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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
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simply as “Turn 4.” Throughout the race, you've kept a pretty good handle on other
cars’ locations in relation to yours, but the last time you rounded this turn, your
attention lingered on the rear-view mirror for just a couple of seconds too long,
and you nearly lost your position by two slots. This time, youre more focused. You
remind yourself that you've spent months studying up on your fellow drivers and
reviewing tapes of past races, and you can predict with some certainty how the driver
of car #2 is going to enter this turn. Based on your combined knowledge of the past,
present, and predictions of the future, you know exactly where you need to be enter-
ing the curve, how to bank the turn, and when to accelerate your way to the second
position.

Seconds later, you careen past your competitor and slide into second place, hot on
the bumper of the first-place car. Though the rear-view mirror and in-the-moment
decisions have helped, you credit your mini success on the future-focused planning
you did before entering today’s race.

Whether you're racing a car or leading an organization, getting ahead of your
competition using information from the past and present can only get you so far. You
also have to continually focus on the future ahead as you plan your next best moves.

Even if you believe that you are already future focused, chances are you will com-
pete more successfully by extending your view farther into the future (which you will
learn in more detail in Chapter 14). For now, you can make the improvement by
looking beyond the future of your organization’s products, services, and geographic
factors to identify trends, patterns, cycles, threats, and opportunities presented by
other industries and sectors, and from vendors, customers, and technologies that
can render your offerings out of date, obsolete, or available through nontraditional
channels both for external and internal offerings.

The ET Competitive Intelligence Process

By now, you can probably see how the ET tools that you have learned so far are
designed to improve your decision-making capabilities. The ET Competitive
Intelligence Process is a six-step mechanism that will make you a more effective
strategizer by providing you with reliable and current information about your com-
petition. Remember, the competition may be the person sitting in the next room or
a business unit around the world. It’s important to keep your perspective of com-
petition dimensionalized in order to ensure that your thinking is broad enough to
cover all types of competition.

This process contains effective CI activities derived from both the business and
military worlds, making it a timeless ET tool that can be universally applied by
people in any industry or sector, at any management level, across all cultures and
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geographic areas, and for any aspect of work and life. Whether your needs are simple
or complex, you can use the model for multiple purposes, such as to get the informa-
tion you need to secure a grant for research, to develop an incentive program in your
office, to make your next personal career advancement, to pass your school district’s
annual budget, to fund and patent a new invention, and so on.

Look at Figure 9.1 and notice how the process begins and ends with strategiz-
ing, an important component of effective CI that is typically missing from models
and processes. I first became aware of this gap in CI processes while seated on a
plane next to a military intelligence expert. We were two strangers who struck up a
conversation that eventually turned to the topic of competitive intelligence. It was
then that my fellow traveler spoke of his life’s work with the United States Central
Intelligence Agency. He was an expert in CI, so I pulled out what must have been
the eighth version of the ET CI Process in progress, and he shared with me how
the military recently learned that if they did not start off with strategizing about CI,
it could easily miss its mark. My immediate aha moment forced me to consider the
role of strategy within the context of the ET CI Process; what would you actually
need in order to achieve your Desired Outcome?

With strategizing as an initial part of this process, you are forced to ask the hard
questions up front about what you want CI to achieve for your organization, who
is going to perform the various functions of CI, and what types of information you
and your people are setting out to secure. In essence, the ET CI Process is a tool that
enables you to plan your course of action much like playbooks and film help sports
coaches prepare for their next games.

It’s also important to understand that strategizing comes into play at two separate
times for two separate purposes. In the beginning, your strategizing is focused on
how you will use the CI process and for what purpose. In the end, the final step of
strategizing is about plugging the competitive intelligence into your CST Model to
empower you to make informed decisions for your organization.

Your new tool is composed of the following six steps of the ET CI Process:

1. Strategize about how to use the ET CI Process to reach your Desired
Outcome. Determine who will perform each of the steps and how to
ensure that you have reliable and useful decision-making “fuel.”

