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

Identify Diversification Opportunities

Focus
Five routes to diversification that connect directly to revenue, risk, and capability building:

New customer segments

New sales channels

Extending the product/service line
Strategic alliances

Innovation in the value proposition

Al

Getting Started

Why this topic matters now

e Resilience: Broaden revenue bases to absorb shocks.

e Relevance: Follow customers as their needs evolve with Al.

e Return: Allocate capital to adjacencies with positive unit economics.
e Retention: Offer more complete outcomes, not just more features.

Five objectives of this guide

Build a portfolio view of diversification options.

Standardize evidence and economics before investing.

De-risk execution with pilot-to-scale gates.

Align leadership on roles, cadences, and thresholds.

Keep diversification human-centered—reducing friction for teams and customers.

N

How to use this guide

Read linearly to install the full system or jump to the subtopics you need. Run each exercise
as a workshop-in-a-box. Store outputs in your StrategyOS
(Notion/Confluence/SharePoint) and review them in the Quarterly Growth Council.
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Module — Identify Diversification
Opportunities

1) New Customer Segments

Definition

Systematically entering adjacent customer groups (industries, company sizes,
geographies, roles) where your capabilities solve comparable jobs, with validated
demand and viable economics.

Practical Framework — ICP — NCP Ladder

1. Define ICP (Ideal Customer Profile) now: job-to-be-done, triggers, economics.

2. Map NCPs (Next Customer Profiles): look for job similarity, regulation, data
context, and switching costs.

3. Evidence tiers: desk research — expert calls — discovery interviews — smoke
tests — paid pilots.

4. Economics: ARPU/ACV, CAC by motion, payback, support cost, gross margin.

Capability fit: product gaps, compliance, data integrations, services.

6. Go/No-Go gates: pre-agree thresholds (e.g., >3 paid pilots in 90 days, CAC < 1.5x
core).

e

Applied Example (hypothetical)

A workflow SaaS serving mid-market financial services explores healthcare providers
as NCP. Jobs match (“audit-ready collaboration”), but data privacy needs are stricter.
Discovery yields 12 interviews; two smoke-test landing pages produce 86 qualified leads;
three paid pilots demonstrate time-to-compliance reduced by 40%. CAC is 1.4x core,
payback 12 months—within gates. The council approves scale-up.

Team Exercise — Segment Discovery Sprint (120 minutes)

e Objective: Produce a ranked shortlist of NCPs with test plans.
e Roles: Strategy (facilitator), Product, Sales Ops, Marketing, Customer Success,
Legal/Compliance, Regional Leads.
e Inputs: CRM data, win/loss notes, product telemetry, partner intel, regulatory
matrix.
e Steps:
1. Document ICP and core economics.
2. Generate NCPs through job similarity and partner insight.
3. Score for fit, economics, risk; pick top two.
4. Define smoke tests and pilot gates.
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e Deliverables: NCP scorecard, pilot charters, decision milestones.

Template — NCP Scorecard

Job . . .
NCP similarity Economics Risk (1-5, Total Pilot gate 1 Pilot
(1-5) 1-5) reversed) score gate 2
Healj[hcare 2 paid CAC <
providers > 4 3 6.0 ilots/60d  1.5% core
(LATAM) P '
Checklist
e | ICPis explicit and current.
e | NCPs generated via job similarity, not only size/geo.
e | Riskareas (compliance, integrations, support load) are costed.
o« I Pilot gates and exit criteria are pre-agreed.
o« | Owners and timelines are assigned.
Suggested KPIs

Qualified leads by NCP; pilot conversion rate; CAC vs. core; payback; gross margin by
NCP; churn/expansion in new segments.
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2) New Sales Channels

Definition

Adding or optimizing routes to market (partners, marketplaces, resellers, affiliates, inside
sales, self-serve) to reach buyers faster and cheaper while protecting brand and margins.

Practical Framework — CHANNEL Equation

Unit Contribution=Price“CoGS—Channel Costs—Enablement/Support\textbf{Unit
Contribution} = \text{Price} - \text{CoGS} - \text{Channel Costs} -
\text{Enablement/Support} Unit Contribution=Price—CoGS—Channel Costs—Enablement/Su

pport

1. Motion fit: self-serve, product-led sales, partner-led, field.
Economics: CAC by channel, rebate/commission, MDF, deal registration, margin
floors.
3. Enablement: certification, playbooks, demo tenants, SLAs, co-marketing.
4. Governance: territory rules, conflict resolution, compliance (anti-corruption, data).
5. Scale cadence: zero-to-one — one-to-many — automation (PRM/marketplaces).

