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

Designing a Conscious Business Model

A practical playbook to translate purpose into value, choose the right channels, craft
sustainable revenue streams, build strategic partnerships, and manage a resilient cost
structure.

Getting Started

Why this topic matters now

In volatile markets, clarity beats complexity. A conscious business model connects value
to values—it specifies who you serve, how you deliver, how you earn, how you partner,
and how you spend—while making the human impact visible and governed.

Purpose of this guide — five objectives

Map your current model using a practical canvas.

Select and test distribution channels with disciplined learning.

Engineer sustainable revenue streams with pricing hypotheses and guardrails.
Shape win-win strategic partnerships with explicit roles and incentives.
Design a cost structure that supports scale without eroding culture or quality.

M S

How to use this guide

Work through one subtopic per week with a cross-functional team.

Run the exercise exactly as written; capture outputs in the templates.
Use checklists as quality gates; track KPIs on your leadership dashboard.
Revisit the canvas monthly; update assumptions based on learning.
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Module — Five Building Blocks of a
Conscious Business Model

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

1) Business Model Canvas (purpose to value)
Definition

A business model canvas is a one-page map of how your organization creates, delivers,
and captures value—with explicit attention to human outcomes (employee experience,
customer trust, and societal impact). A conscious canvas goes beyond viability; it makes
assumptions visible and governable.

Practical framework — CANVAS-X (10 blocks + 3 cross-checks)
Core blocks (10)

1. Customer segments — Who benefits and who pays.

2. Value propositions — Outcomes promised (functional, emotional, social).
3. Jobs-to-be-done — Situations and progress customers seek.

4. Channels — Paths to reach, sell, and serve (owned/earned/paid).

5. Customer relationships — Onboarding, engagement, support, expansion.
6. Revenue streams — Pricing logic and monetization mechanisms.

7. Key activities — What you must do in-house to deliver value.

8. Key resources — Talent, data, IP, platforms, brand.

9. Key partners — External capabilities and alliances.

10. Cost structure — Fixed/variable costs, step-functions, and unit economics.

Cross-checks (3)
e Purpose fit — Does each block reinforce the stated purpose?
e Human impact — What is the effect on employees, customers, and society?
e Learning cadence — What evidence will confirm/refute each assumption?

Example applied (hypothetical)

A regional B2B services firm mapped its model. They discovered that their “premium
support” promise lacked funded capacity in the cost structure. By adding a tiered SLA

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



and usage-based pricing, they aligned revenue and resource blocks, improving gross
margin while improving employee workload predictability.

Exercise (60-90 minutes)
e Roles: Strategy/PMO (facilitator), Finance, Sales/CS, Product/Ops, HR, Data.
e Inputs: current P&L, customer journey maps, service catalogs, team capacity data.
e Timing: 20’ draft blocks — 30’ define assumptions & evidence — 20’ set learning

cadence.
e Deliverables: Canvas vl + Assumption Log with test plans.

Template — Conscious Canvas (excerpt)

Current Next

Block . Evidence needed Owner . Date
hypothesis milestone
[Examp l el Y:alue We can staff Audlt't1e.r 2 Ops S.LA . 2025-1
proposition: “24h SLA for . capacity; simulate simulation
o » 24/7 tier-2 Lead 0-01
critical customers demand deck

Checklist
o« | Each block has an explicit hypothesis and evidence plan.
o« Purpose and human impact are cross-checked against every block.
o« | Assumptions have owners and dates.
e ' The canvas is living (reviewed at least monthly).
Suggested KPIs

e assumptions tested/month; % blocks with up-to-date evidence; cycle time from
assumption — decision; A NPS/EX (hypothetical) for promises tied to the canvas.
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2) Distribution Channels (reach, sell, serve)

Definition

Distribution channels are the routes by which you reach, convert, and support customers.
A conscious approach designs fit-for-purpose portfolios that respect customer
preferences, protect brand trust, and optimize cost-to-serve.

Practical framework — R3C for Channels

Reach — Where and how customers discover you (owned/earned/paid).
Convert — Motions and messages that turn interest into revenue.