2. Collect data about your direct and indirect competitors and be sure to
include factors that could impact your ability to compete—political, le-
gal, technological, consumer-driven, etc.

3. Assemble information that causes current and impending challenges
and opportunities to jump out at you.

4. Create knowledge from raw data, so that you are you in a greater posi-
tion of control over your organization’s destiny.
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5. Review “products” of CI work that you have identified to this point to
confirm their accuracy. You want to connect the dots in hopes of creat-
ing more and better new knowledge.

6. Strategize for the organization by plugging the CI knowledge into
your CST Model. Data alone means nothing, really. In order to make
the ET CI Process work for you, you must integrate it into your decision

making.

As you and your team follow the steps of the CI process—Strategize about using
the Process, Collect Data, Assemble Information, Create Knowledge, Review, and
Apply—you must be sure that the competitive intelligence supports your Desired
Outcomes.

1: STRATEGIZE ABOUT USING THE PROCESS

'~ The first part of the process, strategizing, requires those in leadership
to begin to define certain parameters necessary to create targeted CI.

Before you even execute the other five steps of the process, you
need to make some determinations about the use of the ET CI Process. You can’t just
tell people to collect information; you must first define the type of information and
how you want to use it. Some, but certainly not all of the questions you might ask are:

What is our reason—our strategic intent—for using competitive intelli-
gence at all?

What is our Desired Outcome of engaging in CI activities?

What is the defined Strategy of the CI?

Do the Desired Outcome and Strategy for CI align with our organizational
(or group) CST Model’s Desired Outcome and Strategy?

What Macro Tactics are we considering: ie who will collect data, what data do
we expect our collectors to collect, and how, when, and where will they collect it?
What skills will our collectors, assemblers, analyzers need in order to gather,
assemble, and interpret the right information correctly?

Is our strategic intent going to make the best use of our resources?

Are there technologies available that will enable us to automate any activi-
ties within the process?

Are we accounting for challenges that may hinder collection and timing?
Who should have access to competitive intelligence data at different stages
of the process?

How will we use the data to progress our organization toward our Desired
Outcome/s?
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How will we guard data, and how will we determine the people who will
have access to it?

Do we have the right people on hand to help us convert raw data into usable
knowledge?

Strategizing about how to use the process varies with different circumstances.
Glancing at the step Collect Data, think about the guidelines and instruction you
would give your collectors. If you're a private investigator, you might tell your team
of collectors to shoot photos and videos, gain possession of contracts, or tail a mark.
If you’re producing a news program, you might instruct your reporters to secure
documents, contact experts, and interview witnesses.

In addition, you must be specific in your requests for information. Be careful not
to assume that everyone somehow understands what you want. Giving others a
broad directive like “collect information about Company X” could fetch computer
printouts, aerial photos, and organizational charts. You will surely be disappointed
with the results, no matter how thorough, if you had originally wanted specs and
prototypes of not-yet-launched products instead.

Asyoudetermine the content of CI, consider the following categories of information:

Human: any information related to people such as behavior, language,
eye movement, cultural traits, patterns, cycles, activities, repetitive actions,
meetings, and travel.

Signals: any message that identifies a trail, such as Internet histories, elec-
trical signals like radar from submarines, or tracking phone calls, engine
sounds, and linguistics.

Imagery: any visual intelligence that gives you a quick snapshot of a condi-
tion such as maps, photos, drawings, videos, etc.

Tangibles: any physical “data” such as documents, products, contracts, fab-
rics, samples, test tubes, chemicals, architectural plans, etc.

To use this process to improve the decisions you make, you need reliable infor-
mation and knowledge, and that reliability hinges on the skill levels of your people
and how well data is collected and handled. Taking this initial step will get your CI
process off on a good foot and ensure that it is aligned with Strategy.

