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“Paid to Think is an invaluable source of step-by-step methodologies and best practice

processes illustrated by plenty of stories to make you think or rethink how to better and

faster achieve your goals. It certainly has been one of the most precious gifts given to me.”
—MEeLaNIE ALBARIC, Marketing Manager, Rail Europe, Inc.

“If you're tired of leading at 65 mph in a 200 mph world, Paid to Think will give you the

Ferrari toolset and mindset to accelerate results and think differently. Its tools are both

contrarian and powerfully simple. This is the one book you must read—right now!”
—Davip NEwMAN, Author, Do It/ Marketing

“Thanks to David and the tools in Paid to Think, we now prioritize our major projects,
think them out more thoroughly in advance, and get most of them done on time and on
budget, which has had a huge impact on our business.”

—James F. Vaupreuir, CEO, Huebsch Services

“Using the tools in Paid to Think has resulted in a complete overhaul of our strate-
gic planning process and a dramatically improved approach to strategy and leadership
development. David’s easy-to-use frameworks and models bring pragmatic solutions
that drive progress. As a strategist, I anticipate that his book, Paid fo Think, will be my
go-to guide for years to come.”

—Er1a CHaN, Head of Group Strategy, City Super Group

“Paid to Think shows leaders how to think more and think better to meet their chal-
lenges. David Goldsmith brings structure and rigor to how leaders can think more
effectively with easy-to-understand principles and practices.”
—MaARK SANBORN, President, Sanborn and Associates, Inc.,
Bestselling Author, The Fred Factor and You Don'’t Need a Title to Be a Leader

“Paid to Think shows leaders how to think and how to lead. This is the book that should
be at the top of your reading list.”

—ERr1c CHESTER, President, Reviving Work Ethic, Inc.

“Paid to Think enables you to find the root of your challenges, implement solutions, and
quickly take your organization to the next level.”
—JENNIFER SCHRODER, VP Marketing,

Special Market Sales, Galison Publishing LL.C

“David Goldsmith is unique in that he can see a 50,000-view of business and manage-
ment and can also deliver the hand-to-hand tools to win.”
—JEFFREY GITOMER, Author, The Little Red Book of Selling



“Paid to Think provides straightforward tools to help you strategically position your
organization forward.”

—JaniNeE McBeg, CUDE, Southwest CUNA Management School

“I thought that Paid to Think was about work. It’s not. It’s about life, and it has changed
my life in many ways. This book is a must-read for anyone who is daring enough to
change!”

—SHEILA FrANCIS JEYATHURATIL, Director of Business Development, Rouse

“David’s mind works in the most incredibly unique fashion I have ever seen. Read Paid
to Think as if your entire strategic life depends on it, because it does!”
—Apam Brorrman
Chief Creative Strategist, Something Massive

“Paid to Think will help you make higher-quality decisions and better outcomes. Don't
miss this read!”
—Don Hutson, #1 New York Times Bestselling Coauthor,
The One Minute Entrepreneur; CEO, U.S. Learning

“In an age when so much management flimflam masquerades as new knowledge, David
Goldsmith’s Paid to Think provides a refreshingly detailed study in the proven mechan-
ics of sound business thinking. Read and re-read this book!”
—James H. GiLmorg, Coauthor, The Experience Economy:
Updated Edition and Authenticity: What Consumers Really Want

“Paid to Think bridges the gaps left by management techniques one learns in business
schools.”

—ARrucHA PromyaNoN, Former Channel Manager,
Fuji Xerox (Thailand) Co., Ltd.

“This book does more than provoke thought—it creates results!”
—Jok CaLrLoway, Author of Becoming A Category of One

“Paid to Think gives you all the tools you need to focus your organization, be innovative,
and achieve targeted results. No guiding guru needed.”
—SANTIAGO JOoHNSON, Branding Director, Leonisa S.A., Colombia



Paid to

THINK

A Leader’s Toolkit for Redefining Your Future

ACHIEVE MORE, EARN MORE, LIVE MORE

BY DAVID GOLDSMITH
WITH LORRIE GOLDSMITH

EES

7

BenBella Books, Inc.
Dallas, Texas



This book is designed to provide accurate and authoritative information about business and leadership.
Neither the author nor the publisher is engaged in rendering legal, accounting, or other professional services,
by publishing this book. If any such assistance is required, the services of a qualified financial professional
should be sought. The author and publisher will not be responsible for any liability, loss, or risk incurred as a
result of the use and application of any information contained in this book.

