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    “In today's business world, strategic partnerships are the fuel for exponential growth for companies large and small.  Brigman not only brilliantly illustrates the unique benefits these business relationships bring to bear, but also provides a clear framework for establishing and nurturing successful partnerships.” 
 
    — Stephen Whiteing, VP CenturyLink 
 
      
 
      
 
    “Forging successful partnerships is transformative for any business.  PARTNERNOMICS offers a first-of-its-kind, thoroughly researched and practical toolkit for developing and nurturing synergistic partnerships. Mark Brigman’s exhaustive study and life-long dedication to the subject inform this essential field guide to partnering. With this tactical and strategic advice, readers can realize the full potential of partnership, defying conventional sum-of-parts math to bringing extraordinary value to all constituents.” 
 
    — Paul Scanlan, CEO Legion M / Co-Founder MobiTV 
 
      
 
      
 
    “In PARTNERNOMICS, Dr. Mark Brigman challenges everything you thought you knew about starting, maturing, and maximizing business partnerships. Mark encourages us to replace transactional partnership thinking (like RFPs, POs, etc.) with strategic concepts like trust, esprit de corps, and the partnership pyramid. This fast-and-fresh book is packed with ideas for re-calibrating our traditional approach to business relationships. Read it before you continue to use old-school approaches in our rapidly evolving business environment.” 
 
    — Dr. Lee Stuart, Leadership Programs – University of Kansas 
 
      
 
      
 
      
 
  
 
   
 
   
      
 
  
 
  


 
 
   
    INTERACTIVE BOOK 
 
      
 
    PARTNERNOMICS is a first-of-its-kind book in many ways. Not just because of its unique content and approach, but also the mechanisms for which content is delivered. You will notice a series of QR Codes and URLs printed in the Table of Contents and at the beginning of each chapter.  
 
      
 
    The QR Codes look like: 
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    URLs look like: 
 
    PARTNERNOMICS.com/intro 
 
      
 
    Each code and URL will direct you to a landing page that contains video, audio, and other resources to support your use of the materials. I hope this new approach to consume content is engaging and adds value to your experience. If you would like to share comments, please feel free to contact us at http://www.fidelisone.com/contact-us 
 
      
 
    You may download a free QR Code reader for your Apple or Android device from an app store. Or you can use your computer’s webcam to read the codes if you prefer to use a laptop or desktop computer. 
 
      
 
    I invite you to visit www.FidelisOne.com to sign up to receive free tools and other helpful content as you look to grow your company and improve the success of your business partnerships. 
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    HOW TO USE PARTNERNOMICS 
 
      
 
    To the Strategic Partnership Executive: 
 
      
 
    As the ultimate vision setter for your organization, I strongly encourage you to start your read of PARTNERNOMICS in PART II, the Strategic Partner Leadership Model (SPLM). After understanding the general makeup of the SPLM framework turn to Chapter 5, the Vision Element, and then read in order until you complete Chapter 10. It is important that you understand the 6 elements of the SPLM framework prior to your read of PART I.  
 
      
 
    After you become oriented with the SPLM framework, skip to Chapter 2—Partnership Success Pyramid. Here, you will be exposed to the five imperatives for partnership success: trust, alignment, transparency, esprit de corps, and results. Consider your company’s current level of performance with respect to the partnership pyramid. Does your team embody the five imperatives? How about your current strategic partners, do they exemplify the imperatives? If not, what changes need to be made?  
 
      
 
    After Chapter 2, move to Chapter 3 where business growth strategies are shared. Almost every business leader claims he / she would like to “grow his / her business,” but many struggle to find the best avenue for growth. Chapter 3 offers a business growth evaluation process with three unique tools to triangulate your “growth engine.” After Chapter 3, tackle Chapter 1 to “get your mind right” and finish the book by reading Chapter 4, a more tactical process that describes how your team will find and evaluate prospective partners and negotiate an agreement that will become mutually beneficial and offer a high likelihood of delivering significant results for your company. 
 
      
 
    To the Strategic Partnership Team Leader: 
 
      
 
    As the team leader your position is the most dynamic and challenging. You must fully understand the tactical management side of the “science” of strategic partnerships, but also be a relationship ninja and set the example for the “art” of partner leaderships. As the seasoned veteran, you must set the example of partnership excellence for your team, company, and partners. You have ultimate responsible for delivering results for the partnerships that your team oversees.  
 
      
 
    Dig into PARTNERNOMICS by starting with Chapter 2—Partnership Success Pyramid. This chapter will orient your mind to the magical formula for ultimate success in strategic partnerships. This chapter shares terms, best practices, and success stories that build a clear mental picture of what every strategic partnership must embody in order to achieve significant results.  
 
      
 
    After Chapter 4, step through the partnering process of Chapter 4 to gain exposure to potential new approaches to architecting partnerships. Then, move to PART II—Strategic Partner Leadership Model (SPLM) and read each chapter in order. Be sure to pay special attention to Chapter 6 (teams element) to explore the key traits and attributes for highly successful partner development leaders. You should hire, manage, and lead your team(s) based upon these traits and principles. 
 
      
 
    Finally, finish the book by reading Chapter 1. Be mindful to challenge your own thinking and approach to partnering as you read the various components of this chapter. Finish the book by considering Chapter 3 which is focused on finding your company’s “growth engine” strategy. 
 
      
 
    To the Strategic Partnership Team Member: 
 
      
 
    As the member to your company’s strategic partnership team, your primary role is to manage the day-to-day activities of your partnering initiatives to ensure your partnerships are “successful.” Although you are likely an individual contributor in your position, you can be a leader. Let me take that sentence a step further. If you want to be great in your position, you HAVE to be a leader. 
 
      
 
    My hope is that PARTNERNOMICS becomes your new best friend. I imagine it sounds conceded to write this, but I wish I would have read this book twenty years ago when I started managing and negotiating business partnerships. This book is packed with deep insights that surfaced through hundreds of conversations and centuries of combined experiences from this very specialized business discipline. 
 
    I recommend that you start by reading Chapter 1 and fully immerse yourself into the text. Know that you may have to read the chapter a couple times to capture the full essence of the messages. I encourage you to challenge your thinking to partnering in areas where your current approach differs from the teachings of PARTNERNOMICS. And, be sure to discuss thoughts and questions that you have with your team manager. The book should spark lively and beneficial conversations. 
 
      
 
    After Chapter 1, read Chapter 4 to get exposed to the tactical partnering processes. In this chapter the book covers recommendations to find and evaluate fit with potential partnership candidates. The chapter concludes with best practices for negotiating agreements with partners that will endure and provide great to the parties involved benefit.  
 
      
 
    After Chapter 4, dig into Chapter 2—Partnership Success Pyramid. Here, you learn the five imperatives for partnership success: trust, alignment, transparency, esprit de corps, and results. Challenge your current thinking and evaluate your current approach. Think of way you can change your approach to more fully support and embody the five imperatives. 
 
      
 
    Next, move to PART II and read through the Strategic Partner Leadership Model (SPLM) in order (starting with Chapter 5). The model includes a combination of tactical (management level) as well as strategic (leadership level) concepts for you to employ. Become a student of this model and use the framework to bring clarity to your position. Be sure to review the elements of this model with your team manager as you implement it with your various partners. 
 
      
 
    Finally, review the content offered in Chapter 3. This chapter highlights the topic of business growth strategies. Although the responsibility of setting the strategy for profit growth is more closely with your CEO and team manager, it is important for you to understand the content in this chapter and continue to position yourself for professional growth. I hope you find great value in PARTNERNOMICS! 
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    PARTNERSHIP SURVEYS & STATS 
 
  
 
   
 
   
      
 
    
    	 In a CMO Council report, 85% of C-level business leaders view partnerships and alliances as essential or important to their businesses, but only 33% report having a formal partnering strategy in place. 
 
   
 
      
 
    
    	 At the 2013 ARPAE Summit in Washington D.C., according to ARPAE’s research, 90% of CEOs are very interested in forming strategic partnerships in order to advance their businesses; however, only 65% stated they had experience in managing such relationships. 
 
   
 
      
 
    
    	 When looking at all business sectors, the number of strategic partnerships has been growing 25% per year since 1985. These partnerships consistently produce a return on investment (ROI) of close to 17% among the top 2,000 companies in the world for more than a decade. That rate of return is 50% more than those same companies’ average ROI (Journal of Accountancy). 
 
   
 
      
 
    
    	 A 2016 research article published by MIT’s Sloan Management Review and the Association of Strategic Alliance Professionals found business success to be positively correlated with partnering success.  
 
   
 
      
 
    
    	 According to our 12th Annual Global CEO Survey, over 75% of CEOs rated partnerships as ‘important’ or ‘critical’ to their business in the Telecom, Media, and Technology sectors. 
 
   
 
      
 
    
    	 KPMG’s U.S. CEO Outlook 2016 survey found that 67% of CEOs expect to grow their business through partnerships, but only 44% believe their companies have the necessary skillset to do so.  
 
   
 
      
 
      
 
    


 
  
 
  



 
 
  
 
   
 
   
    INTRODUCTION 
 
      
 
    PARTNERNOMICS is the culmination of my 20 years of corporate and organizational experience in forming and leading hundreds of multi-million dollar partnerships, interviews with more than 100 senior executives from companies such as Google, Microsoft, Nokia, HP, Sprint, Texas Instruments, and General Motors, as well as intensive industry research. This first-of-its-kind book is intended to be a “do it yourself” guide that offers real-world best practices and a logical framework to clearly and effectively manage and lead strategic partnerships so you can achieve competitive advantages within your market. 
 
      
 
    Throughout my career, I have witnessed the creation, management, and leadership of some of the most powerful strategic partnerships that our country has ever known. In the mid-2000s, I was traveling the world to build strategic partnerships that fostered components of the mobile revolution. Many of these partners helped create new industries that truly redefined how business and entertainment were to be done. On the contrary, I have also witnessed some dreadful partnerships that were absolutely doomed before they even hit the starting line. Millions of dollars and thousands of man-hours flushed, all because the most elementary of best practices were not considered or followed. 
 
      
 
    The term “strategic partnership” has many different meanings in the business world today. For example, some companies tout having strong strategic partnerships with customers, employees, and alliance partners. Others claim to have strategic partnerships with their vendors and community organizations. PARTNERNOMICS defines a strategic partnership as a contractual relationship between two or more companies where the intent is to create joint benefit and a competitive advantage. 
 
      
 
    I hope you enjoy reading PARTNERNOMICS as much as I enjoyed writing it. But most importantly, I hope the information and tools explained in this book help you and your organization construct strategic partnerships that give you a competitive advantage. Here’s to business growth, personal growth, and eternal prosperity! Cheers!  
 
      
 
    If you would like to ask questions or share comments, please feel free to contact us at: http://www.FidelisOne.com/contact-us 
 
      
 
    I invite you to visit www.FidelisOne.com to sign up for free emails and content as you look to grow your business and improve the success of your business partnerships. 
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    Defining a Strategic Partnership 
 
      
 
    Today’s business community uses a number of buzzwords in an attempt to make a concept seem new or revolutionary. This approach causes confusion as we end up with ten words that all mean the same thing. PARTNERNOMICS will bring some clarity to the confusing landscape of business partnerships and, most importantly, offer a framework that your organization can implement in order to achieve competitive advantages from your partnerships. The concepts and terms shared will not strike you as new or revolutionary; this is by design. The art and science of how to achieve significant results by leveraging strategic partnerships should be straightforward and logical.  
 
      
 
    As we start down this journey, I want to offer a definition of what a strategic partnership is to ensure we are aligned from the beginning. Although the content, model, and framework offered in this book can be generalized for many relational purposes, the primary intent is to explain its use in the business environment. At the end of the day, success is the act of aligning resources to accomplish an objective, whether you are building a business or a tree house. 
 
      
 
    A strategic partnership is a contractual relationship between two or more companies where the mutual intent is to create benefit for each party that results in a competitive advantage. Furthermore, the ideal strategic partnerships directly and substantially complement and support each organization’s purpose, values, and strategic goals. When companies achieve this significant level of alignment, relationships can last for decades and often result in a merger or acquisition. 
 
      
 
    Let’s consider two examples of strategic partnerships to paint mental pictures of what we are discussing. Remember, strategic partnerships are born when companies collaborate and deliver innovative solutions within a market. When success is achieved, both organizations benefit from the newly created competitive advantage. The overall value that is extracted from the partnership depends on each partner’s ability to perform responsibilities while maintaining a symbiotic relationship.  
 
      
 
    Take the strategic partnership of Apple and AT&T. In 2007, “Project Vogue” was announced to the world. This strategic partnership was unlike anything the country had ever seen. Apple offered AT&T an exclusive sales and distribution agreement of its brand new iPhone in exchange for marketing and revenue share requirements. The two companies launched the five-year exclusive partnership that left every other cell phone carrier drooling with envy. It seemed every new release of the iPhone shattered the sales record set with the previous model. 
 
      
 
    During the Mobility Live Conference in Atlanta in 2015, AT&T Mobility CEO Glenn Lurie stated that AT&T did not even see the iPhone prior to signing the distribution agreement with Apple in 2006. Eddy Cue, the Apple executive credited with inventing iTunes and the Apple App Store, said it was imperative to earn AT&T’s trust. Apple was convinced the iPhone would be an absolute “game changer” and they needed to have a partnership that was strong enough to endure and capitalize on the opportunity at hand. Both companies were committed to making their strategic partnership become a mutually beneficial competitive advantage in a very crowded marketplace. 
 
      
 
    Granted, this is an example of two multi-billion dollar giants combining forces. I share this example first as it is one that every person in the US older than the age of four can relate because of the recent iPhone craze. The success of the iPhone is nothing short of phenomenal and is due in large part to the diligent management and leadership of Apple and AT&T bringing the product to life. Strategic partnerships are created every day with companies of all shapes and sizes, not just the big guys. 
 
      
 
    Take the case of a company I will call “Thermal Tech” as an example on the other end of the strategic partnership spectrum. In 2011, after having the doors shut on his employer, Gabe Smith decided to start a company that would leverage his expertise as an electrical engineer to offer innovative thermal optics solutions. Gabe wanted to target public safety as he felt this niche afforded the most upside for his young startup.  
 
      
 
    In the first year of operation, he learned of an opportunity where a leading transportation services company was looking for a new technology that could predict vehicle brake failures. This company, which we will refer to as “Transpo X,” was looking for a system that could capture and evaluate thermal readings from various components of a vehicle or trailer’s wheel assembly as the vessel flew at speeds greater than 80 miles per hour. 
 
      
 
    In a grueling series of tests, Gabe’s company found itself competing against companies with annual revenues as much as $1 billion dollars. Having full faith in his superior technology, Gabe pressed on and eventually won the contract. Because of his unique technology and the competitive advantage that Transpo X stood to achieve with the new innovation, Transpo X made a bid to purchase Gabe’s company. In the summer of 2016, the multi-million dollar acquisition was closed. Because of the strategic nature of the product, the purchasing company would not allow me to divulge either of the company names. 
 
      
 
    Types of Business Partnerships 
 
      
 
    Business partnerships come in many forms and sizes; not all offer an opportunity for exponential growth. Actually, most business partnerships, at best, offer only incremental growth opportunities. But these commodity partnerships can be critical for an organization. The most important thing to realize is that great partnerships allow both organizations to become better off as a result of the relationship, regardless of scope.  
 
      
 
    Below is a sample list of possible partnership types that a company may pursue. Although any partnership type can grow in significance to meet the criteria to be classified as a strategic partnership, most are not. The ability to classify a given partnership as “strategic” depends on the unique relationship that is structured between the partnering companies. By definition, if a partnership is deemed strategic, it must offer an opportunity to create a competitive advantage. When this occurs, it is then the business leader’s role to turn the competitive advantage into exponential profit growth. 
 
      
 
    General Partnership Types (doesn’t require contractual agreement): 
 
      
 
    
    	     Sales & Distribution 
 
    	    Marketing & Advertising 
 
    	    Research & Development 
 
    	    Technology (Software, Hardware) 
 
    	    Training / Education 
 
    	    Alliance, Co-op, Referral 
 
    	    Digital Content Providers 
 
    	    IT Development & Support 
 
    	    Raw Materials Suppliers 
 
    	  Finished Goods 
 
    	  Customer Care / Service 
 
    	  Billing & Financial Transactions 
 
    	  Professional Services (legal, consulting, finance, HR, etc.) 
 
   
 
      
 
    This list is in no way intended to be exhaustive but rather to offer different types of business partnerships that your organization may consider. Remember, the definition of a strategic partnership simply requires that we have an agreement and that we intend to create a mutual benefit and a competitive advantage within our market. If you let you imagination run for a minute, you will start to conceive ideas where these partnership types could result in a unique opportunity for different companies, perhaps even yours. 
 
      
 
    Business Growth Continuum 
 
      
 
    Let’s introduce on the topic of business growth strategies and consider some concepts. When you think about business growth, I would like for you to think of it in two distinct realms, short-term and long-term. Granted, the approaches are obviously interconnected, but try to draw separation between the two in your mind. Now, consider the illustration offered in the Business Growth Continuum. This visual aid is packed with a lot of underlying concepts. In this section, I will share the general approaches to business growth strategies. Later in Chapter 3, we will conduct a much deeper dive into this important topic and equip you with valuable tools to help you find your “growth engine.”  
 
    [image: ] 
 
    You will see that the left side is focused on transactional initiatives that the company needs in order to hit short-term (less than one year) objectives. As you can see, this is where sales teams and procurement managers operate. Business leaders are able to steer efforts by imposing quotas on this side of the continuum so that performance levels can clearly be matched with the company’s revenue objectives. Here, your company’s procurement teams buy commodities from vendors and products and/or services are sold by your sales teams. The ability to modify or enhance your product and/or service offering is limited in the short-run.  
 
      
 
    On the right side of the continuum, we have the long-term approach, which represents not only an increased number of unknown factors and risk levels, but opportunities to create a paradigm shift. Here, Partner Leaders and Business Development specialists are able to collaborate with other business partners in order to create solutions, processes, and opportunities that have potential for significant value-add to the market. When this occurs, the rewards are exponential profit growth. 
 
      
 
      
 
    3 Elements of the Business Growth Continuum:  
 
    Strategic, Functional, and Commodity 
 
      
 
    
    	 Strategic is the most collaborative side of the Business Growth Continuum. In strategic partnerships, each party seeks to create a mutually beneficial relationship that results in a high probability of creating a competitive advantage. These partnerships allow for much flexibility to create what is needed rather than be bound by present constraints and thinking. This is where “true” business development (BD) operates. BD specialists do not have monthly or quarterly quotas, and they do not sell products or services. BD specialists sell ideas and visions that turn into future revenues and improved profits. The strategic side is totally comfortable with ambiguity, risk, collaboration, and research. These specialists are opportunistic, methodical, and patient, yet cleverly tenacious to advance their vision of a better future. The strategic side of this continuum is where the “higher risk equals higher reward” saying was born. Where new products, new processes, new technologies, and new ways of thinking exist.  
 
   
 
      
 
    
    	 Functional is the second tier partnership that includes opportunities for differentiation and certain levels of strategic collaboration. Many strategic partnerships begin as functional partnerships that grow over time. Functional partnerships frequently include products, processes, and/or technical integrations into each party’s business operations. Although functional partnerships are critical to an organization, they do not result in a competitive advantage and they tend to be operationally managed.  Expectations are clearly defined in these relationships and the best partners require little-to-no interaction—they just deliver. Salespeople and procurement specialists operate in the functional segment or the commodity segment of the Business Growth Continuum. Salespeople and procurement professionals have monthly and/or quarterly quotas that are needed to drive the short-term operations of the business. Quotas are not a part of the strategic side’s vocabulary because there are too many unknown factors to make them meaningful. Instead, targets are used to communicate the intent and direction that is being executed. 
 
   
 
      
 
    
    	 Commodity is the least integrated level of partnerships in which a company engages. Although all partnerships should be considered important, commodity relationships are generally the least costly to find and replace. Commodity partners have an abundance of suppliers who actively compete for business where price is the main differentiator. Because businesses have unique needs, a commodity partner for one company may be a functional or strategic partner for another. For most companies, commodity items may include office supplies, raw materials, transportation, building maintenance and real estate services, technology support, and some professional services, just to name a few.  
 
   
 
      
 
    Procurement & Sales vs. Strategic Partnerships 
 
      
 
    Let’s be reminded that a strategic partnership is a contractual relationship between two or more companies where the mutual intent is to create a competitive advantage. 
 
      
 
    If you have a strong background in procurement management, this definition probably seems a bit of a curveball. That is, traditional procurement managers generally use terms like “vendor” or “supplier” instead of “partner.” They rarely think of creating a competitive advantage and almost never consider how the relationship may align with the other party’s strategic goals. Instead, a traditional procurement manager’s job is to purchase products or services needed by their firm. Their major emphases are on price and service level agreements for delivering the purchased commodities. 
 
      
 
    Procurement managers work in the world of commodities where there are generally few unknowns (clear expectations are set) and overall risk levels associated with the products or services being supplied are relatively low. That is, the suppliers or vendors—as they are called—specialize in delivering particular products or services to companies based upon a negotiated purchase order. Strategic partnerships, on the other hand, involve the mutual development of products, services, markets, and/or other opportunities that promise a financial return that is significantly above status quo. Strategic partnerships are forged when companies agree to collaboratively leverage their individual strengths to deliver a product, process, technology, or knowledge innovation that creates a paradigm shift in a market. 
 
      
 
    By definition, strategic partnerships are forged between two companies who seek to create something new, a differentiation in the market—a competitive advantage. In order to accomplish this, a tolerance for the unknown is required and a mutual level of trust and respect is imperative so that the purpose of the relationship is eventually realized. If there is one thing that procurement managers do not like, it is risk. This is why master service agreements at many companies are as thick as a college textbook. 
 
      
 
    Please do not misunderstand my depiction of the traditional procurement manager; it is not intended to be degrading because there is no doubt that procurement and supply chain functions are absolutely critical for companies to operate. Their job is not an easy one. I am simply drawing a clear distinction between the short-term, transactional approach used in sales and procurement versus the longer-term, strategic approach that is used in business development and strategic partnerships. They are both needed by organizations. One is not better than the other, they are just different.  
 
      
 
    It is imperative, though, that company leaders can clearly see if their organization is correctly aligned. If within your company walls, every company that supplies your organization with a product or service is referred to as a vendor, you are either misaligned or you have no strategic partners.    
 
      
 
    Does your company have a dedicated person or team that is responsible for developing strategic partnerships? If yes, are they great practitioners of their craft? That is, do they clearly understand the differences between commodity relationships and strategic relationships? If you think you are a part of a strategic partner organization and you use the word “vendor” to describe your counterparts, this is your first clue that you are wrong.  
 
      
 
    When you think of a vendor, think of a vending machine. It is a box that you walk up to, insert four quarters, and push a specific button based upon the given commodity that you want to receive—cola for example. If you push the cola button after inserting four quarters and nothing happens, what do you do next? You probably push the cola button with a little more force as you grow irritated. If nothing is still delivered, you give the button a little love punch and mutter a few words in disgust. Finally, if no cola drops to the vending door, you throw a haymaker punch and shake the machine from side to side, praying that your cola drops into the dispenser. 
 
      
 
    Can you relate with this anecdote? We might laugh when we read it, but the sad fact is this is how we treat many of the companies that supply products and services to our organization. Does this approach sound strategic, healthy or like an opportunity that will create a competitive advantage? Buying and consuming commodities is a critical part of every business. Actually, it is a major expenditure for most companies. Organizations need computers, cars, software, office supplies, real estate, raw materials, professional services, and many other items to thrive. The purchasing and management of these relationships is the responsibility of procurement specialists, as it should be. But PLEASE, do not make the mistake of having your procurement specialists be responsible for your strategic partnerships. If you do, they will fail. Many business leaders, even multi-national Fortune 100 firms, make this mistake. 
 
      
 
    The desire to achieve exponential growth by leveraging strategic partnerships is a strategic play. That means it takes time, discipline, commitment, and plenty of energy to continually nurture their success. The short-term, transactional nature of procuring commodities to achieve incremental growth requires a “sprinter” mindset. The long-term, methodical, strategic play for exponential growth requires a marathon mindset. In our “instant gratification” world, sometimes we lose sight of the fact that lasting business relationships take effort to build and to maintain, but when done correctly, the results are phenomenal.   
 
      
 
    People who specialize on the collaborative side of this continuum think and act very differently when compared to the transactional side. This is not to say that salespeople or procurement specialists cannot be collaborative or strategic, but their approaches are strikingly different. This begs the question, can someone be a great salesperson and a great business development specialist? That is, can someone be a specialist in both ends of the Business Growth Continuum? The answer is no.  
 
      
 
    A person’s mentality to “deliver success” is either transactional and short-term or it is collaborative and longer-term. Similar to track stars, either your DNA has you pinned as a sprinter or a marathon runner, but nobody is great at both specialties. More insights will be shared on the dichotomy of short-term versus long-term business growth strategy in later chapters.  
 
      
 
    While both roles are critical and valuable for organizations, it is important to understand their very unique and vastly different approaches. As stated, traditional procurement managers, as compared to strategic partner managers, are required to oversee a much larger pool of companies on behalf of the organization. In this role, the procurement manager is generally focused on price, delivery deadlines, quality, and how well the “vendor” is adhering to the contract that was signed.  
 
      
 
    In general, the procurement specialist utilizes master service agreements (MSA) that are intended to be bulletproof. The primary responsibility of the procurement manager is to eliminate all risks where possible and fully define every obligation that the vendor must deliver. These contracts are known in the academic world as “closed contracts.” This means that the parties to the agreement have full understanding and opportunity to define the intended outcomes of the relationship. That is, the commodity (product or service), price, terms, conditions, and delivery timelines are defined. 
 
      
 
    Procurement specialists issue a request for proposal (RFP) to potential vendors, negotiate contracts, manage winning vendors, and then “swing the stick” when the vendor does not achieve the performance levels outlined in the contract. If a vendor is not performing to expectations, the vendor is put on probation and more closely managed as a part of the termination process. Most procurement managers receive a vendor performance report on a regular basis that highlights non-performance issues that must reactively be managed. 
 
      
 
    On the contrary, strategic partner specialists typically do not manage RFP processes, although they do provide plenty of input regarding business requirements when applicable. Partnering specialists write and negotiate partnership agreements that follow a very different structure as compared to a RFP. Partnership agreements focus on innovations to products, services, processes, or operational opportunities that may result in a significant paradigm shift in markets that are served. Rather than specifying a price, partners will frequently participate in a revenue share based upon the realized benefit.  
 
      
 
    Strategic partnership agreements will lack some or many of the “what” and “how” details because we simply may not know what needs to be included. That is because, the reason for the partnership is to embark upon a new territory that neither company has created individually. And the agreement must include flexibility to allow the parties to explore and further define the specifics as they are navigated. Prices and revenues are important, but they fall secondary to the opportunity to create a competitive advantage from the relationship. If we have the right partner and we truly achieve a competitive advantage, the pricing and revenues will make sense for our business. In the academic world, strategic partnership agreements are referred to as “incomplete contracts” because some elements are unknown at the execution date. 
 
      
 
    Fun fact:  
 
    Oliver Hart and Bengt Holmström, two university professors, won the 2016 Nobel Prize in Economics for their contributions to evolve “contract theory.” Contract theory is a science that continues to develop as companies and scholars try to find more effective ways to bring successful partnerships to the modern day economy. 
 
      
 
    Successful startup entrepreneurs are absolute masters at forging strategic partnerships. Why? Because they have to be in order to survive. For most startups, funding is very limited and entrepreneurs must find ways to create mutually beneficial relationships with companies that will not only generate revenue, but also give their product or service an advantage over other competitors who are already established in the marketplace. 
 
      
 
    When we hear business leaders say, “We need to be more entrepreneurial,” this is, in part, what they mean. We need to find ways to leverage the expertise of others in order to cost effectively offer increased value to our customers. Strategic partnerships allow companies to differentiate their products and services with innovative benefits. When this happens, we have achieved a competitive advantage because our competitors are not able to match our offering.  
 
      
 
    As you can imagine, all competitive advantages do come to an end. This is why it is imperative that companies have dedicated resources that are focused on the right side of the Business Growth Continuum, not just the left. Even if your competitive advantage is significant enough to be protected by a patent, you must continue to innovate. Patent shields exist only for a finite period of time. Besides, if a product is successful in the market, there is no shortage of inventors and entrepreneurs who stand ready to “build a better mouse trap.” If you can find a better way to solve a challenge, a patent does no good. Because all competitive advantages eventually come to an end, it is critical that companies build strategic partnerships to develop a steady stream of perpetual innovations. 
 
      
 
    Traits of a Great Strategic Partner 
 
      
 
    We have all been a member of a great relationship, right? Have you ever taken the time to actually list the attributes of the person with whom you share that powerful connection? If you are like most people, probably not; you just know your relationship seems effortless and natural.  Thus, you seek that same feeling in future relationships.  
 
      
 
    In preparation for writing PARTNERNOMICS, I interviewed more than 100 executives with a wealth of experience in organizing teams and building strategic partnerships from the likes of Google, Microsoft, General Motors, Nokia, HP, and much smaller companies with far less famous brand. I felt it was important to consider a full range of perspectives.  
 
      
 
    I asked these seasoned business professionals to choose the top ten traits that best characterized the companies that made great strategic partners.  
 
      
 
    At the conclusion of the interviews, thirteen traits emerged as the most prolific attributes of powerful partnerships. Though I did not rank the traits given in any particular order, the most common cited trait of a great partnering company was trust. 
 
      
 
    Traits of a Great Strategic Partner: 
 
    
    	 Trustworthy 
 
    	 Listener 
 
    	 Committed 
 
    	 Accountable 
 
    	 Transparent 
 
    	 Mutual Respect 
 
    	 Competent 
 
    	 Forward-Looking 
 
    	 Innovative 
 
    	 Adaptive 
 
    	 Understanding 
 
    	 Selfless 
 
    	 Solvent 
 
   
 
      
 
    
    	 Trustworthy: It comes as no surprise that trust is the top-ranked trait for great partners. It is also why my consulting company’s name is FIDELIS ONE. Fidelis means faithful in Latin. In relationships of any kind, trust is the absolute imperative. In his book The Speed of Trust, Stephen Covey describes how trust is the great economic engine because it allows businesses to grow at faster rates. When trust exists, less time is spent validating claims and people are less prone to stall on making decisions. Trust allows us to be transparent and vulnerable, enabling us to share issues and challenges that we face. When others understand our shortcomings, they have the potential to compensate for our area(s) of weakness. This is the essence of a fruitful partnership. It is critical that we partner with best-in-class providers so that we are able to leverage their industry expertise. Having trust in our partners allows us to offer a reasonable amount of grace when our partners do not fully deliver on an obligation. As long as the spirit of strong relations and positive intentions are present, trust will bridge any shortcomings. However, trust is a very fluid and dynamic element of a relationship and we must constantly work to build the bank of trust that we have with others. 
 
   
 
      
 
    
    	 Listener: We could be blessed to be partnered with some of the greatest companies in the world and still fail. Why? Obviously, there are a multitude of reasons, but the inability or unwillingness to actively listen ranks toward the top. In business, we have many good “hearers,” but very few great listeners. Sometimes we just hear what we want to hear rather than truly “seeking to understand,” as Stephen Covey taught us to do. In business partnerships, we must view ourselves as a servant/partner with our providers and understand that it is our duty as a strong partner to provide outstanding value back to our partner and their organization, just as we expect the same. How can we ever expect to provide tremendous value unless we understand what is needed and how they prefer to receive the value? We must be expert listeners! 
 
