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

Designing Adaptive Organizational Structures

Focus: A practical guide in five pillars:

1. Flexibility in roles and accountabilities

2. Multidisciplinary teams

3. Reducing unnecessary hierarchies

4. Agile decision-making processes

5. Periodic evaluation of the structure
Getting Started

Why adaptive structures win

Clarity and autonomy: Decisions happen where information lives.
Speed with safety: Guardrails replace bottlenecks.

Resilience: Teams reconfigure without chaos when priorities shift.
Engagement: People see line of sight from role to outcome.
Learning: Structures evolve via evidence, not opinion.

Purpose of this guide — five objectives

Clarify what “adaptive” means for your context (market, regulation, risk).
Provide tools to design roles, teams, and decision rights.

Operationalize cross-functional work without “matrix confusion.”
Institutionalize review cadences that prevent org drift.

Embed KPIs and rituals so adaptation becomes your normal.

M

How to use this guide

Treat each pillar as a 90—120 minute workshop.

Publish outputs in a shared workspace; review monthly.
Convert checklists into quality gates for funding and hiring.
Track KPIs on a visible leadership dashboard.

Re-run the full cycle each quarter or after major strategy shifts.
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Module — Five Subtopics

Each pillar includes: Definition — Practical framework — Example (hypothetical if
needed) — Exercise (roles, inputs, time, deliverables) — Template (example + blank)
— Checklist — Suggested KPIs.

1) Flexibility in roles and responsibilities

Definition

A discipline to expand or contract the scope of a role based on strategy and flow of
work—without losing accountability. Flexibility # ambiguity; it’s clear outcomes with
adjustable methods.

Practical framework — A.C.E. Roles (Accountabilities - Capabilities -
Evolution)

1. Accountabilities (outcomes you own): measurable, few, visible.
Capabilities (skills & tools): the means to deliver those outcomes.

3. Evolution (how the role flexes): scenarios that trigger expansions, swaps, or
handoffs; the review cadence; training path.

Rules of thumb

e Write roles as Outcome Statements (“Own X result by Y metric”) rather than task
lists.

e Keep no more than five enduring accountabilities per role.

e Preface flex points with IF/THEN clauses (e.g., If launch enters Phase 2, then CX
Wins “adoption” outcome from Product Ops).

Example applied (hypothetical)

A “Data Product Manager” owns adoption, data quality fitness, and value realization.
During a market expansion sprint, the role temporarily inherits “enablement of field sales
telemetry” from Analytics Enablement, with a 60-day reversion trigger post-launch.
(Hypothetical)
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Workshop exercise (90 minutes)

e Roles: HRBP (facilitator), Function Leads, PMO/Operations, 1-2 high-performing
ICs per area.

e Inputs: Current job descriptions, OKRs/KPIs, process maps, incident/post-mortem
notes.

e Timebox: 20’ align on top outcomes; 40’ rewrite roles using A.C.E.; 20’ define flex
triggers; 10’ publish change log.

e Deliverables: Role Cards (one page per role) + Flex Trigger Matrix.

Template — Role Card (A.C.E.)

Core Flex triggers
Role accou?ig;nlltles Capabilities (IF/THEN) KPIs Owner

IF “Expansion

[Example]  Adoption %, Product sense; Sprint” THEN Adoption

. . o e S50/
Data Product Fitness score, SQL; inherits “Field _.65 0 CPO
Manager Realized savings stakeholder telemetry Fitness
mgmt enablement” for 60 >0.95
days

Checklist

e ' Outcomes are measurable; tasks are secondary.

e | Fiex triggers are explicit, time-bound, and reversible.

o | No overlapping final accountability for the same KPI.

o« Training path and shadowing defined for expansion scenarios.

o« | Change log published; employees acknowledged.
Suggested KPIs

o % roles with A.C.E. cards; average time to update roles after strategy change;
conflicts/escalations about ownership; onboarding time to productivity; employee
role-clarity score.
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2) Multidisciplinary teams
Definition

Stable, outcome-oriented teams that bring the minimum skills to deliver a customer or
business outcome end-to-end, with clear service interfaces to the rest of the organization.

Practical framework — M.A.P. Teams (Mission ‘- Architecture - Protocols)

1. Mission: Target user/outcome; boundaries; success metrics.
Architecture: Skills mix, team size (typically 5-9), seniority shape (T-shaped,
n-shaped), service contracts with enabling groups.

3. Protocols: Cadences (standups, demos, reviews), artifacts (backlog, decision log),
escalation lanes, integration tests with adjacent teams.

