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Figure 1.1—Enterprise Thinking

activities together. That’s why the lines separating each category are left open near 
the cyclone; the open gaps signify the free, haphazard flow of ideas that eventually 
give birth to new solutions.

We will go over each activity in its entirety in later chapters. For now, here is an 
overview of the four categories:

■■ Strategizing: Due to the fact that your mind is typically abuzz with thoughts 
of how you can improve your organization and strengthen its ability to 
function, you are strategizing all the time. Yet, if you were to attempt to 
break down your strategizing into a stepped thought process, you’d prob-
ably struggle to pin down just how you do it. In the Strategizing category, 
you will learn the processes and tools you need to effectively develop tar-
geted strategies that drive your organization forward and at the same time, 
direct every project, initiative, group member, and resource toward common 
goals to maximize their collective strengths. This category encompasses the 
activities of developing strategically superior plans, creating new products 
and services, establishing alliances, and leveraging technology to accelerate 
organizational and individual achievement.

■■ Learning: As a leader, you are continually in one of two states of learn-
ing: you’re either gaining awareness about a topic or you are developing 
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The interconnectivity of all four categories mirror the realities of leadership 
thought processes in any given day. For example, say that you discover through a 
trade journal article that your primary supplier of raw materials is facing serious 
financial problems (Learning). You immediately begin searching alternate options 
in the event that this supplier is unable to deliver product and thinking through the 
ramifications of broaching the subject with the supplier immediately (Strategizing). 
You need to apprise your team of the impending development, and you contemplate 
assigning the search for a new supplier to one of your staff members (Performing). 
Maybe the time has come to add new technology, reducing the need for this or any 
other supplier, because it seems that trends on the horizon are impacting business 
earlier than expected (Forecasting).

Perhaps already you can see how much easier it is going to be to develop leader-
ship within yourself and others by learning about concrete activities and tools versus 
trying to emulate personality traits like “persevering,” “intelligent,” “charismatic,” 
“driven,” “focused,” or “organized.” Enterprise Thinking provides you with a practi-
cal, proven, step-by-step guide that empowers leaders of all abilities and degrees of 
experience to realize their greatest potential.

The Universality of Enterprise Thinking

Any decision maker can use Enterprise Thinking to solve daily challenges because 
of its universality. People at all management levels, geographic locations, industries, 
and even your other stakeholders, including suppliers, lenders, and strategic allies, 
can equally benefit from Enterprise Thinking. By sharing a set of universal tools, 
you can all work more effectively to achieve common desired outcomes. Acting 
in unison helps break the silos that foster a “we versus them” mentality that can 
impede progress.

The 7Crosses™of ET
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Figure 1.2—The 7Crosses™ of ET
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Your job is to think through ideas well enough so that when they are put into 
action, they achieve the results you want. The diagram of the Economics of Thinking 
(Figure 1.3) illustrates the correlation between thinking and costs, showing that it’s 
far cheaper to think than to launch any initiative. In the diagram, time is represented 
on the x-axis and capital/resources expenditures on the y-axis. As a leader progresses 
his or her idea along the timeline, costs rise. In brief, thinking better, faster, and 
more accurately before you act improves the chances that the idea or initiative is a 
winning one and worth the expenditures that will be made in later stages of devel-
opment and launch.

Economics of Thinking™
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Figure 1.3—Economics of Thinking™

When you first contemplate choosing and launching any new initiative, you begin 
to ask yourself many questions. Maybe you’re wondering if you have the time or 
resources or which technologies and tactics are the best for the situation. Right now, 
your initiative is just an idea you are mulling over in your mind. In the diagram above, 
this stage of the process is represented by the shaded circle. Your objective here is 
to expend your own time and energy thinking through your idea. Compared to the 
action you’ll be taking later, your thinking at this juncture is relatively inexpensive.

As your idea progresses forward, you reach beyond your own thoughts to gather 
new information, insight, and input from other people such as designers, architects, 
staffers, specialists, and vendors. You are still expending your own time, but now, 
because you are also involving others and pulling them away from their current 
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Economics of Timing
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Figure 2.1—Economics of Timing

Rushing to action before doing the homework or laying a solid foundation can result 
in costly mistakes, as is the case with the Fast Shooter. Fast Shooters want everything 
done “yesterday.” They’re quick to act and prone to snap decisions and impulses.

At the opposite extreme is the sluggish decision maker who suffers Paralysis Due 
to Analysis. These decision makers are so slow to make decisions that they are often 
guilty of making no decision at all. They seem almost paralyzed by their own over-
thinking, and as a result, they allow opportunities to slip away and problems to fester 
to potentially destructive levels. Make sure that you don’t slide too far on the scale 
one way or another.

In addition, you may want to ask people who know you well to weigh in on where 
they see you falling on this spectrum. I have worked with students and clients who 
have, on occasion, assumed they were Fast Shooters, when in fact, they were very 
slow to act—and vice versa.

Paralysis Due to Analysis 

Dan is an acquaintance who has enjoyed a successful career in manufacturing. Prior 
to the U.S. real estate boom, his wife recommended that they look into purchasing 
a couple of reasonably priced commercial properties and leasing them to local busi-
nesses. Dan’s response was that he would think it over, do some research, crunch the 
numbers, and let the missus know his conclusion.
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In the visual representation of the GPP, shown in Figure 2.2, the largest boxed area 
represents this 80% that influences your productivity. Once you have determined that 
you have given your people the necessary tools they need to achieve success, you can 
directly address any personnel issues, shown as the larger inset box in the diagram. 
This 20% should be assessed and assisted only after running a check on their systems.

I want you to pause for a moment and consider what you have just read, because 
while many decision makers quickly “get it” and start seeing the GPP everywhere—
at work, at home, during civic and religious services, at social events—others still 
hold on to the belief that the 80% is too high a figure to assign to systems and 
structures or they think they already have the best systems in place and don’t need 
to improve in this area. Moreover, leaders often blame others for mediocre output, 
when in reality, the blame lies with the leader’s mediocre systems and structures that 
cap the potential of individuals and organizations.  

To become a catalyst for progress and achievement, you may need to rethink 
some of your current beliefs and be willing to trade your opinions for new ways of 
thinking. Eventually, even the initial resisters come on board once they learn about 
ET and its activities; they realize that 80% may even be a conservative figure, and 
they also recognize that great opportunities can be mined from improving systems 
and structures.  

All people need the tools to succeed, even you. Imagine losing your computer and 
access to any data for a month. What would your productivity levels become? Often 
I hear from leaders that they’d accomplish nothing. That little box is a part of the 
systems and structures you need to be productive and successful.

Goldsmith Productivity Principle
“The GPP”
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Figure 2.2—Goldsmith Productivity Principle
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Basic Strategizing
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Figure 3.1—Basic Strategizing

Though I like simplicity, this model is too simplistic to adequately direct and guide 
organizations to desired outcomes with certainty. Several pitfalls accompany this overly 
simplistic method of strategizing. First, the vocabulary points people in different direc-
tions, because both words carry different meanings to different people. I’ve heard strat-
egy defined in as many as fifty different ways: as vision, outline, complete plan, or 
things to be done, for example. The definition of tactics is equally unclear: a plan, things 
to do, or blocking and tackling. Some people even use the words interchangeably. For 
instance, some people use “road map” to define both strategy and tactics. How can any-
one win at strategizing if leaders and their people don’t even speak the same language?

The two-part model of Basic Strategizing (strategy and tactics) often fails to address 
all components of the strategic-thinking process. As a result, you could have some 
great ideas, but they may never materialize into the results that you want to achieve. By 
contrast, the Cyclonic Strategic Thinking (CST) Model is an advanced version of the 
strategizing process described above. This new model has five clearly defined phases 
that force you to address each component of strategizing before moving onto the next. 
As a result, you don’t overlook important elements. Additionally, this model:

■■ helps you make decisions with your entire organization in view rather than 
from a silo mindset—your organization’s overall Desired Outcomes are the 
starting point for Strategy.

■■ is versatile enough to use for any type of strategic thinking, not just for cre-
ating strategic plans.

■■ gives you a broader range of strategic and tactical options to consider before you 
commit to any final selections, and superior selections increase the likelihood 
that your organization stays on target and that Desired Outcomes are reached.

■■ is universal, giving you and your staff a common language for improved 
communications and enabling you to track your team’s progress, both of 
which minimize errors.
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So universal is this strategizing tool that whether you’re a TV producer, a public 
works commissioner, or a medical office manager, as soon as you learn how to use 
the CST Model, not only will you be able to use it, but it’s simple enough that you 
can teach it to other members of your executive team as a standard procedure for 
creating strategy and for making better organization-wide decisions. Furthermore, 
as you use the CST Model at work, at home, and in areas of your everyday life, you 
will see how reliably it converts your thoughts to reality.

From Thought to Reality: How Do You Create a  
Successful Strategy?

Take a look at Figure 3.2. Even at first glance, you can see how the CST Model takes 
you through five phases of good strategizing rather than simply strategy and tactics 
like the less-detailed traditional model. You start with determining your Desired 
Outcome, then you develop a Strategy, next you identify Macro Tactics, then you 
finalize Tactics, and last is Execution.

Advanced Strategizing 
Cyclonic Strategic Thinking Model (CST)

Note: Whenever you see these terms capped throughout the text, it refers to the CST Model or to your use of the 
CST Model as an Enterprise Thinker. This is why you will see “strategy” in some mentions and “Strategy” in others.
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Figure 3.2—Advanced Strategizing (CST Model)
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When you look at the CST Model, you see that the strategy and tactics from the 
earlier Basic Strategizing Model are present, but that they are now a part of a larger 
and more comprehensive process. Notice, too, the lines separating the three phases 
of Strategy, Macro Tactics, and Tactics have gaps in them. These gaps reflect a real-
istic representation of the way that we naturally shift our attention from one phase 
to another, mentally darting from Strategy to overarching tactics (Macro Tactics), 
then to details of Tactics, and so on in order to consider all the options we have 
before ultimately choosing the best.

See, too, how the final phase, Execution, has been separated out from the tacti-
cal phases. Execution is a key factor in converting thoughts to reality, yet it is often 
blended into Tactics when people do their strategizing. You rarely hear people talk 
about Strategy, Tactics, and Execution. The vast number of decision makers who 
believe that Execution is a mere subset of Tactics boggles my mind, because this 
single incorrect assumption is often the wrench that screeches all strategic-planning 
cogs to a halt without anyone being aware of the problem. If leaders assume that 
Execution is going to be addressed, but the people they work with don’t make the 
same assumption, Execution might occur haphazardly or not at all.

The cyclone to the right of the phases represents the way people naturally think when 
they’re searching for answers. Like a spinning cyclone that gathers up objects and swirls 
them around, your mind picks up ideas and tosses them around, assessing each for its 
viability. The term I use to describe this fast whirling of options is Cyclonic Thinking.

Detailed View of Cyclonic Thinking

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.3—Detailed View of Cyclonic Thinking

When you’re engaged in Cyclonic Thinking, your mind does more than swirl 
ideas around, however. It rapidly pulls in many ideas, draws fast connections and 
comparisons among them, and thrusts out the least-usable material. Your mind 

7244_paid to think[FIN].indd   54 8/28/12   4:28 PM



70 |	 PAID TO THINK

process—actually have a concrete methodology for approaching and solving their 
challenges. Redefining is unlike any tool you’ve ever used, and you’ll love how 
you can expend less energy and take fewer risks than you have in the past. With 
Redefining, you will find that the time spent up front thinking through what you’re 
really trying to accomplish ensures that you’re focusing your organization on solving 
the most appropriate real challenge at the time, which will ultimately deliver back 
to you unimaginable rewards.

So let’s get started. Take a look at Figure 3.4, which outlines the steps of the 
Redefining process. The steps are essential to converting your challenge into a 
forward-focused directive called your What Would It Take . . .®  (WWIT) ques-
tion. Notice, too, that once again you have a cyclone. Taking the time to think about 
your options within each step plays an important role in Redefining, just as it did in 
the Cyclonic Strategic Thinking (CST) Model.

Redefining

© 2004 David Goldsmith and Dan Burrus All Rights Reserved Download at www.paidtothink.com

Figure 3.4—Redefining

Step 1: Develop Your Challenge Statement

In this step, your objective is to develop a single statement that explains your true 
challenge: your Challenge Statement (CS). Coming up with a Challenge Statement 
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POSITIVE OPPOSITE ULTIMATE END (+OUE) SAMPLES
Use the following list as a guide in determining your +OUE. These opposing and 
ultimate conditions will help you come up with your Should Statement.

Positive Opposite Ultimate End

Low-High ultimate customer

Slow-Fast ultimate vendor

Weak-Strong ultimate economy

Fat-Thin ultimate footprint

Down-Up ultimate industry

Don’t-Do ultimate power

Can’t-Do ultimate duration

Lose-Win ultimate shape

Losing-Keeping ultimate capacity

Playing the role of wordsmith here marks a crucial turning point between sit-
ting with a challenge and establishing your best WWIT question. It pulls your 
focus away from the challenge and directs it toward a solution. So if your challenge 
begins with, “We are losing ____,” then selecting words to focus your thoughts on 
its solution will likely produce a sentence beginning with, “We should be winning 
____.” A Challenge Statement that talks about prices declining would convert to a 
Should Statement that says prices should be rising. This is what is meant by positive 
opposite (+O).

At the same time, you’re looking for your optimum condition, which is the ulti-
mate end (UE). Who is your ultimate customer or ultimate vendor? What would 
be the ultimate footprint for your organization, the ultimate power demands, the 
ultimate size, weight, direction, and efficiency? While the answers to these types 
of questions can seem obvious at first glance, I can’t tell you how often I’ve expe-
rienced smart decision makers struggling to clearly define their ultimate customer 
when I’ve asked them to do so. You might need to give your UE some thought, and 
while you do, try to broaden your scope, because in a case like defining the ultimate 
customer, customers are not always external buyers, but may be different types of 
groups altogether.

For instance, Wilma Grant, the publications and telecommunications manager 
within the document-management office of the United States Supreme Court deliv-
ers her services to internal “customers” working in the legislative arm of government 
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Shifting Your Focus from the PAST and TODAY to the FUTURE
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Figure 3.5—Shifting Your Focus from the Past and Today to the Future 

Notice that you’re asking “What would it take . . . ?” instead of following the 
natural tendency to ask why this condition exists. It’s important to begin your search 
for solutions by asking what, rather than why, because why doesn’t matter. At this 
point in the Redefining process, asking why is like trying to drive your car forward 
by staring into the rearview mirror.

Say that you crash your car and your car is towed to a repair shop. Does the 
mechanic need to know who was driving the car, where you were driving, the condi-
tions on the road, or why you did what you did? Not really. Besides pure curiosity, 
a mechanic’s questions are typically not about the past; they need to be about the 
future solution. Therefore, he might ask, “What would it take to restore this car to 
perfect, working, showroom condition?” Notice how the WWIT statement now 
directs his focus onto a Positive Opposite Ultimate End question.

Redefining enabled the president of a farm-equipment manufacturing facility and 
his company to gain this forward-moving perspective and solve their true chal-
lenge. For years he wrestled with how to stop his firm from receiving complaints and 
canceled orders, especially during his busy season. When he tried Redefining, the 
president initially thought his challenge was, “We can’t find the right staff.” But if 
you remember our scrubbing criteria, you know that “finding the right staff ”—like 
finding money or capital—is a solution, not a challenge. After scrubbing the chal-
lenge again and again and again against the criteria, the president came up with, “We 
missed 14% of our order ship dates.” Now he was addressing a specific condition that 
was happening in the present. Upon further scrubbing, he found that the CS was still 
not clear enough, because his bigger challenge actually was his larger orders.

