Collection: Irreplaceable in the AI Era™
"Because leadership begins with you"

This is not just another ebook.

It’s a practical guide for leaders who—amid the relentless
advance of technology and artificial intelligence—seek to
ensure that their leadership, decisions, and results remain
relevant and sustainable.

It was conceived and written from a place of deep
conviction—combining strategic clarity with the genuine love for positive impact, the
personal power that comes from lived experience, and the essence of leading with integrity.
Every concept, framework, and tool included here has been chosen with a single purpose:
to deliver real value that can tangibly transform the way you lead and generate results.

Experience shows that most failed transformations don’t fall short because of technical
limitations, but because of invisible factors that silently erode performance: internal
resistance, cultural misalignment, loss of strategic focus, or lack of team commitment.
These rarely appear in the metrics—yet they determine the success or failure of any
initiative.
In this guide, you’ll find actionable tools and frameworks to help you:

e Identify and anticipate risks that can slow or derail your strategy.

e Protect and strengthen your leadership capacity in high-disruption environments.

e Use technology—including Al—as a multiplier of results, not as a replacement.

e Stay competitive without compromising your team’s cohesion or your
organization’s future.

This resource is available in PDF format for quick reference. If you prefer the editable
version, you’ll find a link to the download center at the end, where you can get it in Word
format and adapt it to your needs. A new ebook will be added to the collection every
week—until all 25 are complete. Simply visit the download center to see what’s new each
week.

If these words have reached you, it’s likely not by chance. You are in the right position, at
the right time, and in the right circumstances for this information to make a real difference.
And as you put it into practice, you may discover it could also spark transformation in
others.

Because in today’s era, real value lies not just in the technology you use—but in your
ability to lead with vision, precision, and purpose.
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Central Theme of the Ebook

Decision-Making Processes
A practical guide to five lenses every leadership team must master:

1. Who decides and how, 2) What factors weigh most, 3) Timelines and deadlines,
4) Influence of data and metrics, and 5) The role of intuition and experience.

Audience: executives, business unit leaders, product/operations heads, finance partners, and
Chiefs of Staff.

Getting Started

Why this topic matters now

Markets punish slow, ambiguous decision cycles. The most expensive decision is often the
one you don’t make: postponing a bet, letting priorities conflict, tolerating unclear
ownership, or accepting dashboards that don’t reflect reality. These patterns create
predictable costs—lost revenue, hidden risk, and disengaged teams. The cure is a
deliberate operating system for decisions.

Purpose of this guide — five objectives

Clarify decision rights so one accountable owner exists for every critical call.
Provide transparent weighting of factors to compare options without opinion wars.
Establish timing rules that protect speed without sacrificing quality.

Embed data that leaders trust and can act on—avoiding vanity metrics.

Integrate intuition and experience as productive assets through reversible tests.

ARl

How to use this guide

e Linear read once; then open the relevant subtopic when a symptom appears.

Workshop mode: run each subtopic’s exercise with cross-functional peers.

o Templates: paste tables as your operating artifacts (decision registers, KPI boards,
etc.).

e Monthly review: use the self-assessment to reinforce habits and track progress.
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Module — Five pillars of decision
excellence

Each subtopic includes: Definition — Practical framework — Hypothetical example —
Exercise (roles, inputs, timing, deliverables) — Template (1 example row + 1 blank
row) — Checklist — Suggested KPIs. Where relevant, we also add a topic-specific
template from the required catalog to reinforce adoption.

1) Who decides and how

Definition

Decision rights specify who decides, at what level, under which guardrails, and with
what accountability. Clear ownership reduces escalation, shortens cycle time, and
prevents “decision by committee.” Without it, teams game approvals, risks hide in the
cracks, and leaders become bottlenecks.

Practical framework — RACI+D with Guardrails

Responsible — drives the work to a decision.

Accountable — single owner who makes the call and owns the outcome.
Consulted — stakeholders whose input improves the call.

Informed — parties updated after the decision.

+D Guardrails — defined constraints (budget, risk, ethics, compliance) that
bound the decision ex-ante.

Operating routine (monthly refresh)

List top decisions coming in the next 60—90 days.

Assign a single Accountable owner per decision; document guardrails.
Publish a one-page register, shared in your workspace.

