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For Michael Joseph lanelli, President and
CEO of the 30-person consulting firm, Ml
Associates, Inc., effective business develop-
ment practices have been a lifelong mantra.
Even before founding Mil in 1981—20 years
ago—he had already distinguished himself as
a talented business development and market-
ing executive with two prior companies. His
enthusiasm for business development and
proposals has never waned. Today he is the
driving force behind the industry’s third
largest proposal management services firm, a
US-based services provider distinguished for
its international work. How that expertise
evolved and the man behind it were the sub-
jects of a recent interview when Proposal
Management met lanelli on a stopover in
Washington, DC.

warm compassion and sincere demeanor that
puts one in mind of American singers in the era
of Tony Bennett and Perry Como. That passing resem-
blance is reinforced when you learn that as a young
man growing up in Brooklyn, lanelli was a Sinatra-style
pop singer. He sang a gospel-influenced form of rock
and roll, ‘doo wop,” with local bands. He was even
offered a one-year singing contract in the late 1950s,
though the travel it prescribed would have interfered
with his other plans. He marks a chance meeting years
later with Perry Como, sitting side-by-side on a flight to
Florida, as one of the joys of his life.
Another obvious joy is business planning and devel-
opment. He has practiced this profession over a long and
distinguished career. He is a valued business visionary,

Q t age 64, the youthful looking lanelli projects a
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strategist, marketer and advisor to an array of interna-
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how to optimize chances of winning. Gathering the right
kind of information and synthesizing into a useable form

is what sets process apart from random decision-making. He adds, lanelli specializes in helping companies grapple with

predictably, that “the earlier you formally get involved in this whether or not to bid, and if they decide to bid, what their

process, the more you can help to effect a win.” strategies and tactics should be. “Sometimes a client brings us in

lanelli maintains that any company pursuing a target opportuni- to help them with their go/no-go decision. Should we or should

ty must establish a continuously evolving database of competitive we not bid this job? What are the realities of this job? You know,

information (including requirements). This should serve as a baseline you fool yourself after a while. Not enough companies turn

for planning and strategizing their pursuit and for improving their down opportunities that they cannot win or that have no bene-
chances of winning the contract. To him, this curve explains it all. fit in the long term.”

lanelli advises companies to think along the following line:

H “First of all, is the target compatible with your business plan? Is

NOt enough Companles turn dOWﬂ it winnable? Is it doable? Is it profitable? And lastly, is it afford-

opportunities that they cannot win. able?hlfdthe piece of business meets this equation, only then is it

worth doing.”

He raises some important what-ifs. “So you win but can’'t do
| 1‘\ it. Or maybe it’s neither financially profitable, nor does it improve
i- . your long-term positioning. Why waste resources by going after it?”

The best any proposal consulting
service can do is get you to the table.

For bidders who do not keep up with their competitors, lanelli
adds this caution. “You have a lack of data, a lack of position, and
you think you can overcome it with a proposal. Proposals do help,
but they are not the end all. And that is a message to the people in
my business. Don’t go around yelling, hey, we won, we won. A lot
of things went into that win, the proposal being just a part of it. It
is partially the price, partially the product, and partially the compa-
ny’s position. It is partially the politics and partially the proposal.
They all meld. That is one of the reasons | do not promote Mil’s
win ratio. The best any proposal consulting service can do is get
you to the table. Our team can provide a responsive, relevant, com-
pliant, communicative proposal that meets the customer’s require-
ments and sells the offer. The rest is up to the client to ensure he
has derived the best value offer.”

A 40-Year Legacy

lanelli’s flair for mining new business was first demonstrated at Volt
Information Sciences, Inc., where he rose to serve as Vice President

All lanelli’'s important points are punctuated with a language of of Marketing and New Business Development. He started there in
hand gestures. His native language is Brooklyn English. He also
speaks some Italian and French. more...
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1959 and stayed with the company for 20 years. Working with Volt
in the late 1960s, lanelli originated the company’s VISION proposal
development process and established specialist teams for managing
and developing major proposals.

“Volt started out as a tech writing company,” lanelli explained.
“We used to write engineering manuals for big systems projects: the
Atlas weapon systems, radar systems, communications systems, ship-
board systems. That was big, big business in New York at the time.
When the defense business started to slow down in the sixties, |
along with the President moved the company towards work with
the Department of Labor, the Department of Housing and Urban
Development, the Office of Economic Opportunity, Peace Corps and
Job Corps. We used to write proposals in pursuit of this business,
which is how | started to touch on what proposals were all about.”

Volt’s large proposal support efforts for clients were a natural
evolution. “It started when Volt sent hundreds of people to
Lockheed in Marietta, Georgia,” said lanelli, “ to work on the pro-
posals for the C-5” [heavy-cargo military transport plane]. More
proposal support efforts were soon to come.

