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

Monitoring the Execution of the Strategic Agenda

Focus

Build an operating rhythm that turns strategy into outcomes through: Project progress
indicators, efficient resource use, milestone and deliverable tracking, variance review,
and adaptive adjustments to hit objectives.

Getting Started

Why this matters

A strategic plan without high-frequency monitoring is a wish list. A monitoring system
without human ownership is bureaucracy. You need both: lean, decision-grade metrics
and clear roles that make action inevitable.

Five objectives of this guide

1. Define a minimal, actionable set of progress indicators for strategic projects.
. Establish resource utilization standards that protect throughput and quality.
3. Operate a milestone & deliverable governance model with unambiguous
acceptance.
4. Detect and explain deviations early, not at quarter close.
Execute adjustments fast—without losing strategic coherence.

e

How to use this guide

e Run the full playbook as a one-day workshop, or tackle one subtopic per week.

Keep a living Execution Charter: definitions, owners, cadences, and a change log.

e Use a single source of truth (BI/PMO workspace) and short written narratives to
explain the numbers.
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Module — Monitor the Execution of the
Strategic Agenda

1) Project Progress Indicators

Definition

A concise set of indicators that show if the body of work is moving at the right pace
toward the intended outcomes, converting strategy into measurable traction.

Practical Framework — Qutcomes-Back Progress (OBP)
Link each strategic outcome to a small chain of indicators:

e QOutcome indicators (O): Business/mission results the strategy seeks (e.g., %
revenue from new products, % NPS lift, cycle time reduction).

e Output indicators (P): Completed units of value that plausibly drive the outcome
(features live, partners onboarded, markets launched).

e Flow indicators (F): How effectively work moves (throughput, lead time, WIP,
blocked items).

e Health indicators (H): Enablers/risks (defect rate, incident volume, talent churn).

Design principles

e 3-5 indicators per outcome; each with owner, target, and action rule.
e Prefer rate over absolute (e.g., features live per week).
e Keep baseline & trend lines visible; annotate breaks in method.

Example (hypothetical)
A telco has “Launch SMB Al-enabled support in 3 markets.” OBP set:

O: Ticket resolution < 6 hours (from 19h), CSAT > 4.5/5.

P: 12 priority flows live per market (playbooks + API integrations).

F: Throughput > 4 flows/week, Lead time < 10 days, WIP < 10.

H: Incidents < 2/week during ramp.

Weekly review flags WIP creep; team lowers WIP, throughput recovers.

Team Exercise (60—75 min)

e Objective: Define OBP for top 5 strategic outcomes.
e Roles: Strategy/PMO (facilitation), Product/Operations leads, Finance partner, BI.
e Inputs: Strategic outcomes/OKRs, current project list, capacity data.
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1. For each outcome, list 1-2 outputs that most drive it (15°).
2. Select flow & health indicators that expose bottlenecks (15°).
3. Set baselines/targets & action rules (what we do if red) (20).
4. Publish in the Execution Charter (10°).

e Deliverables: OBP board with owners/cadences.

Template — Progress Indicator Board (OBP)

Indicator
Outcome Type KPI Target Baseline Frequency Owner Source
(O/P/F/H)
AT Support Throughput Ops .
in 3 Markets (flows/week) 2 Weekly Lead Jira/PM

Checklist
o« I Each outcome has <5 indicators across O/P/F/H.
o« | Owners and action rules are explicit.
o« I Flow metrics reveal bottlenecks (WIP, lead time).
o« | Health metrics protect quality and safety.
o« | Trends/narratives are reviewed weekly.
Suggested KPIs

e Throughput (completed items/week), Lead time (start-to-finish), WIP, % outcomes
with defined OBP, Outcome target attainment (%), % items blocked > 48h.
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2) Evaluating Efficient Resource Use

Definition

A simple, transparent view of how capacity (people, budget, tech) is allocated and
consumed, supporting decisions that maximize throughput and value—not busyness.

Practical Framework — Capacity-to-Value (C2V)

e Allocation: % capacity by outcome (not by team only), with guardrails (e.g., >
60% to strategic bets; < 20% to keep-the-lights-on where feasible).

e Ultilization: Productive time vs. context switches and rework.

e Economics: Unit cost per value unit (e.g., cost per feature live, cost per market
launch).

e Balance: Avoid over-utilization; protect slack for problem-solving and learning.

