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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 
Clarifying the Value Proposition With Purpose​
Focus: A guide for executive teams and leaders in strategy, product, marketing, and finance 
who need to align purpose and results, and turn the value proposition into concrete 
decisions, metrics, and actions. 

 

Initial Sections 
Introduction: Why a Purpose-Led Value Proposition 
Matters 
Organizations compete for attention, trust, and time. A purpose-led value proposition 
reduces commercial friction, improves problem–solution fit, and guides the portfolio. 
Without this clarity, symptoms appear: messages that do not convert, long sales cycles, 
toxic discounts, product sprawl, and misaligned teams. 

Purpose of the Guide (5 Objectives) 
1.​ Clarify the customer’s real problem (not the assumed one). 
2.​ Identify all beneficiaries (payer, user, decision-maker, influencer). 
3.​ Differentiate with tests and comparable criteria. 
4.​ Align purpose with business metrics (unit economics). 
5.​ Communicate expected impact with stories, data, and value signals. 

How to Use This Guide 
●​ Linear Reading: for an end-to-end process, from diagnosis to communication. 
●​ Targeted Reference: take the templates for the subtopic you need. 
●​ Collaborative Work: bring tables and exercises to team workshops. 
●​ Management Rituals: use checklists and KPIs as a light monthly audit. 
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Subtopic 1: Define the Problem Being Solved 

1) Definition 

The problem is the specific, costly friction that prevents your customer from achieving a 
valuable outcome. Defining it poorly leads to elegant but irrelevant solutions. Defining it 
well requires evidence, context, and success criteria the customer recognizes as their own. 

2) Practical Framework: Problem in 5 Cs (Customer, Context, Consequence, 
Criterion, Cost) 

●​ Customer: who experiences the problem? User, buyer, decision-maker, influencer. 
●​ Context: when and where it occurs; constraints and dependencies. 
●​ Consequence: what happens if it is not resolved (operational, human, financial). 
●​ Success Criterion: how we will know it is resolved (metrics and signals). 
●​ Current Cost: time, money, risk, emotional wear. 

3) Applied Example (Hypothetical Case) 

A B2B services company observes delays in account activation. Problem (5 Cs):​
Customer: operations management.​
Context: monthly spikes and manual validations.​
Consequence: lost sales and claims; team burnout.​
Criterion: T2A (time to activation) < 24h, claims < 2%.​
Cost: overtime and discounts due to delays. 

4) Step-By-Step Exercise 

Objective: draft the problem statement and agree on success criteria.​
Roles: Strategy (facilitation), Product/Operations (insights), Sales/CS (voice of customer), 
Data (metrics), Finance (cost).​
Inputs: customer interviews, tickets, cycle-time data, claims.​
Timeline: two 2-hour sessions + 1 week for validation.​
Deliverables: 5-C problem statement + list of metrics and critical assumptions. 

5) Suggested Template — Problem Canvas (5 Cs) 

Dimension Description Evidence Metric/Threshold Owner Next 
Milestone Date 

Customer Operations 
Management 

Interviews + 
tickets — Strategy Validate with 

5 accounts 09/30 
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6) Validation Checklist 

●​ Does the statement describe who–when–where–why? 
●​ Is there evidence (data/observations) and not just opinions? 
●​ Were success criteria agreed upon with the customer? 
●​ Did we quantify the current cost of the problem? 
●​ Is the problem recurring and worth solving? 

7) Suggested KPIs 

●​ T2A / T2R (time to activation/result). 
●​ % rework tied to the problem. 
●​ % related claims. 
●​ Cost of the problem (estimated/month). 
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Subtopic 2: Identify Direct and Indirect Beneficiaries 

1) Definition 

In complex B2B and B2C decisions there is rarely a single beneficiary. The user, the 
decision-maker, the payer, and the influencer have different expectations and risks. 
Mapping them prevents generic messaging and speeds adoption. 

2) Practical Framework: 4R Map (Role, Result, Risk, Ritual) 

●​ Role: user, decision-maker, buyer, influencer. 
●​ Result Sought: what each role needs to achieve. 
●​ Perceived Risk: fears or costs of changing. 
●​ Value Ritual: concrete moment when that role experiences value. 