   
 
      
 
    
    	 Committed: A strong and unwavering level of commitment to your partnership is vital. If failure is an option, failure will be your result. As you can imagine, there are countless reasons why some strategic partnerships fail, and those scenarios will be covered later in this book. But a key aspect of failure is the lack of unwavering commitment by your organization and your relentless expression of confidence and commitment to your strategic partner. No partnership is free from challenges, obstacles, or conflict. Commitment means holding your organization and your partner accountable for their obligations. Continually delivering on commitments will fuel the short-term successes and continue to build trust between the organizations that ultimately lead to long-term success.  
 
   
 
      
 
    
    	 Accountable: In today’s hyper-busy business environment, companies do not have the time to micro-manage their partners. Providers that effectively manage their own responsibilities and make the necessary adjustments to stay on track with goals and expectations offer great value in their strategic relationships. Being accountable also shows that the provider is completely “in-tune” with what the partnership needs and they are competent and able to recognize challenges and effectively address them. 
 
   
 
      
 
    
    	 Transparent: When we are a part of a strategic partnership, hearing the word “surprise” from our partner is not usually appreciated. By definition, when we are engaged in a strategic partnership, our own company’s success is dependent upon our partner’s ability to perform their given duties. In many cases, we are truly co-dependent on our partners, and if they are ahead or behind schedule on a particular deliverable, we will likely need to make adjustments to our schedules and ensure we reset expectations with effective communications. Transparency means that our partners keep us informed of circumstances that may threaten or introduce risk to our collective goals. In order to be transparent, our partners must feel that they have vulnerability trust, as described by Patrick Lencioni in his book Five Dysfunctions of a Team. As partners, we must be willing to offer grace and understanding to our partners for their willingness to proactively show a potential threat to us. One of my business counterparts, Don Keeler, calls this “hiding the ball.” If our partners find that we are “hiding the ball” or withholding information regarding potential risks to our collective success, trust will erode—not good! Did your parents used to say, “If you withhold information, that is considered lying?” Our strategic partners feel this way. If we withhold information, we are lying. 
 
   
 
      
 
    
    	 Mutual Respect: In the end, strategic partnerships are built through relationships of mutual respect with those we trust. In business, we are frequently taught to “get leverage,” especially when negotiating agreements. Although we do have a duty to negotiate and execute agreements that protect our company, we also have an opportunity to forge an amazing relationship that will produce significant gains for our organization and our partner, if approached and handled properly. When working with feuding couples, relationship counselors look to estimate the couple’s “power level.”  That is, the counselor seeks to understand if one person is dominant in the relationship. When this occurs, there is no “balance of power” and one party feels that he/she is fighting a leverage game and not focusing on the relationship’s core intent. All successful strategic partnerships contain mutual respect and power levels are within a healthy balance. Vendors that sell commodities have very little power because their products/services are based upon price. Traditional procurement management is the art of creating leverage against your vendor to garner the lowest price, with the best terms, by leveraging power. In strategic partnerships, an approach that ignores a reasonable balance of equality breaks down trust and shows that self-interest is key.  
 
   
 
      
 
    
    	 Competence: When seeking and selecting strategic partners, we should prioritize “best-in-class” providers. That is, companies that have demonstrated a real expertise within their given craft are much more likely to provide the value-add that we need in a partnership. Competence is the know-how that allows our partner to be the expert in their specific field. Competence is this expertise that we seek in our partners so that we can develop a competitive advantage in order to create market differentiation. 
 
   
 
      
 
    
    	 Forward-Looking: Business leaders need to be agile and adaptive to the ever-changing business climate. Having a partner who is forward-looking will ensure they are taking the necessary steps to mitigate risks either before or as they are presented. Forward-looking partners are able to seize opportunities to strengthen their market position because they are aware not only of their environment, but the environment of their partners.  
 
   
 
      
 
    
    	 Innovative: Oftentimes, when we think of innovation, we think only of discovering or using new technologies. Although technology is important, it is not the only form of innovation. Being innovative really speaks to an organization’s ability to be creative and to solve problems by seeking new solutions. It seems that as each month passes, the “ways of doing business” constantly change and the solutions to challenges from last year do not work, at least not as well as they used to work. How many of us have heard a co-worker say, “Well, that is the way we have always done it,” or “It has always worked in the past”? That may be correct, but the past is just that—the past. With the speed of information and the hyper-competitive business environments that we work in today, being innovative is not only a great trait, it is quickly becoming a must for survival.  
 
   
 
      
 
    
    	 Adaptive: Great strategic partners are agile. They can quickly adjust when and where needed in order to deliver value without being taken off course because of an unforeseen event. Being adaptive not only means an ability to adjust to outside forces, but also the ability to lead change internally within their organization in order to maximize opportunities to provide value. It has been said that, “the one thing that is sure to be constant, is change.” Having a partner who can seamlessly adjust to the ever-changing market conditions and outside forces will add a tremendous amount of benefit to your partnership. 
 
   
 
      
 
    
    	 Understanding: By its very definition, strategic partnerships are joint relationships that contain unknowns. The relationship requires that the partners constructively and methodically work to mitigate risks as they pursue the joint goals and objectives. Strategic partnerships are a journey, a voyage into the unexplored. This scenario is the precise reason that a competitive advantage can be born from the partnership. But the navigation of the stormy seas will bring challenges, many decisions, and inevitable poor choices that result in some suboptimal outcomes. It is absolutely imperative that we be understanding and objective to the inevitable setbacks that will surely occur from time-to-time. If we did our homework during the partner selection process, meaning our partner is competent and committed, our level of understanding and grace will buy us a deeper level of respect and strengthen the overall relationship. One thing is absolutely certain when leading strategic partnerships: things will go wrong. Setbacks will occur and our partner’s ability to adapt and stay focused will be the difference between success and failure.  
 
   
 
      
 
    
    	 Selfless: Esprit de corps means the spirit of the group or to have shared commitment for team success. When a strategic partnership is forged, the partners agree to a union where the interest of the collective goals should always be considered first. I realize this is not the norm and that it is absolutely unnatural for most business executives who have a board or some other higher power that is constantly stressing about your company’s financials. Go into strategic partnerships knowing that they are investments and that the vision of the partnership should rule stronger than the contract that was signed. That is, the health and well-being of your partner is now your responsibility. Being selfless means that when the partnership is faced with an obstacle, each partner always asks what is in the best interest of the partnership first, and then considers the impact to your own business second. As with any relationship, strategic partnerships—at times—require you to give when you feel it is your time to receive.  
 
   
 
      
 
    
    	 Solvent: All strategic partnerships come with risk and a requirement to “build new roads.” After all, if the roads already existed, we would use them, and so would everyone else. But what we are looking for is a competitive edge, a strategic advantage in the market for our product or service. This requires that we devise and execute a strategy that will deliver newfound benefits to our clients. The path to business success, even in strategic partnerships, is not perfectly straight. Having a partner who has the financial wherewithal to weather inevitable storms along the journey is imperative. The long-term success of a partnership not only requires emotional commitment, it requires the financial resources to continually support the joint initiative until the finish line is reached. If your strategic partner is financially constrained, they may not have the ability to adapt or seize opportunities that transpire. 
 
   
 
      
 
      
 
      
 
      
 
     


 
   
  
 



 
 
    *Intentionally Left Blank 
 
    


 
   
  
 



 
 
    CHAPTER 2 
 
    [image: ] 
 
    PARTNERNOMICS.com/C2 
 
      
 
      
 
    Partnership Success Pyramid 
 
      
 
    [image: ] 
 
    


 
   
  
 



 
 
    NOTES: 
 
    ––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––– 
 
    –––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––– 
 
    –––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––––– 
 
      
 
    


 
   
  
 



 
 
    Why Partnerships Fail 
 
      
 
    I am a big fan of Stephen Covey, and I believe in his recommendation to “begin with the end in mind.” As we embark on the prospects of a new partnership, building a successful relationship is our end goal. Before we start this exciting, yet precarious journey, we need to understand the potential landmines that exist. Better yet, we need to intimately understand the success characteristics that we must proactively create in order to maximize our likelihood of success. 
 
      
 
    The interviews I conducted as part of my research for this book allowed me to connect with some powerhouse senior-level executives who are absolute masters at forming powerhouse partnerships. These executives are responsible for forming and building strategic partnerships that aim at creating competitive advantages for their respective organization. Their insights provided great value in the formation and validation of this book.  
 
      
 
    After combining my qualitative research results offered by these seasoned executives with my own strategic partnership experiences, I was not surprised to find a perfect match. I offer the following five key reasons why strategic business partnerships fail. My intent in doing this is not to recommend that we dwell on the past but to use our failures to expedite future success. Remember, smart people learn from their mistakes; successful people learn from their own mistakes and the mistakes of others. 
 
      
 
    
    	 Lack of Trust 
 
    	 Lack of Alignment  
 
    	 Lack of Transparency 
 
    	 Lack of Esprit de Corps 
 
    	 Lack of Results 
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    Trust:  
 
      
 
    Trust is the absolute foundation of all relationships; it is unequivocally the most critical element of success for the company and all strategic partnerships. Real economic gains will be realized for organizations that embody high levels of trust. 
 
      
 
    As Stephen Covey points out in his book The Speed of Trust, high levels of trust, both within your company and within your external partnerships, will dictate the speed of your growth. Essentially, if trust levels are high, then intense validation efforts are lessened or even eliminated and that time can be spent on activities that deliver results. 
 
      
 
    “Widespread distrust within an organization causes a tax of sorts, a cost of time and effort, a tax that high trust organizations do not have to pay.” 
 
    – Francis Fukuyama 
 
      
 
    Earning high levels of trust can be a very powerful tool. Notice I used the word “earn” as trust is truly earned and never given. A great story about the dividend that trust pays was captured perfectly in a story shared by Stephen Covey, which goes as follows: 
 
      
 
    Jim, a street-side hotdog vendor in New York City, found that he was losing customers because he was taking too long to make change for his customers after they purchased their lunch. His hotdogs and condiments were so good, that people would wait in long lines to savor the rich flavor of his gourmet dogs. But, unfortunately, lunch hours are only so long.   
 
      
 
    Jim struggled to find a way to efficiently service his great customers, but he only has two hands, right? He is only one human after all. How could Jim cook the food, serve the food, and complete the financial transactions for each customer any quicker? It seemed like it took about the same amount of time to tender the transaction as it did to prepare and serve the hotdogs. 
 
      
 
    So Jim decided to set a basket next to his stand and allow his customers to complete their own transactions. That is right, customers had to use the “honor system” and make their own change. That is insane, right? Would you ever think of doing this, especially in New York City? 
 
      
 
    Jim quickly learned that his customers not only did not cheat, but they paid him a premium. That is right. On average, he earned a higher profit margin because his customers left him larger tips because they valued the fact that Jim trusted them to not cheat. This simple innovation allowed Jim to serve twice as many customers over lunch and his revenues doubled as a result. 
 
      
 
    This awesome example of Jim and his New York City hotdog stand drives home another point: Empirical research has shown that people who offer trust are more likely to receive trust. And they receive trust more quickly. That is because if you are trusting, you are more likely to be trusted. 
 
      
 
    Have you ever attended a class on sales? What is the key topic-of-the-day in all sales training classes? That’s right, how to gain trust. The three elements to close a sale: know you, like you, and trust you. This is why the car dealer asks you how many kids you have and what part of town you live in within the first three minutes of your conversation. 
 
    There is no doubt that trust is an economic driver. Trust can affect the bottom line in a hurry, both positively and negatively. If we have a strong reputation of trust, our future relationships will be accelerated. This is the power of referrals. On the contrary, if you or our company has a poor reputation of trust, your future success will suffer. 
 
      
 
    In 2014, Entrepreneur magazine polled more than 5,000 of its readers and asked what company brands they trust the most. The results are below: 
 
      
 
    1. Sephora
2. In-N-Out Burger
3. Publix
4. Patrón
5. Trader Joe's
6. The Ritz-Carlton Hotel Company
7. Panera Bread
8. Virgin America
9. Southwest Airlines
10. Apple Store 
 
      
 
    The survey results beg the question, what creates the perception of trust in a company’s brand? After all, you cannot really trust a company, can you? Just as you cannot trust your car to start tomorrow morning. After all, your car and the company that built it are not human. 
 
      
 
    The truth of the matter is, no pun intended, companies are led by people and these people have the potential to be trusted. Trust is built by having people see what we do and see that we deliver consistent results with integrity. Business leaders must act with the highest levels of ethics in order to instill trust within the organizations that they lead. If this occurs, trust will permeate into the brand’s reputation and into the marketplace. 
 
      
 
    I feel compelled to share the story of Bob Chapman who wrote a book titled Everybody Matters: The Extraordinary Power of Caring for Your People Like Family. In his book, he shares the inspiring story about leadership, courage, and trust that was embodied during the major recession of 2009. 
 
      
 
    Bob is the Chairman and CEO of Barry-Wehmiller, a $2-billion international capital equipment manufacturing and engineering consulting company. The company, over the course of its history, has acquired almost 80 companies to amass its 9,000 team members around the world. Their vision is to use the power of business to build a better world. 
 
      
 
    In 1988, Barry-Wehmiller adopted a “people centric” approach to leadership where every person in the organization was to be treated like a family member. The company committed to change from the traditional ways of corporate America where people were treated as expendable objects. In the “shareholder supremacy” of current business management, if the financials look bad for a particular quarter, simply layoff a couple hundred people so the shareholders are not significantly impacted. Bob Chapman was not a fan of this ideology, and he intended to change his 100 year-old company to a new model.  
 
      
 
    In the early part of 2009, Bob Chapman’s resolve would be tested in a major way. During this time, the world economic markets faced their biggest challenges since the Great Depression. Barry-Wehmiller’s customers had reduced their orders by 35% in the matter of just a couple months. Can you imagine what you would do if you woke up one day and your household income was cut by more than 1/3? 
 
      
 
    Bob found himself in a company board meeting where they were discussing their strategy to minimize the adverse financial effects of the massive recession that was looming. Companies across the US, and the world for that matter, were purging their workers by the thousands.  
 
    But Bob had a different plan for Barry-Wehmiller. He had worked hard to earn his employees’ trust, and he was not about to lose it. Ten years earlier he had pledged to treat people like family, and he did not want to hand out pink slips. He understood that anyone could lead when times are good, but great leaders are able to shine when times are difficult. 
 
      
 
    Bob summoned his leadership team and shared a plan. Rather than have a few hundred people feel all of the pain from their financial woes by losing their jobs, it would be best if all employees shared in the sacrifice, as a family would. Bob recommended a plan that included having each team member take four weeks of unpaid vacation and the company would freeze its 401k match program. This approach made for an interesting proposition. 
 
      
 
    Many employees stood to personally lose more than $10,000 of benefit, but Barry-Wehmiller employees also embraced a culture that taught them to consider fellow team members before their individual gain. Sounds good for a book, but do you believe it?  
 
      
 
    In ten days, Bob led a charge that stabilized the company and included a $20 million savings program. Employees were able to maintain employment and continue to march forward. The company leaders understood the uncertain times, so they communicated with their workforce to maintain a high degree of trust and transparency. What do you think happened to employee morale and performance over the next year? 
 
      
 
    For most US companies, 2010 was one of the worst years in financial performance because of the carnage caused by massive layoffs and exceptionally high unemployment rates. On the contrary, Barry-Wehmiller experienced a record-breaking year in operating income.  
 
      
 
    In the lowest of low times, economically speaking, Barry-Wehmiller’s employees were more engaged than ever, had high levels of trust with their leadership team, achieved record setting productivity, all while earning a lower annual wage than the year before. 
 
      
 
    Their company has grown at a rate of 20% per year since 1988 when their new leadership model was adopted. And their return on investment has been 15% per year, as compared to the S&P 500, which has been only 3% per year in the same time period. One of their measurements of success is the divorce rate of their employees relative to the general population. Barry-Wehmiller feels that the divorce rate metric is a strong indicator of personal wellbeing—and they are right. 
 
      
 
    Bob Chapman stated: 
 
      
 
    Every one of your team members is important and worthy of care. Every one of them is instrumental in the future of your business, and your business should be instrumental in their lives. This isn’t simply idealism, though there’s nothing wrong with that. Business leaders are always looking for investments with the potential for good returns, but our focus is on creating value for all stakeholders.  
 
      
 
    Machinery can increase productivity in measurable increments, and new processes can create significant efficiencies. However, only people can stun you with quantum leaps. Only people can do ten times what even they thought they could. Only people can exceed your wildest dreams, and only people can make you feel great at the end of the day. Everything we consider valuable in life and business begins and ends with people. 
 
      
 
    Bob Chapman is a man and CEO who understands his people and has a “higher purpose.” Isn’t it amazing what employees are willing to give if they trust their company’s leadership? Unfortunately, it seems that most people view their salary as an exchange for their happiness. With great corporate leadership, employees should have both—a good income and happiness. Great leadership is what makes both happen and this is precisely what Mr. Chapman has modeled for us to follow. 
 
      
 
    Alignment:  
 
      
 
    Before we jump headfirst into the alignment section of the Partnership Success Pyramid, I want to take a moment to level-set the terms: vision, mission (purpose), and core values. I periodically see inconsistent uses of these terms, so I feel compelled to gain alignment, pun intended, with you before proceeding.  
 
      
 
    A company’s vision is its long-term, finish line goal that the organizational leaders have set in place. Jim Collins and Jerry Porras call the vision the Big Hairy Audacious Goal (BHAG) in their insightful 1994 book Built to Last. A company’s vision is the mental picture of reaching the summit of the mountain. An example of a pharmaceutical company’s vision could be, “Our vision is to rid the earth of brain cancer by the year 2030.” 
 
      
 
    A company’s mission (sometimes referred to as the company purpose) is their “why.” A mission statement should appeal to the emotions of everyone who hears it, and it should inspire others to support the cause. Simon Sinek offers a concise description of a company mission statement in his best-selling book Start With Why. Sinek suggests that companies should offer a compelling vision that is focused on why the company exists, not what they produce or how they produce it. An up-scale automobile manufacture may have a mission of, “we exist to redefine affordable luxury and to force change to mediocrity and status quo.”   
 
      
 
    In the early years of Ford Motor Company, their company mission was to make automobiles that could be purchased by every member of the working class. Up until this point, only the financial elite could afford an automobile. This belief and conviction to their company mission challenged them to innovate and be the architects of the assembly line of mass production that revolutionized manufacturing and significantly reduced the cost of production. This innovation was instrumental in making the automobile affordable to every working-class citizen.  
 
      
 
    Core values are the guiding principles and traits that describe and steer our behavior. John Bloomberg, author of Good to the Core, describes core values as the critical guides that lead us in making decision in business and in life.  
 
      
 
    Our core values are the timeless beacons that direct us to what we believe so that we stay true to ourselves and true to those whom we care about.  
 
      
 
      
 
    Some examples of company core values include: 
 
    
    	 Honesty 
 
    	 Self-Improvement 
 
    	 Self-Discipline 
 
    	 Self-Respect 
 
    	 Integrity 
 
    	 Courage 
 
    	 Selfless 
 
    	 Accountability 
 
    	 Dedication 
 
   
 
      
 
    There are two important aspects to consider with core values. First, each core value should be a test-of-fit for every employee of the organization. For example, suppose a company has a core value of creativity/risk-taking. If this is not a core belief and core behavior of every employee, then it will dilute and undermine the intent of the other core values. Second, each core value should be used to evaluate fit for every strategic partner. If not, this lack of alignment will seem like you are speaking a different language to an entirely different species.  
 
      
 
    Aligning Vision, Mission, and Core Values 
 
      
 
    From a business perspective, alignment, or congruence as it is sometimes referred, of people is an imperative element for long-term success. As business leaders work to develop their companies over time, they must seek out others who naturally share similar views and philosophies on business and life. Alignment of vision, mission, and core values is critical to minimize costly turnover and to maximize the speed of accomplishing company goals. 
 
      
 
    Some may argue that this approach of specifically aligning to those who believe what you believe is short-sided, that it takes the alignment philosophy a bit too far. After all, contemporary organization leadership tells us to embrace diversity of thought, right? Diversity of some things is great, but not diversity of business beliefs and values. Alignment of vision, mission, and core values is an absolute must. 
 
    Let’s put the topic of strategic partnerships aside for a minute and discuss employees within your own company. It is critical that you hire talented people who are naturally aligned to work toward the same vision and goals of your company and that they operate using the same values structure that your company has established. In business, there is nothing more powerful than a group of intrinsically motivated people who have a common mission. If we are able to align with people who have the same “why” as us, great things are likely to happen.  
 
      
 
    Employees who are motivated by money first, will always put money above vision and mission, and that does not help the company achieve its long-term vision, mission, or goals. As a business leader, it is your responsibility to find high-value employees and partners who align with your beliefs, your core values, so they will be intrinsically motivated to accomplish goals that align with your company’s goals. 
 
      
 
    Countless studies have shown that trust is forged and accelerated when we align with others who share our same beliefs. When we surround ourselves with people who believe what we believe, we tend to be motivated to achieve similar goals and do it in a similar way. This natural alignment offers great efficiencies to group work, especially as groups grow larger and include multiple companies. 
 
      
 
    Smart companies start their new employee interviewing process by asking the job candidate to share his/her values and beliefs. Then the interviewer communicates various scenarios to the candidate and asks how he/she would react to a given situation as a means to gain insights on the candidate’s natural inclinations. The answers offered by the candidate are obviously used to “determine his or her fit” within the company. We call these cultural norms. 
 
      
 
    Toward the end of the interview process, after the questions have been asked and a sense of the candidate’s “true makeup” is determined, the interviewing manager starts to share the values and beliefs of the company. A company’s core values describe the very DNA that every employee should possess, without exception. The core values should be top-of-mind when an employee is faced with a tough decision, especially when it involves business ethics.  
 
      
 
    When we execute a strategic partnership, we should view the partnering company as an extension of our own firm. When we hire new employees, industry best practices tell us to find employees who are naturally inclined to perform in the way that our firm is designed to perform. When we align with co-workers and strategic partners who believe in our company’s vision, goals and values, the efforts required to manage each employee are significantly lessened, thereby speeding the timeframe to solid results. 
 
      
 
    It is imperative that our strategic partners not only know our core values, but they should align with each of them as well. Why? So we can build and maintain trust more quickly and more naturally. We cannot trust in something that we do not believe, and we cannot expect our partnering companies to trust in something that they do not believe. Our company core values guide our daily work activities based upon our beliefs, regardless of who is watching. 
 
      
 
    [image: ] 
 
      
 
    The illustration above is an overly simplified depiction of group behaviors. On the vertical axis, we have some level of results, and on the horizontal axis we have time. In order to achieve the highest level of mutual results, the “company activities” must be aligned with the “provider activities” and vise-a-versa. As you can see, PA-1 is much more closely aligned with the “company activities” than PA-2. Philosophically speaking, seeking and gaining alignment of vision, mission, core values, and goals between partnering companies will lead to greater levels of performance and overall partnership value. Later in this book, I will describe how to ensure continual alignment with your partners when I introduce the Strategic Partner Leadership Model (SPLM). 
 
      
 
    Let’s take the company EKS&H as an example. This company provides tax, auditing, and consulting services. The firm is 40 years old and has 650 employees. It is a well-regarded organization with high levels of employee and client loyalty. Their company core values include 
 
      
 
    
    	    Integrity and ethical values 
 
    	    Direct, open, and honest communication 
 
    	    Commitment to clients 
 
    	    Product quality and reliability 
 
    	    Continual self-improvement/self-renewal 
 
    	    Having fun 
 
    	    People as the source of our strength 
 
    	    Team-orientation/commitment to each other 
 
    	    Creativity/innovation/risk-taking 
 
    	    Strong work ethic 
 
   
 
      
 
    EKS&H has quite a few core values. They have ten unique lines that represent about fifteen traits. This number goes quite a ways beyond the recommendation of three-to-five. My first reaction is that EKS&H include some values that are not core to every employee. This is to say that they have included some values that are aspirational, values that they intend to foster. Remember that core values must be core to every person so you have alignment. It is great to have aspirational values, but they must be identified and treated uniquely. For example, core values are an absolute must to be hired, while aspirational values are “nice to have.”  
 
      
 
    If EKS&H truly has 650 employees who embody the core values of open, honest, and direct communicators, committed to clients, risk-takers, with a strong work ethic, then they will absolutely hate working with a company filled with indirect and closed-minded communicators who are completely risk-averse, who work six-hour work days and are completely unwilling to prioritize a client or project over their family time. 
 
      
 
    Transparency: 
 
      
 
    The third element of partnership success is transparency. By definition, when we engage a company and make them our strategic partner, we become dependent upon their performance. That is, our partner’s ability to deliver on tasks and goals will have a direct effect on our ability to deliver on tasks and goals. This interdependence is one of several reasons why transparency is critical to long-term partnership success. 
 
      
 
    When we speak of transparency, it is imperative that the parties be open and honest as they communicate issues, performance outcomes, and potential challenges that may lie ahead. By being candid and timely with communications, your partner will have the maximum time afforded to make adjustments to his/her individual responsibilities in order to minimize any collateral challenges that may exist due to a specific situation. 
 
      
 
    One gentleman whom I interviewed in preparation for this book was Darren, the former owner of a very successful data center that was acquired a few years ago. During my conversation with Darren, he described that air conditioning systems are incredibly important to data center operations due to the extreme heat that all of the electronics equipment emits.   
 
      
 
    He issued a request for proposal to a number of leading air conditioning/climate control providers to supply equipment and maintenance to his facility. Throughout this evaluation process, Darren started to form relationships with some of the company representatives that were competing for his business. One provider in particular had a salesman named Tim. Tim had spent a good amount of time compiling the requirements before he submitted his company’s “best and final” offer for Darren’s contract. After seeing Tim’s proposal, Darren was shocked to see such a low price. 
 
      
 
    Darren grabbed the phone and called Tim to gain some understanding about his proposed pricing. He felt that Tim had a great understanding of the requirements, but he obviously missed something in his proposal as it was significantly lower than all of the other bids. In their phone conversation, Tim said he would be completely transparent with Darren and share the full financials behind his proposal. 
 
      
 
    After reviewing line-by-line, Darren quickly realized that Tim had offered a proposal that was “break-even.”  That is, Tim offered a price that included no profit margin for his company. Darren, being a savvy businessman, knew exactly what this would mean. All would be well until Tim’s company was faced with the decision to send their only available technician to Darren’s company and make $0 profit, or send the technician to another opportunity that was sure to have a profit margin built in. 
 
      
 
    Sure enough, after a brief conversation, Tim stated that he wanted Darren’s business as he had planned to market and tout this “high-profile” account to other prospects. Tim felt certain that landing a big datacenter account would give him additional credibility to gain additional business that would offset the margin loss from the ultra-competitive bid. Although Darren appreciated the transparency and creative approach, he demanded that Tim adjust his rates so that Darren’s service calls would not only be prioritized first, but he would also get the most skilled technician to service his equipment. They eventually agreed to terms and had a long and mutually beneficial relationship. 
 
      
 
    Transparency can come in many forms. In the case of Tim, he was willing to be completely transparent in showing the detailed financials of his service proposal. Another form of transparency is offering open, honest, and timely information to our partners. It is our natural humanistic tendency to refrain from sharing bad news. However, the truth is, when situations go bad, having additional time could mean the potential to minimize damage that was caused by an unforeseen event.  
 
    Although it is never pleasant to pass on unfortunate news, the message will have to be communicated at some point and, generally speaking, the sooner the better. It has been my experience that communicating unfortunate news early can be seen as a trust builder between parties as the message is delivered in a timely, good faith effort so that your partner has the best opportunity possible to pivot to minimize the adverse impact that may be caused. 
 
      
 
    Being transparent starts by having the parties agree, up front, to specific key performance indicators (KPIs) that will be collected and communicated between partners. The metrics or KPIs should be collected and distributed in periodic reports as agreed to by the parties. The sharing of these important metrics will help drive understanding and maintain performance transparency between the organizations. 
 
      
 
    Business Service Management (BSM) is a booming segment of business right now. IBM and other “big data” companies are working diligently to offer sophisticated systems that provide vital performance data both within companies as well as to partnering organizations. It has been said that you cannot manage what you cannot measure. For this reason, it is critical that each party discusses and agrees on a set of KPIs that will be measured and communicated to key stakeholders.  
 
      
 
    It is also important that the partners agree to revisit the list of KPIs from time to time to ensure that new metrics are not needed. Over time, you will likely determine that new KPIs could add insights so you work with your partner to begin to capture the output. On the flipside, it is likely that certain metrics that are being captured are not adding value, and they should be dropped from the list of KPIs being tracked by the partnership. Simple is always better; do not collect what you do not use. 
 
      
 
    It is critical to have consistent and open lines of communications between partners. Depending on the size and level of interdependence of the strategic partnership, communications could range from daily to monthly. Furthermore, communications will range based upon scope of responsibilities. For example, many strategic partnerships have a working team that handles the day-to-day management of specific initiatives. In these cases, daily communications is common to keep the tasks moving forward.  
 
      
 
    Scheduled meetings, either in person or by phone, give everyone an opportunity to discuss any challenges that may exist and provide time to offer updates as needed. But just as important, it allots time for the working team to reconnect and continue the rapport building process.  
 
      
 
    In today’s fast-paced, ultra-stretched, busy schedules, we do not allow enough time for meaningful personal interactions. We must remind ourselves that the foundation of partnership success is trust, and trust is only gained and maintained only through interpersonal interactions. You need to ensure that you and your team invest the proper amount of time necessary to maintain strong relationships. Remember, businesses do not deal with businesses, people deal with people.  
 
      
 
    Esprit de Corps (Commitment): 
 
      
 
    Esprit de corps is French and it means “for the spirit of the group; or, to feel enthusiasm, devotion, and a sense of responsibility for the welfare of a group.” Having a strong sense of commitment to the cause is an absolute imperative for strategic partnership success. So what does the word commitment mean? According to Heidi Reeder, Associate Professor at Boise State University and the author of Commit To Win, commitment is the experience of being psychologically attached to something and intending to continue. 
 
      
 
    Reeder claims that there are four factors that can predict one’s ability to commit to an endeavor: 
 
      
 
    
    	 Treasures (benefits) 
 
    	 Troubles (costs) 
 
    	 Contributions (investments made) 
 
    	 Choices (competing options) 
 
   
 
      
 
    Commitment can only come if people fully understand what they are committing to. The planning portion of a strategic partnership is critical to achieve commitment because this is the phase of the process that fully discloses to each party what is being asked, what the commitment entails. If you enter into a partnership where quitting is a convenient option, then save your time and money and do not form the partnership. Every partnership undergoes challenges, unknowns, and turbulent waters that will test your will to succeed. 
 
      
 
    If you think that growing a business is challenging when dealing with your co-workers within your own organization, strategic partnerships are a whole new game. Realize that strategic partnerships include employees from other companies whom you do not directly oversee. Your partner’s organization has its own unique cultural norms and standards and forms of communications. Your ability to influence and direct your partner’s actions will likely be significantly lower than your ability to influence employees in your own organization. 
 
      
 
    When considering engaging in a new strategic partnership, it is important to understand the full commitment of time, money, and other resources that are required in order to make the endeavor successful. Managing and leading strategic partnerships require a significant amount of resources from all companies involved, a full, unwavering commitment to encounter, endure, and overcome the significant challenges that inevitably lie ahead.  
 
      
 
    So what are some strategies that can help you test a potential partner’s level of commitment to the cause? 
 
      
 
    
    	 Have they actively engaged in planning conversations, and do they have a clear and consistent view of the partnership’s goals that align with yours? 
 