Care — Post-sale service pathways (self-serve, assisted, community).
Resilience — Diversify to reduce platform risk and dependency.

L=

Channel archetypes

e Direct (ficld/inside sales, website, app)
e Indirect (resellers, marketplaces, OEM, aftiliates)
e Hybrid (co-selling with partners, strategic alliances)

Example applied (hypothetical)

A SaaS company depended on a single marketplace. A policy change cut visibility. By
applying R3C, they added direct product-led trials and partner-led co-selling. Revenue
concentration risk fell, and onboarding quality improved through shared enablement.

Exercise (60 minutes)

e Roles: Revenue Ops (facilitator), Marketing, Sales, CS, Legal, Finance.

e Inputs: acquisition cost by channel, conversion funnel data, support volumes,
SLAs.

e Timing: 15’ map current portfolio — 25’ score candidates — 20’ select 2 pilots.

e Deliverables: Channel Portfolio v1 + Pilot Plans (success criteria, owners).

Template — Channel Experiment Tracker

Succe.ss Budget Owner .Next Date
metric milestone

[Example] 20% trial»paidin ~ 20% in 60 15.000 Growth Launch trial 2025-1
Product-led trial SMB (hypothetical) days ’ Lead cohort 0-10

Channel Hypothesis
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Checklist

o« | Diversified mix avoids single-platform dependency.

o« | Clear handoffs between Reach—Convert—Care.

o« | Data capture defined for each channel.

o« Pilot stop rules pre-agreed (time, budget, thresholds).
Suggested KPIs

e CAC by channel; trial—paid conversion; cost-to-serve; channel concentration
index; first-response time in support.
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3) Sustainable Revenue Streams (earning with integrity)

Definition

Revenue streams define how money flows in. A sustainable design aligns pricing logic
with delivered value, protects customer trust, and funds the true cost of your promises.

Practical framework — REV-MAP (5 levers)

1. Mechanism — Subscription, usage-based, tiered, transactional, licensing, services,
hybrid.

2. Metering — What unit reflects value (seats, usage, outcomes, time
saved—hypothetical)?

3. Modularity — Mix of core, add-ons, and success-based components.
4. Margin guardrails — Minimum target gross margin per SKU/segment.
5. Fairness — Transparent rules (no dark patterns); price changes with notice and

rationale.

Example applied (hypothetical)

A services business bundled high-touch consulting into a flat retainer. Utilization spiked;
margin collapsed. They re-modularized: core subscription for platform + metered
advisory credits + outcome bonus for specific projects. Churn decreased as customers paid
for what they used and understood the value.

Exercise (75 minutes)

e Roles: Finance (facilitator), Product, Sales, Legal, CS, Data/BI.

e Inputs: cost curves, historical discounts, cohort retention, LTV/CAC analyses.

o Timing: 20’ baseline economics — 30’ design mechanisms/meters — 25’ define
guardrails & policies.

e Deliverables: Pricing & Policy Sheet vl + Margin Guardrails by segment.

Template — Revenue Stream Matrix

Stream Mechanism Meter Targ?t Owner Review
margin cadence
[Example] Pro Subscription Seats + usage .., Finance +
plan (tiered) band 72% Product Quarterly
Checklist
o« | Mechanisms and meters reflect customer value.
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o | Policies for discounts, renewals, and upgrades are transparent.
o« | Guardrails prevent selling below target margin.

o« | Price changes include customer-first communications.
Suggested KPIs

e Gross margin by SKU/segment; net revenue retention; discount leakage; payback
period; price increase acceptance rate.
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4) Strategic Partners (extending capability, not
outsourcing responsibility)

Definition

Strategic partners expand capability, speed, or reach. Conscious partnerships share
incentives, protect customers and employees, and avoid single-point fragility.

Practical framework — ALLY

Alignment — Shared objectives, success metrics, and red-lines.

Ledger — Transparent economics (who invests, who earns, how risk is shared).
Legal & Trust — Contracts that embed customer protection, data ethics, and SLAs.
Yield — Joint value creation plan (co-sell, co-build, co-market) with governance.