Review slippage and remove blockers weekly.

el S

Example applied (hypothetical)

A regional product team escalates pricing to the CEO, clogging approvals. By establishing
RACI+D—Accountable: VP Product within £7% margin guardrail—approval cycle time
drops from six days to 24 hours while margins remain on target. Sales satisfaction rises and
the CEO reclaims strategic time.

Exercise (45-60 minutes)
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Roles: COO (sponsor), Legal/Compliance, Finance, Function Heads.
Inputs: last quarter’s escalations, current approval matrices, risk thresholds.
Timing: 15° inventory — 25’ assign & set guardrails — 10’ publication & comms.
Steps:

1. Identify the 10 most escalated decisions.

2. For each, define R, A, C, I and guardrails (numbers, not adjectives).

3. Set decision dates and escalation rules.
Deliverables: Decision Rights Register + 1-page comms plan.

Template — Decision Rights Register

Decision R A C I Guardrails Decision
date
[Example] Regional Chief ) Finance, CS, LTV>1.8;
Enterprise VP Sales Commercial Legal RevOps margin>28% 1S
discount <8% Officer g p gMm=2870

Topic-specific template — Map of Invisible Barriers (applied to decision
clarity)

Barrier type Obse.rv?d Evidence Risk Impact Imme.dlate
description action
[Example] L.e arned We wait for HQ Decision . . Slow Delegate
helplessness in sign-off even for ig . :
. S logs learning reversible tests

mid-management trials
Checklist

o« | Exactly one Accountable per decision.

o« | Guardrails are measurable and auditable.

o« I Consulted list is short and relevant; avoid committees.

o | Decision date set before discussion starts.

e | Escalation rule documented (“escalate if X threshold breached”).
Suggested KPIs

e Decision cycle time by category; % decisions with single Accountable; % decisions
within guardrails; % on-time decisions.
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2) Weighting factors in decisions

Definition
High-quality decisions make trade-offs explicit. A transparent weighting model avoids
opinion wars and allows teams to compare options by value, certainty, speed, and

feasibility.

Practical framework — WISE Weights

e W — Worth: expected business value (revenue 1, cost |, risk |).

e I — Impact certainty: confidence in the estimate (evidence strength).

e S — Speed: time-to-impact and reversibility of the option.

e E — Enablement: organizational feasibility (skills, vendors, dependencies).
How to use

1. Agree on weights for W, I, S, E before scoring.

2. Score each option 1-5 against each factor.

3. Multiply by weights; discuss trade-offs; name stop rules.

4. Record rationale; link to the decision log.

Example applied (hypothetical)

A bank compares two onboarding improvements: eK'YC automation vs. a Ul refresh. Using
WISE, eKYC scores higher on Worth and Speed and medium on Enablement; UI refresh
scores high on Speed but low on Worth. The bank runs a 60-day reversible eKYC pilot;
conversion lifts 6 pp and fraud flags fall.

Exercise (60 minutes)

Roles: Strategy (facilitator), Finance, Product, Risk/Legal, Operations.
Inputs: 3—6 options for one decision; baseline KPIs; risk register.
Timing: 10’ set weights — 30’ score & discuss — 20’ finalize & record.
Steps:

1. SetW, L, S, E weights (e.g., 0.35/0.25/0.25/0.15).

2. Score 1-5 per factor per option.

3. Compute weighted scores; debate trade-offs, not personalities.

4. Define one success KPI + stop rule; schedule decision date.
e Deliverables: Weighted decision matrix + 1-page rationale.

Template — Weighted Decision Matrix (WISE)
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Impact Speed Enablement

Option (1-5) ce{lt?sl;ty (1-5) (1-5) Weighted score Notes
[Example] Reversible
eKYC 5 4 4 3 (5-W)+(4-1)+(4-S)+(3-E) pilot in 60
automation days

Topic-specific template — Pulse Survey (Resistance to decision process)

Item Scale (1-5) Observations
[Example] “We understand how options are compared.” 3 Weights vary by team

Checklist
o« Weights set before scoring.
o I One owner runs the scoring; others review, not override.
o« Rationale stored with the matrix (audit trail).
o« One KPI and stop rule defined per choice.
Suggested KPIs

e 9% decisions with recorded weights & rationale; variance between forecast and
realized impact; time from options surfaced to decision.
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3) Timelines and deadlines

Definition

Deadlines are decision tools, not admin tasks. Time-boxing focuses effort, prevents
analysis paralysis, and creates constraints that improve creativity. Without explicit decision
dates and mid-point reviews, initiatives drift and costs compound.