Copyright © 2012 by David Goldsmith

All rights reserved. No part of this book may be used or reproduced in any manner whatsoever without written
permission except in the case of brief quotations embodied in critical articles or reviews.

B

==

BenBella Books, Inc.

10300 N. Central Expressway, Suite 400
Dallas, TX 75231

www.benbellabooks.com

Printed in the United States of America
10987654321

Library of Congress Cataloging-in-Publication Data is available for this title.
978-1-936661-70-1

Editing by Lorrie Goldsmith

Copyediting by Shannon Kelly

Proofreading by Cape Cod Compositors, Inc. and Rainbow Graphics

Indexing by Barbara Holloway, WordCo Indexing Services, Inc.

Cover design by Jelena Mirkovic

Text design and composition by Maria E. Mendez, Neuwirth & Associates, Inc.
Printed by Bang Printing

Distributed by Perseus Distribution
www.perseusdistribution.com

To place orders through Perseus Distribution:
Tel: 800-343-4499
Fax: 800-351-5073

E-mail: orderentry@perseusbooks.com

Significant discounts for bulk sales are available. Please contact David Goldsmith at books@paidtothink.com
or 315-682-3157.



To my wife, Lorrie, my love of 26 years,
thank you for everything. There are no words to describe
what you mean to me.

“~DAVID

To my sons, Adam and Jake,
I wish for you love, happiness, and experiences
that will enrich your lives as much as you have mine.

“~DAD



186 | PAID TO THINK

allowed the allies to shave operating expenses and maintain services to their members.
In October 2009, the governors of Alabama, Mississippi, and Louisiana® 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

Consortium

Project Joint Venture
Joint Venture

Merger

o0k wd

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)

Alliance Type Duration Resources
Ad Hoc Short Term Low Resources
Consortium Long Term Low Resources
Project Joint Venture Short Term Medium Resources
Joint Venture Long Term High Resources
Merger Long Term High Resources
Acquisition Long Term High Resources
© 2010 David Goldsmith All Rights Reserved Download at www.paidfothink.com

Figure 5.3--Six Forms of Alliances (internal & external)
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Take some time to review the chart, and then read the descriptions and examples
that follow for each category. Although the categories may appear simple at first,
they’re not. There are nuances and in some comparisons, slight differences that dis-
tinguish one form from another. Once you understand the characteristics of each of
alliance, you will be able to select the one that aligns most appropriately with your
Strategy, Macro Tactics, and Tactics.

Ad Hoc

An ad hoc alliance is an impromptu committee or group that you pull together when
you need to fulfill a specific purpose. As soon as your ad hoc alliance has completed what
it has set out to do, it is disbanded. Ad hoc alliance members work together under their
own authority. Most ad hoc alliances are short-lived and require minimum resources.

An ad hoc alliance would be a committee of educators that comes together to
review the opening of a new tutoring center, and then disassembles once the group
has served its purpose. A legal team aimed at researching court records for a short
period of time would also be an ad hoc alliance. Consider, too, the county parks
group and university that have banded together to explore options for landing a
government grant, or a community development group united for determining local
interest in a mall project.

Consortium

A consortium is a band of groups or individuals who pool a limited amount of
their resources in the pursuit of some type of leverage and shared desired outcomes.
When you join a consortium, you expect that your resources combined with the
resources of others will produce greater value than your individual contributions.
You also invest a smaller fee or contribution than you would if you were working
on your own in order to gain access to some type of benefit, such as educational
programs, social events, professional discounts, legal representation, news updates,
client leads, lobbying, capital, technologies, and/or research, depending on the pur-
pose of the consortium.

If you're a member of a consortium and your Desired Outcome changes, you are
likely to leave the consortium. For instance, when a dues-paying member no longer
needs the services of a professional association, they opt not to renew their mem-
bers, or when a country encounters a conflict with other countries in a consortium,
that country decides to pull out of a worldwide initiative.

Consortiums can be large or small. The Avaya Users Group, the Society of
Thoracic Surgeons, the Association for Corporate Growth, the Wallcoverings
Association, the United Nations, and chambers of commerce are all consortiums.
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A collaborative consortium based in Switzerland, the European Organization for
Nuclear Research, or CERN, is a $9 billion, 20-year project involving 10,000 scien-
tists from more than 100 countries, 38 participating countries, and 150 universities.
CERN’s purpose in creating the world’s largest and highest-energy particle acceler-
ator, the Large Hadron Collider (LHC),* is to test predictions of high-energy and
particle physics. The value derived from these consortiums could never be produced
by any one research group, firm, or university alone.

