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Business Development
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One of the common themes
that we encounter in our con-
sulting practice involves com-
panies who approach us after
their sales have completely
collapsed. The severity of the
situation varies greatly. Some
companies approach us after
noticing some of the initial
danger signs of a sales slump.
And the some companies will
wait until their sales have com-
pletely collapsed and are look-
ing at close-out scenarios. In
the latter case, it is typical to
see entrepreneurs who were
originally successful at devel-
oping an idea or technology
and poor at managing future
sales. In the former case, the
most common situation is what
I call the “feast and famine”
cycle where in busy times, per-
sonnel are busy executing on
programs (which they should
be) and nobody is worried
about developing new business.
As we know from prior experi-
ence, the timeframe in sales in
the aerospace industry can be
extremely long and varying
from several months to several
years. In both cases, there
were certainly early warning
signs that, if heeded, could
avoid a lot of risk, cost and
misery in restoring company
sales volumes to healthy levels.

The three major signs of im-

Signs of Trouble

pending sales collapse are:

1. Long term sales leads (1-5
years out in terms of revenue
recovery) diminishing to non-
existent. Normally, a business
will need long term leads
whose dollar volume equals 5-
10 times the company annual
revenue. If long term leads are
depressed below this level,
your company may be in dan-
ger of a deep sales trough sev-
eral years in the future.

2. Depressed operating ratios
related to sales and business
development. In the aerospace
industry, the average company
spends 16% of the gross reve-
nue on sales and business de-
velopment activities with
ranges from 2% to as high as
30%. If your sales and BD
operating ratios are either arti-
ficially low or have fallen in
recent years, you may be in
danger of not dedicating ade-
quate resources to new busi-
ness recruitment. You might
be able to save this money for a
short term cash crunch but a
lack of investment in this criti-
cal activity over the long term
will result in reduced win rates
and smaller volumes of leads
and ultimately sales.

3. “Walk-in” business closing
at rates less than 90%. This
seemingly insignificant aspect
of sales is a real time barometer

Jim Cantrell
President SSD

of the effectiveness of the BD
organization. Generally walk-
in business comes to your or-
ganization after they have de-
cided to buy from you. If your
organization cannot close on
this at very high rates, then this
is a very serious indicator of a
BD operations problem.

When | first visit clients, these
three areas are some of the first
places that | examine. They
tell me a lot about the state of
the BD organization and where
the problems may lie. By far
the most common problem is
simply a lack of a process for
developing leads, tracking
them and driving them to a
logical conclusion. Sometimes
those systems will exist but the
company will lack the re-
sources to execute on the leads
leading to a low walk-in busi-
ness conversion rates. In the
end, all of these problems re-
sult from a top level strategic
problem within the company
that can often only be solved at
the highest management levels.

You might be led to believe,
and perhaps rightly so, that
situations that | have been de-
scribing are fatal. This is not
necessarily true! The truism
that 1 have discovered is that
given a variety of clients with
sales problems, there will be a
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Signs of Trouble cont.

limited number of problems
and issues that they will ex-
perience. However, due to
the unique nature of organi-
zations and the people that
run them, the solutions will
all be unique. An excellent
example to cite is a client that
approached me over 8 years
ago to help them. They had
less than 800,000 dollars a
year in revenue for 12 people
and were examining close-

of their revenues following
an acquisition of this com-
pany by a larger corporation.
The larger company had ap-
parently bought a healthy
company for strategic reasons
and starved the newly ac-
quired division for resources
and mismanaged their priori-
ties. They in essence killed
their “new toy” by ignoring
all of the fundamentals and
managed to do this within a

The lesson of all of this is to
do three things:

1. Develop, manage and
use a leads development,
qualification and execution
system

2. Make proper investments
in your BD recognizing that
you are competing with oth-
ers that are spending 16% of
their gross revenues on Sales
and BD on the average

personnel are working your
sales and BD efforts. There
is no proper excuse for com-
panies to starve BD organiza-
tions of their best people.

