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

Strengthening Leadership in Changing Environments

Focus
A practical field guide for executive sponsors, transformation leaders, and team managers
to lead with clarity, speed, and trust—while growing the next generation of leaders.

Getting Started

Why leadership capacity is the ultimate constraint

Strategy, budget, and technology are necessary, yet insufficient. The real bottleneck is the
capability to adapt without confusion, to decide fast and well, to communicate when
signals conflict, to create psychological safety with accountability, and to build a
pipeline of leaders who multiply impact.

Five objectives of this guide

Establish a repeatable method to build adaptive skills.

Install a decision-making system that balances speed and rigor.
Communicate clearly when certainty is impossible.

Inspire confidence and protect momentum through trust.
Design a simple, fair succession pipeline tied to outcomes.

M

How to use this guide
Run each subtopic as a 90—150 minute workshop. Publish outputs, assign owners, set dates,
and review progress monthly.
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Module — Leadership in Change
1) Develop Adaptive SKkills

Definition

Adaptive skill is the capacity to learn, unlearn, and relearn quickly in response to
shifting conditions—translating ambiguity into action without waiting for perfect
information.

Practical Framework — A.D.A.P.T. Loop
Aim — Detect — Adjust — Practice — Teach

e Aim: Name the outcome (what “good” looks like) and boundaries (what must not
break).

e Detect: Scan weak signals: customers, frontline patterns, leading KPIs, emerging
risks.

e Adjust: Run small, reversible changes before big bets.

e Practice: Codify the new way (SOP, checklist, guardrails).
e Teach: Share learning through briefings, demos, and coaching; make it teachable so
it scales.
Enablers

e Short feedback cycles (weekly) beat heroic quarterly pushes.
e Reversible moves protect against over-commitment.
e Working agreements keep teams aligned under pressure.

Applied Example (caso hipotético)

A regional operations team faces a spike in demand with supply volatility. Instead of
freezing releases, the leader runs an A.D.A.P.T. loop: narrows the aim to “protect top-tier
customers,” detects SKU-level risk via daily dashboards, adjusts by creating swap rules for
equivalents, practices the rule set in one city, and then teaches the pattern across regions.
Stockouts for priority customers drop 42% in two weeks.

Team Exercise — Adaptive Sprint Kickoff (120 minutes)

e Objective: Create one A.D.A.P.T. loop with outcomes, experiments, and guardrails.

e Roles: Business owner (chair), Ops lead, Data/Analytics, CX, Risk/Compliance,
Frontline reps.

e Inputs: Current outcomes, constraints, leading indicators, risk register.
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1. Aim: Clarify the 30-day outcome and hard constraints (20m).
2. Detect: List 68 weak signals; choose top 3 to monitor weekly (25m).
3. Adjust: Design 2-3 reversible experiments with stop/continue criteria
(35m).
4. Practice: Draft SOP edits/checklists; pick pilot team (20m).
5. Teach: Plan demo/briefing schedule; assign facilitators (20m).
e Deliverables: Adaptive Sprint Plan (one page) + experiment tracker.

Template — Adaptive Sprint Plan

Outcome (30 Constraints Experiments Stop/Continue  Signal  Next
days) P Criteria Owner Review
L 0k0
Malptaln 295% Budget neutral; El: swap Stop if CSAT <
service level for . . . Ops
! compliance equivalents; E2: 4.2 or incidents . 15/07
Tier-A . Analytics
unchanged daily demand cap >3
customers
Checklist
o« I Outcome and non-negotiables are explicit.
o« I Experiments are reversible and time-boxed.
o« I Signals are leading, not only lagging.
e | sop changes drafted before scaling.
o« | Teaching plan scheduled (demo/briefing/coaching).
Suggested KPIs

Cycle time to implement adjustments; # experiments run vs. completed; % experiments that
met criteria; learning speed (days from decision — SOP update); capability coverage
(teams briefed/total).
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2) Make Fast and Effective Decisions

Definition

Decision quality is clarity of choice + speed to commitment + disciplined
follow-through. In change, the enemy is not error—it is indecision.

Practical Framework — R.A.P.I.D.E. Decisions

Responsibility — Alternatives — Principles — Impact & risk — Decide & document —
Execute & evaluate

o Responsibility: Name the D-owner (the decider) and the R-owner (the

recommender).

Alternatives: Generate at least three viable options; force real trade-offs.

Principles: Write 3—5 criteria that matter (customer impact, cost, time, risk).

Impact & risk: Quantify expected value and worst-case in clear ranges.

Decide & document: Choose, plus what we will not do; capture dissent

respectfully.

o Execute & evaluate: Assign owners/dates; define the review checkpoint in
advance.

Tripwires

e Irreversible/expensive — increase evidence; add pre-mortem.
e Reversible/cheap — bias to action; learn fast.