Finally, he ended up with the Redefined question, What would it take to ship 
all orders totaling more than $25,000 within four business days? (This was not a 
goal, however. His question was derived from Redefining and thinking with solid 
research behind his thinking.) This Redefined question became a rallying call for 
the entire organization. He and his staff solved the challenge by installing a new 
computerized inventory-software system to balance inventory, outsourcing produc-
tion at peak production-overflow times, and preloading inventory prior to peak sea-
sons, not by searching for the “right staff.” Because he asked better questions, the 
company president pointed his firm in the direction of better outcomes.
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CPM Activity-Planning Chart
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Figure 3.6—CPM Activity-Planning Chart

Now you will place the activities in chronological order by first determining 
each activity’s immediate predecessor and placing that predecessor’s corresponding 
letter in the Immediate Predecessor column. For example, “Search for Web devel-
oper (B)” must occur immediately prior to “Outline site (C).” Therefore, in the 
Immediate Predecessor column, add the letter B for “Outline site (C).” Activities 
that are independent may still have an immediate predecessor, such as “Write and 
submit copy (D)” and “Create and submit images (E).” In addition, independent 
activities can be done simultaneously, which tightens up your timeline, as you will 
see in the next step.

Although the big picture is usually clear to the leader, now others in the group 
can begin to see a snapshot-like overview, too.

Step 3: Transfer Activities to a Critical Path

Based on data from your Activity-Planning Chart, transfer each activity into a 
visual time diagram, called a Critical Path, to see how long the project will take to 
complete.

Begin by making a circle for each activity. Within each circle, write an activity’s 
letter and its time in weeks. Position the circles in chronological order. The visual 
representation serves as a road map of activities and gives you four pieces of valuable 
information.
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CPM Genetic Path
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 Figure 3.7—CPM Genetic Path

First, you see that the entire project will take nine weeks to accomplish. Calculate 
completion time by adding up the activities with the longest path, or what’s called 
the Critical Path.

Look at activities D and E in Figure 3.8. D takes one week more to complete 
than does E, so account for the longest-time activity in your overall calculation. D 
and E appear on the Critical Path as they do, because they are independent activi-
ties and don’t rely on one another to be completed. Remember that you can perform 
these activities simultaneously to complete the project sooner.

CPM with Critical Path

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.8—CPM with Critical Path

Second, you can view the entire plan to catch whether you have missed any activi-
ties. One missing activity can throw off the people who are executing a project and 
can extend the project’s timeline.

Third, the visual helps you to calculate where you can best allocate your resources. 
If someone suggests that they can complete activity E faster by paying $200 more 
to a designer, you can immediately see that there’s no benefit in assigning $200 to 
activity E, because activity D is still two weeks long. On the other hand, if someone 
says that you can pay $200 to complete activity D a week earlier, you may determine 
that the results of this expenditure are worthwhile.
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CPM Genetic Path
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Figure 3.8—CPM with Critical Path

Second, you can view the entire plan to catch whether you have missed any activi-
ties. One missing activity can throw off the people who are executing a project and 
can extend the project’s timeline.

Third, the visual helps you to calculate where you can best allocate your resources. 
If someone suggests that they can complete activity E faster by paying $200 more 
to a designer, you can immediately see that there’s no benefit in assigning $200 to 
activity E, because activity D is still two weeks long. On the other hand, if someone 
says that you can pay $200 to complete activity D a week earlier, you may determine 
that the results of this expenditure are worthwhile.
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Fourth, you can manage activities using four calculated estimates:

■■ Early Start (ES) and Late Start (LS), the earliest and latest points on the 
Critical Path in which you can start an activity;

■■ Early Finish (EF) and Late Finish (LF), the earliest and latest points on the 
Critical Path in which you can finish an activity before the next activity begins.

People make these types of calculations mentally all the time. You estimate the lat-
est you can leave for an appointment and still get there on time. If you’re planning 
to paint your house, you need to know the latest you can start in order to complete 
the project before the weather gets too cold. If you’re hosting an outdoor wedding 
in May and need to order a tent in January, you can place the order in September 
(ES) or December (LS) and still get it on the date you need it. The beauty of the 
CPM chart is that as your projects become more detailed and more people become 
involved in them, you can plan, monitor, and execute with more accuracy.

CPM with Early Start Late Start

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.9—CPM with Early Start Late Start

The number next to ES, EF, LS, and LF indicates the week number of the project.

■■ You can start activity A on day zero (right now) and the earliest you can fin-
ish the activity is in one week.

■■ The earliest you can start B is in one week, because you have to wait one 
week for the previous activity to be accomplished. The earliest you can fin-
ish is two weeks later. The person thinking through the project knows it will 
take two weeks.
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many projects onto the labor and resources of a company to stuffing too many canaries 
into the same cage. Once the optimal number of canaries that can thrive within the 
cage is exceeded, each new addition threatens the survival of not just one other canary 
but of all the other canaries, because all the canaries have less space and less food.

PreQuip’s management team analyzed productivity of its engineers by isolating one 
engineer at a time and observing his or her performance. While you might assume that 
one engineer working on only one project and one project only would be very productive 
because the engineer is free from becoming distracted or overwhelmed, quite the opposite 
happens. Projects are not done in isolation, nor are they always linear. An engineer who 
needs a special part before proceeding on with a project may have to wait a full week for 
that part to arrive. Or, without a second project to work on, an engineer might get brain 
freeze or be so bored that they lose focus and produce nothing during that week. If other 
engineers are involved, and they also sit idle, the standstill in productivity multiplies.

Management then decided to test productivity levels by adding a second project to each 
engineer’s workload and observed what engineers did during slack time. Management 
found that engineers could shift attention to their second projects. The mental shift 
from one project to another stimulated focus, enhancing and accelerating productivity.

Number of Projects Assigned Concurrently to a Single Engineer

Reprinted with permission from Revolutionizing Product Development - Stevens C. Wheelwright and Kim B Clark

Figure 3.10—Number of Projects Assigned Concurrently to a Single Engineer
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in mind, let’s look at how you can coordinate entire groups, which can become over-
whelmed with projects, too, to make their best contributions to your organization.

Before we go into the details of this topic, I need you to be clear that we are not 
discussing the types of projects sold to customers, such as building-design projects 
developed by architects for sale to prospective home builders or advertising cam-
paigns designed by ad agencies’ creative departments to service their clients.

Our focus here is on the types of projects that leaders work on to specifically improve and 
transform their own organizations (or their products and services). For example, when 
a group of engineers work on installing a new intra-network, they are working on a 
project that improves their organization. Or, when a CEO develops a training pro-
gram, she is working on a project that transforms her company.

How many of these types of projects are adequate for your team? Exactly how 
does the Two-Project Rule translate from individual leaders to an entire management 
group? The answer varies depending on your circumstances. So let’s look at three project-
limitation capacities—(1) Full Capacity, (2) Full Capacity with Shared Projects, and 
(3) Extended Capacity with Outsourced Projects—and do some simple math.

1. Full Capacity

Full Capacity is just a multiplication of the Two-Project Rule. Therefore, a six-person 
management group—five managers and you—has a Full Capacity limit of twelve 
projects. Simple enough.

FULL CAPACITY: (No shared projects)
6 people x 2 individual projects each = 12 projects

Full Capacity with No Shared Projects

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.11—Full Capacity with No Shared Projects

If you head the group, Figure 3.11 is a visual illustration of how you play a dual 
role in ensuring that all twelve projects are completed properly. On one hand, you 
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are overseeing the other managers and monitoring their progress on their ten of 
the projects. However, you do not play a hands-on role in these projects. You may 
meet with your five managers, answer their questions, offer guidance and direction, 
but they are responsible for the day-to-day management of their own two projects. 

Keep in mind that the two projects that belong to you typically have a wider-scoped 
impact on your managers or organization just because of your role. For instance, your proj-
ects might include a monitoring program for a whole business unit or building an 
alliance that exponentially benefits the leadership team or the organization as a whole.

2. Full Capacity with Shared Projects

At one time or another, you are likely to face a situation where a single project requires 
the attention of more than one manager. For instance, Bob from IT will have to work 
with Lois in marketing to create and launch a new service on your website. In Figure 
3.12, Full Capacity with Shared Projects, you and two of your managers each have 
your own two projects, but the three other managers each have a single project to 
man on their own (solo) as well as a single project that the three of them are sharing 
(shared). The shared project is equivalent to three separate projects joined into one. 
The shared project is defined as one project in name only but not in size and scope. 
In this variation, the maximum number of projects for the group is ten.

FULL CAPACITY WITH SHARED PROJECTS:
3 managers x 2 projects each 	 = 	 6 projects

3 managers x 1 solo project each 	 = 	 3 projects

3 managers sharing a single project 	 = 	 1 project

Total number of projects 	 =	 10 projects

Full Capacity with Shared Projects
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Figure 3.12—Full Capacity with Shared Projects
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3. Extended Capacity with Outsourced Projects

Sometimes you recognize that an additional project, such as adding a new ware-
house in Zurich, is so promising that it needs to be accomplished immediately, but 
all of your managers are already busy working on two projects. At other times, you 
may realize that doing certain projects in house will outstrip the capacities of your 
current managers’ skills, knowledge bases, free time, or budgets. Do not break the 
Two-Project Rule. Instead, outsource the project to someone externally or to a tem-
porary internal staffer who is not part of the management team.

Let’s say that you determine that an outsourced facility-management company is 
a more appropriate match to handle a maintenance issue or that a private shipping 
company can come in to handle shipping needs so that current projects stay on track 
for their targeted completion dates. When you outsource, the underlying rationale 
is that you are (in theory) hiring other management to take care of your projects. 
You need energy supplied to your office, so you hire the electric company. You need 
a brochure printed, so you hire another team of managers to take care of the details. 
The expectation is that they are managing their organizations well.

Take a look at the diagram Full Capacity with Outsourcing (Figure 3.13). In this 
diagram, you have outsourced three additional projects to external project managers.

EXTENDED CAPACITY WITH OUTSOURCED PROJECTS:
6 internal managers x 2 projects each 	 = 	 12 projects

3 external managers x 1 project each	 = 	 3 projects

Total number of projects	 =	 15 projects

Full Capacity with Outsourcing
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Figure 3.13—Full Capacity with Outsourcing
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as great, but then it never got off the ground or didn’t pan out right in the end. One 
of the probable reasons for fizzles like these is that leadership doesn’t have a tool like 
the Project Evaluation Chart, which enables them to line up their projects in one 
place and compare them to each other using apples-to-apples criteria. As a result, 
projects are selected based on assumptions but not concrete data. Once you learn 
about the Project Evaluation Chart, you are likely to see how tempted you can be to 
move forward too quickly, before spending enough time thinking about the choices 
you have and all the factors that affect those choices.

The Project Evaluation Chart enables you to evaluate opportunities of various 
projects in order to increase the accuracy of selecting the right project. By weigh-
ing the impact of each project, you are more likely to select the project that delivers 
the highest value. This is another tool that slows you down enough to Cyclonically 
Think through your options fully up front, making it possible for you to move faster 
later on, because you avoid wasted time and resources and lessen the risk that a proj-
ect will fail, which is all part of the Economics of Thinking.
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Figure 3.14—Project Evaluation Chart

Here’s how the Project Evaluation Chart works:

Step 1: Start by listing all of the projects you currently have in house and any proj-
ects that you’ve been thinking about that might move your organization forward. 
Don’t feel bad if you find that you have a high number of projects; it’s a common 
situation and one that you’re correcting with this exercise.

Step 2: Eliminate nonprojects and “imposters” like obvious tasks (closing a sale, 
filling out an employee-evaluation form, or calling a vendor) that masquerade as 
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projects, and subactivities of a project you’ve already listed. Removing this clutter 
will help you think more clearly. While you clear items off your list, you may also 
notice that some large projects will have subprojects that stand on their own as true 
projects, and that’s fine, too.

Here’s a handy chart to help you eliminate nonprojects from your list:

Differentiating Projects from Their Imposters
How to discern a project from a task and identify tasks masquerading as projects

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.15—Differentiating Projects from Their Imposters

Step 3: Fill in the four columns to the right of each project.

■■ Time Required (Max Hours/Max Days): The first number represents the 
estimated maximum number of hours the project requires to reach comple-
tion if it’s done right. The second number is the maximum number of days 
the project may take to be completed, which doesn’t always correspond eas-
ily with the number of hours, because a project that appears to take twelve 
hours to complete, for example, may require three hours of attention this 
month and nine hours next month, so the total could be thirty-nine days. 
You have to allow for down time, such as ordering a software package, wait-
ing for a machine to be available, or waiting for participants to return from 
a business trip.

■■ Impact: Rate the project’s potential effect on organizational performance; one 
means no effect, and one hundred represents a complete organization-wide 
transformation. No two projects can have the same rating. So you can’t have two 
projects with an impact rating of 91. One project is always more impactful, 
even if by a nose, so do not assign the same impact number twice. This forces 
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Figure 3.16—Project Evaluation Chart Example

Even though, through use of the Project Evaluation Chart, we’re trying to add 
objectivity to the selection process, a certain degree of subjectivity will always be 
present. That’s because currently, no formula exists for calculating projects’ prior-
ity, since every organization has unique factors that require subjective analysis. A 
military group may have a Desired Outcome where assigning a higher value to the 
impact of saving lives is more important. A small business may put more weight on 
money invested, due to cash flow. And since subjectivity is present to some degree, 
be sure that you don’t under think your options and their criteria. Give yourself 
enough Cyclonic Thinking Time to consider the depth of your options prior to 
mobilizing your people and other resources.

Looking back at our sample chart (Figure 3.16), you might need to initiate the 
project Move Office, but if the required investment of $300,000 exceeds your cash-
flow capacity, you must be respectful of your limited amount of resources and capital 
and move it to a lower priority position. So in spite of there being no perfect formula 
for calculating priority, this chart will still help you do a better job than you would 
do without it, because it initiates the Economics of Thinking and highlights plus-
ses and minuses that may have typically been overlooked. And that brings us to an 
important conclusion that you must always keep in mind when you’re engaged in 
the selection process:

Sometimes, what appears to be your best move is not your best move.

Vlasios Lapatas, a partner at Maltezana Beach Hotel in Greece, had his 
own kind of aha moment while evaluating his list of projects (see Figure 3.17) 
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in search of his next best move. For five weeks, Lapatas worked through the 
Project Evaluation Chart to prioritize his projects. (This is not a one-night 
tool.) His list contained seven projects until week five, when he added a POS 
System project.

Lapatas reviewed the rankings and determined that the Pool Bar placed first, 
and to his surprise, the POS System became his number-two priority based on its 
relatively low investment requirement and its 85 impact rating. For the first time, 
Lapatas was able to compare project options by their values, changing his entire way 
of thinking.
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Figure 3.17—Project Evaluation Chart Extended

This exercise is eye opening for most leaders, not because it’s rocket science, 
but because few leaders that I’ve worked with have ever listed their projects in one 
place for review and comparison, and many have a limited understanding of ROI or 
total investments, especially as they pertain to the entire organization. The Project 
Evaluation Chart prevents you from overloading other managers, ensures that staff 
is tied back to the Two-Project Rule, and that the projects your team works on 
accelerate the achievement of the Desired Outcome.
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project, you may have to assign three or more leaders to a single project, although in 
most instances, the number tends not to exceed two leaders.

