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For everyone fighting to stay human in a world that demands more automation and less thinking.

For the builders, thinkers, and renegades who refuse to defend broken systems just because they feel safe.

Speed will reshape the system.

Judgment will decide what it becomes.

Soul will make it matter.








  
  Preface

Why leadership has to change when time compresses


The MACH-10 PM™ came from a simple reality: product managers were being asked to move faster, make better calls, and use AI without creating chaos. 
That book focused on execution: how decisions get made, how work moves, and how product teams operate when speed isn’t a nice advantage but the condition they’re already working inside.
Since then, the pressure has only increased.
AI didn’t create that pressure. It exposed what was already there and compressed the timeline around it. Work that took weeks now takes days. Work that took days now takes hours. Sometimes the outcome begins forming before the meeting ends, which is both impressive and mildly insulting.
Most teams now have access to the same tools and information. The advantage comes from how quickly an organization can turn signal into action.
Tools change. Physics doesn’t.
That is decision speed. The MACH-10 PM examined what it means for product teams operating under that pressure. This book looks at what it means for leaders, because execution eventually stops being the only constraint.
Leadership becomes the bottleneck.
Decisions slow down, ownership gets blurry, and alignment begins replacing action. Everyone may be working hard, but the system still waits.
That failure usually doesn’t happen because people are incapable. It happens because the way decisions are made no longer matches the speed of the environment around them.
The examples in this book come from patterns I’ve seen across product, business strategy, enterprise software, restaurant technology, AI automation, and large-scale technology environments.
The company names provide context, but the lesson is about the decision pattern, not the employer. Those patterns were shaped by work across environments including GoPro, Qualcomm, PAR Technology, and Audivi AI, where speed, judgment, customer behavior, and organizational complexity appeared in very different forms.
Across those environments, the stakes were practical: delayed pricing calls, compressed roadmap decisions, customer-impacting workflows, AI automation risk, and execution loops that either moved in time or lost value.
Some stories are drawn from direct experience, some are composites, and others are pattern-based. Where details could identify people, customers, or confidential decisions, I’ve generalized them without changing the leadership lesson.
This book isn’t about one company, one team, or one tool stack. It’s about what happens when time compresses, decisions carry greater consequence, and leadership has to evolve faster than the system around it.
The MACH-10 Leader™ is the leadership half of the model. The MACH-10 PM shows how to operate at speed inside a product function. The MACH-10 Leader shows how to create the conditions for that speed to scale across an organization.
You need both.
Execution without leadership alignment breaks down under pressure. Leadership without execution discipline creates direction without movement.
The MACH-10 Leadership Model™ follows a simple progression:
AI compresses time.
Compressed time shrinks decision windows.
Shrinking windows turn latency into liability.
Leaders must insert judgment earlier.
Judgment creates advantage only when it moves through faster learning loops.
Those loops endure only when ownership is clear.
That is the system this book is built around: compressed time, decision latency, judgment insertion, velocity loops, and accountable speed.

