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Preface

I've spent more than twenty years in the space between business and 
technology, and I've watched the same tragedy play out dozens of 
times.

An organisation with talented people. A genuine need for better 
technology. Endless meetings, vendor presentations, consultant re-
ports. Millions spent. And at the end of it all, systems that don't quite 
work, people who've stopped caring, and capability that somehow 
ended up further away than when they started.

I've been in those rooms. At Microsoft, helping organisations nav-
igate technology transformations. In universities, trying to make stu-
dent systems actually serve students. In government, watching pro-
curement processes that seemed designed to prevent anything good 
from happening. In each role, I saw the same patterns: organisations 
that had forgotten how to build, that had outsourced their capability 
until nothing remained inside.

My career has been deSned by translation. xitting between eHecu-
tives who speak in strategy and outcomes, and technical teams who 
speak in systems and code. Telping each side understand the other. 
Curning business requirements into technical reality. Curning tech-
nical constraints into business decisions.
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Chis translation work taught me something important: the gap 
between what organisations want from technology and what they get 
isn't primarily a technical problem. It's an organisational problem. A 
capability problem. A problem of learnt helplessness that has infected 
entire industries.

WWW

The Moment I Decided to Write This

I remember the eHact meeting.
je were discussing a workJow problem, and something that af-

fected hundreds of students daily, wasted thousands of hours annual-
ly, and frustrated everyone who touched it. Che solution was obvious. 
A developer could have built it in a few days with AI.

Instead, we spent two hours discussing which vendors to invite to 
present. jhich consulting Srms could scope the requirements. jhat 
the governance process would be for vendor selection. Tow we'd 
fund the implementation. Che timeline stretched to eighteen months 
before anything would even begin. It did my head in.

I looked around the room at intelligent, eHperienced people and 
realised that not one of them had suggested we 4ust build it. Che 
option literally didn't eHist in their mental model. Luilding things 
internally was so far outside their conception of how work happened 
that it never occurred to anyone to propose it.

Chat's when I understood the depth of the problem. Chis wasn't 
about skills or resources. It was about belief. Chese organisations had 
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been so thoroughly trained in dependency that capability had become 
unimaginable.

I started writing this book that night.

What I've Learnt

Cwenty years of translation work has taught me things that don't 
appear in management teHtbooks or vendor whitepapers.

I've learnt that the people inside organisations are almost always 
more capable than the organisation allows them to be. Che develop-
er maintaining legacy systems could build something remarkable, if 
anyone let her. Che analyst drowning in spreadsheets could automate 
half his work, if the tools and permission eHisted. Calent isn't the 
constraint. Environment is.

I've learnt that vendors are not your friends. Chey're businesses 
with their own incentives, and those incentives point toward your 
dependency, not your capability. Every vendor eHecutive I've known 
personally is a decent human being. Every vendor organisation I've 
worked with has systematically pushed for deeper lock-in. It's not 
malice, it's structure. 'It is what it is.'

I've learnt that consultants create dependency by design. 3ot 
because they're evil, but because returning clients pay better than 
one-time engagements. Che consultant who builds your capability 
is the consultant who doesn't come back. Che incentives reward the 
opposite.

I've learnt that governance, in most organisations, has evolved to 
prevent things from happening rather than to enable them safely. Each 
layer was added for a reason, but collectively, they create an immune 
system that attacks anything new. Che tragedy is that the people run-
ning governance often believe they're helping.
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And I've learnt that it doesn't have to be this way. I've seen organ-
isations break the pattern. I've watched teams rediscover the ability to 
build. I've seen the transformation in people's faces when they ship 
something they created, the pride, the energy, the sense of purpose that 
returns. I personally get a buzz every time I ship a world class product, 
and today with AI giving individuals superpowers, there really is no 
eHcuse.

WWW

Why Now

Chis book needed to eHist in 16?0. It was urgent in 1616. Ly 161F, it's 
critical.

Che arrival of capable AI has fundamentally changed what's possi-
ble. Che economics of building have shifted dramatically. Chings that 
required teams of developers can now be accomplished by individuals 
with AI assistance. Che eHcuses that 4ustiSed dependency, i.e. 'we don't 
have enough people,' 'it would take too long,' 'we can't compete with 
vendors', are collapsing under the weight of new reality.