“One day we got a call from some people we knew in
General Dynamics,” he said. “We used to have operations out-
side General Dynamics facilities—in Dallas/Fort Worth and in
San Diego. We were doing all the handbooks for the Atlas
weapon system when we received word that General Dynamics
was sending key people from the entire company to Groton,
Connecticut to work on a major US Navy proposal.” lanelli saw
an opportunity to help with the writing effort.

To house the many proposal personnel who assembled, the
General Dynamics team took over what had previously been a
shopping center. “They had about 200 people there, working on a
proposal called FDL for the Navy—the Fast Deployment Logistics
ship — using new techniques and processes that few had ever
heard of before. Disciplines like systems engineering, configuration
management, data management, and life cycle cost were being
introduced, first through the C-5 program and now through the
FDL. Eventually Volt had about 100 people to support this effort.”

It was soon apparent that many members of the team were
unfamiliar with these new disciplines and how to organize, man-
age and produce what eventually became two 30,000 plus page
proposals. Recognizing the need to bring process to what was
then chaos, lanelli’s efforts became more and more focused as his
people supported a string of proposal requirements, including
those for the Navy’s Landing Helicopter Assault ship (LHA) and
the Spruance Class destroyers (then designated DX). lanelli’s DX
team managed the various elements of the proposal effort for
Bath Shipbuilding in Bath, Maine, hosting teammates Gibbs and
Cox, naval architects, and Hughes Fullerton, the combat systems
integrator. It was through this connection with Hughes that
lanelli met a proposal development pioneer, Jim Tracey, co-inven-
tor of the Sequential Thematic Organization of Publications
(STOP) technique.

Through his association with Tracey and the Hughes team,
lanelli learned about the use of storyboards and storyboard
reviews. lanelli recalls the glee Tracey took in conducting those
reviews “because he got a chance to tell the engineers what to
do.” If an engineer’s offering did not satisfy Tracey’s scrutiny for
good content, the engineer might be subject to a withering, caus-
tic critique—but it worked. Hughes had developed an enviable
win record using STOP.

About using STOP: We've got five
rubrics. The same message comes five
different ways.

Among his other innovations, Tracey articulated the concept
of rubric tuning in the development of STOP’s 2-page modules.
Quoting Tracey, lanelli said, “We’ve got five rubrics. The same
message comes five different ways. It comes from your headline,
from your summary statement, from the body copy, from the
graphic itself, and it comes from the two-part figure caption. With
all five elements tuned to say the same thing, you are ensuring the
evaluator absorbs your key message.”

lanelli recalls that at the time, “There was no business out there
called proposal consulting. Companies tended to use job shops to
obtain individual proposal specialists. When | got involved with
General Dynamics and saw the on-going lack of control and process,
| thought that there has got to be something that pulls it all togeth-
er” His working solution combined the use of storyboards with
methodologies already in use for Volt’s other publications work.

“In those days, even the notion of having an outline before
you begin the proposal was innovative,” lanelli told us. “I’m seri-
ous. And how about, not only an outline—but there was no such
thing as a cross-reference matrix. So we put one together and
introduced it into our process. We called it a RIM, for require-
ments interface matrix. We emphasized the strategize-to-win con-
cept and highlighted the concept of planning and strategizing prior
to writing a proposal.”

lanelli coined the term ‘proposal
specialist,” a person to help ferret out
requirements, derive strategies/themes,
and guide the use of a storyboard
approach.

Soon after supporting the DX program, lanelli out-sold a large
job shop company to land another large proposal assignment—this
time it was the F100 engine program with Pratt & Whitney in West
Palm Beach, Florida. Begging them to hold off the competitor one
day, he flew down to interview their director of procurement, sold
the job, and—pressed to articulate a proposal support methodolo-
gy and staffing strategy—coined the term “proposal specialist” on
the spot. He convinced the customer that it should have a special-
ist for each of its functional groups to help ferret out requirements,
derive strategies/themes, and guide the use of a storyboard
approach. He promptly took an order to deliver 10 such people.

“We eventually had 150 people on that proposal,” said
lanelli. “I brought people in from all over the country, interviewed
them, told them what we were doing, showed them how we
were doing it, and set up an on-site operation.” In spite of lanelli’s
positive experience with storyboards and reviews, however, their
use was not an immediate hit.

To persuade both his team and the client personnel, he decided
to use a storyboard and storyboard review as a preliminary design
tool related to engine-bay material selection. When the exercise
resulted in a cost-saving replacement of the alloys to be used, the ben-
efits inherent in a storyboard had proven themselves to the group.

lanelli was at Volt for 20 years and served in many operational
and business development capacities including a six-year stint as
Senior Vice President of Marketing and four years as Director of the
company’s Management Systems Division. He left Volt in 1978 and
joined Butler Services Group, a 100-million dollar contract technical
services company, as Senior Vice President, Marketing and Special
Projects, and was promoted to Executive Vice President in 1980.
But, lanelli found himself increasingly drawn to the entrepreneurial
allure of being on his own and founded MJI Associates in 1981.
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New York, it has a reputation for preparing and submitting propos-
als throughout the free world. How did Mil develop this specialty?