    	 Are they willing to sign a multi-year deal? Depending on the partnerships complexities, many strategic partnerships take more than one year to produce results. 
 
    	 Are they willing to forgo a termination for convenience clause in your agreement? That is, are they willing to commit to supporting the partnership at least until the initial term ends, or do they want to have a lever to take the easy way out? 
 
   
 
      
 
    Bernie Brenner, Co-Founder of TRUEcar and the author of The Sumo Advantage, states that his organization will not enter into a partnership with a company unless they are willing to sign a multi-year agreement and forego a termination for convenience clause. He argues that these two points alone could be a clear signal of a company’s lack of commitment to a partnership. Bernie goes on to suggest that challenges arise in every strategic partnership—it is a part of the territory. When we attempt to create something innovative, new, and unproven, we have to be committed to the cause and not be likely to take the easy way out, otherwise, failure will be the inevitable outcome. 
 
      
 
    Speaking to Bernie reminded me of a story, The Halfway House. On the side of a mountain in the Swiss Alps, exactly halfway to the summit, sets a cozy, quaint café and gift shop affectionately named The Halfway House. Every day that the weather allows, tourists meet at the base of the mountain and start the 8-hour trek toward the summit. The air is crisp and the scenery indescribably majestic; climbers see snowcapped mountains for miles and the only building in sight is The Halfway House. 
 
      
 
    Some climbers join guides for their expedition, while others simply go it alone. The climb to the summit does not take a heroic effort, but there is no doubt that the climber’s legs will be tired by the end of the journey. It seems every climber in the parking lot chats about the amazing pictures that he/she will take at the summit. You can hear of bets being made about who will assent to the top first. As the journeys start for hundreds of climbers, it seems everyone offers at least one comment of their personal vision of reaching the summit and their personal reason for doing so. 
 
      
 
    Groups of people form at the trailhead and organize their thoughts and teams before they begin. You can hear the hired guides and the do-it-yourselfers making sure everyone has water, snacks, extra socks and clothing, a camera, and other gear needed for the day. One will also witness some “kamikaze” climbers who do not have full appreciation for preparation, but nevertheless are excited for the challenge as they take off.  
 
    By lunchtime, many of the climbers grow a bit tired and cranky. The high anticipation of the start has long worn off. At this point, the climbers are four hours into their journey and are nearly halfway to the summit. Their stomachs start to growl with hunger and their legs begin to feel heavy as they continue toward the top of the mountain. You can hear periodic words of encouragement that are shared by the more motivated climbers, the ones who seem to have a clear purpose for reaching the summit.  
 
      
 
    On one such trek, a mother promised her sons that she would take a panoramic picture with her phone as soon as she reached the top so she could share it when she returned home. Another climber, a battle-tested Marine, promised a mother that he would spread her son’s ashes at the top of the mountain. The warrior was killed in combat and one of the items on his “bucket list” was to snowboard in the Swiss Alps. Everyone seemed to have a different reason for reaching the top, but as each hour passes, it becomes apparent that the levels of commitment very among the individual climbers.  
 
      
 
    At last the climbers arrive at the mid-point, The Halfway House. The quaint café is a welcome sight for hikers as it is perfectly positioned on the side of the mountain with large, welcoming doors. The teams are able to come inside, grab a hot meal, and cozy up next to one of the two fireplaces. The café visitors can look out of the tall, picture windows at the majestic views of white-capped mountains all around. The images seem like endless Christmas cards just waiting to be printed. 
 
      
 
    Groups of climbers randomly gather inside of the building and share their stories of the adventure thus far. Some laugh, smile, and joke about their fears and accomplishment of having reached the halfway-point, while others express their newfound indifference to reach the summit or their regret to have agreed to the challenge in the first place. At the start of the journey, there were no discussions about the potential failure of reaching the top, but the sounds of defeat and weakened commitment are now a part of the white noise surrounding the climbers. 
 
      
 
    With their stomachs full and bodies warm, the climbers are more comfortable and relaxed. But it is easy to sense the division between the committed and non-committed. After an hour, the guides and do-it-yourself team leaders rally their groups to head back into the cold and continue their assent in order to make it back down by dark. 
 
      
 
    Some climbers are eager to accomplish their goal of reaching the top, while others cannot wait to get off of the mountain. After a few minutes of discussing, considering, and some yelling amongst particular teams; the division among teams is clear. Only half of the climbers reenter the cold and head up the mountain while the rest remain in the café, sipping on warm drinks, soaking up the heat from the fire as they watch the climbers through the large windows.  
 
      
 
    As each minute passes, the climbers become smaller and smaller as they continue up the mountainside. Just five minutes after the climbers left The Halfway House to continue their journey, a small group of people had a change of heart and decided to continue the challenge. After a few minutes of reconsideration, their fears of regret for not finishing what they started outweigh the threat of mediocrity. 
 
      
 
    Several hours later, the first wave of climbers make it back to The Halfway House and are reunited with their families and friends. The climbers who completed the assent are full of excitement and a strong sense of accomplishment. Their enthusiasm cannot be contained. The spectators who stayed at the cafe, though, have a visible look of regret and despair.  
 
      
 
    The climbers who had successfully reached the summit share visions of the awesome cloud formations that filled the sky on the opposite side of the mountain range, but the spectators cannot relate because it is a scene that they did not witness with their own eyes. As the mass of people traverse down the mountain toward their cars, the divided feelings of great accomplishment and deep despair also travel with the climbers. 
 
      
 
    The regrettable utterances of “should’ve, could’ve, and would’ve” fill the air during the descent. For now, the opportunity has passed. The “should’ve, could’ve, and would’ve” thinkers are not going to get a second chance. They can only continue forward and reflect on their decision and learn from it. When the next opportunity presents itself to stay committed to a challenge, the decision to continue will be made as opposed to a resigned choice of mediocrity. Ironically, mediocre means “halfway up the mountain” in Latin. 
 
      
 
    What can we learn about strategic partnerships from The Halfway House story? I can promise that the strategic partnerships that you embark on will be filled with opportunities for you to choose mediocrity and safety, but those choices will not result in significant accomplishment. Only the choice to maintain commitment and esprit de corps will leave you with the satisfaction of success and fulfillment and give you the results that you planned to achieve in the first place. 
 
      
 
    As a quick side note, I want to share some staggering statistics regarding employee commitment as you look to improve strategic partnerships within your organization. As we seek to engage and develop relationships with partners to grow our companies, we must first consider our own teams. It is imperative that our strategic partners be engaged and committed to our collective success, but more importantly, as business leaders, we must first ensure that our own team is poised for the challenge. 
 
      
 
    According to a 2014 Gallop Poll, only 13% of employees are psychologically committed to their professional work.  This means that 87% of the employees are either “not engaged” or “actively disengaged” in their work. Considering these staggering statistics, it is no wonder why the failure rate of strategic partnerships is so high. However, having partnerships that are led by employees who have a strong sense of purpose and commitment to the joint vision of the partners will significantly improve the partnership’s likelihood of success. 
 
      
 
    Results: 
 
      
 
    To quote Stephen Covey, I, too, recommend to “begin with the end in mind.” When it is all said and done, we choose to enter into strategic partnerships so that we are better positioned to achieve results that will help our organization prosper. Without meaningful results, no business, no partnership, and no relationship will sustain. 
 
      
 
    Achieving strong results does not happen by accident. It is never automatic, and it is rarely effortless—especially in business. Achieving significant results take time, discipline, planning, nurturing, management, leadership, and a couple bouts of good luck along the way. There is no doubt that our actions and abilities not only influence our results, they determine our results. 
 
      
 
    According to a recent CMO Council study of C-Level Officers, 85% of respondents view business partnerships as either “essential” or “important” for their company’s future. However, only 33% of these respondents indicated that they have a formal strategy for partnerships. Many times we get into the daily grind of operating our businesses only to find that our business is operating us. Strategic partnerships can be an incredibly effective way to significantly grow a business, but is has to be intentional; there has to be a disciplined strategy in place. 
 
      
 
    The CMO Council’s report offers the following recommendations to business leaders: 
 
      
 
    
    	 Companies must have a leader who develops the structure, processes, and measurement systems for how the company will approach, form, develop, manage, and assess partnerships. 
 
   
 
      
 
    
    	 A failure to think through the objectives, align on win-win outcomes, agree on resourcing and responsibilities across the parties, and decide on key milestones and checkpoints can lead to a relationship that languishes over time. 
 
   
 
      
 
    The CMO Council’s research and recommendations are spot-on. There seem to be countless studies that have been published in recent years that validate the growing need for effective strategic partnerships and also a growing concern that strategic partnerships are not effectively being structured or managed, causing high-failure rates. 
 
      
 
    At the 2013 ARPAE Summit in Washington D.C., it was discussed that, according to their research, 90% of CEOs are very interested in forming strategic partnerships in order to advance their businesses; however, only 65% stated they had experience in managing such relationships. And just because 65% have experience in managing strategic partnerships, this does not mean they know how to achieve great results from their partnership, in fact, most do not. 
 
      
 
    Just as we create business plans and business cases to help manage our organizations, we too must have the same structured discipline to incorporate these management principles into our strategic partnerships. As a matter of fact, I would argue that having a definitive plan with a strategic partner is more important than a plan for our own firm. After all, we have direct influence and control over the fate of our employees, but we have much less control over our partners. Therefore, we need to be diligent in the way we select, structure, manage, and optimize our strategic partnerships. 
 
      
 
    After reviewing the literature regarding strategic partnerships and their high-failure rates, it is more than apparent that companies face major challenges when working with strategic partners. All experts on the subject recommend following a model or framework to add structure, process, and intentions to help govern the partnerships. Although there is consensus that more structure is needed, there does not seem to be agreement on the optimal framework for accomplishing this task of coordination. 
 
      
 
    For many, many decades, companies have engaged in contractual relationships with suppliers, distributors, agencies, and other providers with the hopes of creating a competitive edge. Unfortunately, the majority of businesses end up with a set of vendors that provide expensive, sub-par products and services that add little to no value to your company.  
 
      
 
    For this very reason, I created the Strategic Partner Leadership Model™ to methodically take company leaders and their partnership leaders through a process to ensure they achieve their intended results. The Strategic Partner Leadership Model™ will be covered in great detail in chapters 5 through 10. But as a prelude, the elements of the model are: VISION, TEAMS, GOALS, METRICS, PROCESSES, and RESULTS. 
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    Business Growth Opportunities 
 
      
 
    As I travel the country and speak with business leaders, I frequently ask the following question, “Would you like to grow your business?” Without exception, the answer is “Of course!” Then I ask, “How?” I usually get responses such as, “Well, we are looking to hire another salesperson,” or “We are planning to do more marketing.” Although both of these strategies can increase revenues, their impact will likely be incremental at best. While incremental growth is generally better than no growth, my passion is discovering exponential growth opportunities with business leaders.  
 
      
 
    When I speak of “growing your business,” I really mean, “growing profits.” If we think back to our Microeconomics 101 course, we remember that 
 
      
 
    Profit = Total Revenue – Total Cost 
 
      
 
    Achieveing exponential growth by leveraging strategic partnerships requires a long-term strategy. Strategic partnerships fall into one of two categories: 1) revenue creation or 2) cost reduction. You guessed it; strategic partnerships can either help us generate new revenues, or they can help us become more efficient by reducing our operating costs. When strategic partnerships help us generate new revenue, we call this “business development.” Contrary to what some believe, the craft of business development is not sales. As a matter of fact, it is very different than quota driven sales. When strategic partnerships help us reduce our operating costs, we call this “operational excellence.” 
 
      
 
    Another way to look at growth strategies is to use the “pie analogy.” Suppose that your market is a ten inch pie and your company has a 20% market share of that pie. The short-term approach asks, “How can we grow our share from 20% to 30%?” In the short-run, the size of the market pie is fixed at ten inches. But in the long-run, with the help of innovative strategies, the size of the pie is variable. When taking the long-term view we ask, “How can we expand the market pie from ten inches to fourteen inches?” The most dominate companies are able to think and execute on short-term as well as long-term strategies, simultaneously. They implement strategies that increase the size of their slice while they work to increase the size of the market pie. 
 
      
 
    Consider the long-term versus short-term illustration that follows. The bottom section of the schematic describes a generalized, short-term business operations model that nearly every company follows. The company has a procurement specialist who buys inputs from a vendor and those inputs are combined with the company’s internal expertise and resources to generate a product or service that is sold by the sales team to end customers. 
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    There is no doubt that businesses need to have an effective short-term revenue generation strategy (increase sales, expand marketing share, and operate more efficiently). However, it is also important to not overlook a longer-term growth strategy. Our sales and marketing people are constrained to sell the products and services that we have today with the features and benefits that are offered today. Market leading companies, however, always look for the next move in the chess match that we call business competition. Market leaders, such as Apple, constantly ask what evolution within the customer value puzzle will generate the next competitive advantage. 
 
    A growth opportunity that is largly overlooked by companies is the long-term play—top portion of the illustration. When companies commit to leveraging strategic partnerships in order to grow their company, they open a whole new world of opportunities. In these strategic cases, the Partner Development Leader (PDL) is used in a range of capacities to uncover and execute strategies that unlock prospects for exponential growth. Partner Development Leaders, whether they are revenue generating or operations focused, share the same skillset. They are strategic-minded, competitive, opportunistic, and absolute ninjas at forging symbiotic relationships. 
 
      
 
    In the mid-2000s, Apple had dozens of global competitors offering MP3 music players. While the majority of these competitors were focused on sales strategies and creating simple feature changes to better manage playlists (short-term play), Apple focused on the integration of two major game-changers that were outside of the MP3 product itself: iTunes and broadband wireless data access (long-term plays).  
 
      
 
    Rather than solely focus on incremental functionality enhancements to grow their slice of the pie, Apple deployed a long-term strategy that created a pie that was too big to fit into the oven. First, Apple wanted to “own” the mobile music space, so they built the very easy to use iTunes music download and management application so people could cost effectively purchase and organize all of their favorite music. Next, Apple knew if it could allow users to download content beyond Wi-Fi network access, it would create a new market that they would dominate. With their strategic partnership with AT&T that was announced in 2007, their newest rocket had lauched. 
 
      
 
    I realize Apple and AT&T are two gigantic companies. I realize 99% of businesses cannot forge a partnership with either of these giants. But I give this example to share three points, 1) even the big boys need to partner, 2) companies that achieve exponential growth are companies that think and execute beyond the short-term, and 3) strategic partnerships can be a highly effective way to achieve a competitive advantage that enables exponential growth.  
 
      
 
    Companies, large and small, forge stragetic partnerships every day that lead to transformative growth. Companies generally achieve exponential growth by expanding into new markets or by introducing a product or service that significantly increases value for the end consumer. I am convinced that there are strategic partnership opportunities that can help every company perform at a higher level. You just have to proactively look for it. 
 
      
 
    It is good for us to be reminded of the definition of a strategic partnership. You may recall that strategic partnerships are contractual relationships between two or more companies where the mutual intent is to create joint benefit and a competitive advantage. Most business relationships are not strategic, they are transactional. Sales or procurement teams complete most business transactions for companies. This is how it has always been and how it will always be. The short-term side of the business is the core. These are the teams that pay the bills. To the contrary, the long-term side, which is led by Partner Development Leaders (PDLs), is where the homerun swings and the Hail Mary passes are made.  
 
      
 
    By being disciplined, opportunistic, and strategic, we can significantly increase our likelihood of success when we take the big swing or throw the 50-yard bomb. Instead of using an exponential growth strategy as a defense mechanism, we want to use it as an offensive weapon. The strategic partnering approach can quickly put points on the board and separate us from the competition. 
 
      
 
    Through strategic partnerships, PDLs seek new, innovative, game-changing ways to either 1) create new revenue opportunties or 2) implement business operation enhancements that significantly improve your ability to compete, hence, giving your company a competitive advantage. 
 
      
 
    Generally speaking, 90-95% of the strategic partnership opportunities are focused on new revenue generation versus operational excellence. The Apple / AT&T partnership is an example of revenue generation. Now I would like to share an example of an operational excellence strategic partnership. It is important to note this distinction because strategic partnering opportunities that are operations focused do exist and their impacts can be profound. The “Network Advantage” partnership between Sprint and Ericsson is a great example of a strategic partnership that is operations focused. 
 
      
 
    In July of 2009, Sprint signed a 7-year, $5 billion dollar partnering agreement with Ericssion. In this relationship, Ericssion was responsible for managing the day-to-day responsibilities for Sprint’s national telecommunications network. This strategic partnership marked the largest of its kind worldwide. Because of my background managing large and complex strategic partnerships, I was selected to be on the core partner development team.  
 
      
 
    This colossal relationship was known as Network Advantage. It was definitely a trailblazer for the telecommunications industry as it forced technology executives worldwide to consider how strategic partnerships could be used, not only to grow new revenues, but also to become more operationally efficient. The Network Advantage partnership sought to reduce Sprint’s expected network expense by $2 billion over a 7-year period.   
 
      
 
    Rather than have a transaction focused procurement organization negotiate and manage the agreement, the leaderhship team knew success would require that seasoned partnership professionals lead the relationship. Our team was completely comfortable with ambiguity, uncertainty, and risk-taking. We knew that the partnership would evolve over time. Our small team spent the next three years navigating obstacles and further defining the partnership. The flow of contractual amendments seemed constant, which was by design.  
 
      
 
    Thinking Strategically 
 
      
 
    The term “strategy” is arguably the most overused word in business.  
 
    It sounds really cool and almost militaristic to say “strategy.” Using the word makes us sound like we know what we are doing. The best definition of strategy that I have found is “a plan, method, or series of maneuvers executed in order to achieve a specific goal or result.” 
 
    By building strategies, we intentionally plan a series of steps that we will execute in order to prepare our company for future success. Business growth is not a single chess move. It is a series of hundreds of decisions and actions from many people that are compiled over time to deliver specific results—sometimes good, sometimes bad. Our success is critically dependent upon our ability to create and execute plans that maximize our opportunities for success. 
 
      
 
    Strategic planning comes in two forms, short-term and long-term. Generally speaking, short-term is one-year or less and long-term is any initiative greater than one year. The most successful businesses deploy a series of short-term strategies (sales, marketing, procurement, product development, employee development, etc.) and a couple long-term strategies. Examples of long-term strategies might include evaluating acquisition opportunities, developing your industry’s version of a “killer app,” or your company may have a strategic partnering initiative.  
 
      
 
    The important thing to remember as you lead your company is to do it intentionally, do it strategically. Build plans, milestones, and lead your teams to execute against the goals. Keep in mind that short-term strategies and long-term strategies are different, and they must be treated differently. 
 
      
 
    Short-term strategies, such as sales, marketing, and procurement should contain specific goals or outcomes by month and quarter. These outcomes support the revenue plan, expense plan, and future product / service development goals. Your leadership team should set high-level annual goals that your team managers further refine into monthly objectives. We manage our teams to ensure that these targets are hit so we stay aligned across the company to achieve our quarterly milestones. If an element lags behind, it will likely affect other components and real-time adjustments will need to be made. 
 
      
 
    Long-term strategies, however, contain many unknowns. Oftentimes, long-term strategies include interactions with other companies or the market in general, so timing is mostly out of your company’s control. But by being proactive, methodical, and opportunistic, we can insert our company into the information stream to ensure we have some level of influence on the market. By keeping a close pulse on our ideal customers, major competitors and major solutions providers, we can constantly be thinking about value-add activities. These innovations will allow us to fast-track customer value and thereby position us to develop a competitive advantage. 
 
      
 
    As I admitted, I am biased to using a healthy dose of strategic partnerships as a way to execute a growth strategy. The opportunities for innovation that are created through strategic partnerships cannot be denied. If your company has a vision for your industry’s next “killer app,” and your company has the wherewithal to build, market, sell, implement, and maintain the solution, then knock it out. But for most companies and most “true” killer apps, the solution requires expertise from at least one other market leading company. This is one way that a strategic partnership can be born.  
 
      
 
    The Journey of Innovation  
 
      
 
    How can you determine what your company’s next growth engine is? This is the million-dollar question. Unless you are Apple, and then it is the multi-billion dollar question. Innovation is a mindset; it is an attitude and a culture. Companies that are able to continually create meaningful products and/or services do so because they have a company culture that fosters innovation. In my humble opinion, a company either has the culture for innovation or it does not—there is no middle ground. 
 
      
 
    Innovative companies are risk takers; they are forgiving and they understand that the most successful initiatives are only successful because of many failures along the way. Attempts at hitting homeruns result in more strikeouts than 450-foot bombs into the centerfield fountains. Innovation is a very messy, indirect, and unpredictable journey that many business executives and CFOs don’t have the stomach for because they are risk-averse. Innovation by its very nature is a long-term strategy that requires the discipline to know that every win comes as a result of several losses along the journey.  
 
      
 
    If your yearly company-wide goals include “increase innovation” coupled with “cost reduction” or “optimization,” then your leaders do not understand innovation. But if your company is well informed, competent, and methodical, the benefits of innovation can be significant. And, yes, a strategic partnership can be a wildcard to fill the gaps that you need.  
 
      
 
    If there are so many downsides to innovating, then why in the world would any company commit to innovation? Ask Apple, Google, Facebook, Amazon, Microsoft, Uber, or Lyft. If you know what customers are willing to use and it creates value, the return on investment can be huge. I know what you are thinking, innovation takes a brain surgeon who knows how to write code and combine a lot of information that creates an arbitrage opportunity, right? Nope! Innovation can be profound and simple. 
 
      
 
    In 2006, two brothers set out on an all-day fishing trip. It was a pretty frequent endeavor for the pair. Toward the end of their day, they struck up a conversation talking about their constant frustration at how coolers never seem to keep ice frozen for very long. Every time the brothers were out in the hot sun for a day of fishing, they had to stop midday to replenish the ice. Otherwise, their food and drinks would get hot and sometimes spoil by the late afternoon. Furthermore, they could not step on their cooler because it would break. When fishing in a boat, real estate is a premium. The brothers decided to set out to find a cooler that could both keep ice all day and allow a fisherman to use it as a platform. 
 
      
 
    The brothers, Roy and Ryan Seiders, found a reasonably well-built cooler that was made in Thailand. The cooler seemed to be close to what they had in mind, but not exactly. The brothers had new ideas for design and added functionality. After some tinkering and prototyping, Yeti was born. They designed a cooler that could keep ice for days, hold a 300-pound person, and lock so tight it was grizzly proof. In 2006, they slowly began to sell the reinforced coolers at tradeshows near Austin, Texas, their hometown. The major challenge was selling coolers for 10x their standard market price. Wal-Mart offered Igloo and Coleman coolers for $30. The lowest priced Yeti coolers were over $300. Rather than focus on price the brothers decided to focus on value and differentiation. They did not see the standard Wal-Mart coolers as their competition. 
 
      
 
    The brothers felt sure that other hardcore outdoorsmen would see the value in having a sturdy cooler that was exponentially better than everything else on the market. Apparently they were right. According to Inc. Magazine, Yeti’s 2015 revenues were nearly $470 million and their 3-year growth rate was 748%. The Seiders brothers took a commodity product (cooler) and infused some innovation to create an entirely new market of premium coolers. Today, customers can buy soft-sided coolers and aluminum tumblers that also keep ice for nearly a full day.  
 
      
 
    For Yeti, the first growth engine was a grizzly proof cooler, their second growth engine was the soft-sided “Hopper,” and their latest growth engine is a series of aluminum drinking cups. Product innovation is in their company’s culture. They are constantly looking for ways to bring additional value to their market. Rather than trying to be the low cost provider, Yeti takes the opposite approach. They focus on value and a strong, trusted brand. So, what is Yeti’s next growth engine? Their product development team is working on a line of bottle openers that promise to be fan favorites. 
 
      
 
    Best Opportunities for Growth 
 
      
 
    First things first, we must ask ourselves if we are committed to growing our business. Hopefully this answer is yes! Otherwise, you are wasting a lot of valuable time reading this book. Besides, if your organization is not committed to growing, even growing incrementally, you better hope you are on the brink of retirement. The mere mentality of the status quo and stagnation will kill a company culture. If you are not trying to grow, then you are waiting to die.  
 
      
 
    Success in business is an attitude, some swagger. If you are not playing offense (trying to grow), your company will start to lose its identity and its value will soon follow. I admit, I love working with business leaders who want to aggressively grow. I do realize, however, that exponential growth strategies require resources and, sometimes, these resources simply are not available. In these cases, your best bet is to execute a plan for incremental growth. But never accept the defeatist road of a zero-growth approach.  
 
      
 
    Consider the following business growth illustration. This image depicts the series of choices that business leaders have to make as they determine their strategies for growth. Only focus on the elements up to the “Research Phase” at this point. The remaining parts of the illustration will be covered later in this section. 
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    After you commit to growing, you need to decide if you are going to “go big or go home.” That is, are we going to stretch ourselves and go for exponential growth or settle for incremental only? Remember, the incremental path is a given, it is the core of our business that provides monthly revenues that feed the machine. If our commitment is only incremental growth, then our approach is to simply sell the products and services that are currently being offered and/or work to become more efficient and reduce our costs. In the short-run minor enhancements can be made to our products and/or services, but it is unlikely that such changes will enable exponential growth.   
 
      
 
    When executing an incremental growth strategy, you are essentially telling your product (or service) development team to maintain the current offering(s) and only add or enhance the product by small increments, at best. You are further instructing your marketing teams to execute the marketing strategy to the existing pool of current and potential clients without deploying any significant efforts to substantially grow your base of potential sales targets. Finally, you are instructing your sales team to sell the products that are on the shelves and the opportunity for product differentiation from the previous year is virtually zero. Again, this approach is sometimes necessary for a host of reasons, but it comes with dangers. A perpetual strategy of incremental growth signals a serious lack of innovation, creativity, confidence, awareness, and inspiration. None of these qualities are attractive to customers, employees, or investors. 
 
      
 
    If your company has the wherewithal to execute an exponential growth strategy, employees will be inspired, customers will build loyalty, investors will take notice, and competitors will grow fearful. Now it comes down to execution—it always does. If you dare to put exponential growth in your crosshairs, you can develop strategies that could incorporate many powerful weapons. As previously discussed, the vast majority of our opportunities for exponential growth will come in the marketing and product development lanes, as opposed to business operations. Nevertheless, an opportunity exists for that segment as well.  
 
      
 
    Exponential growth means that we need to find our next growth engine,—your market’s next “killer app.” When I say killer app, I do mean application, but not necessarily software application. As a matter of fact, your growth machine will most likely not be software. It may be the innovative product, service, feature, integration, customer base, technology, or information source that allows you to create a competitive advantage.  
 
      
 
    The vast majority of exponential growth strategies require a long-term approach. That is, exponential growth approaches generally take one- to-two years to identify, create, implement, and begin to realize the significant gains. This fact is critically important to consider because the proper resources must be committed to enable success. Otherwise, aborting your growth engine initiative halfway through will not only be fruitless, it will cost you valuable resources that will bear little to no value to your company, your partner, or your customers. 
 
      
 
    Having a commitment for exponential growth is the first step, but then you need to determine “how.” What is your growth engine? Sometimes we need a little help in asking all of the right questions to facilitate this very important process. If you are unsure what your best growth engines are, I have a valuable toolset to share! 
 
      
 
    As you evaluate your company’s best path for growth, I recommend that you use three different tools to foster your evaluation: SWOT (strengths, weaknesses, opportunities, threats) analysis, Constraints Model, and 6-Cs framework. My hope is that these three tools will give you the ability to triangulate growth opportunities for your business so you can more effectively identity and prioritize your next growth engine(s). This approach will not only help your team identify new growth engines, but it will help you validate the current growth engines that you may be executing. 
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    SWOT Analysis 
 
      
 
    The SWOT Analysis framework offers a simple, yet insightful way to think about the current health of a business. There are many worksheets and tools available for download that will help your team facilitate a SWOT analysis on your company.  
 
      
 
    The acronym SWOT represents four categories of pros or cons that must be considered within your company: strengths, weaknesses, opportunities, and threats. “Strengths” identifies the assets or capabilities that give your company an advantage over other organizations. “Weaknesses” identifies the shortcomings that put your company at a disadvantage relative to other companies. “Opportunities” denotes potential areas in your industry that your company may exploit in order to develop a new strength. “Threats” identifies potentially harmful elements in your industry, or the economy in general, that could cause harm to your company’s ability to compete. 
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    The SWOT framework is intended for the strengths and weaknesses evaluation to be internally focused and the opportunities and threats are externally focused. As you complete a SWOT analysis for your company, be mindful of potential partnerships that may be born within each element. For each positive that your company has (strength and opportunity) your company may be a partner fit for another firm and for each negative you discover (weakness and threat) a partnering company may be able to strengthen your competitive position. 
 
    Evaluating Growth Constraints 
 
      
 
    In his 1984 book The Goal, Eliyahu Goldratt introduces the “theory of constraints” to offer a framework to help business leaders continually growth their business. The theory of constraints suggests that a company’s ability to grow revenues is dependent upon its ability to identify and remove constraints within its end-to-end system. Goldratt defines a constraint as anything, internal or external to the company, that prevents the company from achieving its goal [profit growth].  
 
      
 
    The theory of constraints uses the analogy of a chain to illustrate that a company’s ability to grow revenues (pull more weight with a chain) is limited by the chain’s weakest link. Goldratt contends that rather than having dozens of constraints, any company has only one or two true constraints at any given time. As employees identify and eliminate each constraint (the weakest link of the chain), they should begin to look for the new constraint (the next weak link) in their business system.  
 
      
 
    Consider the following constraints tool on the proceeding page as you think about growth constraints within your company. The elements in the second column will vary based upon business types and organizational structures. For example, a cabinetmaker will be dependent upon a wood supplier, but an accounting firm will not. Identify each of your company’s functional business processes and give a general grade (A through F) based upon its current level of constraint. Start by identifying each of your teams (accounting), then identify each of their individual business processes (accounts payable, accounts receivable, payroll, etc.).  
 
      
 
    After you have provided a grade for each of your business processes, identify up to three specific constraints for each element. Below is a short sample list to illustrate the exercise. You will likely have 30-100 rows of business processes within your company, if not more. For this first pass, just hit the high level processes. If you feel it is necessary to spend more time further detailing the elements, arrange a unique project and make it happen. Your department team leaders will be intimately familiar with their major pain points (constraints).  
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    Completing this exercise with your team will likely spark some interesting conversations and some passionate debates; this is good! When business leaders ask the question, “Why aren’t we growing faster?” it is common for people to take a defensive approach. Be sure to build and maintain a collaborative environment as you evaluate your constraints and opportunities for growth. Undergoing exercises with your team members will really let you see what kind of company culture you have instilled. Remember, the goal is growth and prosperity, not blame and dwelling on the past. Also, remember back to Chapter 2—Partnership Success Pyramid. Recall the five imperatives for a great partnership (trust, alignment, transparency, esprit de corps, and results). These traits will hopefully shine through in your team as you conduct this exercise. If you notice a lack of these five imperatives in your internal collaboration, your partners will see it too when collaboration turn their direction. 
 
      
 
    The 6 Cs 
 
      
 
    Another effective tool to consider when exploring opportunities for your next “growth engine” is the “6 Cs” framework. This powerful tool shares elements to research as you search to discover opportunities and challenges to further develop your company. The elements are competitors, customers, complements, capabilities, concepts, and capacities. Carefully consider the recommendations below as you seek to discover your next growth engine. 
 
    Competitors 
 
      
 
    Although I do not want you to obsess over your competitors, you should understand who they are and what they do well and not so well. I am a firm believer that your greatest competition should be yourself, not your competitor companies. That said, by knowing your competitors and their business, you will have another data point to better understand your growth opportunities. Nothing makes the competitive juices flow quite as well as seeing how we stack up against our competition. The important point to remember is that we must constantly evolve our products and services over time. Never become stagnant or complacent. Our primary responsibility is to add increasing value to our customers. By evaluating our competitors, we will have another yardstick to measure our own performance. 
 