Applied Example (caso hipotético)

A product leader must choose between building a native feature, buying a third-party
module, or delaying the release. Using R.A.P.I.D.E., the team scores options on impact,
time-to-value, risk, and cost. They buy the module with a 12-month exit clause, ship in 4
weeks, and plan a native build if adoption surpasses a threshold. Decision memo signed;
review set at week 8.

Team Exercise — Decision Jam (90 minutes)

e Objective: Produce a documented decision with owners, dates, and review.

e Roles: D-owner (chair), Recommender(s), Finance partner, Risk/Legal, CX/Tech
reps.

e Inputs: Problem statement, constraints, data snapshot, budget guardrails.
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e Steps:
1. Clarify D-owner and problem framing (10m).
2. Generate 3 options and define principles (25m).
3. Assess impact & risk with simple ranges (25m).
4. Decide, document, assign, schedule review (30m).
e Deliverables: One-page Decision Memo.

Template — Decision Memo (R.A.P.I.D.E.)

Problem D-Owne Ontions  Principles Choice & Owners & Review
r P P Rationale Dates Date

How to deliver Build / Impact. Time Buy with Eng Lead
capability X in Product Buy / Rist C’os ¢ ’12-mo exit  (build), Vendor 30/08
Q3 Delay ’ clause Mgr (contract)
Checklist

o D-owner named; not a committee.

o I Three real alternatives, not variants of one.

o« I Principles written before scoring.

o« We stated what we will not do.

o | Review checkpoint on the calendar.
Suggested KPIs

Decision lead time; % decisions with three options; adherence to review dates; % decisions
reversed (with learning captured); time from decision — first customer impact.
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3) Communicate Clearly in Uncertainty

Definition

Clear communication under uncertainty is honest framing of what is known/unknown,
what changes, and what you expect people to do next, with empathy and precision.

Practical Framework — C.L.A.R.I.T.Y. Briefs

Context — Line of sight — Assumptions — Risks & responses — Instructions (next
moves) — Timeline — Your channels

Context: What happened/why now.

Line of sight: How it affects customers/teams.
Assumptions: What we believe today (may change).
Risks & responses: Top 3 risks and mitigations.
Instructions: What to do this week and today.
Timeline: Key dates/decision gates.

Your channels: Where updates and Q&A will happen.

Tone anchors

Direct but kind.

No jargon; no hedging.

Say “I don’t know—yet.”

Close the loop with the next update time.

Applied Example (caso hipotético)

A regulatory change could impact billing. The leader sends a C.L.A.R.L.T.Y. brief within
24 hours: shares what is known, assumptions, top risks (penalties, customer churn, system
changes), the immediate instruction (freeze new pricing experiments), the timeline (30-day
window), and channels (weekly all-hands + Slack Q&A). Anxiety drops; questions move
from rumor to facts.

Team Exercise — Clarity Brief Writing Lab (90 minutes)

Objective: Draft and rehearse a two-page clarity brief and a 3-minute talk track.
Roles: Business owner, Comms lead, Legal/Risk, Frontline rep, PM.
Inputs: Situation summary, current data, open questions, decision gates.
Steps:
1. Fill the C.L. A.R.LT.Y. canvas (30m).
2. Draft the brief and extract a 3-minute talk track (30m).
3. Rehearse with two rounds of feedback (30m).
e Deliverables: Clarity Brief vl + Talk Track.
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Template — C.L.A.R.L.T.Y. Canvas

Section
Context
Line of sight
Assumptions
Risks &
responses
Instructions
Timeline
Your channels

Content
New regulation affects billing from 01/09; draft under review
Potential change for plans A/B; ops impact medium
No retroactive effect; 30-day grace period
R1 penalties — legal review; R2 churn — proactive outreach; R3 system
updates — freeze experiments
Pause new price tests; log affected accounts; daily stand-up 9:00
Preliminary decision 15/08; final 28/08
Weekly all-hands; #pricing-updates channel

Checklist
e ' Whatis known/unknown is explicit.
o« | Top three risks and mitigations listed.
o« | Concrete next actions and owners.
o | Next update when/where specified.
o« I Talk track rehearsed; FAQs prepared.
Suggested KPIs

Message comprehension (pulse survey); time to first update after event; rumor incidence
(tracked in channels); % employees who can restate the plan; # resolved FAQs vs. open.
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4) Inspire Confidence in the Team

Definition

Confidence is the team’s felt belief that leaders will tell the truth, protect the mission, and
recognize people fairly. It is built by credibility (I do what I say), reliability (I show up),
intimacy (I listen), and self-orientation (I put the mission before ego).

