STRATEGIC INTELLIGENCE CIRCULAR SI&

real thinking, better ideas.

TOMORROW'S IDEAS,
TODAY.

|Q4: Read it before your competitors do...

Or stalled on the runway...

Exploring our different perspectives:
An in-depth journey into different management techniques

Managing the distribution of Other deep-dives in this circular

SR * Are you considering net-contribution

In this edition, we examine how .
capable managers feel with the margins?
concept of distributed leadership.
Can you control it?

Or is this a natural phenomenon?

Embedding Ikigai in your business

What have we been reading, and why?

Understanding your employees better.

A.l., what could you use



18. The 5% Club Profit with purpose: Our
commitment to your world.

20. The Hidden Psychology of High
Performance Operational DNA: Mapping the
drivers behind your workforce.

25. Embedding lkigai in your business

35. The Al Reality Check: You are already 18
months late. Here is the cost of ighoring
automation.

40. Future Focus The coming litigation wave: o

Why Al will make suing cheaper than ever.
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The Hierarchy Trap: Why Vertical
Structure is Killing Your Innovation
Speed.

"Creativity drives change for the better."

Imagine a company where every employee, regardless of their
position, feels empowered to contribute their ideas and expertise. A
company where leadership isn't concentrated at the top but is
distributed throughout the organisation, fostering a culture of
innovation, collaboration, and shared ownership. This is the essence
of distributed leadership, and it's transforming the way we think
about organisational dynamics.

Distributed leadership is a paradigm shift from traditional hierarchical
structures, where decision-making authority is centralised at the top.
Instead, it involves sharing leadership roles, responsibilities, and
influence across various levels and individuals within an organisation.
By tapping into the diverse talents and perspectives of its workforce,
an organisation can foster a more inclusive and adaptive work
environment.




CHECKLIST FOR

SUCCESS

Driving Innovation:

When leadership is
distributed, it encourages
diverse viewpoints and fosters
an environment where new
ideas can thrive. This diversity
of thought fuels creativity and
problem-solving, enabling the
organisation to stay ahead of
the curve.

Employee Empowerment:

In a distributed leadership
model, employees at all levels
are empowered to take
ownership of their work and
contribute meaningfully to the
organisation’s goals. This
autonomy boosts morale,
engagement, and overall job
satisfaction, leading to higher
productivity and retention
rates.




pany implemented distributed leadership by
ss-functional teams to collaborate on product
his approach enabled employees from different
share their expertise, resulting in innovative
tter addressed customer needs.

nd Resilience: In today's rapidly changing business

lity is key. Distributed leadership enables

5 to adapt quickly to new challenges by decentralising
king processes, ensuring flexibility and

ing Collaboration: When leadership is distributed,
oration becomes an integral part of the organisational
e. Teams work cohesively towards common objectives,
aking down silos and fostering a sense of unity and
camaraderie.

Regularly evaluating your
leadership span and structure
is crucial. You need the right

balance of oversight without «@—
overloading your managers. === @ = Control ¥
Get it right, and you unleash o

productivity across the

organisation." : :
Carolyn McCall OBE, CEO of 6
ITV plc



Case Stu
Decentra;

A healthcar%

A large healthcare or
leadership by formmg
doctors, nurses, adml i

These teams were emp
care, resource allocation,
the organisation's netwo

This approach fostered a cui’
continuous improvement, and quicl
local challenges, while also develop ture leaders
through shared decision-making opportunltles

Key Positive Points: Improved patient outcomes and
experience through localised, collaborative decision-making.
Cultivated a strong leadership pipeline by providing
opportunities for professional growth and development.

Pay heed to what
your people say and
think.




Distributed leadership without
you?

A large healthcare organisation implemented distributed
leadership by forming cross-functional teams comprising doctors,
nurses, administrators, and support staff.

These teams were empowered to make decisions on patient care,
resource allocation, and process improvements across the
organisation's network of facilities.

This approach fostered a culture of accountability, continuous
improvement, and quicker response times to local challenges,
while also developing future leaders through shared decision-
making opportunities.

Key Positive Points: Improved patient outcomes and experience
through localised, collaborative decision-making. Cultivated a
strong leadership pipeline by providing opportunities for
professional growth and development.

They say that time
changes things, but
you actually have to
change them yourself.
Andy Warhol




.~ The hidden risks of
e . tribalism.