3) Applied Example (Hypothetical Case) 

For the same account activation:​
User (operations): fewer manual steps → risk: losing control.​
Decision-maker (management): T2A and satisfaction metrics → risk: disruption.​
Buyer (finance): total cost and ROI → risk: hidden overrun.​
Influencer (IT): security and integrations → risk: technical debt. 

4) Step-By-Step Exercise 

Objective: build the beneficiary map and link messages/value by role.​
Roles: Marketing (facilitation), Product/CS (insights), Sales (field), Security/IT 
(requirements).​
Inputs: interviews and usage data, sales objections, decision matrices.​
Timeline: 2 weeks.​
Deliverables: 4R map + messages by role + value indicators by role. 

5) Suggested Template — 4R Beneficiaries Map 

Role Result Sought Perceived 
Risk Value Ritual Key Message Owner 

Operations 
(User) 

Fewer steps and 
fewer errors 

Losing 
control 

End-of-day close 
without rework 

“Fewer Steps, 
More Control” Product 

      

6) Validation Checklist 

●​ Did we identify all roles (U/D/B/I)? 
●​ Did we link concrete messages and rituals by role? 
●​ Did we anticipate risks/objections by role with clear responses? 
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●​ Did we define value metrics by role (before/after)? 
●​ Does the commercial plan reflect this message segmentation? 

7) Suggested KPIs 

●​ Adoption rate by role (active users, activated decision-makers). 
●​ Conversion rate by message (A/B testing per role). 
●​ Decision time by account/segment. 
●​ Satisfaction by role (short survey). 
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Subtopic 3: Differentiate From Competitors 

1) Definition 

Differentiation is not a list of features: it is offering a clear choice based on value proofs 
that matter to the customer. Relevant comparison crosses jobs-to-be-done, outcomes, 
switching costs, and risks. 

2) Practical Framework: Differentiation Triangle (Value, Evidence, 
Defensibility) 

●​ Perceived Value: the specific improvement the customer achieves (time, cost, risk, 
experience). 

●​ Evidence: demos, trials, references (where absent, pilots or a hypothetical case with 
explicit assumptions). 

●​ Defensibility: unique capabilities, proprietary data, processes, community, 
ecosystem. 

3) Applied Example (Hypothetical Case) 

Competitors offer activation in 48–72h. Differentiation: activation < 24h with no parallel 
spreadsheets, real-time traceability dashboard, and in-app support. Evidence: pilot with 5 
customers (hypothetical), 35% improvement in T2A. 

4) Step-By-Step Exercise 

Objective: build the differentiation matrix and the sales script.​
Roles: Product (value), Marketing (messages), Sales (field), Data (measurement), Legal 
(claims).​
Inputs: functional benchmark, objections, usage data, interviews.​
Timeline: 3 weeks.​
Deliverables: comparative matrix, question script, and value proofs. 

5) Suggested Template — Competitive Differentiation Matrix 

Key 
Job/Outcome 

Our 
Proposal 

Alternative 
A 

Alternative 
B 

Evidence 
Available 

Switching 
Cost/Risk Moat/Defensibility 

Activation < 
24h with 
Traceability 

Yes 
(SLA 
24h) 

Partial 
(48–72h) No 

Pilot with 
5 
accounts 
(hyp.) 

Low 
(standard 
APIs) 

Operational data + 
in-app support 

       

6) Validation Checklist 
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●​ Does the comparison start from jobs/outcomes, not features? 
●​ Are the proofs clear (pilots, demos, references)? 
●​ Did we identify switching cost and how to reduce it? 
●​ Do we have moats or defenses (data, process, community, partners)? 
●​ Did Legal validate the claims? 

7) Suggested KPIs 

●​ Win rate by segment (vs. competitors A/B). 
●​ Sales cycle time. 
●​ % of pilots that scale to contract. 
●​ Average discounts (a reduction is a sign of strong differentiation). 
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Subtopic 4: Align Purpose and Profitability 

1) Definition 

Purpose states why we exist and whom we serve; profitability ensures continuity and scale. 
Aligning both avoids cynicism and enables investment where the most value is created for 
the customer and the company. 

