
GEI’s 2011

Business Development Workshop



Session I
Sales Planning
Strategy for Our Region’s work



Purpose:
To vet all perspectives on the future of GEI work in the region
In a way that generates a sales forecast matrix, a sales pyramid, 
and a Decision Map for one potential client
So that the management team is unified on the approach.

Agenda:
1.  Introduction to Sales Forecasting Matrix
2.  Agreeing on parameters for matrix
3.  Introduction to Sales Pyramid

a.  appreciating the scope of what it means
4.  Possibility discussions against the Matrix

a.  description of the growth desired
b.  Types of clients and work

c.  risks to GEI
d.  staffing and talent required
e.  infrastructure needed

5.  Introduction to Decision Mapping
a.  test process using prospective client



Products

1. Common view of the potential in this region
2. Alignment on strategic beliefs
3. Agreement
4. Preliminary Sales Matrix
5. Action items

Possibility------------Sale-------------Plan



Levels of Thought

Beliefs
Philosophy
Principles
Concept
Strategy
Design
Action
Audit 
Evaluate

Deductive Inductive



RSM Standard Customer Name Part Family Business Unit 01 RR ($'s) 02 ($'s) Surge ($'s) Grand Total ($'s) 

Arnie Vance GE AVIATION MATERIALS LP JT9DHPTBLADE01ST STAGE TOS $             771 $               - $                   -

JT9DHPTVANE01ST STAGE TOS $        76,431 $               - $                   -

JT9DLPTVANE03RD STAGE TOS $             257 $               - $                   -

JT9DLPTVANE06TH STAGE TOS $          4,594 $               - $                   -

GE AVIATION MATERIALS LP Total $        82,054 $               - $                   -

GE ENGINE SERVICES - DALLAS, LP CFM56-2HPTBaffle Seal TARO $        63,900 $                   -

JT8DLPTVANE02ND STAGE DARO $              43 $              43 $                   43 

TARO $               - $                   -

V2500 A5 1B NHARO $        82,095 $            82,095 

V2500 A5 1V NHARO $        32,838 $            32,838 

V2500 A5 2B NHARO $      265,185 $           265,185 

V2500 A5 2V NHARO $        87,262 $            87,262 

GE ENGINE SERVICES - DALLAS, LP Total $        63,943 $      467,424 $           467,424 

GE-CELMA JT8DHPTBLADE01ST STAGE TARO $          8,126 $        28,800 $            28,800 

TOS $        29,580 $               - $                   -

GE-CELMA Total $        37,706 $        28,800 $            28,800 

General Electric Houston CF6-80C2HPTShroud/Duct Seg01ST STAGE TARO $        65,618 $                   -

CF6-80C2HPTShroud/Duct Seg02ND STAGE TARO $        16,286 $                   -

General Electric Houston Total $        81,903 $                   -

Honeywell 331/731 COATING - GARRETT TARO $               - $      540,000 $           540,000 

Honeywell Total $               - $      540,000 $           540,000 



Prospecting

Presenting

Proposing

Closing 1
Sale

9      Proposals

• Pursuing possibilities
• Presentations

• E-Bits
• Network phone calls

• Network events
• Exposure

• Mailers
• Google Adwords
• Radio segments
• Targeted emails729

81

Sales Pyramid



Strategic Integration Model

Organic Growth
Strategy

Performance
Track-record

Relation to
Controlling Industry Paradigm

Culture in Action
within the Business

Approach to Valuetree
improvements from
current operations

Breadth & Means of Integration
along Customer-Supplier chain

wallstreet.coolmodel.ppt      17 October 2000



Beliefs, Mt. Laurel

• This area is investible for growth
• Business case drives growth not office size
• Timing is now to cross the river

• We have the customer contacts to cultivate

• Work follows the address

• Regulations drive our environmental work
• Development drives our water and geotech and enviro 

work



Beliefs, Ithaca

• We have the customer contacts to cultivate

• Regulations drive our environmental work



Perspectives on Pricing for Growth

• Lower multiplier projects/clients can fuel growth at reasonable profit.
• Reduced BE multiplier
• Reduced BD/acquisition cost
• Utility clients expect 2.7-2.9 multiplier

• are higher multiplier clients out there?
• Labor cost different by region

• To grow geographically need to invest in people/offices
• Higher utilization (70%) drives profit 

• Solid base of fee
• New staff and new projects

• Level and location
• Lower risk/better payment terms
• Less write-offs













GEI’s 2011

Business Development Workshop

Money, Work and Building My Future



Today’s Purpose

To gain increasing control over our financial and 
professional futures

In a way that generates a unified perspective on the 
economic engine called GEI

So that we will be able to exercise more choice over our 
daily work habits and increase participation in 
business development.



