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To my children who inspire me to always do better for them, to be curious, and to seek new learnings,

To my beloved husband, the kindest and wisest person I know,

To my parents and my family, for having given me a strong basis to build from in life,

To all those who shaped my career. Sometimes you supported me, sometimes you challenged me, in all cases, you helped me become the leader that I am.

To my teams: you were wonderful, you coalesced into the most inspiring of movements, your energy was extraordinary, and all the credit goes to you for everything we have achieved together.

And last but not least, to my horses: with your kind power and boundless generosity, you taught me trust, heart, partnership.
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“A book that brings leadership to its fullest expression: combining strategic clarity, courage in decision-taking, and human depth. Care, Dare, Share provides a rigorous framework for action, grounded in real-world experience, to lead lasting transformations in the age of AI. An inspiring and immediately actionable guide for today’s leaders.” 

- Nicolas D’Ieteren, Chairman of the Board of Directors of D’Ieteren Group

 

“Allegra Patrizi masterfully shows that in the age of AI, our most powerful intelligence is our humanity. She provides a roadmap for leaders to escape the "Rationality Mirage" by blending empathy, courage, and collaboration.” 

- Diane Govaerts, CEO of Ziegler Group and Manager of the Year, Belgium 2022

 

“Allegra Patrizi expresses a profound truth when she says that “data informs, humanity transforms”. She defines a rich path to impact in the world that is emerging: more  technology leveraged by (much more) humanity.” 

- Pierre Gurdjian, Chairman of the Board of Directors of Solvay, Founder of Belgium’s 40 under 40 

 

“Care, Dare, Share - Allegra Patrizi leads you through her concept of leadership in times of AI by giving insights into her own personal journey. A worthwhile discovery!” 

- Clara C. Streit, Non-Executive Chair of Supervisory Boards

 

“Why has the life expectancy of Fortune 500 companies shrunk to less than 18 years and the one of CEOs to less than 7 years? How can you reverse this trend and improve your chances of success? In the age of AI and big data, Allegra Patrizi, in her book Care, Dare, Share, delivers a compelling human centric answer.” 

- Enrico Cucchiani, Chairman of Open Fiber, former CEO of Intesa Sanpaolo, former Chairman of Allianz spa

 

“Collaborating with Allegra Patrizi in my role as chairman of the works council of Aegon, we have had many constructive conversations about the impact of organisational changes on people and vice versa, about the influence of people on the intended changes. I am happy and also a little proud to see that these conversations have co-contributed to this excellent book Care, Dare, Share by Allegra Patrizi.” 

- Han de Vos, former Chairman of the Works Council of Aegon The Netherlands

 

“Allegra combines deep executive experience with humanity, and it shines through every page of Care, Dare, Share. She shows that lasting transformation is never just about strategy or technology, but about leaders who connect, dare, and build trust at scale. This book is a practical compass for anyone serious about leading change with both courage and heart.” 

- Peter Slagt, Partner at Bain and Company

 

“This book is a powerful reminder that true leadership isn’t about perfection or control. It’s about courage, empathy and presence. In a world increasingly shaped by technology, it dares to ask: what does it mean to be a human being?

What I found most inspiring is its insistence that bold leadership begins with listening, not just to data or strategy, but to people. It explores how we can work alongside technology without losing sight of human sentiment, intuition, and emotional intelligence. Allegra Patrizi doesn’t shy away from complexity. Instead, she offers a vision of leadership that is both future-facing and deeply grounded in humanity.

If you’re navigating change, managing teams, or simply trying to lead with integrity in a digital age, this book will challenge  and uplift you. It’s not just a guide, it’s a call to lead without ignoring the heart.” 

- Lilia Christophi, EMEA Data and AI Financial Services Partner at PWC

 

“What does it take to be a better leader in the era of AI? With her warm and authentic tone, Allegra shares actionable strategies and real-world case studies that genuinely inspire leaders to blend Empathic Intelligence and Human Intelligence with AI. A must read!” 

- Isabelle Langlois-Loris, Partner at Egon Zehnder, Chairwoman of the Solvay Schools Alumni Association

 

“A three legged stool is better than a pedestal. Care, Dare, Share is that solid platform for transformation. Read, absorb and practice Allegra Patrizi’s unique, robust methodology and you won’t go wrong.” 