Applied Example (hypothetical)

A compliance tool launches a specialist-partner channel. Contribution per deal after 20%
commission and enablement costs remains +38%. Conflict is reduced via deal-reg rules;
NPS improves due to local onboarding.

Team Exercise — Channel Zero-to-One Plan (90 minutes)

Objective: Build the business case and launch checklist for one channel.
Roles: Channel Lead (facilitator), Finance, Legal, Sales, Marketing, Support.
Inputs: Pricing, partner landscape, historical CAC, service capacity.
Steps:

1. Model contribution margin and cash payback.

2. Define partner profile and certification.

3. Write the co-marketing and deal-reg process.
e Deliverables: Channel business case, enablement kit, 90-day launch plan.

Template — Channel Business Case

Channel Target Commission/fees CAC Contrlbl.ltlon Payback Notes
segment (est.) margin (months)
Specialist
partners Healthcare 20% + MDF 1.4x% 38% 10 Deal.—reg
LATAM core required
(regulated)
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Target CAC Contribution Payback

Channel segment Commission/fees (est.) margin (months) Notes

Checklist

o« I Unit contribution modeled with sensitivity.

o I Enablement assets and SLAs defined.

o« | Conlflict rules (deal-reg, territories) documented.

o« | Compliance and data handling confirmed.

o« | 90-day metrics and review date set.
Suggested KPIs

Partner-sourced pipeline; ramp time to first deal; contribution margin by channel; win rate
by motion; certification completion; support tickets per 100 customers.
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3) Extending the Product/Service Line

Definition

Creating adjacent offers (modules, bundles, services) that increase customer outcomes,
ARPU, and retention—without eroding margins or diluting focus.

Practical Framework — CORE — ADJACENT — NEW

1. Anchor on outcomes: What measurable results do customers buy?

2. Map adjacency types: add-on modules, premium tier, managed service, training,
integrations, data packs.

3. Cannibalization guardrails: do not undercut core; use good-better-best.

4. Pricing & packaging: align with value metric (seats, usage, outcomes).

5. Delivery capacity: services load, onboarding time, partner augmentation.

6. Experiment gates: mock-ups — concierge MVP — limited beta — GA.

Applied Example (hypothetical)

A platform adds a managed onboarding service and a governance module. Early
concierge pilots deliver time-to-value improvements; attach rate reaches 42%. Pricing uses
a flat onboarding fee + module ARPU uplift.

Team Exercise — Offer Expansion Charrette (120 minutes)

Objective: Select one add-on and one service to test, with pricing hypotheses.
Roles: Product (facilitator), Design, CS, Finance, Sales, Partner Ops.
Inputs: Jobs & pains, support data, feature request logs, competitor bundles.
Steps:

1. Identify top 3 adjacency ideas.

2. Map delivery steps and capacity.

3. Draft pricing/packaging and experiment plan with gates.
Deliverables: Expansion charters (2), experiment backlog, capacity plan.

Template — Offer Expansion Charter

Value Price Delivery
Offer Type metric hypothesis capacity Gate 1 Gate2
Managed . Time-to- 2 squads+ 10 CSAT >
onboarding Service value USD 8k fixed partners customers/quarter 4.5/5
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Checklist

o« | Outcome and value metric are explicit.
o« | Cannibalization risks assessed; packaging consistent.
o« | Delivery capacity and partner support confirmed.
o« Experiment gates with success/stop criteria set.
e ' Finance signed off on margin impact.
Suggested KPIs

Attach rate; ARPU uplift; gross margin by offer; time-to-value; adoption curve; churn
reduction vs. control.
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4) Strategic Alliances

Definition

Co-create, co-sell, or co-market with other organizations to accelerate access, improve
outcomes, or reduce risk—backed by clear governance.

Practical Framework — PARTNER FIT Model

Proposition: joint customer outcome and proof.

Alignment: vision, incentives, sales motion, culture.
Revenue: deal structure, pricing, margin floors, forecast.
Trust: brand, compliance, security, delivery track record.
Network: access to segments and decision makers.
Execution: governance, operating rhythm, escalation path.
Risks: exclusivity, key-person, data, reputation; mitigations.