Products

• Linking daily work habits to my retirement account
• Plan for turning our contacts into sales
• Decision to get involved in business development
• Personal vision on career growth
• Unified roadmap to revenue growth
• Tutorial on selling, GEI products
• Description of changes to the way we work that will 

improve customer satisfaction, secure more sales and 
improve profitability

•
•
•



Why this , why now?

• Thoughts:

• 2020 Vision:  Cool and challenging projects that will 
attract great talent and clients.  To do this we show 
that we are relevant through revenue growth of 10-
20% per year.



The future
creates the present
against a backdrop of 
the past.



Our Future in Ithaca



Our Future in Monte Claire



Our Future in NJ/PA
• Infrastructure 

– Plotter
– Expand the NJ office
– PA office address

• Acquire senior market talent that would support the case to open the office

• Personnel
– PM capacity…each current employee steps up

• Junior staff capacity grow by 7

– Add geotechnical practice leader 50% pre-loaded
– More frequent involvement with Atlantic Hdqrtrs
– LSRP person

• Regional expansion
– DC
– Maryland
– Delaware
– PA



Continuous 
improvement in the 

funding 
of each person’s 
financial future

Continuous 
improvement 

in revenue 
growth

Continuous 
improvement in 

client relationships 
and the processes 

serving them

requires

drivesdrives

requires

The GEI Financial Engine



Premises

There are no victims at GEI;  management is not solely accountable for 
generating work.

As a collective, we are accountable for generating our salary and our future.

I am accountable for financing my retirement years.

Future work is based on today’s reputation earned through current work.

It is possible to have a 30yr. career at GEI and retire with almost $1M in the 
bank.



Three Possible Futures

Let’s plan: 

401K, 30yrs., $60K/yr salary, 8% investment return, company match

3.5-5% of salary company contribution to 401K…based on profit

$250/bi-weekly withheld           $6000/yr withheld       $2400 company contribution

RESULT:    $976,222

Let’s play: 
Spend what’s earned and bank on Social Security and inheritance

Let’s charge hard:  

Proved myself worthy to be a partner, personally buy

shares in the company and fully contributed to the 401K



What happens to the earnings?

401K
contribution

Cash 
for

Incentive
Bonuses

Stock = My share of 
cash in the bank but 
not available to me 
until retirement

Deposited
in the 
Bank

to manage
cash flow



If you choose to be 
the “planner” or the 
“charger” your 
wealth grows as the 
value of the 
company grows.

Total GEI 
value driven
through 
sales growth

401K increasing contributions



Competencies for Growth
• Experienced in the industry

• Generates business

• Client service & relationships

• Management work

• Technically recognized

• Setting tone and direction

• Advocates the GEI agenda

• Talent scouting and talent development





Criteria to Assess a Consulting Firm



3.15 Multiplier  à 24.5% profitability

Premise:  
• Utility work is shifting to the left

• Utility work is shifting to Master Service Agreements (MSAs)

Our challenge is to put 
together a balanced 
portfolio of projects

Traditional zone of acceptable 
multiplier variation

Work on the high side 
of multipliers might 

best be found in 
locations where 

remediation is new 
and practices are just 

being established.

multiplier

Utilization

Distribution of multipliers
Low to high



Hourly Rate
(staff mix)

Multiplier
(organization efficiency

+ profit)

Utilization

3.15 x 0.65 = 2.04

2.9 x 0.70 = 2.03

Profitability



Premises:
– Continue quality service to existing clients to maintain and harvest additional work (AGL, 

JCP&L, and SJG)
– Identify top 3-4 existing client contacts and actively pursue new work (NiSource, Liberty 