Business development is a
complex endeavor but simple
fundamental activities that
includes developing long
leads proactively goes a long
ways to reducing risks to
future revenue streams!

out scenarios. They saw all  year. 3. 3. Make sure that ade-
of the danger signs shown quate personnel and quality
above. They were willing to
listen, learn, implement a | Symptoms Possible Causes
sales lead tracking system | Long-termsalesleads | e Lack of an established leads development and tracking system
and execute well on leads and | diminished o Lackof frocti | ition f duct and ket
make the necessary invest- ~ Lack of an effective value proposition for product and marke
ments. This year, they have mix
grown to roughly 15 times e | ack of management of the long term leads generation
this revenue and are the 9" e Lack of an active BD organization
fastest growing engineering Depressed Sales and - -
corporation in the US and are BDpoperating s e Short term flngnua! difficulties in company
listed on the Fortune fastest e System financial mismanagement
growing companies list. This e Lack of personnel and resources to execute leads
was a success stow_and they e Lack of leads
learned to simply stick to the - — - - - -
basics. Another former client | LOW “walk-in” new e An ineffective or non-existent business development and sales
has lost approximately 50% business conversion organization

rates .

e Inadequate resources available for BD and sales

Effective Capture Management Course
December 2, 2008 Los Angeles, Sofitel LA Hotel

Strategic Space Development is adding a one-day course in Effec-
tive Capture Management to its highly successful three-day Busi-
ness Development course in Los Angeles December 2 - 5.

Customized for but not limited to Program Capture Managers,
this course focuses on proven methods to successfully posture
your company to win major competitive programs. The course
takes you through the capture process from identifying the initial
opportunity to the release of the proposal announcement by the
customer. Using real-world examples, this course provides valu-
able insight into the customers’ perspective.

Registration begins August 2008. Go to bdcourses.com for more
information.
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is a highly educated
and experienced teacher who gained a broad understanding
of the customer’s needs during his 20-year Air Force career
in the acquisition corp. Presently, Dr. Dougherty develops
business opportunities and capture strategies for suppliers to
DoD and NASA. Dr. Dougherty has served on government
source selection panels. Additionally, Dr. Dougherty has 16
years of business development and management experience
in the civilian aerospace industry. The combination of his
extensive real-life training with four college degrees (2 Mas-
ter Degrees in Management) qualifies him to share the les-
sons he has learned.
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Capture Management: Influencing the RFP

In the months prior to the release of
the Request for Proposal (RFP) for a
new space system, the Government
Program Manager (PM) often doesn’t
know the history of relevant programs
that preceded the one he/she is lead-
ing. As a result, Government PMs are
often searching for information on
relevant programs so they can award a
contract with a high probability of
achieving the technical goals, in the
time required and for the amount of
money allocated. Information on past
systems, employing similar technol-
ogy and operating in a similar environ-
ment, can help the PM understand
what is technically achievable and to
understand how technology must be
advanced to make the leap needed for
the follow-on system. This is the rea-
son that Government lawyers allow
months of open communication be-
tween contractors and government
representatives.

The PM wants to understand what
technical difficulties were encountered
in designing, building and testing the
predecessor systems. For example, if
the predecessor system needed to de-
velop a new, very large focal plane
array, which required multiple expen-
sive, time-consuming manufacturing
runs, then the PM needs to take this
information into account to ensure that
he has allocated sufficient time and
money to make the extra focal plane
arrays needed to succeed.

If your company built a satellite
sensor comparable in complexity to a
new system needed by your customer,
it’s likely that the customer will be
very interested in the time your com-
pany needed to build/test the system,
the final cost and other relevant facts
about the unexpected program prob-
lems that surfaced and were dealt with
effectively.

So, a vacuum exists in the Govern-
ment that you may ideally be suited to
fill. If you are the source of valuable
information that helps the Government
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PM become successful, you will be
posturing your team to win the
competition. While you are com-
municating with the government about
what your company has done, you can
also tell them how you would go about
making necessary technology improve-
ments and also provide them a realistic
estimate of the time required. You have
the opportunity during this time to reveal
your approach.

A word of caution is warranted here.
You need to let your customer know
whenever you share company proprie-
tary information on past programs and
when your planned approach to the new
program is also company proprietary.
Your customer can protect this informa-
tion while at the same time learning from
it.

