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

Defining the Al Adoption Roadmap

Focus: A practical guide for transformation leaders to prioritize Al initiatives by impact
and feasibility, plan a phased rollout to reduce risk, integrate Al with existing processes and
systems, deliver quick wins to build credibility, and measure/adjust continuously.

Getting Started

Why this topic matters now

Al is not a solitary project. It is a portfolio of bets that must align with strategy, risk
appetite, and people capacity. A robust roadmap protects your execution capacity, prevents
technology theater, and ensures business-relevant value.

Purpose of this guide — five objectives

Prioritize Al initiatives using transparent, repeatable criteria tied to outcomes.
Plan by phases to de-risk, learn fast, and scale responsibly.

Integrate Al with processes, data, and systems you already run.

Deliver quick wins to earn trust and momentum.

Measure and adapt with a living scorecard and governance cadence.
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How to use this guide

Read once end-to-end; then work module by module with your core team.
Use the exercises as facilitation scripts and capture outputs in the templates.
Treat checklists as quality gates; track KPIs on a visible dashboard.

Revisit monthly and adjust your roadmap with field evidence.
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Module — Five Subtopics of an Al
Adoption Roadmap

Each subtopic includes: Definition — Practical framework — Hypothetical example —
Exercise (roles, inputs, timing, deliverables) — Template (example + blank) —
Checklist — Suggested KPIs.

1) Prioritization of initiatives by impact and feasibility
Definition

A prioritization system ranks Al initiatives by their potential business and people
impact, technical feasibility, risk, and readiness—so the portfolio you start is the
portfolio you can actually finish.

Practical framework — IMPACT-FIT

e | — Intended Outcome: Clear business result (revenue, cost, risk), linked to a
Sponsor.
M — Measurability: Defined KPIs, baseline availability, review cadence.
P — People Effect: Change in roles, workload, safety, inclusion, and capability.
A — Architecture Fit: Data availability, integration points, model serving options.
C — Compliance & Ethics: Legal, privacy, bias risk; mitigation plan.
T — Time to Value: Pilot setup time and expected payback window.
FIT (Feasibility, Investment, Talent):
o Feasibility: Complexity of data/process; legacy constraints (1-5).
o Investment: Budget + leadership attention required (1-5, lower is better).
o Talent: Skills available vs. needed; vendor/partner options (1-5).

Score each criterion 1-5 and weight by strategy. Combine with Impact x Effort to set
High/Medium/Low priority and apply WIP limits.

Example applied (hypothetical)

A consumer services firm listed eight Al ideas. Using IMPACT-FIT, they advanced: (1)
Al-assisted agent coaching (clear cost-to-serve reduction, data ready), (2) Demand
forecasting (inventory turn impact), and paused dynamic pricing (compliance concerns,
low readiness). Within one quarter (hypothetical), call rework dropped and NPS improved
in pilot sites.
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Exercise (75-90 min)

e Roles: Sponsor (BU/Function Lead), Finance, Data/Al lead, Risk/Legal, Change
lead, two middle managers.

e Inputs: candidate list, business goals, data inventory, risk policy, capacity/WIP.

e Timing: 10’ confirm weights — 30’ score initiatives — 20’ debate edge cases —
15° set WIP & sequencing — 10’ publish the short-list.

e Deliverables: Prioritized portfolio + WIP limits + freeze/stop list.

Template — Al Initiative Prioritization Matrix

Intended Impact Feasibility Investment Talent Risk Time A
to Priority

outcome (1-5) (1-5) (1-5)) (1-5) (H/M/L) value

[Example] —10%
Agent rework; 812 ..
coaching +CSAT 4 4 2 3 M weeks High

copilots  (hypothetical)

Initiative

Checklist
o« | Outcomes and KPIs are explicit; sponsor named.
e ' Data availability and integration points validated.
e | Risks (privacy, bias, safety) logged with mitigation owners.
e ' Portfolio respects WIP limits and capacity by function.
Suggested KPIs

e % initiatives with complete charters; average score per IMPACT-FIT dimension; #
initiatives in WIP vs. limit; cycle time idea—pilot; % freeze/stop decisions executed
on schedule.
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2) Phased planning to reduce risk

Definition

A phased plan sequences Al work through pilot — expand — scale, with entry/exit
criteria, learning goals, and risk gates. It turns uncertainty into managed experiments.