- Sue O’Brien, Founder and CEO of the Mentor Hub

 

“At Aegon The Netherlands, I saw Care, Dare, Share turn scepticism into real momentum. Combining the proven concept with AI, elevates leadership to a whole new level.” 

- Chantal Spoelstra, Deputy Company Secretary Aegon Asset Management, former Deputy Company Secretary Aegon Nederland N.V. 

 

“Allegra Patrizi masterfully resolves the central tension of modern leadership blending human empathy with AI-powered strategy. Care, Dare, Share is a powerful guide for creating sustainable value.” 

- Basil Geoghegan, Partner at PJT Partners

 

“How do you harness AI’s transformative power while keeping people at the heart of everything you do? Care, Dare, Share delivers exactly that blueprint, providing leaders with a modern framework to innovate boldly yet thoughtfully.” 

- Richard Huston, Founder and CEO of Vamos.dev

 

“Allegra Patrizi manages to tap into the Zeitgeist with ambition and foresight. Her book Care, Dare, Share is a manifesto not only for success in business but also life in general. Make her manual your operating system.” 

- Stephanie Ferrario, Founder and CEO of SHECAN Media 

 

“In her book Care, Dare, Share, Allegra Patrizi captures the essence of true leadership: “Humanity”. Drawing on her experience as a Director and CEO of major listed and non-listed companies, as well as her role  as a mother of three, Patrizi uses examples of management failures and successes to explore leadership. With disarming simplicity, she uses difficult moments in her life to remind us that excessive reliance on data, rationality, and AI yields negative results when key factors such as emotional intelligence are underestimated. In short, her vision aligns with that of ancient Greek philosophers and of major religions in that it places people at the centre. It is a wonderful read that I recommend to everyone.” 

- Giacomo Di Marzo, European Parliament’s Vice-President’s Secretariat, former advisor to Antonio Tajani, Chair of the Committee on Constitutional Affairs and of the Conference of Committee Chairs in the European Parliament 

 

“A profound and essential read. Allegra Patrizi brilliantly demonstrates that in the age of AI, our humanity is the ultimate competitive advantage. Care, Dare, Share is the playbook for unlocking it.” 

- Ronan Breen, Managing Director in Investment Banking

 

“In our world, you can’t rely on spreadhseets or authority. You succeed through empathy, courage, and trust – or you fall. We watched Allegra Patrizi start riding at 40 and achieve what seemed impossible and improbable through sheer resilience and  an intuitive grasp of these principles. Her book Care, Dare, Share brilliantly codifies the very philosophy she used to build an international equestrian partnership from the hoof up. It’s proof that to achieve any bold vision, in life or in business, you must first lead with heart.” 

- John Hardwick and Adrien Cherpîon, International Riding Instructors and Coaches
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The future of leadership is heart-led, AI-powered.

Right now, somewhere in a boardroom, a leader is drowning in data and dashboards. They are making a decision that will ripple through hundreds of lives, armed with more data than any generation before them. Their dashboards are glowing with AI-powered predictions that can optimize supply chains and analyse market trends in milliseconds.

Yet, there's a brutal truth hiding in plain sight: 70-80% of these data-rich transformations will fail.

Why? Because the data, for all its precision, is deaf. The algorithms, for all their power, are blind to what truly matters. This is the Rationality Mirage of modern leadership: a relentless pursuit of optimization that prioritizes data and rationality, creating brilliant yet deaf, data-rich algorithms and transformations that are destined to fail. This book is your guide to escaping it. 

Transformations fail not because of poor execution, but because we have abdicated the distinctly human act of leadership - deep, empathic listening - to the cold logic of the machine.


The Transformation Delusion We Are All Facing 

We are told that we face a difficult choice: ignore AI and be outpaced by competitors, or lean into AI and risk losing the soul of our organisation.

This is a false choice. The real danger isn't in choosing one over the other. The danger lies in the delusion that AI, a tool of logic, can solve the fundamentally human problems of trust, culture, and purpose. We ask our algorithms to answer questions they were never designed to ask.

If you want to see this delusion in action, look no further than the cautionary tale of Zillow. The company, a titan of data, launched a bold initiative called “Zillow Offers.” Their dream was to use their powerful AI, the “Zestimate,” to predict housing prices with such accuracy that they could buy homes directly, make minor repairs, and resell them for a quick profit. It was the ultimate data-driven dare.