Good practices

e Timebox work intake; say no to unbudgeted urgencies.
o Limit WIP per team; track handoffs and queues.
e Tie spend to learning milestones (kill/scale gates).

Example (hypothetical)

A bank discovered 42% capacity spent in unplanned urgencies. After a strict intake and
WIP policy, unplanned work dropped to 18%, cost/feature fell 21%, and time-to-market
improved despite a flat budget.

Team Exercise (60 min)

Objective: Build your C2V dashboard and re-balance in a pilot area.
Roles: PMO, Finance, Delivery Managers, HRBP, BI.
Inputs: Headcount, squads by outcome, actuals vs. plan, vendor spend.
Steps:
1. Map capacity by outcome and by work type (planned/unplanned) (15°).
2. Compute utilization and unit economics (15°).
3. Set guardrails and re-allocation scenarios (20’).
4. Agree on pilot and review cadence (10’).
e Deliverables: C2V dashboard + signed guardrails.
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Template — Capacity & Utilization Matrix

Outcome / Planned Unplanned Utilization Cost per

Work Type Ca(l();;lty (%) (%) Value Unit
0

Launch 70 10 32 US§$14k per Delivery Vendor
Market #2 flow Lead ramp Q2

Owner Notes

Checklist

Capacity shown by outcome, not only by function.
WIP limits established; context switching measured.
Unplanned work tracked separately with root causes.

Unit economics inform kill/scale decisions.

a1 1 1 T

° Slack exists (no “100% utilization” myth).
Suggested KPIs

e 9% capacity on strategic outcomes, Unplanned work %, Utilization %, Cost per value
unit, % teams within WIP limits, Rework rate %.
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3) Milestone & Deliverable Tracking

Definition

Governance that ensures what “done” means is unambiguous, and that critical
milestones drive decisions, not just status colors.

Practical Framework — Milestone Integrity Model

e Definition of Done (DoD): Acceptance criteria, data/QA requirements,
security/compliance, documentation, enablement.

e Milestone Types: Decision (Go/No-Go), Learning (hypothesis validated),
Integration (cross-team dependency), Value (customer-visible).

e Evidence: Artifacts to prove completion (URL/demo, test report, sign-off).

e Cadence: Weekly review of near-term milestones (< 4 weeks out); monthly review
of horizon.

Example (hypothetical)

A healthtech company added Learning milestones for regulatory risk. Two risky
assumptions were invalidated early; a pivot saved three months and significant spend.

Team Exercise (60 min)

Objective: Build a Milestone Register with DoD for top initiatives.
Roles: PMO, Product Owners, QA/Compliance, Security, Enablement, Finance.
Inputs: Roadmaps, dependency maps, compliance checklists.
Steps:
1. List the next 8—12 milestones per initiative; classify type (20°).
2. Define DoD & Evidence for each (20°).
3. Assign owners/dates and dependency alerts (15°).
4. Publish the register & review rhythm (5°).
Deliverables: Milestone Register with DoD/Evidence.

Template — Milestone Register

e s . Type DoD .
Imt;atlv Mlleeston (Decision/Learning/Integration/Va (acceptanc EV1(:enc Ov:ne Due
lue) e)
Market 5 priority  Demo
18\1{ ort #2 pilot Value flows + URL + fizil(lic éS/O
pP live NPS>4.2 report
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Checklist

o« | Every milestone has DoD and Evidence.
o« | Decision & Learning milestones visible (not only Value).
o« | Dependencies highlighted with early alerts.
o | Compliance/security embedded in DoD.
o | Weekly review of next <4 weeks’ milestones.
Suggested KPIs

e % milestones completed on time (with evidence), % with DoD defined, Average
slippage (days), % critical dependencies at risk, % Decision/Learning milestones
completed.

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



4) Variance Review (Schedule, Scope, Spend)

Definition

A disciplined process to detect, explain, and act on deviations from plan before they
become failures.

Practical Framework — Variance Triad + EVA-Lite

e Triad: Scope, Schedule, Spend—evaluate what changed, why, and the decision.
e EVA-Lite (earned value approach):

o PV (Planned Value): What you planned to complete by date.

o EV (Earned Value): What you actually completed (valued at plan).

0o AC (Actual Cost): What you spent.

o SPI=EV/PV (schedule performance), CPI = EV/AC (cost performance).
e Narratives: One-page variance note: facts, causes, options, decision.