Intellectual Grounding
The MACH-10 Leadership Model is practitioner-built, but it connects to established work on decision cycles, organizational learning, automation risk, decision rights, trust calibration, and judgment under uncertainty. John Boyd’s OODA loop, James March’s work on organizational learning, Amy Edmondson’s work on learning and psychological safety, Eric Ries’s validated learning, Forsgren, Humble, and Kim’s research on high-performing technology organizations, Lisanne Bainbridge’s “Ironies of Automation,” and research on automation bias and trust in automation all point toward the same underlying reality. Faster systems do not reduce the need for judgment. They make judgment more urgent. MACH-10 leadership brings those ideas into the AI-compressed operating environment, where the time between signal, decision, execution, and consequence keeps shrinking.
The model isn't meant to replace those bodies of work. It translates them into the operating pressure leaders are facing now. In a slower environment, decision cycles, learning loops, trust calibration, and ownership could be treated as separate management concerns. Under AI-compressed time, they collide. A delayed decision becomes value loss. A trusted output becomes a judgment problem. A slow feedback loop becomes competitive exposure. MACH-10 leadership is built for that collision point.
That's why this book uses the language of operating models instead of theory alone. The problem leaders face now isn't abstract. It shows up in missed windows, unclear decision rights, automation errors, slow feedback, and work that moves faster than judgment can follow. The research explains the pieces. MACH-10 leadership connects them inside the system leaders actually have to run.
The only question is whether you're shaping that movement or reacting to it after the fact.
That's why the work starts with the decisions in front of you, not with a transformation program that takes twelve months to explain.
How to Use This Book
This book is about leading when AI changes the speed of the system.
Read it as an operating model.
Don’t read it as a theory to agree with later. Read it as a system to test now. The value of the book shows up when one decision moves faster, one loop gets shorter, one owner becomes clearer, or one AI workflow gets safer.
Each chapter is built around a leadership problem already showing up inside modern organizations: slow decisions, unclear ownership, alignment that becomes delay, automation that moves work instead of eliminating it, misplaced trust, and speed that creates motion without control.
Treat the ideas like tools. Put them to work.
Highlighting a sentence is nice. Changing a decision is better.
Start where your organization is already feeling pressure, whether it’s a stalled decision, a bloated approval path, a team moving fast but creating rework, an AI workflow that creates cleanup somewhere else, or a strategy process that produces more alignment than movement.
Then use the chapter-end sections as diagnostics. Find where the system is slowing down, where judgment needs to enter earlier, and where ownership needs to become clearer.
You don’t need to fix the whole organization at once.
Start with one decision.
Shorten the loop.
Name the owner.
Insert judgment where it matters.
Move while the decision still has value.
That’s where MACH-10 leadership begins.






  
  Chapter 1
Leadership Is Already Broken

The System Is Moving Faster Than Your Decisions


Something has changed, and most teams feel it before they can explain it. 
It doesn’t arrive as a clean break. It shows up as pressure. Decisions compress, opportunities close faster, and work that once took weeks now takes days, sometimes hours. What used to feel normal now feels slow.
You see it in the meeting that should’ve moved things forward but didn’t, the decision everyone circled but no one made, or the moment when you knew what needed to happen and it still took a week to get there. By then, it no longer mattered. The delay rarely feels dramatic in the moment, but its cost becomes obvious once the opportunity has moved on.
The instinct is predictable: push harder, move faster, and do more inside the same operating model. I’ve done the same thing, and in a slower environment, it worked. That’s what makes this difficult to see.
The system isn’t slow anymore, but most teams are still operating as though it is. They gather input, align stakeholders, and wait until there’s enough confidence before they move. That once signaled strong leadership. It created consistency, reduced avoidable mistakes, and gave teams a sense of control.
But it also relied on a belief that no longer holds in today’s environment: that decisions can be shaped before they matter.
That assumption only works when the environment gives you enough time to separate thinking from action. Once that time disappears, the cost of waiting rises quickly, and a careful decision can lose most of its value before the organization is ready to act. That’s when discipline has to shift from perfecting the answer to preserving the decision’s value.

[image: A diagram showing how decision processes compress over time, where traditional steps like think, align, decide, and execute no longer have s]
FIG 1.1 – Collapse of Decision Windows. The window used to stay open. Now it closes while you’re still aligning.

I know what this looks like when it breaks.
We were working through a decision that mattered, not a small one, but something that would shape where we invested, how we positioned our products, and what we pushed into the market over the next two quarters. It was the kind of call you don’t rush.
We had the right people in the room: smart operators with good context and strong opinions. Nobody was phoning it in. We pulled the data, pressure-tested assumptions, looked at the trade-offs, and made sure we weren’t missing something obvious. Every time we got close, we slowed it down just enough to make sure we were getting it right.
It felt responsible. It felt like leadership. It also took time.
While we were doing that, the market didn’t pause. Competitors were moving, not perfectly and not with complete information, but they were learning in real time while we were still refining the call.
By the time we landed it, the answer was solid. It just didn’t matter anymore.
The conditions we’d made the decision for had shifted, and the window we thought we were operating inside was gone. We executed well on something that was already behind by the time it hit the ground. Nothing about the choice was wrong.
It was just late.
The missed move was only the first cost. The recovery work came next. The team had to re-explain the decision, rebuild momentum, and respond to conditions that had changed. What should’ve been a forward move became a catch-up effort.
That’s how decision latency hides. It doesn’t always look like failure in the room. It materializes later as extra coordination, weaker impact, and work that takes more energy because the moment has passed.

