B managed-
services business as automation changes consulting economics. They understand what most 
SIs are realizing too slowly: the transition is not coming. It's happening now. The firms that 
reprice, restructure, and build Layer 2 infrastructure in the next 18 months separate from the 
rest. 

The ones that optimize the declining model become commodity players. 

The Reset 

The SI Reset is not incremental. It rewires how you staff, measure, price, and learn. 

It moves you from: 

• Revenue Model: Hours → Outcomes 

• Scaling Mechanism: People → Intelligence 

• Margin Driver: Utilization → Leverage 

• Competitive Edge: Headcount → Intelligence Infrastructure 
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This requires structural change across six dimensions: business model, operating model, 
governance, capability architecture, people & culture, and measurement systems. 

It takes 24 months. It starts now. 

The firms that reset lead the next decade. The firms that wait become margin-pressured 
consolidation targets. 
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SECTION 1: THE ECONOMICS CRISIS 
KEY INSIGHT 
AI improves delivery economics while destabilizing the traditional SI business model. 
Delivery is becoming faster, cheaper, and more automated. Under time-and-materials 
economics, that efficiency reduces billable hours before it improves margins. The firms that 
reprice and restructure early gain leverage. The ones that wait absorb compression. 
 
 

The Contradiction Everyone Ignores 

The data tells two stories: 

Story 1 (What Vendors Tell You): 

• McKinsey 2025: 78% of enterprises report AI adoption 
• Gartner 2025: 88% of organizations use AI in at least one business function 
• IBM, Accenture, Deloitte: Record AI services revenue 

Story 2 (What Executives Actually Experience): 

• Fortune/NBER April 2026 survey of 6,000 CEOs: 90% report zero measurable productivity 
impact 
• Average weekly AI usage among executives: 1.5 hours 
• Gartner 2025: 40% of projects will be canceled by 2027. 

The first story measures presence. The second measures impact. 

What explains the gap? Infrastructure. 

 

Why Adoption Without Infrastructure Doesn't Scale 

When a single team runs a successful AI pilot—AI-assisted code generation saving 40% on 
spec work, or test automation compressing QA by 70%—they generate a learning. One team 
discovers: "Spec work is 40% faster with this approach." 

In a typical SI, that learning gets trapped at project boundaries. The team disperses. The next 
engagement independently discovers the same thing. You've paid twice for the same solution, 
captured zero institutional learning, and created zero compounding advantage. 

Multiply that across 50 concurrent engagements, each discovering solutions independently, and 
you're running a distributed research lab with no coordination center. Learning never 
propagates. Value never compounds. 

This is the patchwork problem: Smart people solving smart problems in isolation, creating no 
systemic improvement. 
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The challenge is not experimentation — it is operationalization. Gartner predicts that more than 
40% of agentic AI initiatives will be canceled by 2027 due to governance, value realization, and 
operating model gaps. 

 

 

 

Where Compression Is Actually Real 

AI is compressing delivery. The evidence is concrete: 

Task Compression Source 
Proposal generation 30-50% RFP intake to draft 
Solution design 30-50% Requirements to design 
Build & configure 20-40% Code generation + low-code 
Testing & QA 40-70% Test generation + defect prediction 
Documentation 50-80% Auto-generated + summarized 
Project management 20-40% Automated status + risk reports 

  

What this looks like at deal level: 
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A typical mid-sized SAP RISE implementation 
that historically required 30,000 billable 
delivery hours may require 21,000–24,000 
hours with systematic AI assistance across 
proposal generation, specification, testing, 
PMO reporting, documentation, and 
configuration acceleration. 

That represents: 

20–30% delivery compression 

At a blended SI billing rate of $200/hour, this 
creates: $1.2M–$1.8M of revenue compression per engagement. Not from losing the deal, but 
from delivering the same outcome faster. 

For an SI running 20–30 active transformations, the implication becomes structural: $24M–
$54M of annualized revenue pressure unless pricing models evolve. 

For firms still dominated by time-and-materials economics, AI efficiency becomes paradoxical: 
Better delivery can reduce revenue before it improves margin. 

 

The Utilization Paradox 

Traditional SI comp models reward utilization. Higher utilization = more hours billed = higher 
compensation. 

AI compression enters this system and inverts the incentive: 

Overutilized teams (>85%): Burnout rises, quality 
drops, rework increases. The model says "stay 
busy." The economics say "you're destroying 
margin." 

Underutilized teams (<70%): Compensation 
suffers, people leave, you hire replacements. The 
comp model punishes slack even when slack 
enables learning. 

Intelligently selective (70-75% utilization with 
structured learning time): This is the optimal 
zone—high-value delivery, sustainable performance, continuous improvement. It's the zone that 
current comp models actively discourage. 

The paradox: the compensation structure that maximizes hours billed minimizes value per hour. 
You cannot optimize for both simultaneously. 
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The Repricing Imperative 

When AI compresses hours in a time-and-materials model, the firm has three choices: 

1. Accept the compression. Deliver faster, bill fewer hours, watch margins decline. 
Unsustainable long-term. 

2. Resist the compression. Slow down implementation to maintain billable hours. Lose 
competitive positioning. Explicitly unethical. Some firms attempt this; most abandon it within 
quarters. 

3. Reprice the model. Move from T&M to fixed-fee or outcome-based. Accept margin pressure 
now. Build Layer 2 infrastructure. Be margin-positive by year 2-3. Win competitive positioning 
long-term. 

Firms that moved fastest to fixed-fee pricing are 
the ones investing most heavily in AI 
infrastructure. The correlation is not coincidental. 
Fixed-fee pricing creates the incentive. That 
incentive drives the behavior. 

T&M-dominant firms have no incentive to move. 
They're waiting for either (a) client demand 
forcing the issue, or (b) margin compression 
forcing the choice. Both are coming. 

 

The Three-Year Forecast 

Year 1 (Now – Q2 2026): 

• Firms <30% fixed-fee mix: Delivery margins compress 3-5 basis points. No repricing yet. 
• Firms >50% fixed-fee mix: Already repriced 10-15%. Building Layer 2 infrastructure. Talent 
migration begins. 

Year 2 (2027): 

• Margin compression accelerates. Client expectations shift. "AI-assisted delivery" becomes 
baseline expectation in RFPs. 
• First wave of forced repricing (smaller SIs pressured by larger competitors underbidding on 
fixed-fee). 

Year 3 (2028): 

• Industry inflection. Majority of SIs have repriced or are in process. 
• Layer 2 infrastructure becomes visible competitive differentiator. 
• Firms without it are commodity players competing on price. 
• PE capital flows toward firms with demonstrated Layer 2 capability. 

The window for proactive transition is 18 months. After that, it becomes reactive. 
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The Valuation Reset 

Future premium multiple drivers: 

• Fixed-fee mix  
• Reusable IP  
• Delivery predictability  
• Data maturity  
• Intelligence layer adoption  
• Outcome-based revenue % 
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SECTION 2: THE TWO LAYERS & SAP SAPPHIRE 
FINDINGS 
KEY INSIGHT 
SAP is increasingly owning execution. Future SI value shifts to orchestration. 
Layer 1 capabilities—agents, workflow automation, delivery acceleration, and embedded 
intelligence—are moving into the platform. The next-generation SI differentiates through Layer 
2: cross-project intelligence, governance, operating model redesign, and outcome orchestration. 
 