Practical framework — TIME-BOX

Trigger — event that starts the clock (signal, incident, opportunity).
Interval — maximum time to decide (e.g., 10 business days).
Milestones — checkpoints for evidence collection & review.

Exit — stop rules that prevent sunk-cost traps.

Cadence

e Publish a Decision Calendar; include milestones and decision dates.
e Run evidence-only mid-point reviews (no scope re-litigation).
e Hold teams accountable to stop rules.

Example applied (hypothetical)

A retailer debating an omnichannel pilot sets TIME-BOX: 14-day interval, Day-7 evidence
review, firm decision date. The team selects a reversible curbside pickup pilot. Within 45
days, repeat purchase rate increases; the pilot scales regionally with clear ROI.

Exercise (45 minutes)

Roles: PMO (facilitator), Business owner, Finance, Legal, Data.
Inputs: list of pending decisions >30 days; minimal viable evidence list.
Timing: 10° select — 20’ TIME-BOX setup — 15’ calendar & comms.
Steps:

1. Choose three overdue decisions.

2. Define Trigger, Interval, Milestones, Exit.

3. Publish Decision Calendar; send invites.
Deliverables: Decision Calendar + mid-point agendas.

Template — Decision Timer

Decision Trigger Interval Milestones Stop rule Owner Dedc;?eon
[Example] Competitor Day 7: demand Stop }f
Omnichannel offers same-day 14 days & ops check  margin o 4 10/28
pilot pickup p <25%
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Decision

Decision Trigger Interval Milestones Stop rule Owner date

Topic-specific template — MVPrep: Digital Readiness Radar (used to ensure
teams can meet timelines)

Perceived level Real level

Area (1-5) (1-5) Gap Action
[Example] Data access for 4 5 Secure sandbox + data
pilots steward
Checklist

e | Decision dates visible to all stakeholders.

o« Mid-point reviews focus on evidence, not politics.

o« I Stop rules agreed before spend begins.

e | Post-decision: log rationale and next milestone.
Suggested KPIs

e % decisions made on or before the decision date; average decision lead time; %
experiments with predefined stop rules; schedule adherence.
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4) Influence of data and metrics

Definition
Data should discipline judgment, not replace it. Decision fitness improves when metrics

are valid, comparable, timely, and tied to business outcomes—not vanity indicators. If
leaders can’t trust the numbers, they won’t act on them.

Practical framework — DATA-TRUST

e Definition — clear metric definitions and owners (one dictionary).

e Accuracy — known error bounds and QA routines.

e Timeliness — freshness aligned to decision cadence (daily/weekly/monthly).

e Alignment — metrics mapped to business outcomes (avoid vanity KPIs).
Portfolio view (AARE)

Activation — Adoption — Retention — Expansion for customer/product, plus
cost-to-serve and risk for operations.

Example applied (hypothetical)

A SaaS company celebrated daily active users while cohort retention eroded. By redefining
the KPI set (Activation, Adoption, Retention, Expansion), leaders spotted declining cohort
retention early, launched targeted interventions, and stabilized churn.

Exercise (60 minutes)

Roles: CFO (co-owner), Data/BI, Product, Sales/CS, Operations.
Inputs: metric dictionary, current dashboards, decision logs.
Timing: 15 identify gaps — 30’ redefine & assign — 15° board & cadence.
Steps:
1. Name decisions distorted by weak metrics.
2. Redefine metrics with owners, QA, and review cadence.
3. Build one decision-fit board per area.
Deliverables: Metric dictionary + single-source dashboards.