Strategize about Your “Collectors”

One of your first tasks is to decide who will collect data and how you want to
organize collectors. Certainly, you can take an informal approach to getting your
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collectors together, keeping it as simple as asking one individual to find out cer-
tain information for you, or you can assemble a team to coordinate the activities
involved in gathering information. Regardless of whether you have a complex or
simple endeavor, you will want to make some determinations about your collectors
at this strategizing juncture of the process.

Your gatherers can come from inside your organization or outside, depending
on your circumstances and needs at the time. For instance, you might want to ask a
friend working at another organization what she knows about the companies who
are submitting bids on a construction job. Or, you might find it better to have a
group of internal staffers working as a team to coordinate research on a local city
revitalization project. As you decide which alternative is best for you, you will want
to consider the systems and structures you put in place to coordinate their efforts so
that they can easily report back to you.

Sometimes, keeping track of CI requires teams of people and support groups.
Their involvement can be crucial to collecting the information you need, so be sure
that you select the right people and give them all the tools they need to perform
their missions successfully. Also, you will not only want to select people who have
the highest chance of collecting the right types of information for you, but who can
be trusted to work in the best interests of your organization. You don’t want to one
day discover that someone who is supposed to be collecting information for you has
turned “double agent” and is feeding your information to a competitor. And since
circumstances change, you'll want to assess your collectors’ performances periodi-
cally to ensure that these people are meeting your organization’s needs. Otherwise,
oversight in this area can create a domino or chain reaction to occur, preventing you
from getting the CI you need.

In the world of international espionage, superpower countries launch cyber
attacks on each other, and they fund individuals and universities to research even
better ways to conduct types of cyber surveillance and attacks. Japan, the United
States, and the Republic of Korea cyber-attacked 8.9 million computers in China
in 2011, up from five million in 2010. A 2012 Wall Street Journal article reported
that the “U.S.-China Economic and Security Review Commission found that the
U.S. telecommunications supply chain is particularly vulnerable to cyber-tampering
and an attack could result in a ‘catastrophic failure’ of U.S. critical infrastructure.”**
In times of peace and in situations of heightened military tension, these countries
want to be positioned to immediately collect data from strategic CI surveillance
mechanisms to plot their next moves.

Selecting the right collector of this information is extremely important. Leadership
must play out the scenarios as well as they can so that when the collector goes to
gather information, they get what they need.
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2: COLLECT DATA

— Now that you have determined who will collect the data—a single

erson, a team, an alliance, an outsourced organization—how the
) ) ’ y

will collect it, and where it will be stored for your assemblers, you
need to monitor the collection of information and be ready to adjust your method-
ologies so that the data remains relevant and accurate.

Here is why: Data collection can be a one-off activity, or it can occur on a con-
tinual basis. You must define your best collection method and then instruct others
about how to collect what you need. Prior to 2008, a NYC boutique owner wanting
to determine what to sell and how much to warehouse might have wanted to col-
lect data as a one-off activity using traditional means—inventory figures, competi-
tors” offerings and price points, trade journal stats, fashion and clothing shows, etc.
But if the store owner had read an article in the newspaper ten months later that
gave him new information to consider, he might have switched his method of data
collection.

Say that the article offered a continual data-collection technique that might have
been better aligned to the owner’s needs. It reported that it monitored the increases
and decreases in the number of turnstile turns at various subway locations through-
out the city, and it cited a 14% decline at one station located near his boutique and
other high-end shops in his area. Perhaps it would have been important for assem-
blers to know data like this.

Current data (or one-off data collection activities) can provide you with valuable
information. However, it should be used only when appropriate, meaning you must
realize that it may paint part of the picture for you when, in fact, you need infor-
mation about what has transpired over time to get a complete understanding of a
competitor. By identifying market changes, observing new legislations, scanning
databases, talking with clients, attending trade shows, purchasing competitors’ prod-
ucts at intervals to review improvements, or chatting up different suppliers, you are
able to give data to your assemblers (and knowledge creators) that indicate possible
cycles, patterns, and trends. Data that shows a change or progression of activity over
time will help you not only with strategizing, but also with forecasting future chal-
lenges and opportunities, too.

