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"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: 

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

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

●​ Use technology—including AI—as a multiplier of results, not as a replacement. 

●​ 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 
Evolving the Strategic Agenda 

Focus​
A hands-on guide for senior leaders to: (1) review priorities periodically, (2) incorporate 
recent learnings, (3) adjust to external changes, (4) integrate stakeholder feedback, and (5) 
plan the next execution phases with clarity and accountability. 

 

Getting Started 
Why evolving the agenda matters now 

●​ Annual plans age quickly; cadence beats intensity. 
●​ Strategy without learning loops decays into theater. 
●​ Stakeholder trust grows when changes are explained and tied to outcomes. 

Five objectives of this guide 

1.​ Establish a recurring rhythm for priority reviews. 
2.​ Institutionalize learning capture so nothing is lost. 
3.​ Build an external radar with clear tripwires and responses. 
4.​ Turn stakeholder input into decisions and commitments. 
5.​ Plan the next 12–24 weeks with resources, risks, and KPIs. 

How to use this guide​
Run one subtopic per week with your leadership team. Publish the outputs internally. 
Revisit quarterly to raise the bar. 
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Module — Evolving the Strategic Agenda 
1) Review Priorities Periodically 

Definition 

A disciplined operating rhythm to evaluate strategic bets, resource allocation, and 
outcome progress—then reaffirm, re-sequence, or retire priorities based on evidence. 

Practical Framework — NORTH STAR → PORTFOLIO → RHYTHM 

1.​ North Star & guardrails 
o​ A single customer-value outcome (e.g., “time-to-value ≤ 7 days”). 
o​ Guardrails (e.g., “no safety incidents,” “gross margin ≥ X%”). 

2.​ Portfolio of bets 
o​ Each bet has an owner, hypothesis, time-box, leading indicators, and exit 

criteria. 
3.​ Rhythm 

o​ Monthly: Operating Review (data + impediments + decisions). 
o​ Quarterly: Strategy Refresh (add/retire bets, adjust funding). 
o​ Annual: Direction Reset (North Star check, capability gaps, capital plan). 

4.​ Decision types 
o​ Reaffirm (on track), Intensify (more resources), Pivot (scope/segment), 

Pause, Retire. 
5.​ Traceability 

o​ Decisions are logged and linked to data snapshots. 

Design rules 

●​ Debate is welcome; ambiguity in ownership is not. 
●​ Separate performance (did we deliver?) from learning (what did we learn?). 
●​ Prefer fewer, bigger bets with visible owners over many scattered initiatives. 

Applied Example (caso hipotético) 

A regional services firm runs a monthly review and sees two big bets: “Enterprise 
expansion” and “SMB self-serve.” Data shows SMB self-serve has higher acquisition but 
poor retention. Decision: Retire self-serve and Intensify enterprise expansion by 
reallocating 4 FTEs and marketing spend. Within two quarters, net revenue retention 
improves by 9 points. 
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Team Exercise — Priority Review Board (120 minutes) 

●​ Objective: Produce go/pause/retire decisions for each strategic bet. 
●​ Roles: CEO (chair), CFO, COO, Product/Tech lead, Sales/CS lead, PMO. 
●​ Inputs: Portfolio dashboard, KPI deltas, risk log, customer outcomes. 
●​ Steps: 

1.​ Revisit North Star and guardrails (5 min). 
2.​ For each bet: owner presents status and learning (max 8 min). 
3.​ Board issues decision and updates funding (max 5 min/bet). 
4.​ Record decisions, owners, and next milestone dates. 

●​ Deliverables: Updated Portfolio & Decisions Log. 

Template — Priority Review Sheet 

Strategic bet Hypothesis Owner Status Decision Next 
milestone Date 

Enterprise 
expansion 

Larger accounts will 
expand 20% with 
dedicated value 
engineering 

CRO On 
track 

Intensify 
(add 4 
FTEs) 

3 new VE case 
studies live 30/06 

       

Checklist 

●​ North Star & guardrails visible at start of every review. 

●​ Each bet has owner, hypothesis, time-box, and exit criteria. 

●​ Decisions are binary and dated (no “keep discussing”). 