For a time, it seemed to work. The algorithms, glowing on dashboards just as we discussed, were a marvel of operational streamlining. But the data, for all its precision, was deaf. The AI could price a house, but it couldn’t care about a neighbourhood’s soul or feel the emotional currents of fear and exuberance that truly drive a market.

Imagine the scene in Zillow's boardroom in mid-2021. The dashboards were glowing with AI-powered predictions that could analyse market trends in milliseconds. The "Zestimate" was a marvel, projecting confident profits on the thousands of homes it was buying. The data was king, and its logic seemed absolute.

A senior data scientist might have presented the numbers with pride: "The model's projections for Q4 are up 12%. We're optimizing buys in Phoenix and Atlanta with 98% accuracy based on historical comps." The room would have been filled with the reassuring hum of data-driven confidence.

But then, a regional head of operations - representing the human intelligence on the ground  -speaks up. Her voice is a quiet counterpoint to the roar of the models. "I'm not seeing this on the ground," she might have said. "The comps are right, but the feeling is wrong. Buyers are getting spooked by inflation. We have agents telling us open houses are suddenly empty. The algorithm can price a house, but it can't feel the emotional currents of fear and exuberance that truly drive a market".

How was that whisper of human intelligence received? It was likely acknowledged, then dismissed. "Thank you, we'll factor that into the sentiment analysis," someone might have replied politely, before turning back to the hard numbers on the screen. It was a stunning failure not of technology, but of leadership. They had dared with data but failed to care for the human wisdom that could have saved them half a billion dollars. 

The future of leadership is not about balancing technology and humanity. It is about leveraging technology with a profoundly amplified humanity. To do this, we must move a powerful truth from the footnotes of leadership to the headline: Data informs. Humanity transforms.

The most powerful intelligence of all is our own humanity.

I have led teams through massive transformations – mergers, market shifts, cultural divides. From my 20-plus years in the C-suite, as Chief Risk Officer, Chief Technology Officer, Chief Executive Officer, one truth stands clear: transformations fail when leaders forget the people behind the numbers. 

The most impactful leaders are those who blend intelligence with heart, boldness, and humility.

Most initiatives collapse not from bad technology or flawed strategies. They crumble because we ignore the human heart. We create change fatigue. We deliver short-lived improvements that collapse the moment momentum fades. Organisations revert to old behaviours because we never addressed the soul of the system.

What if I told you that the most powerful act in our frenetic digital age is to slow down and listen?

Here's what I've discovered through all the transformations I have been involved in: AI will revolutionize operations, yes. But the decisions that shape trust, culture, and purpose? Those still rest with us.

The future belongs to leaders who dare to stay human. 

No algorithm can carry the weight of moral complexity, trust, culture, or purpose. No machine can read the unspoken tension in a room or know when to push forward versus when to pause and heal. The essence of leadership remains irreducibly human. That’s your job, as a leader.

This is collaborative leadership - where AI amplifies human capability rather than replacing it. Where empathy isn't a "soft skill" but a strategic imperative. Where vulnerability becomes the foundation of unshakeable trust.




This is not a linear playbook - it’s a journey of expanding leadership.

It begins with self-awareness, where empathy unlocks insight. It moves through courageous action, where bold decisions reshape outcomes. And it culminates in shared momentum, where trust becomes a cultural force.

This journey of expanding leadership is not a simple linear path; it is a self-reinforcing flywheel. Each phase builds momentum for the next, creating a virtuous cycle of human-centred, AI-powered leadership.

The CARE, DARE, SHARE Leadership Flywheel below is your master map for this journey.

It shows how the human insights and trust generated in CARE fuel the bold innovation of DARE. The successes and learnings from DARE are then amplified and scaled through SHARE, which in turn builds a more intelligent and connected culture, deepening the capacity for CARE in the next, more powerful cycle. As the flywheel spins, your impact naturally expands - from the Self, to your Team, to the entire System.

[image: Care, Dare, Share Leadership Flywheel  ]


Fig. 1. The CARE, DARE, SHARE Leadership Flywheel: from self to organisation-wide iterations of the CARE, DARE, SHARE methodology create the foundation for successful, long-lasting transformations.