 
 

 
 

What Changed at SAP Sapphire 2026 

SAP did not just add more AI to RISE. It absorbed part of the SI layer—the execution layer. 

Layer 1 capabilities are now native to the platform: 

• Joule Orchestration: From copilots to cross-functional orchestration 
• Joule Studio: Build, extend, and customize AI agents at scale 
• Cross-Functional AI Agents: Finance, Procure, Supply Chain, HR agents embedded in 
workflows 
• Cloud ALM Intelligence: AI-assisted delivery, testing, and automation 
• Signavio Process Intelligence: Process mining + AI insights 
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• Embedded Workflow Automation: Intelligent workflows across SAP applications 
• AI-Assisted Delivery Acceleration: Faster configuration, code, testing, cutover 

These are real capabilities. They compress delivery. Most are deployed sporadically, measured 
inconsistently, learned from inconsistently. 

But SAP is not shipping the SI's competitive advantage. 

 

The Value Stack Shift 

This is the critical insight: The SI's value moves up the stack 

 

What SAP Now Owns (Layer 1 — Execution) 
 
• Automation inside the platform 
• Agent orchestration within RISE processes 
• Workflow intelligence embedded in modules 
• Delivery acceleration for tasks SAP defines 

 

 

 

What Still Belongs to the SI (Layer 2 — Orchestration) 
 
• Delivery Operating Model: How work gets done across projects and programs 
• Cross-Project Intelligence: Patterns, benchmarks, and reusable playbooks that compound 
across engagements 
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• Resource Optimization: Right skills, right time, right mix based on what you've learned 
• Governance Systems: Risk, compliance, quality, decision rights across the portfolio 
• Outcome-Based Execution: Tying delivery to client business outcomes, not just project 
completion 
• Portfolio Learning Loops: Continuous improvement across the portfolio 
• Organizational Redesign: People, incentives, and change at enterprise scale 

The summary: SAP is automating execution inside the platform. The next-generation SI 
orchestrates intelligence across the enterprise.  

 

The 109 Opportunities Map 

We analyzed 109 capabilities across the full SAP RISE value chain to determine where value is 
created today—and where the next wave will come from. 

How the 109 Opportunities Map Was Built: 
The 109-opportunity map was developed to identify where AI creates measurable value across 
the full SAP RISE transformation lifecycle — from early discovery through post-go-live 
optimization. 

The analysis evaluated opportunities across: 

Six RISE Delivery Phases (Activate +1) 

1. Discover  
2. Prepare  
3. Explore  
4. Realize  
5. Deploy  
6. Run & Optimize  

 

Five Value Categories 

Each opportunity was assessed based on where AI creates measurable leverage: 

Category Focus 

Delivery Acceleration Faster execution, reduced manual effort 

Quality & Risk Reduction Fewer defects, stronger controls 

Decision Intelligence Better forecasting, staffing, planning 

Cross-Project Learning Reusable playbooks and institutional memory 

Autonomous Execution Agentic workflows operating with minimal intervention 
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Opportunity Classification: 

Each opportunity was then classified into one of three value zones: 

Core Delivery (60 opportunities) 
AI accelerates existing delivery work. Necessary, increasingly commoditized. 

Delivery Intelligence (43 opportunities) 
AI improves how the SI learns, staffs, predicts, governs, and compounds knowledge. 

AI-Native Transformation (6 opportunities) 
AI fundamentally reshapes how delivery is structured and value is created. 

The result is not simply a heatmap of automation opportunities. 

It is a strategic view of where future SI advantage is likely to concentrate. 

 

Distribution of Opportunity: 

Zone Count % Characteristics 
Foundational 109 100% End-to-end across RISE 
Core Delivery 60 55% Run the core. Necessary but commoditizing. 
Delivery Intelligence 43 39% Orchestrate the business. Value accelerating 

here. 
AI-Native Transformation 6 6% Reimagine the game. Highest-leverage zone. 
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The value concentration shift: 

TODAY: Value is labor-intensive. Competing on capacity. 

TRANSITION: Value is shifting to capability and intelligence. 

TOMORROW: Value is leverage-driven. Competing on intelligence. 

Most SIs compete in the middle (Core Delivery zone). Leaders will differentiate at the edges 
(Delivery Intelligence + AI-Native zones). 

The 6% represents the future. The firms that concentrate there first separate from the rest. 
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SECTION 3: WHY MOST SIs WILL STRUGGLE 

KEY INSIGHT 

The barrier is not technology. It is structural alignment. 

Most SIs understand the opportunity. Few are organized to capture it. Time-and-materials 
economics, project-centric delivery, and utilization-based incentives actively work against 
intelligence compounding. Without structural change, AI becomes localized efficiency — not 
firm-wide advantage. 

 

The gap between understanding the opportunity and executing against it is not technology. It's 
structural. 

Three architectural constraints prevent most SIs from capturing Layer 2 value even when they 
understand the imperative. 

 

 

 

Blocker 1: Time & Materials Economics 

The Problem: 

Revenue is tied to hours. Value is capped by billable hours. When AI compresses effort, hours 
decrease. Revenue decreases. The incentive to adopt AI becomes negative. 

The Impact: 

• Low margins (30-35% delivery margin vs. 45%+ for fixed-fee shops) 
• Limited scalability (more people required to grow) 
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• No compounding value (efficiency gains accrue to the client, not the firm) 
• Repricing friction (clients expect lower prices as delivery accelerates) 

Why It's Structural: 

T&M economics make Layer 2 investment unattractive. Building intelligence infrastructure 
requires upfront investment in data, governance, automation. That investment doesn't bill hours. 
It reduces billable hours. 

 

Under T&M, you're optimizing for the wrong thing. The business model is misaligned with the 
opportunity. 

 

Blocker 2: Project-Centric Delivery 

The Problem: 

Delivery is organized around projects, not capabilities. Resources are hired for specific 
engagements and never fully integrated into the firm's knowledge system. Partners deliver 
alongside but outside internal systems. Each project runs its own tools, reporting, lessons. 
Knowledge walks out the door. 



SpearInsights.ai  ·  The SI Reset   MAY 2026 

 
 

© 2026 SpearInsights.ai™ · All rights reserved Page 18 

 
 

 
 

The Impact: 

• High leakage (skills rediscovered independently across 50 concurrent projects) 
• Inconsistent quality (no institutional standards, no cross-project learning) 
• Slow scaling (each new engagement solves problems the last one already solved) 
• No institutional memory (partner leaves, knowledge disappears) 

Why It's Structural: 

This model made SIs reactive and flexible—which was valuable when business was episodic. 
But it prevented coherent internal infrastructure from forming. The flexibility that made you 
responsive now makes you inefficient. 

You're running a 200-person research lab with no coordinator. 