: ‘“‘ e o Encourage open dialogue, respect diverse

. perspectives, and actively work towards
e *; R . breaking down barriers that contribute to
. tribalistic behaviour.
.t e  Provide training and resources to help
- . - employees understand and appreciate
W o o : cultural differences.
s - + » Transparent decision-making: Ensure that
Yy : decision-making processes are transparent
ar -.f"' BT - and inclusive, with opportunities for input
. .‘ . - " from all stakeholders.

e Clearly communicate the rationale behind
. decisions to foster trust and understanding.
i f R s Cross-functional projects, job rotations,
: Y . and shared workspace can help bridge
: divides and foster a sense of collective
B purpose.
- 2 » Invest in leadership development
g :  Provide training on effective
g communication, conflict resolution, and
' change management. Measure and monitor

Sounds basic, right?

When this isn’t the case, those departments,
and the people within them, become
secularised from the organisation. This can lead
to the promotion of practices that are against
your business interests.




Embracing distributed leaderships

In today's dynamic business landscape, embracing distributed

leadership is not just a choice; it's an imperative for success. BY--:'.
unlocking the power of shared leadership and actively mitigating th
risks of tribalism, organisations can cultivate a workforce primed
innovation, adaptability, and resilience. -:,

Distributed leadership fosters a collaborative culture where diversf
perspectives are valued, empowering employees at all levels to
contribute meaningfully. This approach not only drives creativity and
problem-solving but also enhances employee engagement, job
satisfaction, and retention rates.

However, it's crucial to strike the right balance by promoting
inclusivity, transparency, and open communication. Organisations that )
prioritise these values can navigate the potential pitfalls of tribalis ,

fostering a cohesive and unified workforce committed to sharedeé'Oals;f
In an era where agility and responsiveness are crucial, distributed i
leadership provides a competitive edge, enabling organisations to B
adapt swiftly to changing market conditions and customer needs. By i
decentralising decision-making and leveraging the collective wisdom of | '
their workforce, companies can stay ahead of the curve and outpace Y
their rivals.

The path to long-term organisational success lies in embracing
distributed leadership as a strategic imperative. By empowering their
people, breaking down silos, and fostering a culture of collaboration,
organisations can unlock their true potential and thrive in an ever-

evolving business landscape. - |
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TAL

Inspiring

and brilliant \

Leader of
your people

A
K3

/

What your
colleagues need

Don’t let talent sit!
Unlock it today
www.focusshift.co.uk

SINTWIARINIING

Your nhext
hire

IS INSIDE YOUR BUSINESS

Unlocked
Potential

K

What you
@

need

What you
are looking for

FOCUS SHIFT

Intelligent management development
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NET-CONTRIBUTION
MARGINS

-

WHY THEY MATTER IN YOUR BUSINESS




In the intricate realm of business management,
understanding and optimising financial metrics is
paramount to achieving sustainable growth and
profitability.

Among these metrics, the net contribution margin
stands out as a fundamental indicator of a company's
financial health and operational efficiency.

Let's delve into why net contribution margins are
crucial to your business. 13
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Defining Net Contribution
Margin:

In simple terms, net contribution
margin represents the revenue
generated from sales after
deducting variable costs directly
associated with producing those

goods or services.

|’ 1‘ Why Net Contribution Margins

Matter:

Net contribution margins serve as
a litmus test for the profitability of
products, services, or business
segments. By dissecting revenue
streams and variable costs,
businesses can identify which

offerings are lucrative and which
03 ones may be draining resources.

Strategic Pricing Decisions:

By understanding the cost
structure and profit potential of
each product or service,
companies can set prices that
strike a balance between
maximising revenue and
maintaining competitiveness




Performance evaluation and
improvement:

Net contribution margins serve as
a litmus test for the profitability of
products, services, or business
segments.

04

Optimising resource allocation:

Net contribution margins guide
decision-makers in allocating
resources—such as capital,
people-power, and marketing
efforts—towards high-margin
products or services that yield the
greatest returns on investment.

Risk management:

By understanding the cost
structure and profit potential of
each product or service,
companies can set prices that
strike a balance between
maximising revenue and
maintaining competitiveness

115
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‘Sir Martin Sorrell, Founder of WPP

"Thoroughly reviewing net margin
contributions is vital. You must
understand which products,
services and channels are
genuinely profitable. That clear-
sighted analysis allows you to
concentrate efforts on the
money-spinners."

