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			Preface
Closing the Intelligence to Value Gap

			Most organizations today are not constrained by a lack of access to intelligence.

			They have data. Models. Dashboards. Forecasts. Tools.

			They can generate insight quickly and at scale.

			Yet performance does not improve at the same rate.

			The constraint is no longer intelligence. It is what happens next.

			Across industries, the same pattern is visible. Organizations are effective at producing insight, but far less effective at converting that insight into decisions, actions, and measurable results.

			This is the Intelligence-to-Value Gap.

			It is the space between signal and outcome.

			You see it everywhere. A team produces a strong analysis. It is reviewed, discussed, and presented. The decision is delayed. The opportunity passes. Nothing changes.

			In today’s environment, this is not just inefficient. It is costly.

			Organizations that cannot convert intelligence into action will lose to those that can, even if they are less informed.

			This book is about closing that gap.

			In working with leadership teams across sectors, the issue is rarely a lack of effort or capability. Organizations are investing in AI, building models, and adopting new tools. But decisions remain unclear or slow. Execution is inconsistent. Measurement is weak or contested.

			What is missing is not more capability.

			

			It is a system.

			This book introduces Decision Aperture, a strategic intelligence framework for converting intelligence into measurable value.

			At its core is The Strategic Intelligence Loop: Sense. Interpret. Decide. Execute. Learn.

			Sense widens the aperture. Interpret sharpens it. Decide narrows it. Execute tests on it. Learn recalibrates it.

			This loop defines how organizations move from signal to outcome. Each stage is necessary. None is sufficient on its own. When the loop breaks, the value is lost. When it operates effectively, organizations develop what matters most in the current environment:

			Decision velocity — the ability to move from intelligence to action quickly, consistently, and with confidence.

			This book focuses on how to make that work in practice.

			How to identify the signals that matter, rather than accumulate noise.
How to generate insight that informs decisions, not just analysis.
How to establish clear accountability so decisions are made at the right speed.
How to embed those decisions into workflows and systems.
How to measure impact in terms that leadership can trust.
And how to refine continuously so intelligence improves rather than resets.

			This is not a theoretical process. It is shaped by imperfect data, evolving models, and organizational friction. But the absence of perfection does not remove the need for discipline. It increases it.

			The risks of failing to build this capability are well understood. Organizations rarely fail because they lack resources. They fail because they do not act on signals early enough.

			Today, the risk is no longer failing to see change.

			It is failing to act on it in time.

			The organizations that succeed will not be those with the most advanced tools.

			They will be those who build systems capable of converting intelligence into decisions, decisions into action, and action into measurable results.

			That is what determines performance.

		


		
			

			Foreword

			Every organization likes to believe it is strategic.

			Leaders develop long-range plans, commission market research, invest in dashboards, hire consultants, build transformation offices, track competitors, monitor performance, and debate priorities in boardrooms and executive committees. Strategy decks are produced. Objectives are cascaded. Initiatives are launched. Risks are reviewed. Businesses now have access to more information, more analytical tools, and more external intelligence than any previous generation of leaders.

			Yet strategic failure remains common.

			Companies enter markets they do not fully understand. They pursue growth at the expense of the core business. They respond too late to disruptive competitors. They misread geopolitical, technological, regulatory, or customer shifts. They invest in initiatives that look compelling in presentation form but fail in execution. They confuse ambition with strategy, activity with progress, and information with insight.

			The problem is not usually a lack of intelligence. It is not usually a lack of effort. It is not even always a lack of data.

			The problem is that most organizations have never properly designed the process by which intelligence becomes strategy.

			That is why this book matters.

			Strategic Intelligence is not another name for market research, competitive analysis, business intelligence, or artificial intelligence. It is a practical leadership discipline for one of the most important questions in business: how do organizations make sense of a changing environment, identify what truly matters, and translate that understanding into better strategic choices?

			This question has become urgent.

			The external environment is moving faster than traditional planning processes can keep pace with. Markets shift quickly. Technology cycles compress. AI changes the economics of work, decision-making, and competition. Supply chains are exposed to political, environmental, and operational shocks. Regulation is evolving. Customer expectations are unstable. New competitors can emerge from adjacent industries, platforms, ecosystems, or technologies that were not visible in the last strategy review.