Your Three Leadership Intelligences

Leaders who thrive in this new world master timeless qualities - integrity, vision, resilience, and the ability to inspire - while adding distinct intelligences that are nowadays essential:


	
Empathic Intelligence (EI): For connection, culture, and trust

	
Human Intelligence (HI): For strategic insight and lived experience

	
Artificial Intelligence (AI): For data-driven precision



These intelligences fuel three leadership pillars that define modern impact:

CARE

Empathy in action. Understanding stakeholder needs through emotional intelligence, enhanced by AI's analytical power. Whether you're addressing a large enterprise that must upgrade its performance to thrive, team burnout at a tech startup, understanding parent concerns as a school principal, rallying volunteers around a nonprofit mission, or supporting a family member through change.

DARE

Innovation with courage. Having the courage to focus on what will truly make a difference, to take bold, calculated risks, to disrupt and innovate - backed by human wisdom and AI's foresight. Not reckless gambling, but strategic bravery informed by both data and intuition. Whether you're developing a new billion-dollar business line, pivoting your small business model, redesigning curriculum for better learning outcomes, launching a community health initiative, or making a life-changing career decisions.

SHARE

Trust at scale. Combining vulnerability, inclusion, and collaboration to unite teams and amplify impact. Creating cultures where people feel safe to fail forward, bold enough to dream big, and constructively supported to learn and succeed. Whether you're building culture in a remote team, creating psychological safety in a classroom, fostering collaboration among diverse community stakeholders, or strengthening relationships in your personal life.

What You'll Discover

This book is your practical guide to making CARE, DARE, SHARE your own. Across fourteen chapters, you'll master:


	
The CARE Framework (Connect, Analyse, Respond, Empower) to activate empathy


	
The DARE Framework (Dream, Assess, Refine, Execute) to drive innovation


	
The SHARE Framework (Synthesize, Harness, Align, Radiate, Engage) to foster collaboration




Your Leadership Legacy

Leaders and organisations today face an intricate web of challenges - digital transformation, cultural integration, and ethical decision-making - alongside unprecedented opportunities for innovation and growth. Care, Dare, Share equips you to navigate these with confidence, ensuring your decisions are data-driven yet empathic, bold yet grounded, and collaborative yet strategic.

Every chapter includes real-world case studies, actionable tools, and reflection questions designed to help you immediately apply what you learn. These are based on my own 25+ years of C-level experience, as an executive, as a board member, and as a senior advisor, but also on in-depth documentation and senior interviews with people who were closely involved in the case studies presented. To share the lessons from my leadership journey as openly as possible while respecting confidentiality, some of the case studies have been anonymized. The data, and outcomes described are real, but the names of the institutions and their products, as well as some dialogues, and detailed events, have been adapted.

Transformation isn't something you implement - it's something you embody. And all these case studies should help you do just that, embody Care, Dare, Share. 

The most effective leaders of tomorrow will be those who blend technological fluency with emotional depth. Those who understand that AI's role isn't to replace humans, but to amplify their judgment and capabilities.

AI doesn't automate leadership; it demands we deploy humanity at scale. This book is the operating manual for the Generative Leader - the one who uses empathy (Care), courage (Dare), and connection (Share) to make that future a success.




Who This Book Is For

Leadership isn't confined to corner offices or corporate hierarchies. If you influence others - whether you're running a Fortune 500 company, launching a startup from your garage, teaching in a classroom, leading a nonprofit, coaching a team, or even navigating your own personal transformation - you are a leader. And this book is for you. Because Care, Dare, Share is a philosophy: to lead with utmost humanity, boldness, and humility. This philosophy will transform how you approach influence and impact in our interconnected, AI-augmented world, regardless of your title or setting.

CARE shows up when a startup founder takes time to truly understand why their best developer is considering leaving, using both emotional intelligence and data analytics to address retention.

DARE manifests when a high school principal courageously redesigns the entire grading system to better serve student learning, backed by educational research and community input.

SHARE comes alive when a nonprofit leader creates space for volunteers to share their own stories and ideas, building a movement rather than just managing tasks.

These aren't corporate concepts - they're human ones. The frameworks in this book scale from intimate one-on-one conversations to global organisational transformations because they're rooted in timeless principles of human connection, courageous action, and collaborative trust.