●​ Funding follows decisions (reallocate immediately). 

●​ Portfolio size fits the org’s true capacity. 

Suggested KPIs​
% bets with current owner & exit criteria; time from review to resource reallocation; % 
portfolio in “on track”; cycle time to decision; North Star trajectory. 
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2) Incorporate Recent Learnings 

Definition 

A learning operating system that captures results, reasons, risks, and revisions from 
projects, experiments, and customer interactions—then feeds them into the agenda. 

Practical Framework — 4R LEARNING LOOP 

1.​ Results — What happened vs. expected (with numbers). 
2.​ Reasons — Why it happened (drivers, constraints, assumptions). 
3.​ Risks — New risks revealed; severity and probability. 
4.​ Revisions — What we change now (strategy, scope, process). 

Mechanisms 

●​ After-Action Reviews (AAR) within 72 hours of finishing a phase. 
●​ Decision memos (one page) for significant changes. 
●​ A Learning Library searchable by topic, segment, and owner. 

Design rules 

●​ Blameless by default, accountable by design. 
●​ Capture learnings in the words of the people who did the work. 
●​ Promote “short memos over long threads.” 

Applied Example (caso hipotético) 

A digitization project misses its first-month activation target. The 4R review reveals 
underestimated training time and unclear consent flows. Revision: add a 20-minute guided 
walkthrough and publish a consent explainer. Activation hits target the following month. 

Team Exercise — Learning Harvest (90 minutes) 

●​ Objective: Convert the last month’s project notes into strategic revisions. 
●​ Roles: PMO (facilitator), Project owners, Data analyst, Legal/Privacy (if needed). 
●​ Inputs: Project dashboards, A/B results, support themes, customer interviews. 
●​ Steps: 

1.​ Each owner presents a 4R slide. 
2.​ Cluster learnings into 3–5 themes. 
3.​ Draft revisions to bets, KPIs, or processes. 
4.​ Publish memos and update the Portfolio. 

●​ Deliverables: Learning Compendium + updated decisions. 
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Template — Learning Capture Log (4R) 

Topic Results (vs. 
expected) Reasons Risks 

surfaced 
Revisions 
(decision) Owner Date 

Onboarding 
activation 

48% vs. 65% 
target 

Training time 
+ consent 
friction 

Drop in 
week-2 
retention 

Add guided 
walkthrough + 
consent explainer 

CX 
Lead 12/05 

       

Checklist 

●​ AAR held within 72 hours of phase completion. 

●​ One-page memo per significant decision. 

●​ Learning Library tagged and searchable. 

●​ Revisions reflected in the portfolio within 7 days. 

●​ Recognition for teams who surface hard truths. 

Suggested KPIs​
% of projects with AARs on time; number of decisions driven by 4R memos; time to 
incorporate revisions; reduction in repeated mistakes; outcome uplift attributable to 
revisions. 
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3) Adjust to External Changes 

Definition 

A proactive external radar that detects market, regulatory, and technology shifts; defines 
tripwires; and triggers proportionate responses. 

Practical Framework — PESTLE RADAR + TRIPWIRES 

1.​ PESTLE lenses: Political, Economic, Social, Technological, Legal, Environmental. 
2.​ Signals: objective indicators (e.g., interest rate thresholds, new bills, platform API 

changes, sector adoption rates). 
3.​ Tripwires: numeric bounds that trigger a response (e.g., “If cost of capital > X%, 

pause acquisition plan”). 
4.​ Playbooks: pre-agreed responses (pause, pivot, accelerate, partner). 
5.​ Governance: a small Change Council meets bi-weekly, publishes notes, and 

updates tripwires quarterly. 

Design rules 

●​ Tie every external change to a customer-value hypothesis. 
●​ Run small sandbox pilots before full rollouts. 
●​ Communicate changes with what/why/impact/next steps. 

Applied Example (caso hipotético) 

A new data regulation limits cross-border transfers. The Change Council activates a 
“regionalize data” playbook: move workloads to in-region providers, update consent 
language, and restrict certain integrations. Customer churn is contained; new deals progress 
with confidence. 

