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T H E  L E V E R

1
1X → 100X: WHERE A LEADER'S TIME ACTUALLY
LEVERS

An  expert  leader's  worst  bottleneck  is  not  knowledge  but  throughput:

everything flows through the same calendar.

Leadership work is preparation, judgement and communication — and most of it is

text: memos, analyses, presentations, decision papers, messages. That is precisely

the home turf of language models. When preparation scales, the leader's judgement

— the part nobody else can supply — gets a multiplied surface.

Frame: GMB AI-Leadership 1x→100x: a leader's impact scales in stages — 1x (own

work) → 10x (AI-assisted preparation and delegation) → 100x (an organisation

running on a knowledge base the leader has calibrated). Each stage requires the

previous one.

R E C E N T  E V I D E N C E

Dell'Acqua et al. (2023): 758 consultants — work quality +40 % and speed +25 % with

AI on tasks inside the model's frontier. Most leadership preparation sits inside that

frontier. METR (2026): agent task horizons have doubled roughly every seven months

long-run — closer to every 3–4 months lately, with the latest 50 %-success horizon ≈17

expert-hours — the surface available for delegation grows every quarter you wait.
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O P E R A T I N G  S Y S T E M

2
A TOOLBOX OR AN OPERATING SYSTEM?

The difference between a dabbler and a capable leader is not the number

of tools but the system underneath them.

A toolbox is a collection of disconnected apps used when remembered. An operating

system is  structure:  the  leader's  own  knowledge  base  (context,  decision  history,

voice),  standardised  AI  skills  for  recurring  work  (presentation  skeleton,  meeting

digest, decision paper) and a rhythm in which they are used and improved. Tools

change under the OS — the structure persists.

Theory: Teece (2007), dynamic capabilities: advantage comes not from resources but

from the capacity to sense, seize and reconfigure. The leader's AI OS is a personal

dynamic capability — a sensing and seizing machine.

“The model is the engine. The operating system decides where the

car can go.”

U P D AT E  2 0 2 6

Bevilacqua et al. (2026, Journal of Business Research): the first of four interdependent

AI-era executive skills is an “AI open mindset” — named before any technical skill. 

Conference Board (2026): 38 % of US CEOs name AI as the leading societal/tech factor

that could hurt their business — the same technology, read as threat or as lever,

depending on the OS underneath.
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M S T C

3
MSTC: FOUR LAYERS OF CAPABILITY, IN THE RIGHT
ORDER

Most AI initiatives start with tools. The durable ones start with mindsets.

The GMB MSTC framework builds capability in four layers: Mindsets (AI as a staff, not

a threat — belief built on evidence, not hype),  Skillsets (giving context, delegating,

judging quality, iterating),  Toolsets (tools chosen for need and replaceable at will)

and Culture (the rhythm and norms that make capability permanent).

Why the order decides: a tool without skill is shelfware; skill without mindset goes

unused; all three without culture disappear with staff turnover. MIT NANDA (2025):

95 % of pilots fail exactly here — the learning gap, not the models.

For an expert leader, MSTC is also a leadership map: your own example (M), the

team's skills (S), shared tools (T) and a rewarding rhythm (C) — in that order.
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T H E  S T A F F

4
DELEGATE TO AI LIKE TO YOUR BEST CHIEF OF STAFF

Leaders  know  how  to  delegate  to  people.  The  same  skill  —  context,

expectations, quality criteria — is the core competence of the AI era.

Good delegation to AI looks exactly like good delegation to a chief of staff:  context

(what this is about, what has been decided),  goal (what this will  be used for, for

whom),  constraints (tone, length, what must not be promised) and quality criteria

(how I recognise done). Weak delegation produces generic output — from people

and models alike.

The  liberating consequence:  a  leader's  AI  capability  is  not  technical  skill  but  the

transfer of leadership skill to a new platform. The best delegators are typically the

best prompters — as soon as their context is captured in structure.

R E C E N T  E V I D E N C E

RAG reviews (2025): the organisation's own knowledge base as the model's “live

memory” is the established way to ground output in facts — delegation improves in

exact proportion to the context the staff receives.
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M E M O R Y

5
THE LEADER'S SECOND BRAIN — THE STAFF'S
MEMORY

A staff is exactly as good as its memory. That is why the OS's first building

block is the leader's own knowledge base.

The  leader's  Second  Brain collects  what  delegation  requires:  strategy  and  goals,

decision history with reasoning, stakeholder maps, samples of the leader's voice and

templates for recurring work. Once this is in structure, every AI task starts from full

context — not from an empty chat.