Rrganisations that Sgure this out will have enormous advantages. 
Cheir small teams will outproduce competitors' large teams. Cheir 
internal capability will let them move while others wait. Cheir people 
will do meaningful work while others maintain vendor software.

Rrganisations that don't Sgure it out will fall further behind. Che 
gap between capable and dependent organisations will widen. Che 
talent drain from dependent organisations to capable ones will ac-
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celerate. Che cost of dependency will compound while the cost of 
capability decreases.

Che window to make this shift is open now. It won't stay open 
forever.

Che thing that grinds my gears the most is how so many talented 
people are walking into their own redundancy. It doesn't need to be 
this way. AI can propel each individual's value a hundred fold. jhy is 
there no urgency7 IC teams have lost their desire, their passion. I am 
hoping this book, even in a small way, helps to solve this.

Who This Book Is For

I wrote this book for two audiences who rarely talk to each other 
honestly.

9irst: the technology leaders and teams who feel the quiet despair 
I described in Phapter Rne. Che PIRs who know things could be 
di8erent but don't know how to change them. Che developers who 
remember why they got into this Seld and mourn what it's become. 
Che architects who dream of building instead of reviewing. If you've 
felt the slow su8ocation of enterprise IC, this book is your permission 
slip and your battle plan.

xecond: the eHecutives who created this situation without realising 
it. Che PERs who approved vendor contracts without understanding 
the dependency they were creating. Che P9Rs who optimised for cost 
without seeing capability erode. Che board members who asked about 
digital transformation without recognising that the organisation had 
lost the ability to transform. If you're an eHecutive who suspects some-
thing is wrong but can't quite name it, this book will name it, and 
show you what to do.
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I haven't written this book to be diplomatic. Loth audiences need 
to hear things they might not want to hear. Che technology leaders 
need to hear that waiting for eHecutives to 'get it' isn't a strategy. Che 
eHecutives need to hear that their decisions created this mess. Rnly 
honesty creates the foundation for change.

WWW

How to Read This Book

Che book is structured as a 4ourney from diagnosis to action.
Bart Rne is the core framework: understanding the problem, seeing 

your situation clearly, deciding what to own, creating conditions for 
building, achieving Srst wins, scaling capability, and holding the line 
against the forces that push you back toward dependency.

Bart Cwo covers AI acceleration: how to supercharge everything in 
Bart Rne using AI-Srst approaches, MPB integration patterns, and 
the speciSc practices that let small teams accomplish eHtraordinary 
things.

Bart Chree addresses the ob4ections you'll face from architects, se-
curity teams, Snance, leadership, and those who'll claim you can't get 
the talent. Each ob4ection is dismantled so you have responses ready.

Bart 9our is a concrete (6-day sprint to get you from 'we should 
do this' to 'we're doing this.' 3ot theory, but speciSc actions for each 
week.

Bart 9ive is about mindset, tactics, and inspiration, or the anti-pat-
terns to avoid, conversations to have, what to do if you're not in charge, 
and stories of transformation to prove it's possible.
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Bou can read straight through, or 4ump to what's most urgent for 
your situation. If you're facing a speciSc ob4ection, go there Srst. If 
you need to start immediately, go to the (6-day sprint. If you need to 
convince eHecutives, start with the preface and Phapter Rne.

A Personal Note

I've spent my career as a translator Cboth literally and as a metaphorD, 
helping people on both sides of the business-technology divide under-
stand each other. Chis book is my attempt to translate the pattern I've 
seen over and over: how organisations lose capability, and how they 
can get it back.

I wrote it with some anger. Anger at the waste of money, of time, 
of human potential. Anger at systems that grind down talented people 
until they stop caring. Anger at an industry that has convinced organ-
isations they're incapable of doing what they were doing perfectly well 
twenty years ago. I will inevitably piss some people o8.

Lut I also wrote it with hope. Lecause I've seen the transformation 
happen. I've seen organisations remember how to build. I've seen peo-
ple come alive when they're allowed to create. I've seen what's possible 
when capability is restored.

Chat transformation is available to your organisation too. It won't 
be easy. Che forces arrayed against capability are substantial. Lut it's 
possible and it's worth Sghting for.

Oet's begin.
Jason La Greca
January 2026



Introduction

You're an executive. Your time is limited. You've been handed this 
book by someone who thinks you need to read it, or you picked it up 
because something feels wrong with how technology works in your 
organisation. Either way, you want the essence without the journey.

Fair enough. Here it is.