Collection of data can occur in unexpected places. Long ago, our regular package-
delivery driver from a well-known U.S. delivery company informed us that one of
his area managers had been tagging along with him on our route, writing down the
names of our suppliers off the boxes that were being delivered to our business, and
then passing these names on to his son who was opening a competing business in
the same industry.

The collection process itself can sometimes be as easy as observing happenings
that occur out in the open. Collectors with a little time on their hands can produce
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valuable information just by watching online videos, trailing a competing CEO to
the airport to find out the destination of his or her next business trip, or talking to a
realtor friend about who is making recent real estate purchases in the area. The VP
of a U.S. national company told me a story about how the organization was look-
ing to develop some land, and they had been purchasing all the real estate quietly
to keep the prices down until the CEO made the mistake of flying to a property
on his private jet that had the company logo on the tail. Those looking for CI had
their answer.

In general, a great deal of competitive intelligence is free and fairly easy to find, if
you know where to look. Most often you can locate the data you need from databases,
reports, newsletters, bulletin boards, direct contact, interviews, consultants, trade
journals, trade groups, sales groups, government recordings, clipping services, suppli-
ers, and other resources like these. Other times, just observing the happenings around
you can provide collectors with appropriate and current data, such as monitoring the
number of cars that are parked in a competitors’ parking lot at various times of the
day. Automated tools, like Google Alerts, that will e-mail up-to-date notifications
to your inbox whenever your organization or its competitors are listed on the Web,
require little time and free up collectors to engage in other collection activities.

Some organizations feel the need to take collection measures to a darker level
and require their collectors to access bank accounts, pick through trash, install
mechanisms that monitor activity on computers, hack into computer networks, tap
phones, etc. Many of these types of collectors use technology—a virtual flip-of-the-
switch technique—to gain instantaneous information. However, to gain valuable
and useful data from organizations—with, perhaps, the exception of those involved
in national security—you do not need to take such drastic steps, and some might
find themselves in legal hot water if they do.

But before you rush to judgment, realize that most people have engaged in some
sort of collection activity that another person or organization might find question-
able, so the idea of ethics is certainly a subjective one. For example, have you ever
retrieved a brochure from a competitor’s trade show booth or called a competitor
and asked for a price quote all while pretending to be a prospective customer? Some
firms hire photographers to take aerial photos of a region to catch a glimpse of a
competitor’s operations below. And why do you suppose American football coaches
teel compelled to cover their mouths with clipboards while speaking directives into
their headsets during televised pro-football games?

Another method you can use to collect CI is to address people who are not inter-
nal to your competitors’ organizations but who are affiliated with them just the
same: for instance, by reaching out to consumers with surveys or through social
networking. Companies like Communispace connect corporations to consumers for
the purpose of providing feedback and data on CI. Communispace in particular
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gathers groups of 300 to 500 people who are interested in discussing a topic of rel-
evance to a company—a product, service, image, brand, etc.—and these consumers’
insights and commentary can be used by decision makers to plot their organization’s
next steps. For instance, the consumer groups might shop a competitor, blog about
a product, or take a photo of their pantries and send it to Communispace to share
with its clients. Imagine the value of peering into multiple consumers’ pantries and
seeing your product (or not) in relation to your competitors’ products.

The point: there are many different, creative, and effective ways that you can
collect data on your competitors—talking with vendors, purchasing a competi-
tor’s product, researching political campaign donations on the Web, attending
trade shows, keeping tabs on new legislative acts, etc.—and it’s up to you to find
and use those that most aptly fit your circumstances. Take a look at the ET CI
Process again and read through the different collection approaches listed in the
Collect Data step. With so many options, you're bound to find one (or many) to
meet your needs.