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.18—Project Assignment Worksheet

In addition to helping you adhere to the Two-Project Rule, another great benefit 
of the Project Assignment Worksheet is that it can help you keep a big-picture view 
of your organization so that you don’t overextend its resources. As you assign lead-
ers, you will continue to fill in the blank spaces until you have run out of leaders, 
money, or time to do certain projects right.

There may be times when you will have to skip a project for the time being and go 
to the next ranking project, because the most appropriate leader for the job already 
has two projects in progress. For example, you know that one of your managers, 
Rick, would be the best person to oversee your sixth project, but Rick won’t be avail-
able for another two weeks, so you skip to project number seven where you place the 
best-matched leader on the project.

Used correctly, this tool breaks silos that can stunt organizational growth by creating 
and working off a master Project Evaluation Chart so that title and role are no longer as 
valuable as the ability to complete the project. Remember the UNIT4 (Agresso) exam-
ple in Chapter 1 where the firm’s president reassigned her sales and operational manag-
ers to fill in some of the daily responsibilities of one vice president so that another VP 
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could work on a high-impact hiring project? Don’t limit yourself by thinking in silos. 
Instead, think about results and consider pairing people to projects based on skills and 
talents rather than titles, departments, or other mentally siloed compartments. The 
holistic perspective is how you get everyone on the bus and in the right seats!

Staying Focused: Parallel Project Tracks

Since every decision maker needs to stay focused on two prioritized projects, 
wouldn’t it be great to have a tool that prevents them and you from straying 
onto third, fourth, and fifth projects? Adhering to the canaries-in-the-cage con-
cept and the Two-Project Rule, you can safeguard yourself and your organiza-
tion’s resources from becoming overextended by setting your projects on Parallel 
Project Tracks.

Managing Projects
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Figure 3.19—Managing Projects

Picture two railroad tracks running parallel to each other. Now see a single train 
on each track, both heading east. The trains represent your projects and the tracks 
represent a timeline. Each track can support only one project at a time. When you 
begin using the Parallel Project Tracks, you will transfer your top-priority proj-
ect from your Project Evaluation Chart onto the first track and your second-place 
project on the second track. Since you’ve already selected two projects with the 
highest priority, don’t jump to lesser-valued projects. You leave these two projects 
on your Parallel Project Tracks until you complete one of them, after which you 
will remove the completed project and place in its position your next top-priority 
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Figure 3.20—Initiating Managing Projects for Individuals and Groups
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Fatal Mistake #1—Overcrowding the Canaries 
(Overall Budget is $100,000)

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 3.21—Fatal Mistake #1—Overcrowding the Canaries

The time gap and the $3,000 budget surplus seem like the perfect chance to 
initiate a small project, shown in Figure 3.21 as Project C. Unfortunately, Project C 
doesn’t progress as smoothly as you had anticipated. Due to a glitch in C, you pull 
$2,000 and your time away from Project B. Project B’s $2,000 shortage forces you 
to select a less expensive vendor whose delivery time pushes B’s timeline out by one 
week. Now, like dominoes, all three projects begin to fall.

The first consequence is that during the unproductive downtime, you must pay 
out $21,000 and “invisible” payroll expenditures. Second, you put A on hold while 
you deal with B and C. When the dust settles, Project A comes off two months later 
than scheduled. Project B still isn’t finished, and because the less expensive vendor 
provided cheaper parts, your staffers can’t get a piece of equipment to work reliably. 
But money isn’t the only resource that suffers.

The frustration causes one of your best managers to quit. Now you have to take 
time away from the projects to find a replacement, which requires you or other 
manpower to pull attention away from projects and onto the hiring process. In the 
end, the costs of your small project have ratcheted up well above its $3,000 budget. 
By Overcrowding the Canaries, you’ve hurt the trust that others had in you, and you 
have made the task of gaining buy-in on future projects more difficult for yourself.

Avoid the temptation to bite into projects that seem quick and easy. If you can’t 
wait to take on a third project, work harder and smarter to complete one or both 
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projects sooner to gain the value earlier or find a competent external manager to 
handle it, but don’t make Fatal Mistake #1.

Fatal Mistake #2: Jumping the Tracks

The Parallel Project Tracks are designed to keep you focused on your two highest 
priority projects until you have completed them successfully. However, your success 
with Parallel Project Tracks is dependent on your willingness to complete one proj-
ect before taking on another. This leads us to Fatal Mistake #2, the cycle of jumping 
from one unfinished project to another that I call Jumping the Tracks. Don’t allow 
yourself to become a “Jumper” who selects a project, rallies your team to work on it, 
then replaces that project before it’s completed with another one.

Fatal Mistake #2—Jumping the Tracks
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Figure 3.22—Fatal Mistake #2—Jumping the Tracks

Jumping the Tracks can result in burning through money too quickly and/or burn-
ing out people too fast with nothing to show for the expenditures. Note that the 
funding for projects comes from profits (is the case in businesses), from special grants, 
fund-raising, or funds left over after covering operating expenses (in nonprofits), from 
taxes or fund-raising (in government, military, and education) but rarely, if ever, does 
the money needed for projects come out of operating budgets. So when you’re Jumping 
the Tracks, you often spend faster than you earn profits or you can raise new capital, 
and you may be forced to dip into operating expenses. If you’re not careful, you’ll come 
up short to meet payroll or vendor obligations, pay your building lease, or produce 
products to sell. Many organizations never recover from this downward spiral.

When you begin to use your new tools, you may find that you still have more than 
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become an actual user of a system, you lead more authentically by example and your 
directives carry much more credibility.

Phase I: Conversion

As you convert from an existing (or nonexistent) time-management system to your 
new priority-management system, you will be performing the three functions shown 
in Figure 3.23.

Priority Management Conversion
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Figure 3.23—Priority Management Conversion

In brief, you’ll be gathering all the essential information that belongs in your 
priority-management system, beginning with the basics like appointments and 
meetings from your calendar and to-do list tasks from various areas. However, now 
you’ll also be revisiting your strategic plan if you have one and any projects that are 
currently in progress to catch time-sensitive items that need your attention. This is 
the first step to gaining the benefits of priority management that most leaders and 
managers miss by using time-management systems alone. Once you have collected 
all the materials you need, I’ll show you step by step how and where to insert them 
in the priority-management system. At this point, you’ll really see how the pieces of 
the puzzle come together and how easily and assuredly you’ll be able to track your 
responsibilities and be able to make smarter decisions.

And finally, we’ll address what you should do with the items that you had previ-
ously assembled once you have inserted them into your planner. You’ll get sugges-
tions on filing certain items and discarding others.

Typically, you can expect to accomplish the conversion process over the course of 
a day or two, either amid your current daily responsibilities or at the end of the day 
or in the early evening when you’ve got some quiet time to yourself. Everyone who 
has converted to priority management agrees that they feel relief, confidence, and 
renewed motivation once they begin using their priority-management system on a 
daily basis.
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Pre-Conversion: Your Planner

Before you begin the conversion process, you need to have a physical planner to use. 
You can search online for some of the companies that provide priority-management 
systems, but just be careful that you’re not getting a simple time-management pro-
gram. Another option is to visit us online at www.paidtothink.com and download 
free priority-management pages like those shown in the diagram below.

Your planner should contain the two components: a calendar (as shown on the 
left of Figure 3.24) and a daily-planning page (as shown on the right).

Calendar and Planner Example

Printed with permission of © Priority Management International Inc.

Figure 3.24—Calendar and Planner Example

Conversion Function 1: Assembly

Go around your office, your home, your vehicle, and your suitcases, computer bags, 
handbags, etc., and assemble all the activities, appointments, and tasks that require 
your attention. Nothing is too large or too small. Assemble in one location the fol-
lowing types of materials: lists of large projects, notes scratched on a napkin, your 
smartphone, current to-do lists, paperwork, time-management tools, strategic plan, 
CPM charts or other project-planning materials, sticky notes, paperwork, and so on.

Your goal here is to bring together as much material as possible at this first func-
tion of the conversion process. (Don’t be surprised, however, if you find that in the 
days—and even weeks—ahead, you come across other items that had gotten away 
from you that need to be inserted in your system.) You want everything out on the 
table, so to speak, so that you can address it once and for all. Be sure that you don’t 
leave anything out simply because you don’t think you’ll be addressing it for awhile, 
because there are even places for items that will be put off for doing until a later date.

At this time, you may already find that your workspace is cleaning up!
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Figure 3.25—Daily Planning Cycle

Furthermore, by planning the night before, you begin each day completing priorities instead of trying 

to plan your schedule among distractions that could prevent you from scheduling your day at all: ringing 

phones, staffers who demand your time, crises, e-mails, texts, etc. You also sleep better knowing that 

you’re covering all your bases and are prepared for the next day. 

Principle 2: Schedule 60% of Your Day

A common mistake of planning occurs when people go to extremes and attempt to schedule every second 

of their day. Be realistic about what you can possibly do. Trying to lead 100% of the day doesn’t give you 

enough of a cushion in your schedule to get everything done. Unfinished items end up carrying over to the 

next day, setting off a potentially self-sabotaging cycle, because the impetus of the escalator theory is 

lost and people lose the drive to complete these tasks.

A good rule of thumb is to schedule no more than 60% of your day, because planning is not an exact 

science, and you never know what interruptions, unforeseen opportunities, problems, and other unex-

pected activities can encroach on your schedule. When you give yourself the extra cushion of 40%, you’ll 

find that you’ll accomplish your true priorities and still have time for the additional items that are bound 

to creep into your day. Besides, I’ve found that humans can become overly optimistic about what they can 

get done in a given time frame, so the 60% ensures you’re not biting off more than you can accomplish.

Be sure to share this principle with other priority managers on staff, too.

Principle 3: Approach Each Day With the Intent to Finish All Activities

Have you ever seen those weight-loss programs on television where the trainers fill backpacks with rocks 

and bricks, then tell participants they have to wear the backpacks as they perform their daily workout? 

You can probably recall at least one such session where at the end of the training session, the trainers 

[ continued from previous page ]
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Phase II: Daily Routine

We are now making the shift from the big-picture view of your work and life priori-
ties to the specific activities that will produce your daily schedules. You’ll be per-
forming the following steps each night in order to create the prioritized schedule 
that will guide you through the next day.

Go to a quiet place in your home or at work, away from the distractions and 
demands of your professional and personal life—a home office, your bedroom, or 
your desk at the office with the door closed. Let others know in advance that you 
will need ten to twenty minutes of uninterrupted time, and then keep the promise 
to yourself to use that time to organize yourself for the following day.

Get your daily priority planner and a pencil—not a pen, since you might need to 
make adjustments later—and let’s get started!

Example Planner with Time Calculations

Printed with permission of © Priority Management International Inc.

Figure 3.26—Example Planner with Time Calculations

Step 1: Move Confirmed Meetings from Your Calendar onto Your Daily-View Page

Now that you’ve come to the end of your day or the near close of your day and are 
looking forward to the next day’s responsibilities, it’s time for you to transfer all 
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by 4 am to get their prework tasks done before putting in twelve-hour work days. 
That leaves only eight hours for travel to and from work, for sleep, and for stolen 
moments with family. If you can relate to these situations, my hope is that your use of 
this tool over time will make the eight-hour workday more realistic.

Subtract from your eight hours of work time the amount of time you have already 
allocated for prescheduled meetings from your calendar, and for lunch and travel. Say that 
these activities total three hours. You may assume that you have five hours remaining for 
the activities on your daily-view page, but actually, if you follow Principle 2, you should 
only schedule 60% of those five hours, which amounts to approximately three hours.

Now tally up the minutes you’ve allocated for all of your daily activities. Write the total 
number of prescheduled minutes in hours and minutes, and subtract this number from the 
three hours you have left. If the sum of your activities exceeds three hours, then you must 
move your lowest-priority items (from your B list) to another day or week. By recording 
the activity in the future and eliminating it from your day, you know you won’t forget it.

Balancing Out Big-Picture View of Planner

Printed with permission of © Priority Management International Inc.

Figure 3.27—Balancing Out Big-Picture View of Planner
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requires your attention on that day. You can easily incorporate this new item 
into your daily planner by listing it, assigning the letter C to it, and then 
ranking the item as a new priority. This way you will not forget to complete 
the activity during the day or in the future.

Planner Activity Example
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Figure 3.28—Planner Activity Example

Step 7: At the End of Each Day, Reschedule Unfinished Activities

At the end of each day, you have to address any unfinished activities. It’s at this point 
on many a day that you can look back on the planning you did the night before and 
feel grateful for having crafted a realistic and achievable schedule, because you’ll 
have to make fewer decisions about the handling of unfinished items. Chances are, 
before you plan for the following day, you will move unfinished activities either to 
tomorrow’s daily planner, to an appropriate future date, or to another person to 
ensure that they are addressed.

The Link between Priority Management and Thinking

Some decision makers want a lot of structure in a priority-management system, 
while some want a little. Where you fall on the spectrum depends as much on your 
leadership style and personality as it does on the structure and needs of your orga-
nization. The bottom line is this: Every decision maker needs to manage his or her 
priorities on a daily basis. Gone are the days of flying by the seat of one’s pants or of 
simply attempting to “manage time.” Ultimately, priority management boils down 
to one crucial benefit:

Priority management gives decision makers more time to think!
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Design online services, logos, prototypes, storyboarding

Finance proposals, investment packages, credit card offerings

Sales package deals, territory design, new videos, CRM 
implementation

Manufacturing equipment purchases, staging systems, building pur-
chase and design

Operations 24-hour tech support, site selection, logistics vendors, 
infrastructure, RFID

Marketing ad campaigns, surveys, new products or services, sup-
porting literature, copy

Accounting invoices and statements, reports, loans, internal 
software

IT software, server, computers, partners, website for cus-
tomer support, e-mail services

Human Resources training, handbook, benefits, leasing, hiring new 
employees

Maintenance chemicals, tools, software, operational approaches, 
outsourcing

Logistics shippers, online tracking, rental storage, office space

Engineering new processes, forms, CAD system, tracking tools

By now, you’re surely seeing how your expanded definition can drastically improve 
your organization. Let’s make a slight shift in our thinking and apply this concept 
to your role as a decision maker: more specifically, how it will increase the value you 
provide to your organization by equipping you to increasingly make better decisions 
that will in turn skyrocket the potential of your organization. Yet, perception alone 
isn’t enough to bring order out of new product and service development (NPSD) 
“chaos.” You need to combine it with the right tools, which is where the universally 
applicable ET Development Funnel comes into play.

Whether you’re a product developer in the traditional sense or a decision maker 
who works outside the realm of product development, you will now have the means 
to formalize your NPSD process and gain predictable and reliable results. You can 
be a business owner, CEO, film director, four-star general, school principal, com-
pany president, agency director, or prime minister and adapt the ET Development 
Funnel to make countless enhancements to your products, services, and operations.

Additionally, in upcoming chapters, you will learn how to further adapt the ET 
Development Funnel to bolster your performance of other ET activities, too, like 
leveraging technology or establishing alliances.
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Funnel Diagram of Selection Process for New Products
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Figure 4.1—Funnel Diagram of Selection Process for New Products

Sometimes, leaders don’t even choose the idea that they believe is the best idea; 
they respond to internal politics and make their selections based on who presented 
the ideas rather than on the merits of ideas themselves. As bad as it is to make this 
error in judgment once or twice, organizations that continually determine projects 
based on personalities, positions of authority, or sales pitches increase risks, invest in 
projects that deliver lower returns, and over time, weaken their organizations to the 
point where their survival is at stake.

