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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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surround you. When you complete this chapter, your vision will extend farther into
the future than it does today, and you will be able to use that forward focus to make
a difference in all areas of your life.

The Art and Science of Forecasting

The decisions you make today create your organization’s future. So it makes sense
that your ability to anticipate tomorrow’s challenges and opportunities will directly
impact how well you strategize today and that in turn will determine your organiza-
tion’s preparedness to operate and compete in the months and years ahead.

Right now, look at your entire organization—its operations, products, services,
staff members, cash flow, assets, and relationships with stakeholders and allies.
Currently, each of these areas is either thriving or struggling based on decisions
that you or your colleagues made in the past. An underlying concept of forecast-
ing is:

You are where you are today based upon decisions you've made in the past.

It’s important that you understand how this concept affects your career and your
organization, because, as I say to so many leaders, the challenges you face today are
most likely the result of some leader’s decision a month ago, a year ago, or a decade
ago. Although you may think you already realize this fact, I've found that once
people truly come to see their current challenges and opportunities as products of
past decision making, they become more interested in how to forecast so that their
current decisions have the greatest chance of producing excellent opportunities in
the future.

So as you engage in Cyclonic Thinking and you develop plans, try to imagine
what your organization will become five or ten years from now should its decision
makers continue making similar decisions. Even if you like what you see in your
mind’s eye, you can probably admit that there’s room for improvement. Now it’s
only a matter of having the right thinking tools to do better.

We've talked a lot about good decision making coming from the top down. While
the 50,000-foot perspective is an essential component for good decision making, it
doesn’t stretch your thinking very far into the future. For that, you need forecasting,
an activity that informs your decision making, launches your thinking forward, and
empowers you to make the types of anticipatory decisions that secure your organiza-
tion’s stronghold in its future, not just its present. And like all the other activities of

ET, you perform this activity every day, throughout each day.
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Forecasting is not guesswork. It’s a blend of both art and science. While you
have to be creative and innovative, you also have to make your decisions based on
data, observations, knowledge, and facts if those decisions are to have long-term
power.

In essence, forecasting will enhance your decision making the way that high-
beam headlights enhance your nighttime-driving vision. When you switch your
headlights from low to high beam, you immediately see farther into the distance
and you identify the sharp curves, bumps in the road, and other would-be surprises
ahead of you. High beams also widen your vision horizontally, illuminating objects
such as pedestrians and animals on the sides of the road sooner. Having better infor-
mation and more time to decide how you will handle what’s coming at you puts you
in an advantageous position both on the road and within your organzation.

Living Mentally in the Future

Already, you look into the future every day. You forecast hours, days, weeks, months,
and years into the future. Each time you search for an answer to a challenge and
you ask yourself a “what-if” question, you're playing out a future-focused scenario in
your mind. What if I can secure the funding for the equipment this month instead
of waiting until next quarter? What if I consolidate two work crews on the larger
job’s site tomorrow and wrap up work there four days early? You may be figuring out
human resource needs, identifying capital market changes, anticipating troop move-
ments, calculating where the next hurricane or disease may strike, or anticipating
next week’s payroll.

A passage in the book McDonald's: Behind the Arches'' describes how the forward-
thinking solution to the company’s cash-flow challenges was derived by an accoun-
tant named Gerry Newman during McDonald’s early years. After calculating that
there would not be enough funds to cover payroll at the end of the week, Martino
changed paycheck distribution to a biweekly schedule and kept McDonald’s run-
ning. Whether you're forecasting about tomorrow or about twenty years from now,
this type of mental modeling is one of the ways that you “live mentally in the future.”

Your organization, career, and personal life are all greatly impacted by your ability
to live mentally in the future, yet, if you were to estimate how much time you spend
doing so compared with focusing on present issues or past experiences, where would
you say you spend the majority of your mental time?

The Forecasting Orientation diagram (Figure 14.1) is a visual representation of
three types of leadership thinking—Retro, Current, and Forward—that correspond
to a leader’s focus on the past, present, and future respectively.