 

Blocker 3: Utilization-Centric Culture 

The Problem: 

People are measured and compensated on utilization (% of billable hours). Intelligence work—
building playbooks, analyzing delivery patterns, creating cross-project standards—doesn't bill 
hours. It's undervalued. 

Innovation is discouraged. Learning is a cost center. The culture optimizes for "stay busy," not 
"get smarter." 

The Impact: 

• Burnout (people overutilized, no slack for learning or innovation) 
• Churn (best people leave for firms with better infrastructure and clearer strategy) 
• Low innovation (nobody has permission to think beyond the current project) 
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• Industrial-era metrics (measuring activity instead of impact) 

 

 

Why It's Structural: 

Comp models reward hours. Utilization culture ensures those incentives cascade through the 
organization. Changing comp models without changing culture creates dissonance. Changing 
culture without changing comp models fails. 

Both must shift simultaneously, or neither sticks. 

 

Why These Are Not Tactical Problems 

Many firms hear these and think: "We can fix these with a tool upgrade" or "We need better 
processes." 

These are not process problems or tool problems. They are fundamental structural 
misalignments between how you're organized and what the market now rewards. 

You cannot Layer 2 your way to success while Layer 1 incentives point the other direction. 

The binary truth: Solve all three or solve none. Partial solutions create friction without ROI. 
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SECTION 4: THE INTELLIGENCE LAYER 
ARCHITECTURE 

KEY INSIGHT 
The competitive advantage is not better tools. It is a better intelligence system. 
The firms that win will not simply deploy more AI. They will build an operating layer that turns 
delivery signals into reusable knowledge, predictive insight, and continuously improving 
execution across every engagement. 
 

The Intelligence Layer is not a product. It is an operating system—the capability system that 
translates Layer 1 delivery signals into Layer 2 firm advantage. 

It turns data into decisions. Decisions into outcomes. Outcomes into compounding advantage. 

 

 

 

An intelligence-native SI operates across five interconnected capability tiers. Each tier serves a 
specific function. Together, they create a system that makes the firm smarter with every 
engagement. 
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TIER 1: DIGITAL FOUNDATION 

Secure, scalable, integrated platforms and applications 

What It Is 
 
The digital foundation is the nervous system. It's where data is collected, normalized, and made 
accessible. Without a unified digital foundation, everything above it is fragmented. 

For most SIs today, the foundation looks like this: Salesforce for pipeline, SAP for financials, 
Jira for project tracking, Slack for communication, SharePoint for documents, a dozen other 
tools for specialized tasks. Each system has its own data model, its own version of truth, its own 
access controls. When a project completes, data about it exists in multiple systems, 
inconsistently recorded, never fully integrated. 

When you try to answer a simple question—"Which skills delivered the most value across our 
portfolio?"—you need to manually extract data from 5 systems, reconcile the differences, and 
hope you didn't miss anything. Layering intelligence on top of this fragmented foundation means 
your intelligence is only as good as your worst data source. 

 

 

 

What It Should Enable 
 
A unified digital foundation enables a few critical things: 

First: Real-time data flow. Project data (timeline, scope, margin, quality, staffing, outcomes) 
flows into a central system automatically, continuously updated. Not monthly reports. Not 
quarterly dashboards. Real-time. 
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Second: Unified data model. When "resource utilization" is calculated, everyone means the 
same thing. When "project margin" is tracked, the calculation is consistent across all projects. 
There's a single source of truth. 

Third: Integrated workflows. When a staffing decision is made in the resource planning system, 
it updates the project tracking system, which updates the financial system. Changes propagate, 
not duplicate. 

Fourth: Accessible data. The right people have access to the right data without friction. A 
delivery manager can see their project health without filing a ticket to IT. A portfolio leader can 
see cross-project patterns without needing a data analyst. 

 

Key Decisions 
 
Building a unified digital foundation requires a series of architecture decisions: 

Cloud-native or hybrid? Cloud-native (everything in the cloud) is faster to deploy, easier to 
scale, and simpler to maintain. Hybrid (some cloud, some on-premise) is necessary if you have 
regulatory constraints or existing on-premise commitments. Most modern SIs go cloud-native for 
new capabilities. 

Data lake, data warehouse, or data mesh? 

• Data lake: Raw data ingestion from all sources. Flexible but requires strong governance to 
avoid becoming a "data swamp." 
• Data warehouse: Structured, curated data. Slower to change, but higher quality. Good for 
stable metrics. Bad for experimentation. 
• Data mesh: Distributed data ownership with central governance. Scales better than centralized 
warehouse, cleaner than lake. 

Most modern SIs should consider data mesh: delivery owns their operational data, finance owns 
financial data, but all are integrated through common governance. 

API-first or monolithic? API-first means all systems communicate through standardized 
interfaces. Changes to one system don't break another. Monolithic is simpler to build initially but 
becomes brittle. API-first is the right choice. 

Governance model? Who owns data quality? Who can access what? How quickly can new data 
be added? Too strict and you can't move. Too loose and you have chaos. The sweet spot: 
central governance of what gets measured (the definitions), distributed ownership of how to 
measure it (the implementation). 

 

Why SIs Typically Fail Here 
 
Most SIs attempt to build a digital foundation but stop before it's actually unified. They build 
nice-looking dashboards on top of fragmented data. They call it "integrated." It's not. 

Common failure modes: 
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The Dashboard Graveyard. Build 50 dashboards, but the underlying data is still fragmented. 
After 6 months, 40 of them are outdated because nobody maintains them. The 10 that are used 
are manually refreshed. People stop trusting the dashboards. 

The Data Swamp. Ingest all data into a lake. Announce victory. Realize three months later that 
nobody knows what the data means. Data quality is poor. Nobody can find what they need. 
Analytics team becomes a bottleneck. 

The Silo Expansion. Add another tool to solve a specific problem. Now you have 15 systems 
instead of 10. More fragmentation. More maintenance cost. 

The Governance Paralysis. Spend 18 months designing perfect data governance. By the time 
it's done, the business has moved on. Implementation stalls. 

 

Success Criteria 
 
90%+ of project and operational data flows into a unified system in near-real time. You're not 
perfect (some manual data entry will always exist), but it's the exception, not the norm. 

Decision latency drops. A resource question that used to take 2 weeks to answer now takes 2 
hours. Better decisions are made because they're made faster. 

Data trust improves. Teams reference the system as the source of truth. They stop maintaining 
parallel spreadsheets. Audit trails show who changed what and when. 

 

Connection to Outcomes 
 
A unified digital foundation doesn't directly improve project delivery. But it enables everything 
above it. You cannot have intelligent automation (Tier 2) without clean data. You cannot have 
delivery intelligence (Tier 4) without integrated metrics. You cannot have outcome measurement 
(Tier 5) without tracking the data that proves the outcome. 

The foundation is the prerequisite. Skip it or do it halfway, and everything above it is fragile. 
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TIER 2: AI & AUTOMATION 

Embedding intelligence into delivery workflows 

What It Is 
 
AI & Automation is where delivery gets faster. This is Layer 1 in action—Joule, test automation, 
code generation, proposal agents. Smart tools compressing the repetitive work. 