[image: Bold white text on a black background reading “You can be right and still lose.”]

Being Right Is Not the Same as Winning
That’s the part most teams learn the hard way.
You can follow the old playbook almost perfectly. You can gather the data, pressure-test the assumptions, bring the right people into the room, and make a call that looks solid from every angle. The analysis can be strong, the logic can hold up, and the recommendation can be completely defensible.
And you can still lose.
The problem isn’t always the quality of the thinking. Sometimes the moment simply outpaces the process. By the time the organization reaches the right answer, the conditions that made the answer valuable have already changed.
That’s the shift this book is built around.
One team is still trying to get aligned while another is already in the market, learning from what happens. The first team may have better analysis. The second team has real feedback. By the time the slower team finally acts, the opportunity may no longer be waiting.
That gap is where things start to separate, quietly at first and then all at once.
The real constraint is decision flow: how quickly a signal becomes a call, and how quickly that call becomes action. Every handoff, review, and approval step adds time between what the organization sees and what it does. In a stable environment, that delay may be manageable. In a fast one, it can consume the value of the decision itself.
This echoes a familiar pattern from decision-cycle thinking. Advantage shifts toward the organization that can observe, orient, decide, and act before the window closes. The goal isn’t reckless speed. It’s building a system that can learn while the opportunity still exists.
In sales organizations, the alignment trap shows up as deal reviews that stretch while competitors are already inside the account. Leaders ask for another forecast, another pricing discussion, or one more round of internal agreement before making the call. Each step may appear reasonable on its own, but the customer is experiencing the accumulated delay.
You used to have more margin. Now you don’t.
What looks like a small delay at the beginning compounds into something much larger over time. A competitor gains access. A customer’s priorities shift. The internal champion loses urgency. The team eventually makes the decision, but it’s now responding to a situation someone else has already shaped.
That’s where advantage is created and lost, and most teams don’t recognize it until the gap is already visible.
In operations, the same delay becomes throughput loss. A known constraint remains unresolved while teams continue working around it, adding labor, exceptions, and temporary fixes that slowly become part of the process.
In people teams, it becomes talent friction: slow hiring, delayed performance decisions, and roles that remain unclear long after the organization knows they need to change. The decision waits, but the consequences don’t.
Different function. Same physics.
AI is accelerating that shift. It removes friction from execution, makes output cheaper, and compresses the distance between an idea and its consequences. That creates leverage, but it also exposes something many organizations were able to hide when everything moved more slowly.
They were built for a different speed, and they haven’t yet learned how to operate at this one.
Leadership models built around a comfortable gap between thinking and doing don’t hold when that gap disappears. The assumptions behind those models begin working against the organization. More information doesn’t improve a decision if it arrives after the window to act. Alignment doesn’t create a better outcome if it delays movement past the point of relevance. Waiting doesn’t reduce risk if the environment continues shifting while the organization stands still.
Most teams can feel that something is off before they can name it. The pace has changed. Decisions are taking too long. Work is moving, but not always in the places that matter most. Leaders see the friction and reach for the tools that once created control: more process, more visibility, more reviews, and more people in the room.
That response makes sense. It also makes the problem worse.
The organization believes it’s becoming more disciplined, but it’s adding weight to the exact parts of the operating model that need to move. Each additional layer creates another place where ownership can blur, context can be repeated, and a decision can wait for someone else’s approval.
The slowdown usually appears as alignment: another meeting, another readout, another round of context so everyone can feel comfortable before anything happens. From inside the organization, it rarely looks like delay. It looks responsible. It looks inclusive. It looks like leadership.
That’s why the pattern survives even as momentum dies.
This is the alignment trap.
The room gets calmer while the opportunity moves farther away.
Getting everyone on the same page is supposed to reduce risk. In a slower environment, it often does. In a fast one, the effort to create complete agreement can delay the decision beyond the point where it matters. The more the organization relies on consensus to create confidence, the more time it gives away.
By the time everyone agrees, the moment may already have passed.
Coordination isn’t the same as progress. Once that pattern takes hold, an organization can look careful, mature, and responsible while it quietly loses the ability to move.
[image: ]
Mindset Shift to Adopt
Speed is now the environment, not a luxury. The real test is whether your decisions happen while they still matter.