Example applied (hypothetical)

A mid-market provider partnered with a specialized Al vendor. Using ALLY, they
documented joint IP rules, support escalation paths, and a co-selling plan. They avoided
channel conflict and lifted win rates in regulated segments.

Exercise (60 minutes)

e Roles: BD/Alliances (facilitator), Legal, Finance, Product/Ops, Security, CS.

e Inputs: partner scorecards, reference customers, security reviews, model contract.

e Timing: 15’ evaluate candidates — 25’ draft ALLY canvas — 20’ define
governance (QBRs, health metrics).

e Deliverables: Partner Blueprint vl + Joint Governance Calendar.

Template — Partner RACI & Scorecard (excerpt)

Activity R A C I KPI Review

[Example] Co-selling Sales VP Partner . Win rate in joint
play Lead Sales Manager Finance deals Monthly
Checklist

o« | Shared objectives and red-lines are written and signed.

o« | Economics and IP ownership are explicit.

o« | Data protection and SLAs are audited.

o« A recurring governance rhythm exists with action logs.
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Suggested KPIs

e 9% revenue from joint pipeline; partner-sourced ACV; SLA adherence across
handoffs; # escalations; partner health score.
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5) Cost Structure (resilient, rightsized, and humane)

Definition

Your cost structure funds the promises you make. A conscious design ensures costs are
transparent, variable where sensible, and protective of human sustainability
(workload, safety, learning).

Practical framework — COST-WISE

1. Core vs. variable — Fix what protects differentiation; variable-ize what flexes with

demand.

2. Operating leverage — Identify step-functions (e.g., tier-2 support) and plan
thresholds.

3. Sustainable capacity — Fund the people, tooling, and training required by your
SLAs.

4. Time is cost — Remove waiting, rework, and over-processing in flows.
5. Invest to learn — Budget small experiments that prevent big waste.
6. Scenario views — Best/base/worst with leading indicators and decision triggers.

Example applied (hypothetical)

An organization repeatedly missed response SLAs while cutting support headcount. After
mapping COST-WISE, they recognized a step-function at 1,500 tickets/week. They
funded tier-2 staffing and automation, reducing burnout and overtime while meeting SLAs.

Exercise (60—75 minutes)

e Roles: Finance (facilitator), Ops, HR, Product, Data/BI.

e Inputs: unit economics, SLA commitments, workload data, scenario assumptions.

e Timing: 20’ map fixed/variable — 25’ identify step-functions & triggers — 20’
define investment cases for automation/learning.

e Deliverables: Cost Structure Map + Scenario Triggers (with owner actions).

Template — Cost Structure Table

. Type . Step-function Next
Cost item (Fixed/Variable) Driver threshold Owner review
[Example] Tier-2 Fixed (with . >1,500 requires Ops 2025-11-
support thresholds) Tickets/week +2 FTE Director 01

ChecKklist
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o | Differentiating capabilities are protected.

o« | Step-functions and triggers are documented.

o« | SLA capacity is funded; workloads are humane.

o« | Scenario plans include actions, not only numbers.
Suggested KPIs

e (Gross margin stability; SLA adherence; overtime hours per FTE; experiment spend
as % of revenue; forecast error vs. scenario.

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



Global Templates & Tools

Each table includes one example row and one blank row.
A) Prioritization Rubric (Impact x Effort)

Impact Effort Next

Initiative (1-5) (1-5) Priority Owner milestone Date
[Example] Launch 5 ) Hich Growth  MVP cohort 2025-10
product-led trial channel & Lead live -10

B) RACI Matrix (Program)

Activity R A C I Deliverable Date
e e PMOCOD I R AL Camas 10
C) KPI Board

KPI Definition Target Baseline Frequency Owner Data source
I[AxEs);irlggtlgns zsls(zlgr;glle)gons with 12 4 Monthly PMO E)xgperiment
tested/month completed tests

D) Human—Cultural Risk Map

Probability Impact

Risk (H/M/L) (H/M/L) Mitigation = Owner Status
[Example] Burnout in . : Staff buffer+ HR+ In
support after pricing shift High High automation Ops progress
E) 30-60-90 Day Plan (by role)

Horizon Objective Actions Owner Indicators Deliverable
[Example] Ship Canvas vl + Workshops + doc Strategy + 100% blocks Canvas v1
30 days Assumption Log  publish PMO owned

. Trial, .
60 days Pilot 2 new measurement, Growth + 22 pilots Pilot briefs
channels Sales launched
stop rules
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Horizon Objective Actions Owner Indicators Deliverable

. N ) a0
90 days Revenue Pricing tests Finance + >70% target

re-modularization  guardrails Product  margin Policy sheet

Recommended digital tools

Authoring & versioning: Confluence/Notion, Google Drive.
Work management: Jira/Trello/Notion boards.