But embedding these tools into workflows is different from running pilots. Embedded means 
integrated, consistent, quality-gated, feedback-looped. 

 

 

 

Agent Taxonomy 
 
The most impactful agents in SI delivery compress effort in these areas: 

Code Generation Agents (60-70% effort compression) 

• Context: Takes requirements, generates boilerplate code, tests, documentation 
• Adoption barrier: Quality variability—outputs need human review, so savings only materialize if 
output quality crosses a threshold 
• Staffing impact: Junior code writers shrink; QA and review roles expand 
• Success condition: Output quality reaches 80%+ acceptance on first pass 

Specification & Design Agents (40 hours → 8 hours on spec work) 

• Context: Converts requirements into detailed specifications, maintains consistency 
• Adoption barrier: Domain knowledge—agents work best when trained on past specs 
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• Staffing impact: Junior spec writers see compressed effort; senior architects become quality 
gates 
• Success condition: Architects spend <20% of time on spec generation, >80% on design 
decisions 

Test Generation Agents (40-70% compression on QA) 

• Context: Generates test cases, runs parallel testing, predicts defects before deployment 
• Adoption barrier: Requires integration with ALM tools and past defect data 
• Staffing impact: QA testers shift from "write tests" to "validate tests and interpret results" 
• Success condition: Test coverage >90%; defect escape rate <5% 

Proposal Agents (2 weeks → 3-4 days on RFP response) 

• Context: Ingests RFP, pulls relevant past proposals, generates response structure 
• Adoption barrier: Requires RAG system trained on your past proposals 
• Staffing impact: Proposal teams shrink; proposal quality improves as consistency increases 
• Success condition: Win rate on proposals using agents >15% higher than manual 

Project Intelligence Agents (20-40% compression on PMO work) 

• Context: Continuous monitoring, automated status, variance prediction, risk flags 
• Adoption barrier: Requires real-time data flow and acceptance of algorithmic flags 
• Staffing impact: PMO administrative work drops; PMO becomes decision-support function 
• Success condition: Project risks identified 4+ weeks before impact 

Documentation Agents (50-80% compression) 

• Context: Auto-generates docs from code, requirements, past templates 
• Adoption barrier: Requires training on your documentation standards 
• Staffing impact: Documentation specialists become editors, not writers 
• Success condition: Documentation generated same-day; client satisfaction improves 

 

Adoption Patterns 
 
The integration rule: Agents embedded in workflow beat standalone tools. A code generation 
agent that requires people to download output, clean it, and upload it back creates friction. One 
that integrates into your IDE and auto-commits on validation doesn't. 

The quality threshold: Agents below 70% output quality create more work than they save. Once 
they cross 80%, they become force multipliers. 

The feedback loop: Every agent needs to learn. Bad outputs should be tagged, analyzed, and 
fed back into retraining. Agents that improve over time separate from static agents within 6 
months. 

The incentive alignment: This is the critical piece. If your comp model penalizes faster delivery, 
agents don't get adopted. If it rewards quality and outcomes, adoption accelerates. 
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Why Adoption Fails 
 
Approach 1: Best-effort rollout. "We installed Joule on 3 projects. Adoption is voluntary. Results 
are mixed." This is why most pilots fail. Without mandates, integration, and quality gates, 
adoption is optional. 

Approach 2: Mandate without support. "Everyone uses the code generation agent, no 
exceptions." Without training, feedback loops, and acknowledgment that quality is initially rough, 
teams work around the mandate. 

Approach 3: Integration without incentive. "We embedded the agent into the workflow, but our 
comp models still reward hours." The agent runs, but people slow down their pace to maintain 
billable hours. No efficiency gain. 

The right approach: Integrated agents + quality thresholds + incentive alignment + feedback 
loops + visible improvement over time. 

 

Success Criteria 
 
40%+ of repetitive tasks automated within 6 months. Not all tasks—just the ones below a 
complexity threshold where agents work best. 

3+ agents operationalized (in production, improving monthly, touching 50%+ of relevant staff). 
Not pilots. Operationalized means integrated, quality-gated, learning. 

>70% eligible team adoption within 6 months for agents touching their role. Not everyone's a 
data scientist. But if you're a coder and a code generation agent works, adoption should be 
high. 

Measurable effort compression on target tasks: Spec → 60% compression, QA → 50% 
compression, proposal → 55% compression. 
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TIER 3: DATA & INSIGHTS 

Unified visibility into what's working across the firm. 

 

What It Is 
 
Data & Insights is the nerve ending of the intelligence layer. It's where you stop relying on 
monthly reports and start seeing patterns in real time. 

Most SI data is terrible. "Margin" means 5 different things depending on who's calculating it. 
"Utilization" is calculated inconsistently across projects. "Project health" is a gut call, not a 
metric. When data is this fragmented, analytics are guesses. 

 

The Data Quality Problem 
 
Before you can do intelligence, you need data. Good data. Consistent data. 

Most SIs underestimate the work to get there. You can't just layer analytics on top of garbage 
data. 

The maturity path: 

• Level 1 (Current): Data exists in multiple systems. Inconsistent definitions. Manual 
reconciliation. "We have data; we just can't access it easily." 

• Level 2 (6 months in): Core definitions unified. 80% of data now flows consistently. Still manual 
cleanup required. Reports are mostly automated. "We're getting somewhere." 

• Level 3 (12 months in): 90%+ data flows consistently. Real-time dashboards live. Manual 
touchups <5% of data. Teams reference dashboards as source of truth. "This is actually 
working." 

• Level 4 (18+ months in): Data quality >95%. Predictive models are reliable. Culture shifted to 
data-driven decision-making. "We can't imagine working any other way." 

Most SIs stall between Level 1 and 2 because the work is unglamorous (define "margin," 
reconcile Salesforce to SAP, fix bad project codes) and nobody's incentivized to do it. 

 

Governance Model That Works 
 
Define 10-15 core metrics (locked). Let teams experiment with the rest. Promote what works. 

Core metrics (locked definitions, firm-wide consistency): 

• Project margin (revenue - cost, with clear cost allocation) 
• Delivery timeline variance (planned vs. actual, week by week) 
• Resource utilization (billable hours / available hours) 
• Staff turnover (headcount loss, reasons) 
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• Quality metrics (defect rate, rework hours) 
• Client satisfaction (NPS, health score) 
• Win rate (qualified opportunities vs. closed deals) 
• Average deal size (revenue per engagement) 

Experimental metrics (teams try things, winners bubble up): 

• Adoption of AI tools by team 
• Cross-project reuse rate (how much are we reusing playbooks?) 
• Time-to-value (from project start to client value realization) 
• Skill development (certification rates, internal mobility) 
• Innovation pipeline (ideas submitted, piloted, implemented) 

Lock the core. Let innovation happen around the edges. Quarterly review of what's working; 
promote winners to core. 

 

Privacy & Security 
 
Data about your firm is sensitive. Data about your people is protected. Build governance for 
both. 

• Data classification: Tier financial data (confidential), HR data (restricted), project data 
(sensitive), team data (internal) 

• Role-based access: Finance leader sees margin dashboards. Delivery leader sees timeline 
dashboards. Nobody sees individual comp data without approval. 