3: ASSEMBLE INFORMATION

If you're like most leaders, once your collectors have collected the
data, you will be eager to use it. While information alone can be
valuable, most often, leaders need the gathered information to be

assembled into a form for practical use. Typically, the collected data is just a clump
of “stuft” like conference brochures, product descriptions, sales price lists, or online
research statistics that needs to be organized in some fashion. Depending upon the
amount, variety, and complexity of the data you've gathered, an individual or a team
can properly assemble the information for you. The same people who gathered the
information may assemble it, or in larger organizations, special teams or depart-
ments may take over the task. Often, these assemblers are hired specifically for their
skill in interpreting data. (Many assemblers are versed in the activity of data mining,
the process of looking through data for cycles, patterns, and trends to create more
usable information.)

Like a team of investigators who have assembled information from a police scene,
the information needs to undergo some transformation so that its meaning can be
derived from it. In this step, assemblers sift through data, eliminate redundant infor-
mation, highlight trends, uncover gaps, condense and compile statistics, and create
graphs, charts, and other models that can help others to understand the data. In an
attempt to extrapolate and deduce a true and realistic understanding of competition,
assemblers may have to ask collectors to gather additional information to fill gaps
left from previous collection attempts: photos don’t reveal all working parts of an
engine or static drowns out portions of an audio-taped conversation.
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Assemblers should also be on the lookout for misinformation such as material
that has been intentionally planted to mislead your collectors or bits and pieces of
data that could be misinterpreted and subsequently lead to false conclusions. One of
the ways to avoid being misled is by having skilled assemblers on board who aren’t
likely to jump to conclusions or to stop short of collecting complete information.
Trained professionals are more likely to dig deeper, questioning motives of a com-
petitor, trying to figure out the rationale behind a move, and accurately identifying
abnormalities in normal patterns of behavior. The assembler who is skilled might
say, “Hey guys, statistically there is an 84% chance the competitor would turn right
and they turned left. Something’s not right here. We need eyes on the street imme-
diately,” instead of taking a move at face value.

At the conclusion of this step, decision makers should end up with clear and
accurate intelligence that they can use to make better decisions. Sometimes, the pro-
cess is complex and occurs over a long period of time, but quite often, it is as simple
and quick as collecting brochures, videos, and pictures from a trade show, spreading
it all onto your desk, and putting some order to the information that will eventually
heighten your awareness and knowledge of the competition.

4: CREATE KNOWLEDGE

— Raw data does not usually provide the quality of information that

! you need for outpacing your competitors. You, your group(s), or

other designated people who will become integrators, sifters, and
data miners must interpret and analyze the findings and then create knowledge that
will become useful to you as you strategize. Therefore, you and your group must
connect the dots by looking at the findings from every angle and questioning every
assumption, in order to determine how you and/or your organization can use the
information as competitive intelligence.

Sometimes you will create knowledge but then realize that you must return to the
collection and assembly steps to fill in missing pieces of information. Other times,
you might need to take an action that forces your competitors to make a counter-
move, which in turn exposes to you what they are planning to do next. Think of the
strategizing behind your moves as similar to that of a chess player who wants to take
an opponent by surprise.

In certain instances, you might not uncover the information that you were expect-
ing to find. That’s often the case when you set the process in motion to confirm an
assumption. If you find that you run into this situation, you should go back to the
first step of the ET CI Process and re-strategize.

The knowledge you ultimately derive from the CI process relies heavily on how
well you and your people have performed the first three steps. This is a somewhat
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“sketchy” example, but it proves a point. If I were to send you to look into a house
and tell me about the family living in it, would you say that you could give me as
comprehensive a report by peering into only one window of their home as you could
by looking in many windows, listening to their conversations at open windows, sift-
ing through their trash, monitoring their comings and goings, and trailing them
each time they leave the home?

Then, of course, if you spied on this family for only a day, would you have as much
quality information at your disposal as you would if you were to monitor them for
three months, speaking to people in their community, and getting a handle on their
current behavioral patterns? You need to think about not only where this family is
and what they’re doing today; but what they’ll be doing six months or two years
from now. Do they have kids in college, is someone planning on relocating for a job
opportunity? And so on. The shift has to be into the future as well as you develop
your knowledge for strategizing purposes.