      
 
    You should also consider partnering with your competitors. Yes, you read this correctly. Sometimes, even your greatest competitors can become your most strategic partners. Take the case of Microsoft and Apple, fierce competitors in the software operating system arena. However, Microsoft Office for Mac is one of the highest selling software suites purchased by Apple customers each year. Consider Apple’s dominance with iTunes. Their revolutionary digital download store achieved exponential growth, but dominated the market only after Apple created a PC version of the application that operated on a Microsoft Windows platform.   
 
      
 
    Another valuable approach is to consider what strategic moves your competitors could make that may disadvantage your business. What product features or capabilities could your competitors deploy that might cause your customers to leave you and/or join your competitor’s service? As the old saying goes, sometimes the best defense is having a great offense. If you know your weak link(s), go on the proactive attack and shore up your business. If your competitors know of a weakness that your company has, they will exploit it—I promise.  
 
      
 
    Do you remember Blockbuster, the national home movie chain? Of course you do. At their peak in 2004, they employed nearly 60,000 people and operated over 8,000 stores across the US. However, in the late 2000s, smaller and craftier competitors such as Netflix and Redbox began to take market share away from them. The popularity of streaming video, self-serve kiosks, and the proliferation of mobile video content proved to be too much for the video giant. By the end of 2010, Blockbuster filed for bankruptcy protection and closed its doors. They simply took their eye off the ball and did not adjust their business model to leverage new technologies that were being used by their competitors and customers. 
 
      
 
    Do you remember Borders Group that operated under the Borders Books brand? They were an international book and music store that employed over 19,000 people and ran nearly 700 retail locations. Borders Group faced a similar fate as Blockbuster. The decades old physical books and music discs were quickly migrating to full digital downloads. The proliferation of Amazon’s Kindle and other e-book technologies combined with music alternatives such as Apple’s iTunes store, Pandora, and Spotify proved to be too much for the 40-year-old company. By January 1st of 2011, every Borders retail store had closed.  
 
      
 
    Customers 
 
      
 
    It is important to poll and stay in-tune with your customers. I think customer feedback is one of the best but most overlooked opportunity for valuable information. Customers usually love to provide recommendations, and they can be the most qualified. They feel valued when companies ask for their opinions and recommendations. Your customers can be a useful research and development tool for your team. However, that approach can be a double-edged sword. If you are in the software development space, for example, blindly building a hodge-podge of features that your customers are asking for will leave you with a soup sandwich in a short amount of time. It is always valuable to solicit customer feedback but necessary to have a very disciplined product development process to vet the recommendations. If you ask Apple, they solicit customer feedback, but they build what they feel customers need, not what the customers ask for—yes, they are different.  
 
      
 
    As you continue to evaluate feedback from your customers, consider the “jobs-to-be-done” theory. I normally steer away from academic theories, but this one is too good to pass up. Harvard business professor Clayton Christensen authored a book in 2003 titled The Innovator’s Solution. Christensen introduced the theory of jobs-to-be-done by recommending innovators focus on solutions to the jobs that customers need completed rather than on evolving current products that are available.  
 
      
 
    Do you remember the famous Henry Ford quote about innovation? “If I would have listened to customers, I would have built a faster horse.” Instead, Ford realized that people wanted a job to be completed. That is, people wanted to be transported in a faster, safer, cleaner way. Rather than breed a faster horse, he invented mass production of automobiles and made them affordable for the average American.  
 
      
 
    Professor Christensen is also known for creating the term, “disruptive innovation.” He recommends that entrepreneurs, business owners, and innovators explore and exploit innovative opportunities to add exponential benefits to current solutions. By focusing on the best way to deliver what customers want, regardless of existing methods, better systems can be deployed. Take Netflix versus Blockbuster. Netflix’s streaming video service allows customers to download movies directly to their phone or television for a flat-rate monthly subscription fee without ever driving to a physical store or being told the movies are out-of-stock. Great companies help their customers get their jobs done. 
 
      
 
    Complements 
 
      
 
    Look for complements in the market; look for companies, technologies, capabilities, leaders, and associations that complement your company and its product line. As you think about your current product or service, what is another product, company, or market that could benefit from or become an input to your product? In the early 2000s, Apple and other MP3 players did not envision major wireless carriers, such as AT&T and Verizon, as a complementary company. Yet by the mid-2000s, Apple was on the hunt for a wireless carrier partnership. Apple knew that the customers of their impending iPhone would need to have wireless broadband access to their phone. In this case, broadband wireless data and the Apple iPhone became the modern-day peanut butter and jelly—perfect complements.  
 
      
 
    As you research various opportunities to grow your business, consider an ecosystem approach. Does your current product(s) or solution(s) fit into a larger ecosystem? What else can you do to better support the ecosystem and thereby best position your company for value-add? Are there complementary companies or solutions that can make your solution better? Does your company offer unique functionality that can make another market solution more compelling to customers? If so, you may have a strategic partnership in the making. 
 
      
 
    Capabilities 
 
      
 
    As you assess your growth strategy, look for capabilities that you have within your organization and your existing partners. It is likely that some level of expertise already exists that could become a competitive advantage to you or to a partnering company. As you evaluate capabilities, also understand your limits, where your company has deficiencies, and where partnerships could add value.  
 
      
 
    TRUEcar has become the premier car buying service in the country over the past ten years. However, when they were first beginning, they knew their strengths were in software development, information sharing, and partnership building. TRUEcar leveraged each of these attractive qualities to partner with massive brands such as USAA and AAA to bring huge potential sales volumes. These big partner brands have millions of customers who could be a good fit for the TRUEcar offering. They offer TRUEcar a tremendous capability with which they would otherwise not be able to access. 
 
      
 
    Concepts 
 
      
 
    This is where new, potentially “disruptive” ideas fall into place, where we never stop asking “What if…?” Where capabilities force us to ask how we could use what we currently have and what we presently know; the concepts realm has us asking about future possibilities, where no limits exist. In the concepts realm, we constantly ask ourselves, what is the next product, service, feature, enhancement or big idea that could unlock our market for us? What could we create or co-invent with a partner that would add significant value to the customers in a market? What disruptive innovation could we offer to customers that would grow our market pie from ten to fourteen inches?  
 
      
 
    The ideation and innovation processes are definitely at the core of the concepts realm. If your company is interested in digging deep into this element, you can find many books and professional consultants who will methodically walk your organization through this process. One thing to keep in mind is that innovation does not necessarily mean a new product or a new technology. Being innovative or developing an innovation could simply mean refining your business processes, brand positioning, or partnering with a complementary firm that has a missing link to your business growth puzzle.  
 
      
 
    We must also realize that true innovation starts by asking “what if” and evolves into executing an innovation plan that adds value to your company by enhancing the lives of your customers. Although it can be fun and entertaining to sit behind a whiteboard and ponder great ideas, ideas only have meaning if we are able to implement the innovative idea and if the innovation generates revenue that outweighs the research, development, and implementation costs. Most innovations turn out to be a dud. This is part of the process. But you need only a small amount of wins in the innovation game in order to make large strides forward.  
 
      
 
    Since the innovation process can be time consuming, costly, and frustrating, the option to select a strategic partner for research and development can be quite attractive. By partnering with an innovative company, you will be able to leverage their expertise, provide your own know-how, and share in the trial and error costs. If you are working on a new product with another firm, I encourage you to think about the intellectual property (IP) rights before you start the project.  
 
      
 
    There are a number of ways to address developed property rights, so don’t let this topic keep you from joining an opportunity to co-develop a new product or service. But do know that it’s always easier to have an agreement on the front-end versus waiting until the big idea works and then trying to stake your claim. IP consulting is a specialized area of business and I recommend you speak to an IP attorney or patent agent before you get too serious with a partnering company where a new product or service is being created. More will be shared on the subject of IP rights in the next chapter. 
 
      
 
    Capacities 
 
      
 
    The last “C” that we need to consider is capacities. As previously stated, exponential business growth requires an increased use of resources. These resources may prove to be financial, man-hours, real estate, and/or intellectual capital, just to name a few. As you consider what your next growth engine is and how you will acquire it, be mindful of capacity constraints facing your company. Many times the use of strategic partnerships becomes the clear choice when considering your company’s capacities.  
 
      
 
    If your company does not have the know-how, the manpower, or the financial resources to develop your growth engine in-house, then a strategic partnership may be your only option to execute an exponential growth strategy. Strategic partnerships can be an efficient way to extend your resource pool by leveraging the expertise and strengths of other market leaders for which your company is aligned. 
 
      
 
    As you evaluate your company’s best path for growth by using these three tools, you will likely find yourself spending multiple iterations within each tool. The use of multiple tools will frequently cause you to take a unique look at your business, your market, and your opportunities for improvement.  After carefully completing your internal company analysis, you should have discovered multiple opportunities for growth—potential growth engines. 
 
      
 
    Business Growth Options 
 
      
 
    If you are interested in growing your business (increasing profitability), you have three avenues from which to choose. As you can imagine, there are positives and negatives with each. The three avenues for business growth are the 
 
      
 
    1) Organic approach 
 
    2) Acquisition approach 
 
    3) Partnering approach 
 
      
 
    Organic Approach 
 
      
 
    The organic approach is the default path. This avenue is what all business leaders follow naturally. We run our businesses, lead our people, and form strategies to increase sales while being fiscally responsible. If the organic approach is your only approach, you are limiting your company’s upside potential—big time. 
 
      
 
    The organic business growth approach does offer the most control. By definition, organic growth solely comes from within the company walls. The business leaders have full discretion to deploy resources as they see fit. Your team is hired, trained, and deployed to “go win the business.” The revenues you are able to garner are trophies of mini victories.  
 
      
 
    However, this approach for growth can be slow, relatively speaking. Again, organic growth means that all business growth activities come from within the company. Short of doubling your marketing and sales staff overnight and waiving a wand so they are fully trained, generating a significant upswing in sales is very difficult. With this approach, any revenue growth is due to great efforts made by your sales team(s).  
 
      
 
    The organic approach can also be quite costly. Again, all of the expertise and resources are members of your own company, which means that your company has to foot the bill to hire, train, and manage each resource. This approach can also be high risk as any failure weighs squarely on your company’s budget. Yes, the opposite is also true. All wins put 100% of the revenue into your pocket. The organic growth strategy is a winner-take-all or loser lose-all approach to business growth. 
 
    Companies that have strong financial backing may have all of the resources to “go it alone,” to take a pure organic approach. They may be looking for full control and ownership and simply think they are smarter than their competition. Maybe they think they have some revolutionary intellectual property and they do not want to risk losing any of it, so they go the organic route and build their company walls thick and high. Can this approach work? Well, it depends on your definition of “work.” Can the company stay in business for a very long time? Sure, that is possible. But will the company reach its maximum potential of customers, revenue, market impact, and social good? Never! 
 
      
 
    I venture to say there are millions of people who own or work within business consulting companies who provide specialized services in order to help companies organically grow. Specialized services such as marketing, sales, operations, distribution, training, and executive coaching are all forms of consulting services that are designed to give business leaders tools to help them organically grow. The vast majority of business self-help books are geared toward the organic approach because it is the default requirement. The question is, will the organic approach be  your only approach for business growth? 
 
      
 
    Acquisition Approach 
 
      
 
    Growth through acquisition is a valid business growth option to consider. If you recall, Barry-Wehmiller acquired more than 80 companies to amass its 9,000 employees. Obviously they see tremendous value in growth through acquisition. 
 
      
 
    As you consider acquisition as a viable growth strategy, I encourage you to weigh the costs and benefits. Acquiring another company can be quite costly. If your company has the financial means to make an acquisition, keep an open mind. Purchasing and ingesting another company can be an effective means to quickly grow. And by making a full purchase, you now have full control over the new company. All of the positive results that come from your new asset will be yours to enjoy. 
 
      
 
    Although acquisitions can quickly add revenue to your company and offer full control, be cautious. First and foremost, many acquisitions fail to give the purchasing company the full benefit that they seek. Oftentimes after an acquisition is made, the purchasing company learns that the company cultures are not well aligned and the acquired company does not have all of the grand capabilities that were advertised. If you head down the acquisition road, spend as much time as you need conducting due diligence. After you sign the purchase agreement, the new baby is yours, no matter how ugly it might be.  
 
      
 
    The strategy to grow via acquisition is frequently out of reach for most small business owners, at least in the short-run. The process of purchasing a company not only includes the cost of the company, but you also have attorneys, accountants, and several other professionals who are involved in the process that must be paid. If acquiring a company is in your future, be sure to account for these additional expenses and do not take shortcuts, or you will likely regret them. Remember, most companies are sold because the prior owner “wanted out.” It will be your job to fully understand why the owner wanted to offload the business and to decide how you can manage the company’s assets better. You do not want to end up with a perpetual headache. 
 
      
 
    The niche industry of mergers and acquisitions (M&A) is the place to look for these resources. M&A is a very specialized discipline that has brokers, agents, attorneys, accountants, process consultants, and appraisers who stand ready to assist if you have a need. Acquisition can be an effective way to grow, but “buyer beware.”  The stakes are high and you cannot “un-ring the bell” after it has been sounded. 
 
      
 
    Strategic Partnerships 
 
      
 
    The final pathway to business growth is strategic partnerships. I openly admit I am biased toward strategic partnerships but with good reason. After executing and leading hundreds of strategic partnerships over the past two decades, I have seen several of my product lines grow by 10x in a very short amount of time. The power that strategic partnerships can have is nothing short of incredible. But the power cuts both ways, good and bad. Just like a keg of gunpowder, these relationships can be very powerful. They can blast a huge hole to uncover diamonds in the Earth, or they can cause serious harm if not managed properly. Strategic partnerships are, without a doubt, the “wildcard” in business.  
 
      
 
    Bernie Brenner, Co-Founder of TRUEcar and author of The Sumo Advantage, calls strategic partnerships the “turbocharger effect.” His company uses partnerships with big brand companies such as USAA and Consumer Reports to achieve revenue growth levels well over $100 million per year and did so in a short amount of time. Strategic partnerships are leveraged by startups, such as TRUEcar and mature giants, such as Apple and AT&T. Why? Because strategic partnerships can deliver extraordinary results. But they must be handled with caution, just like dynamite.  
 
      
 
    Should your organization have strategic partnerships? In one word, absolutely! It does not matter if you are a “one-man band” or you lead a $100 billion dollar international firm, your business should be leveraging the strengths of others as a means to grow. Yes, your company should have strategic partnerships in order to achieve its maximum potential. As the world becomes increasingly integrated, the need and use of strategic partners continues to grow. 
 
      
 
    Businesses are constantly on the prowl to create differentiation in order to achieve a competitive advantage, from start-ups to multi-national firms. Successful start-up entrepreneurs are absolute masters at forging strategic partnerships—they have to be. The start-up entrepreneur’s very existence requires that he/she be innovative, resourceful, budget-conscious, and tenacious. But most importantly, startups quickly learn that they must be good partners. Large organizations are also partnering to leverage new capabilities and technologies. General Motors recently announced its partnership with Lyft, an Uber competitor, to help position its assets for the next generation of transportation.  
 
      
 
    Strategic partnerships can be a great accelerator. They can make the world speed up, and if you are not ready, they make the crash happen faster and cause more damage. These partnerships allow for shared risk, shared cost, and shared expertise between multiple firms in order to create a competitive advantage. The newly created capability can bring great value to participants of a partnership. This ability to pool resources is incredibly powerful as it can speed up the process to build and launch a revolutionary solution that can be a “game-changer.” Knowing what opportunities exist and which companies can serve as great partners is the key; this is a part of the art and science that Partner Development Leaders can offer. 
 
      
 
    It is true, strategic partnerships can offer shared risk, shared cost, and shared resources. This ability to limit risks while leveraging another firm’s expertise is attractive to most business leaders. But identifying, negotiating, managing, and leading a strategic partnership is not simple or easy. It requires a highly specialized skillset. As with any highly specialized professional, having an experienced veteran with a strong track record of success is absolutely critical. I describe the imperatives for great Partner Development Leaders (PDLs) in Chapter 6.  
 
      
 
    Planning for a Strategic Partnership 
 
      
 
    Step 1: Understand that strategic partnerships can facilitate exponential growth 
 
    Step 2: Complete SWOT Analysis, Constraints exercise, and the 6-Cs framework 
 
    Step 3: Identify and rank our top 3 growth engines 
 
    Step 4: Determine if organic, acquire, or partner is the best course of action for each growth engine 
 
      
 
    If you have determined that a strategic partnership is the best course of action for one or more of your growth engines, you are now ready to identify, engage, and evaluate partner candidates. After great candidates are discovered, your team will negotiate a partnering agreement and begin to lead your new strategic partnership. Chapter 4 provides an end-to-end framework for performing these important steps in the partnering process.
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    Strategic Partnership Plan (SPP) 
 
      
 
    Now that you have committed to an exponential growth strategy, determined one to three “growth engines” for your business, and decided that a strategic partnership is your best course of action, you must now identify partner candidates and eventually execute a partnership agreement (or multiple agreements). The next step in the process is to develop a Strategic Partnership Plan (SPP) for each growth engine concept that you created. Your SPP acts as the business case for each of your growth engine concepts and will eventually address the “who,” “what,” “when,” “why,” “where,” and “how.” 
 
      
 
    Go back to your notes from your SWAT Analysis, Constraints Model, and 6-Cs Framework to refresh your memory. Recall that these exercises generated discussions that led to your growth engine ideas. Take your notes from these exercises and organize them into a SPP framework to answer the “who,” “what,” “when,” “why,” “where,” and “how.” Know that you will not have 100% of your answers, but write down what you know as of now. Be sure to document your company’s must-haves and nice-to-haves and list out the expectations that you have for a potential partner. View this endeavor as an impending marriage between your company and another. I know it sounds a bit corny and cliché, but it is true.  
 
      
 
    A strategic partnership is a marriage among businesses and the union should not be taken lightly. Recall that strong levels of 1) trust, 2) alignment, 3) transparency, 4) esprit de corps, and 5) results are highly correlated to long-term relationship success. Before we engage potential partners, we must first understand what we want out of the relationship; the SPP will help us identify these components. It will be a living document that will continue to evolve as our understanding evolves and we begin to engage potential partners. The SPP will become the single document to describe what “success” looks like for the growth engine concept. Portions of the SPP will be used to help us draft a Term Sheet, Non-Disclosure Agreement (NDA), and the Strategic Partnership Agreement (SPA), which will all be discussed later in this chapter. 
 
      
 
    Create a Term Sheet 
 
      
 
    Before we engage partner candidates, we must create a term sheet. Terms sheets are generally one-to-two pages that cover basic highlights of must-haves and nice-to-haves that you would like to share with prospective partners so they can understand your partnership opportunity. Because you will be sharing your term sheet with “strangers,” it is a good idea to ensure that you do not include any proprietary information on the document. If you and your partner candidate are interested in continuing conversations after the term sheet is introduced, then you are ready to share more intimate information, which may require a non-disclosure agreement (NDA). 
 
      
 
    The specialty of finding, evaluating, and executing strategic partnerships with other companies is much more art than science. There seems to be countless variables that come into play when you consider the full end-to-end process that takes place. When it all boils down, strategic partnership success is dependent upon value. In order for an agreement to make sense and remain in effect, the parties must perceive that the benefits (revenue, branding, knowledge, goodwill) of the partnership outweigh the costs (expense, time, risk). 
 
      
 
    As you start to draft your term sheet, consider your partner candidate’s perspective. You will need to position the partnership opportunity in such a way that your partner candidate can envision 1) value for their company, 2) little or mitigated risk, and 3) confidence that the partnership will be successful. You must clearly demonstrate that you understand their business, the market, and you have a sound strategy that will provide value to all, including the customer. Strategic partnership offers require serious “vision setting” skills. You have to create and articulate a picture of significant value in order to garner interest.  
 
      
 
    Size matters! If you are looking to partner with a company that is significantly larger (revenue, brand, reach), then you are already facing an uphill battle. Larger companies are constantly being solicited to partner. Until your “big idea” comes to fruition and great value is realized, your partner candidate will likely see your opportunity as another project for which they do not have time. Remember, your partnership opportunity is a brand new concept to their company. Even if they hear your pitch and everything sounds good, they have not budgeted the time, money, or people to facilitate your partnership proposal. Therefore, if you are seeking to partner with a larger company, you will want to write the term sheet in a way that addresses questions and likely objections. 
 
      
 
    To the contrary, if you are looking to partner with a company that is significantly smaller, your term sheet may be structured differently. If your company is bigger, then you will likely have more influence and leverage when suggesting terms. Just like you, leaders of smaller companies are looking for ways to grow their business and your partnership opportunity just may be the growth engine that they have been seeking. By offering a potential growth engine to a smaller firm, you may be positioned to ask for more value in return, as compared to your offer to a larger potential partner. 
 
      
 
    As you begin to draft your term sheet, you may have multiple versions based upon your audiences. As stated, write the term sheet from your prospective partner’s view and address topics from the position that will best resonate given their unique position and probable interests. Provide enough information to “paint a picture” and gain interest, but do not spell out everything.  After all, you likely do not have enough information about the product/service, market, or potential partner to address factors such as cost, price, revenues, and risk. 
 
      
 
    The term sheet will likely be the first document that you share with your prospective partners. We all know that strategic partnerships come with a contract negotiation as a critical part of the process. I don’t need to tell you that contract negotiations can be emotional, contentious, and passionate endeavors.  Truth be told, the partnership negotiation starts as soon as you exchange personal introductions. As you share and discuss the term sheet and other preliminary documents, be mindful of the Partnership Success Pyramid (trust, alignment, transparency, esprit de corps, and results). Know that the success of every partnership is dependent upon companies working together and successfully navigating these five elements.  
 
    Challenges and Roadblocks 
 
      
 
    Again, keeping Covey’s recommendation to “begin with the end in mind,” let’s understand some of the key challenges regarding the formation of strategic partnerships. In 2013, prior to the international ARPA-E Summit, the association conducted a research study to better understand strategic partnerships among its members. The survey asked a series of questions regarding various stages of the strategic partnership lifecycle. Although the majority of the member companies were engaged in strategic partnerships, the association wanted to explore reasons why even more partnerships were not being formed. One particular question asked CEOs from across the globe what specific reasons, if any, were restricting their formation of more strategic partnerships with other companies. 
 
      
 
    The reasons, in order, were: 
 
      
 
    
    	 Fear of losing intellectual property 
 
    	 Lack of trust in potential partners 
 
    	 Fear of having internal talent poached by other firms 
 
    	 Lack of knowledge or a processes to manage strategic partnerships 
 
   
 
      
 
    It is worth noting that the ARPA-E survey was given to large corporations, but the concerns noted are similar to those of smaller businesses as well. According to the survey results, the greatest fear was related to intellectual property (IP) protection. As previously stated, it is important to consult with an IP expert if your potential partnership involves IP rights. With the assistance from a seasoned IP attorney, your intellectual capital can be protected. Companies that are heavily dependent upon their IP, such as Facebook, Google, Microsoft, and Apple, engage in strategic partnerships on a frequent basis. Don’t let this reason stop you from forging partnerships. 
 
      
 
    The second point mentioned, lack of trust, is definitely a cause for not partnering. However, this evaluation should be specific to each candidate company. The overarching generalization that no company can be trusted is simply short-sided and inaccurate. As previously discussed, trust is the absolute foundation of every relationship. And in order to receive trust, one must be willing to offer trust. When it comes to evaluating trust, there is no substitution for reputation. If we treat our customers, partners, and employees with dignity and integrity, we will develop a reputation of being trustworthy.  
 
      
 
    The third concern, poaching of talent, can be mitigated. The leadership mindset in me says, “Treat your employees well and don’t give them a reason to leave and you will be fine.” But I know that statement does not cover the gap. With today’s competitive landscape, it has become the norm to see non-solicitation and non-compete agreements be executed between employees and partnering companies to offer protections to address this fear. Although these agreements are not bulletproof, they can be useful. Besides, if you are partnered with a company that openly poaches employees, perhaps they are not a great partner and you should consider finding a replacement. 
 
      
 
    The fourth and final point, lack of knowledge or processes to manage strategic partnerships, is a valid concern. Numerous studies, including this poll, found that many company leaders do not have a process or expertise in developing, managing, or leading strategic partners. This is precisely why PARTNERNOMICS was written. Many companies who have taken the time to develop processes and core competencies that include managing and leading strategic partnerships have turned this opportunity into a competitive advantage. This is why it is so important to understand and leverage this great capability.   
 
      
 
    Non-Disclosure Agreement (NDA) 
 
      
 
    Non-disclosure agreements can be an interesting dance with prospective partners. I will tell you that NDAs have value, but they don’t offer as much protection as one might think. If your company has what it believes is “the secret sauce,” then obviously you will want to do what you can to protect your information. If this is the case, don’t be surprised if other companies appear to be unwilling to sign an NDA or that they may require significant modifications to the agreement prior to signing. 
 
      
 
    If you or your partner candidate feels that a NDA is warranted, I suggest you consider a “mutual NDA.” The mutual version of the non-disclosure agreement attempts to make the terms balanced so that each company is on level terms. Information sharing and intellectual property protection seems to coincide with company cultures. You will likely find that a company will fall on one side or the other with almost no middle ground. That is, they will quickly say yes to executing an NDA and the process will be fast, or they will say no and your choice is to “fly blind” without an NDA or walk away.  
 
      
 
    Finding the Right Partner 
 
      
 
    Finding a potential partner is easy, but finding the right partner can be challenging. After you have determined what your “growth engine” is and you have decided that a strategic partnership is your best path forward, you must now find a partner. Your new strategic partner will become an extension of your company. The success or failure of your new growth engine will largely be dependent upon your new partner’s performance. 
 
      
 
    Finding the right partner is a critically important process. You will want to partner with an industry leader that can deliver the expertise that you are seeking. Whether it is a pool of potential customers, a revolutionary technology, industry know-how, or another great value-add, your partner candidates should be well positioned to provide your missing link. But finding your missing puzzle piece is just a part of the equation. You must also ensure that their organization is aligned with your vision, goals, and culture. They do not have to be identical, but they must be aligned, congruent. 
 
      
 
    Because you are looking for market leaders, great partner candidates should not be completely invisible. Most business leaders know which companies are strong partner candidates for their company. If you are unsure, start the process by searching your industry resources, websites, associations, tradeshow participants, and business journals. This exercise allows you to become more familiar with the current thought leaders in your space, an opportunity to discover some new partnerships being forged. As you discover industry articles, whitepapers, and blog posts, you will undoubtedly find high value people and companies whom you should get to know. These industry leaders are the types of companies with which you will want to partner.  
 
      
 
    As you search the landscape to discover potential partners for each of your growth engines, be mindful of your SPP. Your SPP will offer a profile of the types of companies that you are seeking (competencies, capabilities, resources, etc.). As you discover each candidate, list the pros and cons that you see based on the knowledge that you have thus far. This process allows you to create valuable questions to ask the candidate to validate your belief and allows you to make an initial prioritization of the candidates. 
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    I have found that most companies are able to find partnering candidates but many struggle with the following step: evaluating the fit. The partner candidate identification and selection process is not fast—it is too important to do quickly. As you can imagine, strategic partnerships can be positioned on a spectrum. Although all are important, some are more critical than others. As the business leader, you will determine the appropriate amount of research and scrutiny to apply to each step of the process.  
 
      
 
      
 
      
 
    Making the Introductory Call 
 
      
 
    Now that you have listed and ranked your top partner candidates for each growth engine, you are ready to make an introduction. I have found that it is always best to make the introduction in person if you can. Otherwise, set up a call and share the opportunity by phone. I strongly encourage you to never make an introduction via email. Email is too informal and leaves too many elements open to misinterpretation. Email will simply cause your invitation to be shot down before you ever have a chance to give the pitch. Your partner candidate will have many clarification questions and having a live conversation is the only way to properly shape the communications. 
 
      
 
    As you prepare for your introductory meeting, remember that you will never get a second chance to make a strong first impression, so be prepared. Take the information that you have collected from your SPP and the individual partner candidate research and write out a bulleted list of items that you want to cover during your introductory meeting. Position the introduction correctly based upon your relative size and potential value to each company. You must also realize that the pitch that you are making is completely new to your prospective candidate, and they already have a full plate of projects for at least the next year. It is vital that you position the opportunity as having significant value for them and that time is of the essence.  
 
      
 
    During your initial conversation, begin by sharing the great qualities and accomplishments that the candidate company has achieved. Pay them compliments and demonstrate that you have thoroughly researched their organization. This approach allows you to build credibility and the topic makes for an easy “ice breaker” conversation. That is, every business leader loves to brag about their business and hear how others admire the results of their hard work. In order for them to agree to partner, they must feel like they “know you,” “like you,” and “trust you.” This is a process, and it does not happen overnight. The mutual decision to partner will come in due time. But for now, regardless if you eventually partner or not, your goal is to get them to feel as though they know, like, and trust you. Don’t use smoke and mirrors. Be genuine.  
 
    After you demonstrate your knowledge about your potential partner and the market and you offer a general description of the partnership opportunity, you are prepared to ask clarification and validation questions. As you start to ask questions, do not be surprised if you meet resistance. Many business leaders think they are cooking a “secret sauce,” and they do not want others to know their recipe. This is why it is imperative that you demonstrate your significant level of understanding of their business prior to asking probing questions. This sequence shows that you already have a solid understanding of their business, but you want to validate your understanding to ensure that they are a great fit to be your partner.  
 
      
 
    As your conversation progresses, reinforce that you are continuing the research process as you evaluate possible partners. Let them know you are not extending an offer to partner yet, as you need to convince yourself and your company’s leadership team that this candidate is the best option for your business. The most successful introductory conversations start with you seeking their understanding and interest, but they end with the candidate seeking your acceptance. These conversations are a delicate balance between enticing each candidate to follow you down this path, while also making them prove that they are an industry leader who are worthy of your opportunity. Similar to courting a potential spouse, you want your partner candidate to be interested but not seem desperate to blindly jump into a union. 
 
      
 
    At the top of your bulleted list, you will want to explain the key value points the partner candidate will receive. That is, be sure to explain what is in it for them. The sooner they understand and agree that they have a potential to receive value, the sooner you will peak their interest. Remember, size matters. Phrase your value propositions, statements, and questions with your relative size in mind. Explain in general terms how the opportunity will benefit them and how your company will gain as well; they will want to know what you have to gain, too.  
 
      
 
    You will have to find the balance of acceptable detail to communicate and clearly explain what your partner will be obligated to do and what they will receive (cost/benefit), but not in too much detail, though. The more details you provide, the more you will be “painted into a corner.” Up until this point, you have crafted a partnership concept without the benefit of their input. By keeping the conversation general, you will have the latitude to further shape your final pitch after you collect more information. Utilize your initial conversations to gather information that will help you create a term sheet. You will have a draft term sheet constructed prior to your first conversations with a partner candidate, but unless you fully understand the landscape, you will want to validate your beliefs about your partner and the market prior to sharing the term sheet with any prospective partners.  
 
      
 
    As you ask questions during your various conversations, take detailed notes. Let the candidate know that your goal is to collect information so that you can create a term sheet that accurately reflects the partnership opportunity. Keep in mind, your goal is not to get a signed partnership agreement; your goal is to achieve a competitive advantage by building a relationship with another great company. Just like dating, you will need to have several encounters in order to develop an opinion on potential fit. In your initial conversations, you are not trying to get a “yes.” Instead, you are performing a mutual evaluation of potential value and compatibility. Partnerships are built on trust, and trust requires human interactions over multiple encounters. 
 