Also, while all this information is
moving between you and the customer,
your customer is realizing how well you
will likely work together if the contract
is awarded to your company. If the
chemistry is right, and you have been
there to help the customer meet his pre-
RFP needs, then the customer will re-
member that fact as a factor in the final
scoring of your proposal. Often, a posi-
tive information exchange will set your
company up for an excellent score in
Past Performance category. As a mini-
mum, the customer will remember how
well you worked together and can use
this information as a tie-breaker.

If the chemistry is not working be-
tween you and the customer, it is better
to bring in someone else from your staff
in the early stages, who may be more
successful in communicating with this
particular customer while there is still
time to build a relationship. Sometimes
chemistry between individuals is unpre-
dictable and can only be fixed by chang-
ing the players involved.

Finally, your actions in the pre-RFP
timeframe can have a direct impact on
the specific details that show up in the
final RFP. If you see many of your
words and specifications in the final

Pat Dougherty, Ph.D.

VP Strategic Planning & DoD Space, SSD

RFP, you can be confident that you
influenced the RFP and likely im-
proved your chances of winning.

In Summary:
¢ Let the customer know about your
company’s relevant experience.

1.Technical (design, building &
testing) difficulties

2.Schedule required to achieve
your system development
3.Cost for system

4.0ther unexpected “Gotchas”

and how you fixed them

+ Tell the customer how you would
achieve the new goal and explain why
you have the best probability of suc-
Cess.

+Build a relationship with the cus-
tomer. If the chemistry is not work-
ing, find another person from your
company to take over for you.

+ Look for your information in the
final RFP.
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Strategic Space
Development

Delivering Results

Strategic Space Development is a business development consulting firm specializ-
ing in aerospace and defense sector business and competitive intelligence. Strate-
gic Space has many top drawer clients in the high tech and aerospace sectors and
works with companies to grow revenues, identify and pursue new business oppor-
tunities, and make sound strategic decisions. Our efforts focus on working the
client factors that increase the probability of winning new business. SSD’s staff
hails from DoD, Intelligence Community, and civil space backgrounds and has a
breadth of business and engineering experience to work across the large domain
of technical sales and strategy considerations. SSD also offers professional devel-
opment courses in business development, competitive intelligence, strategy devel-
opment, and engineering disciplines.

Here’s what they are saying about our courses:

This was an eye-opener, to grasp how to quantitatively manage the very early phases of developing business opportunities. Knowing
the language and a systematic process adds power to my current business development approaches.
Stephen R. Smith, Program Manager, Draper Laboratory

A must for anyone in BD. A huge help, certainly in terms of awareness for someone working in a near-BD environment (like me).
Bob Hall, Technical Director, Space Superiority, AGI

Great job Jim! It was nice to see the BD process addressed end-to-end and to have it be

so industry specific. Well worth it.

Mark Schwalm, Director of Advanced Programs, L-3 SSG Tinsley

Rates

Early-bird - $3100 for 3-day course
(available until August 17)

Regular - $3500 for 3-day course.
We offer special rates for clients and

Business Development Course
Washington DC e September 17-19 2008

This Fall is a perfect time to ramp up
your business development efforts
and strategically plan to increase your
capture win rates for 2009-2010. Join
us in the Nation’s capitol for our
three-day Business Development
course held at the Sofitel Lafayette
Square Hotel .

Mr. James Cantrell, President and
CEO of Strategic Space Develop-
ment, a highly successful aerospace
consulting company, will not waste
your time with academic theory but
give hands-on examples of the hidden
forces at work, how to “follow the
money and how to guide a prospect
from uncertainty to a high probability
sale.

This course is meant for both experi-
enced business development profes-
sionals and those new to the profes-
sion and focuses on:

e Understanding the sales process

o Developing the new business fun-
nel

e The role of marketing and brand
generation

e Developing Competitive Intelli-

gence

e Proposal strategy development and
execution

groups.

Visit bdcourses.com to register and
for more information.

Contact Rebecca Stowers at
rebecca@stratspace.net or
1-888-327-3993. ext. 7.

We also offer on-site courses at your
place of business. Eliminate travel
costs and add wider exposure within
your company. Contact us today for
details.