Team Exercise — Change Radar Sprint (120 minutes) 

●​ Objective: Define three tripwires and playbooks for the next quarter. 
●​ Roles: Strategy lead (facilitator), Legal/Compliance, Security, Product, Finance, 

Sales. 
●​ Inputs: PESTLE scan, risk register, customer commitments. 
●​ Steps: 

1.​ Identify top five plausible shifts. 
2.​ Define one measurable signal and tripwire per shift. 
3.​ Draft a one-page playbook per tripwire. 
4.​ Agree on monitoring owners and cadence. 

●​ Deliverables: Change Radar & Tripwire Matrix. 

 

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



Template — Change Radar & Tripwire Matrix 

Shift Signal Tripwire Playbook Owner Status 

Data 
localization 

New 
regulation in 
key market 

Law enacted + 
enforcement date 
set 

Regionalize data 
stores; update 
contracts 

Legal + 
Platform Monitoring 

      

Checklist 

●​ At least three active tripwires with owners. 

●​ Playbooks tested in a tabletop exercise. 

●​ Customer-facing comms drafted in advance. 

●​ Financial impact modeled (best/base/worst). 

●​ Review tripwires quarterly. 

Suggested KPIs​
Time from signal to decision; % tripwires with tested playbooks; revenue at risk mitigated; 
compliance incidents (target: 0); customer comms sent within SLA. 
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4) Integrate Stakeholder Feedback 

Definition 

A structured process to listen, synthesize, and act on feedback from customers, 
employees, partners, regulators, and investors—turning input into decisions and 
commitments. 

Practical Framework — VOICE → SENSE → DECIDE → COMMIT 

1.​ Voice: collect feedback through recurring forums (customer councils, employee 
AMAs, partner reviews, investor updates). 

2.​ Sense: analyze themes, intensity, and alignment with the North Star. 
3.​ Decide: choose what changes; log trade-offs and rationale. 
4.​ Commit: publish commitments with owners, dates, and expected outcomes. 

Design rules 

●​ Weight feedback by evidence and impact, not loudness. 
●​ Close the loop: tell stakeholders what changed because of them. 
●​ Avoid “feedback traps” by clarifying what will not change now. 

Applied Example (caso hipotético) 

Partners ask for a more transparent certification path. The team designs a 6-week program 
with rubrics and a partner directory. Within two quarters, certified-partner revenue grows 
by 18%. 

Team Exercise — Stakeholder Forum & Commitment Workshop (150 
minutes) 

●​ Objective: Convert top stakeholder themes into commitments. 
●​ Roles: COO (facilitator), CX lead, HR, Partner lead, Legal, Finance. 
●​ Inputs: NPS/verbatims, employee pulse results, partner QBR notes, investor 

questions. 
●​ Steps: 

1.​ Cluster feedback into 4–6 themes. 
2.​ Score themes on impact × feasibility × alignment. 
3.​ Draft commitments and announce communication plan. 
4.​ Assign owners and dates; add to the Portfolio. 

●​ Deliverables: Stakeholder Commitment Charter. 
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Template — Stakeholder Feedback Map 

Stakeholder Theme Evidence Decision Commitment Owner Date 

Partners Certification 
path unclear 

QBR notes + 
survey 

Build new 
path 

6-week program + 
directory 

Partner 
Lead 01/07 

       

Checklist 

●​ Feedback channels and cadences are explicit. 

●​ Themes scored with a transparent rubric. 

●​ Commitments published with owners and dates. 

●​ “Not now” rationale communicated respectfully. 

●​ Progress reported monthly. 

Suggested KPIs​
Commitment delivery rate; stakeholder satisfaction by segment; partner certification rate; 
employee engagement on follow-ups; % roadmap items sourced from stakeholder themes. 
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5) Plan the Next Execution Phases 

Definition 

Translate strategy into a sequenced plan (12–24 weeks) with outcomes, KPIs, resources, 
risks, and interlocks—so teams can deliver and learn without re-negotiating basics every 
week. 

Practical Framework — 3H ROADMAP + OKR LADDER 

1.​ Horizons (3H): 
o​ H1 (0–12 weeks): deliverables & learning milestones. 
o​ H2 (3–9 months): capabilities and scale plans. 
o​ H3 (9–24 months): options and bets to explore. 