Every meaningful transformation starts with leaders who model the change they seek. Leaders who treat empathy as strength, courage as clarity, and vulnerability as the foundation of trust. These leaders don't just implement change - they embody it. And in doing so, they inspire similar behaviours throughout their large organisations or the few people around them.

That’s where transformations become unstoppably powerful and long-lasting: they energise, they are embraced by the people, not imposed onto them. 

Data informs. Humanity transforms.

Your leadership journey has the potential to create a future where technology serves humanity's highest aspirations.

The path forward requires leaders who understand that in our quest to build smarter organisations, we must never lose sight of what makes us fundamentally human.

This book is a new leadership compass for the AI era - anchored in emotional intelligence, guided by strategic boldness, and scaled through collective intelligence.

Are you ready to lead with both heart and intelligence?

Let's begin to Care deeply, Dare boldly, Share generously.
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Chapter 1: The Day I Took The Job
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Leadership reveals who you are - especially when you’ve spent years hiding behind competence. 

June 15, 2021 – The Hague.

It was 8:02 in the morning, the office was quiet. The announcement of my appointment as CEO of Aegon The Netherlands had recently been published, and I was standing alone by the tall windows of the 2nd floor. Below me, the city moved with its usual rhythm - trams, bikes, busy lives. Inside, I felt anything but rhythmic.

I wasn’t nervous. It was something deeper - uneasy. Like I had stepped into a role everyone expected me to fill, but inside, I knew I was crossing a threshold into something entirely unknown. Until that point, I had led mostly technical teams - analytical, focused, fact-driven. This was different. This was about people, legacy, emotion, and transformation.

In this new reality, the data told a seductively clear story: Strategic confusion. Commercial pressure. Operational inefficiency. It was the perfect diagnosis for a leader falling victim to the Rationality Mirage, offering a clean, quantifiable, and dangerously incomplete picture.

As those first few days went by, walking the halls revealed a deeper truth the data could not see: a profound disconnection. A human system quietly breaking under the weight of metrics that measured everything except what mattered. The fragmentation wasn't a separate problem; it was the direct result of leading by spreadsheet.

This wasn't just an operational challenge. It was a human one.

And if we wanted to be successful at transforming this business, we had to tackle the human aspect with tact and intelligence.

It dawned on me. I was afraid. Not of dealing with the challenges painted by the data. I was afraid of missing what really mattered.

And I remember telling myself:

Care. Dare. Share.

I didn’t know it yet, but those three words would become my leadership compass. It was the compass I needed to navigate away from the purely rational and escape the trap that reduces leadership to a spreadsheet. 

A compass, to find emotional clarity when the path ahead was blurred, to make bold moves when inertia threatened to stall us, and to connect people who had stopped trusting in each other.

Since that moment, I have used that compass every single day. In board meetings. In town halls. In moments of crisis. In moments of hope.

And now, in this book, I want to give it to you.

Pause and reflect: Where, in your experience, have you seen data tell one half of the story while human experience tells you the other half?

The Challenge: Beyond the Balance Sheet

The irony wasn't lost on me. As a woman and a foreigner leading in the Netherlands - with less-than-brilliant Dutch language skills - I was about to discover that my tucked-beneath humanity might become my greatest leadership strength.

Somewhere deep inside, I had always known another kind of leadership. One built not just on logic, but on listening. Not just strategy, but soul.

My experience as a single mother of three, my Italian heritage, my years living in different countries - these had given me something precious: deep empathy for people and cultures. An ability to listen across perspectives, to sense unspoken tensions, to celebrate differences, to understand the struggles of normal people going by their normal life.

But in the technical environments I'd grown up in professionally, these human instincts had been quietly parked. There had never been space - or permission - to lead with heart.

The old playbook said: vulnerability is weakness. Cold rationality is your compass. Results come from analysis, not emotion.

The new reality demanded to embrace empathy. 

This wasn't just a change in role - it was a transformation in how I showed up as a leader. I had to dare to exercise the parts of myself that I had kept professionally dormant. I had to trust that leading with both mind and heart wasn't just possible - it was essential.

Your turn: what is your leadership style? Do you tend to use your brain or heart as a first resource?