Properties, WCD, Cozen)
– Find senior consultant looking to join GEI and create PA expansion
– Continue and grow our outreach and GEI exposure at conference, business groups, etc.
– Schedule current and potential client meetings and track progress
– Development of NJ regulation educational sessions (internal and subsequently external) to 

address major changes forthcoming

– Sediments are in our future; this is the natural evolution of the work.
– Clients are better served when we manage them as a portfolio of projects with a consistent 

approach vs. individual projects with varied approaches.
– Client contracts are moving to look like National Grid with converged contractors.
– Clients with established procurement groups and long history are moving toward MSA’s with 

competition based on rates/multipliers.
– Winning MSA’s with large utility companies is a consultant annuity!
– Growing beyond where we are today will require some changes in our current patterns of 

behavior (culture).
– “One face to the customer” requires individual office practices to merge into one GEI practice.
– When we say growth, it means increased people…either from new hires or improved utilization.
– While current large clients with sales >$3M target ˜  2.9 and 68%, clients <$3M may require 

2.8 and 69% and entry into new clients may require 2.8 or less.



Financial Mantras

• Don’t borrow to cover buy-outs or operating expenses.

• All headwind is offset

• No sales without earnings

• No earnings without cash



Getting Money in the Store…Cash Flow

http://www.planware.org/cashflow.htm

Cash coming in

Ca$h

Cash going out

Healthy rule of thumb:
cash flow = Net income

Short term borrowing
is required to cover bills
if the flow of cash is too
low. 

Money sits idle
if the flow of cash
is  abundant.



Approved Invoice 
returned

Month-end close

15 4530 60 750

GEI Project Financial Metrics  Related to Cash 
Flow

How long does it take for your time to be converted to 
cash?

Draft Invoices to PM

Invoice mailed to client

Client approves invoice & 
mails check to GEI

Client Receives Invoice
GEI Receives Check

63–97 days

Work happens

Payday!

Payday!



Implications of “what I need to sell”
• To drive the multiplier down we must increase the 

utilization rate.

• Increased utilization rate results in:
– Changing the staff mix

• More lower level people at a higher utilization rate
• Stable higher grade level utilization
• Need high volume of work to keep lower level staff highly utilized



Question

What is the current 
paradigm around 
sales accountability?





• Know why you are unique.

• Know your heritage of great projects.

• Know the sweet-spot of project size.

• Know how to stay current.

DO YOU NEED A PERSONALITY TO SELL?DO YOU NEED A PERSONALITY TO SELL?

no

no

no

no



Bragging Rights

• Excavation stabilization for  the US Capitol’s Visitor 
Center

• Re-lining The All American Canal
• Big Dig in Boston, tunnel jacks as seen on Discovery 

Channel
• World Trade Center, vibration monitoring of adjacent 

buildings and secant walls
• Bay Shore 02 and 03 treatment system
• Listed as a Top-10 water resource engineering 

company



Bragging Rights

• Queen of Brownfields:  Sue
• King of Levies:  Ray
• Emperor of Deep Foundations:  Bill Walton
• King of MGP:  Dennis
• The Nose:  Roy Derochers
• Pavement Prince:  Ron Palmieri
• Vicar of Vibration:  Peter Heynen
• Guru of ground improvement:  Mike Walker
• Duke of Dams: Steve Verigin
• Pharaoh of flood control:  Naser
• Wizard of Water Resource Planning: Naser
Claim:  We know the critical success factors to be successful and it 

is more than straight engineering and technical knowledge.



Selling Survey

BELIEFS ABOUT 
SALES PROFESSIONALS 

 
 
 

 
Belief Living to the fullest? 

1.  My potential is limited only by my 
imagination. 

25%   50     75    100 

2.  There are more opportunities for good 
salespeople today than ever before. 

 

3.  Selling today is based on relationships.  It 
is more mental and emotional than technical. 

 

4.  Top salespeople are ambitious…they see 
themselves capable of being the best. 

 

5.  Top salespeople are courageous…they 
face the fears that hold most people back. 

 

6.  They are totally committed to their 
work…to their companies, their customers, 
and to themselves. 

 

7.  They are professional…they see 
themselves as consultants and advisors to 
their customers. 

 

8.  They are prepared…they review every 
detail before every sales meeting. 

 

9. They are lifelong learners…continually 
reading, listening and taking additional 
training. 

 

10.  They are responsible…they see 
themselves as the President’s of their own 
professional sales corporations. 

 

 



Beliefs about Selling

• Customers need to buy from knowledgeable people and the knowledge needs to be given-
out in user friendly manners.