      
 
    Recall that trust and alignment are the first two foundational elements of a successful partnership. Ask questions and make honest claims in order to build rapport and credibility with your prospective partner. Your initial conversation is your chance to gain insights and to validate various assumptions that you have made. In your conversations, share success stories to demonstrate your company’s strengths, but also feel free to show a genuine sense of humility by sharing a failure or challenge. This courageous act of vulnerability goes a long way to show that your organization is real and seeks to constantly improve.  
 
      
 
    During your initial meeting, be prepared to address objections that your potential partner is likely to raise. Again, you want to demonstrate that your team has thoroughly researched and carefully considered the various aspects of the opportunity. If your partner candidate asks a question and it appears that the question has never crossed your mind, it could be a hit to your credibility. This does not mean that you will have an answer to every question, but you should be able to speak to the basics. Explain that you are engaging the candidate in a collaborative manner to leverage their expertise. However, questions that your prospective partner deems to be “elementary” should be met with an acceptable response that shows that your company has carefully considered the risks and rewards. 
 
      
 
    The initial courting process requires several conversations. Each encounter offers an additional opportunity to learn more about each company’s culture, goals, and appetite for a partnership. As you engage in ongoing conversations, remember that your goal is not to get a signed partnership deal; you’re performing a mutual evaluation of potential value and compatibility. Developing a strategic partnership is a time consuming process. Remember, strategic partnerships are not a transaction—no “one and done.” It is a critically important decision and you must build a relationship one piece at a time. 
 
      
 
    Managing the Term Sheet 
 
      
 
    As previously stated, you should refine and share a term sheet with each potential partner after you feel that you have a solid understanding of your potential partner, the opportunity, and the market. If you are effective in leading conversations with your partner candidate, all elements of the term sheet will have been discussed prior to their receiving the term sheet.  
 
      
 
    If you have a “strong requirement” in your term sheet, such as a five-year exclusive deal with guaranteed revenues, discuss prior to sharing it in a document.  When uncustomary terms are shared in documents versus personal conversation, the trust that you are in the process of building is undermined. 
 
      
 
    Your term sheet should include your key “must-haves” and “nice-to-haves” that your partner must consider. You should also put elements in the term sheet that your partner candidate is requesting that you agree to. Remember, you are building the framework for a partnership and it must work for both sides or it won’t work at all. If your prospective partner has a “must-have” that you are unable or unwilling to fulfill, then you need to find a new partner candidate. 
 
      
 
    When your PDL has resolved the various elements of the term sheet with your potential partner and verbal agreement has been reached, you are ready to move to the contracting phase. Although the term sheet mostly consists of business terms, you should also include major legalese (risk terms) if you believe there is a high probability that they will meet resistance. For example, if your company requires that your prospective partner have a $10 million dollar umbrella insurance policy and there is no limitation on liabilities, this could be an issue for your prospective partner. Get these points resolved before you involve the attorneys for efficiency’s sake. 
 
      
 
    The term sheet will later be used as a resource document to draft the Strategic Partnership Agreement (SPA), if you get to that point. It is normal to have a couple revisions of the term sheet as conversations and collaboration continue. By the time the items on the terms sheet have been discussed and verbally agreed, the potential for a partnership becomes real.  
 
      
 
    Dealing with “No” 
 
      
 
    If (or when) you encounter a partner candidate who is uninterested or unwilling to partner, try to understand why. This could be a useful opportunity for you to learn about perceived weaknesses within your company or risk factors that they perceive. The reason could simply be lack of resources or strategic fit on the partner candidate’s side. That is okay. The last thing you want to do is be “married” to a strategic partner who never wanted to be married in the first place. This situation sounds crazy, but trust me, it happens all the time, even in Fortune 100 firms.  
 
      
 
    If your results are like most companies, only a small percentage of partner candidates will eventually become strategic partners. This is normal. Keep in mind that the game of business is infinite as long as your doors remain open. Just because you find that a company is not interested in a partnership today, that does not mean they will not be a match in a year or two. “No” does not mean “no,” it means “not right now.”  
 
      
 
    When you receive a “no” and you really want a “yes,” try to convert it to a “maybe.” This approach may sound odd, but it is important. You do not want to be known as the company that a particular firm said “no” to. It is much better to have their approach be “not right now.” The word “no” is definitive and final. In the business climate, companies, leadership, and strategies constantly change. If you feel that a company is a strong fit, you may be only one company reorganization away from earning a “yes.” 
 
      
 
    When you receive a “no” from a quality candidate, explain that you understand their current position that now is not a good time for a new partnership. Further explain that you understand that circumstances can change over time and you would like to drop him/her an email and check in every six months. If they agree, and in almost every case they will agree, this approach keeps the door open and allows you to continue to build rapport for a possible future partnership. 
 
      
 
    This approach is yet another contrast to traditional sales. Salespeople obviously want a “yes” and they can deal with a “no,” but they never want to hear a “maybe.” The word “maybe” means that the answer is not “yes” and the decision requires time. Sales are transaction based and quota driven salespeople do not have time to spare. However, in the world of strategic partnerships, we work on the other side of the continuum. We love a “yes,” but we are also good with a “maybe.” The word we do not want to hear is “no.”  The art and science of strategic partnerships is neither time bound nor quota driven. 
 
      
 
    How to Evaluate Potential Partners 
 
      
 
    As you can imagine, your evaluation of a potential partner and their evaluation of your company commences the moment you first say “Hello.” As conversations continue, your evaluation moves from informal to formal, so documentation is critical. There are a number of factors to contemplate as you evaluate partner candidates. Some of which will consider general business effectiveness levels while others will be technology and/or market focused.  
 
      
 
    During the courting process, journal your conversations and continuously identify strengths and weaknesses that you perceive exist within your partner candidate and potential relationship. For every critical strength and weakness that you discover, validate your belief during later conversations. Before it becomes “etched in stone,” have a candid conversation with your prospective partner and afford him/her an opportunity to validate or refute your beliefs prior to making any final decisions. 
 
      
 
    As you start to formally evaluate a partner candidate for fit, consider using the following tool. For each element, grade the criteria 1-5, where 5 is the best score. Note any specific strengths or weaknesses that you have discovered that deserve special consideration. If your company has a team of PDLs participating in the evaluation, feel free to have each person conduct an individual assessment and average the scores. Or have open discussions and record the collective feedback on a single scorecard. 
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    When formally assessing your partner candidates, it helps to be reminded of the key traits of a great partner. As you and your team assign grades and document strengths and weaknesses of each partner candidate, include traits that seem to be abundant or lacking. If you are evaluating numerous candidates and you need only one strategic partner, these subtle yet significant characteristics can often differentiate your candidates. 
 
      
 
    Traits of a Great Partner Company: 
 
      
 
    
    	 Trustworthy 
 
    	 Listener 
 
    	 Committed 
 
    	 Personally Accountable 
 
    	 Transparent 
 
    	 Mutual Respect 
 
    	 Competent 
 
    	 Forward-Looking 
 
    	 Innovative 
 
    	 Adaptive 
 
    	 Understanding 
 
    	 Selfless  
 
    	 Solvent 
 
   
 
      
 
    Consider the ten factors below as criterion to evaluate each potential partner. Understand that you will have specific needs that are unique to your opportunity that must also be considered. Some of these factors may include technical or industry know-how or market experience that will accelerate your partnership’s success. If you believe that a particular factor is critical to your future success, include it.  
 
      
 
    During this process you should have a fairly good sense of how to score each candidate based upon the various factors. If you find that you do not have enough experience with the candidate to confidently assign a score, do more research. When evaluating new partner candidates, intentionally set up scenarios and “mini-projects” that force the partner candidate and you to collaborate. This has proven to be a great “test drive” to see how well a candidate’s company is run. Additionally, interview other companies that currently have—or used to have—a relationship with your prospective partner. Remember, hearsay and misperceptions are prevalent. Be sure to corroborate any strong claim, positive or negative, before considering it in your decision process. 
 
    Criteria to Evaluate Partners 
 
      
 
    
    	 Alignment of Mission, Core Values, & Goals 
 
    	 Quality of Final Product / Service 
 
    	 Scale and Capacity of Production 
 
    	 Financial Stability and Longevity 
 
    	 Self-Accountability / Overall Management 
 
    	 Ease of Communication  
 
    	 Timeliness of Delivery of Products 
 
    	 Cost of Final Products / Services 
 
    	 Track Record of Strong Partnerships 
 
    	 Candidate’s Partnership Network 
 
   
 
      
 
    Negotiating a Win / Win Agreement 
 
      
 
    The art and science of contract negotiations fall into two categories, “complete contracts” (transactional) and “incomplete contracts” (continual). Stated another way, agreements are either finite in nature requiring no follow-up for further discovery, or agreements are continual and follow-up is a necessity. When I use the word continual, I am not referring to the term of the agreement but rather the collaborative nature that is required in order to achieve success. 
 
      
 
    In many cases, the follow-up activities include adding addendums to the parent contract to further identify the elements that become known as the relationship, market, and opportunity evolve over time. Yes, you guessed it. Strategic partnerships utilize incomplete contracts because they require continual collaboration in order to evolve and achieve the mutual intent of the agreement that was signed.  
 
      
 
    There are hundreds of books, classes, and professional training programs that teach the art of negotiating. Unfortunately, the vast majority of those resources take a one-size-fits-all approach. Contract negotiating is a much more complicated and multi-dimensional science than it is given credit for. While the intent of this section is not to make you a contract negotiation guru, we will debunk some myths and inaccurate teachings regarding strategic partnership negotiations.  
 
    If you would like to become a negotiating ninja, I encourage you to explore some of the resources that are available. However, be mindful of this section and add it as the graduate-level course that follows whatever resource you utilize. I also encourage you to specifically search under the relatively new science of “incomplete contracts” in order to specifically address the specialty of strategic partnerships.  
 
      
 
    It sounds cliché to say that a business relationship must be a “win-win,” but this is exactly what the outcome of the contract negotiation must be in order for a partnership to be successful. If your view and approach to negotiating a contract is for you to “win” at all costs, stay out of the strategic partnership profession. It is critical to understand that contract negotiations, in the world of strategic partnerships, are not a single transaction. There is no game that you are trying to win. Games have a finite timeframe or set of rules that govern the game’s conclusion. The intent of a business partnership should be viewed as infinite.  
 
      
 
    Consider the difference between negotiating a “complete contract” (transactional) versus an “incomplete contract” (strategic partnership). A hostage negotiator knows that he/she is playing a game. That is, his or her negotiation has only one round. If the hostage negotiator “wins” (is successful) everyone lives. But win or lose, nobody comes back the next day to play the scenario again. In this single-phase game, there is virtually no penalty for breaking trust. Actually, this tactic is commonly used as a means to successfully end hostage situations.  
 
      
 
    Strategic partnership agreements are all too often treated like a hostage negotiation. That is, many contract negotiators view the negotiation as a finite, zero-sum game. But seasoned PDLs and smart business executives realize that strategic partnerships are infinite in nature and agreements must be symbiotic. I’m not saying partnerships never end, but we don’t know when they will end. When negotiating commodity purchases, some finite-game tactics can be used. However, these tactics will fail miserably when applied to strategic partnership agreements. 
 
      
 
    That’s because these agreements are very different from commodity transaction agreements. Strategic partnerships must be symbiotic where mutual trust, respect, and value continually flow from side-to-side. Contract negotiations are based upon gives, takes, compromises, and value. Yes, you have a duty to professionally represent your company and its financial interests. However, as soon as your partnership agreement is signed, you have grown a new family member and your future success is partially dependent upon your new partner’s success. 
 
      
 
    By definition, strategic partnership means that your organization and your new strategic partner’s organization are interdependent. If your agreement hampers their ability to thrive or does not provide incentive for them to provide value to your organization, you will lose. By the time you get one year into a new strategic partnership, the amount of time, money, and other resources that have been spent will be significant. Make sure each partnership agreement that you sign provides strong value and great incentives for all parties involved.  
 
      
 
    If you structure the agreement correctly, the success of your partner will facilitate your success. Strategic partnerships are not a zero-sum game where having a winner requires having a loser. In fact, it is the opposite. When structured correctly, a “win” by either party serves as a win for both parties—it’s symbiotic. 
 
      
 
    The grand goal is for your new strategic partnership to be a perpetual value generator for your organization and customers. Negotiating and signing a strategic partnership agreement is not the end game, but rather the first formal step in consummating a new business relationship. 
 
      
 
    As you visualize a strategic partner negotiation in your mind’s eye, envision both companies sitting on the same side of the table with the competition on the opposing side. This will be the approach as you join forces and hit the market and the negotiation should be no different. You must work to address those challenges by defining each party’s roles and responsibilities in the agreement given the known information. 
 
    Working With Your Attorney 
 
      
 
    Oh, yes, the lawyers. We know them and love them all, don’t we? All kidding aside, attorneys are a critical element of the agreement process. They can make or break a deal as fast as any single player. I have been asked countless times by people from both huge and small companies, “When should I get my attorney involved?” As you can imagine, my answer is typically, “It depends.” After negotiating hundreds of strategic partnership agreements, I have developed pretty strong thoughts regarding this piece of the equation. There are many variables to consider when evaluating the subject of attorney involvement. 
 
      
 
    I openly admit that I have pretty strong thoughts on the subject of contract negotiating and working with attorneys. I want to share my recommendations and experience so you can benefit. Generally speaking, many attorneys have a win/lose mindset when it comes to negotiating contracts. Remember, strategic partnerships are not zero sum. Make sure that your attorney understands the partnering approach. The simple fact is strategic partnerships come with more risk, more uncertainty, and more ambiguity than traditional transactional agreements. 
 
      
 
    Do you have in-house counsel or are you working with an outside firm? If you work with outside counsel, be smart about your approach. Obviously they are paid by the hour, so do your part to use them only when needed. Take cost and subject mater expertise in mind as you engage an outside attorney and know that a seasoned PDL can draft contract terms as well as an attorney and frequently at a lower cost.  
 
      
 
    The first time you engage an attorney to assist you with a strategic partnership agreement, meet early in the process. This allows you to get synchronized and ensure both sides understand the impending negotiation and upcoming process. Timing is critical when working to close a deal, so don’t put yourself in a position where you are killing time because your attorney is absent or does not understand what your partnership goals entail. When working outside counsel, you are the client. You tell them what you want, and they support your approach.  
 
    Working with in-house counsel has its pros and cons. Attorneys who work within your firm have an obligation to the firm, not you. Typically, the Partner Development Leader who is negotiating the agreement for your company does not own or control the company. Therefore, the in-house attorney frequently takes a very conservative approach when it comes to risk tolerance. If your organization has a political, bureaucratic legal staff and your impending agreement has a new twist, it is a good idea to include your attorney early in the process so the red tape can be cleared. 
 
      
 
    Working with in-house counsel can be a great benefit. If you have questions or recommendations that may lead to a smoother process, you are generally free to collaborate with your legal team and not hear the “invoice meter” running in your ear. In-house attorneys also understand the nature of your business much better than an outside attorney. This knowledge helps the contracting process progress efficiently.  
 
      
 
    As with your prospective partner, it is important to develop a level of trust and mutual understanding with your attorney. If possible, try to work with the same attorney on future agreements. By your second and third agreement, your attorney will understand your template agreement, risk tolerance, and approach to closing a deal.  
 
      
 
    Do you have a Strategic Partnership Agreement (SPA) template? You will want to work with an attorney to get a good SPA template created. If you are working with in-house counsel, your attorney should be able to give you a template to use. If you work with outside counsel, your PDL probably has a template from a past life or he/she can surf the web for a template that can be modified. Your PDL should be able to construct a suitable SPA given the unique needs of your company and strategic partnering interests. If you obtain a SPA from a source other than your attorney, have your attorney look it over to ensure that all legalese is sufficiently covered. 
 
      
 
    Be sure to work with attorneys who specialize in strategic partnership agreements. Attorneys have specializations that go far beyond just contracting. Even within contracting, some attorneys specialize in procurement and supply chain (complete contracts) deals, which is different from strategic partnership agreements (incomplete contracts). Risk factors, payment terms, intellectual property rights, solicitations clauses, service levels, termination clauses, and licensing rights are just a few areas that are frequently positioned differently between procurement and partnership agreements. 
 
      
 
    As you reflect on your impending partnership, consider if intellectual property (IP) has a play or potential play in your deal. If it does, you will need to contact an IP attorney and address that element. The legal aspects of IP are highly specialized and a general contract attorney should not be your sole source of advice. Recall that fears of inadequate IP protection were named as the top reason that company executives did not participate in more strategic partnership agreements according to the 2013 ARPA-E Summit Survey. 
 
      
 
    Your PDL’s job is to understand, draft, and lead the entire contract negotiation process. He/she will be the single point of contact throughout the negotiation from your partner candidate’s perspective. Your PDL will negotiate all business terms of the impending agreement, but your attorney may need to address the legalese if the PDL is not well versed on these items. It is important that the PDL be the single negotiating voice throughout the negotiation.  
 
      
 
    Having multiple lines of communications actually puts your company at a disadvantage as information flows from multiple, potentially inconsistent channels. Having too many cooks in the “negotiating kitchen” will undoubtedly spoil the meal. Your attorney will advise you regarding the legal terms (risk), but your PDL should be the one leading and negotiating the agreement. Your attorney’s job is to communicate risk and while helping you mitigate risk.  
 
      
 
    When I negotiate agreements, I also negotiate the risk elements, but only after advisement from my attorney. This keeps the flow of communications very clean. There is no doubt that contracts are serious and they are binding. Bad deals can cripple or even kill your company. Working with a seasoned attorney makes a big difference and offers you the protections that you need. If your PDL did a good job until this point, the negotiation should be a predictable and non-adversarial process. 
 
      
 
    Terms of a Deal 
 
      
 
    Revenue Share 
 
      
 
    The majority of strategic partnership agreements do not have a purchase order that is tied to the execution of an agreement. In fact, almost every strategic partnership that I have negotiated or managed had a revenue share component without a guaranteed payment. Revenue share relationships are structured in a way that allows each party to be compensated based upon the risk and resource factors that contribute to an opportunity. Under this arrangement, there are no payments unless value is created.  
 
      
 
    Similar to the approach that most firms take with their internal sales teams, you will want to provide financial incentives to your partner that drive future revenues. Structuring your strategic partnerships to pay based upon a revenue share will provide an incentive to produce future sales while simultaneously mitigating risk because your firm will pay only if revenues are received. 
 
      
 
    Although revenue share arrangements are common with strategic partnerships, there are other alternatives to consider. For example, certain agreements may include an upfront investment or a minimum financial commitment from one party to the other. Think of this arrangement as seed capital. I have seen many examples where a small firm and a large firm join forces and the larger firm provides an infusion of dollars in order to fund or accelerate the partnership. Even in these seed capital cases, they frequently include a revenue share component. 
 
      
 
    Value Beyond Direct Revenue 
 
      
 
    Value can be presented in many forms when considering strategic partnerships. One form that can be significant, especially if your company is partnering with an industry giant, is the publishing of a press release. Landing a deal with an industry giant is not easy to do and their market power can transcend into significant revenues for your growing company. If you feel that a press release can offer value to your company, be sure to address the topic in your partnership agreement. 
 
      
 
    It is also smart to discuss co-marketing and co-branding efforts between you and your prospective partner. As your new growth engine hits the market, you will likely be spending considerable resources to market the new capability. By forming a co-marketing arrangement with your partner, you will have an opportunity to share in the cost of evangelizing the joint endeavor. 
 
      
 
    Co-branding is another effective way to increase the value and equity of your organization through a partnership. Oftentimes a company’s brand is one of the most valuable assets they own. Since we are looking to partner with industry leaders, our partner candidates should have brands with which your company will want to be associated. By engaging in co-branding efforts with your stellar partner, your brand’s equity will get a lift, so take advantage of this great opportunity. 
 
      
 
    Exclusivity 
 
      
 
    Exclusivity can be a powerful tool to consider as you design your new partnership. This mechanism can provide great incentive and financial reward for the partners and quickly create economies of scale and simplify the go-to-market process. With exclusivities, by definition, the amount of parties involved is limited so energy can be focused on the actual participants. Exclusive arrangements can, however, be a blessing or a curse—beware.  
 
      
 
    In the case of Project Vogue, AT&T was the exclusive retailer for the iPhone when it first launched. The five-year clause gave AT&T a huge competitive advantage over its major industry rivals Verizon, Sprint, and T-Mobile. This arrangement made for a much more streamlined and simplistic launch for Apple as their teams had only to focus on the AT&T network and systems for the first several years to ensure they “got it right.”  
 
    Agreeing to an exclusivity clause without certain protections can be detrimental for a partner. For example, if your company agrees to only buy chipsets from a partner manufacture, you must ensure that their company can deliver what is needed. Otherwise, your production of units (and impending sales) is completely limited by your partner’s ability to produce and deliver quality chipsets. 
 
      
 
    If your company agrees to an exclusive arrangement, make sure you also include minimum performance standards that must be met by your partner. The minimum performance must include, at a minimum, cost, timeliness, and quality. Regardless if an exclusive arrangement is related to sales, development, manufacturer, or other strategic service, the exclusivity clause is only valuable if both parties work to make it valuable to the end customers. Exclusivity clauses should always have a provision that ends the exclusive nature in the event of non-performance. 
 
      
 
    Multi-year Deal 
 
      
 
    Strategic partnerships almost always include the creation or combination of capabilities between partnering companies. The simple fact is this process is frequently laborious, messy, and requires a good amount of time to make the vision become reality. As you can imagine, the spectrum of strategic partnerships is quite wide. But generally speaking, most strategic partnerships require one-to-two years to begin to generate respectable revenues. 
 
      
 
    As a general rule, plan on using the majority of the first year of your agreement primarily on administrative and relationship tasks as opposed to generating revenue. Granted, some partnerships can quickly begin to generate revenue, but the majority of strategic relationships take at least one to two years before reaching “cruising altitude.” 
 
      
 
    It is imperative that you and your partner candidate are realistic when setting goals and expectations on future revenues. After a deal is signed, a quick sense of urgency on revenue creation can quickly appear. But both parties must remember that water cannot flow until the plumbing is built. When structuring the term length for your strategic partnership contract, be sure that your agreement has an initial term of at least two years.  
 
      
 
    You and your partner will need a sufficient amount of time to combine resources, build processes and relationships, and generate revenue through your newly created venture. The last thing you want to do is spend a significant amount of resources to climb 80% up the mountain only to have your strategic partnership terminated because the term has expired. Keep in mind that business leaders tend to be overly optimistic when it comes to creating timelines. Inevitably, the path to sufficient and sustainable revenues takes longer than we plan. Make sure your “rose colored glasses” are off when you and your partner candidate decide on an appropriate initial contract term. 
 
      
 
    Termination for Convenience 
 
      
 
    It is not uncommon for general agreements to contain a termination for convenience clause. Essentially this means that a particular party can end the agreement if they decide the relationship requires too much effort. One thing is certain, strategic partnerships take much effort and success never comes without challenges. Managing and leading strategic partnerships is analogous to the story of the Halfway House where climbers attempt to a summit the Swiss Alps. At some point along the journey, any sane person will contemplate quitting.  
 
      
 
    I urge you not to accept a termination for convenience clause in your partnership agreement. Granted, a special case may exist that warrants such a clause, but they are typically a bad idea for relationships that require the investment of significant resources. Again, you do not want to find yourself 80% up the mountain only to have the rug pulled out from beneath you. As soon as the partnership is terminated, your ability to generate revenue to recoup your investment is also terminated. 
 
      
 
    I have noticed that large companies generally push their weight onto smaller partners and ask for a termination for convenience clause. Too often the clause is not mutual, meaning the larger company can terminate early but the smaller company cannot. If you find yourself in this situation, strongly consider if this candidate is right for you. You must be willing to walk away from a deal if it does not meet your needs. Another thing to consider is a financial buyout in the case of an early termination. For example, one party may allow another party to terminate the agreement early but only after paying a fee. This approach can add some financial protection to reduce your risk. 
 
      
 
    Disentanglement 
 
      
 
    A good Strategic Partnering Agreement (SPA) will include a section commonly named “disentanglement.” This section of the SPA covers basic terms and procedures dealing with the dissolution of the partnership. Not all partnerships are designed to run perpetually and some that are still come to an end. It is much easier to negotiate and specify requirements pertaining to the dissolution of a partnership before it starts. 
 
      
 
    The primary points covered in a disentanglement section include the handling of confidential information, created products, manuals, designs, project financials, and other developed works. The disentanglement provision should cover timelines and other obligations with which each party must comply. Disentanglement provisions afford each party an opportunity to clearly state their expectations of how the relationship should be dissolved, greatly reducing the stress and anxiety that commonly accompany unpleasant circumstances.  
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    The use of models in business dates back centuries. Since the beginning of time, mankind has been on a quest to “find a better way.” Throughout the industrial revolution organizations such as Ford Motor Company were trying new systems, processes, materials, and incentive programs as a means to improve overall company performance. In more recent years with the advent of the microprocessor, data storage and evaluation systems, advancements in leadership theory, and greater empirical evidence that business models can positively impact performance, the use of business models are rising in popularity. 
 
      
 
    One of the most widely reviewed and adopted models in business is the Malcolm Baldrige program. This particular model focuses on overall business operations and quality. In 1987, President Reagan led an initiative to create a national business quality program intended to help the US compete more effectively in the globalizing economy. Today, the Malcolm Baldrige National Quality Award is the highest level of industry recognition in the US for business performance excellence. The program evaluates companies in six categories: manufacturing, service, small business, education, healthcare, and non-for-profit.   
 
      
 
    Thousands of companies compete for the Malcolm Baldrige National Quality Award, but only a select few earn the prestigious title each year. The Baldrige model of performance excellence consists of seven elements that provide a framework that any organization can use to improve overall company operations.  
 
      
 
    
    	 Leadership 
 
    	 Strategic Planning 
 
    	 Customer Focus 
 
    	 Measurement, Analysis, and Knowledge Management 
 
    	 Workforce Focus 
 
    	 Operations Focus 
 
    	 Results 
 
   
 
      
 
    The Malcolm Baldrige program continues to provide a great framework for companies that are committed to improving the overall operations of their business. This begs the question, does such a program exist for companies seeking to develop successful strategic partnerships? Not until now!   
 
      
 
    The genesis behind PARTNERNOMICS was to offer a simple, logical, and effective model that companies of all sizes could implement to significantly improve the success of their strategic partnerships. Unlike the Malcolm Baldrige model that is focused on business operations, the Strategic Partner Leadership Model™ (SPLM) is a framework specifically designed for strategic partnerships. In my twenty years of architecting, negotiating, and leading multi-million dollar partnerships, I have yet to find a model that offers what the SPLM delivers to companies. 
 
      
 
    The Strategic Partner Leadership Model is a proprietary framework that serves as a tool to govern how companies organize themselves and interact with their strategic partners. The six elements of the SPLM are vision, teams, goals, metrics, processes, and results. Although some tasks of deploying the SPLM are sequential, the model is designed to be implemented in a simultaneous manner. For example, we will need to fully define our collective goals before we decide which metrics to track, that piece will be sequential. However, certain metrics may likely be known from the agreement, which can be documented from the beginning.  
 
      
 
    It is important to understand that the elements of the SPLM have an “internal” as well as an “external” component. Unlike a traditional business operations models such as Baldrige that are focused on your company specifically, the SPLM focuses on the strategic partnership, which includes at least two companies. The SPLM asks you to first evaluate each element for your company (internal) and then consider the same for your partner (external). 
 
      
 
    We utilize the SPLM only after we have executed an agreement with a partnering company and we are ready to put the formal contract pieces and collective plans into place. The SPLM will act as the living framework to help each company manage the relationship and allow the partnership to continually evolve in a way that offers significant value to both parties. The SPLM will point out best practices for implementation, but it is up to you to decide what is best for your business. Although the SPLM is to be deployed after an agreement is signed, I will provide context to specific sub-elements of the model that should have been accounted for during the contract negotiation phase. If you missed an important task during your contracting phase, be cognizant of the potential risk and attempt to account for it downstream. 
 
      
 
    The model refers to each of the six components of the SPLM as “elements.” It is important to note that the term element is used with specific intention and is defined as, “a portion of a larger system that is an essential part that cannot be omitted.” Similar to how scientists use the Periodic Table of Elements that identifies all of the chemical elements of matter, the SPLM identifies the core elements that foster strategic partnership success.  
 
      
 
    The following six chapters explain each of the SPLM’s elements in more detail. This model’s elements are completely co-dependent on each of the other elements. Therefore, all six elements must be adopted and managed diligently in order for the strategic relationship to reap maximum value. If an entire element or even a sub-component of an element is not implemented as designed, it can be fatal for the partnership. To use an analogy of the human body, if your body does not have a heart, it does not have life. Although your heart is physically a small portion of your entire body, it is vital for life.   
 
      
 
    I strongly recommend that you read through the next six chapters in their entirety before making judgments as to how you should implement this model within your organization. As I mentioned, this model has pieces that are cross elements and they complement each other like pillars. It is critical that you get a full understanding of the model’s framework before you consider your path forward. 
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    Vision Element 
 
      
 
    The vision element of the SPLM consists of three critical parts: your company’s “vision,” “mission,” and “core values.” Each part must be clearly identified by the company’s leadership and communicated throughout the organization. Ideally, members of your organization would have either helped create these vital components or they were hired into your company based upon the standards they represent.  
 
      
 
    The vision element of the SPLM offers claims, statements, and beliefs that should be the DNA of every person, team, and decision that make up your organization. I know sometimes talking about the mushy, squishy, softer sides of business and organizational management can be too abstract for certain individuals, but this critical step cannot be overlooked if you want to ensure that all of your employees are driving to the same end result. Some folks, no matter how hard you try, simply do not believe that spending time on your company vision, mission, and core values will ever “move the needle.”   
 
      
 
    These old school thinkers believe the only thing that moves the ball down the field is, well, running the ball down the field. This approach may have a small amount of merit if you are talking about a company of one person, where alignment is not an issue. However, there is no doubt that as companies grow, there is an absolute necessity to clearly communicate direction and expectations to all employees, partnering companies, and customers. These critical elements define your mere existence for everyone to see and rally behind. 
 
      
 
    Your company’s vision, mission, and core values act as the instant map and compass for your employees from top to bottom. To paint a word picture, envision an old Viking ship with 15 men on the left (port side) and 15 men on the right (starboard side). The muscular Vikings have long wooden oars stuck outside the windows (portals) rowing the ship forward. You can hear the crew leader calling out a cadence, yelling “row” every three seconds. What would happen if the crew leader stopped yelling the cadence and the Vikings randomly rowed their oars in speed and direction? You would see chaos. This is exactly what happens when companies do not define, hire, and constantly communicate their vision, mission, and core values.   
 
      
 
    Not only do business leaders need to communicate the company’s aspirations and expectations, but they should first hire individuals based upon the sub-elements of their company vision. That is, you must start every employee’s journey with your company by proactively qualifying him/her for membership to be “on your bus.”  
 
      
 
    The vision element addresses the company’s: 
 
    1)      vision 
 
    2)     mission  
 
    3)      core values  
 
      
 
    Your Company Vision 
 
    Jim Collins and Jerry Porras co-authored the book Built to Last. They conducted an intensive six-year research study evaluating common characteristics of companies that achieved greatness for an extended period of decades. Porras calls vision the “core driver of enduring organizational greatness” and claims that every single company that has achieved long-term greatness had a strong and meaningful company vision that its employees knew and believed in. 
 