• Audit trails: Who accessed what, when, from where. 

• Data minimization: You don't need full salary data to see utilization trends. Anonymize. 

Privacy isn't a friction cost. It's a requirement. Build it in. 

 

Data Culture Shift 
 
This is the hardest part. Changing from "the managing director decides based on gut feel" to 
"we make decisions based on data." 

What kills data culture: 

• Leadership saying "use data" while ignoring data and deciding from gut 
• Dashboards that are right 70% of the time (inconsistent quality breeds distrust) 
• Too many metrics (confusion instead of clarity) 
• Data literacy gaps (people don't understand what the numbers mean) 

What builds data culture: 

• Leadership explicitly using data in their decisions 
• Regular cadence (monthly meetings where teams review data together) 
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• Public scorecards (what are we measuring, where are we winning, where are we struggling?) 
• Training (help people interpret dashboards, not just read them) 

Culture shifts slowly. Expect 12-18 months for real adoption. 

 

Success Criteria 
 
Portfolio dashboards live and actively used. Not a "we built it once" dashboard. Actively 
maintained, updated daily, reviewed weekly. 

70%+ of decisions are data-informed. Not data-determined. Data-informed means you consider 
the data, along with other factors, in your decision. 

Parallel spreadsheets disappear. When the dashboard is trusted, people stop maintaining their 
own versions. 

 

TIER 4: DELIVERY INTELLIGENCE 

Real-time visibility into project and portfolio health 

What It Is 
 
Delivery Intelligence is where you see what's happening now and predict what will happen next. 

Real-time project health (vs. surprises at status review). Early warning when margin is at risk. 
Predictive staffing (we're going to have a skills gap in 3 months). Continuous improvement loops 
(what worked on Project A should be on Project B). 
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Real-Time Project Health 
 
The signals to track: 

Signal What It Tells You Action Threshold 
Schedule variance Is the project on track? >5% variance → escalate 
Margin variance Are we profitable? <8% margin vs. estimate → plan review 
Quality signals Are we catching defects 

early? 
Defect escape >5% → QA review 

Resource variance Are we staffed right? >15% variance → restaff 
Client engagement Are they happy? Low attendance → health check call 
Risk flags Are problems emerging? >2 open risks → risk review meeting 

  

The cadence: Weekly rollup. Escalate when thresholds are breached. Monthly deep dive on 
portfolio trends. 

Most SIs do this quarterly or when problems have already metastasized. Real-time means 
earlier action. 

 

Predictive Analytics 
 
This is where you move from "what happened" to "what will happen." 

Models that matter: 

Schedule Overrun Predictor: If a project has >5% variance in month 2, what's the probability of 
final overrun? 

• Empirically: 80% go over final. 
• Action: Intervene in month 2, not month 14. 

Margin Compression Tracker: Project estimated $1M margin, now trending to $800K. Why? 

• Scope creep? Staffing inefficiency? Tool failures? 
• Action: Address root cause before it erodes another $200K. 

Skill Gap Forecaster: Based on current pipeline and staffing, will you have adequate architects 
in Q3? 

• Empirically: Most SIs don't know until week 1 of Q3. 
• Action: Start recruiting or retraining 6 weeks earlier. 

Client Health Scorer: How likely is this client to expand or refer? 

• Signal: Meeting attendance, executive engagement, project velocity, satisfaction score. 
• Action: Struggling clients get executive attention early. 

These models require historical data (Tier 1) to train. But once trained, they're force multipliers. 
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Continuous Improvement Loops 
 
This is Tier 4 enabling Layer 2. 

Project A delivers: 

• Spec generation compressed 32 hours (40% faster) 
• 7 of 8 architects adopted the tool 
• 2 discovered best practices for use 
• Rework dropped 15% 

That signal reaches Tier 4: 

• Signal: "Spec generation is proven" 
• Learning: "We can staff with 2 architects instead of 3" 
• Action: Project B gets staffed 2-3 instead of 3-4 

Project B executes smarter and generates its own signals: 

• Confirms spec compression 
• Discovers testing acceleration (new signal) 
• Rework drops further (15% → 20%) 

Signals cascade: 

• Firm realizes it can reduce junior architect hiring 
• Can reallocate budget to quality assurance 
• Next year's staffing plan changes based on learned patterns 

This is the compounding loop. Every project makes the next one smarter. 

Success Criteria 
 
Project variance <10% by month 3. If a project is going to slip, you know by week 8, not week 
32. 

Quality metrics are predictable and declining. You don't get surprised by defects. You see 
patterns and address root causes. 

Early problem detection is the norm. When a margin issue emerges, it's caught in week 1, not 
month 3. 

Learning loops are operationalized. Staffing decisions are made with data from delivery. 
Delivery is shaped by what staffing learned. 
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TIER 5: OUTCOMES & IMPACT 

Measuring and pricing for value, not effort 

What It Is 
 
Outcomes & Impact is the transformation layer. It's where you stop measuring "how much effort 
did we expend?" and start measuring "how much value did we create?" 

This is the hardest tier because it requires changing contracts, pricing, client relationships, and 
measurement discipline. 

 
Contracting Models 
 
You can't measure outcomes if your contract doesn't define what outcomes mean. 

Model 1: Fixed-Fee with Guarantee 

• Price: Fixed, often 15-25% premium over estimated T&M 
• Outcome: Client gets defined scope; SI bears execution risk 
• Measurement: Go-live on date, within scope, meets quality threshold 
• Example: "We'll implement SAP RISE in 14 months for $8M. If we overrun, we eat the 
overrun." 

Model 2: Shared Upside 

• Price: Fixed base + percentage of measurable operational improvements 
• Outcome: SI has incentive to deliver high-value, not high-effort work 
• Measurement: Operational KPIs measured at month 3, 6, 12 post-go-live 
• Example: "We'll implement SAP for $6M base + 15% of proven operational savings above 
$500K in Year 1." 

Model 3: Outcome-Based (Pure) 

• Price: Tied entirely to results 
• Outcome: SI bets on itself 
• Measurement: Defined outcomes (payroll processing cost -30%, working capital improved, 
etc.) 
• Example: "We'll implement payroll optimization. You pay us when headcount processing costs 
drop 30%, and we share 30% of the savings." 

• Risk: Requires enormous trust and predictability 

Model 4: Fixed-Fee + Success Bonus 

• Price: Fixed for delivery + bonus if outcomes exceed threshold 
• Outcome: Best of both worlds (predictability + upside) 
• Measurement: Outcomes measured at Month 3 and Month 12 
• Example: "$6M fixed for delivery. + $1M bonus if you achieve >20% cost reduction in first 
year." 
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Which one to start with? Fixed-fee with guarantee. It gets you comfortable with pricing for value 
without betting the farm on outcome measurement. Once you're confident in your measurement 
discipline, move to shared upside or bonus models. 

 
Outcome Tracking 
 
Outcomes don't happen at go-live. They happen over time. 