Working with an idea without some assurance that it is your best idea is a gamble 
that most leaders can’t afford to take. You have to make the determination with 
more certainty, or you risk joining the ranks of the 25% to 45% of new product 
launches that fail.35 Also, without an improved selection process, you are unlikely 
to choose your best idea on your first attempt. This is because the typical selection 
process is nearly as random as the way a gum ball machine dispenses gum balls. 

Imagine yourself as a small child standing before a gum ball machine filled with 
red, green, blue, and yellow gum balls. You have two coins, and you want a blue gum 
ball, so you drop one coin into the slot and hope that your blue gum ball drops out of 
the machine. If you get a red gum ball instead, you can spend your last coin trying to 
get a blue gum ball, but you can only hope to get your Desired Outcome, because the 
machine is randomly selecting the gum ball for you. If you were to apply this anal-
ogy to your current situation, these gum balls represent ideas flowing through your 
organization, and the gum ball dispenser represents your current selection process.

The ramifications of leaving your selection process to chance can be huge. Obviously, 
if you’re involved in building multibillion-dollar nuclear reactors like the people at 
Constellation Energy, there is no room for error, but the effects of a bad selection pro-
cess can be equally devastating for small agencies and entrepreneurial firms.
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Funnel Diagram of Improved Process
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Figure 4.2—Funnel Diagram of Improved Process

Already you can see how making (even micro) adjustments to your selection pro-
cess can drastically improve outcomes, because even before you make the decision to 
spend resources on developing an idea, you’ve already ensured that it is a diamond 
idea that promises greater returns for your organization. That’s the Economics of 
Thinking at work.

Gathering Better Ideas Up Front

Similarly, starting the entire process with an ample number of ideas can be just as 
important to final outcomes as your selection process itself. Too often, leaders select 
an idea from a collection of too few ideas, too few good ideas, or both. To gather 
more and better ideas up front, try using the Concept of 100 > 7 > 3 > 1, where 100 
represents the number of ideas you originally place into the funnel, 7 and 3 represent 
the number of ideas remaining after your first and second rounds of eliminations 
respectively, leading to 1 “diamond” idea that will go into development.

Why 100 > 7 > 3 > 1? After years of working with clients and teaching leaders, 
I’ve found that most decision makers have a tendency to limit their options too 
quickly or to begin eliminating ideas before they’ve even accumulated their best 
options for consideration. So by starting with a hundred ideas, you have forced 
yourself and others to engage in some significant ideation, increasing your odds of 
finding the “diamond” idea. In addition, whittling the quantity of viable options 
to seven in the first round of eliminations has shown to give people a manageable 
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■■ Ideation (Activity I): at the wide mouth of the funnel, which includes an 
Idea Bank for capturing many good ideas from the start.

■■ Elimination (Activity II): with its three screens for unveiling a single best 
idea worthy of placing into Development.

■■ Development (Activity III): the horizontal pipeline of phases and gates 
that coordinate the work of cross-functional groups responsible for convert-
ing your best idea into a winning end product.

ET NPSD Ideation Survival Rate
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Figure 4.3—ET NSPD Ideation Survival Rate

The chart (Figure 4.3) helps illustrate what you’ve just read. Let’s assume you 
do everything right. The first thing you need to do is generate ideas (Ideation). In 
this case, there were 100 created. The next activity is Elimination. The screens help 
you to discern what has potential and what does not. Rapidly, your 100 ideas drop 
to only a few. The final activity is Development, where in the real world, organiza-
tions implement one idea for one particular challenge. There would be no good 
reason, for example, to create two fresh produce sections in the same grocery store. 
The Development part of the NPSD process according to the timeline may require 
just as much time as the earlier activities. So we’re really addressing two underly-
ing points here. First, individuals and organizations that are the most successful at 
developing new products and services spend more time up front in the Ideation and 
Elimination activities, increasing the chances that they develop the right product or 
service. And second, the same research indicates that without a lot of ideation, the 
best product and service ideas never make it into the selection process from the get-
go. You need a lot of ideas.
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to develop, these criteria can cover a broad spectrum of options from utilizing an 
existing logistics system to being socially responsible. So if you were using the 
ET Development Funnel to accomplish the daunting task of hiring one “dia-
mond” manager from a stack of a thousand resumes, you would establish a set 
of broad criteria—three years of experience in the industry, five references, and a 
degree in marketing—to eliminate the 900 people who definitely would not meet 
your needs.

To help you to determine the broad criteria of your product, you must first look 
to your Desired Outcome and Strategy, because what you select must be in align-
ment. When you’re building your criteria list, here are some areas you may want to 
consider:

Technology return on investment (ROI)

design & production net present value (NPV)

Marketing economic value added (EVA)

Distribution & sales risk-return

Operations core competencies

For example, you may say to your team, “We need a product that utilizes our 
existing distribution channel, can be designed for less than $4,000, can be sold 
for under $75, and will have a ROI of 37%.” (Note: In case you needed to know, a 
simple ROI is calculated by dividing the amount of financial gain by total invest-
ment. However, be aware that not all organizations measure ROI in monetary 
terms.)

A toy manufacturer that wants to add a new product to its existing line might set 
broad criteria during the Ideation activity as:

■■ The toy must be a doll.
■■ The doll must appeal to the Latino market.
■■ The product must retail for less than $50.
■■ The product launch must occur within one year.
■■ Fifty percent of dolls must be manufactured in house.

Take time to meet with senior-level management at this early juncture to gain 
input from them. In this way, you protect yourself and your project from management 
interference at later points in the process where changes could potentially threaten 
development altogether. If you are a midlevel manager at this toy-manufacturing 
company, you might consult your CEO, the VP of sales, and the COO for input. 
Then use their responses to set broad and specific screening criteria. Taking this 
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simple measure prevents leadership from becoming unhappy that their ideas are not 
being considered and possibly putting the kibosh on your project at a latter point in 
development, which can be very costly. Keeping them abreast of progress throughout 
the process typically ensures the likelihood that they can step back and allow the 
development process to move forward as it needs to.

Specific Criteria of the Surface Evaluation Screen

Building the Surface Evaluation Screen involves similar work as that of the Ideation 
Screen, but your criteria become even more specific. You may find that consulting 
upper management and other personnel is helpful, since you may need additional 
information that only they are privy to, such as profit margins and raw materials’ 
cost and availability. When determining the best go/kill criteria, you may want to 
consider some of the following factors:

market attractiveness business position

barriers to entry strategic fit

brand loyalty core competencies

customer benefits investment required

improved image returns expected

low versus high risk legal issues

market potential competitive advantage

enhanced service ability to produce or offer

forecasted shifts compatibility with the firm

If we carry forward our doll-manufacturing example, we might consider appro-
priate specific screening criteria to look like this:

■■ The net profit margin must be no less than 14%.
■■ The doll must contain one unique characteristic that no other competitor 

offers.
■■ Forty percent of the product’s raw materials must be made from recycled items.
■■ The line must have potential extension possibilities.

Detailed Criteria of the Detailed Evaluation Screen

The more detailed your criteria at the Detailed Evaluation Screen, the more likely 
your screeners are to eliminate lower return ideas and identify your “diamond” idea. 
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2) Choosing Your Screeners

Now that you have built criteria into your Ideation, Surface Evaluation, and Detailed 
Evaluation Screens, you must ensure that each and every idea meets screening crite-
ria before it is allowed to pass through to the next phase. There have been occasions 
when leaders or members of the NPSD group have fallen in love with a particular 
idea to the point where they have been inclined to allow noncompliant ideas to pass 
through screens just the same. To be sure that your “diamond” idea is the one that 
eventually enters the Development pipeline, you need to safeguard against such 
biases. That is why at this step you choose an impartial “jury” of screeners outside 
your NPSD group to monitor ideas at screening checkpoints.

Have you ever been on your way out of a store and had to show your receipt to 
one of those attendants guarding the door? Their purpose is to make sure that you 
don’t leave with an item without having paid for it. Your screeners perform a similar 
function at each screen. They must make sure that any idea passing through a screen 
has met the necessary requirements to pass on to the next phase. Just as the store’s 
receipt checker is not there for the purpose of making recommendations on which 
products patrons should buy, your screeners do not evaluate, comment, or perform 
any function beyond the role of screening ideas against criteria.

Your particular situation will determine how your screeners will review the crite-
ria that you have given them. Sometimes a simple checklist will suffice. Other times, 
the task of evaluating ideas against criteria is a bit more complex.

To accommodate the needs of some screeners, I have created a Product Matrix 
Chart as a sample of a methodology you can use. This is an optional measure, and 
you’re free to modify the Product Matrix Chart you see in Figure 4.5 to meet your 
specific needs or not to use it at all. Basically, what you’re doing is listing your ideas 
in the left-hand column, your criteria across the top, and then assigning points to 
each idea by category as a way of vetting your most viable ideas from the rest.

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 4.5—Product Matrix Chart Sample

7244_paid to think[FIN].indd   155 8/28/12   4:30 PM



	 Strategizing | creating new products and services	 | 159

Wider Funnel Mouth Diagram
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Figure 4.6—Wider Funnel Mouth Diagram

The dark arrows in Figure 4.6 indicating the wider-than-usual funnel mouth are 
your reminder that Ideation shouldn’t occur in one sitting or one meeting. It should 
be an ongoing activity that takes place throughout your organization for the purpose 
of capturing ideas as you and your people come up with them, since most people 
have plenty of ideas, but rarely do they capture their ideas well enough to put them 
to good use. That’s why your next tool, the Idea Bank, is so important to have.

When Nolan Bushnell, one of the founders of the video game industry said, 
“Everyone who has ever taken a shower has had an idea. It’s the person who gets out 
of the shower, dries off, and does something about it that makes a difference,”37 he 
might as well have been pitching the concept of the Idea Bank. This “apparatus” is 
a place where you and members of your organization capture ideas for later use. You 
decide which form it takes in your environment: the Idea Bank can be an electronic 
file or folder stored on an intranet or extranet, a paper file, a suggestion box, or even 
a grouping of index cards or sticky notes. Besides adding to the Idea Bank yourself, 
encourage staffers to make deposits. David Annunziato38 of Verizon once asked his 
team to use their smartphones to record improvement ideas throughout their day. 
Later, the ideas were captured in Verizon’s Idea Bank when employees synched their 
phones. In the first week that the group participated in Annunziato’s ideation activ-
ity, their volume of ideas went through the roof.

Leaders who use Idea Banks collect more ideas and often better-quality ideas 
than leaders who don’t, and their teams often spur new ideas from the already-
collected ideas, too. If you think about it, it makes sense to gather ideas over time 
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Secondly, smaller subset teams from other silos engage in their own parallel 
Development processes. From 50,000 feet, Development involves more than one 
single ET Development Funnel. It contains sub–Development Funnels used by 
other teams, such as departments, business units, outside vendors, etc., who are 
making their contributions to the launch. The benefit of these sub–Development 
Funnels (see Fig. 4.13) to the organization is that each cross-development team now 
has a tool to create their best contribution to the development process, too, which 
enhances the entire project’s outcomes.

Enterprise Thinking Sub-Development Funnel™

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 4.7—ET Sub-Development Funnel™

For example, the logistics team will develop their best logistic alternative for the 
new idea, and they will Ideate, Eliminate, and Develop their own contributions to 
you and your NPSD group, which might be a new process for freight handling. 
The concept of the sub–Development Funnel is highlighted in the diagram above. 
Involving these teams early gives them the time they need to perform the activities 
of their sub–Development Funnel.

Notice, too, that you are involving these teams at the beginning of Activity III, 
immediately after you’ve made the decision to spend. Until this activity, other 
areas, departments, and business units of the organization are likely to have been 

7244_paid to think[FIN].indd   166 8/28/12   4:30 PM



	 Strategizing | creating new products and services	 | 167

unfamiliar with or vague about your idea, so they have not yet participated. The 
earlier your teams get involved in Development, the easier it is for them to deliver 
their best “product”—each team’s contribution to the whole—back to the project.

Engineering will have ample time to start idea generation for new ways to design 
the product. IT won’t be rushed when looking to purchase the right operational soft-
ware; instead, they will have time to issue a request for proposal and collect bids early 
enough to entertain multiple options (much like you were able to do when you loaded 
a 100 ideas into the mouth of the funnel). HR might have advanced information on 
a department that is closing and recommend staff that could be retrained for the new 
initiative before the staff members are assigned elsewhere. Operations may be able to 
reorganize a department, providing a “war room” to supervise the new product launch. 
And sales training may be able to start a month earlier, allowing the sales and market-
ing managers to develop a sales program that will return higher volume.

Eliminating silos by synchronizing cross-functional teams during Development 
prevents costly mistakes, like the one that happened to a high-end Japanese cos-
metics manufacturer that targeted U.S. women for its $400-per-bottle products. 
Marketing launched its campaign before operations and production could get prod-
ucts to retailers. The result: the ad campaign lured would-be consumers to depart-
ment stores where retailers had to tell them that the new products hadn’t yet shipped 
from Japan. Instead of buying from the Japanese firm, consumers would go home 
with products from competing brands.

Detailed View of Sub–Cross-Functional Development
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Figure 4.8—Detailed View of Sub–Cross-Functional Development
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channels. In all instances, the parties involved must do more than select the right 
type of alliances; they must also coordinate the roles and tactical responsibilities of 
each party. In other words, whether the alliance has two allies or ten, the success of 
the alliance not only depends on the formation of the correct type of alliance from 
the start, but also on the planning, assignment, and execution of tactical activities.

Figure 5.1 is a graphic representation of this very common reason for alliances to be 
formed. As you see, the technology—product, service, (actual) technology, information, 
etc.—is joined with a distribution channel—across geographies, via digital means, and 
so on—to achieve greater outcomes than either ally could achieve alone.

Channel, Technology, and Greater Outcomes
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Figure 5.1—Channel, Technology, and Greater Outcomes

In his writings about the growth of alliances, attorney George Keeley noted that 
“alliances generally achieve a higher return on investment (17%) than U.S. indus-
try in general (11%). The higher return is a direct result of leveraging partners’ 
resources and assets, requiring lower investment to produce greater incremental 
returns.”46 Alliances enable individuals, departments, business units, organizations 
from multiple sectors, and even countries to open up new possibilities and extend 
their potential by leveraging the potential of people, processes, industries, trends, 
markets, cultures, and more.

This maximization of potential is illustrated in Figure 5.2. Three scenarios 
depicted here—the three common options that leaders have when facing the pros-
pect of allying with another party—are shown in relation to three future conditions: 
Current Future, Resource Intensive Future, and New Improved Future.

In the first scenario, your organization—YOU—works alone without an alliance, 
carving out a single future by using resources exclusive to your organization: written 
in equation form, 1 + 0 = 1.
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Alliance Options
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Figure 5.2—Alliance Options

In the second scenario—YOU/ALLY/Don’t Bother—your organization teams 
up with an ally, but the benefits of the alliance will not yield outcomes greater than 
what each party would have achieved if they worked alone: When 1 + 1 = 2 or less, 
the benefits of forming the alliance are not great enough to enter into that alliance. 
There’s too much work for the time with not enough return.

In the third scenario—YOU/ALLY/>2—illustrates a potentially viable alliance, 
where the combined efforts of both parties yield outcomes that are greater than the 
outcomes of each party individually: 1 + 1 = >2 or more opportunities is a scenario 
for improved future conditions and is more likely worth pursuing.