      
 
    A company’s vision is its long-term, finish line goal that organizational leaders describe by metaphorically “painting a picture” of what the company is trying to accomplish. A company vision appeals to the emotions and inspires people to want to join the cause and contribute to its accomplishment.  Collins and Porras call a company’s vision statement “the big hairy audacious goal.” 
 
      
 
    Setting a meaningful company vision is an effective way to inspire employees and engage their sense of internal purpose. Many studies suggest that a key reason why people leave jobs is not due to money, but rather a lack of a sense of purpose and meaning. A company’s vision should provide a clear, motivating, and inspirational mental image of what ultimate success looks like for your organization. 
 
      
 
    I am a firm believer in “taking my own medicine.” Before I ever hire an employee, I feel compelled to identify my company’s vision. I must admit that I made some slight adjustment to the words over the course of time, but here is the vision statement that we have posted in our office: 
 
      
 
    Vision of Fidelis One:  
 
    To become the most high-value strategic partner of each of our clients and to set the standard of excellence by which all other professional services organizations are measured. 
 
      
 
    I am not sure if it was the time that I spent in the Marines or just my business DNA, but I am obsessed with providing outstanding customer service to my clients. In the end, businesses only survive if they provide value. But rather than just survive, I want to see businesses that I work with thrive and accomplish amazing feats. This means that we must commit to being the absolute best at what we do, and we must separate ourselves from other firms and set a new standard of value and excellence for our clients. 
 
      
 
    There is no right or wrong vision statement for a company. In the end, as long as the vision statement provides a mental image of what your company is striving to accomplish and it inspires your employees and key partners to support your cause, then it is effective. Vision statements are as diverse as the companies they represent. Below are two examples of company vision statements. To prove my point about the diversity of vision statements, I want to share an example of a long statement and a short statement.  
 
      
 
    Company: Apple 
 
    Vision: We believe that we are on the face of the earth to make great products and that’s not changing. We are constantly focusing on innovating. We believe in the simple not the complex. We believe that we need to own and control the primary technologies behind the products that we make, and participate only in markets where we can make a significant contribution. We believe in saying no to thousands of projects, so that we can really focus on the few that are truly important and meaningful to us. We believe in deep collaboration and cross-pollination of our groups, which allow us to innovate in a way that others cannot. And frankly, we don’t settle for anything less than excellence in every group in the company, and we have the self- honesty to admit when we’re wrong and the courage to change. And I think regardless of who is in what job those values are so embedded in this company that Apple will do extremely well. 
 
      
 
    Company: Life is Good (clothing brand) 
 
    Vision: Spreading the power of optimism 
 
      
 
    Company: Barry-Wehmiller (heavy equipment manufacturer) 
 
    Vision: Use the power of business to build a better world 
 
      
 
    Apple has the longest vision statement that I have ever seen, and I think Life is Good may have the shortest. What is important is that the employees buy in to the beliefs of the company and they are emotionally invested to help the company accomplish its aspirations. Whether it takes 166 words or five words to accomplish this goal is irrelevant. 
 
      
 
    Your Company Mission 
 
      
 
    A company’s mission is their “why.” A company’s mission statement, also referred to as a company’s purpose, should appeal to the emotions of everyone who hears it and should inspire action and compel people to want to support your beliefs. 
 
      
 
    Success in business eventually comes down to our ability to influence action, right? Whether we are trying to get our employees to perform, partnering companies to deliver, or encouraging customers to buy, in the end, our success depends on our ability to influence action. 
 
      
 
    Politicians and preachers are absolute masters at this craft. They are able to get people emotionally vested to join a great cause and do it with genuine authenticity—not for financial gain. When you think of Martin Luther King Jr., what words come to mind? Of course, “I have a dream…” In 1963, long before cell phones, email, Facebook and Twitter, he was able to amass more than 250,000 people to Washington D.C. to hear his speech. Why did so many people feel compelled to travel to this monumental event? Because they felt like it was their personal cause. Members of the audience felt as though they were personally vested to make a difference. 
 
      
 
    Simon Sinek offers a clear description of a company mission statement in his Ted Talk, “Start With Why.” Sinek claims that people do not buy products that companies manufacture, people buy “why” the companies manufacture the products (or services). He describes the cult-like following that brands such as Harley-Davidson and Apple garner, and he states it is perfectly explained by human biology—the operations of the brain. Sinek explains that the limbic portion of the human brain is what controls behavior and the limbic brain is emotional, not rational. If you have not watched it, go to YouTube and check it out. 
 
      
 
    Your company’s mission statement should be personal to your company. It may be helpful to see mission statements from other companies in order to get the creative juices flowing, but don’t feel confined by the examples you read. As a matter of fact, be creative and develop something this is totally unique—a statement that is your own! 
 
      
 
    A powerful mission statement will penetrate the hearts and minds of employees, partners, and customers alike. It will eventually be viewed, not as the company’s belief, but as a shared belief between employees, partners, and customers of the company. The mission statement serves as a common emotional link that can become an “x-factor” for a company. 
 
      
 
    Below are a few examples of mission statements that were created to capture the “why” for the respective companies. As you read each statement, determine if it inspires or appeals to you. If one does, you may start to gain an affinity toward that brand, just as owners of Harley-Davidson motorcycles feel an affinity to the powerful HD brand.  
 
      
 
    Keep in mind that one of the great tools that a mission statement provides is that it acts as a vetting tool to determine which employees and partners are aligned with the company to help it accomplish the company’s vision. As Simon Sinek claims, “If you hire people that can do a job, they will work for your money, but if you hire people who believe what you believe [align with your “why”], they will offer their blood, sweat, and tears.” 
 
      
 
    Company: Patagonia 
 
    Mission: Build the best product, cause no unnecessary harm, use business to inspire and implement solutions to the environmental crisis. 
 
      
 
    Company: Nordstrom’s 
 
    Mission: In store or on-line, wherever new opportunities arise, Nordstrom’s works relentlessly to give customers the most compelling shopping experience possible. 
 
      
 
    Company: Warby Parker 
 
    Mission: Offer designer eyewear at a revolutionary price, while leading the way for socially-conscious businesses. 
 
      
 
    Company: Harley-Davidson 
 
    Mission: Harley-Davidson, Inc. is an action-oriented, international company, a leader in its commitment to continuously improve our mutually beneficial relationships with stakeholders (customers, suppliers, employees, shareholders, government, and society). 
 
      
 
    To offer my personal opinion, I did not find the mission statement of Harley-Davidson to be overly inspiring. However, there is one key word that I believe all owners of a Harley-Davidson motorcycle feel, and that is “relationship.” Harley-Davidson has done an amazing job over the past several decades building a very strong brand of insanely loyal customers by focusing on their customers instead of appealing to the masses. How many people do you know who have a tattoo of the Honda motorcycle logo on their bicep? I cannot think of any. It seems, however, that thousands of Harley-Davidson owners have permanently etched the HD logo on their bodies to profess their loyalty to and belief in the Harley-Davidson brand. 
 
      
 
    I would like to share the mission of my company, Fidelis One. Our purpose of existence is to help companies grow. We strongly believe that companies of all sizes, start-up to multi-billion dollar corporations, can benefit from forming strategic partnerships. Our business growth consultants have witnessed the power of strong strategic partnerships, and it is easy for us to speak with pure conviction when we interact with clients. 
 
      
 
    Mission of Fidelis One:  
 
    To help companies grow at rates they did not believe were possible by leveraging the power of strategic partnerships. 
 
      
 
    Our mission statement is certainly shorter than Apple’s and it really speaks to why we exist. Our purpose is to help our clients grow their organizations. Our mission statement is intentionally simple and direct. For Fidelis One, we know that our purpose is not about what we do, it is about what we promise to our clients: growth and meaningful prosperity. 
 
      
 
    Your Company Core Values 
 
      
 
    Finally, let’s discuss core values, the guiding principles and traits that describe and steer our behaviors. As previously shared, John Bloomberg, author of Good to the Core, describes core values as the critical guide that leads us in making decisions in business and in life. Our core values serve as our North Star to direct our thoughts and remind us of what is true. Our core values remind us how we need to act in order to preserve the integrity we display to those we care about.  
 
      
 
    A company’s core values have been described as a compass. What happens when we open a compass? The arrow quickly redirects itself to magnetic North. No matter where in the world the compass is opened, it automatically orients itself to the same location. In business, it is the responsibility of the business leaders to first define an organization’s core values and then ensure that only those who possess these same core values are allowed to join the team. 
 
      
 
    This is why core values are such a critical component of deciding whom you should invite to join your company, both internally (employees) and externally (partners). Align your company with people who are naturally drawn to the same beliefs, like a compass dial is naturally drawn to magnetic North. Have your company define between three-to-five core values. Some organizations have more than five, but core values start to become diluted when an organization has too many. Remember, all employees must share the core values or they do not belong in your company, period.  
 
      
 
    Take the United States Marine Corps. I was blessed to serve six great years of my life in the Marines. This organization has been in existence for more than 240 years and it has only three core values. The Marines have a rich history of discipline, leadership, and success, none of which happened by accident. Their core values are honor, courage, and commitment. Throughout my military career, I spoke those three words countless times as I sought self-guidance when making tough decisions. The three core values of honor, courage, and commitment always seem to lift the fog and present a clear direction for which to move forward. 
 
      
 
    Below are some examples of companies and their core values: 
 
      
 
    Company: American Express  
 
    Core Values:  
 
    
    	 Trust 
 
    	 Security 
 
    	 Integrity 
 
    	 Quality 
 
    	 Respect 
 
    	 Customer Commitment 
 
   
 
      
 
      
 
      
 
    Company: InvisionApp 
 
    Core Values:  
 
    
    	 Question Assumptions 
 
    	 Think Deeply 
 
    	 Iterate as a Lifestyle 
 
    	 Details-Details 
 
    	 Design is Everywhere 
 
    	 Integrity 
 
   
 
      
 
    Cirrus Logic 
 
    Core Values:  
 
    
    	 Continuous Improvement 
 
    	 Innovation 
 
    	 Integrity 
 
    	 Communication 
 
    	 Job Satisfaction 
 
   
 
      
 
    Company: Clif Bar 
 
    Core Values:  
 
    
    	 Connect 
 
    	 Organic 
 
    	 Restore 
 
    	 Ethical 
 
   
 
      
 
    Company: Infusionsoft 
 
    Core Values: 
 
    
    	 We empower entrepreneurs. 
 
    	 We listen, we care, we serve. 
 
    	 We do what we say we’ll do. 
 
    	 We practice open, real communication. 
 
    	 We face challenges with optimism. 
 
    	 We check our egos at the door. 
 
    	 We innovate and constantly improve. 
 
    	 We do the right thing. 
 
    	 We believe in people and their dreams. 
 
   
 
    


 
   
  
 



Please thoughtfully consider the examples of core values given as you contemplate the current or intended core values of your company. Ask yourself, what are the true values that you want every employee and partner to exemplify? And then align your company with people who are naturally drawn to those same beliefs, like a compass dial is naturally drawn to magnetic North. 
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    Teams Element 
 
      
 
    The teams element of the SPLM is all about people. The success or failure of your strategic partnerships depends on the people who manage and lead your initiatives. Strategic partnerships require strong performances not only from your company representatives, but also from your partner’s employees. The teams element shares industry best practices and other helpful topics to consider when building or further developing your partnership teams. 
 
      
 
    As previsouly stated, companies do not do business with companies, people do business with people, which is why we frequently speak in terms that give companies life-like qualities. For example, we might say that Apple is an innovative company. The fact is, Apple has many innovative employees, their company has a strong culture of innovation (it’s part of their mission), and the company’s leadership team diligently ensures that the company remains known as an innovation machine. But it’s the employees who are innovative, not the company. 
 
      
 
    In the normal course of business, a team manager has a certain level of direct influence over his/her staff. He uses his skills and influence to manage employees in order to achieve intended outcomes. However, in the wildcard world of strategic partnerships, we become highly dependent upon each of our partner’s employees to self-manage their own performance. The nature of strategic partnerships means we have less control and less influence as we work with people beyond our company’s boundaries.  
 
      
 
    As we begin to execute against the collective goals of our new strategic partnership, the differences between a standard procurement agreement and your strategic partnership will quickly become apparent. If your strategic partnership is like most, only 70-80% of your agreement was fully contemplated when it was signed, let alone agreed to. Strategic partnerships, by their very nature, are “incomplete” contracts that must be more fully defined as the market, opportunity, and relationship evolve over time.  
 
      
 
    For this reason (and others), I argue that employees who manage strategic partnerships must be more experienced, more dynamic, and posess a skillful leadership qualities when compared to most commodity procurement positions. It has been said that leadership, in its most pure form, is the ability to influence others to act for the benefit of a common purpose. Partner Development Leaders (PDLs) spend a significant amount of time developing strong relationships with their own team members and with members of their partnering companies in order to have the trust and credibility to influence behavior. 
 
      
 
    Contracts do not make partnerships—people develop partnerships. It is only through positive interactions with people with whom we share common interests that true partnerships are born. Again, companies do not do business with companies, people do business with people; the same is true for relationship buiding.   
 
      
 
    Relationships are developed over time. If we have strong alignment among our company missions, values, and goals, and we have a high sense of trust, the parternship development process will excellerate significantly. But no matter how perfect a situation may be between companies, relationships still need to be developed in order to maximize the partnership’s full opportunity. Beyond relationship development, all partnerships have to be proactively led to success. For this reason, I like the title of “Partner Development Leader” to be assigned to employees who oversee strategic partnerships as opposed to “Partner Manager.”  
 
      
 
    I venture to say that the vast majority of companies who have employees who oversee partnerships refer to their team members as strategic partner managers or partner development managers. And, yes, these talented employees are responsible for managing the day-to-day activities of their partnership initiatives. But the word “leader” is much more appropriate to put in the title. Not just because it sounds cool, but because it is exactly what I expect these seasoned professionals to execute. They must use every tool in their relationship toolbox to positively influence others (internal and external) in order to accomplish the growth engine (competitive advantage) that we seek.  
 
    When we research the definition of a manager, we read descriptions such as, “the person or persons controlling or dictating the affairs of a business, institution, or initiative in order to achieve an intended outcome.” This definition may work for some positions within your company walls, but it is not an accurate description of how partnerships are created or developed.  
 
      
 
    In the wildcard world of strategic partnerships, we have elected to invest significant resources in order to strategically align ourselves with another company that is a market leader in their area of expertise. Your strategic partner has the ability to deliver a value-add product or service to your arsenal that will allow you to collectively have a competitive advantage, right? By definition, your organization does not have the knowledge or expertise to control or dictate the moves of your strategic partner. You selected the strategic partner because their firm offers something that your organization does not have, something that is outside of the scope of your company’s expertise. 
 
      
 
    The challenge and responsibility of your company’s PDLs are two-fold. They must first manage the day-to-day operations of the partnership and execute the SPLM framework. Second, they must be the leader of the initiative and proactively develop a strong sense of trust, influence, purpose, and unity in order to maximize the strategic opportunity that has been entrusted to them. They must lead! 
 
      
 
    When I travel across the country talking with business leaders, I am frequently asked what the key personality traits are for a great PDL. I used to answer by saying, “There are a bunch of very important characteristics that a Partner Development Leader must have in order to be successful.” This is the absolute truth, but not the short answer that people are looking to receive. Then I found the word that best captures the essense of the personal traits required: entrepreneurial. That’s it. The fastest way to describe the dozens of required personality traits in order to be a successful PDL is to say that the person must think and act in an entrepreneurial manner. 
 
      
 
    The word entrepreneurial paints a picture that offers valuable insights. I would continue the conversation by offering at least five or six specific traits to ensure the correct message was being received. As with any important job function or team, having the right people on your “PDL bus” will make all of the difference in the world. If your PDLs are “sales people” or “procurement gurus,” your strategic partnership efforts will undoubtedly suffer.  
 
      
 
    Strategic partnerships are a unique animal, and they must be treated accordingly. And they must be managed by seasoned professionals who understand all of the complicated dynamics that are frequently present within strategic opportunities. These people not only have to be a visionary to see a need long before it exists, but they must be able to inspire and align resources, both internally and within other companies, in order to accomplish the intended results. 
 
      
 
    As stated in Section One, in preparation for writing PARTNERNOMICS, I interviewed more than 100 executives from companies such as Google, Microsoft, General Motors, HP, and Nokia who have a wealth of experience in architecting and leading strategic partnership teams. I asked the senior executives to describe company traits (cultural) that best describe great partnering companies and what personal traits are the most important for highly effective Partner Development Leaders.  
 
      
 
    In Chapter 1, I offered a description of thirteen primary company culture traits that emerged as critical for great partnering companies. Now I will offer insights regarding individual personality behaviors and describe their relation to the ideal PDL. As you can imagine, there are many similarities between company culture traits and individual traits, but some important distinctions surfaced that offer additional insights. 
 
      
 
    Traits of an Ideal Partner Development Leader (PDL): 
 
      
 
    
    	 Trusting 
 
    	 Visionary / Inspirational 
 
    	    Change Agent 
 
    	 Emotional Intelligence (EQ) 
 
    	 Independent / Self-Accountable 
 
    	 Competitive 
 
    	 Assertive (address issues, not afraid of conflict) 
 
    	 Resourceful 
 
    	 Relentless / Committed / Patient 
 
    	  Competent 
 
    	  Listener 
 
    	  Empathetic 
 
    	  Respected & Respectful 
 
    	 Strategist / Problem Solver 
 
    	  Creative 
 
   
 
      
 
    
    	 Trusting:  
 
   
 
      
 
    We have established the fact that trust is the foundation and ultimate requirement for relationships. And strategic partnerships are business relationships with specific goals and intentions. In order for PDLs to be successful, they must be able to establish trust as well as extend trust. When leading strategic partnerships, there are two essential forms of trust: predictive trust and vulnerability trust.  
 
      
 
    Predictive trust simply means that we complete the tasks that we say we will complete and, in general, others can predict our behavior. That is, others feel that they can count on us because we give them accurate information. If a PDL has established predictive trust, then that means he/she has developed a track record of predictable performance.  
 
      
 
    Vulnerability trust, as described by Patrick Lencioni in The Advantage, is having the confidence that others will extend the level of grace needed for you to admit mistakes, failures, and opportunities for improvement. When we engage in strategic partnerships, we embark upon these journeys with best-in-class partners. By definition, competence in their domain has already been established. However, we are all human and at times can be messy.  
 
      
 
    Vulnerability trust occurs when we are willing to give and receive an offer of human grace when we have fallen short of a certain commitment. The ability and willingness to offer trust leads to great levels of loyalty and performance as long as your partner has an adequate level of maturity and responsibility. It is important to understand that trust is neither static nor binary. Essentially, it is not fixed and is a continuum between zero and full. Every encounter that we have is an opportunity to either build or undermine levels of trust. 
 
      
 
    We must be reminded that Steven Covey shows that trust is a great economic engine. The speed at which we develop authentic trust determines how quickly and how greatly our partnerships flourish. Trustworthy is a label that can be elevated to describe an entire group, department, or company. As previously discussed, surveys are conducted every year regarding the most trusted company brands. As your company seeks to leverage the power of strategic partnerships in order to grow, keep in mind that perceptions of trust for your company, regardless of size, can speed or slow results. 
 
      
 
    Partner Development Leaders from both companies must realize the awesome responsibility that they have not only to the partnerships that they oversee, but also to the overall brand of the groups and companies they represent. 
 
      
 
    
    	 Visionary / Inspirational:  
 
   
 
      
 
    The PDLs within your company must be dynamic visionaries who are able to constantly inspire and resell the big picture. The very nature of strategic partnerships means that we are constructing a “first-of-its-kind” relationship that does not come with a step-by-step instructions booklet. Great PDLs are able to keep momentum by constantly repainting the visionary picture of what your grand partnership is to be as they continuously rally the troops, internally and externally, to deliver on milestone objectives needed to make the initiative a success. The PDL is the chief cheerleader and caregiver as the partnership evolves, ensuring that all of the components for success are present and linked as needed. 
 
      
 
    
    	 Change Agent:  
 
   
 
      
 
    Strategic partnerships by definition require change. We have elected to join forces with a powerhouse company that can provide a unique skillset that will allow us to improve (change). It is human nature to resist what we do not know and anything new is unknown. PDLs must be great at facilitating change, both internally and externally. When new elements are woven into our business practices, we tend to push back. Change agents are able to calm fears, highlight the positive aspects, and garner support. Great PDLs are not only expert change agents, they are also very adaptive to changes that enter a system. It has been said that the one thing that is constant is change. Having PDLs that can evangelize change as well as adapt to incoming change will add tremendous value to your partnerships. 
 
      
 
    
    	 Emotional Intelligence (EQ or EI): 
 
   
 
      
 
    Emotional Intelligence is a term that was first created by researchers Peter Salavoy and John Mayer. The concept of emotional intelligence, or having a high emotional quotient (EQ), was popularized by Dan Goleman in his 1996 book Emotional Intelligence. Until the early 1990s, it was commonly accepted that IQ was the best, and possibly the only useful, form of gauging intelligence. That was until these three authors gave life to the concept of EQ. 
 
      
 
    In practical terms, emotional intelligence is the active awareness that emotions can drive behavior and behavior can impact emotions within our self and others. The study of EI focuses on the identification and management of emotions. People who have a high EQ are able to “sense” that people are changing their emotions before others recognize it. And they are able to detect that “something is wrong” because they sense a change or a disconnect in someone’s behavior. 
 
    In his book The Sumo Advantage, Bernie Brenner calls this the “Spidey sense” as it is a superpower that is shared with Spiderman. Brenner describes the “superpower” as the ability to draw on a sixth sense that tells you “something is up.” Spidey sense is a combination of intuition and an intimate familiarity with your partner that allows you to detect when the train is staring to come off the tracks. Internal politics, changing market conditions, and competing priorities can continually pull needed resources away from your strategic initiative.  
 
      
 
    PDLs need to have this sixth sense to “sniff out” any indications that signal a shift in direction or potential reduction in commitment. A problem or potential problem cannot be fixed unless it is known. PDLs that have a high EQ are able to identify and defuse issues before they hit a point of no return. 
 
      
 
    
    	 Independent / Self-Accountable:  
 
   
 
      
 
    Let’s face it, the last thing you or any PDL needs is another chore. In today’s high resource constrained work environment, it is imperative that our PDLs be independent executors. That goes for your organization as well as your partner’s business. You do not want your PDLs spending their time micro managing your partner’s representatives by being forced to constantly follow-up to ensure milestones are being met. The Strategic Partner Leadership Model spells out the various roles, responsibilities, goals, and expectations of the partnering companies so responsibilities will be well known.  Accountability, however, is an active management task.  
 
      
 
    We must train our PDLs to be independent and self-accountable and expect that our partner’s representatives are just as professional and capable. This ideal state happens when our PDLs are proactive and they understand the goals and expectations of the partnership. Being self-accountable shows that the PDL is “in-tune” with the partnership’s needs and that they are able to proactively recognize challenges and address them competently. 
 
      
 
    
    	 Competitive: 
 
   
 
      
 
    The competitive juices flow high and strong within great PDLs. People who thrive in the PDL role are those who see a clear vision of a joint solution and are magnetically pulled to execute the pieces necessary that create a “win.” Strategic partnerships are forged out of a vision for creating a competitive advantage in the market so you “score points” against your competition. 
 
      
 
    We all know that the game of business is really not a game. That there is no way to win in the long-run because business is perpetual—there is no game clock. However, PDLs see their goals and milestones as mini-games that allow their competitive nature to take over. They cannot help but make a game out of every scored metric because it feels like they are getting one step closer to securing a victory—the competitive advantage. Although all competitive advantages are finite in time, they give us a strong sense of achievement and we feel instantly compelled to find the next opportunity after one is achieved. 
 
      
 
    
    	 Assertive:  
 
   
 
      
 
    Being assertive is arguably the most critical yet least natural trait required of a PDL. Being assertive means that we are not afraid to immediately face conflict to sufficiently address issues before or as they arise. If one thing is certain in a strategic partnership, your partnership will face challenges and conflicts.  
 
      
 
    Great PDLs excel at separating the emotional aspects of dealing with people and are able to distinguish business needs from personal attacks. Oftentimes people are quick to take comments personally and not understand the words for what they are—business ploys. However, the best PDLs are able to keep a level head and navigate communications without letting their emotions highjack their brains and their mouths. 
 
      
 
    Being assertive allows for clear, direct, unemotional, factual communications that leads to respect and confidence. Nobody likes to be the bearer of bad news and confrontation is not a pleasant task. But as a PDL, being assertive is one of the greatest tools in making sure your partnership is a success. There is no doubt your partners will attempt to pull you in ways that favor their interest. This is fine when the benefit is mutual, but you will see that many times it is not. Be a good partner by providing value. But be assertive in drawing lines so you maintain a healthy balance. Otherwise, you do not have a partnership, you are a vendor, and that is the wrong universe. 
 
      
 
    
    	 Resourceful:  
 
   
 
      
 
    Being resourceful is key; after all, you found your partner because you are resourceful. Strategic partnerships can open many doors for your company and allow your organization to grow in ways you thought impossible. As we have established, strategic partnerships are a wildcard. These dynamic partnerships force us to swim through waters that are foreign to us. In the course of managing and leading strategic partnerships, you will undoubtedly face challenges, obstacles, and turbulent waters. Unfortunately, each of our newly formed strategic partnerships does not come with an instruction manual to guide us through our unchartered path. The value of being highly resourceful cannot be overstated. Partner Development Leaders act as the glue between the present and the future state of our strategic goals. The PDL must be able to find and deploy resources both internally and externally to overcome barriers.  
 
      
 
    PDLs are commonly required to interface with IT, finance, product development, marketing, sales, legal and other teams in order to advance critical initiatives. Dealing with wide ranges of professionals who belong to multiple companies can be a major challenge, but it can also be a benefit. Great PDL see their expansive role as an advantage as it lends opportunities to develop relationships with future resources. That is the mindset of a resourceful PDL.  
 
      
 
      
 
    
    	 Relentless / Committed / Patient:   
 
   
 
      
 
    Although these adjectives seem independent of each other, they are commonly used as synonyms to describe the same critical behaviors. PDLs must have a strong sense of conviction and purpose to lead their strategic partnering initiatives to success. Every strategic partnership encounters hardships and conflict, it comes with the territory of architecting new initiatives. Great PDLs, however, have a sense of resolve and vision that allows them to stay focused due to their exceedingly high levels of commitment, relentlessness, and patience. The role of a PDL is not for the faint of heart. This role requires a person who is mentally tough, disciplined, and rational.     
 
      
 
    
    	 Competence:  
 
   
 
      
 
    As previously mentioned, when seeking and selecting strategic partners, we should prioritize “best-in-class” providers. That is, companies who have demonstrated a real expertise within their given craft are much more likely to provide the great value-add that we need in order to create a competitive advantage. However, competence is a human characteristic and starts with the individual PDLs who oversees partnerships.   
 
      
 
    Competence is the know-how that allows us to be experts of our given trade and what allows our partners to be experts as well. The combination of this powerhouse expertise is what makes the strategic partnership so valuable. It is what makes the prospect of developing a competitive advantage in the market real and exciting. 
 
      
 
    Competence not only leads to greater results but also helps us build the credibility that is needed in order to be seen as a leader. If we see others as being subject matter experts within their domain, we are more likely to trust their judgments and follow their recommendations. It is critical that we develop the necessary competencies so that our teammates and partners view us as subject matter experts fueling our engine toward success. 
 
    
    	 Listener:  
 
   
 
      
 
    Arguably the single most critical criterion for achieving an enduring partnership is the ability to provide continual value to your partner. With constant pressure to achieve peak business performance, it is easy to become self-absorbed and lose sight of the health of your strategic partnerships. By being a great listener, we ensure that we stay in-tune with the thoughts, needs, and beliefs of our partners. Being a great listener is truly an act of great leadership. Great leaders do not take care of themselves; they take care of people who, in return, take care of the leader. By being a great listener, our PDLs are aware of the wants and needs of our strategic partners, and they seek to provide constant value to perpetuate the growth of the relationship. Our PDLs should constantly remind themselves of the recommendation that Steven Covey shared, “Seek to understand.”  
 
      
 
    
    	 Empathetic:  
 
   
 
      
 
    One of the core traits of a great leader and a great PDL is to have empathy for others. Strategic partnerships, at their basic level, are important business relationships. The PDLs who lead these partnerships have a genuine ability and desire to care for others and help them prosper, even if the prosperity of others comes at our expense. PDLs understand that relationships are an infinite game and, at times, we pay debts, and other times we receive credits. Healthy strategic partnerships are a fluid and dynamic cycle of give and take that make both organizations better off over time. 
 
      
 
    Simon Sinek addresses the topic of empathy in his book Leaders Eat Last, claiming that people think leadership is about rank, power, and privilege; Marines believe that leadership is the willingness to place others’ needs above their own. Sinek points out that leaders are able to empathize with others, allowing them to be better partners. 
 
      
 
    The art of leadership is the ability to motivate and influence others to perform in a productive manner that advances the leader’s mission (which is aligned with the company). Every individual is virtually worthless by him/herself. In order for companies to achieve great feats, a team must work together and “row the Viking ship” in the same direction. It is the leader’s responsibility, the PDL in the case of strategic partnerships, to ensure everyone is rowing in the right direction and at the precise cadence. Leaders who exemplify genuine empathy for others are able to tap into a special emotional sense in others that leads to an incredible level of loyalty, trust, and commitment that accelerates the accomplishment of initiatives. 
 
      
 
    
    	 Respectful & Respected:  
 
   
 
      
 
    PDLs spend the majority of their time interfacing with people, internally and externally, in order to advance strategic initiatives. Earning the trust and respect of others is an absolute necessity in order to be successful. 
 
      
 
    There are two forms of respect: professional and personal. Customs and rigid rank structures within organizations define professional respect. It is customary to give C-level officers within a company certain privileges, such as a corner office and seating at the head of a table. In the military, members salute officers of higher rank and refer to the officer as sir or ma’am. If we are smart and we value our position, we have to be mindful and extend professional respect to superiors. Professional respect is important if you like tradition, but it does not help us get work done. 
 
      
 
    In relationships, the only type of respect that truly matters is personal respect. We rely on our instincts and others’ judgment when we begin the process of building personal respect for people. When we view others as being worthy of our personal respect, we become willing to go the extra mile to best serve that person. We find ourselves being drawn to support the cause that our respected comrades lead. 
 
      
 
    It has been my experience that only those who are respectful become respected. We find that people who what to be trusted must be trusting; the same is true when it comes to respect. All great PDLs are respected and the strong sense of respect is what allows their leadership ability to shine.  
 
      
 
    
    	 Strategist / Problem Solver:  
 
   
 
      
 
    The craft of architecting and developing a strategic partnership is like remodeling an old house. You start with a plan and a vision, but you never know what you have to work with until you look beyond the surface. Carpenters have many tools and types of material in order to make a great finished product, but it takes time, vision, support, and a keen ability to adapt to unforeseen challenges.  
 
      
 
    As PDLs build their Strategic Partnering Plan and Term Sheet and negotiate their Strategic Partnership Agreement and begin to lead their partnerships, they must not only envision all of the plans before them but also efficiently begin construction. Where new homes come with a detailed blueprint, remodeling projects come with visions and a commitment to create something of greater value. Challenges seem to loom behind every wall that needs to be moved within your new house, but you stand ready to solve challenges as they come as you keep your teams focused on the vision of a fully restored home.  
 
      
 
    
    	 Creative:  
 
   
 
      
 
    You are familiar with Murphy’s Law, right? If it can go wrong, it will go wrong. It seems that Murphy’s Law applies to many aspects of strategic partnerships. One thing is certain: no partnership is exempt from challenges or conflicts. Remember the goal of a strategic partnership is to provide mutual benefit to both parties.  
 