2.​ OKR Ladder: cascade from North Star → Company OKRs → Team OKRs → Key 
initiatives. 

3.​ Funding & governance: tie budgets to milestones; pre-agree kill/scale criteria. 
4.​ Risk & dependency board: keep dependencies visible; assign “integration 

owners.” 
5.​ Communication: publish a one-page Phase Plan per initiative. 

Design rules 

●​ Plan to learn early: milestone 1 should validate a key assumption. 
●​ Keep H1 concrete; H2/H3 are options with criteria. 
●​ Include enablement and change management as first-class work. 

Applied Example (caso hipotético) 

For an enterprise expansion bet, H1 includes three value engineering case studies and a 
reference program; H2 scales to two industries; H3 explores a partner-led motion. Kill 
criteria: if win rate doesn’t improve by 5 points after two quarters, retire the motion. 

Team Exercise — Phase Planning Workshop (120 minutes) 

●​ Objective: Produce a 12-week plan with milestones, KPIs, resources, and risks. 
●​ Roles: Initiative owner (facilitator), PM, Tech, CX, Finance, Legal/Compliance. 
●​ Inputs: Updated portfolio decisions, learning logs, risk map. 
●​ Steps: 

1.​ Define H1 outcomes and acceptance tests. 
2.​ Map dependencies and assign integration owners. 
3.​ Allocate budget/funding by milestone. 
4.​ Publish the one-page Phase Plan. 

●​ Deliverables: Phase Plan + updated OKR Ladder. 
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Template — Phase Plan (12 Weeks) 

Outcome (H1) Milestone KPI & Target Budget Risks & 
Mitigations Owner Date 

3 value 
engineering case 
studies live 

#1 signed, #2 
drafted, #3 
published 

Win rate +5 
pts; 3 
references 

40k Analyst capacity 
→ hire contractor PM 30/06 

       

Checklist 

●​ H1 outcomes have acceptance tests. 

●​ Dependencies and integration owners identified. 

●​ Budget tied to milestones with kill/scale points. 

●​ Enablement/change activities included. 

●​ Phase Plan published and tracked weekly. 

Suggested KPIs​
% H1 milestones on time; variance vs. budget; dependency aging; risk burn-down; OKR 
progress; time-to-decision on kill/scale. 
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Global Templates & Tools (copy-ready) 
Each table includes one example row + one blank row you can duplicate. 

A) Prioritization Rubric (Impact × Effort) 

Initiative Impact 
(1–5) 

Effort 
(1–5) Priority Owner Next milestone Date 

Enterprise expansion (VE 
program) 5 2 High CRO First 3 case 

studies live 30/06 

       

B) RACI Matrix (Agenda Evolution Program) 

Activity R A C I Deliverable Date 
Monthly Priority 
Review Board PMO CEO CFO, COO, 

Product, Sales 
All 
managers 

Portfolio 
decisions log 05/06 

       

C) KPI Board 

KPI Definition Target Baseline Frequency Owner Source 
Time from 
signal → 
decision 

Days between external 
signal and formal 
decision 

≤ 10 27 Weekly Strategy Decision 
log 

       

D) Human-Cultural Risk Map 

Risk Probability 
(H/M/L) 

Impact 
(H/M/L) Mitigation Owner Status 

Change fatigue from 
shifting priorities M H Stable cadence + 

narrative of why 
HR + 
PMO 

In 
progress 

      

E) 30–60–90 Plan (per role) 

Horizon Goal Actions Owner Indicators Deliverable 

30 days Establish operating 
rhythm 

Set boards, 
cadences, 
dashboards 

COO 3 boards live Playbook 
published 

60 days Institutionalize 
learning 

4R AARs + memo 
practice PMO 80% of projects 

with AAR 
Learning 
library 
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Horizon Goal Actions Owner Indicators Deliverable 

90 days Mature change 
radar 

Tripwires + 
tabletop tests Strategy 3 tested 

playbooks 
Decision 
memos 

      

Recommended digital tools​
Whiteboards (Miro/Mural), OKR tracking, experiment platforms/feature flags, BI 
dashboards, memo repositories, risk & compliance tools, stakeholder survey systems, and 
documentation portals. 
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Summary & Next Steps 
What you now have 

●​ A Priority Review system to make timely, resource-tied decisions. 
●​ A Learning Loop that turns experience into revisions. 
●​ A Change Radar with measurable tripwires and tested playbooks. 
●​ A Stakeholder Commitment process that earns trust. 
●​ A Phase Planning approach to deliver H1 outcomes while preparing H2/H3. 