Perhaps you know of other organizations—noncompeting entities that are
located outside your geographic area, earn a greater or lesser volume of gross annual
sales, or service different customers or communities—who could benefit from join-
ing forces with you to address a specific cause or challenge. For instance, if you're a
Latin American cocoa producer whose crops are threatened by the fungal disease
frosty pod rot, you could form a worldwide consortium with cocoa producers within
your region as well as with Africa and Southeast Asia to combat a variety of fungal
diseases in ways that you could never do on your own. Or say that you need a par-
ticular technology that costs $250,000, but you can’t foot the investment on your
own. Ally with other organizations that can each contribute $25,000 and share the
technology with you.

The opportunities are there; you just have to reach out and make them happen.

Project Joint Venture

A project joint venture (PJV) is an alliance formed between two or more parties
for the duration of a specific project. Although most PJVs are short-lived, some
last longer than others depending on the project and the industry: one industry
would consider “long” to be two months, while another would consider “short” to
be two years. When you're involved in a PJV, both you and your ally maintain your
own management structure and operation control throughout the PJV. Then, when
you've completed the project, you part ways.

Regardless of your industry or sector, a PJV is advantageous when you need help
on a project but don’t want to be “married” to your ally. In 2009, a team of doctors
allied in a PJV to help a patient regain her sight. The alliance, which was formed in
Florida, brought doctors together from*? the dental, ophthalmological, and general
medical fields to perform different functions within the project: a dentist removed
the woman’s eyetooth and reshaped it, and then an ophthalmologist implanted the
tooth into her eye as a structure to hold a new lens in place. Once the patient, who
was blind for nine years, could see again, the doctors disbanded and went about
work as usual in their individual practices just as they did before the PJV.

Earlier we talked about vendor-customer relationships, and I cautioned you not
to mistake general transactions for alliances. However, there are times when the
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vendor-customer relationship—those where the customer is paying for a service—is
typically a PJV type of alliance. When an advertising agency creates a campaign, an
engineer creates a new product design, a videographer shoots a training film, or a
landscaper spruces up a yard, the party that does the work and the one that does the
paying are allied for the specified period of time. Think no further than your utility
or phone companies, for they are PJVs. In a vendor-customer relationship where the
terms of the PJV that are set beforehand have been fulfilled, the allies conclude the
alliance and part ways.

PJVs exist for a period of time and utilize fixed resources to achieve a very specific
purpose and a shared desired outcome, much like how the film industry approaches
the making of numerous Hollywood movies, which I call the Hollywood Model.*3
An organization decides to make a film. It hires filmmakers, directors, casting agents,
actors, makeup artists, composers, and computer-generated-imagery experts, who
come together for the project. After the work has been completed, these people
disband and part ways. These groups then reform within a new production. Most
companies supporting the film industry are small firms of fewer than twenty people.
That’s why when you see the credits for a movie, you'll notice one company logo
after another roll across the screen.

PJVs can be created internally among individuals, departments, and business units,
too. If you were to host an open house at your company, and you decided to secure a
purchase order with your food and beverage department for its catering services, you
would, in essence, be establishing a PJV for the event. Once the event ends, the PJV
ends as well. The next time you're selecting Macro Tactics and Tactics for a project or
special event, strategize on how a PJV might expand your potential to do more with
less, to capture new markets, to secure a new role within an organization, and so on.

Joint Venture

A joint venture (JV) is an alliance where two or more parties share resources and
risks and invest some form of equity during a longer-term alliance than they would
in a PJV. Although the allies in a JV tend to share management decisions (with legal
parameters), they also retain their individual ownership and management structures.
All parties are tied to the risks and responsibilities of the JV, and their investment
tends to be significant.