			In this context, strategy cannot be treated as an annual exercise.

			A static plan is not enough. A dashboard is not enough. A market report is not enough. A leadership offsite is not enough. Even advanced analytics and AI are not enough if the organization lacks the capability to interpret signals, challenge assumptions, frame choices, allocate resources, and learn from strategic outcomes.

			The value comes from the intelligence system around the strategy.

			This book makes that argument clearly and practically. It shows why experienced leadership teams still misread change. It explains the difference between Business Intelligence, Competitive Intelligence, Artificial Intelligence, Decision Intelligence, and Strategic Intelligence. It introduces a disciplined way to move from signals to sensemaking, from sensemaking to strategic options, from options to choices, and from choices to execution and learning.

			The strength of this book is that it does not treat strategy as a document, a workshop, or a statement of ambition. It treats strategy as an operating capability.

			That distinction matters.

			Many books tell leaders to think strategically. This book asks a more useful question: how should the organization be designed so that strategic thinking becomes continuous, evidence-based, adaptive, and consequential?

			It asks whether the organization is looking at the right signals. Whether weak signals are being dismissed too early. Whether leaders are confusing noise with meaningful change. Whether assumptions are being tested. Whether strategic options are being widened before commitments are made. Whether decisions are connected to resources. Whether execution is monitored intelligently. Whether the organization learns when the environment proves its strategy wrong.

			These are simple questions, but they expose serious weaknesses.

			They reveal where strategy becomes theatre. Where planning replaces choice. Where reporting replaces insight. Where consensus hides avoidance. Where intelligence is trapped in functions and never reaches the right decision makers. Where AI produces analysis without interpretation. Where organizations continue executing yesterday’s assumptions long after the world has moved on.

			

			The book also places human judgment in its proper role.

			It does not argue that data alone can produce a strategy. It does not argue that AI should replace strategic leadership. Nor does it argue that executive instinct is enough. Instead, it shows how organizations can combine evidence, intelligence, technology, experience, imagination, ethics, and judgment.

			That is the real strategic leadership challenge of the next decade.

			The most successful organizations will not simply be those with the most data, the most sophisticated AI tools, or the largest strategy teams. Those advantages will matter, but they will not be sufficient. The real advantage will belong to organizations that know how to detect change early, interpret it accurately, decide where to compete, choose what not to do, mobilize resources quickly, and adapt before circumstances force them to.

			In that sense, Strategic Intelligence is not only a strategy topic. It is a leadership topic. It is a governance topic. It is an operating model topic. It is a resilience topic. It is a value creation topic.

			It changes the conversation from “Do we have a strategy?” to “Do we understand the world we are making a strategy for?”

			It changes the conversation from “What does the data say?” to “What does this signal mean for our future position?”

			It changes the conversation from “What initiatives are we funding?” to “Which strategic choices are we making, and what assumptions must be true for them to succeed?”

			It changes the conversation from “Why did the plan fail?” to “What did we fail to see, how did we interpret it, and how will our intelligence system improve?”

			This is the shift leaders now need to make.

			The organizations that succeed will be those that can move from information to insight without losing judgment. They will be those who can distinguish meaningful change from background noise. They will be those who can use AI to strengthen strategic thinking without outsourcing strategy to machines. They will be those who can make bold choices while maintaining learning loops. They will be those who can adapt strategy continuously without falling into chaos.

			Strategic Intelligence gives leaders a way to do that.

			This book is timely because strategy is becoming both more important and more difficult. It is practical because it gives leaders a usable language, structure, and discipline. It is valuable because it focuses on the work that sits between external change and strategic action, where competitive advantage is either created or lost.

			In a world of faster disruption, greater uncertainty, more powerful AI, and rising accountability, strategic thinking is no longer enough.

			Organizations need Strategic Intelligence.

			This book shows how to build it.

			Neil Carberry OBE
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			​Introduction

			You already know how to read a book. You look at the cover. You examine the back. You scan the contents, glance at the opening pages, and decide whether it is worth your time. If it is a serious business book, you may even move straight to the chapters that seem most relevant to the problem in front of you.