The timeline: 

• Go-live: The system is live. Nothing has changed operationally yet. 
• Month 1-3: Teams are still learning. Outcomes are starting to emerge. 
• Month 3-6: Steady state ops. Outcomes are measurable and real. 
• Month 6-12: Improvements are baked in and recurring. 

What to measure: 

Outcome Measurement Timing 
Cost reduction Baseline (pre-impl) vs. Month 6 Month 3, 6, 12 
Speed improvement Process cycle time before vs. after Month 3, 6, 12 
Quality gains Error rates, rework, exceptions Month 3, 6, 12 
Capacity gains Same headcount, higher throughput Month 6, 12 
Employee experience Satisfaction survey, turnover rate Month 6, 12 

  

Control group analysis: If possible, measure outcomes in a test area vs. non-test area. This 
isolates SI impact from other variables (economy, seasonality, market). 

Attribution: Why did cost go down? Because of the SI project, or because the company hired 
better people, or because headcount dropped? Good outcomes measurement disambiguates. 

 

Long-Term Value Realization 
 
This is where it gets interesting. 

Year 1 outcomes (operational improvements, cost reduction) are worth maybe 1x the 
implementation cost in value. 

Years 2-3 outcomes (platform capability enables continuous improvement, client business 
evolves, new use cases emerge) can be worth 3-5x the implementation cost in cumulative 
value. 

The 2-3 year opportunity: 

• Implementation: $8M, delivers $8M in Year 1 outcomes 
• Year 2: Client runs continuous optimization; outcomes improve 30-50%; SI becomes strategic 
advisor 
• Expansion engagement: "$3M for next-phase optimization program" (add-on work) 
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• Year 3: Multiple expansion engagements; client's SAP system becomes strategic asset; SI is 
embedded strategically 

A client that went from "we implemented SAP" to "SAP is transforming our business" stays with 
you for 10 years and refers others. 

 

Success Criteria 
 
60%+ of projects have defined outcomes (even if not in contract yet; start measuring internally). 

Variance in outcome achievement <15%. You're predictable. You say "20% cost reduction," 
clients see 18-22%. That builds trust. 

Clients renew/expand at 3x+ industry rates. Once you deliver outcomes, they want more. 
Expansion revenue accelerates. 

Outcome-based pricing commands 20-40% premium over effort-based. You're not selling hours. 
You're selling results. 

 

TIER INTERDEPENDENCIES 

You cannot skip tiers. Each depends on those below it. 

Common mistake #1: Build dashboards (Tier 4) on bad data (missing Tier 3). 

Result: Dashboards are misleading. Decisions based on them are wrong. Leaders lose trust. 

Common mistake #2: Measure outcomes (Tier 5) without delivery visibility (missing Tier 4). 

Result: You don't know why clients succeeded or failed. You can't improve. Learning doesn't 
compound. 

Common mistake #3: Implement agents (Tier 2) without foundation (missing Tier 1). 

Result: Agents have access to inconsistent data. Output quality is bad. Adoption fails. 

The sequencing that works: 

• Phases 1-2: Build Tier 1 (foundation) + basic Tier 2 (agents on one or two highest-impact 
tasks) 

• Phase 3: Tier 2 scales (agents expand to 3+ tasks) + Tier 3 dashboards (core metrics live) 

• Phase 4: Tier 4 (delivery intelligence) turns on; Tier 5 (outcomes) thinking starts 

• Phase 5: Full Tier 5 operationalization (outcome-based contracts) 

You can't skip. You can accelerate by doing tiers in parallel (Tier 1 + Tier 2 together), but you 
can't leapfrog. 
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WHY SIs DON'T BUILD THIS 

Approach 1: Bottom-up ("Build infrastructure, hope intelligence happens") 
 
• What it is: Data team builds Tier 1-3, then asks "what should we do with this?" 

• Why it fails: No business outcome driving it. Adoption is optional. After 12 months, you have 
nice dashboards nobody uses. 

 

Approach 2: Top-down ("Pilot use cases, scale later") 
 
• What it is: Delivery team pilots AI agents on one project, learns, tries to scale 

• Why it fails: Without Tier 1 foundation, agents don't work well on new projects. Without Tier 4 
integration, learning never reaches staffing. You rediscover the same solution 3 times. 

 

Approach 3: Integrated build ("All 5 tiers intentionally, starting now") 
 
• What it is: You commit to all 5. Tier 1 and Tier 2 start immediately. Tier 3-5 follow in sequence. 

• Why it works: Aligned incentives. Clear ROI at each stage. Learning compounds. 

The third approach takes more investment upfront. But it compounds. The first two approaches 
feel cheaper initially, then plateau or fail. 
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SECTION 5: THE PATH FORWARD — FIVE 
PHASES 

KEY INSIGHT 
Transformation succeeds through sequencing, not reinvention. 
The firms that win do not attempt enterprise-wide change on day one. They establish urgency, 
prove value through pilots, and scale capability in phases. 
 

The transition to an intelligence-native SI does not happen overnight. 

Firms that succeed do not attempt enterprise-wide reinvention on day one. They move 
deliberately: establishing urgency, proving value, and scaling capability in phases. 

Before outlining the five-phase transformation journey, there is a more immediate question: 

 

What should SI leaders do in the next 90 days? 
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The Intelligence Layer doesn't appear overnight. It emerges through five distinct phases, each 
with clear milestones and dependency gates. 

 

 

Phase 1: Orient & Assess (0-3 months) 

Establish clarity on current state. Build business case. Get alignment on what "done" looks like. 

Deliverables: 

• Current-state assessment (Tiers 1-5 maturity) 
• Business case for the reset ($4.5-7.5M investment, breakeven Year 2, cumulative value 
$300M+) 
• Governance model (who owns what, decision rights, cadence) 
• Pilot project identified (one project that will be the first intelligence-native delivery) 

Success criteria: 

Executive alignment on the case for change 
Delivery leader ownership of the reset 
Governance model accepted 
Pilot project committed 

 

 

Phase 2: Pilot & Validate (3-6 months) 
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Build Tier 1 on a limited scope. Run first agents on the pilot project. Prove the model works. 

Deliverables: 

• Tier 1 MVP (data foundation for pilot project + core metrics unified) 
• Tier 2 MVP (2-3 agents deployed on pilot, running real delivery work) 
• Tier 3 MVP (basic dashboards showing pilot metrics) 
• Learning from pilot (what worked, what needs fixing) 

Success criteria: 

Data flows from pilot project in near-real-time 
Agents are integrated into pilot workflows (not standalone) 
Measurable effort compression on target tasks (>30%) 
Delivery team reports agents are useful (not painful) 
Initial business case validated (economics look right) 
 

Phase 3: Scale & Embed (6-18 months) 

Expand Tier 1 firm-wide. Agents scale to 50%+ of relevant staff. Tier 4 turns on. 