Practical framework — PESOS (Pilot, Expand, Scale, Operate, Sustain)

Pilot: smallest scope to validate value, safety, and usability.

Expand: widen users/processes while hardening data and ops.

Scale: enterprise rollout; performance SLOs; resilience and cost optimization.
Operate: steady-state support, monitoring, incident response.

Sustain: model refresh, change management, training cadence.

Each phase defines go/no-go criteria, risk controls, and decision owners.

Example applied (hypothetical)

A logistics unit piloted a routing optimization model in one city for two weeks. Exit
criteria: >6% reduction in fuel-km (hypothetical), no SLA breaches, driver acceptance >4/5.
After hitting targets, they expanded to three cities while building alerting and retraining
pipelines, then scaled nationwide.

Exercise (60—75 min)

e Roles: Product owner, Data/Al lead, Ops leader, Risk/Legal, HR/Training, IT/Infra.

e Inputs: charters for top initiatives, baseline metrics, risk/ethics guidelines.

e Timing: 15’ define phases — 25 set entry/exit criteria & SLOs — 15’ map
risks/controls — 10’ assign owners — 10’ draft comms & enablement.

e Deliverables: Phased Plan per initiative with SLOs, gates, and training plan.

Template — Phased Rollout Plan

Entry . Risks & Target
Phase Scope criteria Exit (go/no-go) controls Owner date
Data aualit Fuel-km —6%; SLA  Driver
[Example] 1 city, 15 ~9 S‘quali dy breaches = 0; co-design; Ops+ 2025-10
Pilot drivers . "° acceptance >4/5 rollback Data  -30
trips
(hyp.) runbook
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Checklist

o« | Each phase has quantified entry/exit criteria.

o« | Clear rollback and incident procedures exist.

o« | Training/enablement is scheduled with accountable owners.

o« Risk/ethics checkpoints are embedded at every gate.
Suggested KPIs

e (ate pass rate; incidents per 1,000 predictions (or per task); user acceptance score;
pilot time-to-decision; A value vs. baseline per phase (hypothetical).
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3) Integration with existing processes and systems

Definition

Integration connects Al to process steps, data sources, applications, and roles so that
value is realized in daily work. It includes data pipelines, APIs, UI/UX, change in SOPs,
and monitoring.

Practical framework — PROCESS-DATA-PEOPLE (PDP)

Process: where in the workflow Al acts; what decisions/actions change.
Data: sources, quality rules, lineage, refresh cadence, ownership.
People: who uses it, what skills they need, what behaviors change.
Controls: privacy, bias checks, auditability, security.

Interfaces: API contracts, Ul states, notifications, audit logs.

SOPs: documentation, escalation paths, fallback modes.

Example applied (hypothetical)

An insurance team embedded claims triage scoring into the existing intake workflow. API
contracts defined input fields and confidence thresholds; UI added explanations and
override options. SOPs guided when to accept suggestions vs. escalate. Data owners
approved retention and masking policies (hypothetical).

Exercise (60 min)

e Roles: Process owner, System architect, Data steward, Security/Compliance, UX
lead, frontline reps.

e Inputs: swimlane map, system inventory, data catalog, current SOPs.

e Timing: 20’ map PDP — 15° define API/UI & thresholds — 15’ update SOPs —
10’ set monitoring & alerts.

e Deliverables: Integration Map, API/UI spec, SOP update, Monitoring plan.

Template — Al Integration Map

Process step System/API Data owner Chaflge Test plan G(.) l“.’e Responsible
required criteria
<2%
[Example] ClaimsApp/ Data Add score  Shadow overrides
: ) & reason  mode 2 Product + IT
Intake triage /triage vl Governance reversed
code to Ul weeks (hyp.)
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Checklist

o« | Workflow and UI changes are explicit and tested in shadow mode.
o« | Data contracts (schemas, SLAs) are documented and owned.
o« | Controls for privacy, bias, and security are in place with audit logs.
e | SOPsand training are updated before go-live.

Suggested KPIs

e % automated vs. assisted decisions; override rate & correctness; data freshness SLA
adherence; incidents related to integration; training completion & proficiency.
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4) Identifying quick wins to build credibility

Definition

Quick wins are low-risk, high-visibility improvements achievable in 4-12 weeks that
prove value, create learning, and build sponsorship for larger bets.