2) Practical Framework: Double Helix (Impact–Unit Economics) 

●​ Impact: results for customers/users/community (outputs → outcomes). 
●​ Unit Economics: contribution margin by segment, LTV/CAC ratio, payback. 
●​ Governance: portfolio decisions that maximize joint value. 

3) Applied Example (Hypothetical Case) 

A self-service module is prioritized that reduces activation time (impact) and 
simultaneously lowers tickets (unit economics). Expected result (hypothetical): T2A 
−40%, support cost −25%, satisfaction +15. 

4) Step-By-Step Exercise 

Objective: define 3 impact indicators and 3 unit-economics indicators per segment.​
Roles: Executive Team (sponsor), Product/Operations (impact), Finance/Commercial (unit 
economics), Data (models).​
Inputs: customer cohorts, margins by line, tickets, surveys.​
Timeline: 4 weeks.​
Deliverables: double-helix dashboard + purpose narrative + prioritization rules. 

5) Suggested Template — Purpose–Profitability Matrix 

Segment/Produ
ct 

Impact 
(Outcome

) 

Impac
t 

Metri
c 

UE Metric 
(LTV/CAC/Paybac

k) 

Portfoli
o 

Decisio
n 

Owner 
Next 

Mileston
e 

Mid-Market / 
Self-Serve 

T2A 
−40% 

T2A 
(hours
) 

Payback < 6 months 

Scale 
self-serv
ice 
module 

Product/Finan
ce 

Q4 
rollout 

       

6) Validation Checklist 

●​ Did we define outcomes (not just outputs)? 
●​ Does each initiative have estimated LTV/CAC and payback? 
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●​ Are there prioritization rules based on joint value? 
●​ Is the double helix reviewed monthly by a committee? 
●​ Does the external narrative reflect this balance? 

7) Suggested KPIs 

●​ LTV/CAC by segment. 
●​ Payback (months). 
●​ Contribution margin. 
●​ Variation in impact metrics (e.g., T2A, NPS). 
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Subtopic 5: Communicate the Expected Impact 

1) Definition 

Communicating impact is showing, not just saying: connecting the promise with evidence 
and a clear path to adoption and value. 

2) Practical Framework: Story–Data–Proof–Call 

●​ Story: brief customer context (situation, pain, objective). 
●​ Data: metric that matters to the customer (baseline vs. target). 
●​ Proof: demo/pilot/testimonial (or hypothetical case with explicit assumptions). 
●​ Call to Action: next step with low risk (trial, pilot, workshop). 

3) Applied Example (Hypothetical Case) 

“A retail chain activated accounts in 72h. Story. They sought to reduce claims and 
accelerate sales. Data. Target: < 24h. Proof. In a 4-week pilot (hypothetical) we achieved a 
T2A of 20h and claims < 2%. Call. ‘Let’s run a 90-minute discovery workshop next 
week.’” 

4) Step-By-Step Exercise 

Objective: build a communication playbook by segment.​
Roles: Marketing (narrative), Sales (field), Product (proofs), Data (metrics), Legal 
(review).​
Inputs: customer stories, metrics, demos, pilots.​
Timeline: 3 weeks.​
Deliverables: scripts, “why now” pages, one-pagers by segment, proof repository. 

5) Suggested Template — Impact Script (Pitch/Storytelling) 

Segment Story (1–2 Lines) Data (Baseline 
→ Target) 

Proof 
Available 

Call to 
Action Owner 

Retail 
Mid-Market 

Slow activation with 
monthly peaks 72h → < 24h 4-week pilot 

(hyp.) 
90-minute 
workshop Sales 

      

6) Validation Checklist 

●​ Is the story true and relevant to the segment? 
●​ Is the data measurable and achievable with evidence? 
●​ Does the proof reduce perceived risk? 
●​ Is the call to action clear and simple? 
●​ Did Legal validate claims and use of testimonials? 