Deliverables: 

• Tier 1 scaled (90%+ of project data flows consistently) 
• Tier 2 scaled (3+ agents operationalized across delivery) 
• Tier 3 dashboard suite live (all core metrics visible, used by leadership) 
• Tier 4 pillars emerging (early indicators of what works) 
• Culture shift underway (training, comp model changes, governance embedded) 

Success criteria: 

>70% of delivery team actively using agents 
Dashboard usage >80% (managers review weekly) 
Effort compression compounds (task compression improving, not declining) 
Staff retention improves (people see the reset is working) 
First expansion engagement signed (outcome-based or bonus pricing) 

 

Phase 4: Integrate & Orchestrate (18-24 months) 

Tier 4 matures. Tier 5 thinking becomes execution. Cross-functional intelligence loops active. 

Deliverables: 

• Tier 4 operational (project health predictable, early warning system active) 
• Tier 5 pilots (outcome-based contracts on new deals) 
• Cross-functional loops working (staffing decisions driven by delivery learning) 
• Win rate improving (sales seeing intelligence advantage) 
• Revenue per person climbing 
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Success criteria: 

Project variance consistently <10% 
50%+ of new contracts have outcome element 
Win rate increased 50%+ vs. baseline 
Delivery margin 45%+ (up from baseline 35%) 
Staff growth minimal (<5% headcount for 2x revenue growth) 

 

Phase 5: Transform & Compound (36+ months) 

Full intelligence-native model. Outcomes-based pricing is table stakes. Compounding 
advantage is visible. 

Deliverables: 

• Full Tier 5 operationalization (majority of contract value tied to outcomes) 
• Continuous improvement loops fully automated 
• Expansion revenue is primary growth engine (existing clients driving 40%+ of new revenue) 
• Intelligence infrastructure is competitive moat (hard to copy) 
• Culture is fully intelligence-native (decision-making is data-driven by default) 

Success criteria: 

Revenue materially exceeds baseline (typically 1.5–2.5x depending on execution maturity) 
Delivery margins sustainably improve (40–50%+) 
Win rate materially outperforms market peers 
Outcome-linked revenue becomes meaningful 
Enterprise value materially expands through stronger predictability, IP, and operating leverage. 
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SECTION 6: THE PRIZE & BUSINESS CASE 

KEY INSIGHT 
The opportunity is not cost reduction. It is economic redesign. 
AI changes how value is created, priced, and scaled. The firms that build intelligence-native 
operating models grow revenue, improve margins, and expand valuation without proportional 
headcount growth. 
 

 

 

The Business Case Math 

For a Typical 350-Person SI at $100M Revenue 
 
Current State (T&M Optimized) 
 
• Revenue: $100M (~$285K revenue per employee across a 350-person firm) 
• Delivery Margin: ~35% ($35M) 
• Delivery Cost: ~$65M 
• Utilization: ~85% (high billable focus, limited innovation capacity) 
• Win Rate: ~18–20% 
• NPS: ~62 (industry average) 
• Commercial Model: Predominantly time-and-materials 
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After Reset (Intelligence-Native SI, Year 3) 
 
Outcomes vary depending on execution maturity, pricing transition, leadership alignment, and 
speed of adoption. Based on modeled scenarios and directional market trends, the potential 
range looks like this: 

Metric Conservative Base Case High-Performance 

Revenue  
$120–140M 
(+20–40%) 

$150–180M 
(+50–80%) 

$200–250M 
(2–2.5x) 

Delivery Margin 38–42% 42–48% 50%+ 

Utilization 78–80% 75–78% ~75% 

Win Rate 25–30% 30–40% 45–55% 

Revenue per 
Employee 

$340–400K $425–500K $570–700K+ 

NPS 68–72 72–78 78+ 

Valuation 
Multiple 

1.5-2.0x revenue 2.0-2.8x revenue 2.5-3.5x revenue 

Headcount Grow +5-10% +10-15% +10-20% 

 
Commercial 
Model 

Fixed-fee expansion 
Fixed-fee 

+ success incentives 
Outcome-linked 

dominant 
 

   

 
What Changes Economically 
 
The shift is not driven primarily by headcount expansion. It comes from higher-value delivery, 
faster execution, improved pricing leverage, and reusable intelligence across engagements. 
Traditional SI economics scale through labor: 
More people → More billable hours → More revenue 
Intelligence-native economics scale differently: 
More intelligence → More output per employee → Better margins → Stronger valuation 
 
The result is a structurally different business model: 

 Higher revenue per employee  
 Greater pricing predictability  
 Improved delivery margins  
 More scalable growth without proportional hiring  
 A stronger valuation profile  

 
As pricing becomes more predictable and delivery becomes intelligence-enabled, the firm 
becomes more valuable — not simply because it is larger, but because it is more repeatable, 
efficient, and difficult to replicate. 
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The reset is not just an operating model shift. It can become a valuation story. 
 

The Investment 
 
Phase 1–2: $1.5–2.5M 
(assessment, architecture, governance, pilot deployment) 
Phase 3–4: $3–5M 
(data integration, tooling, workflow automation, capability scaling) 
Total Investment: ~$4.5–7.5M over 24 months 
 

Expected Payback 
 
• Breakeven: typically between Year 2–3 
• ROI: highly dependent on adoption maturity and pricing transition speed 
• Long-term Value: strongest returns accrue when firms successfully move toward reusable 
delivery intelligence and outcome-linked services 
 

The Key Insight 
 
The firms that win will not simply automate delivery. 
They will compound intelligence across delivery. 
The advantage will not come from replacing people. It will come from enabling the same teams 
to deliver materially more value — faster, more predictably, and at higher quality. 
 
The future SI scales through leverage, not labor. 

 
 

 



SpearInsights.ai  ·  The SI Reset   MAY 2026 

 
 

© 2026 SpearInsights.ai™ · All rights reserved Page 43 

 
 

SOURCES & REFERENCES 

This white paper is grounded in independent research, third-party benchmarks, and proprietary 
analysis developed through SpearInsights.ai original research and Stephan Bonnaire's 25+ 
years of delivery leadership across global systems integrators. 

 
1. Primary Research Data 

[1] McKinsey State of AI 2025. (November 5, 2025). Survey of 1,000+ executives. Key 
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fortune.com -- "AI Brain Fry" Is Real 

[6] Forrester: The State of Services 2025. Survey of 2,300+ services decision-makers. Key 
findings: 45% expect to expand performance-based pricing; 46% expect to increase fixed-
price contracting; AI accelerating shift away from T&M. 
forrester.com -- The State of Technology Services, 2025, Part 2 

forrester.com -- Blog: Co-Innovation and Performance Pricing Set the Bar 

[7] Forrester: SaaS As We Know It Is Dead. (2025-2026). Enterprise software pricing shifting 
from seat/license toward consumption-based and outcome-based models, accelerated by 
AI. 
forrester.com -- SaaS As We Know It Is Dead: How to Survive the SaaS-pocalypse 
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[8] CB Insights. AI investments and partnerships map across Big 4 consulting firms and 
enterprise software vendors (2023-2026). Documents capital allocation toward AI-driven 
delivery transformation. 

 

[9] Dataiku. Case studies in modern finance use case development and implementation 
roadmaps. Illustrates practical scaling patterns for AI adoption in enterprise environments. 