Tools to Try This Week
Track one decision from first discussion to action. Note every review, handoff, and request for more input. Identify which steps improved the decision and which only delayed it.
For example, a pricing decision may have nine participants, three reviews, and no clear owner. Reduce the group to the people with essential context, name one decision owner, and set a deadline based on when the decision loses value. The goal is to separate the steps that improve judgment from the ones that only create comfort.

Do This Now
Choose one decision that has been discussed more than twice without resolution.
Name the owner. One person makes the call.
Shrink the room. Remove anyone who doesn’t add information that could change the decision.
Set the deadline. Make the decision within 24 hours, then communicate it and move.

Key Takeaways
The system is already moving faster than most leadership models can handle.
Decision speed now determines impact, not just decision quality.
Alignment delays are never neutral. They destroy momentum.

MACH-10 Leadership Moves
Replace one sync meeting with a decision deadline.
Move one decision before it feels fully resolved.
Create enough clarity to act, then learn from what happens.

The system is already moving.
The question is whether your decisions can keep up.


[image: Black-and-white leadership graphic with orange emphasis reading, “The system is not slow anymore. You are.”]









  
  Chapter 2
The Collapse of Traditional Leadership

When Good Decisions Start Arriving Too Late


Chapter 1 showed the visible failure. Decisions were still being made, but they were arriving after the moment had passed. 
Decisions don’t die in meetings. They die in the machinery that makes those meetings necessary. This chapter is about the leadership model behind that failure.
Traditional leadership didn’t break because it was foolish. It broke because it was built for a slower environment. More input, more alignment, and more process once gave leaders time to reduce risk. Those practices created stability, but they also depended on time. That time is disappearing.
When the space between decision and consequence collapses, the behaviors that once protected the organization can begin working against it. Alignment can still be useful. Validation can still matter. Confidence still has a role. But none of them create value if they arrive after the window to act has closed.
At Qualcomm, we spent several weeks aligning around a fleet dashboard while the market window narrowed. The work was sound and the decision was defensible, but by the time we moved, the opportunity had lost much of its value. We were right. We were late.
I’ve seen the same pattern in restaurant technology, where a rollout sat for weeks waiting for alignment while operators absorbed the cost in the field. The technology worked. The timing didn’t. That’s the real cost of waiting: preventable pain that continues while the organization is still trying to feel ready.
The damage rarely looks dramatic at first. It appears as recovery work, lost momentum, and teams paying interest on a decision that should’ve already moved.
This is where the old model breaks.
[image: Diagram showing that when time compresses, decisions made inside or after the moment lose impact because outcomes are already in motion.]
FIG 2.1 – Decision Timing Collapse. Delay removes impact when decisions happen inside or after the moment.
When Alignment Becomes Delay
When time compresses, alignment changes function. It can still improve a decision, but it can also become a way to postpone ownership while preserving the appearance of control.
That’s what makes the alignment trap so dangerous. It rarely looks reckless from the inside. It looks disciplined, mature, and responsible: more people in the room, more context shared, and more time spent making sure everyone is comfortable before the organization moves.
Decision-rights research has made a related point for years. When authority is unclear, organizations add coordination in the name of safety and lose speed in the process. In a compressed environment, every added layer has to earn its place. If it improves the decision, keep it. If it only makes the organization feel safer, it’s slowing the response at the exact moment the organization needs to act.
This is where instinct works against the leader.
The natural response to uncertainty is to tighten the process. Leaders add checkpoints, bring in more stakeholders, ask for another round of analysis, and create one more opportunity to make sure nothing has been missed. It feels like the right adjustment to move the initiative forward.
It does the opposite.
The organization becomes less responsive while believing it has become more careful. The playbook that once created success starts creating resistance because it was built for a different speed.