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



7) Suggested KPIs 

●​ Response rate to calls (workshops/demos). 
●​ Conversion demo → pilot → contract. 
●​ Commercial cycle time. 
●​ Team use of the playbook. 
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Suggested Templates and Tools 
(Consolidated) 
All ready to copy/paste. Each table includes 1 sample row + 1 blank row. 

1 Problem Canvas (5 Cs) 

Dimension Description Evidence Metric/Threshold Owner Next 
Milestone Date 

Customer Operations 
Management 

Interviews + 
tickets — Strategy Validate with 

5 accounts 09/30 

       

2 4R Beneficiaries Map 

Role Result Sought Perceived 
Risk Value Ritual Key Message Owner 

Operations 
(User) 

Fewer steps and 
fewer errors 

Losing 
control 

End-of-day close 
without rework 

“Fewer Steps, 
More Control” Product 

      

3 Competitive Differentiation Matrix 

Key 
Job/Outcome 

Our 
Proposal 

Alternative 
A 

Alternative 
B 

Evidence 
Available 

Switching 
Cost/Risk Moat/Defensibility 

Activation < 
24h with 
Traceability 

Yes 
(SLA 
24h) 

Partial 
(48–72h) No 

Pilot with 
5 
accounts 
(hyp.) 

Low 
(standard 
APIs) 

Data + in-app 
support 

       

4 Purpose–Profitability Matrix 

Segment/Produ
ct 

Impact 
(Outcome

) 

Impac
t 

Metri
c 

UE Metric 
(LTV/CAC/Paybac

k) 

Portfoli
o 

Decisio
n 

Owner 
Next 

Mileston
e 

Mid-Market / 
Self-Serve 

T2A 
−40% 

T2A 
(hours
) 

Payback < 6 months Scale 
module 

Product/Finan
ce 

Q4 
rollout 
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5 Impact Script (Pitch/Storytelling) 

Segment Story (1–2 Lines) Data (Baseline → 
Target) 

Proof 
Available Call to Action Owner 

Retail 
Mid-Market 

Slow activation 
with peaks 72h → < 24h 4-week pilot 

(hyp.) 
90-minute 
workshop Sales 

      

6 Prioritization Rubric (Impact × Effort) 

Initiative Impact (1–5) Effort (1–5) Priority Owner Next Milestone Date 
Self-Service Activation 5 2 High Product MVP ready 09/30 
       

7 RACI Matrix (Value-Proposition Governance) 

Activity R A C I Deliverable Date 
Validate Problem 
Statement Strategy Executive 

Team Product/Sales Entire 
Org 

Validated 
document 09/15 

       

8 KPI Dashboard (Value Proposition) 

KPI Definition Target Baseline Frequency Owner Data 
Source 

T2A Hours from request to 
activation < 24h 72h Weekly Operations BI 

Win Rate % of opportunities won +10 pp 28% Monthly Sales CRM 
Payback Months to recover CAC < 6 9 Monthly Finance BI 
NPS Customer satisfaction +15 pts 20 Quarterly CX Surveys 

9 Human–Cultural Risk Map 

Risk Likelihood 
(H/M/L) 

Impact 
(H/M/L) Mitigation Owner Status 

Resistance to 
Self-Service High High Co-design + 

training Product/CS In 
progress 

      

10 30–60–90 Plan (By Role for Adoption) 
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Horizon Objective Actions Owner Indicators Deliverable 

30 days Master 3 critical 
tasks 

Training + 
demo 

Role 
Lead 

% tasks 
mastered 

Evidence in 
LMS 
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Summary and Next Steps 
Key Learnings 

●​ A well-defined problem orients everything: product, messages, and metrics. 
●​ Multiple beneficiaries require messages and “value rituals” by role. 
●​ Differentiation is built with evidence and defensibility. 
●​ Purpose and profitability meet in portfolio decisions with healthy unit economics. 
●​ Communicating expected impact is a repeatable script that reduces perceived risk. 