Surveys & listening: Forms/Typeform for pulse checks.

BI & review: Power Bl/Looker for the KPI board.
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Summary & Next Steps

What you have now

A CANVAS-X method to make the model explicit and governable.

An R3C channel portfolio approach to reach, convert, and care with resilience.
A REV-MAP structure for sustainable, fair revenue.

An ALLY blueprint to build partnerships that scale capability and trust.

A COST-WISE lens to fund promises without harming people or quality.

Next-steps checklist

Next step Owner Deadline Status Notes

Publish Canvas v1 + PMO 2025-10-0 b} ned Owners per block
Assumption Log 5
Approve Channel Portfolio + CRO + Growth2025-10-1 Planned Two pilots with stop
pilots 2 rules
Release Pricing & Policy Finance 2025-10-2 Planned Guardrails by segment
Sheet v1 0

. . Alliances +  2025-10-2 Joint governance
Sign Partner Blueprint (top 2) Legal s Planned calendar
Complete Cost Structure Map CFO + Ops 2025-10-3 ) neq Seenario triggers

0 documented
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Self-Assessment (15 questions; 1-5 scale)

How to score: Average all items (1-5). Use the ranges below for guidance.

Our canvas is current and reviewed monthly with owners and evidence.
Each block includes explicit assumptions and tests.

Our channel mix is diversified and governed with stop rules.

We capture channel-level data across Reach—Convert—Care.

Pricing mechanisms and meters match delivered value.

Margin guardrails are enforced in deals and renewals.

We have transparent policies for discounts and upgrades.

Our top partnerships have joint objectives, economics, and governance.
Data protection, SLAs, and escalation paths are audited with partners.
10. Fixed/variable costs and step-functions are documented with triggers.
11. SLA capacity is funded and workloads are humane.

12. We maintain an Assumption Log with weekly updates.

13. Experiments have clear success metrics and time boxes.

14. We close the loop from experiment — policy/pricing/capacity changes.
15. Leaders communicate decisions with owners, dates, and rationale.

WX R WD —

Ranges & recommendations

e 4.2-5.0 (High) — Scale successes; publish a quarterly Business Model Learning
Report.

e 3.2-4.1 (Medium) — Tighten guardrails and data capture; prioritize two channel
pilots and margin policies.

e <3.1 (Low) — Start with Canvas v1, two quick channel experiments, and a minimal
Pricing & Policy Sheet.
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Glossary (15 terms)

1.

Nownbkwd

10.
I1.
12.
13.
14.
15.

Conscious Business Model — A model that aligns value creation with human and
societal outcomes.

Canvas — A one-page map of how value is created, delivered, and captured.
Assumption Log — List of hypotheses with tests, owners, and dates.

Channel Portfolio — The mix of routes to reach, convert, and care for customers.
Cost-to-Serve — Total cost required to support a customer or segment.

Metering — The unit by which usage or value is measured for pricing.

Margin Guardrail — Minimum acceptable gross margin threshold by
SKU/segment.

Step-Function — A non-linear jump in costs or capacity at a threshold.

Joint Governance — Recurring partner reviews with shared metrics and actions.
Stop Rule — Pre-agreed condition that triggers pausing or ending an initiative.
Purpose Fit — Degree to which a block or decision reinforces stated purpose.
Resilience — Ability of the model to withstand platform/policy shocks.

Unit Economics — Revenue and cost per unit (seat, order, cohort, etc.).

Outcome Bonus — Payment tied to achieving agreed business results.

Scenario Trigger — Leading indicator that activates a predefined action plan.
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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
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