• Customers want help from knowledgeable people but buy based on other criteria.
• Good data increases forecasting accuracy (ours and theirs).
• We bring value to the customer through our knowledge and data when it is brought to bear to 

improve their processes.
• Understanding the customer comes first, product knowledge comes second (buying process takes 

precedent over selling process).

• Professional selling is about helping the customer meet their “bottom line” needs.
• Commitment (expectation management) + performance = trust.  Joint creation of 

expectations and performance...
• Proving performance before the “buy” is a selling strategy which allows an easier paradigm 

shift.
• Personal and corporate credibility model...
• A direct correlation exists between relationships and sales.
• Listening to the customer takes precedent over talking.
• We do business with people not companies.
• Without differention we become a commodity product.



36 Biggest Mistakes of Salespeople

Coming back with the same old pitch

Ignoring the customer’s customer

Selling without customer knowledge

Underestimating sales training

Running with the pack

Crying instead of creating

Not using the “you” element
Failing to use presentation aids

Selling technology instead of benefits

Ignoring customer goodwill

Robert Kahn

Ignoring the customer’s customer



A.D.’s Philosophy about Selling

Purpose of Selling:Purpose of Selling:
To optimize matching the customer’s requirements with your 

company’s capabilities 
In a way that gets the “Yes!”
So that the customer ends-up happily involved with your product.

Products:Products:
1.  A sale 
2.  The customer as a client
3.  Mutual understanding
4.  Benefits realized by customer



Flowmap: Selling

• Solution
possibilities

• Consulting
messages

• Supporting
materials

Presenting

• Generating
proposal

• Product
configuring

Proposing

Getting the
“Yes!”

Closing Sales AdministrationProspecting

Lead
Generation

TrackingQualifying

• Sifting/sorting
• Understanding customer

- Requirements
- Decision process
- Purchase time frame
- Purchasing history
- Credit worthiness

• Establishing long-term relationship

 

                         
decision activity inspection transportation delay storage 

 



7 Laws of Expectations
-Bob Miller

1.  When expectations are not matched, someone is in a losing situation.
2.  Nothing does more to misalign than assuming “the customer is always 

right.”
3.  The customer always expects us to do what we say or imply.
4.  Exceeding expectations only can be accomplished after you do 

everything promised or implied.
5.  Exceeding expectations is doing something the customer is not 

expecting you to do.
6.  Exceeding expectations can be a +/- situation;  if the 1st law is broken, 

expectations must be realigned.
7.  What a customer can anticipate, they will come to expect.



The Buyer’s World

Buyer

We can expand their
knowledge of existing

technology through training.

Aware

Draws from their
exposure 

New 
TechnologyDrives the creation of

They come to us
because they
trust us to be 

responsive to their
rqsts.

New Tech.
which gives

them a 
competitive

edge

We know their business
so well that we can

project next trends &
provide solutions before
they even need them; we
help them see what does 

not exist yet.

Receives
from us



Political savy
Politic:  Greek,  citizen

Sagacious in promoting a policy; ingenious in 
statecraft; also, of measure, plans, etc.  shrewdly 

contrived, esp. with regard to self-interest.  Artful in 
address of procedure;  worldly-wise

Sagacious:  keen in sense perception, esp. in scenting;  
Of keen penetration and judgment; discerning and 

farsighted in judging men, motives and means;  
shrewd



30 Second Impression

 
Image Management                                               
Target 
Audience 

Image Desired Why? Metrics of 
Success 

Current 
Perception 

5-Why's to Root 
Cause 

Messages We 
Must Send 

"Medium" to 
Send Messages 

Actionable 
Items 

 
 
 
 
 
 
 
 
 

        

 
 
 
 
 
 
 
 
 

        

 
 
 
 
 
 
 
 
 

        

 



The Power of Reframing
From To

‘If only I had enough 
resources’

‘Given my commitment, I need 
to adjust how I spend my 
resources.’

‘I don’t have my goal broken into 
doable steps yet.’ 

‘If only my goal was 
achievable’ 

‘‘I haven’t figured out how to 
find new sources of money.’ 

‘If only I had
enough money.’ 

‘If only I had 
business cards.’ 

‘I haven’t made getting cards 
a priority yet.’ 



What is our product?
What am I supposed to sell?
How much do I sell?