Satya Nadella, CEO of Microsoft
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An interesting read on how
industries differ on health,
safety and approach to
corporate problems. A useful
insight into what you can apply
to your business.

For pPleasure

A dystopian thought process
that challenges your thinking on
what the world will be, can be
and is. The world is not the
world.

The Ferryman:
justin Cronin
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Why we do,
what we do.

S %
CLUB

just be about profits above people. It
should be socially responsible for
improving the lives around it

Join our movement, business shouldn't ‘

[

To improve our

encourage others to

stakeholders,

i o
Our World Goals Actions Analysis
Outreach To promote the To promotg our To engage w!th over
. interests of our customers in our 50 community and
Community gy
customers for advertising, referrals local heroes to
engagement free. and magazines. support them.
Fundraising To begin trends that Call to action our To raisce et

£100,000 for

Volunteering

people to engage

N work with us on the friends and charitableical
communities projects we fund. networks. :
To promote our To provide To provide over 100

protected space for

hours of

To lead actively in our people to work volunteering per
by example volunteering. as volunteers. year per employee.
Community To bring people To agtively seek to Arrange over 20
together to share bring people events that focus on
Tio foster a strong experiences and foster together through improving
network collaboration. targeted events. commonality.
Expansion As our business Increase the Grow the 5% club by
f grow so should our numbers supported -
To grow with our support for others. proportionate to the | ot least 5% ot I
customers businesses growth. when PGSR

o
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The Hidden
Psychology b
~of High

A\ Performance.

_____ .
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Hope is a

waking dream.
— Aristotle

)

Quite often, leaders do
not look deeply enough at
the people in their teams.
Relying on personal,
historic actions as
opposed to their potential
to grow.

There are people within
your team who can do much
more than you give them
credit for. We explore how
you can choose a different
management path.

Have you ever considered
that the personalities
behind the people in your
team are worth a lot more
than you realise?

Let’s remove the mask on

an often-missed powerful
business exploit.

21
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<Operational DNA:

Mapping Your Team's
Drivers>

Using your people
strengths to

Red (Dominant): Red individuals are assertive, goal-oriented, and
decisive. They thrive in leadership roles, excel at making tough
decisions, and are driven by a desire for results and efficiency. Reds
are natural leaders who value autonomy, authority, and tangible
outcomes.

Yellow (Energetic): Yellow individuals are creative, spontaneous, and
optimistic. They bring enthusiasm, energy, and innovation to the
team, often inspiring others with their ideas and vision. Yellows
thrive in dynamic environments where they can explore new
possibilities and think outside the box.

Blue (Harmonious): Blue individuals are empathetic, diplomatic, and
relationship-focused. They excel at fostering teamwork, building

rapport, and resolving conflicts with sensitivity and tact. Blues
prioritise collaboration, communication, and emotional intelligence
in their interactions.

Green (Analytical): Green individuals are analytical, detail-oriented,
and methodical. They excel at problem-solving, data analysis, and

strategic planning, leveraging their logical thinking and systematic

approach to uncover insights and drive informed decisions. Greens

value accuracy, precision, and intellectual rigour.

23
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Implementing lkigai

Into your business




Beginning the
journey

FE=AN
ikigai

[cekey-guy | - adjective

the comergence of passhon, mkskn,
vition, and purpese,

inncr fine that fack our souls, inspiring 3
e o bounddliess: jrw. docp flfillmena. and
profound meaning.

What you
love

%e% Our journey starts with the
2 concept of Ikigai, an
What increasingly popular concept it
you are focuses on making the world a
good at RS better place through doing what
\eﬁg\ you love, for the people that
¥ need it whilst defining it as a
What you service.
can get paid
for

26



Mapping lkigai

How to make it purposeful for your business.

Align your culture

Give your people
permission to think
about their ideal
dream

Embrace the theory

Understand the key
elements that make
Ikigai powerful

Deep dive the
analysis

Create a full profile of
your teams strengths,
abilities and areas for

Prepare your network development

Map the 4P process to
the lkigai model to
£ < : maximise the most
The benefits of implementing from your people

Ikigai within your business.