Practical framework — QW-FOCUS

Qualify: meets timebox, has a clear metric, minimal dependencies.
Workflow fit: adds value within an existing process and tool.
Frontline value: helps the people who do the work every day.
Observable: outcome can be measured weekly.

Communicable: simple narrative for leaders & teams.
Under-the-radar risk: compliance and safety are addressed.
Scalable pattern: the method generalizes.

Example applied (hypothetical)

A field service org launched parts recommendation in the existing work-order app. In six
weeks (hypothetical), first-visit fix rate rose 3 points in two districts. Clear storytelling and
side-by-side visuals created momentum for a broader diagnostic assistant.

Exercise (45-60 min)

e Roles: Ops/frontline reps, Product owner, Data/Al lead, Comms lead.

e Inputs: pain points list, cycle-time metrics, customer feedback, system constraints.

e Timing: 15’ brainstorm & score with QW-FOCUS — 15’ pick top 3 — 15 define
metric/timebox — 10’ draft comms plan.

e Deliverables: Quick Wins Pack (3 initiatives with metrics, owners, and comms).

Template — Quick Win Sheet

. Current Metric & .. . Comms
Opportunity pain target Timebox Dependencies Owner headline
First-time-fi “Fewer
[Example] Parts Repeat Work-order  Ops + repeats,
. L x 13 pts 6 weeks .
suggestion visits API IT happier
(hyp.) clients”
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Checklist

o« | Can be delivered inside 12 weeks with existing tools.
o« | Metric is observable weekly; baseline known.
o« Storyline is simple; benefits visible to frontline.
o« | Path to scale exists if results hold.
Suggested KPIs

e Quick wins delivered on time; average effect size vs. baseline (hyp.); adoption rate
of new behavior; stakeholder confidence pulse.
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5) Measuring and continuously adjusting the plan

Definition

A living scorecard connects initiative progress, adoption, risk, and outcomes. It powers
monthly reviews and quarterly strategy refresh with evidence-based decisions.

Practical framework — LEARN Loop

L — Listen: pulses, interviews, customer signals, risk incidents.

E — Evidence: dashboards for adoption, quality, and value.

A — Actions: decisions triggered by thresholds (pause, pivot, scale).
R — Refresh: update roadmap, capacity, and training plans.

N — Narrate: communicate learning to executives and teams.

Example applied (hypothetical)

A retailer tracked adoption, error rate, customer wait time, and attrition risk. When
adoption lagged in two stores, the team paused expansion, ran manager training, and
improved the help prompts (hypothetical). Two weeks later, adoption stabilized and error
rates fell.

Exercise (60 min)

e Roles: PMO, HR/Enablement, Data/BI, Ops, Finance, Risk.

e Inputs: KPI board, incident log, feedback, assumptions log, capacity plan.

e Timing: 20’ align KPIs & thresholds — 20’ define triggers & playbooks — 10’
schedule reviews — 10’ craft narrative for execs & frontline.

e Deliverables: Al Adoption Scorecard + Trigger Playbook + Review calendar.

Template — AI Adoption Scorecard
Metric Definition = Target Baseline Frequency Owner Triggered action

[Example] o targetusers o If <50% 2 weeks
Adoption rate ~ with weekly use 270% 18% Weekly — PMO — pause & train

Checklist

e | Scorecard mixes leading and lagging indicators.
o« | Trigger playbooks exist for pause/pivot/scale.

o« | Insights are communicated to executives and frontline in plain language.
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o | Roadmap and capacity are updated monthly.

Suggested KPIs

e Review cadence adherence; % actions executed within SLA; variance to forecast
value; risk incidents resolved within SLA; A engagement in teams affected
(hypothetical).
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Global Templates & Tools

Use these across subtopics. Each includes 1 example row + 1 blank row.
A) Prioritization Rubric (Impact x Effort)

Impact  Effort Next

Initiative (1-5) (1-5) Priority Owner milestone Date
[Example] Agent ) Hich Ops+ Pilotscope  2025-10-
coaching copilots & HR locked 05

B) RACI Matrix (Program)

Activity R A C I Deliverable  Date
[Example] Maintain Al PMO COO Finance, HR, All Scorecard 2025-10-
Scorecard Ops managers vl.l 31
C) KPI Board

ops . Data
KPI Definition Target Baseline Frequency Owner
source

[Example] Weekly % target users

0, )
adoption active 70%  18% Weekly  PMO  App logs

D) Human—Cultural Risk Map

Probability Impact

Risk (H/M/L) (H/M/L) Mitigation Owner Status
[Example] Burnout H 0 Load caps, HR+ In
in pilots backup staff Ops progress
E) 30-60-90 Day Plan (by role)