Template — KPI Board (Decision-Fit)

KPI Definition Target Baseline Frequency Owner Data source

[Example] 90-day % active users from __, 0 Warehouse +
cohort retention activation cohort 6% 51% Weekly CPO BI
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Topic-specific template — Technical-Business Alignment Matrix

. . Technical Business Alignment .
Dimension . . Action
perspective perspective (1-5)
[Example] KPI stack iiii;gerg Need clear 3 Rebuild events
for product growth y retention & LTV + cohort views
cohorts

Checklist

o« | Every metric has a named owner and clear definition.

o« | Dashboards show cohorts/segments, not only totals.

o | Freshness aligns with decision cadence.

e | Decisions are logged with the data used at that moment.
Suggested KPIs

e % metrics with owners & QA; dashboard freshness vs. review cadence; % decisions
with linked data snapshots; forecast vs. actual variance.
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5) Role of intuition and experience

Definition

Intuition is compressed expertise—fast pattern-matching honed by exposure and
reflection. It becomes dangerous when presented as certainty and powerful when paired
with explicit hypotheses, reversible tests, and short post-mortems that refine judgment.

Practical framework — INTUIT — TEST

Write the hunch as a falsifiable hypothesis.

Name the signal you expect if it’s right.

Stage a reversible test with one KPI and a stop rule.

Review outcomes; update your mental model in a 30-minute post-mortem.

L=

Good practice

e Separate intuition (fast) from commitment (gated by evidence).
e Use decision pre-reads to frame options, risks, and reversibility.

Example applied (hypothetical)

A CRO believes mid-market prospects prefer asynchronous demos. The team designs a
4-week reversible test with a single KPI (meeting-to-proposal rate). The test succeeds and
scales. If it had failed, the stop rule would have limited cost.

Exercise (45 minutes)

Roles: Business owner, Analyst, Ops partner, Finance.
Inputs: list of recurring leader hunches; baseline KPI; customer feedback.
Timing: 15° write hypotheses — 15 design test — 15° schedule review.
Steps:

1. Convert three hunches to testable statements.

2. Define expected signals, KPI, and stop rule.

3. Launch one reversible test this month; book decision date.
Deliverables: Hypothesis register + decision log entry.

Template — Intuition-to-Test Register

Hypothesis  Expected . Decision
(hunch) signal Single KPI Test scope Stop rule Owner date
Stop if <
[Example] Prospects Meeting—Proposal 4 weeks; 2 baseline
Async demos complete CRO 11/30
. %0 segments after 2
lift proposals  demo flows weeks
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Hypothesis  Expected . Decision
(hunch) signal Single KPI Test scope Stop rule Owner date

Topic-specific template — Human Impact Map

Impact on Emotional
people risk
[Example] Shift to New outreach Playbook + peer CX

: s Lo .
proactive support behaviors W coaching Enablement

Project Support strategy Responsible

ChecKklist

Hunches are written as testable statements.
One KPI per test; results reviewed on a fixed decision date.

Post-mortems update playbooks and guardrails.

171 71 T

° Wins and stopped bets are both recognized (learning > ego).
Suggested KPIs

e % leader hunches converted to tests; test win rate and ROI; time from hunch to
decision; % tests stopped on time.
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Global Templates & Tools (use across all
subtopics)
Each table includes one example row and one blank row for immediate use.

A) Prioritization Rubric (Impact x Effort)

cpe s Impact Effort .. Next
Initiative (1-5) (1-5) Priority Owner milestone Date
[Example] Visible executive : All-hands
sponsorship in forums > 2 High  Sponsor message 09715

B) RACI Matrix (Contract/Project)

Activity R A C I  Deliverable Date
[Example] Define business Sponsor CEO/COO PO, Teams Agreed OKR 09/06
outcome Data
C) KPI Board
ops . Data
KPI Definition Target Baseline Frequency Owner
source

[Example] Weekly % of target users

[ 0
adoption active 0% 27% Weekly ~ CIO  Logs

D) Human—Cultural Risk Map

Probability Impact

Risk (H/M/L) (H/M/L) Mitigation Owner Status

[Example] . .
Middle-manager High High L1sten1'ng " HR In

. co-design progress
resistance
E) 30-60-90 Plan (by role)

Horizon Objective Actions Owner Indicators Deliverable
[Example] 30 Master 3 critical Training + Role 9 tasks mastered LMS evidence
days tasks demo lead
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Horizon Objective Actions Owner Indicators Deliverable

Integrate into ~ Audit + % processes
60 days SOP support PO/QA audited Updated SOP
90 days Improve Kalz.en + Team A o Improvement
performance metrics productivity/errors report

Recommended digital tools

Whiteboarding / Mapping: Miro, Figlam.