			This book can be read from beginning to end, and there is value in doing that. The argument builds deliberately. The ideas connect. The model develops as you move through the chapters.

			But you do not have to read it that way.

			You can also dip in and out. You can use it as a practical guide when a decision feels unclear, when too much information is competing for attention, or when you need to separate meaningful signals from organizational noise. Some ideas will appear more than once. That is intentional. Strategic intelligence is not a single insight to be understood once and filed away. It is a discipline. It becomes useful through repetition, application, reflection, and refinement.

			This book is written for executives, senior leaders, founders, advisors, and line-of-business managers who are expected to make better decisions in complex environments. It is for people who do not have the luxury of perfect information, unlimited time, or complete certainty. It is for leaders who need to act while the picture is still forming.

			The purpose of this book is simple: to help you understand and apply strategic intelligence in a practical way.

			Strategic intelligence is not about more data. It is not another dashboard. It is not the accumulation of reports, opinions, market updates, competitor briefings, risk registers, and performance packs. Those things may be useful, but they can also create a distraction. The real value comes from knowing what to pay attention to, what to ignore, what to question, and how to turn insight into better action.

			That is why this book introduces Decision Aperture. Decision Aperture is a practical executive framework designed to help leaders remove noise, improve judgment, make better decisions, and build lasting advantage. At its core is The Strategic Intelligence Loop. The Loop provides structure for how leaders sense change, interpret signals, challenge assumptions, decide with intent, execute with focus, and learn from outcomes.

			The benefits of strategic intelligence are real. Better decisions. Clearer priorities. Stronger alignment. Earlier recognition of risk and opportunity. More disciplined execution. Greater organizational confidence.

			But those benefits do not come from simply reading more reports, buying more technology, or holding longer strategy meetings. In fact, many organizations already have too much information and too little intelligence. They confuse volume with clarity. They reward activity over insight. They react to noise because they have not built a disciplined way to interpret what matters.

			That creates a large margin for error.

			Poor decisions rarely fail all at once. They often begin with weak signals ignored, assumptions unchallenged, evidence misread, or leaders mistaking confidence for clarity. Over time, small errors compound. Resources are wasted. Strategy drifts. Teams lose focus. Advantage erodes.

			I wrote this book to help reduce that risk.

			My aim is to make strategic intelligence more accessible, more practical, and more useful for leaders who need to make decisions under pressure. The ideas in these pages draw on my experience helping organizations use technology, automation, artificial intelligence, data, and operational insight to create better outcomes. Again and again, I have seen that the organizations that succeed are not simply the ones with the most information. They are the ones who know how to think with it.

			This book is designed to clear some of the fog.

			However, you choose to read it, I hope it helps you and your organization make sharper decisions, reduce unnecessary noise, and build the kind of lasting advantage that comes from seeing more clearly than others.

			Kieran Gilmurray
CEO. MBA. MSc. PG. Dip. BSc (Hons)

			Strategic Intelligence and AI Transformation Advisor
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			​Chapter 1 Strategy In An Environment That Will Never Slow Down Or The Subtractive Mindset: Clearing Space For Intelligence

			AI has brought about an organizational reckoning1. Change is inevitable, but digital change is unrelenting. AI rapidly accelerates the speed at which companies can and must operate2. Many of the organizations that once led disruption are now being disrupted themselves. Change is no longer a temporary phase to manage. It is the constant operating condition in which modern organizations must function.

			Market signals now move so quickly that traditional organizational structures simply can’t keep up. Customer expectations are evolving at a phenomenal pace, influenced less by direct competitors and more by standout experiences encountered elsewhere. New rivals appear suddenly, often from unexpected sectors, unencumbered by outdated systems or legacy thinking. 

			In today’s business world, strategy ages rapidly. Plans don’t fail because they were poorly designed; they fail because the landscape they were built for no longer exists.

			Leading strategy experts increasingly argue that in today’s dynamic business environment, competitive advantage is often temporary, requiring leaders to rethink the assumptions behind traditional long-term planning.