***

The Problem in 60 Seconds

Your organisation has lost the ability to build technology. Not be-
cause you lack smart people, but because over years of outsourcing, 
vendor relationships, and risk-averse governance, you've systematical-
ly dismantled internal capability. You now rent solutions instead of 
owning them. You pay consultants to tell you what to do because 
you've forgotten how to qgure it out yourself. You can't move Juickly 
because every decision reJuires committees, approvals, and vendor 
negotiations.
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Ihis isn't a technology problem. :t's an organisational capability 
problem. Snd it's costing you more than you realiseP in money, in 
speed, in talent that leaves for places where they can actually build 
things, and in competitive position against organisations that can 
move while you're still scheduling meetings.

Ihe uncomfortable truthP this happened on your watch. Not mali-
ciously, but through a thousand small decisions that each seemed rea-
sonable. Every time you chose a vendor over building, every approval 
layer you added after something went wrong, every time you treated 
:I as a cost centre rather than a capability. You optimised for control 
and predictability. You got dependency and stagnation.

Why It Matters Now

Ihe economics of building technology have fundamentally changed. 
S:-assisted development means that things which once reJuired teams 
of developers and months of work can now be built by capable in-
dividuals in days. Ihe gap between what you can buy and what you 
can build has narrowed dramatically, but only if you have the internal 
capability to build.

Lrganisations that qgure this out will have enormous advantages. 
Omall internal teams will outproduce large vendor implementations. 
Opeed of response will become a competitive diBerentiator. Ihe talent 
you've been losing will want to stay, because they can actually create 
things.

Lrganisations that don't qgure this out will fall further behind. Ihe 
cost of dependency will compound. Ihe talent drain will accelerate. 
Ihe gap between capable and dependent organisations will widen 
until it becomes insurmountable.
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Ihe window to make this shift is open now. :t won't stay open 
forever.

***

The Framework in Five Minutes

Step One: See clearly. 1onduct an honest assessment of your current 
capability. Not the version that appears in board presentations, but the 
real version. Mhat can you actually build internally( How long does it 
take to go from idea to production( Mhat happens when something 
fails( Mhere is your talent going( )ost organisations discover they're 
in worse shape than they thought. Ihat's the point. You can't qx what 
you won't acknowledge.

Step Two: Decide what to own. You can't build capability in 
everything, and you shouldn't try. Ihe key Juestion isP what capabili-
ties are both diBerentiating 2they aBect how you compete or serve your 
missionV and dynamic 2they need to change freJuentlyV( Ihose are the 
capabilities you must own. Everything else can be bought. For most 
organisations, the 'must own' list includesP integration capability, data 
capability, interface capability, automation capability, and evaluation 
capability.

Step Three: Create the conditions. 1apability doesn't develop 
in hostile environments. You need to create space where building is 
possible. Ihis meansP protecting teams from the organisational anti-
bodies that kill initiatives, providing resources without bureaucratic 
obstacles, removing governance that blocks without adding value, and 
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giving people permission to fail and learn. Your job as an executive is 
to create air cover, not to direct the work.

Step Four: Build grst wins. Otart small. Wick one project that 
matters, that's achievable in weeks not months, and that will be visible 
when it succeeds. Wrotect the team doing it. Get them work diBerently 
than the rest of the organisation. Mhen they succeed, and they will 
if you've chosen well, use that success to build belief that internal 
building is possible. Ouccess creates permission for more success.

Step Five: Scale without breakinx. Lnce you have wins, the 
temptation is to scale rapidly. Cesist it. Mhat works for one team 
doesn't automatically work for ten. ?uild a platform layer that stan-
dardises the boring stuB 2authentication, deployment, data accessV 
while preserving freedom for the interesting stuB 2solutions, experi-
ences, business logicV. Opread capability through people, not just tools. 
Ihis takes years, not months. Snyone telling you otherwise is selling 
something.

Step SiH: Aold the line. Ihe forces that created dependency don't 
disappear. zendors will try to pull you back. 1onsultants will oBer 
easier paths. Your own organisation's immune system will attack the 
new way of working. Holding the line reJuires sustained executive at-
tention, continued investment, and willingness to protect what you've 
built. 1apability is a living thing. Otop feeding it and it dies.

***
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The YI Opportunity

S: isn't just another technology to implement. :t's a fundamental shift 
in what's possible for organisations that have internal capability.