Work management: Notion, Trello, Jira.

Data / BI: Power BI, Looker.

Transparency / Incident: Confluence, Statuspage.

Decision logs: your wiki or shared drive with standard templates.
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Summary & Next Steps

What you now have

e A decision operating system with clear ownership, transparent weights,
protected timelines, trusted metrics, and productive intuition.
e Ready-to-paste artifacts (registers, matrices, dashboards) to create accountability

and speed.

Next-steps checklist

Next step Owner Deadline Status Notes
Publish Decision Rights Register COO 10/10  Planned Share in all-hands
Stgngi up WISE weighting for Q Strategy 10/15  Planned Weights agreed
priorities Lead
Launch Decision Calendar Mid-point reviews
(TIME-BOX) PMO 10/20  Planned set

Rebuild KPI dictionary & board CFO + Data 10/25
Run one INTUIT—TEST experiment BU Lead 10/30

Planned Owners assigned
Planned Stop rule defined

JavierSimpleMan™
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Self-Assessment (15 questions)

Rate 1 (No/Weak) to 5 (Yes/Strong). Score = average of all items.

1. We maintain a Decision Rights Register with a single accountable owner per
decision.

Guardrails (budget, risk, ethics) are measurable and auditable.

We record weights and rationale for strategic options before deciding.

A single owner runs the scoring; others review rather than override.
Decision dates are set before discussion; mid-point reviews focus on evidence.
Stop rules are defined for experiments and pilots.

Each critical decision links to a single KPI and a baseline.

Our metrics have clear definitions, owners, and QA routines.

. Dashboards show cohorts/segments, not just totals.

10. Leaders convert hunches into reversible tests with one KPI.

11. Post-mortems update playbooks and guardrails within two weeks.

12. Decision lead time is monitored by category and improved quarterly.

13. We use a one-page pre-read for major decisions with options and trade-offs.
14. We review forecast vs. realized impact for key bets every quarter.

15. We communicate decisions and learnings transparently across teams.

DN U AW

Ranges & recommendations

o 4.2-5.0 (High) — Scale the system; raise ambition and reversibility of bets.

e 3.2-4.1 (Medium) — Focus on one pillar per month; prove impact in 90 days.

e <3.1 (Low) — Start with Decision Rights + TIME-BOX for three overdue
decisions.
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Glossary (15 terms)

WX R LD —

— e e
DNk W — O

Decision rights — Ownership for who decides and under what constraints.
Guardrails — Measurable limits (budget, risk, ethics) bounding a decision.
RACI — Responsible, Accountable, Consulted, Informed role clarity.
Weighted decision — Choice based on pre-agreed factor weights and scoring.
Time-boxing — Fixed intervals and decision dates to force focus.

Stop rule — Pre-committed condition that ends a test to avoid sunk cost.

KPI dictionary — Catalog of metric definitions and owners.

Cohort analysis — Measuring outcomes by groups to see true behavior.
Decision log — Record of what was decided, why, and with which data.

. Reversible test — Experiment that can be undone with limited cost/time.

. Post-mortem — Short, blame-free review to extract learning after a decision.

. Decision lead time — Time from issue surfaced to decision made.

. Evidence review — Meeting focused on facts collected, not scope re-open.

. Option value — Future benefit preserved by acting early.

. Decision cadence — Rhythm for making/reviewing decisions at the right horizon.
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Final Note of Gratitude

Thank you for dedicating time and focus to this material. Each concept and tool here was
designed to provide clarity and strategic vision.

The fact that you are here—investing in yourself and your organization—is proof of
leadership commitment.

Remember: true impact comes not only from learning but from applying and sharing it.
May this guide support wiser decisions, deeper conversations, and more meaningful
transformations.

Reference to the HBT PORTAL™

The place where each week you will find:

. Practical ebooks.
« {3 Podcast summaries on Spotify.
« ¥, Videos on YouTube.

All designed to connect innovation with the human.

% HBT PORTAL™
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https://sites.google.com/view/javiersimpleman/bp4_recursos_en
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