NoUnAE LD~

Applied Example (hypothetical)

A SaaS vendor builds an OEM alliance with a hardware provider to embed software into
secure appliances for public sector. Joint value: “audit-grade collaboration out-of-the-box.”
Co-funded pilots, joint marketing, and a steering committee drive adoption.

Team Exercise — Alliance Design Workshop (100 minutes)

Objective: Draft one alliance canvas and governance pack.
Roles: Partnerships (facilitator), Legal, Finance, Sales, Product, Security.
Inputs: Target partner list, customer asks, pricing guardrails, compliance checklist.
Steps:
1. Score top 3 partners with PARTNER FIT.
2. Draft joint value prop and offers.
3. Define governance (steerco, KPIs, cadence).
Deliverables: Alliance canvas, term-sheet outline, 180-day plan.

Template — Alliance Canvas

Joint value Motion . Revenue
Partner proposition (co-sell/co-build/c model Governance KPIs
o-market/OEM)
Secure “Audit-grade Revenue Steerco 6 pilots/180d;
hardware collaboration OEM + co-sell share +  monthly; exec win rate >
vendor out-of-the-box” floor QBR 45%
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Checklist

o« | Joint customer outcome is compelling and distinct.
o« | Revenue model and margin floors agreed.
o« Governance and escalation paths defined.
o | Compliance/security reviewed; data boundaries clear.
o« | Exit/termination terms drafted.
Suggested KPIs

Alliance-sourced pipeline; win rate; time-to-first revenue; joint NPS; renewal rate of joint
customers; certification counts.
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5) Innovation in the Value Proposition

Definition

Redesign what you promise and how you charge to align with outcomes customers
value—reducing risk for buyers and increasing lifetime value.

Practical Framework — VALUE SHIFT

Outcome-based promise: measurable result (e.g., time-to-compliance, error rate).
Risk reversal: guarantees, free migrations, performance-based fees.

Pricing innovation: usage-based, tiered seats, hybrid outcome fees.

Experience innovation: onboarding, support, education, data portability.

Proof stack: pilots, benchmarks, references, third-party validations.

Ethics & trust: transparency in Al use, data handling, human oversight.

AR e

Applied Example (hypothetical)

A vendor shifts from seat-based pricing to a compliance-outcome plan: a base platform
fee + a bonus when audits pass within 30 days. Risk-reversal includes 30-day readiness
guarantee and white-glove migration. Close rates rise; churn falls.

Team Exercise — Value Proposition Redesign Lab (90 minutes)

Objective: Build a new promise + pricing model with proof plan.
Roles: Product Marketing (facilitator), Finance, Legal, Sales, CS.
Inputs: Jobs/pains, competitive pricing, cost structure, case studies.
Steps:

1. Define 1-2 measurable outcomes to own.

2. Choose risk-reversal elements and price model.

3. Draft proof stack and launch tests.
e Deliverables: Positioning doc, pricing sheet, proof assets backlog.

Template — Value Proposition Blueprint

Segment OutC(.)me Risk reversal Pricing model Proof assets  Owner
promised
' . N . )
Regulated “Audit-ready Readiness Platform fee Pilot benchmarks; PMM -+
. . 5 guarantee +  performance customer
collaboration  in <30 days N CS
migration bonus references

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



Checklist

o« | Outcomes are measurable and valued by buyers.
o« | Pricing aligns with value metric and cost to serve.
o« | Risk-reversal is credible and costed.
o | Proof assets exist and are reusable.
o« | Legal and finance sign-offs complete.

Suggested KPIs

Close rate; discount rate; average selling price; time-to-value; churn and expansion; gross
margin after risk-reversal costs.
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Global Templates & Tools (copy-ready)
Each table includes one example row and one blank row for immediate use.
A) Prioritization Rubric (Impact x Effort)

Impact  Effort Next

Initiative (1-5) (1-5) Priority Owner milestone Date
Launch specialist-partner . Channel  Sign 3
channel in healthcare LATAM > 2 High Lead partners 15/04
B) RACI Matrix (Diversification OS)

Activity R A C I Deliverable Date
Quarterly Growth Finance, All Portfolio decisions
Council Strategy CEO/GM Product, Sales regions & gates 30/06
C) KPI Board

KPI Definition Target Baseline Frequency Owner  Source
Pilot-to-paid Paid pilots /total -~ f50/ 3400 Monthly  Product CRM/Billing
conversion pilots

D) Human—Cultural Risk Map

Probability Impact

Risk (H/M/L)  (H/M/L)