Ihe key insight is thisP an S: model is a reasoning engine, not a 
complete system. Ihe model provides intelligence. Everything else, the 
data it accesses, the actions it can take, the guardrails that keep it safe, 
the interfaces users interact with, you have to build. Lrganisations 
that can build will create S: solutions tailored to their speciqc needs. 
Lrganisations that can't will wait for vendors to productise generic 
solutions that don't Juite qt.

Ihe practical opportunity right now isn't the $ashy stuB. :t's the 
mundane, valuable automationP processing documents, categorising 
reJuests, generating drafts, checking for errors, connecting systems 
that don't talk to each other. Every organisation has do5ens of these 
opportunities. )ost aren't pursuing them because they lack the capa-
bility to identify and implement them.

?uilding S: capability follows the same pattern as building any 
capabilityP start with something small and valuable, learn from doing 
it, scale what works. Ihe diBerence is that S: capability ampliqes 
everything else. S team with S: capability can do the work of a much 
larger team. Sn organisation with S: capability can respond to op-
portunities that dependent organisations can't even see.

What Rou Need to Do

Ss an executive, your role isn't to understand the technical details. :t's 
to create the conditions where capability can develop and to protect it 
while it grows. OpeciqcallyP
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Ycknowledxe the problem. Otop pretending your digital trans-
formation is working if it isn't. Otop celebrating maturity assessments 
that everyone knows are political documents. 1reate space for honest 
conversation about where you actually are.

Commit to buildinx capability. Not as a side project or an in-
novation lab that can be Juietly defunded. Ss a strategic priority with 
sustained investment over years. )ake it clear to your organisation 
that this matters and that you'll protect it.

9emove obstacles. Your governance probably has layers that add 
delay without adding value. Your procurement probably makes buy-
ing a 6BT tool harder than signing a 6BTT,TTT vendor contract. Your 
architecture review probably kills more good ideas than bad ones. Find 
these obstacles and remove them.

Protect the builders. Ihe people trying to build capability will 
face resistance from those invested in the status Juo. zendors will 
undermine them. :nternal stakeholders will Juestion them. Ihey need 
air cover from the top. Wrovide it visibly and consistently.

Stay enxaxed. 1apability building isn't something you can dele-
gate and forget. :t needs sustained executive attention over years. Ceg-
ular check-ins, visible support, continued investment. Ihe moment 
you move on to the next priority, the forces of dependency will reassert 
themselves.

Measure what matters. Not activity metrics like training hours 
or projects started. Lutcome metricsP time from idea to production, 
build versus buy ratio, builder retention, capability developed. Ihese 
tell you whether you're actually making progress.

***
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The -01Day Startinx Point

:f you want to start immediately, here's a compressed action planP
Days 3100: 1onduct honest capability assessment. :dentify what 

you should own. Find your qrst project and the team to do it. Cemove 
immediate blockers. 1ommunicate your intent.

Days 03160: Wrotect the team while they build. Cesist the urge 
to add oversight. Otart building the platform foundations. ?egin ad-
dressing governance obstacles. Get the qrst project ship.

Days 631-0: 1elebrate and communicate the qrst win. :dentify the 
next projects. Otart spreading capability to more people. Establish the 
metrics you'll track. Wlan for the long game.

Ihis won't transform your organisation in CT days. ?ut it will prove 
that transformation is possible and create momentum for what comes 
next.

The Choice

You have a choice to make.
You can continue on the current pathP managing vendors, approv-

ing consultant engagements, watching your best people leave, falling 
further behind organisations that can actually build things. Ihis path 
is comfortable and familiar. :t's also a slow decline that ends badly.

Lr you can choose to rebuild capability. Io develop the organisa-
tional muscle to create, not just consume. Io own your technology 
future rather than rent it. Ihis path is harder and uncomfortable. :t 
reJuires sustained attention and willingness to qght the forces that 
prefer dependency. ?ut it leads somewhere good.
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Ihe rest of this book provides the detailed guidance for taking the 
second path. Ihe frameworks, the objection responses, the practical 
steps, the patterns that work and the anti-patterns that don't.

?ut all of that is useless without the decision to start.
Ihe organisations that will thrive in the next decade are the ones 

that own their critical capabilities. Ihat can move Juickly when things 
change. Ihat aren't waiting for vendors to productise the solutions 
they need.

Your organisation can be one of them. ?ut only if you choose it.

***