Motivated, purposeful employees

perform better.
Attracts purpose-driven talent and keeps
them longer, reducing turnover.

o
® .
— #

21




Making Ikigai
Tangible

Our unique 3-step process helps you
take the theory of Ikigai and turn it into
a real and usable method. One which
you can measure, employ and benefit
from.




Step one:
Converting Ikigai into the real

The 4P methodology isn’t designed to reinvent the wheel. It is a combination
of different influences that work better together. Built from influences and
ideologies such as Ikigai (the pursuit of perfection), combined with the
traditional personality types. It also combines different behaviours into types
of passions that act as ‘drivers’, which help motivate us.

The 4P methodology works on interpreting the intensity of such drivers on the
basis that all are required and at different times, the strengths will vary
depending on the task and need.

Process
The methodology starts by

fundamentally compartmentalising
every business activity into one of four
categories, shown in the figure
opposite. For example, policy Progress P3 -b
management, either creation of or use,
would fit into the protocol or process
compartments. As such, there are
overlaps between the categories.

Projection

Step two:
Have you mapped what your
teams are truly capable of?

The methodology then adds a layer of drivers to each one of the components. These
shouldn’t be viewed as connected to a good or bad outcome. For example,
defensive drivers are associated with protocol (P4). Defensive is a word that can
hold negative connotations in some minds; however, in this instance, it can be
positive as well. Can you think of a brand or business that was too radical in its
approach, causing more injury than help? In this instance, a defensive element
would be a good thing.

Communicative

A"
V.

Asipirational

So, we need to take the
positives and negatives out of
the equation and instead look

at intensity. This is what we

measure, high intensity will
make someone really good at
fewer things or narrower.
Whereas low intensity will

usually mean someone is
broader brushed. :




Step three:
Have you mapped what your

teams are truly capable of? @

Our framework doesn’t dive deeply
into a psychological assessment;
instead, it builds on previous work
such as that of CarlJung and the DISC
process.

. o
Communicative Process 3
In our model, we reframe the situation =
into positive passions, which are split |

Progress P3 .

into the following categories:

Communicative passion (blue) Individualisgjc P3 ..

Aspirational passion (green) v e :
Individualistic passion (yellow) o
Defensive passion (red) .

As"Pil'ationa I

) Projection

<

This helps us cross-reference this with
our 4P process, which enables you to
start mapping how your people
interact.

Step four: -
Linking competence and

development

There is a continuous cycle in developing and improving an individual’s competence that we explore in the
model in below. We can link this well to the two previous models we introduced you to. For example,
someone who is not competent, but doesn’t know it (Unconscious Incompetent) will usually be highly
defensive and will over-rely on protocol. Whereas someone who is unconsciously competent is highly likely
to be aspirational and project this due to the ease with which they can comprehend the ideal. However, do
not fall into the trap of using measurement in isolation.

You are aware of You need to combine
the skill but not .
o multiple measurements
yet proficient.
before you can declare
someone highly competent
or incompetent. For
example, someone who is

Conscious
Incompetence

Performing You are highly competent may be
thelsetil A unaware of quite defensive about a
takes a Conscious the skill and g 9.9
sizeable T P3 -> youlleik policy decision they see as
amount Of ' proficiency_ a dlrect problem With the
effort.

way the business operation
works, and they are likely to
be correct.

\ Unconscious
Competence

Performing the skill
becomes automatic.




\\ 4P's applied

- — Using the model.

L]
&

-

Measures their
progress at regular
intervals.

Focused on the
— ;
Process process of doing

r \ ' things to learn.
A person moving in the right P3 .’

.< Progress
direction

Over-reliance on
procedure and
k Projection rigidity.

Is able to think
beyond the norm,
Focused on formalising their €—>
themselves and own ideas.

their progress. L
Communicative «—» Understands the

pe
¥/

process through
talking.

Someone requiring
> additional help and support
to getthem on the bus.

Individualistic

defends the ‘old
way’ and struggles
to move forward.

Aspirational

Is optimistic even

in adverse and ¢ >
difficult times.

Excellence is not a
skill. It is an

attitude.
Dont ge+ foo hung up on the need fo gml Ralph Marston .

every sing/e action within your business info a

neat order in the beginning. Instead focus on < s

iteration fowards excellence. ;'.'.'