Like local U.S. television stations who are allied with NBC, ABC, or CBS, affili-
ates are a type of JV. Affiliate is an old term that’s taken on new meanings over the
years. An organization that’s owned by a much larger organization can be called an
affiliate. Two organizations owned by a third organization also can be called affili-
ates. Affiliates tend to be looser alliances than mergers or acquisitions, and require
fewer resources.
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When Lockheed Martin and Boeing created the United Space Alliance® in 1996
with offices in Florida, Alabama, California, and D.C., its mission was to provide
NASA with services related to the human space-travel industry: designing and
planning flight operations, logistics, vehicle processing, payload integration, astro-
naut flight control and training, software development, launch and recovery, and so
on. The JV was formed to leverage both parties’ joint capabilities to handle a job
that would be difficult for either party to take on alone. By pooling their resources,
both organizations were able to take on this enormous task and still pursue other
independent strategies.

Because the wording is similar between PJVs and JVs, some people are inclined
to confuse them, so here’s an example you can recall if you find yourself doing the
same. Say you want to build a casino. You first form a JV by investing money in the
building costs of the structure and the start-up costs of initial operations, while your
ally contributes the expertise to develop and run the casino. The two of you are in
this casino together for the long haul.

At the same time, you enter into a PJV with a developer who builds the casino.
You hire the developer and work with him until the casino has been built. Once you
cut the final check to him for his services, the building project is complete and your
alliance terminates.

Mergers

Oftentimes, people talk about mergers and acquisitions as though they are the
same, but when I ask them, “Would you rather be merged or acquired?” they express
strong opinions for or against either, depending on their point of view. If you're
being acquired, and you're the owner, you could be in for a windfall. If you're being
merged, and you're the leader of a company, you have advantages. The point is merg-
ers and acquisitions, while they can be similar, are separate and different.

A merger unites two or more groups into a single legal entity. The parties share own-
ership, leadership, and management structure, and they join their assets and resources.
A merger is highly resources driven and considered to be long term. You might merge
two development teams or two marketing departments or even two administrative
pools. A marriage is a merger of sorts, and there would be some pretty upset spouses
out there if they learned that their ally considered the alliance to be a PJV.

Governments may use internal mergers to leverage efficiencies, save manpower,
and reduce costs. Around the world, you'll often hear about local government offi-
cials who are seemingly in continual talks about merging several districts’ fire and
police departments for these reasons. Washington State water district mergers®™
have reduced 800 districts to 171 over many years, enabling the state government to
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reduce head count, consolidate resources, improve services, and make more efficient
use of the taxpayers’ money.

Mergers carry a certain level of complexity to them, because parties must address
legal issues such as conditions, representations, warranties, covenants, and opera-
tions and termination. In addition, if you're a decision maker who must manage the
merger process and the ensuing daily responsibilities, you need to develop the new
framework so that the merged alliance runs optimally. Determining the day to day
responsibilities and functions of the merger will vary based on several different fac-
tors: the industry, the parties involved, and the size of the merger.

If you believe that a merger is the best alliance choice for you, it is important that
you understand fully what youre getting into before you take action. This is a measure
that many people fail to take, putting themselves and the merger at risk for failure.

Be careful that you don't let the popularity of mergers fool you into thinking that
a merger is right for you until you have made certain that it actually is. Then choose
your tactics carefully and detail them so that they are executed properly. One great
decision can make everything work well, while one bad decision could impact your
tuture for years to come. Seek expert legal representation when you enter into a
merger to be sure that due diligence is performed and that all loose ends are tied up.

Acquisitions

Acquisitions, also known as takeovers or buyouts, occur when one entity takes com-
plete control over another, either by purchasing it outright or by buying up more
than 50% of its shares. Most acquisitions tend to be long-term alliances that demand
a great deal of resources from those involved. When Chairman and CEO Michael
Dell of Dell, Inc., the world’s second-largest manufacturer of personal computers,
shifted strategy to expand the firm’s offerings, he acquired Perot Systems,*® which
provides computer services. The alliance was a logical one, because it afforded Dell
the ability to add new services quicker and more cost effectively than if the com-
puter giant had set out to build an entirely new company from scratch.

Like other forms of alliances, acquisitions occur for many reasons. Sometimes,
decision makers need technologies and find that an acquisition allows them to accom-
plish the task easily, as was the case when Prime View International purchased E Ink,*’
the cutting-edge electronic paper technology used in the Kindle and other e-readers.
Other acquisitions occur to gain personnel, with one organization headhunting to lure
a talented employee away from a competitor. Still others take place to allow an orga-
nization to grow rapidly without expending the time to build a second organization
from the ground up. Acquisitions involve the transfer of all kinds of assets.