Staffing guidance

e Start with Minimum Viable Team (MVT): product/ops, design/process,
engineering/automation, data/BI, QA/risk.

e Prefer long-lived teams over project teams; swap missions, not people, when
possible.

Example applied (hypothetical)

A “Customer Onboarding” team’s mission is “Activate 80% of signed customers in <7
days.” Architecture includes product, process analyst, two engineers, one data analyst, QA,
and a shared compliance advisor. Protocols define weekly demo, monthly risk review,
and a service contract with Security for audits. (Hypothetical)

Workshop exercise (120 minutes)

e Roles: GM/BU Lead (sponsor), PM/PO, Engineering Lead, Design/Process, Data,
QA/Compliance, HRBP.

e Inputs: Top outcomes, current process maps, complaints/incidents, skill inventory,
capacity constraints.

e Timebox: 30’ define mission; 40’ design architecture; 30’ protocols & service
contracts; 20’ agree metrics and start date.

e Deliverables: Team Charter + Service Contract Map.
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Template — Team Charter (M.A.P.)

Team

[Example]
Customer
Onboarding

Checklist

a1 1 1 T

Suggested

Mission

(outcome & Skill mix Size Protocols Service
metric) contracts
0% PM, 2 Eng, Data, Standup daily;  Security
. QA, Process, demo weekly;  (audits),
activated <7 . 7 . . . o
days Compliance risk review Finance (billing
(advisor) monthly data)

Mission framed as user/business outcome, not output.

Skill mix matches critical path; no key gap left to “future hire.”
Protocols include demo/review to create transparency.

Service contracts specify inputs/SLAs with enabling teams.

Team stability protected; context moves more than people.

KPIs

e Time to value; dependency lead time; demo cadence hit rate; incident escape rate;
employee engagement on the team; % missions achieved per quarter.
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3) Reducing unnecessary hierarchies

Definition

Flatten where it helps learning and speed, not as a cosmetic trend. The goal is fewer
layers between customer signal and decision—with the right spans for effective
leadership.

Practical framework — S.L.I.M. Layers (Signal - Leverage - Interlock -
Measure)

1. Signal: What decisions should live closest to customers/data?
Leverage: What managerial layers amplify coaching, standards, and capacity vs.
merely approve?

3. Interlock: How will cross-team work resolve without escalation (peer forums,
architecture councils, guilds)?

4. Measure: Track span of control (contextual), cycle time, rework, and leadership
load.

Design cues

e Default to two operating layers around the work: Team and Area/Tribe; add a
Platform/Enablement layer only if it reduces global toil.

e (reate horizontal mechanisms (forums, councils, communities of practice) to
avoid re-growing vertical approvals.

Example applied (hypothetical)

A scale-up moves from five layers (IC — Lead — Manager — Director — VP — C-suite)
to four (IC — Lead — Group Lead — C-suite). They introduce peer design reviews and a
Risk & Ethics Council so decisions don’t keep bubbling up. Cycle time falls by 20%.
(Hypothetical)

Workshop exercise (90 minutes)

e Roles: CEO/GM (sponsor), HRBP/Org Design, Finance, 2—3 Area Leads, 4 ICs.

e Inputs: Org chart, decision logs, cycle-time data, employee survey comments, risk
incidents.

e Timebox: 25’ map current layers & spans; 30’ propose S.L.I.M. target; 25 define
forums/councils; 10’ plan comms & transition.

e Deliverables: Span & Layer Inventory + Forum/Council Charter.
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Template — Span & Layer Inventory

Current Avg Decision pain Target
layers span points layers/span
[Example] Approvals ) Create Design
Product & 5 4.5  delay; unclear 461_1§yers, span Council; retire
Tech standards Manager layer

Unit Actions

Checklist

Each layer has a distinct value (coaching, standards, capacity).
Decisions and risks have a home; peer forums defined.
Communication plan addresses career paths in flatter orgs.

Role of enablement/platform teams clarified.

a1 1 1 T

° Transition managed with change impact and support.

Suggested KPIs

Owner

CTO

e [ead time from proposal — decision; rework from late approvals; manager:IC ratio

vs. coaching quality; % decisions resolved at peer level; employee clarity on

forums.
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4) Agile decision-making processes

Definition

A lightweight, owned and auditable way to decide with speed and accountability. The
method matters less than clarity of roles, evidence, and timeboxes.