When Kelly Winters of the Global Sales Planning and Enablemen of Symantec 
told me that her firm does approximately six major acquisitions per year that tend to 
result in some great talent leaving their rosters, I drew a similar diagram to outline 
the missing link that was responsible for these negative outcomes. I highlighted 
for her that the individuals engaged in the planning of this firm’s acquisitions were 
only considering a part of each acquisition, the part affiliated with merging systems, 
organizational structure, financial reporting, etc. However, what they weren’t doing, 
and what they needed to do in order to retain key talent, was to forecast each acqui-
sition’s future realities as a way of determining the future human resources needs 
of the new entity, even if they were not needed in the present. By considering the 
future, and creating strong, believable, workable plans, they could maintain their 
alliance with the new employees by showing them a new future where they could 
be engaged and useful. Granted, leadership would have to follow through on their 
promises in order to gain the necessary trust—born out of proof that one has a his-
tory of WSPs—to retain talented decision makers with each new acquisition.
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allowed the allies to shave operating expenses and maintain services to their members. 
In October 2009, the governors of Alabama, Mississippi, and Louisiana50 looked at 
creating an alliance to bring jobs and development to their states. They were the initial 
allies (who were later joined by Florida) in an alliance called the Aerospace Alliance, an 
aerospace and aviation corridor stretching from Louisiana to Panama City, Florida. The 
region, hard hit by Hurricane Katrina and the recession was expected to gain nearly 
50,000 jobs from the pooling of economic development, government, and business 
resources. While decision makers did not move forward with the alliance in the end, 
this is an example of the types of options that are available to you. 

Now that we’ve touched on the reasons why leaders establish alliances, let’s take 
a closer look at the types of alliances that you can establish to strengthen your orga-
nization and create a better future for it.

Six Forms of Alliances

As I mentioned earlier, there are six forms of alliances. Let’s take a look at the details 
of each form.

The six basic forms of alliances are:

1.	 Ad Hoc
2.	 Consortium
3.	 Project Joint Venture
4.	 Joint Venture
5.	 Merger
6.	 Acquisitions

The following chart lists the alliances, along with their typical lifespan and resource 
requirements. Some of what you learn here comes from the respected research teams 
of Peter Lorange and Dick Roos, as well as that of Fred Kuglin and Jeff Hook.

Six Forms of Alliances (internal & external)
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Figure 5.3--Six Forms of Alliances (internal & external)
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hostile takeovers, which occur when one firm loses control (possibly through a board 
vote to sell the organization), and an outside entity buys up a large number of shares 
of a public entity. However, most acquisitions, both public and private, are mutually 
agreed upon redistributions of equity.

Again, be sure that you work with legal representation and that due diligence is 
performed to avoid problems down the road.

Two Tools for Building Alliances

You are about to add two new tools to your ET tool kit. The first is the Alliance 
Pillars Checklist, a simple and informal tool that you can use as a guide when you 
want to build an alliance. The second is a version of the ET Development Funnel 
that has been modified for use as an alliance-building process. It gives you a struc-
tured approach to building alliances to ensure that you don’t overlook important 
components. Both tools offer advantages, and having two tools means that you can 
select the one that best fits your needs at any given time.

Tool #1: Alliance Pillars Checklist

Just as buildings require a framework of timbers or steel beams to keep them stand-
ing, alliances need a framework of pillars shoring them up over a span of time. 
When you think about the Alliance Pillars Checklist, consider its pillars as the 
wooden-timber framework of your next alliance.

Alliance Pillars Checklist
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Figure 5.4—Alliance Pillars Checklist
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Alliance Pillar #3: Ally

Although it may seem obvious that you must build an alliance with the right ally, too 
often decision makers settle on an ally that only seems to fit the bill without any con-
crete reasons for selecting that particular ally. Ideally, you want to start out with a list 
of many potential allies so that you can narrow down your choices to the best one. 
Consult with people who know you and your circumstances well enough to judge 
when your choice of an ally is a bad one. If you find that selecting an ally is a 
challenging endeavor, you can use your next tool, the Modified ET Development 
Funnel, to select a best ally with structured Ideation and Elimination activities.

Alliance Pillar #4: Synchronization with Desired Outcome, Strategy, Macro Tactics, 
and Tactics

Your alliance must be aligned with your Desired Outcome for the project and be a 
Tactic that supports your Strategy. Realize, however, that you and your ally can have 
different tactical reasons for entering into the alliance as long as they are comple-
mentary. For example, you want to use their distribution channel to quickly enter a 
new market, and they want to ride the coattails of your brand name to grow their 
sales. As long as Desired Outcomes are discussed up front and everyone under-
stands what they’re getting into, you’re on your way to establishing a solid alliance.

Two Desired Outcomes into Greater Outcomes

Figure 5.5—Two Desired Outcomes into Greater Outcomes

Alliance Pillar #5: Financials—Contributions and Draws

Determine contributions and draws early on, and make sure that all parties are in 
agreement before you invest money or resources into the alliance.

You may have to contribute your time, which is an additional expense, but 
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ET Alliance Development Funnel™
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Figure 5.6—ET Alliance Development Funnel™

We will walk through the activities of the ET Development Funnel (using alli-
ances instead of new product and service development as the output) so that you can 
use it to select a single best ally and develop an alliance with it from start to finish. 
Here are the six steps:

1.	 State your Desired Outcome and purpose
2.	 Perform your pre-work
3.	 Perform Activity I—Ideation
4.	 Perform Activity II—Elimination
5.	 Perform Activity III—Development
6.	 Determine next steps

Now that you’ve seen the tool, let’s talk in general terms about how to use it.
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most appropriate, best, and right amount of technologies at any given time. The goal, 
says one director of corporate real estate for an industrial management firm, “is to use 
just enough technology to fit the bill: not too much and not too little.” This means that 
in addition to including technology as a strategic and tactical option for advancing your 
organization, you also have to ensure that you strike the right balance so that you don’t 
select and implement too much technology (which can waste resources) nor select and 
implement too little (which can make it more difficult to achieve Desired Outcomes).

So how do you do that? As I mentioned earlier in this chapter, you can consider 
concepts like the GPP—because it provides the systems and structures every organiza-
tion needs—combine leveraging technology with other Enterprise Thinking activities, 
and use tools like the CST Model to come up with your plans and follow up using the 
ET Development Funnel to ultimately decide upon the best technology to support it.

Selecting Technologies Using the ET Development Funnel

Just as you were able to use Chapter 4’s ET Development Funnel to select a single 
best product idea to develop, you can adapt the same tool to Ideate and Eliminate to 
find your single best technology ideas, too. Here is an illustrated adaptation.

ET Technology DEVELOPMENT FUNNEL™
(ideation and elimination activities)
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Figure 6.1—ET Technology Development Funnel™
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To start, determine the criteria you will use to sort and select your best tactical 
options—in this case, technologies—at the three filtering screens: Ideation, Broad 
Criteria, and Specific Criteria. Then collect the ideas, although you might not start 
with as many as 100 here, and consider gaining input from others if you will need 
buy-in from them at any point later on.

Next, eliminate less viable ideas as they pass through all three screens, just as you 
would for developing products or improvements, and end up with one best idea. 
Now you can decide whether to make the decision to spend money and develop 
your idea or to stop.

Using the ET Development Funnel to Implement a Technology

You’re already familiar with the ET Development Funnel process for developing a 
single best idea into a new product, service, or internal improvement. Now, you will 
follow the same process for taking your single best technology idea and implement-
ing and integrating it into the appropriate place within your organization.

ET Technology DEVELOPMENT FUNNEL™
(Development Activity)
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Figure 6.2—ET Technology Development Funnel™ 

A stepped process to technology implementation enables you to prepare for and 
test your selected technology before actually launching it. You will pull together 
cross-functional groups, prepare your operations and people for implementation, 
test the technology, and if all systems are a go, you will launch your technology. 
Conduct a post-launch review and you are finished.

Once again the Development Funnel helps prevent you or your team from fall-
ing in love with your own ideas and from jumping to action before you’ve actually 
reached your single best idea. By slowing down, you give yourself the Cyclonic 
Time, even if it’s brief, that you may need to determine your best moves along 
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ET's 5 Learning Triangles
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Figure 7.1—ET’s 5 Learning Triangles

Figure 7.1 illustrates the differences between having awareness and acquiring 
new knowledge. Awareness spans the lower section of the five conjoined triangles. 
If you spend too much time building awareness and not enough acquiring knowl-
edge, your mind may be full of information, but it won’t necessarily be the form of 
information that you can use to make transformational change.

As you ascend the pyramid, you connect dots, use Cyclonic Thinking, and do 
additional research in order to reach deeper levels of learning (knowledge). The in-
depth knowledge will convert much of the information that you accumulated at the 
awareness level into usable strategic and tactical material.

There are actually two levels of awareness and two levels of knowledge. As you 
spend time learning, your thinking progresses through all four levels. You begin with 
the lowest level of awareness, novice, and advance to the highest level of knowledge, 
expert. This progression opens up new options and opportunities to you. The four 
levels of advancement are:

1.	 �Novice. The novice is the person who is only aware of a subject, but who 
really doesn’t know enough about it to make use of it. If you’re in your 
forties and took tennis lessons as a child, and you’ve begun to pick up a 
racquet again, you might consider yourself to be a novice tennis player.

2.	 �Intermediate. This person is able to apply the awareness to his or her 
everyday challenges but only on a very surface level. Perhaps you’ve taken 
a year of once-a-week tennis lessons, and you now have a grasp of some 
basic tennis techniques. You could be an intermediate tennis player.

3.	 �Advanced. The advanced learner has now begun to connect the dots. 
This person has integrated the subject matter into other information 
and can use the knowledge to either solve challenges or create oppor-
tunities. You’re now able to strategically play the game, because you can 
put together a series of actions—serving the ball and driving toward 
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categories, you risk never knowing the contributions they can make. The graphic 
artist deemed too right-brained to help with processes and systems might actu-
ally have a background in computer science or operations. By limiting your graphic 
artist’s presentation to right-brained activities, you could miss out on the valuable 
input they could provide. Multiply this mistake throughout the organization and 
you miss opportunities both professionally and personally.

I believe that your next ET tool, the concept of Maps versus Words, won’t present 
these same kinds of challenges, because it gives people a way of assessing their own 
learning preferences and helps them to better communicate and connect with others. 
Understanding the learning preferences of others through Maps versus Words enables 
you to keep the doors of opportunity open. In addition to using this simple tool to 
enlighten you to your own learning preferences, it empowers you to identify the pref-
erences of the people around you so that you can work more effectively with them.

Maps versus Words

 If I were to give you driving directions, would you prefer that I draw out a map com-
plete with streets and markers, or would you prefer that I write out the directions in 
words? “Go to the town hall, take a left and keep going for about twenty minutes until 
you see the red barn, and then you turn . . . .” Even if you like both types of directions, 
you likely feel a stronger pull toward one or the other, but to what extent? I want you 
to think about the degree to which you prefer either maps or words before you circle 
your preference location on the scale in Figure 7.2 below. A marker of 10 means you 
have an extreme preference for either maps or words, whereas a marker placed closer 
to the 0 indicates a nearer equal preference for both. So, if you selected a 10 on the 
maps end of the scale, you are someone who needs a map and only a map, because 
using words would cause you to get lost. Conversely, if you place your marker on 10 
for words and I give you a map, you’d find yourself pulled over on the side of the road 
twisting and turning the paper trying to make sense of it. A moderately placed marker 
for maps would show up on the left-hand side of the scale as a score of approximately 4. 
Now circle the number on the diagram that best represents your preference.

Maps versus Words

© 2006 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 7.2—Maps versus Words
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For Daswani and leaders like him, the 50,000-foot view of his world is as impor-
tant as the one of his organization. His global awareness enables him to perform 
the Strategizing, Forecasting, Performing, and Learning activities better, producing 
higher returns for his business. Figure 8.1 illustrates the turbocharge effect that 
global awareness has on leadership performance. Even the slightest enhancement of 
your global awareness will positively impact your effectiveness as a leader.

Adding global awareness to your daily activities—from selecting and implement-
ing technology to creating winning products and services—is like dumping a fuel 
additive into the gas tank of a race car. The outcomes are better and you might even 
get to them faster.

For example, think about the phases of building an alliance: Ideation, Elimination, 
and Development. During Ideation, you can do a good job collecting the names of pro-
spective allies early on, but as you widen the mouth of the funnel to include more and 
better-suited names (possibly from beyond your geographic borders or your industry), 
you increase the likelihood of doing a great job of finding your best ally. Screening cri-
teria in Elimination can take your search results from adequate to win-by-a-nose (or 
greater) margins when you incorporate lessons and ideas from other industries, tech-
nologies, politics, etc. Furthermore, when you better understand the morés, values, and 
business-practice preferences of your allies during Development, you are increasingly 
apt to negotiate contributions and draws that produce win-win outcomes for all parties.

Interconnectivity of Global Awareness and ET

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 8.1—Interconnectivity of Global Awareness and ET
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Figure 8.2—Roadmap to Global Awareness
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World Map

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 8.3—World Map

The number of seconds you spent deciphering this world map could have some-
thing to do with the location of your birth and upbringing. It’s interesting to com-
pare maps that are made in different parts of the world, because they tend to be 
egocentrically made. Europeans create maps that show Europe as the center of the 
world, the Taiwanese make maps that show the world from an Asian perspective, 
and so on. Whenever I hear the phrase Down Under, I can’t but think, is Australia 
actually at the bottom of the world or is it that we’ve decided that the world is spin-
ning with the North Pole at the top relative to the universe? I’ve been to Australia 
and I sure didn’t feel like I was at the bottom.

Learning to accept this view of the world map is no different than reminding 
yourself that each governance and country has diverse laws and political beliefs that 
can both affect your organization and offer solutions that you can adopt to make 
better decisions. At times, understanding and even utilizing different ideas can be a 
matter of organizational survival.

In addition, realize that the boundaries that separate markets and their cultures 
are rapidly dissolving. If you want success in one part of the world—even if you 
never leave your own city or town—you must be able to elevate your perspective to a 
50,000-foot global view and extend it around the globe to recognize opportunities.

[ Tying Components of Global Awareness Together ]

The idea “think globally, act locally”91—first conceptualized in 1915 for town planning by the Scottish 

activist Patrick Geddes—directs people to consider the ripple effect that their local actions have on the 

[ continues on page 294 ]
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minutes of talk radio on your drive to work, but you’ll want to make a greater effort 
than that, because leaders who continually gather updated information and incor-
porate it into their Cyclonic Thinking make better decisions and better plans. 

So where do you look, and how do you make the most of the time you spend on 
this task? One of the ways that you can make the quest for global information easier 
on yourself is to use a tool that organizes the sources of global information by category.

Begin by imagining yourself in the world, and then expand your thinking beyond 
yourself to the world at large. Notice the ET Global Nesting diagram (Figure 8.4). 
It is a representation of where you stand in relation to the various levels of diverse 
groups that not only influence you but that you have the power to influence, as well. 
The concentric circles reach out beyond you to these influential global layers—
groups, organizations, communities, territories, countries, regions, world (and one 
day, the universe).

As your mind flows from one stacked layer to another, you become aware of the 
different types of groupings that can impact you and your organization. Already 
you can see that if you were strategizing with a diverse group of people, this tool 
could help you to better tap into the intellectual capital of these individuals. You 
can also combine Global Nesting with subsets under the Approach to Global 
Awareness—humans and living creatures, physical environment, governances, and 
technologies—and ask your people to ideate within each layer. What do you and 
your staffers need to know about governances in a territory, what within the physi-
cal environment might impact your organization’s offices in a particular region, and 
so on. Think about how you can gather new information from sources such as the 
media, colleagues, books, and more to expand your global awareness of each layer. 
All this thinking feeds and breeds new thoughts for ET.