Although acquisitions can be friendly, the types that make for juicy headlines are
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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

[ ] Form Identify the form of alliance that best meets Desired Outcome and Strategy

[ ] Risk Evaluate risk assessment thereby deciding if the alliance is worth the effort

] Ally Select the right ally by using the “Development Funnel”

[] Objectives Set clear objectives and commitment levels for all parties

[] Financials Agree on financial contributions and draws for all parties

(] Budgets Outline the budget and develop a financial management plan

] Controls Establish controls, metrics, and milestones along with how this will be developed
] Human Resources Determine human resources requirements including the who, what, and where

* Establishing alliances requires Cyclonic Thinking and all the activities of Enterprise Thinking.
* No one activity is more important than another: thev all influence an alliance’s abilitv to perform and succeed.

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

Figure 5.4—Alliance Pillars Checklist
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MORE RESOURCES

YOUR JOURNEY AS AN ENTERPRISE THINKER has just begun. I'm inviting you to
stay in touch and connect with other people who are paid to think through the many
venues I've created to help you continue to grow and develop:

www.davidgoldsmith.com—Improve your ability to perform even more
and gain a deeper understanding of some of the ET concepts with the many
resources on this core website, such as the Goldsmith Institute, where you
can engage with video, audio, and other tools. Also available on the site are
full courses and products to further your learning process. In addition, if
you would like to bring your Paid to Think experiences to your organization,
there is information about how to contact me for consulting, advising, and
speaking.

www.paidtothink.com—Visit this site to download graphics and charts
from Paid to Think and to add the most up-to-date thinking tools to your
ET toolkit. You can ask questions about Paid to Think and get answers, watch
videos, and discuss with like-minded people how they are using Enterprise
Thinking to make a difference in their lives.
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Individual chapters for the way you work and learn

“For six months | fought with the publisher...
then finally | was able to purchase one chapter.”

That’s a real quote from an executive named Elizabeth who wanted only multiple
copies of a single chapter of a certain book to lead her staff members to desired
outcomes, but she wasted valuable time and effort appealing to the book’s publisher
for the tools she needed. Maybe you've had the same wishes as Elizabeth; perhaps
you supervise, oversee, or manage a group of people, and you've wanted similar tools
to maximize potential and drive performance but found that chapter singles were
inaccessible or unaffordable. Well, put all that behind you, because I've made Paid
to Think chapter singles easily and quickly available.

So while I'm sure you're perfectly willing to purchase the entire book of Paid
to Think tor yourself or for a leadership team, I also understand that there may be
times when it’s more efficient or cost effective to buy single chapters given certain
circumstances.

In these types of situations, some of which are included here, single chapters can
be a quick and easy solution, such as:

When you work with a large team and you want them to understand a single
topic without breaking your budget. Say that you're working on developing
new products within a department consisting of 47 staft members and seven
leaders. In an instance like this, exposing all 54 participants to Chapter 4,
Developing New Products and Services, would put everyone on the same
page and ready them to proceed on the project at hand.

When you're about to undertake an endeavor and reading the entire book
at that time is not feasible, you can address a particular topic area quickly.
Let’s assume you about to enter into negotiations with a prospective ally,
and youd like both your team and the other party to build a successful union
based on PTT’s proven Alliance Pillars. Distribute copies of Chapter 5,
Establishing Alliances, and you’ll not only fend off the needless challenges
that often plague alliances, but build the kinds of alliances that help your
organization achieve desired outcomes now and in years to come.
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And there may be other occasions:

When you're searching for the type of gift to give that provides real value at
any time.

When you want to do a monthly program covering the topics of Paid to
Think in your own order preference.

Unlike past experiences that you or your colleagues may have had in obtaining indi-
vidual chapters, Paid to Think singles offer you the flexibility to order when you
want, how you want, and how much you want, because it’s the firstbook that’s ever
been released in print, as an e-book, and in the form of convenient single chapters!
In addition, Paid to Think—the book and single chapters—is available in audio for-
mat, too. So visit your e-store or paidtothinksingles.com, choose the format and
method of delivery that best suit your busy lifestyle, and start to achieve more, earn
more, and live more . . . even if it’s one chapter at a time!

Kindle | iBooks | SonyReader | Nook



For more information, links to purchase book, and additional resources, visit

www.PaidtoTHINK.com

Scan to visit PaidtoTHINK.com web site
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