FORECASTING | FORECASTING THE FUTURE | 529

Forecasting Orientation

Past Today Future Past Today Future Past Today Future
Retro Current Forward
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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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Current-oriented forecasters lead by spending a lot of mental time either in the
present or spending equal amounts of time on the future and the past. They might
be the walk-around manager who believes that being seen supporting their group
displays how progressive they are, but they're still only looking at conditions as they
exist in the present. Current-oriented forecasting won't cause your organization to
fall behind, but it tends not to stretch your thinking far enough into the future to
consider long-term opportunities and challenges, and therefore, won't propel you
and your organization forward as advantageously as is possible. For example, if
you're a Current-oriented forecaster, other people are likely to consider you to be on
top of your game, because you can still make good decisions about which projects to
develop, but those projects aren't likely to make the big-enough movements to hit
aggressive targets or to protect against longer-range challenges. Current-oriented
forecasting will not place your organization in its best strategic position long term.

Forward-oriented forecasters spend most of their strategic thinking time living
mentally in the future. They click on their mental high beams and look everywhere
down the road, seeking their best future options for both their professional and per-
sonal lives. If you're a Forward-oriented forecaster, you research data and then extrap-
olate and calculate to seek new and better techniques, products, services, technologies,
and more. You are not primarily focused on the past and the present, like the Retro-
and Current-oriented thinkers are. As a Forward-oriented forecaster, you're seeking
stats on population shifts, consumer needs, and behavioral changes as ways to live in
the mental future and bring a fresh perspective to your decision making.

Note: Be careful not to confuse leadership’s Forward-oriented forecasting with
projects’ future-focused outcomes. For example, if youre working on a project that
you expect will preserve the environment for future generations, that project is
different than your internal operations, and no matter how much your thinking
stretches into the future to protect the environment, if you're not planning, inno-
vating, establishing alliances, implementing technology, etc. as a Forward-oriented
forecaster, your decisions could remain seated in Retro- or Current-oriented think-
ing, and therefore, be so short term that they put your organization at risk of not
surviving to see the effects of your project’s outcome.

After learning about the three orientations, where do you fall on the orienta-
tion scale? Already, your awareness about the three forecasting orientations will
begin to evolve your perspective, so if you believe that you're not yet at the Forward
Orientation, at least you can begin to make strides to advance your thinking in a
direction that focuses you on the future.

You're going to strive to move yourself into the Forward Orientation position
using the tools and concepts forthcoming in this chapter. In addition, you will begin
to see how you can apply forecasting to all of your other ET activities, which will
enhance your performance and create a stronger future for your organization. You
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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

Past Today  Future
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Figure 14.2—Optimum Forward Orientation
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With Forward-oriented forecasting, every activity you perform yields better out-
comes, because when your decisions are made with an accurate eye on the future,
they are more on target with your Desired Outcome, and therefore they have
longer-lasting impact on your entire organization. Think of the impact you can
have on developing new products and services when your organization is able to set
its competitive intelligence in motion earlier. Imagine what kinds of results you can
achieve from your plans when they contain specific project-related details that offer
insight into government oversight changes happening a year ahead of others in the
industry, enabling you to progress your organization ahead faster than it would have
progressed otherwise. Consider how the arsenal of information at your disposal
for establishing alliances can help you select allies that are not only useful for your
current needs but will help leverage patents currently under development months
or years into your future, too. These are only a few examples of how the Optimum
Forward Orientation improves leaders’ ability to perform all ET activities, even if
the outcomes improve only by a nose!

When you optimize your forecasting orientation, opportunities and advantages
increase in number while anxiety or firefighting diminishes, because you are pre-
pared to address any reality you foresee in the future. Alternately, as your forecast-
ing orientation regresses toward the past, your focus slips into that rear-view mirror
thinking, and once-available opportunities and advantages dwindle. Keep in mind
that you need to work to achieve and maintain an optimal forecasting orientation.
Think of it like losing weight and keeping it off; once you get to your optimal
condition, the only way to maintain it is with sustained effort. Forecasting is a
continual activity.

Forecasting Tools

People can become confused about what forecasting is and how to do it, so a good
rule of thumb is to think of a good forecaster as more like a meteorologist than a
wizard looking into a magic ball. A meteorologist uses tools that combine knowl-
edge, theories, technologies, patterns, and so on, to predict future weather condi-
tions with some degree of accuracy.

In contrast is the pseudo-futurist who doesn’t use these types of tools to gain a
precise prediction. In fact, anyone can play the pseudo-futurist by looking out their
window on a cloudy morning and “predicting” that they might need an umbrella
that day. It doesn’t take much skill to deduce rainy conditions when you look at the
sky and see a dark wave of gray clouds moving in. Some go as far as to wait for rain
sprinkles to hit the pavement before announcing their “prediction.”

But the meteorologist, a more credible (albeit not perfect) source of forecasting
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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
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