Practical Framework — T.R.U.S.T. System

Tell the truth — Ritualize reliability — Understand people — Share ownership — Track &
celebrate

e Tell the truth: Default to transparency; share constraints and trade-offs.

e Ritualize reliability: Daily/weekly check-ins, crisp promises, visible
follow-through.

e Understand people: 1:1s, strengths, motivators, constraints; document and use.

Share ownership: Empower decisions close to the work; clarify boundaries.

e Track & celebrate: Publish commitments; recognize wins publicly and
specifically.

Signals of low trust
High rumor traffic, decision whiplash, “quiet avoidance,” low risk-taking, sandbagged
targets.

Applied Example (caso hipotético)

An engineering group drifts after a failed release. The director installs the T.R.U.S.T.
system: transparent post-mortem; weekly roadmap check-ins; 1:1 listening tour; decision
rights clarified (who decides what); and a visible recognition board for small wins. Within a
month, pull requests per engineer rise 18%, and cross-team escalations drop.

Team Exercise — Trust Accelerator (120 minutes)

Objective: Design two trust rituals and a public commitment board.
Roles: Leader (chair), People partner, Team reps, Scrum master/PM, Commes.
Inputs: Team health survey, commitment logs, incident history.
Steps:
1. Identify top two trust gaps (20m).
2. Choose two rituals (e.g., Friday Wins; Monday Commitments) (30m).
3. Define decision rights (RACI snapshot) (30m).
4. Build a public board (Trello/Notion/Slack) (20m).
5. Plan recognition cadence (20m).
e Deliverables: Trust Rituals Charter + Commitment Board.
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Template — Commitment Board (Weekly)

Commitment Owner Due Status Recognition Note
Fix flaky tests in service X QA Lead 18/07 In progress Call-out in Friday Wins

Checklist
e | Two consistent rituals on the calendar.
e | Decision rights written and visible.
e ' Public board of commitments.
o« I Recognition specific and frequent.
o« I Anonymous channel for concerns.
Suggested KPIs

Team confidence index; on-time commitments; voluntary idea submissions; cross-team
escalations; retention/absence trends; peer recognition count.
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5) Develop Successor Leaders

Definition

Succession is the systematic identification, development, and deployment of people who
can lead key missions within 624 months—tied to real outcomes, not tenure or politics.

Practical Framework — G.R.O.W. Pipeline

Goals — Roles & readiness — Operating exposure — Weighted evaluation

Goals: Define critical roles and capability goals (what must be true to scale).
Roles & readiness: Map successors by Ready now / 12 months / 24 months.

Operating exposure: Assign mission rotations, shadowing, and P&L exposure.
Weighted evaluation: Quarterly review using results (60%) + behaviors (40%).

Fairness guardrails
Transparent criteria, diverse slates, structured feedback, sponsorship (not just mentorship).

Applied Example (caso hipotético)

A growth VP plans for two new country launches. The team builds a G.R.O.W. pipeline:
defines role outcomes, maps three candidates each, assigns operating rotations (pricing
council, field ops, enterprise deals), and evaluates quarterly. Within nine months, one
“12-month” candidate is ready now and leads the next launch.

Team Exercise — Succession Design Session (150 minutes)

e Objective: Produce a one-page succession map and 30-60-90 plans for top
candidates.

e Roles: Business leader (chair), HR partner, Functional heads, Finance, DEI lead.
Inputs: Org chart, role outcomes, performance data, development resources.
e Steps:

1. Identify critical roles and outcomes (25m).

2. Build readiness map (Ready now/12/24) (35m).

3. Assign operating exposure and sponsors (35m).

4. Draft 30—-60-90 development plans (35m).

5. Schedule quarterly reviews (20m).
e Deliverables: Succession Map + Development Plans.
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Template — Succession Map (G.R.0O.W.)

Next
Review

COO  30/09

Critical Role Candidate Readiness Exposure Plan Sponsor

Country GM — A Romero 12 months Prlclpg council + Field
Andean Region rotation

ChecKklist

Outcomes for each critical role are explicit.
At least 3 candidates per role considered.
Operating exposure linked to capability gaps.

Sponsor assigned and accountable.

171 1 1 T

° Quarterly review on calendar; notes stored.