The Transformation: We Started by Listening

Instead of creating another strategy deck, with the executive committee, we did something radical: We connected.

We made a commitment to visit clients – for me, it was two per week, whenever possible. But this wasn't just about me getting closer to customers. We ensured that the entire executive committee would also regularly meet with clients. If we were going to lead the transformation, we needed direct contact with the people we served, not filtered reports about their needs and concerns. And role modelling starts from the top! So, as an executive committee, we needed to be the change we want to see.

We also began listening across the organisation with systematic intentionality. We went around the company, creating space for colleagues to tell us what they saw, what they felt, and what they viewed as the priorities going forward. We held countless town halls. But these weren't the traditional one-way presentations that employees had grown accustomed to. Instead, we created genuine dialogue - authentic two-way conversations with an approachable human leader. And for those who wished to say things in Dutch, despite English being the official language, we did welcome it. Sometimes I needed a bit of help with the Dutch language, but that too reinforced the feeling of approachability and co-creation. 

Some of the stories were filled with hope and dreams, some other with pain and frustration. We listened to them all, with no judgement. 

Soon, something beautiful happened: formal barriers dissolved. People saw us not as distant executives, but as fellow humans navigating the same complex world.

But we didn't just listen with empathy - we listened with discipline. For every story, we asked: What does this mean for the business? What patterns are emerging? Where does data confirm or challenge what we're hearing? For every insight we gathered, we analysed it rigorously to test for impact and meaning. We listened with purpose, combining human empathy with analytical rigor to understand not just what people were saying, but what it meant for our organisation's future.

Try this: In your next team meeting, spend the first ten minutes asking: "What's one thing about our customers that keeps you up at night?" or “What’s the one single biggest pain point our colleagues have to endure in our processes?”


The Breakthrough: Three Pillars Emerge 

Six months into the role, we had something that was co-created with our people AND rigorously tested for potential and feasibility, not something imposed from above: a new strategy based on clear and straightforward pillars, that was both the result of listening and analysing. 

Besides that, we developed simple behavioural guidelines that we had all decided to adopt together - not complex corporate jargon that no one can remember even if their life depended on it, but simple words that everyone could understand and connect with.

Language that was ours - shared, not handed down. We called it “potato language”, because it had the comforting warmth, the sublime simplicity, and the magic effectiveness of a jacket potato.

We returned to the organisation with these insights through a second round of in-person town halls, and this time the energy was completely different: we had shown we could listen, and now we dared to tell them where we would go, what we would do, how we would behave, based on all we had understood. 

Through those in-person town halls, we addressed directly every employee of the company, at every location. People didn't just hear about change - they saw themselves reflected in it. They recognized their voices in the strategy and the agreed behaviours we were presenting. 

The energy and alignment this created were extraordinary. From the executive committee members to the reception clerk, everyone could relate and repeat, in their own words, the meaning of what we had agreed collectively. Some, of course, were more articulate than others, but all represented the meaning pretty faithfully. 

And that is when the magic of alignment happens. Thousands of people moving with shared clarity, energy, and rhythm - like a team working in perfect sync. 

The results followed swiftly and dramatically:

Commercial momentum built across all business lines as everyone realized their impact on client perception and on the support they could bring to the front-line teams to deliver effective solutions to clients. 

Cost control improved as people understood and embraced efficiency, pockets of savings started popping up, and waste was reduced.

Operational excellence took root as silos began to break down, as people felt accountable to “keep the rats out of the kitchen” (that was one of the agreed behaviours that went around the whole organisation, and although clearly a bit iconoclastic, it became the viral mantra in every team to incite people to catch the problems, solve them and share the learnings with the rest of the organisation). People had shifted from hiding problems or passing them on to the next person to being proud of solving them and letting it be known.

Our long-standing balance sheet volatility began to reduce significantly as we addressed fundamental structural issues and as we evolved from a slightly reactive approach to a more proactive approach to financial markets.

But more than the metrics, the mood had changed. Teams were energized, aligned, and cooperative. Customers were responding positively. People believed again - in the work, in the mission, in each other. Performance started to shift upward across every dimension that mattered. And so, quarter after quarter, we would hold some more townhalls to celebrate the success. And that started our flywheel: more energy, more success, more confidence, more energy, more success, more confidence.....