Mitigation Owner Status

Change fatigue in
sales due to new M H
channel

Phased rollout; Sales In
quotas update Ops progress

E) 30-60-90 Plan

Horizon Goal Actions Owner Indicators Deliverable
D _— N
30 days NCP shortlist Dlscoyery sprint;  Strategy Confidence tags NCP deck
gates interviews Product
. N o
60 days Chqnnel Partner proﬁhng, Channel Contr.lbutlon Channel plan
business case economics Finance margin
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Horizon Goal Actions Owner Indicators Deliverable

Approve two  Council review; CEO Council Bet ROI Signed

90 days bets charters assumptions charters

Recommended digital tools
Miro (workshops), Notion/Confluence/SharePoint (StrategyOS), Trello/Jira/Asana (backlog

& gates), Power Bl/Looker/Tableau (dashboards), CRM/CDP for segmentation,
PRM/marketplaces for partners, secure transcription with privacy controls.
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Summary & Next Steps

What you now have

e A portfolio lens on diversification—segments, channels, offers, alliances, and value
innovation.

e A common language for evidence and economics.

e Templates and exercises to move from idea to decision to scale.

Next-Steps Checklist (obligatory table)

Proximo paso Responsable Plazo Estado  Observaciones

Run Segment Discovery Sprint . Include confidence
and pubglish NCP scorgarcrl)s Strategy DD/MM Abierto tags

Draft Channel Zero-to-One Plan Channel +
with contribution model Finance
Prepare twg Oftfer Expansion Product + CS  DD/MM Abierto Capacity check with
Charters with gates partners

Design one Alliance Canvas and
term-sheet outline

Redesign value proposition for ~ PMM + Outcome metric +

one segment Finance DD/MM Abierto proof stack

DD/MM Abierto Define conflict rules

Partnerships ~ DD/MM Abierto Governance + KPIs
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Self-Assessment (15 questions)
Rate 1-5 (1 = Strongly Disagree, 5 = Strongly Agree).

Our current ICP and unit economics are explicit and up-to-date.

We generate NCPs based on job similarity, not just size or geography.
Pilot gates and exit criteria are defined before we invest.

Channel economics (contribution, payback) are modeled with sensitivity.
Enablement assets and SLAs exist for each route to market.

We manage channel conflict with clear deal-reg and territory rules.
Offer expansions are tied to outcomes and have capacity plans.

We use good-better-best packaging to avoid cannibalization.

. Alliance candidates are scored with a fit model and have governance.
10. Risk and compliance obligations are explicit in partner motions.

11. Our value proposition makes a measurable promise and includes risk-reversal.
12. Pricing aligns with the value metric and cost to serve.

13. A Quarterly Growth Council reviews portfolio bets and results.

14. All artifacts live in a shared StrategyOS with versioning.

15. We track leading KPIs (gates) and lagging KPIs (ROI) for all bets.

XA B LD —

Scoring (sum 15-75)

e 15-34 (Low): Begin with Segment Discovery + Channel business case; choose one
adjacency only.

® 35-54 (Medium): Launch one channel and one offer expansion with strict gates;
add alliance governance.

e 55-75 (High): Institutionalize the Growth Council; automate dashboards; scale only
what clears gates for two consecutive quarters.
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Glossary (15 terms)

l.

©w
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15.

Diversification OS — The rhythms, roles, and tools that turn expansion ideas into
gated investments.

ICP / NCP — Ideal Customer Profile / Next Customer Profile.

Job Similarity — Degree to which a new segment’s core job matches your current
value.

Contribution Margin — Revenue minus variable and channel costs for a unit/deal.
CAC — Customer Acquisition Cost by motion or channel.

Payback Period — Months for gross margin to recover CAC.

Attach Rate — % of customers buying an add-on offer.

Risk Reversal — Guarantees or structures that reduce buyer risk.
Outcome-Based Pricing — Fees linked to measurable results.

. Gate Review — Decision checkpoint with predefined thresholds.
. Deal Registration (Deal-Reg) — Mechanism to assign opportunity ownership and

avoid conflict.

. OEM — Embedding your product into another firm’s offer.
13.
14.

Steerco — Joint steering committee for alliance governance.

Value Metric — The variable customers perceive and are willing to pay for (e.g.,
seats, usage, outcomes).

StrategyOS — Shared repository where strategy artifacts live and evolve.
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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/bp5_recursos_en

	Collection: Irreplaceable in the AI Era™ 