Next-Steps Checklist (obligatory table) 

Próximo paso Responsable Plazo Estado Observaciones 
Stand up the Priority Review Board 
& dashboard COO + PMO DD/MM Abierto Define decision SLAs 

Run first Learning Harvest and 
publish 3 memos PMO DD/MM Abierto Tag by theme 

Define 3 tripwires + playbooks, 
test via tabletop 

Strategy + 
Legal DD/MM Abierto Pre-draft customer 

comms 
Host stakeholder forum; publish 
commitment charter COO DD/MM Abierto Add to portfolio 

Build Phase Plans for top 3 bets 
(12 weeks) Bet Owners DD/MM Abierto Tie budget to 

milestones 
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Self-Assessment (15 questions) 
Rate 1–5 (1 = Strongly Disagree, 5 = Strongly Agree). 

1.​ We open every review by restating our North Star and guardrails. 
2.​ Each strategic bet has an owner, hypothesis, time-box, and exit criteria. 
3.​ We keep a Portfolio & Decisions Log updated within 24 hours of reviews. 
4.​ Projects run AARs within 72 hours, using the 4R format. 
5.​ Revisions from learning are reflected in the portfolio within 7 days. 
6.​ We maintain a PESTLE radar with measurable signals. 
7.​ At least three tripwires have tested playbooks and named owners. 
8.​ We communicate what changed and why to stakeholders each month. 
9.​ We publish a Stakeholder Commitment Charter with owners and dates. 
10.​Our Phase Plans include acceptance tests and integration owners. 
11.​Budgets are tied to milestones with kill/scale criteria. 
12.​Dependency and risk boards are reviewed weekly. 
13.​Decision cycle time (signal → decision) is ≤ 10 days. 
14.​The executive narrative explains trade-offs and “not now” decisions. 
15.​We consistently achieve H1 milestones and adjust H2/H3 without drama. 

Scoring (sum 15–75) 

●​ 15–34 (Low): Start by launching the Priority Review Board and one Learning 
Harvest. Publish a single portfolio dashboard and a decisions log. 

●​ 35–54 (Medium): Add tripwires/playbooks and stakeholder commitments; shift 
budgets based on decisions within 7 days. 

●​ 55–75 (High): Institutionalize tabletop exercises; automate decision SLAs; publish 
quarterly narrative letters tying strategy to outcomes. 
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Glossary (15 terms) 
1.​ North Star: A single, enduring outcome that defines long-term value. 
2.​ Guardrails: Boundaries that cannot be violated while pursuing growth. 
3.​ Strategic bet: A hypothesis-driven initiative with explicit exit criteria. 
4.​ Operating rhythm: Recurring meetings with defined inputs and outputs. 
5.​ Portfolio & Decisions Log: Source of truth linking bets, decisions, and funding. 
6.​ After-Action Review (AAR): Short, blameless review to capture learning. 
7.​ 4R Learning Loop: Results, Reasons, Risks, Revisions. 
8.​ PESTLE radar: Structured scan across external lenses. 
9.​ Tripwire: A measurable threshold that triggers a playbook. 
10.​Playbook: Pre-agreed actions for a known scenario. 
11.​Stakeholder Commitment Charter: Public list of decisions and promises. 
12.​OKR Ladder: Cascade of objectives from company to teams. 
13.​Phase Plan (H1): 12-week plan with outcomes, acceptance tests, and budget. 
14.​Integration owner: Person responsible for cross-team dependencies. 
15.​Decision SLA: Expected time to move from signal to formal decision. 
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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.​
• 🎧 Podcast summaries on Spotify.​
• 🎥 Videos on YouTube.​
 

All designed to connect innovation with the human. 

🔗 HBT PORTAL™ 
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