HELPFUL



Personality
Measuring intensity

l>‘%gressive 20,7@

Defensive
passions

Intensity

passions

Individualistic
passions

;‘0;

Communicative

passions

Aspirational

Now that you have a
clearer picture on
measuring the natural
organisational orientation
you can begin to map the
impact of this effect.
Measuring the intensity of
the personality drivers
with the the 4P process
helps you understand the
level of risk presented to
you by your people. An
intense organisation will
usually perform really well
until something goes
wrong.

32
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The Al Reality Chegk:

You J-g.e Aiready/{_ €. o'

If you are jus_f startiﬁg yo"u_g Al
n e e
Strategy today,\you_ire Qla’§/|ng
catch-up. Here is thecost of
ignoring the signal.

i
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their workflows. They
rather than an infrastruct

The result? Chaos at speed.

The barrier isn't technology. It is Leadership
Inertia. While boards debate governance, the
workforce is already moving. We are seeing a
massive rise in "Shadow Al"—where employees
use unapproved tools to automate their own
admin.

You cannot manage this shift with "gut feeling."
You need a forensic audit of your Operational
DNA.

The Hard Truth: You might think the solution is to
hire "Al Experts." But the data suggests that is a
gamble you cannot afford to take.



ness Review data, 44%
~ofn | do not work out as intended. In a
high- stakes Al transition, flipping a coin on
leadership is a strategic error.

Furthermore, the "learning lag" of a new hire
means they won't be effective for months. Al is
moving too fast for you to wait for onboarding.

The Solution? Look Inside. Your future Al leaders e
are already on your payroll. They are the "Tier 1"
thinkers who know your business, know your
customers, and simply need the tools to
accelerate. i

But without data, they are invisible to jou.




Talent.
\omic pressure, many firms will instin
sm. The logic seems sound: if an algorithn
/hy pay a human to do it? ;

fficiency Trap."

N
.-:'

is domg things right. Effectiveness is doing the right th|n
t efficiency, processing data, generating text, and automatl
. But it lacks "Contextual Intelligence." It cannot read the room, _
nternal politics, or discern a "good" strategic decision from a mere * E
one.

_ re is Hybrid The businesses that excel in the next decade won't be
vith the fewest employees. They will be the businesses that successfully
se their workforce.

.;f- restructuring your teams into two distinct operating layers:

l?'- Al Layer: Handles Process (Data entry, first drafts, scheduling,
agnostlcs)

_:' e Human Layer: Handles Judgment (Strategy, ethics, negotiation,
complex problem solving).

7- Rise of Critical Thinking As Al lowers the barrier to creation (anyone can
:rlte a report now), it raises the premium on curation.

a '|ght now, the single most valuable asset in your organisation is Critical
f-'fThinking. You need employees who can audit the algorithm, question its bias,
and apply its output to generate revenue.

The Strategic Pivot The goal for 2026 shouldn't be "How many posts can |
remove form the establishment?" It should be: "How much faster can my
people move now that they aren't bogged down by administration?".

Don't use Al to shrink your business. Use it to scale your capability.
36



Eventually, everything
returns to the mean.

Be wary of the temptation to react
before the real impact is felt. The world
IS full of examples of following the herd,
to lesser results.

This isn’t to say that avoiding Al is the
answer; it isn't. Wholesome embrace is
key, but Al is still some way off affecting
the world in such a revolutionary way.

Legislation, bureaucracy and people will
mould its approach and fit with society.

Be different, be bold, be brave.
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We at SI&C woul
time to read our

content insightful ith a thought-

As artificial inte dvance, there is

potential for sub lons in professional
services such as r. If Al enables more

affordable litigation & proceedings, businesses
across industries may face a surge in cases brought

against them.
Whilst the timeline remains uncertain, we are confident

this issue will become an eventuality firms need to
prepare for.



STRATEGIC INTELLIGENCE CIRCULAR

real thinking, better ideas.

Thank you for reading. Never want to
mMIsSS an issue, join:
mailinglist@siandc.org

When you work with us, we promise to donate 5% of
all the profits generated from the sale to things you
care about.
-Local grassroots organisations such as sports teams
 «Food and clothing banks
~+ «<Any registered charity of your choice, such as Cancer
- Research UK. :
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1l you have ever experlenced
Take the nag out of management

www.siandc.org