Horizon Objective Actions Owner Indicators Deliverable
[Example] 30 Roadmap vl Prioritize + plan PMO + WIP < limit Portfolio v1
days approved phases Sponsors

. Enablement +  Product+  Gates .
60 days Launch 2 pilots SLOs Data passed Pilot reports
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Horizon Objective Actions Owner Indicators Deliverable

Trigger Finance + ROl vs.
90 days Expand/Scale playbooks Ops base QBR pack

Recommended digital tools

Authoring & knowledge: Confluence/Notion/Drive.
Work management: Jira/Trello/Asana/Notion boards.
Surveys & listening: Forms/Typeform.

BI & dashboards: Power Bl/Looker/Tableau.
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Summary & Next Steps

What you have now

A transparent IMPACT-FIT method to pick the right Al bets.

A PESOS phased plan to de-risk and scale responsibly.

A PDP integration checklist to embed Al in real work.

A QW-FOCUS filter to deliver momentum-building quick wins.
A LEARN loop and scorecard to adjust continuously.

Next-steps checklist

Next step Owner Deadline Status Notes
Publish prioritized portfolio + ¢ o <+ PMO 2025-10-07 Planned IMPACT-FIT used

WIP

Approve phased plans + gates Product + Risk ~ 2025-10-12 Planned SLOs defined

Launch 2 quick wins Ops +IT 2025-10-20 Planned QW-FOCUS

Stand up Scorecard + reviews PMO + BI 2025-10-25 Planned Weekly/Monthly

Prepare CFO narrative Finance + 2025-10-30 Planned Link to P&L
Sponsors
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Self-Assessment (15 questions; 1-5 scale)

How to score: Average all items.
Ranges & guidance:

e Al

O e S N Y
Nk W~ O

4.2-5.0 (High): Scale what works; formalize quarterly reviews and refresh
roadmap.

3.2-4.1 (Medium): Tighten prioritization/WIP; strengthen phase gates and training.
<3.1 (Low): Start with portfolio short-list, one pilot, and quick wins.

Our Al initiative list is prioritized with explicit criteria and weights.
Each initiative has a sponsor, KPIs, and a charter.

We respect WIP limits across functions.

Phased plans include entry/exit criteria and rollback.

Risks (privacy, bias, safety) have owners and controls.

Integration maps define process steps, APIs, UL, and SOPs.
Training/enablement is scheduled and completed before go-live.

We deliver at least one quick win every quarter.

Quick win metrics are visible and reviewed weekly.

. A scorecard tracks adoption, quality, value, and risk.

. We have trigger playbooks to pause, pivot, or scale.

. Findings are communicated to executives and frontline.
. Our roadmap is refreshed monthly with evidence.

. Finance can tell the P&L story for each initiative.

. Teams feel the plan is realistic and humane to execute.
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Glossary (15 terms)

1. Al Adoption Roadmap — Sequenced portfolio of Al initiatives with outcomes,
gates, and owners.

2. Initiative Charter — One-page contract for outcomes, evidence, risks, and

milestones.

WIP Limit — Cap on concurrent efforts to protect focus and capacity.

4. IMPACT-FIT — Scoring model for prioritizing Al initiatives (impact +

feasibility).

PESOS — Five phases: Pilot, Expand, Scale, Operate, Sustain.

6. SLO (Service Level Objective) — Target levels for performance, latency,
availability, or accuracy.

7. Shadow Mode — Running Al in parallel without affecting decisions to test
accuracy and drift.

8. PDP Integration — Process-Data-People mapping for embedding Al into work.

9. Quick Win — Low-risk improvement deliverable within 4—12 weeks.

10. QW-FOCUS — Ciriteria to filter quick wins (qualify, workflow fit, etc.).

11. LEARN Loop — Listen, Evidence, Actions, Refresh, Narrate cycle for governance.

12. Trigger Playbook — Pre-agreed actions when metrics cross thresholds.

13. Assumption Log — Hypotheses to test during pilots with evidence plans.

14. Risk & Ethics Controls — Privacy, bias, and safety guardrails with audit trails.

15. CFO Narrative — Simple line-of-sight from Al to unit economics and P&L.

(O8]
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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/bp1_recursos_en
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