Practical framework — D.A.R.E. Decisions (Driver - Advisors -
Recommender - Endorser)

e Driver orchestrates, runs the process, ensures closure.

e Adyvisors bring risk, domain, and ethics perspectives.

e Recommender synthesizes options and proposes.

e Endorser commits resources and accepts risk.
Practices

e Use a single-slide decision brief: context, options, trade-offs, risks,
recommendation, success criteria, review date.
e Timebox decisions (e.g., 10 business days) with an escalation path if blocked.

Example applied (hypothetical)

To choose a fraud-detection vendor, the Driver (Fraud PM) convenes Advisors (Security,
Legal, Customer Ops), the Recommender (Data Lead) compares two finalists, and the
Endorser (CFO) signs based on TCO and risk posture. Review set for 90 days.
(Hypothetical)

Workshop exercise (75 minutes)

e Roles: Area Lead (facilitator), prospective Drivers, cross-functional Advisors,
PMO.

e Inputs: Last 10 significant decisions, their durations/outcomes; risk register.

e Timebox: 20’ map common decisions; 30’ assign D.A.R.E.; 15’ create brief
template; 10” define SLAs and escalation.

e Deliverables: Decision Playbook + Repository.
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Template — Decision Record (D.A.R.E.)

Decision Driver Advisors Recommender Endorser Options & SLA Review
trade-offs date
Vendor A
Security, cheaper; B
[Example]  Fraud Legal, CX Data Lead CFO better recall; 10d 90d
Fraud vendor PM :
Ops privacy
impacts
Checklist
o I Decision Drivers are named with SLAs.
o« Options show trade-offs and risk/ethics notes.
o« Endorser identified before the analysis work begins.
o I Decision records are searchable.
o« Review dates ensure learning and pivot potential.
Suggested KPIs

e Median decision time; % decisions made within SLA; % decisions with review
outcomes (confirm/pivot/stop); regret rate (post-mortem reversals); stakeholder
satisfaction.
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5) Periodic evaluation of the structure

Definition

A scheduled, evidence-based review of org fitness vs. strategy, captured in a Structure
Health Scorecard and a Quarterly Adaptation Plan.

Practical framework — O.R.G. Fitness (Outcomes * Risks - Governance)

1. Outcomes: Are strategic results improving? Where are bottlenecks?

2. Risks: People/ethics, compliance, key person dependency, burnout.

3. Governance: Are roles/teams/decisions working as intended? Which forums add
noise vs. signal?

Cadences

e Monthly light check (1 hour per area) with 3—5 KPIs.
e Quarterly deep review (half-day): structural experiments, spans/layers, team
missions, partner interfaces.

Example applied (hypothetical)

Quarterly review shows the Acquisition mission consistently missing targets due to data
dependency on a separate Analytics team. Adaptation: embed a data analyst into the
mission team; retire a cross-team committee. (Hypothetical)

Workshop exercise (90 minutes)

e Roles: GM/BU Head (sponsor), HRBP/Org Design, PMO, Finance, 2 IC
representatives.

e Inputs: KPI dashboard, D.A.R.E. records, span/layer inventory, burn-down of
initiatives, pulse survey results.

e Timebox: 25’ review O.R.G. data; 30’ discuss gaps and experiments; 25’ draft
Adaptation Plan; 10’ agree communications.

e Deliverables: Structure Health Scorecard + Quarterly Adaptation Plan.
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Template — Structure Health Scorecard

Dimension Indicator Baseline Current Target Owner Action
[Example]| Decision Median days < Escalation lane
speed (D.AR.E.) 16 1 =10 PMO v2
Checklist

o« Scorecard published with owner narratives.

o« | Experiments have clear hypotheses and stop dates.

o« | Career/compensation implications addressed transparently.

o« I Sunsetting of unused committees/forums executed.

o« Learnings feed back into role/team/decision templates.
Suggested KPIs

e Scorecard coverage; score improvement quarter-over-quarter; number of structural
experiments run/retired; committee/forum count; employee clarity index.

JavierSimpleMan™
Collection: Irreplaceable in the Al Era™ — "Because leadership begins with you"



Global Templates & Tools

A) Prioritization Rubric (Impact x Effort)

Impact  Effort Next

Initiative (1-5) (1-5) Priority Owner milestone Date
[Example] Stand up . Pilot with 3 2025-03-
D.A.R.E. repository > 2 High ~ PMO areas 31

B) RACI Matrix (Program)

Activity R A C I Deliverable Date
[Example] .
GM/BU Finance, All Area Health Scorecard + 2025-0
g:jgzly Org HRBP/PMO Head Legal Leads  Adaptation Plan  4-15

C) KPI Board
g, . Data
KPI Definition Target Baseline Frequency Owner
source
[Example] Decision % decisions closed _ g, 0 D.AR.E.
SLA hit rate within SLA 285% 52%  Monthly  PMO