      
 
    Value can come into a partnership in many ways. From time to time, however, our PDLs are met with a constraint that does not allow us to deliver on a specific request. But the resourceful PDL is able to provide value by employing their creativity and understanding of a more global view of their partner’s needs. The successful execution of a strategic partnership is the result of many building blocks.  
 
      
 
    The role of a PDL is dynamic. The ability to continually find ways to add value to the parties is a unique gift. A great PDL is a consummate problem solver. In rare cases, when problems do not exist, the PDL creates one—the need to create more value. The deployment of creative minds and creative relationships accelerates the value-add initiatives that strategic partnerships promise to deliver.   
 
      
 
    Personality Profiles 
 
      
 
    Company leaders and consultants use a range of personality profiling tools such as DISC, Kolbe, ProfileXT, and Culture Index in order to analyze and describe natural behavioral tendencies. These tools are intended to uncover personality traits to drive awareness of the individual being analyzed as well as to those who interact with the individual.  
 
      
 
    Personality profiling instruments are frequently used by hiring managers and human resource leads to evaluate how well each candidate fits with an intended set of personality traits that are linked to success factors for specific roles. For example, most successful sales people are outgoing, talkative extroverts. A significant amount of research has been conducted over the past several decades that support the use of personality profiling tools as a means to better match employees with their natural strengths and interests. 
 
      
 
    There is no shortage of books, seminars, consultants, and tools that may be used to help your organization better understand its people and the roles where they will likely perform at their best. My intent in writing this section is to remind you of these tools and their valid use. What is more important but less understood are the specific fifteen personality traits (previously shared) that are found in exceptional Partner Development Leaders. Research and use the tools that best help your organization evaluate these fifteen traits in your PDLs as well as your partner’s PDL team. 
 
      
 
    Partner Development Leader – Team Approach 
 
      
 
    When organizing PDL teams, there are two common approaches. I refer to the two approaches as “Lone Ranger” and “Hunter/Farmer.” Both organizational approaches work, so I cannot say that one is better than the other.  
 
      
 
    In the Lone Ranger approach, the PDL owns the initiative from start to finish. That is, the PDL helps build the growth engine strategy, finds the partner candidates, executes the agreement, and develops the relationship as he/she leads the initiative into the distant future. This approach seems to be common in small companies or in initiatives that require a great deal of subject matter expertise. When I served as a PDL for a Fortune 500, our domain expertise was quite deep, so we exclusively used the Lone Ranger approach. 
 
      
 
    In the Hunter/Farmer organizational model, one PDL serves as the hunter that seeks, finds, and negotiates the partnering agreement. A second PDL comes into the fold, generally at the term sheet phase, to assist with the partnership initiative. With this approach, the Hunter PDL is usually the one that negotiates the agreement and handles future contractual changes (amendments) that may need to be executed. The Farmer PDL, on the other hand, works exclusively as the executor of the partnership. This approach is more common when subject matter expertise is less important or when a wide range of strategic partnerships need to be executed.  
 
      
 
    It is critical to include the Farmer PDL in the partnering process during the term sheet phase. It is vital that both parties understand the terms (wants and needs) of the deal and that a smooth transition occurs after the deal is signed. Even if certain terms are left out of the written agreement, by being involved at this phase, the Farmer PDL will be aware of the value points that their future partner desires. All too often, a poor transition occurs between the people who negotiate a deal and the people charged with executing the deal. Positive momentum is a strategic partnership’s best friend. Poor transitions can kill momentum right from the start and make for a turbulent launch.  
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    Goals Element 
 
      
 
    In the goals element of the SPLM we bring full clarity to define success for our new partnership initiative. Recall in the vision element we discussed the power of purpose and the exponential benefits that can come when we get others emotionally engaged in our purpose. By sharing a grand finish line mental picture (vision) that inspires actions to work toward shorter-term milestones (mission), we are able to accomplish significant feats. Goals are the steps that we take monthly, quarterly, and annually, that pave the way for us to accomplish our company’s purpose—our mission. 
 
      
 
    Exceptional leadership skills can be the difference between mediocre team performance and exceptional team performance. Great leaders consistently share the company vision, reinforce the mission (the “why”), and manage goals that lead the organization down the pathway of success. The physical process of identifying, visibly posting, and actively managing goals does something extraordinary for teams. Active team engagement of company goals offers a strong level of visibility and accountability that inevitably foster accomplishment. 
 
      
 
    Countless success coaches, psychologists, and consultants preach the power of goal setting. When I was in the Marines, we had a saying, “Prior planning prevents piss poor performance.” It was affectionately known as “The 6 Ps of Success.” If a certain military exercise was deemed to be a failure, more often than not, the cause was a lack of goal setting or poor management of the goals. Regardless if we are talking about personal goals or company goals, the benefits and the approaches are the same.  
 
      
 
    It is absolutely imperative that we set goals throughout the strategic partnership process. In Chapter 4, we learned to create a Strategic Partnership Plan (SPP) prior to engaging potential partners. As you might recall, the SPP is a simple document that speaks to the “who,” “what,” “where,” “when,” and “why” that we intend to form a strategic partnership. Any one of these areas can speak to your intended outcome, your goal. By explicitly producing and sharing the SPP, all members involved with your company’s partnering initiative will understand how “success” is defined. 
 
      
 
    The goal element is where we look to establish clarity, both internally and externally, in order to maximize our opportunity for success. We will use our SPP as a starting point to more clearly define our goals for each strategic partnership. We originally used the SPP document to identify and communicate our strategic needs with prospective partners. Now we simply need to solidify our goals given the follow-up conversations and collaboration sessions that have transpired with our strategic partner and others.  
 
      
 
    We will want to identify both internal and partnership goals as part of this element. It is likely that the two sets of goals will be the same, but that is not necessarily a requirement. Both sets of goals should be aligned and complementary, but your organization may have a specific goal that only you control and are privy to its management and outcome. By establishing, communicating, and managing the goals of your partnership, both parties are able to track success on a continual basis. 
 
      
 
    I am a sucker for great motivational quotes. The great business leader J.C. Penney was a strong proponent for personal development within his massive organization. Many claim his support of personal development was a key reason that his department store chain became such a huge success. Mr. Penney offered many quotes that have been well cited over the decades. Below is my favorite J.C. Penney quote that speaks to the power of goal setting: 
 
      
 
    “Give me a stock clerk with a goal and I will show you a man [or woman] who can make history; give me a stock clerk without a goal and I will give you a stock clerk.” 
 
      
 
    Another quote that I like is one offered by Jim Rohn, author of seventeen business books. Rohn said, “Finding is reserved for the searchers, not the wishers or hopers.” He addresses the power of goal setting in several of his personal development books. He argues that if we do not set goals and work toward accomplishing our milestones (search), we are simply wishing and hoping that success finds us, and more often than not, it won’t. 
 
      
 
    “SMART” Approach to Goal Setting 
 
      
 
    Over the decades, it seems that researchers have studied the art and science of goal setting and accomplishment from every angle. Whether we are looking at personal performance initiatives or large corporate strategies, both include goal setting and goal tracking as a best practice. In a 1981 issue of Management Review, George Doran was the first to introduce the “SMART” approach to goal setting to the management world. 
 
      
 
    In the acronym SMART, each letter represents an imperative to setting a meaningful goal. Over the years, people have taken the liberty to substitute some of their own recommended changes by identifying a new replacement word or two that still results in spelling SMART. The most widely used set of attributes of SMART that I have found, and the ones I prefer most, are specific, measurable, attainable, relevant, and timely. 
 
      
 
    Specific: Goals that are well defined have a much greater chance of being achieved. When a goal is sufficiently specific, it conveys the “who,” “what,” “where,” “when,” and “why.” By this time, our leaders have already communicated the “why” to the organization and it is up to the PDL (“who”) to identify specific goals and articulate a plan as to “how” the goals will be accomplished. We call this ownership and avoidance of micro-management, AKA Leadership 101. Whenever possible, we want to tie numbers to our goals, ensuring that our goals are specific and clear.  
 
      
 
    Goal descriptions, just like research methods, fall into one of two categories: quantitative or qualitative. Quantitative goal descriptions require that we assign a number to an intended outcome. Whereas, qualitative outcomes are much more generalized. When setting goals, be as specific as possible. Therefore, we will always use quantitative measures over qualitative whenever possible.  
 
    For example, which of the following three goal descriptions would be the most specific and, therefore, offer the clearest picture of what is to be accomplished? 
 
    
    	 Get into better physical shape by running more miles per week 
 
    	 Complete a half-marathon with my friend by the end of next year 
 
    	 Complete the Orlando half-marathon in less than two hours before age 40 
 
   
 
    Yes, you picked it. #3. This goal defines the who, what, where, and when so that we can easily envision the image of success. If we were to choose a description such as #1, we leave much open to interpretation. Perhaps your definition of “better physical shape” means decreasing your per mile run time by two minutes while my definition is more like 30 seconds. Identifying goals that are specific will help eliminate any ambiguity and greatly improve alignment across people, teams, and companies.  
 
      
 
    Measurable: As we look to identify specific goals to act as our pavestones toward long-term success, select goals that can be measured. Many qualitative characteristics such as beauty, success, innovation, likability, loyalty, etc. can be difficult if not impossible to measure because they are subjective. In order for a goal to be meaningful, we must have a method to measure success.  
 
      
 
    We can determine if a goal is measureable by asking ourselves if a specific number can be used to define the target. For example, reach $10 million in gross revenue, close 100 new deals, or reduce customer care calls by 30%. Each of these goal-setting examples illustrates ways we can use a quantitative approach to define a target. At the end of the specified time period, we can easily tell if we accomplished the goal or not. 
 
      
 
    Attainable: This attribute speaks to having the scientific possibility, qualifications, and wherewithal to achieve the goal. We have heard “anything is possible if you just put your mind to it.” Well, I hate to spoil the party, but some science experiments fail and they always will. No matter how many times you put a concrete block into a lake, it will sink. We must ensure that we have the qualifications and credentials to achieve specific goals. It will be hard for us to launch a legal firm without a law degree or a dental practice without becoming a board certified dentist. I know these are goofy examples, but hopefully they get the point across. 
 
      
 
    When setting goals, it is a good idea to set ones that force us to stretch our minds.  A solid goal requires that we explore new means to accomplish an envisioned achievement. If we constantly settle for incremental gains, we will have only incremental thoughts. Goals should motivate employees, unite teams, and spark a competitive spirit. Great goals will foster rallying cries among teams. Our goals, however, must be within the realm of possibility. Otherwise, they have the opposite effect. Outlandish goals will kill morale, demotivate employees, and cause conflict among co-workers. 
 
      
 
    Relevant: The primary intent behind goal setting is to provide our organization with a logical pathway to meaningful growth. By selecting goals and milestones that are relevant to our company’s vision and mission, we ensure alignment throughout every step of the journey. After your company goals are initially created, be sure to give a final test of relevancy by describing each goal’s strategic alignment to your company’s vision and mission statements.  
 
      
 
    Although we want to have grand, audacious goals, it is important that we realize all of the competing pressures that exist. Jim Collins and Jerry Porrus teach us the great power that a “big hairy audacious goal” can have on an organization in Built to Last. But their example of a goal is a vision goal. They are describing the big summit goal that our company is aiming to accomplish in ten or more years. What we are looking for here are annual goals. We want targets that we will achieve within the next twelve months that are perfectly aligned with our mission and our long-term company vision. 
 
      
 
    We want to select goals that force us to reach beyond our present performance levels while being realistic about the resources that are currently at our disposal. As with most elements in developing a plan, less is more. Rather than create a mountain of goals that nobody remembers a week after they are solidified, select as few goals as possible so they remain memorable, but enough goals to accomplish critical parts needed to grow your business.  
 
      
 
    Remember, you executed a strategic partnership agreement because your partner has capabilities that your company does not. Be sure you assign goals or milestones (sub-goals) that support your company’s deficiencies. After all, your deficiencies are what made your partnership attractive in the first place. Relevant goals ensure that every step taken is productive. 
 
      
 
    Timely: Goals serve many purposes, but one of the most important is accountability. Goals force us to prioritize our resources and align our daily activities to ensure that our collective efforts will build value for our customers. It is imperative to set a deadline for every goal that we set. Deadlines act as a measuring stick to help us prioritize our competing initiatives and due dates organically foster collaboration to facilitate progress. 
 
      
 
    Having deadlines tied to each goal gives our teams a clear picture of the puzzle pieces that are in play. By following the due dates, every team member can see the interdependencies of individual work efforts and understand the sequence for accomplishing the big yearly wins. Most major goals have a deadline of December 31st—year-end. It is easier for our brains to associate the “scoreboard clock” to the calendar, so it seems many executive teams like to focus on having major goals be year-end goals. 
 
      
 
    Inevitably, the general sense of urgency kicks into full swing around Thanksgiving as teams turn up the dial to finalize the year-end projects. Hopefully the month of December is not a perennial Chinese fire drill at your company. If it is, ask yourself why. Honestly, for most companies that I have worked with, December 31st is the only marker of accountability for goals that are enforced. If you find that your company falls into this same trap, consider breaking the annual goals into quarterly goals, or, at a minimum, make the goals tie back to a quarterly or monthly benchmark with accountability. The key is having some measure to drive real accountability.  
 
      
 
    Goals in Partnerships 
 
      
 
    It is important to realize that strategic partnerships, by their very nature, contain many unknowns. Remember, we are partnering with another organization that has an expertise or capability so that we may leverage it and achieve a competitive advantage. By definition, this new, innovative approach means that we understand only in general terms what the possibilities are and what our general approach should be. As we solidify goals for our strategic partnership, remain mindful that some of our goals may be fluid and new goals will become clearer as our relationship evolves. 
 
      
 
    The following table offers a simple yet effective illustration of a goal sheet. Most strategic partnering agreements have specific duties that have been addressed. Obviously those goals will need to be incorporated into your goals sheet. It is critical that each goal be defined for clarity’s sake. For example, in the case below, we would want to clearly define what “live” means for each goal. Be sure to specify only one owner and ensure you include a deadline. This goal sheet should be updated on a regular basis and be communicated to all interested parties. The goals sheet will be the subject of regular communications meetings where it will be updated. As a general practice, I use the colors green (on target), yellow (at risk), and red (behind schedule) in the “Goal” cell to denote current progress. 
 
      
 
    
    
      
      	    
  # 
  
      	    
  Goal 
  
      	  Internal / Partnership 
  
      	  Who (owner) 
  
      	  When (deadline) 
  
     
 
      
      	  1 
  
      	  Have systems A & B live 
  
      	  Partnership 
  
      	  Dan Smith 
  
      	  11-1-17 
  
     
 
      
      	  2 
  
      	  Training videos live 
  
      	  Partnership 
  
      	  Sally Hill 
  
      	  11-15-17 
  
     
 
      
      	  3 
  
      	  Achieve 1 million downloads of “X” 
  
      	    
  Partnership 
  
      	    
  Tim Kelly 
  
      	    
  12-31-17 
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    Metrics Element 
 
      
 
    The metrics element of the SPLM focuses on performance data to help us lead our partnering initiative to success. Have you ever wondered why your car has so many gauges? It seems the modern day vehicle actually has its own brain. I love the new technology: remote start from your phone, Bluetooth music, hands-free calling—love it. Most cars manufactured nowadays have a gauge or digital display for everything: fuel level, oil pressure, engine temperature, speedometer, tachometer, tire pressure, battery voltage, washer fluid level and several others. Not only do we have these gauges that illustrate actual levels, but we also have warning lights and sounds to ensure that we know when a particular gauge reaches a critical level.  
 
      
 
    Several years ago I had a fuse that went bad in my car. This mishap caused several of my gauges, including fuel, to stop working. Wow, what a pain that was. For the three days that it took me to diagnose the issue and get it fixed, I felt lost. My choices were to refuel every day or track miles and hope that I didn’t run out of gas. Unfortunately, that is how most companies manage their strategic partnerships—on hope, not gauges. 
 
      
 
    By identifying specific metrics or key performance indicators (KPIs), we are able to more effectively manage our operations and partner’s performance. By identifying, tracking, and communicating critical metrics, we can ensure that all pertinent people know current performance levels and if we are on track to accomplish our stated partnership goals. Managing partnership performance metrics is simply an extension of the industry best practice of managing operational performance metrics within our own company, which I hope you are already doing. 
 
      
 
    After you and your partner solidify goals for your partnership, it is imperative that the goals be captured in your scorecard. A partnership scorecard is simply a table that houses all of the key metrics that you and/or your partner intend to track as a means to best manage your partnership. In the goal element, you were able to quantify your major goals; your scorecard will display the running tally that illustrates the partnership’s current level of performance. 
 
      
 
    As with all strategies for business management, I am a firm believer in keeping it simple—less is more. Rather than attempting to compete with Google on the amount of data you collect, focus on selecting only metrics that will indicate the health of your strategic partnership. At a minimum, identify one metric for each goal that was set. Next, think about other outcomes that are critical to your mission and identify metrics that will provide needed insights there as well. As you identify metrics to track on your scorecard, select metrics for which you have data (a means to measure). If it cannot be measured, it is impossible to track its performance. 
 
      
 
    A scorecard is not a profit and loss (P&L) statement, and it is not a balance sheet. When you select your metrics, do not go into your accounting software suite and pluck out ten metrics that show up in your P&L statement as a way to manage your strategic partnership. I realize the grand goal of every business leader is to generate revenue and increase profits. Accumulating wealth, buying assets, and amassing revenue is a long-term outcome from successfully accomplishing many years worth of goals. Your scorecard metrics, though, need to be operational level outcomes, which will later turn into revenue for your partnership.    
 
      
 
    Types of Metrics 
 
      
 
    There are two types of metrics that your company should use to manage its performance, leading indicators and lagging indicators.  
 
      
 
    Leading indicators are used as a means to predict or forecast a particular result. They can afford our business leaders and Partner Development Leaders additional time to react to conditions that may be unanticipated—good and bad. Let’s suppose you have a strategic partnership with a company that manufactures handheld GPS units and your company builds the software that makes your unique product “come to life.” One of the goals of your partnership is to produce 200 finished GPS systems per month so they can be shipped to your distribution channels. Your GPS manufacturing partner has critical dependencies, one of which is the procurement of a unique microprocessor.  In order for your strategic partner to produce 200 units per month, they must receive at least 210 microprocessors each month.  In this case, the acquisition of microprocessors is a leading indicator of achieving the goal of manufacturing 200 finished GPS units per month. 
 
      
 
    As with any predictor, leading indicators are not flawless, but when constructed with sound data, they can provide valuable insights to help best manage your business. Leading indicators can also be used to find trends within our market and industry. In business, it is always better to be proactive as opposed to reactive. Leading indicators allow us to proactively manage our resources to ensure we accomplish our goals.  
 
      
 
    With some careful thought, you will find high-value leading indicators all throughout your business process, from marketing and prospecting to customer satisfaction. As a matter of fact, customer satisfaction is a commonly used leading indicator of future sales. The achievement of several industry awards in 2015 and 2016 led General Motors to believe that they will see increased sales of these models in 2017. On the contrary, significant safety hazards from the Samsung Galaxy Note7 battery fires will likely cause consumers to purchase alternative phone models. 
 
      
 
    Lagging Indicators, or trailing indicators as they are sometimes referred, are performance metrics that represent outcomes. Lagging indicators are given this name because their value can be determined only after (or lagging) a particular action or series of actions. For example, one of the most common lagging indicators used in business is the “gross revenue” metric. Even if your company is not publically traded, it is likely that your finance and/or accounting teams compile a quarterly financial statement. Accounting software packages such as QuickBooks™ generate quarterly financial performance reports that provide the gross revenue metric. 
 
      
 
    Although lagging indicators are very valuable for your business, their application is limited. That is, when we use these types of metrics, we are put into a reactive mode with no opportunity to change our current performance level. We can use these metrics only to adjust our plans and resources so that we can perform at a higher level in the future. 
 
      
 
    Selecting Performance Metrics 
 
      
 
    Consider the following recommendations as you identify the leading and lagging indicators that your company and partner should use to manage ongoing performances. Keep in mind that some metrics may be both a leading and a lagging indicator. For instance, a customer service survey should inform you of your customer’s current state of satisfaction (lagging) and also signal future sales (leading). 
 
      
 
    
    	 Determine what you need: Start the process by identifying your goals and the critical elements your company and your partner are responsible to deliver. Don’t feel bound to the metrics that you currently collect or by industry trends. Your metrics should be unique to your needs. Use this time to create a wish list of sorts to determine where, how, and when to get the data in the future.  
 
   
 
      
 
    
    	 Know what you have: Understand what metrics your company and partner collect today and how they are being used.  
 
   
 
      
 
    
    	 Include your stakeholders: Include the managers and individual contributors who are most familiar with your business practices. Many times their insights will be instrumental in identifying the most valuable metrics to collect and how they may be captured. 
 
   
 
      
 
    
    	 Alignment of knowledge: Ensure that your team understands the intent behind each metric. Don’t make the mistake of assuming that everyone understands the “big picture” of the strategic partnerships and all of its components. Your team will use the metrics to “pull levers” that allow future performances to be improved. It is only by fully understanding the metrics and levers that we can fine-tune the engine.  
 
   
 
      
 
    
    	 Continually evaluate your indicators: After your scorecard is built and your team is collecting and communicating the performance levels, safeguard that the individual metrics are providing the information for which they were intended. Leading indicators should forecast (predict with reasonable certainty) future performances and lagging indicators should provide insights that allow your team to redeploy resources that result in higher levels of future success. 
 
   
 
      
 
    Designing The Scorecard 
 
      
 
    Although our approach is to design a perfect scorecard on the first pass, most companies hit between 80-90% on their initial design. Plan to make periodic adjustments to your scorecard over the next several quarters. It typically takes a year to identify and implement the major metrics that truly drive your partnership’s success. 
 
      
 
    Step 1: Identify scorecards needed: Determine which partnerships require a scorecard. As you recall from Chapter 1, there are three categories of partnerships: strategic, functional, and commodity. You will definitely need a scorecard for every strategic partnership and your team can decide the remaining partnerships that warrant this process. If a metric is critical to your business, it should be measured and managed accordingly. 
 
      
 
    Step 2: Start building the scorecard: Using one scorecard for each partner, list the goals that were established from the Goals Element activity in Chapter 7. Every partnership goal that is established will be accompanied by at least one metric that must be tracked. 
 
      
 
    Step 3: Identify milestones (sub-goals) to track: Identify all major project deliverables and milestones for your partnership that are not accounted for in the defined goals. Every major milestone must have at least one metric to be tracked.  
 
      
 
    Step 4: Identify the metrics: Determine all metrics that should be measured in order for your partnership to achieve its goals and milestones. As a general rule, expect to have between 1-5 metrics for each goal and milestone, depending on the complexity and nature of the required tasks. Obviously you are not bound to a maximum; use what you need. Use leading indicators wherever possible as they will allow you to proactively manage your resources. 
 
      
 
    Step 5: Determine the interval: Determine the frequency with which each metric must be collected and reported. Critical metrics may require reporting on a daily or weekly basis, while less critical metrics may only be reported on a monthly or quarterly basis. 
 
      
 
    Step 6: Set a performance target: Each metric must have a target level to accompany each time interval on the scorecard. The target will provide a quick unit of measure in order to determine current performance.  It is a good idea to color code your results, especially for the visual people on your teams. I use the stoplight approach (red, yellow, green). Red generally means the metric is more than 10% off target, yellow means the metric is within 10% of target, and green denotes the metric is at or above target. Feel free to determine what your acceptable tolerances are and know that they will probably be specific to each metric. If +/- 5% is the desired tolerance for a given metric, use it. 
 
      
 
    Step 7: Designate a scorecard administrator: Assign a single owner who will be responsible for populating/updating the scorecard. Your team will determine the intervals at which the scorecard needs to be updated and communicated. And depending on processes (Chapter 9), this person may be responsible for alerting specific team members and/or the governance team if certain metrics reach critical levels. 
 
      
 
    Step 8: Designate a metric owner: Accountability is possible only when a person has ownership. Designate an owner (and only one owner) for every metric that is on your scorecard. This owner is responsible for making sure that the proper systems and processes are in place and followed to collect and pass the critical data to the scorecard administrator. 
 
      
 
    Managing Your Scorecard 
 
      
 
    As previously stated, know that your scorecard is not static. The metrics and their specific target levels will change as your partnerships mature. Be sure to encourage open dialogue between your team members and your partners to guarantee that the current version of your scorecard provides maximum value. If deficiencies are found, put a plan in motion to get it corrected. The use of scorecards can be very powerful, especially in partnerships. Scorecards allow you and your partner to effectively lead your partner initiative on facts rather than opinions and anecdotes. In the next chapter we will look at various processes that are to be used to manage a strategic partnership. Making adjustments to the scorecard is one of several important processes that your team will need to identify within your partnerships in order to ensure success. 
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    Processes Element 
 
      
 
    The process element of the SPLM framework focuses on organization and efficiency. If the word process makes you cringe when you hear it, I have good news—you’re normal. It seems that most business leaders, especially entrepreneurs, are not crazy about the subject of process. We all want our business to run smoothly, efficiently, and profitably and we prefer not to be burdened by process. But the truth is, sound processes are the linchpins to free us from the frustrations of inconsistency and ambiguity within our business operations. The thoughtful design and effective implementation of good systems and procedures is THE way to unlock the full potential of your company and partnerships. 
 
      
 
    Having effective and established processes can truly be the difference between success and failure within a business. And sound processes will definitely be a major factor in determining success or failure within your strategic partnerships. Many business leaders however, fail to realize this very critical element. Unfortunately, many choose not to invest the time and resources necessary to identify, design, and implement high-quality processes—but you must. Lack of process is consistently cited as one of the top frustrations among PDLs that ultimately contributes to a partnership’s demise.  
 
      
 
    It is imperative that your company establishes core processes to govern its standard business practices, including strategic partnerships. This wise investment of resources will help to further define expectations that will govern the many interactions that your company members have with partners. Sound processes will allow your company to enjoy more control, consistency, predictability, and profitability. Companies that are governed by efficient processes enjoy a multiplier effect when evaluating overall company value.  
 
      
 
    When considering current or potential partnerships within your company, what are some of the main challenges that you encounter? What are some of the areas causing you and/or your PDL’s frustration? If a lingering frustration exists, can it be addressed by a new or revised process? Later in this chapter, we will explore the “process” of engineering strategic partnership processes. But first let’s learn how strategic partnerships and processes helped create an entirely new industry several decades ago.   
 
      
 
    McDonald’s Story 
 
      
 
    When I think about great processes and how they can accelerate the success of strategic partnerships, I immediately think of Ray Kroc. Although he is best known for leading the massive proliferation of the McDonald’s franchise, it was his keen understanding of strategic partnerships and business process that led him to that opportunity. Ray was an amazing visionary and a hardworking salesman. He was blessed with a mind for efficiency and he understood the “wildcard” power that partnerships offered in business. Through a series of calculated strategic partnerships Ray Kroc leveraged the world-class expertise of other companies in order to create a competitive advantage and eventually create the “fast food” industry. 
 
      
 
    Many people don’t know the full story about Ray and versions that are commonly told are not entirely accurate, especially those from Hollywood. If it were not for strategic partnerships it is likely that the McDonald’s franchise would not exist today. His success doesn’t stem just because of a partnership between Ray and the original McDonald brothers but other strategic partnerships that were forged by Ray long before he ever heard of the burger drive-in. 
 
      
 
    Early in his career, Ray got into the food industry by selling paper cups for Lily Tulip Cup Co. in Chicago. He did this with great success for sixteen years, but he always seemed to be on the lookout for something bigger. While selling paper cups, the “door of opportunity” opened when he met an inventor named Earl Prince. Earl was one of Ray’s paper cup customers and in 1939 he developed the “Multimixer.” This revolutionary machine was able to make five milkshakes at one time. Ray, being the consummate opportunist, knew that this invention would significantly reduce the time and labor required to make milkshakes. He believed that the majority of his paper cup customers would be thrilled to purchase the amazing Multimixer.  
 
    At the age of thirty-seven, Ray set out to develop a strategic partnership with Earl. He negotiated an agreement that gave him exclusive rights to sell Earl’s Multimixer across the entire US (a sales & distribution partnership). Ray was quite successful in selling the new invention to shops across the country. According to John Love, author of McDonald’s: Behind the Arches, Ray earned $25,000 per year during the late 1940s and early 50s, which is equivalent to $255,000 in 2017. It provided a great living for Ray and his family and he sold the Multimixers for seventeen years. But the best part about the partnership with Earl is that it led him to San Bernardino, California in 1954 where he met the McDonald brothers. 
 
      
 
    Dick and Mac McDonald purchased eight milkshake Multimixers from Ray. Absolutely stunned by the volume of business that the McDonald brothers were generating, Ray had to learn more. Dick and Mac showed Ray their end-to-end business processes. The brothers explained that years before, they literally shut their once dominating business down for a period of time to completely redesign all of their processes to focus on speed and quality. Dick McDonald stated they had to change with the times by moving from a “horse and buggy” drive-in to a “jet propulsion” food production system.  
 
      
 
    Prior to the temporary shutdown, the McDonald brothers had the most successful hamburger carhop in the region. But after implementing their revolutionary processes, sales increased by forty percent in less than three years. When the brothers told their customers that they were going to temporarily shut the business down to reengineer their processes, most people thought they were crazy, according to Dick McDonald. But the power of great processes was quickly proven and people from across the country took notice after the small hamburger stand made the cover of American Restaurant Magazine in 1952. This notoriety was in part why Ray Kroc traveled from Chicago to California to meet the brothers. 
 
      
 
    When asked how they achieve exponential growth, the brothers explained they had innovated by simplifying their business and reducing their menu from twenty-five items down to nine. The establishment also converted from carhop service to self-service where customers could have more control over their time by proactively placing their order at a window. This method of customer ordering is where the term “hamburger stand” was coined. With their new processes in place they were able to churn out hamburger orders in thirty seconds.  
 
      
 
    Constantly seeking additional ways to improve on speed, the McDonald brothers wanted to address the process of making milkshakes. Before Ray began selling the Multimixer across the US, the only milkshake mixers were single-design mixers. Ray’s new product could mix five milkshakes at a time. This is exactly what the McDonald brothers needed, but one was not enough — not even close. They purchased eight machines from Ray. The brothers needed to be able to make as many as forty milkshakes at a time in order maintain their low wait times during peak hours. 
 
      
 
    The operations of the McDonald brother’s burger stand blew the minds of other drive-in owners from across the country and it gave Ray an idea. Ray approached the brothers about franchising the business, not to him, but to other restaurant owners. Ray did not want to own a burger stand; he wanted to sell his Multimixers to burger stand owners. Ray was seeing dollar signs, lots of them. He had a vision of hundreds of McDonald’s being built across the US and he wanted to sell eight multi-mixers to each location owner. Not having the same grand vision, Dick and Mac said they had no interest in managing and selling franchise licenses directly, but they would allow Ray to do it. And the rest is history. 
 
      
 
    According to the 2015 McDonald's Corporation annual filing, the company’s total value was nearly $70 billion, generated by restaurants from 119 countries. McDonald's operates 36,525 restaurants worldwide, employing more than 420,000 people that serve an average of 68 million customers each day. This incredible volume is only possible through efficient processes. 
 
      
 
      
 
      
 
      
 
    Internal Change Processes & Their Implications 
 
      
 
    When considering the topic of processes, I urge you to spend time during the negotiation phase discussing process with your partnering companies and specifically partnership funding. Here, you will want to understand your partner’s internal process for funding partnering initiatives and for making changes to approved plans. The internal processes of your partner will have a significant impact on your partnership’s overall success. The more dynamic and fluid your partnership can be, the higher the probability of overall success. 
 
