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

Sustaining Cultural Change for the Long Term

Focus

Five enduring practices keep culture alive: reinforce values and desired behaviors,
integrate culture into key processes, provide continuous training for new hires,
recognize and reward aligned behaviors, and measure culture periodically to learn and
improve. When these practices run as routines, culture compounds.

Getting Started

Why this matters

Most cultural programs fail after the initial campaign because they never become part of the
daily system—how we hire, plan, decide, execute, and reward. Sustaining change requires
clarity + repetition + accountability.

Five objectives of this guide

Turn values into observable, coachable behaviors.

Wire those behaviors into processes, artifacts, and decisions.
Build an onboarding engine that teaches the culture every week.
Establish a fair and motivating recognition system.

Create a culture scorecard with credible, periodic measurement.

A

How to use this guide

e Run one subtopic per week as a workshop-in-a-box.

e Assign an owner for each routine (People/HR, Operations, Finance,
Communications, and Business Units).

e Publish a single Culture Operating Board with commitments, dates, and metrics
reviewed monthly.
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Module — Sustain Long-Term Cultural
Change

1) Reinforce Values and Desired Behaviors

Definition

A deliberate system to translate values into specific behaviors, coach them in real work,
and reinforce them through feedback, rituals, and consequences—so the culture survives
leadership changes and growth.

Practical Framework — VALUES LOOP (Define — Translate — Embed —
Observe — Coach — Recognize — Renew)

1. Define: Crisp value statements in plain language.
Translate: 3—5 behavioral markers per value (“what good looks like” & “what it
is not”).

3. Embed: Insert markers into job descriptions, performance reviews, 1:1 templates,
and meeting formats.

4. Observe: Leaders model behaviors in visible rituals (all-hands, plan reviews,
post-mortems).

5. Coach: Short feedback loops: “I observed X; impact Y; next time try Z.”

6. Recognize: Public shout-outs and consequence management (positive or
corrective).

7. Renew: Revisit markers annually as the business evolves.

Leader standard work: Begin meetings with behavioral check-ins (“Which behavior did
we see this week?”’), end with reinforcement (“Whom do we thank for living the value?”).

Example (hypothetical)

Value: “Seek the truth, together.”

Behavioral markers: (1) Bring data and context; (2) Invite dissent before deciding; (3)
Document decisions and learning.

A product review starts with a data brief, the chair actively asks for dissenting views, and
the decision—including trade-offs—is documented and shared. A weekly recognition post
highlights individuals who invited dissent and improved an outcome.
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Team Exercise (60—75 min)

e Objective: Translate your values into behavioral markers and embed them in two
core rituals.

e Roles: HR/People (facilitates), Business Unit leaders, Communications, 2—3 people
managers, 1 IC per team.

e Inputs: Current values, job frameworks, performance forms, team rituals.

e Steps:
1. For each value, draft 3—5 do/don’t behavioral markers (20°).
2. Choose two rituals (e.g., plan review, stand-up) to embed markers (10).
3. Write a feedback micro-script (10°).
4. Define recognition triggers (e.g., customer praise, cross-team help) (10).
5. Publish a one-page playbook and pilot for 30 days (15°).

Deliverables: Behavioral markers, feedback script, recognition triggers, pilot plan.

Template — Behavioral Expectations Matrix

“DO” “Don,t” .

Value (observable)  (anti-pattern) Example Reinforcement
Seck the Invite dissent Avoid tough Befor.e we Praise in all-hands;
truth, s ; commit, what are .

before deciding conversations Lo document learning
together we missing?
Checklist

e | 3.5 observable markers per value (not vague adjectives).

o | Markers embedded in job descriptions and performance.

e | Leaders model behaviors in visible rituals weekly.

o« | Recognition tied to specific behaviors (not favoritism).

e | Annual renewal of markers based on strategy.

Suggested KPIs

e % teams using behavioral markers in reviews; # behavior-based recognitions/week;
% meetings with dissent invited; % employees who can name behaviors; trend in
behavior-related engagement items.
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2) Integrate Culture into Key Processes

Definition

Culture endures when the way work works—hiring, planning, decision-making, execution,
risk, and rewards—expresses the values. This is process wiring, not posters.

Practical Framework — PROCESS-CULTURE MAP (Hire — Onboard —
Plan — Decide — Execute — Reward — Learn)

e Hire: Interview guides test behavioral markers; neutral, inclusive language;
structured scoring.

e Onboard: 90-day plan includes culture learn-by-doing (shadowing, writing
decisions).

e Plan: Quarterly plans must state behavioral commitments (e.g., “We will run
pre-mortems”).

e Decide: Use decision memos with assumptions, dissent, and owner/date.

e Execute: Teams maintain working agreements (meeting norms, feedback,
documentation).

e Reward: Calibration considers how results were achieved.

e Learn: Post-mortems and retrospectives focus on system behaviors.