5: REVIEW “PRODUCTS” OF Cl WORK

The people who perform the Review step should be skilled and

>

objective. They should be able to tell you if your teams of collectors,
assemblers, and knowledge creators have provided you with an end

I

“product” of material and knowledge that will empower you to make improved stra-
tegic decisions for your organization.
Here are some pointers about the Review step that you should know:

1. You have to account for what your organization’s specific needs are. This
is not a cookie-cutter activity, and if you approach it with an all-things-
being-equal mentality, youre setting back progress, because all things
are never equal. In other words, you will have to do some Cyclonic
Thinking about whether the findings and knowledge meet your original
purposes, and how you can use them in your decision making.

2. Look for decoys that will mislead you and your people. Specifically, you
want to be sure that your competition hasn’t sent out false information
to intentionally derail you and force you to make bad decisions. For
instance, a competitor might leak a press release about some fictitious
product launch knowing that if it can convince you that it is entering a
new territory, you will get panicky, make a reactive move, and show your
hand first. Distracting you gives your competitor the time to one-up
you. Mind you, most organizations are so concerned about their own
operations they are not really paying as much attention to CI as you may
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think. And even if they did get your information, they might not have
the knowledge or resources to do anything with it. To prove my point,
think about the last time you received information about another orga-
nization. What impact did it have on your next move? For the majority
of groups and organizations, I'd bet not very much happened.

Try to find similarities and reoccurring data that indicates patterns or
behaviors that might impact the interpretation of your findings.

Make sure the data is complete. One missing piece of the puzzle could
mean losing by a nose. That’s why looking Outside-In, Inside-Out,
Above, and Below is so important. You can do all the steps seemingly
right, miss one detail, and make decisions that leave your organization
vulnerable. No matter how adept security strategists are, if they don’t re-
view all potential threat opportunities, they or their clients are in jeopardy.
Rewind your competitors’ historical tape to uncover any information
in their background, such as a training program, manager, or mentor,
that could help you extrapolate their decision-making tendencies. Take
a page from the sports world where coaches, general managers, and ath-
letes can oftentimes predict the next move of a competitor based on
the techniques that their trainers are known to teach and use. You can
anticipate that a tennis player will return a lob near the fault line, that
a quarterback will call a particular play under certain circumstances, or
that a baseball player will swing at a curve ball if you are familiar with
their trainers’ special techniques. How can this be translated to your
organization?

Acknowledge global and cultural differences. It is very easy to make
incorrect assumptions by viewing your information through the per-
spective of your own culture. Be watchful, too, that the cultural norms of
your knowledge creators doesn’t cause them to come to false conclusions
and then pass them on to you as valid knowledge, otherwise, your deci-
sion making will be tainted.

Don’t assume tomorrow’s decisions will follow yesterday’s patterns.
History is an indicator, but progress is such that you have to take into
consideration technology and happenings that occur in the present and
are projected to occur in the future, too. Technology, innovation, and
emerging markets are accelerating traditional timelines and changing
the ways in which we live and work. Would you have assumed in 1970
that you could “transport” an image instantaneously as we did with the
first fax machines? And in the 1980s, when we were using faxes, could
you have ever imagined the flexibility and freedom to send images and
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digital data right through your computer via e-mail or text? (The next
time someone says, “We tried that in the past and it didn’t work,” re-
mind them of this.)

Update your knowledge with the times. Your competition is not
standing still, and yesterday’s knowledge might not be accurate tomor-
row. The person who’s vying for the job you want could be accumulating
new skills to outpace you, the country that you are in a space-program
competition with might be securing patents of which youre unaware
through subsidiaries or undisclosed arrangements, or the union might
be making strides with legislation that will affect your bottom line next
year. Everything in life is organic, even the thoughts and strategies of
your competitors.