A decision that arrives too late isn’t really a decision. It’s evidence that the organization moved too slowly. The process may have looked careful, but the outcome didn’t care.
That’s what has changed.
Leadership isn’t defined by how carefully decisions are made in isolation. It’s defined by whether those decisions move through the organization in time to matter. That doesn’t mean eliminating judgment. It means applying judgment earlier and knowing which questions can change the call and which ones only postpone ownership.
You don’t need perfect information. You need enough clarity to act before the window closes.
Once the moment passes, the analysis may still hold up. The logic may be sound. The recommendation may remain defensible. But the impact is gone.
Speed isn’t the enemy of quality.
Delay dressed as diligence is.
The leaders who win now cut the wait, not the thought. They move while the decision still matters.
The Hidden Expense of Getting Comfortable
That’s the part leaders have to learn to see earlier.
The delay isn’t always in the decision itself. Sometimes the answer is already visible, the trade-offs are known, the risks are understood, and the owner may even know what needs to happen next.
The delay sits in the organization’s need to feel more comfortable before it moves.
Comfort isn’t the same as clarity. Clarity tells the team what’s known, what’s uncertain, which consequence matters most, and who owns the call. Comfort asks for more time because movement still feels exposed.
A useful review can surface a risk that changes the decision. A weak review can repeat what everyone already knows. A useful stakeholder can bring missing context. An unnecessary stakeholder can make the room feel safer without improving the answer. A useful analysis can reveal a better path. A defensive analysis can postpone ownership behind another spreadsheet.
The leader’s job is to know the difference.
That’s difficult because most organizations reward visible caution. The person asking for one more review often looks responsible, while the person pushing the decision forward can look impatient. In a slower environment, that bias was easier to absorb because the window stayed open long enough for the process to finish.
Compressed time changes the cost.
A decision can lose value while the organization is still improving the ceremony around it. The meeting gets sharper, the summary gets cleaner, and the logic becomes easier to defend. But the moment the decision was meant to affect keeps moving.
The danger is that each additional step can look reasonable on its own. Another review may take only a day. Another stakeholder may add only one meeting. Another analysis may seem like a small price for more confidence. But the organization experiences the total delay, not the individual justification for each step.
That accumulated delay is what leaders have to manage. The question isn’t whether every review has some value. Most do. The question is whether the value they add is greater than the value the decision is losing while it waits.
Leaders also have to recognize when the search for confidence has stopped producing new information. Once the same risks, trade-offs, and objections begin repeating, the process is no longer improving the decision. It’s only delaying the moment when someone has to own it.
By the time the organization acts, it may have a better explanation and a weaker outcome.
That isn’t discipline.
It’s comfort buying time the decision can no longer afford.

Signals from the Edge
I’ve sat in meetings where the useful thinking was finished long before the process ended.
The team had the right inputs, the trade-offs were understood, and the direction was clear enough to move. But the remaining discussion didn’t change the answer. It only made the organization more comfortable accepting it.
That’s where traditional leadership becomes difficult to see clearly. From the outside, the process looks healthy. People are engaged, risks are being discussed, and leaders are asking reasonable questions.
But the decision has stopped improving. It’s simply waiting for permission, and the meeting has become a very expensive waiting room. Everyone is still contributing, but mostly to the furniture.
The problem is that participation can keep expanding even after judgment has stopped improving. Each person adds another perspective, another caveat, or another condition for comfort. The discussion becomes richer, but the decision becomes no clearer.
That’s the point when leaders have to separate useful dissent from repeated hesitation. New
Mindset Shift to Adopt
Tools to Try This Week
Do This Now

Key Takeaways
MACH-10 Leadership Moves

[image: Quote graphic emphasizing that a decision arriving too late becomes a postmortem, not a useful decision.]
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