 

2. News & Market Intelligence 

[10] Irish Times: "KPMG Pressed Its Auditor to Pass on AI Cost Savings." (February 6, 
2026). KPMG forced a 14% fee reduction from Grant Thornton citing AI efficiency -- paying 
$357K vs. $416K -- while audit fees rose industry-wide. Validates T&M pricing model 
tension. 
irishtimes.com -- KPMG Pressed Its Auditor to Pass on AI Cost Savings 

[11] The Next Web: "Google, Blackstone, KKR in Omnibus AI Licensing." (May 6, 2026). 
Three competing enterprise AI distribution strategies: OpenAI ($10B Deployment Company), 
Anthropic ($1.5B JV with Goldman/Blackstone), Google (omnibus licensing with PE 
portfolios). Validates Agent Integrator positioning. 
thenextweb.com -- Google, Blackstone, KKR: Omnibus AI Licensing vs. Consulting Ventures 

cnbc.com -- Anthropic Teams with Goldman, Blackstone on $1.5B AI Venture 

 

 

3. Platform & Industry Research 

[12] SAP Sapphire 2026 & Business AI Announcements. (May 12-13, 2026, Orlando, FL). 
SAP unveiled the Autonomous Enterprise: Joule Work, 50+ Joule Assistants orchestrating 
200+ agents across finance/SCM/HCM/CX, SAP Business AI Platform with SAP Knowledge 
Graph, Anthropic Claude as key agentic layer, EUR 100M partner fund for Joule Studio. 
news.sap.com -- SAP Sapphire: SAP Unveils the Autonomous Enterprise 

news.sap.com -- Business AI Platform Powers the Autonomous Enterprise 

news.sap.com -- SAP Business AI Release Highlights Q4 2025 

[13] Deloitte: Strategic Investment Announcements. (2025-2026). Deloitte Australia targets 
$1B managed services revenue by 2030, accepting up to 40% fee compression as AI 
automates routine consulting tasks. Multi-billion-dollar investments firm-wide in AI-enabled 
delivery transformation and outcome-based contracting. 
afr.com -- Deloitte's $1B Back-Office Bet as AI Automates 30% of Consulting Tasks 

 

 

4. Thought Leadership 

[14] Enrique Dans, Fast Company. (April 2026). "The real reason so many enterprise AI 
initiatives are failing? LLMs were never built to run a company." Generative AI excels at 
producing language, but companies run on memory, context, feedback, and constraints. 
Used as closing foil for Agent Integrator positioning. 
fastcompany.com -- LLMs Were Never Built to Run a Company 



SpearInsights.ai  ·  The SI Reset   MAY 2026 

 
 

© 2026 SpearInsights.ai™ · All rights reserved Page 45 

 
 

medium.com -- The Emperor Is Naked: LLMs Were Never Built to Run a Company 

 

 

5. SpearInsights.ai IP & Series Material 

Series 1: The SI Business Model Reset (9 Posts + 2 Standalone Capstone Posts) 

Series arc: Posts 1-3 (Problem diagnosis) | Posts 4-5 (Operational consequences) | Posts 6-9 
(Strategic positioning). 

Post 1: "The Business Model Shock." Agentic AI is a structural threat to the SI labor 
arbitrage model. The moment agents can do the work that scales SIs, the business model 
breaks. [View post] 

Post 2: "The New Value Pools." As agents do commodity work, value moves upstream -- 
governance, risk orchestration, change leadership. [View post] 

Post 3: "The Pricing Reset." Both client and SI use "AI" in proposals without structural 
change. This theater buys time but is unsustainable. Key line: "Nobody lied. Nobody is fully 
satisfied. Nothing structurally changed." [View post] 

Post 4: "What the Switch Actually Looks Like." Real change starts with one evangelist. 
Use cases matter less than sequencing. The SAP Activate framework is the map. [View post] 

Post 5: "The Talent Inversion." Demand shifts from junior configurators toward architects, 
AI governance leads, and cross-functional orchestrators. The SI pyramid inverts. [View post] 

Post 6: "Winners and Losers." Winners see AI as an operating model shift. Losers wait for 
the market to force the hand, then restructure from a weaker position. [View post] 

Post 7. [Title and details to be confirmed.] [View post] 

Post 8: "Use Case Library." Library of concrete AI use cases mapped across the delivery 
lifecycle. Moves from abstract principles to an executable list. [View post] 

Post 9: "The SI Reset" (Series Capstone). The SI industry is in a structural reset. Firms 
that understand this as an operating model problem -- not a tooling problem -- will lead. 
[View post] 

Standalone Capstone Posts: 

Post A: Fortune / Solow Reaction. (~April 22, 2026). Reacts to external thought leadership 
(Fortune, Solow) through the lens of Series 1 arguments. [View post] 

Post B: The SI Reset One-Pager Capstone. (April 23, 2026). Final positioning post. Distills 
Series 1 into a one-page framework. Visually anchors the entire narrative. [View post] 

LinkedIn Series 1 Archive: linkedin.com/in/stephan-bonnaire-1163571 

 

Series 2: Agentic AI x Systems Integrators (April-May 2026) 

Nine-part LinkedIn series examining the structural economic and operational shifts required for 
SI delivery model transformation in the AI era. 

Post 1: "The AI Gap No One Is Admitting." (April 30, 2026). AI-Augmented RISE Delivery 
Map v2 visual and 109 opportunities framework. [View post] 

Post 2: "AI Is Not the Problem. Activation Is." (May 3, 2026). The biggest blocker to AI in 
SIs is not technology -- it is activation. [View post] 
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Post 3: "The Two Layers of AI in Systems Integration." Layer 1 vs Layer 2 framework 
introduction. [View post] 

Post 4: "AI Is Breaking the SI Revenue Model." T&M vs fixed-fee contract model analysis 
and margin dynamics. [View post] 

Post 5: "Where AI Actually Creates Value in SIs." 109 opportunities distribution and use 
case clustering. [View post] 

Post 6: "The Advantage Nobody Is Building." Feedback loop and compounding 
intelligence visual. [View post] 

Post 7: "Why Most SIs Will Never Get There." Three structural blockers (T&M, project 
isolation, utilization culture) preventing AI value capture. [View post] 

Post 8: "SAP left SAPPHIRE with a clear vision of the Autonomous Enterprise. Most 
SIs left with a bag of swag and no answer to the harder question." SAP Sapphire 
reaction: what the Autonomous Enterprise announcement means for SI delivery, pricing, 
and operating model. [View post] 

Post 9: "The SI Reset -- What Comes Next." Series close and Agent Integrator 
positioning. [URL to confirm] 

LinkedIn Series 2 Archive: linkedin.com/in/stephan-bonnaire-1163571 

 

 

6. Framework & IP Attribution 

All frameworks, models, and strategic analyses presented in this white paper originate from 
SpearInsights.ai original research and proprietary client engagement experience. The SI Reset 
Framework™, Layer 1/Layer 2 taxonomy, 109 AI Opportunities Map, Five-Tier Intelligence 
Layer Architecture, and Five-Phase Journey represent proprietary intellectual property 
developed through SpearInsights.ai original research and Stephan Bonnaire's 25+ years of 
delivery leadership across global systems integrators. 
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