Good practices

e Use relative thresholds (e.g., SPI < 0.9 or CPI < 0.9) to trigger action.
e Separate signal (systemic issues) from noise (one-offs).
o Keep learning logs to avoid repeated surprises.

Example (hypothetical)

SPI falls to 0.82 from dependency delays; CPI is 1.03 (on budget). Decision: reduce WIP,
extend vendor SOW to unblock integration, and pull one lower-value item out of scope. SPI
recovers to 0.95 in two sprints.

Team Exercise (45-60 min)

Objective: Implement Variance Triad + EVA-Lite with thresholds.
Roles: PMO, Finance, Delivery Leads, BI Analyst.
Inputs: Plan vs. actuals, milestone values, cost actuals.
Steps:
1. Define valuation method for EV (points or $ equivalence) (15°).
2. Set thresholds and escalation path (15°).
3. Draft the variance note template (15°).
4. Pilot on two initiatives (15°).
e Deliverables: EVA-Lite sheet + Variance note examples.
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Template — Variance Log (EVA-Lite)

e SPI CPI - .
Initiative PV EV AC (EV/PV) (EV/AC) Root Cause Decision/Action Owner Date
Al Integration Reduce WIP,
100 82 95 0.82 0.86 ceh extend vendor PMO 10/06

Support wait time SOW
Checklist

o | PV/EV/AC definitions consistent and documented.

o« | SPI/CPI thresholds trigger action & narrative.

o | Scope changes logged with benefit impact.

e | Variances reviewed weekly in <30 minutes.

o« Learnings captured in a searchable log.
Suggested KPIs

e % initiatives within SPI/CPI thresholds, Avg. variance resolution time, # systemic
causes addressed, Scope change impact on outcomes.
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5) Adjustments to Meet Objectives

Definition

A repeatable method to adapt plans—reallocating capacity, resequencing milestones, or
redefining scope—while preserving strategic coherence.

Practical Framework — OODA for Strategy Execution

e Observe: Signals from OBP, C2V, Milestone Integrity, EVA-Lite.

e Orient: Synthesize what changed in the environment and internally.

e Decide: Choose among adjustment archetypes (re-target, re-sequence, re-scope,
re-staff, stop).

e Act: Implement with clear owners, dates, and communication.

Governance

e Monthly Strategy Room: 90 minutes, 3 artifacts—Execution Scorecard, Variance
Heatmap, Decision Log.
e No surprises: decisions logged and shared within 24 hours.

Example (hypothetical)

A logistics firm sees stronger demand in Market C. OODA triggers re-sequence: bring
Market C forward, pause Market A, shift 15% capacity, and add a dedicated integration
squad. Outcome probability increases with minimal budget change.

Team Exercise (60 min)

Objective: Define your OODA cadence and decision rules.
Roles: CEO/GM, Strategy/PMO, Finance, Product/Ops heads, HRBP.
Inputs: Execution Scorecard (rolled-up KPIs), variance notes, capacity snapshot.
Steps:
1. Agree the monthly OODA agenda and heatmap layout (15°).
2. Define adjustment archetypes and approval levels (15°).
3. Draft a one-page Decision Log format (15°).
4. Simulate two decisions using last month’s data (15°).
e Deliverables: OODA playbook + Decision Log.
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Template — Adjustment Decision Log

Type Impact
Decisio (Retarget/Resequence/Rescope/Resta Rationa  on Capa.c1 Owne Effectiv
n le  Outcom ty Shift r e Date
ff/Stop) es
Advanc
e Demand | . .,
Market signal + +r102b§bili +15%
C, Resequence partner P o to COO 01/07
pause readines tZr ot Squad 3
Market S &
A
Checklist
o« | Clear cadence for decisions (monthly Strategy Room).
o« | Predefined archetypes guide consistent actions.
o« Decisions logged with outcome impact and capacity shifts.
o« | Communication sent within 24h to stakeholders.
o« | Post-decision review in the next cycle.
Suggested KPIs

e Decision lead time (signal—decision), % decisions implemented on time, Outcome
probability delta (%), % decisions with measured effect after 30-60-90 days.
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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
Expand Al Support to . Partner integration
Market C 5 2 High COO signed 12/07
B) RACI Matrix (Strategic Execution Program)

Activity R A C I Deliverable  Date
Publish Execution Finance, HRBP, All Charter signed &
Charter v1 PMO CEO/GM Ops/Product leaders posted 30/06
C) KPI Board (Master)

KPI Definition Target Baseline Frequency Owner Source
% outcomes with  Outcomes with full
OBP defined &  O/P/F/H set and >90% 54% Weekly  Strategy PMO/BI
active weekly review
D) Human-Cultural Risk Map

. Probability Impact oo .