Artifact discipline: When values are in the templates you use, they are lived by default.

Example (hypothetical)

A growth team repeatedly rushes experiments without stakeholder review. The company
adds a Decision Memo to the experiment template requiring: hypothesis, metrics, risks to
customers/brand, and who reviewed the risks. Within a quarter, the share of experiments
with proper review rises from 30% to 95% and customer complaints drop.

Team Exercise (75-90 min)

e Objective: Wire culture into three high-leverage processes.
e Roles: Operations (facilitates), HR, Legal/Risk, Finance, two line managers, one IC
per process.
e Inputs: Current templates (JD, interview guide, plan doc, decision memo,
post-mortem).
e Steps:
1. Map PROCESS-CULTURE gaps (15°).
2. Select top 3 processes to update (10°).
3. Redline templates to embed behavioral markers (30°).
4. Define adoption proof (what shows people used it) (10’).
5. Publish vI and set review date (10).
Deliverables: Updated templates + adoption KPIs.
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Template — Process—Value Alignment Matrix

Value Behavior marker

Process expressed embedded Artifact/Template change Adoption proof

Decision Seek the Invite dissent & Add “Dissent & Risks” }E/[e.mo 1r§’cludes

. document . . Dissent” box
making  truth, together section to decision memo .

trade-offs signed

Checklist

o« | At least 3 processes rewritten with value markers.

o« | Templates require evidence of behavior, not intentions.

o« Legal/Compliance reviewed risk-sensitive steps.

o« | Adoption is measured with artifact checks.

o I Review cadence defined (quarterly).
Suggested KPIs

e 9% updated templates used; audit pass rate; cycle time decision—memo—action; #
post-mortems with behavior findings; % performance reviews citing “how”
behaviors.
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3) Continuous Training for New Employees

Definition

An always-on onboarding engine that teaches the culture through work in the first 90
days and refreshes it for transfers and promotions, creating shared language and habits.

Practical Framework — ONBOARDING 6C (Context, Culture,
Compliance, Craft, Collaboration, Customers)

Context: Strategy, market, how we win.

Culture: Values — behaviors — stories; working agreements; feedback.
Compliance: Safety, security, privacy, ethics.

Craft: Role mastery (tools, standards, quality).

Collaboration: Teams, rituals, decision pathways.

Customers: Who they are; what they value; shadow calls.

Teaching method: do-review-teach. New hires practice the behaviors, get feedback, and
teach it back to a peer.

Example (hypothetical)

A support team reduces time-to-productivity by redesigning onboarding around shadowing
live cases plus daily “teach-back” sessions. New agents present a case, narrate the behavior
used (“invited dissent with engineering before closing”), and receive targeted coaching.
Productivity improves two weeks earlier than before.

Team Exercise (60—75 min)

e Objective: Build a 30—60-90 culture-centered plan for new hires.
e Roles: HR/People (facilitates), Hiring Manager, Buddy/Mentor,
Security/Compliance, one recent joiner.
e Inputs: Role competency matrix, current onboarding, culture markers, LMS.
e Steps:
1. Map the 6C curriculum (15°).
2. Write weekly outcomes and artifacts (15°).
3. Define teach-back moments (10°).
4. Set checkpoints (day 7, 30, 60, 90) with decision to accelerate/adjust (10°).
5. Publish plan in LMS/HRIS (10°).
e Deliverables: 90-day plan + checklists.
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Template — Onboarding Curriculum (6C)

6C

Week focus Learning activity Artifact/Proof  Coach Checkpoint
Week Observe two dem‘s‘lon FEVIEWS:  Reflection uploaded
Culture write a one-page “behavior Manager Day 7
1 - to LMS
reflection

Checklist

o« | Each week has a behavioral artifact as proof of learning.

o« | Buddy/mentor assigned; teach-back moments scheduled.

o« Compliance/ethics integrated, not separate.

o« I Cross-functional shadowing included.

o« 30/60/90 decisions logged (continue/adjust).
Suggested KPIs

e Time-to-productivity; 90-day retention; % new hires who can recite markers; quiz
pass rates; manager assessment of behavior adoption.
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4) Recognize and Reward Aligned Behaviors

Definition

A fair, transparent system to notice, celebrate, and reward behaviors that represent the
culture—so people repeat them even when pressure rises.

Practical Framework — FAIR + 4R

e FAIR: Frequency (often enough to matter), Authenticity (specific, sincere),
Impact (behavior improved outcomes), Relevance (tied to values).

e 4R: Recognize publicly; Reward proportionally (non-monetary & monetary);
Role-model (leaders show it); Recycle stories into onboarding and comms.