Theory: Grant (1996): integrating knowledge is the core of advantage. Polanyi (1966):

a leader's most valuable knowledge is tacit — it must be externalised through

interviews and transcripts, not forms. Forte (2022): the personal external memory as

daily practice.

And  here  is  the  scaling  path:  the  leader's  Second  Brain  is  the  seed  of  the

organisation's Company Brain — the first layer of GMB's three-layer growth base.

U P D AT E  2 0 2 6

The context layer is the new bottleneck (Jul 2026): 57 % of enterprises have traced a

“confidently wrong” agent answer to missing business context (VentureBeat, 10 Jul

2026); Gartner (May 2026) projects that prioritising semantics in AI-ready data lifts

agentic accuracy by up to 80 % and cuts costs 60 % by 2027. The leader's knowledge

base is not a convenience — it is an accuracy investment.
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M O N T H L Y  M O D E L

6
CAPABILITY BUILDS IN RHYTHM, NOT IN COURSES

Nobody learns to lead on a course. The same holds for AI leadership —

which is why the model is a monthly partnership, not a training day.

The  GMB  monthly  model  builds  the  leader's  OS  with  three  repeating  elements:

weekly sparring (real work: this presentation, this decision, this negotiation — done

AI-assisted, together), a monthly workshop (one new capability into production at a

time) and a monthly review (what got automated, what was learned, what next).

Theory: Cohen & Levinthal (1990), absorptive capacity: an organisation can exploit

new knowledge only in proportion to what it already knows — which is why capability

is built stepwise in real work, not in one blast. Senge (1990): learning is a practice, not

an event.

“A course produces notes. A rhythm produces reflexes.”
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C U L T U R E

7
THE LEADER'S EXAMPLE IS CULTURE'S FASTEST
LEVER

An organisation does not adopt what the leader commands — it adopts

what the leader visibly does.

When a leader shows their own AI workflow — “this presentation was born like this;

here is where I decided myself” — they do three things at once: normalise use, set

the quality  standard (a  human always approves)  and make unfinished work safe.

Hidden use ends when the top example is public.

U P D AT E  2 0 2 6

Great Place to Work (2026): 81 % of executives believe they support AI use — but only

33 % of frontline employees feel encouraged to use it. The perception gap is the

adoption gap. KPMG–Univ. of Melbourne (2025, n=48,340): 57 % of workers hide their

AI use. Kim et al. (2025, Nature HSSC): psychological safety mediates the wellbeing

effects of adoption. The leader's openness is the cheapest safety investment available.

A practical ritual: in every monthly review the leader shares one automation of their

own and one failure. Culture turns in two quarters.
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PHASE 0

WK 1–2

MO 1

MO 1–2

P R O C E S S

8
THE LEADER'S OS IN SIX STEPS

Recommendation:  a  six-month  partnership  —  every  step  produces  an

independent result.

1 Kickoff sparring & goals

Inventory of the leader's work: where time goes, what repeats, what frustrates. A

commitment-free start.

2 Interview & transcription → AI profile

A deep interview processed with AI: ways of working, voice, decision style — the

OS's raw material and maturity level.

3 Second Brain skeleton

Strategy, decision history, stakeholders and voice samples into structure — the

staff's memory stood up.

4 First AI skills

The three most recurring tasks turned into skills: presentation, memo, decision

paper — in the leader's voice, with quality criteria.
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MO 2–6

MO 4–6

5 Monthly rhythm

Weekly sparring + monthly workshop + review — capability deepens in real work,

metrics visible.

6 Scale to the leadership team

The leader's OS lessons packaged: team workshops, the shared knowledge base

begins — the 10x→100x path opens.
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S U M M A R Y

SEVEN PRINCIPLES

Build an OS, not a toolbox.

The leader's AI operating

system = knowledge base +

skills + rhythm.

Delegate like to a staff. AI

prepares, you decide — every

item has an owner.

Absorptive capacity decides.

An organisation benefits only

from what it can absorb. 

(Cohen & Levinthal)

The MSTC order holds:

mindsets → skillsets →

toolsets → culture — never

the reverse.

Your own Second Brain first. The leader's memory is the seed of the

organisation's memory.

A monthly rhythm beats courses. Sparring + workshop + review, on real work.

Measure maturity, not vibes. Visible progress keeps the investment alive.

“Tools can be bought. Capability must be built — and it only builds

in your own work.”

1. 

2. 

3. 

4. 

5. 

6. 

7. 
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A leader who delegates to AI like to their best chief of staff

plays a different sport than one who tries out tools.

Eight chapters on executive AI capability: the 1x→100x lever, the leader's own AI OS, the

MSTC framework, a Second Brain as your staff's memory — and the monthly rhythm that

builds capability in real work, not in courses.
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