
Chapter Two: Breaking from the Prison of Habit

This is the environment in 
which employees work

2. Customer Obsession 3. Intelligent Decisions 4. AI Workforce1. Business Context

Forrester’s recent work shows 
customer-obsessed organizations 
delivering about 28–41% faster revenue 
growth and roughly 33–49% faster profit 
growth than non-customer-obsessed 
peers, along with materially higher 
customer retention.

Reshape and transform how work will be performed to achieve the 
critical outcomes 

Who’s Involved?

When Does it Occur?

Where Does it Take 
Place?

How Does it Happen?

Resources are 
aligned & focused 
on the needs and 
priorities of the 

business

This chapter represents the Innovate Stage when 
we focused on the top mission-critical outcomes 
to discover how they will be realized.  

Mission critical outcomes are 
unpacked to bring in other important 
operating dimensions Chapter Three: Finding the Optimal Route

Build and test the process, people, data and application 
dimension of the reshaped way of working (Design Thinking)

Chapter One: Jumping to the Future
Imagine and visualize the future by applying Outcomes 
Based Thinking (OBT), building the GPS and creating Betty

The first thing you want to do in transforming is 
to get as far away as possible from what you do 
today

Finish the Sentence -
It’s some point in the future when you have 
achieved unrivaled, unexpected, unimaginable 
success . . . 

Customers 
always choose 

us �rst

This is a great example of a well written 
outcome.  It’s less than ten words, bold 
and provocative, doesn’t include any 
metric and describes the emotional 
connection to the company’s customer

What Was Heard at the Podium:  
The Investigative News 
Conference Findings

The Customers Always Choose Us First GPS

Conducted 22, 30 minute  
stakeholder news conferences

“The most serious mistakes are not being made as a result 
of wrong answers. The truly dangerous thing is asking the 
wrong question.”  Peter Drucker

Lateral thinking is used to drive ‘high 
octane’ innovation and ideas  

• Founded in 1938, this company had grown into a global titan of manufacturing, 
employing over 30,000 people and generating in excess of $5 billion in annual 
revenue. 

• For decades, its complex and highly engineered electronic products have 
powered industries ranging from aerospace and defense, medical equipment 
and automotive to consumer goods. 

• The opportunity before them was to dramatically increase the velocity, precision, 
and financial impact of their global product development.

• The path forward was impeded by the steady headwinds of deeply entrenched cultural and operational 
barriers.

• They are prisoners of habit, influenced by legacy behaviors where "doing what we've always done" had 
become the default strategy. 

• The organization was caught in the vortex of the urgent, firefighting immediate crises at the expense of 
long-term aspirational thinking. 

• Diffusion of effort and organizational stagnation had set in, fueled by thick-walled silos and the 
lingering scars of a failed transformation effort from four years prior.

• Compounding these challenges were prolonged decisions that slowed momentum, and a tendency 
toward shiny object syndrome, where new tools were chased without a fundamental shift in mindset. 

• To weather this storm and transform how they brought products to the world, this company needed to do 
more than just implement new processes—they needed to fundamentally rethink how they work in 
delivering new products for their customers.
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Chapter Two:
Reshape new ways of working

Chapter One:
Imagine and visualize the future

Chapter Three:
Finding the best route

Chapter Four:
Getting to where you want to go

Align every employee and 
everything you do in 
business leads to delighting 
your customers

Leverage gen-AI to make 
complicated decision 
intelligently and quickly 

Build and scale a gen-AI 
workforce to work along 
side to your human 
workforce in a responsible 
and sustainable way 

Preface
Facing strong headwinds from both inside and outside 
the company

Conduct News Conferences
It’s some point in the future when you have 
achieved unrivaled, unexpected, unimaginable 
success . . . 

Leverage Exist Knowledge -

Create AI-Betty                
Is an expert in Outcomes-Based Thinking, the 
GPS, the current product design process as well 
as relevant existing institutional knowledge 

Build GPS -
Leverage the existing knowledge 
base and the results of the news 
conferences to build the initial GPS 

Identify Mission Critical Outcomes -
Ranked outcomes based on their importance 
in reaching the destination that customers 
always choose the company first 

A multi year relationship had 
generated a generous amount 
insights and information related to 
new product development

Betty is a ‘synthetic advisor’ who 
operates at the C-suite level. She is 
relied upon to dissect complex 
business issues and deliver sound, 
trusted recommendations. 

OBT+GPS+Betty drills through the layers of sediment 
that have built up in a business to reach bedrock - the 
GPS outcomes. From that foundation, the best routes 
to travel are revealed that optimally leverage current 
resources to achieve the "art of the possible" in 
growing EBITDA and ROI.  

Lateral Thinking

Low

Low

High

High

Impact

Risk
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15 Potential ideas were generated 
from the news conferences which 
utilize the lateral thinking techniques 
of fantasy or wishful thinking

These ideas along with those created 
in Chapter Two were examined and 
vetted to five “high potentials” that 
would impact the critical outcome

Betty played an invaluable role 
with the team to both generate and 
evaluate the merit of the ideas  

This represents a deep dive into a  
creating a solution with the elements 
of process, organization, data, gen-AI 
the technology defined  

The most viable ideas were 
incorporated into a solution that 
addresses the mission-critical 
outcome.  