Suggested KPIs

Bench strength (2+ ready candidates per role), time-to-fill leadership roles, % internal vs.
external fills, diversity of successors, development plan completion, promotion success
rate.
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Global Templates & Tools (copy-ready)
Each includes one example row + one blank row to duplicate.
A) Prioritization Rubric (Impact x Effort)

Impact  Effort

Initiative (1-5) (1-5) Priority Responsible Next milestone Date
Launch Decision Jam . Strategy Memo pack
for Q3 bets > 2 High Lead approved 22/07
B) RACI Matrix (Leadership Capacity Program)
Activity R A C I Deliverable Date
Adaptive Sprint Kickoff Ops Lead COO Analytics, CX Legal Sprint plan 05/08
C) KPI Board
KPI Definition Target Baseline Frequency Owner Source
Dec1s10n lead Avg glays from framing — <7 16 Weekly ~ PMO Decision
time decision log
D) Human-Cultural Risk Map
. Probability Impact PN
Risk (H/M/L) (H/M/L) Mitigation Owner Status
Chgnge o L}mlt WIP; rotate teams; HR/PMO Active
fatigue visible wins
E) 30-60-90 Plan (per role)
Horizon Objective Actions Responsible  Indicators Deliverable
Install Train facilitators;  Strategy .
30 days Decision Jam run 2 pilots Lead 2 memos signed Playbook v1
Scale clarity ~ Create templates; >70% e
60 days briefs coach leaders Comms comprehension Brief library
90 days Bench Approve 30-60-90 HRBP 0% on track Succession
strength ready dev plans map
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Recommended digital tools

Miro / FigJam for frameworks and workshops.
Docs/Sheets/Notion for templates and logs.

BI (Power BI, Looker) for decision and trust KPIs.
Project/OKR tools for commitment boards and review cadences.
LMS for micro-learning and certification tracking.
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Summary & Next Steps

What you can deliver in 90 days

One Adaptive Sprint producing real learning and SOP updates.

A Decision Jam cadence with documented choices and reviews.
A Clarity Brief library and talk tracks for high-uncertainty events.
Two Trust rituals plus a public commitment board.

A working succession map with development plans and sponsors.

Next-Steps Checklist (tabla obligatoria)

Proximo paso Responsable Plazo Estado Observaciones
Run Adaptive Sprint Kickoffin (v 4 DD/MM Abierto Use A.D.APT. loop
Priority Unit
Launch Decision Jam for top .
Q3 choices Strategy Lead DD/MM Abierto Apply R.A.P.I.D.E.

Publish Clarity Brief templates
& train leads
Stand up Trust rituals + Business Friday Wins + Mon

commitment board Lead DD/MM Abierto Commitments

Build Succession Map and
30-60-90 plans

Comms DD/MM Abierto Add talk tracks

HRBP DD/MM Abierto Quarterly reviews booked
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Self-Assessment (15 questions)
Rate 1-5 (1 = Strongly Disagree, 5 = Strongly Agree).

Our teams can name a 30-day outcome and non-negotiables for current changes.
We run reversible experiments before committing to big bets.

We review leading signals weekly and adjust accordingly.

Every major decision has a named D-owner and three alternatives.

We document choices and schedule review checkpoints up front.
Leaders can deliver a 3-minute clarity brief on complex topics.
Employees know where/when updates happen and how to ask questions.
We have two trust rituals on the calendar that we actually keep.

. A public commitment board tracks promises and progress.

10. Managers conduct listening 1:1s and act on themes.

11. Critical roles have clear outcomes and mapped successors.

12. Successor development uses operating exposure (not only courses).

13. Sponsors for top candidates are named and accountable.

14. We run monthly reviews on leadership KPIs and close actions on time.
15. Our bench strength allows us to fill roles internally within 90 days.

DO NG AW~

Scoring (sum 15-75)

e 15-34 (Low): Start with Adaptive Sprint + Decision Jam; publish clarity brief
template; pick two trust rituals. Build a skeleton succession map for one critical
role.

® 35-54 (Medium): Harden cadences (weekly ops, monthly leadership review);
certify leaders on talk tracks; assign sponsors and exposure rotations.

e 55-75 (High): Scale across units; tie bonuses to leadership KPIs; create a
community of practice and mentor network.
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Glossary (15 terms)

1. Adaptive loop: Short cycle of aiming, detecting signals, adjusting, practicing, and
teaching.

2. Reversible experiment: A change that can be rolled back with limited cost/impact.

3. D-owner: Person with authority and accountability to make a decision.

4. Decision memo: One-pager that frames options, principles, choice, and owners.

5. Tripwire: Predefined threshold that triggers a specific action or review.

6. Clarity brief: Structured communication for uncertain, evolving situations.

7. Talk track: Concise verbal summary aligned to the written brief.

8. Trust ritual: Repeated practice (e.g., check-ins, wins) that signals reliability.

9. Commitment board: Shared, visible list of promises and progress.

10. Operating exposure: Real-world responsibility that builds readiness (rotations).

11. Sponsor: Senior leader who actively opens doors for a candidate.

12. Ready now / 12 / 24: Readiness time horizons for succession mapping.

13. Bench strength: Depth and diversity of qualified successors for key roles.

14. Psychological safety: Team climate where people speak up without fear.

15. SOP (Standard Operating Procedure): The current agreed way we perform work.
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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/bp3_recursos_en
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