Design principles

e Recognize teams and cross-functional collaboration, not just heroes.

e Mix immediate micro-recognitions (shout-outs) with structured awards
(quarterly).

e Link a portion of bonuses/promotions to how results were achieved.

Example (hypothetical)

An engineering and CX team co-created a difficult fix. The company uses FAIR to tell the
story: the specific behaviors (“invited dissent, documented trade-offs”), the impact (reduced
churn), and the reward (spot bonus and public thanks). The story becomes part of
onboarding.

Team Exercise (60 min)

e Objective: Design a recognition system that amplifies values.
e Roles: HR/Comp & Ben (facilitates), Communications, Finance, cross-functional
managers, two ICs.
e Inputs: Values/markers, comp policy, current awards, budget.
e Steps:
1. Map behaviors — recognition triggers (15°).
2. Define channels (Slack/Teams posts, all-hands time, story library) (10”).
3. Design award levels (thank-you, spot, quarterly) and criteria (15°).
4. Write story templates for leaders (10°).
5. Publish calendar and start pilot (10”).
e Deliverables: Recognition policy, story templates, calendar.
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Template — Recognition Decision Matrix

Behavior observed Evidence  Recognition level Why It matters Owner
(FAIR)
Invited dlssen‘F M Decision memo Team shout-out + Authentlg, high VP
roadmap meeting; risk . impact, tied to
! shows dissent log spot bonus « ., Product
avoided truth-seeking
Checklist
o« | Criteria transparent; anti-bias checks in place.
o« | Balance team and individual recognition.
o | Stories captured in a shareable library.
o« | Rewards proportional to impact; budget approved.
o« Leaders practice storytelling monthly.
Suggested KPIs

e recognitions/month per 100 FTE; distribution across teams & levels; correlation
between recognition and engagement; % promotions referencing behaviors;
retention among high-recognized teams.
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5) Measure Culture Periodically

Definition

A credible measurement system that blends leading indicators (behaviors, rituals,
adoption) with lagging indicators (engagement, safety, customer outcomes) to guide
decisions—not just to publish a score.

Practical Framework — CULTURE SCORECARD (Beliefs — Behaviors —
Systems — Outcomes)

e Beliefs: Pulse items (e.g., “I can safely challenge a decision™).

e Behaviors: Usage of artifacts (decision memos with dissent; post-mortems
completed).

e Systems: Processes reflect values (templates updated; calibration notes).

e Qutcomes: Turnover of regrettable talent, safety incidents, customer NPS/retention.

Cadence

e Monthly: Behavior & system audits (artifact checks).
e Quarterly: Pulse + qualitative listening sessions.
e Biannually: Deep-dive survey; external bench comparison; action plans.

Example (hypothetical)

After embedding dissent documentation, audit data shows 82% of memos include dissent
and trade-ofts, while a pulse item (““We can challenge decisions safely”) rises from 58% to
73%. Customer complaint rate falls. The scorecard informs the next quarter’s focus:
coaching managers who still skip dissent.

Team Exercise (60—75 min)

Objective: Build a Culture Scorecard with targets and owners.
Roles: HR/People Analytics (facilitates), Ops/PMO, IT/Data, Business Unit reps.
Inputs: Engagement data, turnover, customer outcomes, process audit results.
Steps:

1. Select 10-12 indicators across the four dimensions (20°).

2. Define targets & ranges and data sources (15°).

3. Assign owners and review cadence (10°).

4. Publish one-page scorecard + backlog of improvement actions (15°).
e Deliverables: Scorecard, target ranges, ownership map.
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Template — Culture Scorecard (excerpt)

Dimension Indicator Target Baseline Frequency Owner Source

) % decision memos with dissent Doc
> 0 V)
Behaviors & trade-offs >80% 42% Monthly PMO audit

Checklist
o« Mix of leading and lagging indicators.
o« | Indicators trace back to behaviors & systems, not only sentiment.
o | Targets have ranges and owners.
o« I Survey items pass clarity & bias review.
e | Results produce action plans with due dates.
Suggested KPIs

e Adoption rate of culture artifacts; psychological safety index; manager coaching
frequency; regrettable attrition; correlation of culture index with customer outcomes
(e.g., NPS, retention).
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Global Templates & Tools (copy-ready)
Each table includes one sample row plus one blank row.
A) Prioritization Rubric (Impact x Effort)

Impact Effort

Initiative (1-5) (1-5) Priority Owner Next milestone Date
Embed dissent & Template live
trade-offs in decision 5 2 High PMO prate v 15/02
company-wide
memos
B) RACI Matrix (Culture Operating System)