ET Global Nesting
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Figure 8.4—ET Global Nesting
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this information even before Campbell arrives at her destination, because it further 
enhances the information she gathers from interacting and working with the locals 
once her business trips are in full swing.

You can use these types of pre-travel resources to prepare yourself for your des-
tination so your travels are productive and prosperous, and also you can use these 
same types of research to ramp up your own global awareness and the global aware-
ness of fellow leaders on your staff so that you can focus your mind and energies on 
the Desired Outcomes you set out to achieve. The following Global Guidance & 
Travel Checklist will help you in accomplishing these two objectives.

Figure 8.5 Global Guidance & Travel Checklist

pre-departure In transit on the ground

❑ Travel agents, corporate and 
   online services
❍ Fees
❍ Secrets to purchasing travel
❍ �Seat selection (SeatGuru.com)
❍ Policy

❑ �Hotel ratings, displayed cost, 
and additional fees

❑ Currency and conversion
❍ Use of credit cards and fees
❍ International fees
❍ Exchange kiosks and banks
❍ Hidden charges in conversion
❍ �Notifying credit card 

companies
❍ �Tipping in taxis, hotels, and 

restaurants 
❑ �Weather, seasons, and the  

environment (+ / –)
❍ �Humidity, rain, heat, sun, snow/

ice
❍ Temperature
❍ Threats
❍ Safety procedures

❑ �Packing requirements for 
women/men 

❑ Baggage weight limits
❍ �Fees for baggage: domestic 

vs. international 
❍ Carry-on limits
❍ U.S. fluid policy

❑ Airports and travel
❑ Frequent flyer sign-up

❍ Upgrade lists
❍ �Alliances between  

airlines
❑ �Lounges (business and first 

class)
❍ Showers
❍ What’s free/what’s not
❍ Credit-card access
❍ Speciality-card access

❑ �Coach, business, and first-
class offerings
❍ Leg room in exit row
❍ �In-flight entertainment 

options
❑ �Secrets to booking shorter 

flights
❑ Security checkpoints
❑ Traffic timetables
❑ Taxi/bus usage

❍ Hailing a cab, bus
❍ Paying for cab, bus
❍ Official vs. unofficial

❑ �Light rail/rail/boat  
(Venice)

❑ �Electrical power and 
converters

❑ Delays
❑ Reading/movies
❑ Pod sleeping facilities

❑ Emergency numbers changes
❑ In-transit services for travel 
❑ �Traveling in groups or 

individually
❑ Political precautions

❍ Demonstrations, riots
❑ �Baggage and personal 

belongings
❍ Security with hotel
❍ Safes
❍ Storage of luggage

❑ VAT and tipping expectations
❍ �Taxis, restaurants, hotels, 

guides
❑ Language

❍ �Different definitions in differ-
ent cultures

❍ �Languages spoken (primary 
language)

❍ Securing translators
❍ English spoken or not

❑ Telephone and data
❍ GSM, CDMA, quad-band
❍ Roaming fees
❍ Data fees
❍ Access to data plans
❍ �E-mail, texting, video 

conferencing
❑ Touring and travel guides
❑ �Finding alternative 

accommodations
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pre-departure In transit on the ground

❑ Passport requirements
❍ Securing a visa and timing
❍ �Procedure for entrance into 

a country
❍ �Procedure for leaving a 

country 
❑ �Framework for male/female 

behaviors
❍ �Cultural awareness of  

difference
❍ �Proper and improper  

activities
❑ Food and beverage challenges

❍ On planes
❍ �In restaurants, hotels, open 

spaces
❍ Areas of concern
❍ �Manners depending on 

situation
❍ Water challenges 

❑ Medical information
❍ �Insurance (travel specific or 

within policy)
❍ Shots
❍ Diseases
❍ Travel advisory
❍ �Medicines to bring and on 

location 

❑ Discount and travel cards
❍ �Rail, boat, ferry, bus, 

subway
❑ �Computer usage and Internet 

access 
❑ �Basic awareness of heritage, 

religion 
❑ Economy and social class

❍ �Poverty, class system, 
wealth

❑ �Government, police, and 
military, 

❑ �Business and traditional 
customs
❍ Gifts
❍ Seating

❑ Passport
❍ Frequent-visitor benefits
❍ �Visas while traveling (per-

sonal and business) 
❍ When to carry your passport
❍ �Fast access cards (APEC, 

Global Entry)
❑ What’s expected in downtime

❍ �Drinking and eating 
expectations

❑ �Major holidays travel 
advisories

❑ Car rentals and procedures
❑ Hotel recommendations

❍ Safety recommendations
❍ Pricing and fees

❑ �Credit-card holds and final 
payment

❑ Jet lag
❍ Pills and medications
❍ Drinking on plane
❍ �Impact of travel on others 

in group
❑ Cultural and behavioral

❍ Eye contact
❍ Asking questions
❍ �Eating with or without 

utensils
❑ Drinking water

❍ Bottled or tap
❍ �Food preparation in restau-

rants with water
❍ �Airplane and ship meals 

using water
❑ Earplugs/systems

❍ Noise-canceling headsets
❑ Lost luggage

❑ �Currency conversion in 
transit 

❑ In-country representation
❍ Consulate, embassy

❑ �Electrical plugs and convert-
ers (multiuse)

❑ �Access to over-the-counter 
drugs

❑ Local and regional news
❍ Television
❍ Newspapers

❑ Medical emergencies
❍ Hospitals
❍ Evacuations
❍ Using insurance

❑ Shopping
❍ Negotiations
❍ Bargains
❍ Safety

❑ Drinking water
❍ Bottled or tap
❍ �Used to prepare food in 

restaurants, planes, ships, 
trains

❑ People you might meet
❍ Street, airport, cities/towns

❑ Local transportation fees
❍ Cab and cab colors

❑ Nightlife and entertainment
❍ �Safe areas, scams, drug 

use, rape
❑ �Police, military (Rights and 

privileges)
❑ Private security
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Global Guidance & Travel Checklist Continued
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can become globally aware and connect on a human side, but if you consider the 
GPP, in order to facilitate good relationships with multicultural colleagues, you need 
systems and structures. The Cultural & Geographic Synchronization Calendar is a 
tool to keep you in sync with others’ holidays, important events, and even time-zone 
differences. On the calendar (see Figure 8.5) you can record special events that are 
expected to occur in other parts of the world, enabling you to deal more effectively 
with people around the globe.

Cultural & Geographic Synchronization Calendar

© 2010 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 8.6—Cultural & Geographic Synchronization Calendar

Notice the column headings running horizontally across the top of the chart. 
The first heading is labeled, “You.” In this box, write the name of your own country. 
In the boxes to the right of it, record the name of each country where you have a 
business contact. Running vertically in the left-hand column are the months of the 
year. What special events, noteworthy financial dates, seasonal weather factors, and 
holidays might impact your ability to do business with each of your global contacts? 
Record those events in the corresponding months’ boxes for each country you have 
listed. Really, no event is too insignificant to list: locations where world events like 
the World Cup or Olympics are scheduled to take place, weekly or annual religious 
events, predictable seasonal occurrences such as monsoons or tornadoes, govern-
ment holidays, and so on. You can transfer information from this tool to your travel 
list, allowing you to better map out your travel itinerary; for instance, schedule 
calendar meetings on heavier travel days, and travel to and from your destination 
when you know that heavier air and ground travel traffic has subsided.

When you plan your daily, weekly, or monthly schedules, refer to this Cultural 
& Geographic Synchronization Calendar, which one day will be automated so that 
you can manage all the important dates, times, places, travel, events, customs, and 
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Figure 9.1—Enterprise Thinking Competitive Intelligence Process
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Figure 10.1—Enterprise Thinking Leading Process
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improve your skills. That’s why you are about to learn how to improve your perfor-
mance in ways that will be as universally applicable in the future as they are today.

The sustainability of the following five suggestions is important considering how 
your role as a decision maker will evolve as technologies and advancements continually 
accelerate the pace of change and increasingly eliminate many repetitive and manual 
jobs in favor of more thinking-related ones. To keep ahead of the curve, you will have to 
constantly improve your performance of all ET activities, so heed these suggestions and 
return to them from time to time to meet the demands of tomorrow’s work climates.

1. Allocate time in your day for both strategic and tactical activities

Most of us have a tendency to act upon our strengths instead of our weaknesses. You 
might notice that you have a natural preference to strategize or execute. Yet you must 
strike a balance and schedule time for both. Figure 10.2 offers recommendations on 
how to divide your time, based on your role in the organization. As you can see, even 
front-line employees do planning; they just do it to a lesser degree. For instance, the 
driver of a garbage truck must plan to ensure that he or she will have the supplies 
needed to complete a daily route on time, even though the bulk of this driver’s day will 
be spent executing. The mid-level supervisor to whom the garbage truck driver reports 
will do a greater degree of planning—which might include next week’s garbage route 
changes or hiring a new driver for a particular route—and a lesser amount of executing 
than the driver, although this supervisor will be engaged in the execution of Tactics 
that have been handed off by a higher-ranking decision maker. As one of those higher-
ranking decision makers, your job is to make sure that you are allocating the bulk of 
your day to thinking (as you can see by Figure 10.2) and that everyone else is perform-
ing their roles according to the appropriate balance of strategic and tactical activities.

Time Division Recommendation for One-Role Chart
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Figure 10.2—Time Division Recommendation for One-Role Chart
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In Figure 10.2, notice how the planning percentages decrease correspondingly with 
lower management levels. Use this formula as a benchmark to schedule your day’s 
activities in your daily priority management planner, as you learned in Chapter 3.

Note: I’m often asked how to address dual managerial roles. For instance, some-
one might ask, “What happens if I perform two functions? I’m both the finance 
manager and the human-resource manager.” In situations like this, since these are 
both middle management positions, the formula still applies where 60% of your 
day is dedicated to planning and 40% to executing. The only difference is that dur-
ing the 60% of your day allocated to planning, you might have an even 30% and 
30% split between finance and HR or an uneven split of 50% and 10% or some 
other variation; the same is true of your 40% of executing time. I’ve shown this in 
Figure 10.3.

Time Division Recommendation for Two-Roles Chart
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Figure 10.3—Time Division Recommendation for Two-Roles Chart

The allocation of time for planning and executing applies to all organizations, 
because the need to spend time thinking is where leaders often shortchange them-
selves and their organization. When leaders fail to split their time appropriately, 
either one function gets ignored or not enough time is spent strategizing. Determine 
where your position places you and start allocating the necessary time in your day 
for thinking-related activities.

In case you’re not sure where you fit into all of this, I’ve provided a table (Figure 
10.4) as a guideline for you. Chances are you can identify your exact position from 
those listed in this table, but if you can’t, select one that is similar to yours and work 
with it for a while.
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Allocation of Time for Thinking and Executing Chart
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Figure 10.4—Allocation of Time for Thinking and Executing Chart

As you become more proficient at scheduling your days’ priorities according to 
this guideline and seeing successes come from your efforts, you will probably be 
excited to share this concept, along with the basics of priority management, with 
other leaders on staff. If you are developing other leaders or if your goals are to 
advance your career to a higher management level, allocating your time like this can 
facilitate and expedite the advancement.

Michael Gerber,113 author of The E-Myth, recommends that leaders should focus 
on their organizations instead of working in them. What he means, in ET language, 
is that many leaders need to shift more of their focus toward strategizing and less on 
execution. In doing so, they also avoid the Squirrel Effect, an ET concept that you 
will learn about in an upcoming section of this chapter.

2. Transfer knowledge and skills to others

As our population ages, the number of experienced leadership and management 
candidates shrinks; this means that the ability to pluck key talent from one orga-
nization and drop it into yours is a dwindling luxury. Not only is our baby boomer 
generation of leaders retiring, but world populations are expected to decrease. In 
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■■ Keep everyone’s momentum and progress on track by monitoring the prog-
ress of your people, offering your guidance, and adjusting the process so that 
everyone comes out a winner.

Enterprise Thinking Empowering Process

© 2010 David Goldsmith All Rights Reserved Download at paidtothink.com

Figure 11.1—Enterprise Thinking Empowering Process

Notice that in addition to the four steps, you have GO/KILL points between 
the first two steps that serve as your opportunity to decide whether proceeding for-
ward is in the best interests of your organization. These points cause you to pause 
and assess whether the Empowerment Package you are building will or will not 
produce your Desired Outcome. If you find that it will not, you are always better 
off stopping—stopping altogether, stopping and going back to the previous step, 

7244_paid to think[FIN].indd   388 8/28/12   4:31 PM



402 |	 PAID TO THINK

Career Ladder Development Guide
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Figure 11.2—Career Ladder Development Guide

Overview of the Career Ladder Development Guide

Most of the process tools that you have learned about in this book have started with 
instructions at the top of the diagram. Your beginning point for the Career Ladder 
Development Guide actually starts at the bottom of the diagram, then branches 
out into two ascending tracts—one on the left for people who want to advance 
their careers but are not interested in leadership positions and another on the right 
for people who want to develop as leaders of your organization. As your eyes pan 
upward, you read the next set of instructions and information until you end at the 
top of the diagram with the box titled Meets Forecasted Talent Requirements.

Strategizing Completed

Here we go again starting our process with planning, but as you know, planning is 
a culmination of all the activities of ET, so when you plan, think bigger than you 
might expect to initially. You will want to review the strategic direction you have 
set for your organization, business unit, or group before you go about designing 
the career ladder for your people. In essence, performing the twelve activities of 
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the product itself remains unchanged, the components surrounding the condiment 
have evolved to keep pace with the times: the product’s ownership has changed 
hands, the packaging has been updated, plastic containers have replaced glass bottles,                             
bar codes and nutritional labels have shown up over the years, and its distribu-
tion has expanded in scope and improved with modern logistics. Think about the 
changes in farming methods to grow the mustard seeds and the different tools used 
to crush them. Also consider the inventory controls and technologically driven sys-
tems that handle order processing and billing. Within the processing plant, one 
person running the bottling of the mustard produces 112,000 bottles in one shift all 
by himself, because technology has been innovatively devised and incorporated into 
the production process to leverage the employee’s performance.

Had the management in charge of producing, selling, and distributing French’s 
Classic Yellow Mustard failed to innovate, the product wouldn’t be on store shelves 
today, regardless of how much people love the product. If we were to diagram the 
progress of just one of French’s Classic Yellow Mustard’s innovations, we would be 
looking at its Innovation “S” Curve.

The Innovation “S” Curve is a means of diagramming the progress of any innova-
tive idea from its inception and development within your organization and through 
its life cycle in your marketplace.

Take a look at the Innovation “S” Curve diagram (Figure 12.1) and refer back to it 
from time to time as you read its description. Although you can apply this concept to 
alliance development, technology creation, CI collection, and countless other activities, 
for educational purposes, we will discuss the S curve in terms of product development.

Expanded Innovation “S” Curve
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Figure 12.1—Expanded Innovation “S” Curve
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Natural Progression of Innovation
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Figure 12.2—Natural Progression of Innovation

Notice that at this intersection point, your innovation’s life cycle has flattened 
out whereas your competitor’s innovation is on the rise. Typically, this means that 
your competitor’s innovation is gaining momentum in the marketplace in contrast to 
yours, which is steady. (In many instances, products in this “steady” phase are referred 
to as cash cows.) Although everything seems okay, steadiness is not necessarily an 
advantageous position for you to be in—at least, not for long, because you can never 
be entirely sure about exterior factors that could impinge on your innovation’s future.