      
 
    Take, for example, your partner’s internal “change order process.” Let’s suppose for your new strategic partnership that your partner’s executive team approved spending 100 man-hours per month to build a software application that will efficiently provision new orders for retailers. This innovation will streamline the sales process and allow for significant revenue growth for your partnership. The new software is a critical piece of the competitive advantage that your new partnership is seeking to create.  
 
      
 
    Now, three months into the partnership, team engagement is high and the partnership is hitting milestones weeks before they are due—you’re well ahead of schedule. The collective teams are now so far ahead that you can see an issue. That is, unless the software development project can be accelerated to meet the shortened timeline, the partners will be waiting for at least a month so the software solution can be finished.  
 
      
 
    This is where you will be really glad that your partnering team has a well-defined change order process. As a part of the agreement, your partner is “on the hook” to deliver the new provisioning software according to schedule. But now, the schedule is a month off because of the team’s great progress. You now need the PDL from your partnering company to obtain approval to increase their man-hours from 100 to 150; otherwise, the collective teams will have a month of “dead time” while they wait.  
 
      
 
    The additional 50 hours per month will cost your partner more money in the short-run and nobody likes to spend more than what was projected, right? However, this new, accelerated schedule means that the partnership has the opportunity to score sales revenue sooner than projected, and we love bigger, faster revenue. The problem you will face, especially if your partner is a bureaucratic beast, is change order approvals that can turn political and take a long time to gain approval.  
 
      
 
    Most large companies are inherently bureaucratic and require multiple levels of approval if costs exceed the approved business case. If your partnering company is a bureaucratic beast and/or the executive sponsor(s) has low levels of financial authority, your partnership could become a painful experience. Strategic partnerships must be agile. Strategic partnerships by definition and design are not “business as usual,” and they cannot be treated that way. It is best to have specific processes and authorizations put into place that will allow your unique partnership to thrive by efficiently accomplishing the stated goals.  
 
      
 
    Here are a couple helpful ideas to consider in relation to partnership funding. Rather than create a rigid budget for your partnering initiative, include the following elements into your partnership’s budgeting practices: 1) gain budget approval for 10% more than your anticipated costs and 2) use a cumulative cost versus line-item cost when reconciling a partnership project budget. A 10% cost over-run will allows your team flexibility to make necessary adjustments without stalling the project to gain approvals. And by using a cumulative cost reconciliation method, your team will have the latitude to “reinvest” the cost savings that are created to further develop the strategic partnership and “smooth” other items that have higher than expected costs. 
 
      
 
    In strategic business partnerships, momentum is critical. Having sufficiently defined processes around the key functions of your partnership will be important as they will ensure a more timely and consistent means to execute against the various elements of your partnership. You must see to it that your team, as well as your partner’s team, is prepared for success by having the core processes defined. 
 
    Identify Partnership Processes 
 
      
 
    As you consider your company’s strategic partnerships, first identify each of the major processes that exist (or should exist). Remember, less is more and simplicity is your friend. With that said, it is imperative that you identify, design, implement, and communicate all processes that are needed in order to efficiently govern your partnerships. Process communicates the needs and expectations of the partnership and without them accountability is not possible. 
 
      
 
    As discussed in Chapter 1, there are many types of partnerships that your company either is or may become a party to. Partnership structures can be quite unique from deal-to-deal. A sales and distribution partnership, for example, will have processes that are quite different than a technology development relationship. What is important to note is that you must identify critical processes within each partnership so they can be designed and implemented to ensure long-term partnership success. 
 
      
 
    As you begin to identify your various partnership processes, your list should, at a minimum, include the following: 
 
      
 
    
    	 Term Sheet Creation 
 
    	 Strategic Partner Plan (SPP) Creation 
 
    	 Contract Negotiation 
 
    	 Goal Setting 
 
    	 Standard Partner Meetings (working team)  
 
    	 Leadership Team Meetings (governance team) 
 
    	 Partnership Communications (performance) 
 
    	 Governance  
 
    	 Escalation 
 
    	 Change Management 
 
    	 Dispute Resolution 
 
    	 Dissolution of Partnership 
 
    	 Metrics Development 
      
      	 Identify metrics (what to track) 
 
      	 Results capture (how to track) 
 
      	 Scorecard communication 
 
     
 
 
   
 
    Process Design 
 
      
 
    After identifying all of the core processes related to your strategic partnership efforts, it is now time to design and document each of the processes. Again, less is more. Don’t seek perfection the first time through and know that getting each process documented 80%-85% is a great first pass. It generally takes companies a year to fine-tune their processes after they have been implemented.  
 
      
 
    Don’t make the common mistake of defining processes around people—people move. Make sure you have the discipline to define your processes according to what is needed, regardless of who will be performing the tasks and his/her strengths. If there is a lack of ability with an employee, conduct training or replace the individual with someone better suited for the position. 
 
      
 
    Document each of your partnership processes and don’t get bogged down in the minutiae. Remain focus on the key procedures that facilitate success—details can come later. The reason that most people do not like process is because process engineers make them overly complex and burdensome. You should be able to sufficiently document most of your partnering processes in two pages or less. If you determine that you need a more detailed approach, you can always build upon the process you have started. 
 
      
 
    The following is a framework to help you understand how to construct each of your processes. Remember, the important thing is that your teams understand and follow the processes to ensure consistency and efficiency. Make sure that each process is useful and usable. 
 
      
 
    Term Sheet Creation Process (Example Framework) 
 
      
 
    Step 1: Company 
 
    A) Share information about your company including mission, vision and core values 
 
    B)Describe the type of company with which you seek to build a partnership (emphasize core values — beliefs) 
 
      
 
    Step 2: Opportunity 
 
    A) In general terms, describe the type of partnership you are seeking (sales & distribution, software development, market research, digital content creation, research & development, etc.) 
 
    B)Describe the basic needs that the selected partner must deliver 
 
    C)Describe additional capabilities (wants) that the ideal partner will be equipped to perform and/or provide 
 
    D)Timelines to engage and deliver requirements 
 
      
 
    Step 3: Qualifications (specific requirements) 
 
    A)Years in business and/or in a particular industry 
 
    B)Reach (have national sales team) 
 
    C)Revenues (quarterly or annual sales volume) 
 
    D)Hold specific certifications or qualifications (ISO, etc.) 
 
      
 
    Step 4: Goals of the partnership 
 
    A)Establish a national sales channel penetrating at least 30 states by 2019 
 
    B)Generate total annual gross sales of $20 million through the channel 2018 
 
    C)At least 20 dedicated sales representatives in the channel by yearend 2017 
 
      
 
    Step 5: Team 
 
    A)In general terms, describe the make-up of your PDL team 
 
    B)Describe your basic expectations / requirements for partnering (for example, having a dedicated PDL as a primary interface) 
 
    C)Requirement to establish a governance team that will be sponsored by at least one senior executive from each company 
 
      
 
    Step 6: Communications 
 
    A) Expectation that the PDLs from each company will hold weekly working team meetings to manage and lead the initiative  
 
    B)Expectation to hold regular (quarterly or semi-annual) leadership team meetings that will include the senior executive sponsors from each company. 
 
    C)Expectation to collect and share a scorecard on a regular basis (daily or weekly) 
 
      
 
    Step 7: Structure (core terms of anticipated agreement) 
 
    A)3 year agreement with auto-renew terms 
 
    B)Revenue share based upon partnership performance  
 
    C)Revenue multipliers for accelerated achievement 
 
    D) Potential for exclusive rights to sale & distribute if monthly sales volumes are met 
 
      
 
    Remember, it unlikely that your company will have a non-disclosure agreement that will cover the opportunity presented in your initial term sheet. You will need to find a balance between offering enough information to communicate the opportunity yet not share information that may “tip your hand” at the competitive advantage that you are seeking to build. The initial term sheet is used to facilitate a conversation with potential partners and subsequent communications with prospects will allow you to further build on the specifics in due time. As conversations deepen, it will likely be appropriate to execute an NDA prior to negotiating and signing a partnership agreement.  
 
      
 
    Standard Partner Meetings 
 
      
 
    As previously discussed, the types of partnership initiatives that you may enter can vary significantly from one relationship to the next. If your company has a need and it makes more sense to partner than to buy (acquire) or build it on your own (organic), then a partnership is your wildcard answer. When detailing a meeting plan process with your partner, build what you need. There is no one-size-fits-all answer as to the meeting length or frequency. Use your best judgment to get started and know you can adjust if you need more or less time to achieve full coordination.  
 
      
 
    Although nobody is looking to add more meetings to their calendar, you should err on the side of over-communicating as you embark on new partnerships and/or new projects with existing partners. Having regularly scheduled meetings is considered a best practice. Close coordination is key to success and given everyone’s hectic schedule, you are best served to set regular meetings and simply cancel a particular meeting if it is not needed.  
 
      
 
    The specific cadence that you will need depends on the speed and level of interdependencies that your company has with its partner. Initiatives that require precise, intense cross-company coordination where inaccuracies come with a big price may require daily meetings with PDLs and working groups. Sales channel partnerships however, where intercompany communications is not as critical may only require monthly meetings. The vast majority of strategic partnerships are managed and led by using weekly meetings with email and voice communications shared as needed to facilitate momentum.  
 
      
 
    Governance Team & Governance Process 
 
      
 
    The core purpose of a governance team and governance process is to efficiently address challenges that arise within a given partnership. The governance team will consist of several members from various specialties from both partnering companies. Generally speaking, the governance team will include the following roles from each company: executive sponsor, PDL, technical lead, marketing/sales, and performance management.   
 
      
 
    Having the sponsorship and engagement of “empowered” executives is absolutely critical for partnership success. Remember, the question is not “if you will have issues” within your partnership, the question is how quickly your teams will work to resolve issues so momentum is maintained. It is imperative that each executive sponsor has sufficient authority to make decisions that obligate their respective company to reasonable requirements.  
 
      
 
    As previously stated, strategic partnerships fall into the dynamic world of “incomplete contracts.” So by definition, the PDLs and governance leaders will be working on a continual basis to more fully define the strategic relationship. This is why having a strong, supportive governance process is a MUST. The lack of a competent governance team and process are frequently cited as leading causes of partnership failure.  
 
    The governance team should meet no less than semi-annually. For most partnerships quarterly meetings are sufficient, but monthly is not uncommon for more complex initiatives. Simply stated, design what you need. The cadence of governance meetings can always be adjusted over time.   
 
      
 
    Each company’s PDL will play the primary role of coordinator in the governance process. Some of the key governance related responsibilities of the PDL includes documenting discussion topics between governance team meetings, prepare governance meeting agendas, leading session discussions, and ensuring issues are addressed and resolved. The ultimate responsibility of every PDL is to lead their strategic partnership to success. 
 
      
 
    Partnership Communications 
 
      
 
    The success of any relationship is heavily dependent upon effective communication. In our strategic partnerships, it is imperative that we set clear expectations and continually communicate performance based upon our expectations. In this process element, we want to create a partnership communications process to outline how we will regularly share metrics to monitor the partnership’s performance based upon the expectations that were set by all parties. 
 
      
 
    It is considered a best practice to collectively create and consistently share a “partnership performance matrix” (PPM) document with the governance team for each strategic partnership for which you are a member. Recall that the governance team includes executive sponsors, PDLs, technical leads, marketing/sales, and performance management leads from each company. The size and scope of your governance team will depend on the size and complexity of your strategic initiative—the quantity of members is irrelevant. What is important is that clear, consistent, and accurate information is shared so all critical members are continuously informed of your partnership’s heath. 
 
      
 
    The partnership performance matrix (PPM) document typically takes the form of a spreadsheet where each row captures information for one goal or key performance indicator (KPI) that will be monitored. Recall that the goals and metrics are collectively created and defined by the teams during and immediately after the partnering agreement negotiation. The PPM is typically shared with the governance team on a weekly basis, but this tempo depends on the volatility and criticality of the metrics. It is not uncommon to only issue a PPM once per month and for critical metrics that require significant oversight, more frequent updates may be necessary—it’s your team’s decision. 
 
      
 
    Most spreadsheet software programs offer useful functionality that can make PPMs easy to build, maintain, and read. For example, spreadsheets (as opposed to a word processor document) allow for easy calculations of averages and totals, among other statistics. Spreadsheets also allow users to perform conditional formatting of cells that will automatically change a cell’s color to “red,” “yellow,” or “green” to visually display each metric’s current status. In just a few minutes, a very useful PPM can be constructed that will allow for efficient management of your partnership’s key metrics. 
 
      
 
    Dissolution of Partnership 
 
      
 
    It may seem pessimistic or defeatist to spend time building processes that describe the end of your partnership before it even begins, but this is not the case. Having a partnership dissolution process in place is considered a best practice and you should include these tasks in each of your partnerships. By setting clear expectations for every phase of your relationship, ambiguity and conflict are minimized. In the event a specific partnership comes to an end, having well defined procedures will speed the process and significantly reduce stress levels for each party. 
 
      
 
    A good Strategic Partnering Agreement (SPA) will include a section commonly named “disentanglement.” This section of the SPA covers basic terms and procedures for handling confidential information, created products, manuals, designs, and other developed and/or jointly owned assets. The disentanglement provision will likely specify timelines and other obligations that each party must comply as a part of their partnership obligation. In the event intellectual property was created or co-created as a result of the partnership, this topic will also be addressed with specific procedures to govern the ownership and licensing aspects. 
 
      
 
    Implement the Partnership Processes 
 
      
 
    After your partnership processes are defined, you need to arrange them into a manual—a single source reference. With this new process manual in place, your teams can receive proper training and be more self-sufficient. The process manuals should be user-friendly and easy to follow. Obviously the intent is for the process documents to be used by all members of the partnership teams and not to become permanent bookshelf ornaments.   
 
      
 
    As your partnership evolves, many of the processes will need to be fine-tuned. In this case, create versions so each team member understands the current process, but be sure to keep a record of past versions in the event questions are raised. As you build partnering documents for one partnership, they can act as a template for future partnerships. It will be up to you and your partner to determine what, if any, adjustments need to be made to your template process documents.   
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    Results Element 
 
      
 
    The results element is where we put the full Strategic Partner Leadership Model (SPLM) into practice. In order to achieve maximum results in any partnership, you must first maximize results in each of the first five SPLM elements: vision, teams, goals, metrics, and processes. Achieving significant results is not an instant outcome but rather an evolution of continuous monitoring and adjusting your approach within each element. As your teams become more proficient at each element, the overall value of your partnership increases. 
 
      
 
    In Chapter 7 you identified the goals and key performance indicators (KPI) that will ultimately define success for your partnership. To break partnership success down a step further, accomplishing great results is dependent upon the clarity and alignment of the vision, competency levels of the teams, accuracy and communication of metrics, and efficiency and adherence to processes. Outstanding performance of any partnership requires outstanding performance within all elements. The real question is, how can we best position our company for success in all elements, simultaneously?  
 
      
 
    When thinking back to the Malcolm Baldrige model that was explained at the beginning of Part II, did you notice the first and last elements of their seven-element model? The Baldrige model’s first element is leadership and the last element is results. This is not by accident. The structure of their thirty-year-old model claims excellent performance in business starts with leadership that is supported by a disciplined framework (five middle elements) that leads businesses to significant results. Do you agree? 
 
      
 
    Now, let’s really break partnership results down to its simplest form—the least common denominator. The true art and science of developing successful strategic partnerships is ultimately dependent upon people and their abilities to create, implement, and execute a partnering plan—that’s LEADERSHIP! 
 
      
 
    The greatest obstacle to success in any partnership is one’s ability to lead. 
 
    One of the greatest causes of poor results in a partnership is due to each party’s focus on managing in an attempt to control results instead of leading to influence the delivery of results. The distinction between the two approaches may not be obvious at first glance. But as you “peel the onion” to discover the subtle nuances between managing and leading, the differences are clear.  
 
      
 
    Management Versus Leadership  
 
      
 
    I feel compelled to start this discussion by asking the question “What is the difference between a manager and a leader?” Ask five of your co-workers this question. I bet you get very different responses from each person. The SPLM framework could very easily have been named a management model like so many other models in business, but the term leadership in Strategic Partner Leadership Model has a very specific meaning, especially within the context of strategic business partnerships. 
 
      
 
    Recall that a common definition of a manager is “a person who controls or dictates the affairs of a business, institution, or initiative in order to achieve an intended outcome.” Perhaps “managers” in transaction roles can truly control or dictate the affairs of their vendors. However, when dealing with strategic partnerships, this is not possible. The titles “relationship manager” and “partnership manager” are an oxymoron and the sentiment it suggests is false. 
 
      
 
    In a strategic partnership, we are intentionally partnering with another company who can deliver a value-add product or service to our arsenal that allows us to collectively create a competitive advantage, right?  Well, by very definition, we do not have the knowledge or expertise to control or dictate our strategic partner’s work. We selected our strategic partner because his/her company offers something that we do not have, something that is outside of the scope of our expertise.  
 
      
 
    There is no way we can control or dictate the product, service, or partnership because we do not have the expertise, and if we do our partnership is doomed to fail. Why? Because if we were smart enough to control or dictate the product, service, and entire partnership, we would have created the newly envisioned solution on our own, and we would not need the new partner. The control and dictate path is reserved for the organic growth option, but we chose the partnership journey and it requires skills that go far beyond vendor management. 
 
      
 
    If we look up the definition of a leader from progressive leadership consultants such as Simon Sinek, Jim Collins, or Patrick Lencioni, we will read a definition such as, “A leader is a person who is able to create an environment of trust, respect, accountability, and security that enables others to perform at their very best, without fear of undue consequences.” 
 
      
 
    With this definition of leadership, we do not see the words “control” or “dictate” presented. Instead, we get a sense of building a supporting and collaborative environment to influence the achievement of a common goal. Doesn’t the leadership approach seem more inspirational and something behind which people would want to rally?  
 
      
 
    To bring the topic full circle, know that the success of your strategic partnerships will depend on your Partner Development Leader’s ability to “create an environment of trust, respect, accountability, and security that enables your internal and external team members the ability to perform at their very best, without fear of undue consequences.” Strategic partnership success is a function of leadership ability—not simple management skills. 
 
      
 
    Partnership Success Pyramid Refresh 
 
      
 
    The Partner Development Leader is the primary “pilot” to ensure success for each strategic partnership. The PDL is the relationship ninja that is constantly working to further develop the partnership and foster its success. Do you recall the Partnership Success Pyramid that was shared in Chapter 2? The ultimate linchpin to partnership success is leadership (at all levels) and the five imperatives ensure fertile soil to support partnership success (results) are: trust, alignment, transparency, esprit de corps, and results. 
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    In order to achieve outstanding results in your strategic partnerships, it is imperative that employees at all levels, from every partnering company, focus on furthering the development of these five success elements. Leading strategic partnerships can be very challenging and laborious work. But this is what it takes to achieve greatness and the 10x growth rates that Bernie Brenner achieved as a Co-Founder of TRUEcar. Strategic partnerships are your “wildcard” in business. They can deliver nearly any resource, product, service, or competency that you need in order to grow. Remember,  
 
      
 
    The greatest obstacle to success in any partnership is one’s ability to lead. 
 
      
 
    The Executive’s Leadership Role 
 
      
 
    Nearly every business executive loves to discuss leadership and most have an appreciation for what good leadership offers to their organization. When these executives share thoughts on business tactics and responsibilities for growth, they usually talk in terms of management, not leadership. Executives frequently focus on the short-term financial or production results rather than leading their organization with vision and strategy. Why is this? According to Simon Sinek, author of Leaders Eat Last, it is because management outcomes are much easier to quantify and measure, especially in the short run, as compared to leadership outcomes. Sinek argues that this is why performance reviews and year-end bonuses are structured on management outcomes; they are easier to tie to a number. 
 
      
 
    Managers who seek to build high performing teams must master leadership traits and principles. But the outcomes of great leadership are almost purely qualitative in the short run. That is, great leaders are able to instill a sense of purpose, focus, accountability, and achievement that result in outstanding individual and team performances. Unfortunately, these high-value attributes can take time to translate into clear, quantifiable performance outcomes. This is one of the great challenges in the discipline of business leadership: How can executives quantify purpose, focus, and accountability that one person or supervisor is able to instill in his/her team versus another supervisor? 
 
      
 
    Sinek shared a personal observation after conducting leadership research with various branches of the U.S. military, including the Marines. He stated that the Marines seem to approach organizational leadership in the exact opposite way as compared to the private sector. He witnessed time and time again that leaders in the Marines [military in general] were naturally selfless as each leader provided for his or her team before they provided for him/herself. Hence, the title of his book, Leaders Eat Last. Sinek states, “The military gives medals to those who are willing to sacrifice themselves so others may gain, but in business we give bonuses to executives who are willing to sacrifice their people so they may gain.” 
 
      
 
    As a six-year veteran of the Marine Corps, I noticed the stark contrast in leadership philosophies between the private sector and the military—and it didn’t take long. Leadership is the art and science of creating environments, both physical and emotional, that inspire others to achieve feats that go beyond the limits of what seems possible. Extraordinary achievements can be gained when the right people and the right tools are aimed in the right direction. It is the leader’s responsibility to create the best environment possible to support success regardless if we are talking about strategic partnerships or organizing a church mission trip. 
 
    Leadership is a choice and a commitment, not a job description. It is a social expectation that the leader will be willing to make personal sacrifices to protect the best interests of the group—esprit de corps. But in corporate America, our leaders all too often turn into survivalists, and they frequently sacrifice their employees or their partners so they may live for another day. This display of poor leadership undermines the credibility of the “so called leader” and their company. Furthermore, it shows lower level employees and business partners that self-interest and self-survival is more important than group survival.  
 
      
 
    Employees at all levels (CEO to individual contributor) will become their environment—good or bad. It is the responsibility of leaders to create environments that become fertile soil for growth and prosperity. As a business leader, if your company, your people, or your partnerships are not thriving, it is because you have not created a fertile environment. Envision the environment that you want within your company, work to build that environment, and you will begin to attract others who also seek your conducive environment. 
 
      
 
    Finally, let us be reminded that “The true art and science of developing successful strategic partnerships is ultimately dependent upon people and their abilities to create, implement, and execute a partnering plan—LEADERSHIP!” As a leader, regardless of your individual level, your responsibility is to create and foster an environment of trust, respect, and confidence with a clear vision of what success looks like. Don’t manage the teams in the minutia, but lead them with the environment. 
 
      
 
    I hope the content in PARTNERNOMICS has inspired you to want to take your company to the next level. There is no doubt growing a business is one of the greatest challenges imaginable. But this is precisely why we are drawn to it—the ultimate challenge! Good luck in your venture. May God bless you. And please connect with us and share your experiences with using PARTNERNOMICS and the Strategic Partner Leadership Model. 
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    ABOUT THE AUTHOR – MARK BRIGMAN 
 
      
 
    Words cannot express how humbled I am that you are choosing to read PARTNERNOMICS. This book has been a labor of love and I hope that you find value in reading it. My intense passion for building businesses and successful strategic partnerships is probably best told by a quick story from my early days as a college student. I vividly remember needing to come home as a college sophomore to refresh my laundry. You know how that goes as a poor college student. 
 
      
 
    I think my parents felt bad for me so they decided to take me out for a steak dinner. During the drive back home my dad said, “After tomorrow you will not have to worry about college or working ever again.” Perplexed by his comment I asked, “Why is that?” He informed me that he had bought what would become the next winning lottery ticket and I was going to receive at least $20 million after the winnings were divided. He then asked me what I would do if I had $20 million in the bank. Without pausing I said, “I would continue in college until I earned a Ph.D., and then I would dedicate the rest of my life working with business leaders to helping them grow more meaningful companies.” 
 
      
 
    That conversation took place nearly 25 years ago. Unfortunately, he didn’t have the winning lottery ticket. But since then, I have been able to align myself to fulfill my dream of working with business leaders to accelerate company growth. I jokingly describe myself as a “partnership-oholic” and add that I have not found a good treatment plan for the addiction. 
 
      
 
    I was all but predestined to work with business leaders to help them efficiently grow their companies into more meaningful enterprises. I am the son of two life-long business owners. My mother spent the majority of her career in the cosmetology industry, owning several salons in addition to other ventures along the way. After graduating high school, my father partnered with his father to run a trucking and excavating company for more than four decades. Until the late 1990s, his company was one of the largest of its kind in the Greater Kansas City market. 
 
      
 
    I vividly remember attending the pre-school that was directly up the hill from his company office. As a 4-year-old, I would stand gazing out the windows with hopes of catching a glimpse of him, the businessman, as he traveled to various jobsites working on business deals. It seemed big trucks and heavy machines were traveling to and from his business all day long. I watched his business grow from just a few small dump trucks to having a six acre office site packed full of revenue generating machines.  
 
      
 
    Early on I was taught the basics about business management and leadership. My parents taught me that great people can develop great people, and great people can build great businesses. And they do it by focusing on people, not necessarily by focusing on business. It may sound confusing, but business success always depends on people success. Unfortunately, most business leaders lose sight of this fact until it is too late. At the tender age of four, I knew I wanted to be a business leader and dedicate my life to becoming a humble student of business and leadership. I wanted to understand the practical “real-world” lessons regarding business growth as well as the philosophical models and theories that were being offered in the academic settings. 
 
      
 
    I must also confess that my ideas on leadership run deep and probably a bit stronger than the average person. Fascinated by the art and science of leadership, I knew I wanted to join the United States Marine Corps. I wanted to be trained, first hand, by an organization with more than 240 years of experience in developing some of the strongest leaders that our nation has ever known. At the ripe age of 17, I enlisted in the Marines. I received an “all expenses paid” trip to sunny San Diego for 13 weeks of enlisted boot camp. And if that wasn’t enough fun, three years later I was blessed to be selected to attend Marine Corps Officer Candidate School in Quantico, Virginia, where I finished as an honor graduate. My experiences in the Marine Corps were incredible, and I am honored to have served with such great, loyal patriots. 
 
    The Marine Corps’ philosophy is to build confident, competent, and trusting teams that are committed to fight until the mission is accomplished. This approach taught me two very important lessons about business: 1) being able to motivate, influence, and lead people is essential for success and, 2) unless your mission is accomplished, you are not finished, you have not yet won. 
 
      
 
    Since exiting my 6-year tour in the Marines nearly 20 years ago, I have been fortunate to manage strategic partnerships with some of the largest companies in the world. Experiences that I draw upon for PARTNERNOMICS include managing hundreds of partnerships while working thirteen years for a Fortune 100 technology firm, being COO and Senior Executive for national software firms, running my own businesses, consulting with hundreds of business owners, teaching graduate and undergraduate business courses, and studying business and leadership at the doctoral level. 
 
      
 
    It is from a wide range of experiences that I draw upon in order to offer this book on strategic partnering best practices. You do not have to look far in order to find great business books that describe best practices on culture, process, business operations, or outsourcing. I have not found, however, a framework of strategic partnering best practices that are organized into a usable toolkit that business leaders can immediately implement. If you are looking for creative ways to exponentially grow profits, while mitigating costs, risks, and time, PARTNERNOMICS will become your new best friend. 
 
      
 
    


 
   
  
 



 
 
    FIDELIS ONE 
 
    FIDELIS ONE is a national provider of Strategic Partnership Consulting & Coaching services designed to help organizations achieve a competitive advantage by leveraging the power of strategic business partnerships.  We work with business leaders from companies of all sizes. Our expert coaches, proprietary tools, resources, and processes enable our clients to transform their growth-oriented organizations by becoming better managers and leaders of strategic partnerships. 
 
      
 
    FIDELIS ONE clients utilize its proprietary Strategic Partner Leadership Model™ (SPLM) that provides a step-by-step, facilitated process to: 
 
      
 
    
    	 Clearly set vision, mission, and core values that will govern your organization and partnerships. 
 
    	 Architect new or reengineer existing partner leadership teams;   
 
    	 Identify company and partnership goals that ultimately define success for your partnership(s). 
 
    	 Identify and begin to collect key performance metrics that will help to streamline the management of the partnership.  
 
    	 Define core business processes for your organization and your partnership to optimize partner interactions. 
 
    	 Continual coaching and leadership to facilitate success. 
 
   
 
      
 
    FIDELIS ONE was founded by Mark Brigman a 20-year veteran in the specialized discipline of strategic partnerships. Mark has been called an international expert on forging strategic partnerships. Throughout his career he has architected and managed hundreds of strategic partnerships, including relationships with multi-billion dollar corporations, such as: ABC, Disney, Sony, AT&T, Nokia, Ericsson, FOX Networks, Verizon, and NBC Universal, just to name a few. 
 
      
 
    For more information, please visit: www.FidelisOne.com 
 
      
 
    


 
   
  
 



 
 
    FIDELIS ONE – SPLM PROGRAM 
 
      
 
    The intent of this powerful and transformative engagement is to initiate a full implementation of the Strategic Partner Leadership Model (SPLM) within a client’s organization. This engagement starts with a half-day Strategic Partnering Check-Up where the SPLM Implementer assesses the needs of your organization and lays the groundwork for a successful implementation. Next, the SPLM Implementer conducts a two-day session starting with Strategic Partnering Best Practices (Chapters 1-4) and then closes by setting the SPLM Framework (Chapters 5-10) into place.  
 
      
 
    Our client’s Partner Development Leaders (PDLs) / team will continue to work with the SPLM Implementer for on-going half-day sessions until the SPLM framework is fully implemented. This process generally takes one year to complete. The PDLs will have access to additional training and resources between the monthly half-day implementation sessions. The SPLM Implementers are also available for continued coaching between monthly sessions, if needed. 
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    SPLM Implementation services are designed for companies of all sizes and they can be customized to best suit your organization’s needs. The Strategic Partnering Check-Up and the two-day (Strategic Partnering Best Practices and SPLM Framework Implementation) sessions are conducted in-person. The Monthly Check-in may be in-person, video chat, or telephone conversations. The program is flexible so it offers maximum value based upon your organization’s specific needs. 
 
      
 
    To learn more about the transformative SPLM Implementation program, please visit: www.FidelisOne.com.


 
   
  
 



 
 
    FIDELIS ONE – WORKSHOPS 
 
      
 
    These information-packed sessions are offered at client’s locations for an organization specific delivery, as well as public venues for general education purposes.  
 
      
 
    Strategic Partnership Essentials (7 Hour) 
 
    This is a full-day seminar that focuses on strategic partnership best practices (Chapters 1-4) during the first-half and focus shifts to the Strategic Partner Leadership Model (Chapters 5-10) in the second-half. Attendees gain valuable insights that will enable them to implement the SPLM framework within their own organization. If companies need additional training after the public seminar, half-day workshops are offered for individual elements of the SPLM framework as well as general overviews that address multiple concepts of the strategic partnership framework. 
 
      
 
    Half-Day Workshops 
 
    
    	 Partnership Best Practices (Chapters 1-4) 
 
    	 Imperatives to Partnership Success (Chapter 2) 
 
    	 Business Growth Strategies (Chapter 3) 
 
    	 Partnership Process (Chapter 4) 
 
    	 SPLM Overview (Chapters 5-10) 
 
    	 VISION Element (Chapter 5) 
 
    	 TEAMS Element (Chapter 6) 
 
    	 GOALS Element (Chapter 7) 
 
    	 METRICS Element (Chapter 8) 
 
    	 PROCESSES Element (Chapter 9) 
 
    	 RESULTS Element (Chapter 10) 
 
   
 
      
 
    To learn more about the powerful workshops and programs offered by Fidelis One, please visit: www.FidelisOne.com. 
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