That's when I realized: we had cared, we had dared, and we had shared.

The philosophy wasn't named yet, but it had come to life in the most practical way possible.

We Cared - by listening deeply, connecting across the organisation, and treating empathy as a strategic skill. We had demonstrated that understanding people wasn't separate from driving results; it was the foundation for sustainable, relevant transformation. Because at the end of the day, the only really successful transformations are the ones that are built on solving real problems for real people: clients, employees, or investors.

We Dared - by changing how we led, not just what we did, and trusting that courage, humility, and kind authority could drive performance. We had taken bold steps in inviting others to co-create our future. We dared to make choices, which is often so difficult in large organisations because every department has its hobby horses. We dared to simplify and to focus on what would make a real difference to the real problems we needed to solve. And we also dared to stick to our decisions, once they had been taken, accepting that it may not be the popular decision, but it was certainly one that had been pondered, taking into account the various perspectives.

We Shared - by dissolving barriers, embracing transparency, and building something together. We had moved from a culture of hierarchy and information hoarding to one of collaboration and accountability. We as leaders accepted to own the responsibility when things were not going well with certain actions or projects, and to share the success with everyone involved. The exact opposite of what often happens in many organisations....

The transformation was profound and lasting. We doubled the value of the company while significantly improving our people scores and client satisfaction. 

Two years later, the company was sold, for a range of reasons, including its renewed trajectory and strong performance. And to this day, when I meet former colleagues, union and workers’ council members, regulators, they still speak of that moment in time. The energy. The possibility. The exhilarating feeling of real, human, collective transformation.

Pause and reflect: Where in your experience did you face a transformation where you needed to Care, Dare, Share? How did you deal with it at the time?

Taking It Further After Aegon

After Aegon, I have had a number of roles, as an Executive, as a Board Member, and as Senior Advisor. In December 2024, I decided to take a break from executive roles to help several organisations with my unique combination of C-level experience and AI expertise, to finalise the gathering and structuring of all the data I had amassed during the last 4-5 years for this book, as well to refine and test all the Care, Dare, Share methodologies in as many environments as possible to complement my previous executive experiences. 

Among the companies I have played an important role in, were a mobility services player, a local consumer lending company, a bank based in a European country, a logistics company with global presence, and a top, multi-regional, accounting services firm. 

In all these cases, I have actively used the CARE, DARE, SHARE approach. 

Large regional accounting firm

For example, the large accounting services firm I helped was facing a “productivity paradox”: highly skilled professionals were overwhelmed by repetitive, low-value tasks that hindered both client impact and job satisfaction. So, applying the CARE, DARE, SHARE approach, we started by listening deeply to a selection of 2000+ employees and many clients, identifying the need to free experts from digital drudgery and deliver faster, more strategic insights to clients. This care for internal well-being and external value creation became the human-centric driver behind its bold AI transformation. A very substantial investment was committed in generative AI, a significant DARE, becoming one of the first large accounting firms in their region to build a proprietary tool, which we shall call “MyPal”. Rather than relying on public models, the firm dared to prioritize trust, building AI within a secure, private environment. They also committed to upskilling every employee on ethical and effective AI usage, transforming their entire workforce into AI-powered professionals. With a strong governance framework about AI usage, they dared to lead with ethics, not just speed. 

MyPal got progressively rolled out across the entire regional workforce, enabling the SHARE part: cross-team collaboration and real-time intelligence sharing. Insights on AI usage were tracked and re-shared, creating a culture of collective learning and continuous improvement.

The unexpected positive effect was that this development has also enabled the firm to be credible in advising clients on their own AI transformations, sharing not just technology, but lived experience and ethical frameworks. 

Results include 100% workforce AI enablement, the launch of new advisory services, and recognition as a regional leader in responsible AI deployment.

Bank operating in Europe

At the bank based in a European country, a very innovative app, which, for the purpose of this book, was developed, we will call it “Zaya”. Zaya aimed at helping customers perform a vast amount of simple banking tasks, which in normal times would clog call-centres and often take an inordinate time to perform, resulting in frustration both for customers and call-centre colleagues.  Zaya got recognitions in its country as one of the best AI applications. Zaya was also one of the first conversational banking platforms in its country, and enabled a whole new level of intuitive and helpful banking experiences for customers. 
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