D) Human—Cultural Risk Map

Probability Impact

Risk (H/M/L) (H/M/L) Mitigation Owner Status
[Exgmple]_ Role M o A.C.E. cards + HRBP In
ambiguity in flex comms plan progress
E) 30-60-90 Day Plan (by role)

Horizon Objective Actions Owner Indicators  Deliverable
[Example] 30 Publish Role Draft A.C.E. for HRBP + 100% roles Role library
days Cards 10 key roles Area Leads posted vl

Launch Train Drivers; SLA hitrate  Decision
60 days D.ARE. create repo PMO >70% playbook
90 days Run.Org Scorepard + GM - PMO 3 e?iperlments Adaptation

Review experiments active plan
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Horizon Objective Actions Owner Indicators  Deliverable

Recommended digital tools: Notion/Confluence (cards & repositories), Sheets/Airtable
(registers), Miro (workshops), Power BI/Looker (dashboards), Jira/Trello (execution),
HRIS for role libraries, e-signature for updated contracts.
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Summary & Next Steps

What you now have

D.A.R.E. Decisions to move fast with auditability.

Next-steps checklist

A.C.E. Role Cards to flex scope with accountability.
M.A.P. Team Charters to staff for outcomes, not functions.
S.L.LLM. Layers to flatten where it matters and create peer forums.

O.R.G. Fitness to review and adapt the structure each quarter.

Planned Include flex triggers

Planned Use M.A.P. template

Planned Pilot in one area

Next step Owner Deadline Status Notes
Draft A.C.E. cards for top 12 roles HRBP + Leads 2 weeks
Charter 2 multidisciplinary teams GM/BU + 3 weeks
PMO
Deﬁng D.A.R.E. SLAs & PMO 7 weeks
repository
Run Span & Layer inventory HRBP 3 weeks

Schedule first Org Fitness review GM/PMO 4 weeks

Planned Prepare comms plan
Planned Publish scorecard
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Self-Assessment (15 items; 1-5 scale)

How to calculate: Average all items (1-5).
Ranges: 4.2-5.0 High (scale the model; automate telemetry), 3.2—4.1 Medium (stabilize
rituals; close gaps), <3.1 Low (start with Roles + Decisions basics).

Key roles have A.C.E. cards with flex triggers.

Role clarity score (pulse) is improving.

Multidisciplinary teams have M.A.P. charters with service contracts.
Missions are outcome-based and measurable.

Dependency lead time is trending down.

Span & Layer inventory is current and informs hiring.

Peer forums/councils resolve most cross-team issues.

A D.A.R.E. process exists with named Drivers and SLAs.

. Decision records are searchable and reviewed.

10. Review dates lead to confirm/pivot/stop outcomes.

11. Monthly Org Fitness scorecard is published with owner narratives.
12. Structural experiments have hypotheses and stop dates.

13. Communication plans accompany structural changes.

14. Onboarding time-to-productivity is decreasing.

15. Employee confidence in the org design is rising.

000 NON U R W~

Recommendations by range

e High: Automate decision telemetry; formalize communities of practice; tie
compensation signals to outcome ownership.

e Medium: Harden service contracts; standardize D.A.R.E. briefs; schedule quarterly
fitness reviews.

e Low: Publish 10 Role Cards; run one Team Charter; implement a basic Decision
Record.
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Glossary (15 terms)

Nk LD —

o

10.
I1.

12.
13.
14.
15.

A.C.E. Roles — Role design framing accountabilities, capabilities, and evolution.
Flex Trigger — Condition that temporarily expands/shifts a role.

Outcome Statement — Role written as an owned result, not a task list.

M.A.P. Team — Team charter built on Mission, Architecture, and Protocols.
Service Contract — Agreement defining inputs/SLAs between teams.

T-Shaped / m-Shaped — Skill profiles combining depth with breadth.

S.L.LLM. Layers — Layering model focused on signals, leverage, interlocks,
metrics.

Span of Control — Number of direct reports per manager (contextual).

Peer Forum / Council — Cross-team body that resolves decisions without
escalation.

D.A.R.E. — Decision roles: Driver, Advisors, Recommender, Endorser.

Decision Brief — One-page summary of context, options, risks, and
recommendation.

Decision SLA — Timebox for closing a decision.

O.R.G. Fitness — Outcomes, Risks, Governance review of structure health.
Adaptation Plan — Quarterly change set to adjust roles, teams, layers, or forums.
Decision Repository — Searchable archive of records and reviews.
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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/bp6_recursos_en
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