			Research from Boston Consulting Group on adaptive strategy suggests that in unpredictable and rapidly changing markets, advantage tends to be serial rather than sustained, i.e., businesses capture value for a period of time before shifts in technology, customer behavior, or competitive structure force repositioning. 

			While this pattern has been emerging for years, it has become more pronounced following the rise of agentic AI, which accelerates experimentation, compresses response times, and lowers the cost of strategic iteration across many industries. 

			The companies that will endure over the next decade will not be defined by superior algorithms or larger datasets, but by the speed at which companies identify signals, make decisions, and execute3, by their willingness to fundamentally rethink how decisions are made, how leadership roles evolve, and how the business itself operates using human and digital labor4.

			

			The Accumulation Trap and The Discipline of Subtraction

			Under constant pressure, most organizations respond by adding. More processes. More reporting. More tools. More layers of oversight. Each addition makes sense on its own, but collectively they create congestion. Decision cycles slow down. Accountability becomes blurred. Leaders spend more time navigating internal complexity than reading what is happening outside the organization.

			One place this accumulation shows up quickly is in calendars. As uncertainty increases, organizations add meetings to manage risk, align stakeholders, or show oversight. Over time, decision time shrinks while coordination expands. In 2023, Shopify addressed this by cancelling most recurring meetings across the company and setting limits on when new meetings could be added. The goal was to give people uninterrupted time to think, decide, and execute. Shopify acknowledged that meetings themselves had become a source of friction and that, without deliberate removal, attention would continue to fragment.

			As complexity grows, the instinct is to control it with more structure. Yet beyond a certain point, that structure begins to consume the very capacity it was meant to protect. It also starts to distort how reality is seen inside the organization. 

			As information moves upward through layers of management, it is filtered, interpreted, softened, and repackaged until the signals that matter most are often the ones least likely to survive. By the time decisions reach senior leadership, what remains can look reassuringly polished but dangerously incomplete, creating a false sense of control built more on performance management than on truth5. 

			To address this, organizations need to take things away rather than continue adding more. Strategic subtraction is the deliberate practice of removing layers, demands, and decision burdens that diminish clarity, judgment, and execution. It is not minimalism for its own sake. It is an approach grounded in a simple reality many leadership teams prefer not to confront: cognitive capacity and attention are finite, and decision quality does not improve simply because more information is circulated.

			When those limits are exceeded, performance rarely breaks down dramatically. It erodes quietly. Meetings multiply, reactive decision-making becomes more common, and metrics expand in ways that create activity without producing much insight. The organization does not suddenly collapse. It slowly drifts as accumulation places a growing strain on the system, making effective execution harder than it should be. That is what makes accumulation so dangerous. It rarely presents itself as a crisis. It simply taxes the organization over time until everything feels heavier, slower, and less clear.

			Subtractive leadership starts from a different question. Not what else do we need, but what no longer earns its place. Which processes remain only because removing them would be politically uncomfortable? Which reports are produced out of habit rather than necessity?

			Which tools address problems that are no longer strategic? These questions are difficult because subtraction creates visible consequences. Adding rarely does.

			This is also why subtraction is resisted. Legacy processes almost always have an owner. Past decisions develop defenders. Risk functions are rewarded for preventing removal, not enabling it. Over time, organizations accumulate protective layers that once served a purpose but now restrict movement. The friction is internal, not technical.

			Amazon addressed this problem by deliberately constraining team size through its Two-Pizza Teams model. Teams were designed to be small enough to be fed by two pizzas, typically five to eight people, with clear ownership and authority to make decisions independently. The objective was not to move faster at any cost, but to reduce coordination overhead, limit approval chains, and prevent internal complexity from crowding out judgment. By shrinking the unit of decision-making, Amazon reduced the need for status reporting and cross-team dependency, preserving clarity as the organization scaled.

			Strategic subtraction forces leadership teams to confront which activities, roles, or decisions matter less than they once did. That choice is rarely stated outright, but it is felt immediately. Faced with that tension, many organizations choose manageable inefficiency over visible conflict. And so, the accumulation continues.

			From Automation to AI: Consistency, Overload, and Decision Intelligence

			Automation is often presented as a means to simplify organizational complexity. Yet
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