Activity R A C I Deliverable Date
Publish Culture People PMO, All One-pager +
Scorecard v1 Analytics CHRO/COO IT/Data  managers dashboard 29/02
C) KPI Board (Master)

KPI Definition Target Baseline Frequency Owner Source
1 o
Psychological Safety % favgrable on two >75% 61% Quarterly HRBP Pulse
Index pulse items

D) Human-Cultural Risk Map

Probability  Impact

Risk (H/M/L) (H/M/L) Mitigation Owner Status
Tokenism (values .. . Embed marker§ 1nt9 HR+ In
. High High templates; audit artifacts
# behaviors) PMO  progress
monthly

E) 30-60-90 Plan (by Role)

Horizon Goal Actions Owner Indicators  Deliverable
Markers live in  Update agendas + # teams using .

30 days two rituals feedback scripts People Ops scripts Ritual pack

60 days Onboarding 6C Curriculum + HR + T}me-to-productl LMS course
vl teach-backs Managers  vity
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Horizon Goal Actions Owner Indicators Deliverable

Scorecard v1 Indicators + owners People Scorecard Dashboard

90 days running + targets Analytics  completeness

Summary & Next Steps

What you have built

A VALUES LOOP that makes behaviors visible, coachable, and rewarded.

A PROCESS—-CULTURE MAP so values live inside templates and decisions.
An ONBOARDING 6C engine that teaches culture by doing.

A FAIR + 4R system for recognition that truly reinforces the right actions.

A CULTURE SCORECARD that blends beliefs, behaviors, systems, and
outcomes.

Next-Steps Checklist (obligatory table)

Next step Owner Due date Status Notes
i/l[l;[lrllih Behavioral Expectations HR/People DD/MM Open One page per value
Update decision memo & PMO DD/MM Open Add dissent &
post-mortem templates trade-offs

HR +

Launch Onboarding 6C (pilot) DD/MM Open Include teach-backs

Managers
Approve Recognition policy & HR + Finance DD/MM Open FAIR + 4R levels
calendar

People

Analytics DD/MM Open 10-12 indicators

Release Culture Scorecard vl
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Self-Assessment (15 questions)
Rate 1-5 (1 = Strongly Disagree, 5 = Strongly Agree).

Our values are translated into 3—5 observable behaviors each.
Managers use a feedback micro-script weekly.

Two core rituals include explicit behavioral checkpoints.

At least three processes (hire/decide/learn...) embed culture markers.
Decision memos document dissent and trade-offs consistently.
Post-mortems analyze system behaviors, not only technical causes.
New hires follow a 6C onboarding with artifacts as proof of learning.
Managers assess how results were achieved in performance reviews.

. Recognition stories follow FAIR and are published regularly.

10. Team and cross-functional achievements are recognized (not only individuals).
11. A Culture Scorecard blends leading and lagging indicators.

12. Indicators have owners, targets, and review cadence.

13. We act on scorecard results within 30 days (improvement backlog).
14. Leaders model values in visible rituals and invite dissent.

15. People feel safe to challenge decisions and see examples monthly.

DO NG AW~

Scoring (sum 15-75)

e 15-34 (Low): Start with behavioral markers + update two templates; launch weekly
feedback and recognition stories.

e 35-54 (Medium): Wire hiring and decision processes; deploy 6C onboarding;
publish scorecard v1.

e 55-75 (High): Audit adoption monthly; link recognition to rewards; run semiannual
external review of culture practices.
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Glossary (15 terms)

1.

N

—_ = O 00

Behavioral Marker — A specific, observable action that expresses a value.
Leader Standard Work — Recurring leader behaviors that set the tone (e.g.,
dissent check).

Working Agreement — Team-made norms for meetings, documentation, and
feedback.

Decision Memo — Short artifact that records context, options, dissent, decision,
and owner/date.

Teach-Back — Learning method where a participant teaches what they just learned.
Calibration — Cross-manager session to align performance ratings and reduce
bias.

Post-Mortem/Retro — Structured learning session after a project or incident.
Psychological Safety — Shared belief that it is safe to take interpersonal risks.
Artifact Audit — Evidence check that required templates/fields are actually used.

. Recognition Trigger — Pre-agreed event that should prompt public appreciation.
. Spot Bonus — Immediate, small monetary reward for a specific behavior or

impact.

. Scorecard — One-page dashboard with indicators, targets, and owners.
13.
14.
15.

Leading Indicator — A measure that predicts outcomes (e.g., coaching frequency).
Lagging Indicator — A result measure that follows actions (e.g., retention).
Regrettable Attrition — Loss of high performers or critical skill holders.
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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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