Risk (H/M/L) (H/M/L) Mitigation Owner Status
Chgnge fatigue in Medium High WIP hml.ts. + rotation HRBP In
delivery squads + recognition progress
E) 30-60-90 Plan (by Role)

Horizon Goal Actions Owner Indicators  Deliverable
1 0
30 days OBP live for top Workshops + PMO 100% OBP pack
outcomes dashboards coverage
60 davs Variance Triad + Thresholds + PMO + SPI/CPI Variance lo
YS EVA-Lite variance notes Finance adherence &
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Horizon Goal Actions Owner Indicators Deliverable

OODA cadence Strategy Room + CEO/GM Decision lead OODA

90 days established decision log time | playbook

Summary & Next Steps

What you have built

An Outcomes-Back Progress system that connects work to results.
A Capacity-to-Value view to manage resources, not just budgets.
A Milestone Integrity model to make “done” unmistakable.

A Variance Triad + EVA-Lite to detect and act on deviations early.
An OODA routine to adjust quickly and coherently.

Next-Steps Checklist (obligatory table)

Next step Owner Due date Status Notes
Approve Execution Charter CEO/GM DD/MM Open Includes change log
Publish OBP dashboards PMO/BI DD/MM Open One sheet per outcome
Launch C2V in pilot area Finance + PMO DD/MM Open Guardrails agreed
Start EVA-Lite thresholds PMO + Finance DD/MM Open SPI/CPI alerts
Run first Strategy Room (OODA) Strategy DD/MM Open Decision log live
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Self-Assessment (15 questions)

Rate each statement from 1 (Strongly Disagree) to S (Strongly Agree).

1.

DO NA U AW

10.
11.
12.
13.
14.
15.

We track Outcome, Qutput, Flow, and Health indicators for each strategic
outcome.

Every indicator has a named owner, target, and action rule.

Our dashboards display trends and narratives, not just snapshots.
Capacity is shown by outcome, and unplanned work is measured.

WIP limits are in place and respected across teams.

We know our unit economics (e.g., cost per value unit) for priority work.
Milestones include Definition of Done and Evidence requirements.
Learning and decision milestones are visible and reviewed.

We apply EVA-Lite with clear thresholds for SPI/CPI.

Variance notes are one page, with options and decisions recorded.

We run a monthly Strategy Room with OODA decisions.

Decisions are logged and communicated within 24 hours.

Post-decision reviews check effectiveness at 30-60-90 days.

The Execution Charter is current and accessible.

Teams can explain our monitoring system in plain language.

Scoring (sum 15-75)

15-34 (Low): Start with OBP + Milestone Integrity; set WIP limits; publish a
two-page Execution Charter.

35-54 (Medium): Add C2V dashboard; launch EVA-Lite thresholds; hold Strategy
Room monthly.

55-75 (High): Automate alerts; introduce external peer review; run quarterly
capability clinics.
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Glossary (15 terms)

1. OBP (Outcomes-Back Progress) — Linking indicators from outcome to flow and
health.

WIP (Work-in-Progress) — Items started but not finished; too much WIP slows
everything.

3. Throughput — Completed work per unit time.

4. Lead Time — Time from start to finish of an item.

5. C2V (Capacity-to-Value) — Viewing capacity allocation by strategic outcome.

6. Unit Economics — Cost and value at the smallest unit (feature, market, case).
7
8

D

. DoD (Definition of Done) — Acceptance criteria proving completion.
. Learning Milestone — Event to validate a key assumption or risk.
9. PV/EV/AC — Planned/Earned Value and Actual Cost for progress accounting.
10. SPI/CPI — Schedule/Cost Performance Index (EV/PV; EV/AC).
11. Variance Note — One-page explanation of deviation and action.
12. OODA — Observe-Orient-Decide-Act loop for adaptive decisions.
13. Strategy Room — Monthly forum to make portfolio adjustments.
14. Execution Charter — Governance for indicators, cadences, owners, and changes.
15. Decision Log — Public record of strategic decisions and expected impact.
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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™

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


https://sites.google.com/view/javiersimpleman/bp6_recursos_en
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