You basically have three counter responses, all of which can be effective depend-
ing on your situation’s variables such as timing, technologies, capital, etc. You can:

1.	 �Continue to support your existing chip without making any changes. 
When organizations’ leadership chooses status quo, the innovation is said 
to be “riding the innovation curve.” Sometimes you can ride the innovation 
curve without any immediate consequences, but you have to ask yourself 
how long you can do so. Would you still like to be selling typewriters today?

2.	 �Create a “me-too” (copy of your competitor’s) product. Some me-too 
products do well in the marketplace, but unfortunately, they typically 
deliver low profitability and market share.

3.	 �Invest in research and development and launch a completely new 
product. This can be a very viable option, but you have to be realistic 
about your organization’s ability to catch up and surpass your competi-
tor. Can you afford to pull resources away from your existing product 
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Concept #3: The Curse of Disruptive Innovation

A difficult type of innovation to safeguard your organization against is disruptive 
innovation. When you are hit by a truly disruptive innovation, you are completely 
taken off guard and your own innovations become displaced. The disruptive innova-
tion is like the bogeyman who attacks you in the dark before you even know he is 
there. Here is Christensen’s rendition of disruptive innovation.128

Disruptive Technology S Curve

Copyright © Clayton Christensen 1992

Figure 12.3—Disruptive Technology S Curve

Let’s break down the events that Christensen says occur when your innovation is 
displaced by a disruptive innovation. The left-hand graph in Figure 12.3 shows an 
S curve of your innovation. See how your innovation has leveled out, as indicated by 
its flat horizontal line. Now cast your eyes on the S curve in the right-hand graph; 
this represents a disruptive innovation emerging from a competitor (which could 
come from within or outside your industry or sector). As you can see, the latter 
innovation’s S curve began at a higher and faster performance rate, and you didn’t 
see it coming, so you were not positioned to react.

The dotted horizontal line pointing to the left from the disruptive innovation’s 
S curve to your innovation’s curve indicates its (often rapid) attack on preexisting 
innovations in the marketplace. Looking back at your S curve, you now see the 
disruptive innovation’s crested curve sitting atop your flat line. Your innovation has 
been displaced.

The recording industry is one that has been plagued or progressed (depending on 
your point of view) by multiple disruptive technologies. Records and eight-tracks 
were displaced by tape players, which were displaced by CD players, which even-
tually gave way to downloadable music. Few in the entertainment field prepared 
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In the past, innovations were somewhat incubated geographically. Your most 
threatening competitor may have come from down the street, and the only restric-
tions you may have had were imposed by your region’s commerce laws. Now, tech-
nology and communications have made our world smaller and flatter. They’ve also 
opened a vortex of rapidly emerging innovations from around the globe that were 
unheard of just ten years ago. A person with an idea in Mumbai may have car-
ried that idea to his grave, having absolutely no impact on your operations in Cape 
Town. Today, that person’s granddaughter could introduce an innovation that dis-
places innovations and organizations around the globe.

In addition to dealing with a greater number of competing innovations, you have 
less time to react to them. To illustrate this point, I have come up with the Macro 
Reality of Innovation graphic. Take a look at Figure 12.4. In it you will see your 
innovation’s S curve in the lower left section, and you will see the numerous emerging 
innovations on top of it. My purpose in illustrating this concept with a graphic is to 
give you a deeper understanding (than most existing literature in this area provides) 
of how, as the number of competing innovations multiply, their life cycles get shorter.

Time compression is increasing, forcing you and other leaders to make faster and 
more accurate decisions about your next steps. Ten years ago, you may have had two 
years to bring a new product from inception to launch, whereas today, you might have 
four months. In many high-tech industries, leaders are forced to keep multiple prod-
ucts in their development pipelines at any one time, and they have to decide whether 
they are going to invest in technologies that grow their organizations organically or 
whether they’re going to acquire existing technologies to keep pace.

Macro Reality of Innovation
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Figure 12.4—Macro Reality of Innovation
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Conditional Shifts Impact “S” Curve
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Figure 12.5—Conditional Shifts Impact “S” Curve

You don’t want to be in a position of getting caught off guard without any new 
innovation in your pipeline, because at that point, no matter how hard you strug-
gle to rapidly change course, you might not be able to recover. This happened to 
numerous companies and organizations when the recession hit. Those who had 
some innovation in their pipelines did slightly better than those who choked and 
died in the storm, but still, they didn’t fare as well as those organizations that were 
committed to innovation.

In my own business, I used ET tools and activities to ensure that we were not one of 
the recession’s victims. Even before the financial distress became public knowledge, my 
wife and I noticed subtle changes in the buying environment that pointed to greater 
problems on the horizon. Government jobs that we had lined up were cancelling 
well before anyone was talking about a suffering economy, and that sign prompted 
us to do more research. I spoke with experts in the financial markets, reached out to 
decision makers in large organizations, and asked questions of people in government 
about trends, buying patterns, and other changes they were encountering. Therefore, 
instead of just looking at the current global economic conditions, our global aware-
ness, competitive intelligence, and acquisition of new knowledge combined with fore-
casting informed our decisions to direct our marketing and sales efforts away from the 
domestic U.S. marketplace and focus on the Asian market, a geographic locale that we 
determined was more economically promising. When the U.S. economy took a hit, 
we were already gaining a foothold in the economically securer Asia-Pacific region.
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■■ Discontinuous innovation (sometimes called Revolutionary Innovation) 
requires significant behavioral change. The Internet and digital data storage 
as a replacement for physical data storage are discontinuous innovations. 
Discontinuous does not always mean disruptive, because the latter (like its 
name) disrupts the market significantly in a short period of time, whereas a 
discontinuous innovation may take years for the market to adopt.

While you are still making decisions and before you actually take action, it is 
important that you select the type of innovation that is the most in alignment with 
your Desired Outcome and you commit an appropriate level of resources and time 
to the innovation to make its success realistically achievable.

Committing the Appropriate Level of Resources and Time

Now that you have some understanding of the types of innovation you can choose, 
you can also see that certain types of innovations require more resources, time, and 
energy from your organization than others. Be sure to commit the appropriate level 
of resources and time to the innovation to ensure its success.

Basically, the three innovation commitment levels are low, medium, and high. 
Figure 12.6 is a visual representation of the options you have when it comes to 
determining your level of commitment to any innovation-related project.

Innovation Commitment Levels
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Figure 12.6—Innovation Commitment Levels
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A similar approach to triggering innovative thought is putting together a group-
ing of items or ideas into a collage. A collage is a compilation of items that you 
can assemble onto paper, whiteboard, or other substrate according to some logical 
relationship—“logical” being subjective here—that they have to each other. The 
compilation could be based on culture, texture, color, geography, products, or any 
other topic you can imagine and can contain a number of different types of items 
like photos, newspaper articles, or other pieces that trigger thinking.

By asking others to put together a collage, you’re inviting them to think differently. 
They are able to connect ideas through imagery, just as interior designers do in the 
planning stages, when they assemble fabrics and images from magazine clippings 
onto a board or as teachers do when they display photos, brochures, and entry tickets 
on a classroom bulletin board to capture memories of a student field trip.

Mind Map Ideas

Mind mapping is an activity that works on the basis of relationships. In the center 
of a whiteboard, tablet, or other writing space, write out a word, short phrase, or 
sentence that describes your idea. Next, write related ideas in the surrounding white 
space. Use lines to connect the related ideas to the central idea and to each other.

Here, you can see how a single idea could spread into hundreds of related idea 
branches to help you understand how ideas connect to each other. The next time 
you have a meeting, pull out a gigantic piece of paper and draw an idea on the 
page. Next, ask people to immediately share their connecting ideas so that you can

Sample Mind Map
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Figure 12.7—Sample Mind Map
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Figure 13.1—ET Leadership Sales Methodology
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pathways within leadership sales
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Figure 13.2—Pathways within Leadership Sales

As you can see, there are many routes to “yes,” and it’s up to you to determine the 
appropriate pathway for your situation at any given time. These pathways can help 
you get around obstacles and increase your chances of earning more wins for your 
organization. Do realize that you may be engaged in several pathways at once? For 
example, if you’re a VP and you’re attempting to put a new manufacturing process in 
place, you may have four pathways to navigate. You might start with the CEO, pre-
senting your idea to him in terms of how it has improved productivity and increased 
profits for other organizations and how it can do the same for yours. Second, you 
navigate the pathway of the line manager by proposing your idea to her, showing 
her how it promises to reduce her paperwork, decrease errors, and improve quality; 
you also might invite her to watch you try out the process with one of her machine 
operators. Third, you want to get the machine operator to accept your ideas, so you 
meet with him, briefly introduce your idea, try his job function to show him that you 
understand his current challenges with his job and how the new idea will improve 
his performance and make his job easier. Indirectly, you might be navigating the 
pathway to your organization’s banker for financing by putting together a com-
prehensive package that shows how the investment in the process will ultimately 
reward the organization and enable it to adhere to a repayment schedule.
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Figure 13.3—Buy-In Chart

The Buy-In Chart is a sales-approach tool that enables you to gain the support of 
one person at a time. Although we will walk through its instructions for use when 
you are approaching individuals, you can use it to approach entire departments, 
units, organizations, governing bodies, and even countries, depending on your proj-
ect and its scope.

In the first column, list the people or groups from whom you’ll seek support. In 
the second column, assign a ranking to each of the people you’ve listed, based on 
the strength of your relationship with them, giving the most supportive person the 
ranking of 1, and the least supportive person the last-place ranking.

In the third column, apply the same kind of ranking to rate each person’s level of 
alignment with your idea, with the score of 1 going to the person who is most likely 
to agree with you, and so on. Finally, add up each person’s scores from columns 2 
and 3, and enter the result in column 4 (Total Score), then record their final ranking 
in column 5.

A note of caution: The Buy-In Chart’s effectiveness is as strong as its design is 
simplistic, so resist any urge to add more columns or to change the headings of the 
columns; otherwise, you risk diminishing this tool’s ability to elicit the cooperation 
and support you are seeking. I have seen a few leaders try to play around with the 
design of the tool, but in doing so, they’ve not received their anticipated results. If 
you recall, I made this same note about the Project Evaluation Chart you received 
in Chapter 3, explaining that many of these tools, though seeming to be very simple, 
have been developed over a period of time so that they are easy to use and are reli-
able in their outcomes.

Buy-In Chart

7244_paid to think[FIN].indd   481 8/28/12   4:32 PM



482 |	 PAID TO THINK

Buy-In Chart Example

There are 6 people in the group, therefore, the numbers in the first two columns are 1–6, since the 
score/rank goes up to 10.
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Figure 13.4—Buy-In Chart Example

The person with the lowest score is your strongest supporter, and therefore, the 
person that you will most likely want to present your idea to first. The concept isn’t 
any different than the tactic you used as a kid to get something that you wanted. If 
you wanted a treat from the ice-cream truck vendor, and you knew that Dad was 
the parent who would most likely grant your request to catch the driver as he passed 
through your neighborhood, then it was Dad you approached first. The last thing 
you wanted to do was ask Mom, who was cooking dinner and didn’t want you to 
spoil your appetite.

Referencing the chart in Figure 13.4, Baxter is your top ally. Begin gaining buy-in 
by approaching Baxter first. From a purely quantitative position, he is most likely to 
be in alignment with your ideas and to like you, and therefore, he will offer you the 
best feedback, helping you to spot and fill holes in your idea and prepare for chal-
lenges. Your top ally can ask tough questions in a safe environment, and in general, 
help you hone your presentation before you take it on to the second-ranked ally on 
your list, then the third-ranked ally, and so on. Each time you meet with any ally, 
you improve with practice, clarifying your idea, polishing your presentation, and 
gathering support. However, if you have a list of 20 people, you do not need 20 one-
on-one meetings, just enough to gain momentum.

Greg gained project approval by using the Buy-In Chart. Without this Tactic, 
Greg’s pre-work and the project itself would have failed.
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organize your thoughts before you begin to speak, then refine your message by clari-
fying any points that might be confusing to people and by wordsmithing to make 
some points more interesting.

If you happen to believe that you’re not a naturally gifted storyteller, don’t worry. 
There’s an ET tool for that, and it’s the Selling Your Ideas with Stories formula 
(Figure 13.5). Just include a component from each category—Story Origins, 
Reasons, and Lesson—in any order that works for you, practice your key points, and 
let your stories sell your message.

Selling your ideas with stories (Getting Rapid Buy-In)

© 2009 David Goldsmith All Rights Reserved Download at www.paidtothink.com

Figure 13.5—Selling Your Ideas with Stories

Basically, you want your story to illustrate the reason that you define, which is 
why you don’t simply have the one category titled Story Origins. Select a story 
that is appropriate, interesting, and that will be positively received by your listener. 
(Note: this is not to say that the story itself has to be positive, just that it is some-
thing that is acceptable to your listener.) The story’s origin can come from personal 
situations, organization or group happenings, or topics outside the two.

You also want to determine the connection this story has to your pitch and pur-
pose. In other words, you must determine the Reason for your storytelling. Although 
Reason is placed in the second position in Figure 13.5, remember that you can perform 
any of these components in any order that works best for your situation. Therefore, 
you might want to determine your Reason before you select your story or vice versa.

The third component in Figure 13.5 is the Lesson that you want your story to 
impart. The Lesson is most effective when you find common ground with your 
listener, and incorporate the common element into your story. The key to engaging 
others and getting them to buy into your message is being able to weave these three 
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Managing the Situation (Sales, Negotiations, Persuasion)
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Figure 13.6—Managing the Situation (sales, negotiations, persuasion)

■■ If you are not prepared and someone else is prepared (someone could be a 
group), someone else controls the starting point of the sale.

■■ If you enter prepared and they do not enter prepared, you control the start-
ing point, even if you let them begin in order to show that you know more.

■■ If you both enter prepared, then both of you have the opportunity to lead. 
At this point, it’s many of the other skills that take over.

This tool is intended to show you that you have the ability to set direction and 
move your organization forward, but you have to be prepared for all the opportu-
nities where you can either influence or be influenced, otherwise you can’t sell as 
effectively.

Show Them “The Beef”

In 1984, Wendy’s, known for its famous hamburgers, ran a television advertisement 
in the United States featuring177 Clara Peller, an elderly woman who scoffs at the 
small size of competitors’ burgers with the famous catchphrase, “Where’s the beef?” 
Peller pitched the idea that only at Wendy’s would you find a burger substantial 
enough to be worthy of her approval. In reality, when you’re selling your ideas, oth-
ers are seeking the substance behind them, and you don’t want to part ways with 
them asking where the “beef ” was in your idea.

Bob, the CEO of an 800-bed hospital, revealed to one of his mid-level managers 
that he would soon be replacing his CFO. The manager, Cheryl, who had worked 
with the CEO at another company years earlier, expressed her interest in taking 
over that position, and went so far as to say that she had some ideas in mind for 
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Forecasting Orientation
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Figure 14.1—Forecasting Orientation

Most leaders will admit that they aren’t sure how to forecast accurately and don’t 
believe they can stretch their thinking as far into the future as they probably should. 
When they see this diagram, the majority of them identify their ways of thinking as 
somewhere between the Retro and Current orientations, because they tend to live 
mentally in the present and the past. You might associate with their tendencies if 
you’re apt to make statements like, “It’s impossible to plan 60% of my day, because 
my industry is so unique that I can only realistically schedule 10% of my days in 
advance.” (As an evolving Enterprise Thinker, you already know that no industry 
or sector is too “unique” for ET tools.) Ideally, you want to live in the Forward 
Orientation, but it takes extra effort to stay there, because the future is always mov-
ing, which requires you to continually think, read, learn, listen, model, and so on to 
advance your thinking.