Repeating this cycle for the other 
critical outcomes aligns the company’s 
resources to the needs and priorities 
of the business  

Rollout, scale and validate the impact of the new way of working 
on achieving the outcome

Chapter Four: Reaching Your Destination

The era of making complex operational decisions based on GPS 
outcomes with the velocity and precision created by gen-AI

The Epilogue

GPS Destination Outcome

GPS Mission-Critical Outcome

Global Product Development Roadmap

$1,159M $2,195M

$91M $172M

Current EBITDA

Customers 
always choose 

us �rst

Resources are 
aligned & focused 
on the needs and 
priorities of the 

business

Potential EBITDA

Metric: Percent of projects or spend that directly support strategic goals, 
often with a target of 70–80%+ of project portfolio and discretionary 
budget

Goal: 70–80%+ of project portfolio and discretionary budget is aligned to GPS 
mission-critical outcomes by December 2026

Metric: Percent of customer orders that are 
sole-sourced to the company

Goal: Increase the number of sole sourced customer 
orders from 23.8%  to 30% by December 2026

AI Agent Workforce Design and Organization

Global Product Development Idea and Project Intake and Solution

Betty was instrumental in building 
this roadmap 

The transformation was not just in systems, but in the very pulse of the global product development organization. The 
days of being overwhelmed by a deluge of disconnected projects are over. Instead, the organization now relies on 
AI-Betty to instantly assess the impact of every potential initiative against mission-critical outcomes, operating KPIs, and 
contribution to EBITDA.

A fundamental shift has occurred in how value is measured. Leadership no longer scrutinizes the ROI of individual 
projects in isolation. They now evaluate the collective impact of project portfolios designed to achieve specific GPS 
outcomes. Outcome owners have emerged as the new stewards of value, responsible for portfolios of actions that 
collectively deliver the financial merit of the investment.

AI-Betty has transcended the role of a tool to become a trusted and respected advisor, relied upon extensively to provide 
direction on complex business questions. Alongside her, a team of other AI agents now assists in evaluating and vetting 
the intake of potential projects, streamlining new product development across the global organization.

The financial results of this reshaping are undeniable: the new approach to product development has materially increased 
by multiple tens of million dollars the company's EBITDA and delivered an ROI in a fraction of a year. 

The GPS and its outcomes have become a natural part of the daily lexicon, with business planning and operating 
budgets now driven entirely by the GPS and the current set of mission-critical outcomes.

For more than forty years, the Boldarc story has been unfolding and written through
the work, experiences, and bold ideas of people who believe that business 
should be both human and fearless. It’s a story shaped by partnerships with 
organizations of every size: the restless drive of startups, the ambition of 
regional and national brands, and the global reach of industry leaders known 
around the world.

At its core lies a simple truth: an organization’s greatest potential already resides 
within its people. From executive suites to front-line teams, our passion has 
always been to help them see what others haven’t yet seen—to break free from 
old habits, rigid systems, and limiting assumptions, and to define and reach the 
future before their competitors do.

Our narrative has been guided by simplicity, logic, and common sense. It reflects 
the lessons learned from creating and advancing Outcomes-Based Thinking 
(OBT) as a practical, disciplined approach to changing how leadership thinks, so they 
can reshape how their businesses work.

In the most recent chapters of our journey, a new force has entered the story: 
Generative AI. It has become both catalyst and amplifier that is accelerating the 
power and reach of OBT in ways previously unimaginable. What once required 
months of analysis now happens in moments; what was once abstract vision can 
now be modeled, tested, and brought to life. Together, OBT and AI are rewriting 
what’s possible for organizations ready to lead into the future rather than wait for 
it to arrive.

The GPS operates exactly like the one in 
your car.  Once the destination is known, 
it will determine the best route, avoiding 
accidents and traffic congestion to get 
there most effectively.
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In time and as more and more 
outcomes are addressed, not only will 
the company confidently travel down 
the best roads leading to their 
destination of having their customers 
alway choose them first, but they will 
also be building their gen-AI 
workforce in a responsible, scalable 
and sustainable way.

Today Betty is a Level 2 agent, but is 
designed to serves as the manager 
and orchestrator of other AI agents, 
ensuring they work together most 
effectively way in Level 3-6 AI 
organization and platform 

They are vulnerable to the ‘rubber 
band’ effect

Business Case for Action

Outcome Value Impact Analysis

Embracing Outcomes-Based Thinking enabled a powerful transformation for me as an individual and a business 
leader —from managing tasks to focusing on meaningful outcomes with an eye for the end game. With the right 
mindset and leveraging digital AI tools to support our imperatives, we uncover new opportunities, make confident 
decisions, and create extraordinary value for the company. This journey is about continuous growth and achieving 
excellence through outcomes that truly matter.

VP Global Product Development 
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The worse thing is to coming up 
with a great answer to the 
wrong question. The GPS 
ensures the right questions are 
being asked.   

BEDROCK

Habits & Perceptions

Emotions & Biases

Politic
s & Turf Protection

Ways of Working

BusinessInertia

OBT+GPS+Betty

In time and as more and more 
outcomes are addressed, not only will 
the company confidently travel down 
the best roads leading to their 
destination of having their customers 
alway choose them first, but they will 
also be building their gen-AI 
workforce in a responsible, scalable 
and sustainable way.
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