6: STRATEGIZE FOR THE ORGANIZATION

Finally, feed the data and the knowledge into your CST Model so that
you're working with valuable and current information as you strate-
i gize. By now, you know that everything in Enterprise Thinking—its

activities, tools, and concepts—are connected, and CI is no different. Plug it into
other ET activities, like Forecasting (which you will learn about in Chapter 14), new
product development, leveraging technology by creating new tools for collecting,
establishing different alliances, and so on.

In addition, make sure that CI is shared with others in your organization when
it is appropriate and safe to do so. In terms of appropriate sharing of CI, very often
leaders don’t think to distribute the knowledge to fellow decision makers, and their
lapse can lead to missed opportunities to empower people throughout their orga-
nizations. Furthermore, (intentionally or unintentionally) withholding CI robs
organizations of chances to break down silos—product developers possess certain
knowledge that could help salespeople—and can run up costly expenses as different
groups duplicate energies by conducting their own research. Keep in mind that you
want all key players to have pertinent data so that they can make great decisions.

As far as safety and security are concerned, you want to be sure that certain sensi-
tive material does not get into the hands of the wrong personnel. For example, if you
know that a top-level decision maker has put feelers out for a new job, you might
not want to share your most recent CI with her until you know more about her
tuture plans. The potential for proprietary information to be transferred from one
competitor to another is the reason why in 2005 Microsoft sued Google for hiring
one of its corporate VPs, Kai-Fu Lee,'® while he was still under contract with the
former. Despite signing a nondisclosure agreement with Microsoft, Lee took on
the position to spearhead Google’s new research and development team in China.
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Microsoft’s lawsuit was its attempt to protect such proprietary information. (In the
next section, you will learn more about how your circumstances and competitors
may force you to be protective of your information.)

The quality of the CI knowledge you now have is very much tied to the strategiz-
ing that you did in the first step by asking, Who will collect? or Who will assemble?
and, For what purpose are we secking CI? Throughout the rest of the process, if you
continually checked in with the people who were performing the steps (to be sure
that they were following the process as you had originally planned), you should have
ended up gaining valuable decision-making material.

How Well Does Your Competition Know You?

This chapter has presented you with some of the ways that you can learn about your
competition, extrapolate their next moves, and decide your next steps. However, CI
is a two-way street, meaning that your competition is also looking at you, watching
what you are doing, and seeking your secrets, technologies, and new products and
services in progress. In response to this, you might be inclined to guard information.

But most organizations find it nearly impossible to protect their organization by
playing defense. Your organization will always be vulnerable because someone—a
disgruntled employee, nosy delivery person, unscrupulous supplier, etc.—will always
have access to your information. That’s why you have to play offense: to generate
new Order Winners that keep your organization ahead of competitors.

In the 1980s, Rich Hoffman, a janitor working for a screen-printing manufacturer,
frequently offered suggestions to the company’s decision makers about improving
the firm’s products and services. His bosses ignored the suggestions, and the janitor
became tired of observing from the sidelines. Armed with a great deal of knowledge
about his employer, Hoffman left his position as a janitor and started his own com-
pany, M&R Equipment, to fill the unmet needs of his former employer’s customer
base and to put his past employer out of business.

His first press was a direct competitor to his employer’s products, and Hoffman
aptly named it the Challenger. Over the years, Hoffman’s firm produced additional
aggressively named presses like the Gauntlet, Conquest, Eliminator, Razor, and
Renegade to continue his passionate rampage within the screen-printing equip-
ment industry. M&R Equipment filled gaps left by competitors by introducing
the first fully pneumatic presses, which were as good but less expensive than tradi-
tional hydraulic systems, allying with an aggressive leasing company to offer greater
financing options to buyers, building his presses with more easily replaceable parts
so that users could self-service their equipment, and innovating enhancements to
presses that enabled his customers to improve productivity. Within the span of only
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