Retro-oriented forecasters are leaders who spend more mental time in the past 
than in the present or future. They might believe they are looking forward when 
they say, “We need to review our stats,” but they’re only looking at information 
from the past and trying to guess what the stats mean for tomorrow. When they 
don’t innovate, update operationally, or bring new products to market, they are not 
leaping out of the past. Some leaders’ thinking is so entrenched in the past that 
even when they are given a proven way of, say, increasing productivity by 40%, they 
will insist that the old way is better. If you are a Retro-oriented forecaster, you find 
yourself holding onto old ways of thinking, saying, “We tried it that way in the past 
and it doesn’t work.” As I’ve said before, you can’t solve tomorrow’s challenges with 
yesterday’s thinking. A Retro-oriented perspective puts your group or organization 
behind others, in a position of playing catch-up. It hinders your organization from 
offering anything more than me-too products and forces your people to function 
with outdated equipment and technologies. Although you shouldn’t discount the 
importance of reviewing historical successes and failures when you strategize, you 
need a continuous supply of updated information to plug into a forward-moving 
mechanism to be efficient and competitive.
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can learn to forecast innovatively just as you can forecast for innovation. You can 
use forecasting knowledge to plan, just as you can utilize planning to forecast more 
frequently, more precisely, and more effectively. As you learn more about forecasting 
and its accompanying tools and concepts, your Forward Orientation will advance, 
also, to the Optimum Forward Orientation, which not only projects your think-
ing forward, but it also widens the scope of your vision to uncover and make even 
more opportunities and sustainable decisions than you ever thought possible. The 
Optimum Forward Orientation is diagrammatically represented in Figure 14.2.

Think back to the analogy of using high beams on a vehicle at night, and envi-
sion how your headlights on high beam not only spray the illumination ahead, but 
also widen your vision on each side of the road so that signs and obstacles become 
visible earlier. By forecasting an Optimum Forward Orientation, similarly, you see 
more of what is coming at you sooner and with a greater breadth of information at 
your disposal than you would have with low-beam light, so that you and your orga-
nization stay on the road to Desired Outcome. This new orientation enables you 
to view opportunities and challenges in improved ways, too. For instance, a Retro- 
or Current-oriented forecaster might run a cash-flow analysis using the previous 
quarter’s financial data, spending most of their time analyzing what happened and 
then making a few projections, whereas Forward-oriented forecasters will use some 
historical data and, in addition, look to gather real-time data about today and then 
spend the bulk of their time extrapolating farther into the future with it, all the while 
realizing that what they project must tie to real-life conditions and the ability to 
actually do what’s projected. Then, as Forward-oriented forecasters learn additional 
tools, the orientation expands to that of the Optimum Forward Orientation, where 
advanced tools and more data—experiences from the past, awareness and knowl-
edge of the present, and forecasted data about the future—lengthen and broaden the 
scope of vision and improve decision making even more.

Optimum Forward Orientation
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Figure 14.2—Optimum Forward Orientation 
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Figure 14.3—Forecasting Triggers
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In tomorrow’s world, you’ll expect to see pre-interviews done via video so that job 
hunters can filter out potential job opportunities before spending time traveling to 
each location.

Figure 14.4 illustrates many ways the MDB can touch and be touched by an 
organization. Notice how there are many more access points today than there were 
just 30 years ago. When you see a diagrammatic representation of your buyers, you 
automatically begin to draw conclusions. For example, if today’s buyers are accus-
tomed to accessing my organization on their own timetable more so than in the past 
(remember the days in the United States when you had to get to the bank by 3 p.m. 
if you wanted spending money for the weekend), how much more impatient might 
they become in five years, and what do I need to do to ensure that our organization 
keeps pace with my buyers’ expectations tomorrow?

Depending on your organization and its geographic location and reach, these access 
points and channels are expanding every day. Tomorrow’s diagram of the MDB’s access 
points might include augmented reality systems, holographic marketing, or biology 
impressions. Augmented reality, the overlaying of a computer-generated image onto 
a real scene, could provide innovative marketing solutions to capture the MDB both

Access Points for the Multi-Dimensional Buyer
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Figure 14.4—Access Points for the Multi-Dimensional Buyer
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Consumer Preference Over Time
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Figure 14.5—Consumer Preference Over Time 

Looking out ten and twenty years into the future, you can see the trend’s direc-
tion, but you also know that if you were to abruptly shift your model to the strictly 
self-service model preferred by the ages twenty-to-forty demographic, you would 
exclude your over-sixty patrons. In addition, you and the leaders who create plans 
must account for exceptions to the model, where some customers in the over-sixty 
category mimic behaviors of those in the twenty-to-forty category.

Can you see already how these considerations can impact your decision mak-
ing today? This is the beauty of forecasting, and as you’re seeing, forecasting isn’t 
necessarily a difficult activity to perform once you have the tools and concepts to 
get started.

Notice how many dots were connected in this one-example exercise, and how 
many activities and tools from every ET category came into play:

■■ Strategizing category: planning, new product development, alliances, 
technology

■■ Learning category: awareness, global, competition
■■ Performing category: leading, empowering, innovating, selling

Leadership has to blend all the elements of ET together to forecast for their 
organizations, in the same way you just saw for this single forecast within the bank-
ing industry. 
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Figure 14.6—Sample of Charting Activity-Based Forecasting

3.	� Discuss predictions for each activity. Ask group members to share the details 
of their predictions and encourage everyone else to provide positive sugges-
tions. One reason that I suggested working in a group is because you never 
know what tidbit of information could become a value to forecasting. Someone 
on staff who has observed a trend in the making or who catches wind of a 
political event that could potentially impact one or more of the components 
could help to change the direction of your strategizing and give your decisions 
lasting power.

The group tasked with reporting on how the sales cycle will change in five 
years might look at current trends that would suggest changes in purchasing. 
They might also look at how 3D imagery platforms might improve the way you 
show your products, and how rapid prototyping may enable small firms to own 
equipment.

Sample of Charting Activity-Based Forecasting
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Establish Horizon Markers for Forecasting
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Figure 14.7—Establish Horizon Markers for Forecasting

An entrepreneur who wants to get his business to $4 million in three years so 
that he can sell it and retire in five years could place time-sensitive Forecasting 
Horizon Markers on his forecasting timeline. A multinational strategic team may 
use Forecasting Horizon Markers to inform others within their organization of 
specific dates in the future so that everyone can see the bigger picture and better 
understand their place within it. Government agencies can model simulations about 
trends in their cities or provinces, and then use Forecasting Horizon Markers to 
determine cash flow needs and budgets years in advance, allowing people to negoti-
ate contracts with suppliers.

To create your own Horizon Markers, begin by drawing your own timeline by plac-
ing the Optimum Forward Orientation image on the left and extending a straight 
line, which will be your timeline, away from it toward the right as you see in the above 
diagram. Then, take some time to determine the points in time you feel are best to 
mark on your timeline as important forecasting benchmarks. The timeline points 
and the spans in between can start as soon as in a few days, with spans between as 
short as a few days, and can extend into the future for as long as you believe you can 
realistically see your future based upon the tools you’ve already learned about. If you’re 
concerned about how to set your Horizon Markers, know that you will be getting 
more tools in this chapter to help you establish and place them on your timeline.

At the opening of this chapter, I told you about the conversation I had with the 
big-box retail manager regarding the outlook he had for his son’s future. He admit-
ted that he could envision his son’s first fifty years of life. If this man had said that 
he wanted to pay for his son’s education in full, we could forecast the anticipated 
educational path of his son and overlay it with the anticipated career progression of 
the father, using Horizon Markers to forecast how much money the father would 
need to earn and save by certain benchmarks.

In addition, we would look at factors that could impact this progression of activi-
ties: trends in education, educational costs, technologies that could influence the 
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1.	 You/Your Group/Your Organization
2.	 Customer/Client (member, patron, sponsor, etc.)
3.	 Competition
4.	 Supplier/Vendor
5.	 World/Universe

Either alone or with other leaders in a group setting, all you need to do to get 
started using the tool is to select any one of the five categories and discuss the future 
of that category as it pertains to your organization’s long-term well-being using 
preset Forecasting Horizon Markers. Typically, people like to choose the category 
that they are most comfortable with, which is fine, but you want to be sure that you 
address the other categories, too; otherwise you could potentially fall into a rut of 
ignoring categories and missing opportunities and challenges that have an impact 
on your organization’s future. So if you want to forecast your Customers/Clients 
one, two, and five years into the future, select a different category based on data and 
extrapolations the next time you forecast, eventually covering all of the categories.

Let’s take a look at each of the five areas and how you can explore them for poten-
tial forecasted opportunities and challenges.

Pentality of Forecasting
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 Figure 14.8—Pentality of Forecasting
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assume that the same amount of time will separate points B and C. The same degree 
of improvement might take only a period of months.

As mentioned regarding the Human Genome Project (Chapter 6), yesterday loses 
relevance in forecasting. In a conversation with a former director of a water and sew-
age municipality, I learned about a 1960’s forecast for a U.S. region’s increase in water 
usage (40%) based on an anticipated population increase of 40%. While the popula-
tion bumped up by 36% within the time frame, water usage only increased by 20%.184

Great forecasters disconnect themselves from yesterday’s thinking to make room 
for the future.

Think in 4D, Not in 3D

When you’re forecasting, shift your figurative perspective from 3D thinking—more 
than just the length × width × height of objects as they appear in the present or 
appeared in the past—to 4D—which also includes the aspect of time—so that 
you break free from a current- or retro-oriented focus and allow yourself to see an 
immeasurable number of new possibilities before you.

In Figure 14.9 the arrow points to the same location on the planet using the same 
date but in different years: 1964, 2010, and then again in 2029. Say that you were 
to describe where you are as you read this line of the book in 3D terms—flying in 
a plan over the Pacific Ocean—you would be telling only a part of the story. But 
if you were to explain your location in 4D by including time, then reading it on 
April 25, 1964 versus the same date in 2029, would mean something different in 
many aspects—the book’s content, the uses for the book, etc.—due to geographical, 
physical, political and other changes that occur from one point in time to another. 
Adding this additional dimension of time enables you to more accurately defines 
where you are and the possibilities available to you. Furthermore, the 4th dimension 
enables you to escape present or past thinking—“we did this in the past and it didn’t 
work”—and envision or predict potential happenings on the horizon.

The Universe in 4D
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Figure 14.9—The Universe in 4D
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would solidify the Miami-based organization’s position as a focal point for global 
real-estate transactions and enable RAMB to keep its promise to members to help 
them “list more, sell more, and make more.”

Kinney secured top services for her membership that no other association of her 
type provides. She innovatively sold her ideas to establish exclusive alliances with 
vendors and has played a matchmaking role in developing the most exclusive alli-
ances network of any realtor association in the world between Miami-based real-
estate agents and their colleagues in thirty other countries. The leaders accomplished 
this achievement despite having to combat an aggressive, low-priced competitor 
association that RAMB eventually merged with, creating the largest local realtor 
association in the United States. The combination of Kinney’s ability to create supe-
rior systems and structures and her talents as a smart forecaster have put RAMB in 
a position of success for years to come.

The Five Stages of Becoming an Enterprise Thinker

The complete transition from learning to becoming requires you to execute on a 
process that will integrate ET into your life. There are five steps in this process to 
becoming an Enterprise Thinker:

1.	 Learning
2.	 Applying
3.	 Adopting
4.	 Integrating
5.	 Becoming

The Five Stages to Becoming an Enterprise Thinker
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Figure 15.1—The Five Stages to Becoming an Enterprise Thinker
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INDICATORS OF ET PROFICIENCY
Positive Symptoms

•  People want to work with you
•  �Your projects are coming in on time 

and on budget
•   You’re reaching Desired Outcomes
•   You’re being promoted
•   �Media is recognizing your 

achievements
•   You can sleep at night
•   You feel in control
•   Fires are limited and for just cause
•   Questions from others are strong
•   You’re excited to go to work
•   �Progress is moving as planned or 

improved
•   Plans are being executed properly 
•   �Others, both internally and externally, 

want to partner with you
•   You’re generating innovative products
•   �Staff is growing, learning, and taking 

on new responsibilities
•    People are using the tools of ET
•    �Everyone is speaking the same 

language
•   Meetings are productive
•   �The right technology is being selected 

and used accordingly
•   �Performance from others is greater 

than expected

•   �Work is done in half the time, with half 
the resources

•   �Your organization grows faster than 
the industry

• �  �You begin to deliver disruptive prod-
ucts or services to other industries

•   �Forecasting has been an integral part 
of decision making

•   �You are globally minded (even if your 
organization only operates locally)

•   � �Alliances are formed and managed 
effectively

•    �The components of strategizing are 
improved

•    You’ve improved your sales abilities
•    �Competitive intelligence is done with 

precision
•    �Leadership knows its role and acts 

accordingly
• � � �Your ideas are accepted with less 

resistance
•    ��You have time to think
•    �Profits, or whatever benchmark used, 

are improving
•   �You’re now in control of your own time, 

and are not just reacting
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INDICATORS OF ET PROFICIENCY
Negative Symptoms

•  �Projects or assignments go in the 
wrong direction

•  Deadlines are missed
•  �You hear people asking questions that 

seem obvious to you but they are still 
lost

•  �What you get back is not what’s 
expected

•  �Leaders are executing before thinking 
through the action

•  Frustration is prevalent
•  �You’re spending nonproductive time 

talking about how to get everyone 
together on the same page

•  �Requests for “thinking outside the 
box” don’t deliver

•  You need conference calls regularly
•  �People are surprised at what you’re 

saying or doing
•  �Micro teams form in a coalition to sup-

port each other against you
•  �People are renegotiating what’s fair 

and workable
•  You’re making threats
•  �Everyone seems to be going in differ-

ent directions
•  You feel that your job is at stake
•  �Your organization’s effectiveness is 

declining
•  People are second-guessing you

•  �Discussions about leaving the organi-
zation or never working for you again 
are heard

•  You feel undue pressure
•  Numbers are no longer adding up
•  �You’re unsure you’re going to reach 

your Desired Outcome
•  �You’re micromanaging where people 

don’t love the changes
•  �Leadership is making late-stage 

changes to projects
•  �Negative media coverage 
•  You’re working all the time
•  Others don’t want to work with you
•  Profits targets are missed or declining
•  �Those you service or vendors are giv-

ing you some “advice”
•  �Others would rather avoid you than  

tell you what they think
• �You’re shooting off nasty e-mails in the 

middle of the night
•  Bickering over little issues escalate
•  You blame failure on others
•  Your health starts to suffer
•  You’re losing support on initiatives
•  �Me-too products are continually 

created
•  �The word str--ss* is used frequently by 

you or others
•  �Alliances fall apart and you think 

it’s them

*I never use this word and don’t even like to see it in print, because it’s so negative that the mo-
ment you say it, you feel bad.

Refer back to this chart in the months ahead to be sure that you are using ET 
proficiently to be a better leader, to optimally solve your challenges, and to build the 
promising future that your organization needs.
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