Executive Next-Steps Checklist 

Next Step Owner Deadline Status Notes 
Validate 5-C Problem 
Statement Strategy/Product 09/15 ☐ 

Pending 5 key interviews 

Map Beneficiaries and 4R 
Messages Marketing/CS 09/30 ☐ 

Pending A/B testing by role 

Complete Differentiation 
Matrix Product/Sales 10/15 ☐ 

Pending Value-proof script 

Define Purpose–Profitability 
Dashboard Executive/Finance 10/31 ☐ 

Pending 
LTV/CAC by 
segment 

Build Impact Playbook Marketing/Sales 11/15 ☐ 
Pending Proof repository 
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Self-Assessment (15 Questions, Scale 1–5) 
Instructions: rate 1 = Never, 5 = Always. 

1.​ Do we have a customer-validated problem statement (5 Cs)? 
2.​ Is the problem quantified in cost/time/risk? 
3.​ Did we correctly identify user/decision-maker/buyer/influencer? 
4.​ Do we have a message and a value ritual by role? 
5.​ Is our differentiation based on jobs/outcomes, not just features? 
6.​ Do we have proofs (pilots/demos/testimonials) for key claims? 
7.​ Have we mapped switching cost and how to reduce it? 
8.​ Do we have moats or defenses (data, processes, partners)? 
9.​ Do we measure both impact (outcomes) and unit economics (LTV/CAC, payback)? 
10.​Is the portfolio prioritized by joint value (Purpose–Profitability)? 
11.​Do we maintain an impact playbook by segment? 
12.​Do teams use the same script (Story–Data–Proof–Call)? 
13.​Are dashboard KPIs reviewed in rituals with decisions? 
14.​Does the value proposition show up in pricing, discounts, and SLAs? 
15.​Does external communication show evidence of impact, not just promises? 

Score Calculation: 15–75. 

●​ Low (15–39): high dispersion. In 30 days: 5-C problem + 4R map + 1 value proof. 
●​ Medium (40–59): useful base, lacks consistency. In 45 days: differentiation matrix, 

Purpose–Profitability dashboard. 
●​ High (60–75): good level. In 60 days: expand moats, playbook by segment, and 

optimize unit economics. 
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Glossary (15 Terms) 
●​ Value Proposition: verifiable promise of results that matter to the customer. 
●​ Jobs-to-Be-Done: tasks/progress the customer seeks to achieve. 
●​ Value Ritual: concrete moment when the user perceives the benefit. 
●​ 5-C Problem Statement: customer, context, consequence, criterion, cost. 
●​ Beneficiaries (U/D/B/I): user, decision-maker, buyer, influencer. 
●​ Differentiation: proven reasons to choose us. 
●​ Defensibility (Moat): advantages that are hard to replicate. 
●​ Unit Economics: LTV/CAC ratio, contribution margin, and payback. 
●​ Outcome: result achieved by the customer (beyond the output). 
●​ T2A/T2R: time to activation/result. 
●​ Win Rate: percentage of opportunities won. 
●​ Switching Cost: effort and risk to migrate from the current alternative. 
●​ Playbook: practical, repeatable guide of actions/scripts. 
●​ A/B Testing: comparative testing of messages/variants. 
●​ NPS/CSAT: customer satisfaction and recommendation metrics. 

 

Final Note of Gratitude 
Thank you for dedicating your time, energy, and attention to exploring this material.​
Every concept and tool shared here was designed to bring clarity, focus, and strategic vision 
to your leadership. The fact that you are here, investing in your own development and that 
of your organization, is already a sign of commitment to a stronger, more conscious future.​
Remember that true impact lies not only in what you learn, but in what you decide to apply 
and share with others. May this knowledge serve as a starting point for wiser decisions, 
deeper conversations, and more meaningful transformations. Thank you for allowing us to 
accompany you on this path. 
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Reference to the HBT PORTAL™ 
The place where each week you will find: 

​
• 📕 Practical ebooks.​
• 🎧 7-minute summaries on Spotify.​
• 🎥 15-minute videos on YouTube.​
 

All designed to connect innovation with the human. 

HBT PORTALTM  
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https://sites.google.com/view/javiersimpleman/bp5_recursos_en
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