“It happened inadvertently,” said lanelli. “We got involved
internationally with the very first job.”

Today, MJI Associates is an international business development One of MII’s first jobs grew out of an established working

consulting company that specializes in proposals written for gov-
ernment contracts. Though based in Centerport (Long Island),

more...

AN INTERNATIONAL PROPOSAL PERSPECTIVE

Advice from the MJl Team

ost governments in the world under-
M stand that a fair, free, open competi-

tion for defense, aerospace, and
government products, projects and services
will yield better value and better products.
The US Government, long the leader in
such systems and processes, continuously
strives to improve the effectiveness of its
process and in many instances serves as
the baseline against which industrialized
governments have structured their acquisi-
tion processes.

Today, the European Union countries,
Canada, Australia and several Pacific Rim
countries have evolved such processes
and more countries are moving in this
direction.

The United Nations has approximately
190 member countries, but not all can be
counted in the International market.
Between 60-70 UN countries are real or
potential customers for defense technol-
ogy, systems and/or products - countries
that enjoy positive political relations with
the free world, and have need for prod-
ucts and services.

.

.

World political and economic environ-
ment changes rapidly

US Government (DoD) budget has
declined over the last 10 years

Fewer new start development programs
To maintain competitive viability, US
companies now:

Seek new, broader markets

Pursue more international opportunities
Collaborate with international companies
Most countries recognize benefit of open
competition—resulting from “best value”
procurements

Major procurement drivers focus on
“affordability” and “risk”

Many international procurement prac-
tices being revised to allow more open
competition

Role of proposal is being emphasized in
most international procurements.

.

GENERAL CONSIDERATIONS

Each country has its own unique pro-
curement process.

Some countries processes are docu-
mented; a few are similar to those in US.
Most vary according to the significance
of the project.

Major differences exist between
Industrial and Developing/Third World
country approaches.

EU members advertise opportunities in
periodic bulletins.

Some international procurements require
pre-registration and qualification to com-
pete.

Most international procurements are con-
cerned with protecting and advancing
national interests.

Some allow ongoing contact between
contractor and Government customer, up
to award.

SOLICITATION PROCESSES

Most use RFT or ITT (Request for/Invitation
to Tender); no standard structure followed.
Solicitations are rarely as comprehensive
as US RFPs; seldom find detailed pro-
posal guidance or evaluation criteria.
Proposals are not page limited.

Most focus on Technical, Cost, and
Offset responses—ILS/LCC increasing;
Management “soft.”

Most minimize need to display under-
standing/rationale.

All prefer clear, concise responses.

SOURCE SELECTION

Approaches vary from defined (similar to
US) to informal, politically driven decisions.
Most are project peculiar; specific criteria
or factors not provided, but relative
importance may be disclosed.

Scoring or weight factors are rarely given
or used.

Technical, cost and “economic” benefits
(such as offsets or in-country work) are
primary selection criteria.

Major procurements always require signifi-
cant negotiation and political involvement.
Some procurements use Q&A approach,
some are informal and often allow unoffi-
cial, post-submittal changes to offer.

PROPOSING FOR INTERNATIONAL
BUSINESS

Before making a firm commitment to pur-
sue an international opportunity, you must:
Become familiar with the politics, the cul-
ture, and the customer.

Know and understand the project, the
competitive environment, and the pro-
curement process.

Have assurance that US State
Department will allow export of project-
related technology and/or your product.
Develop an initial project acquisition
strategy and plan.

Pre-RFT Activities

 Arrange for in-country presence well
before RFT is released.

Structure and implement plan to orga-
nize in-country contacts, establish data-
base of information, identify “What Wins”
criteria, and determine winnability.
Define project win plan and strategies -
technical approach, target pricing.
Solidify teaming arrangement with in-
country and other contractors.

Develop proposal preparation plan: orga-
nization, locations, resources, schedules,
and processes.

Proposal Preparation Activities

* Review RFT, establish detailed outline
per RFT direction, determine how to pro-
ject strategies and your solution/offer.
Refine “What Wins” criteria and update
related strategies.

Reaffirm team members’ program and
proposal responsibilities; work in same
location (in-country), if possible.
Capitalize on ability to maintain ongoing
dialogue with customer; keep asking
questions and building relationships.
Write proposal in clear, concise, simple
terms. Good graphics help. Most cus-
tomers not prepared to evaluate long,
detailed write-ups.

Prepare an Executive Summary (even if
not requested). Rarely find restrictions
on glossy material.

Provide alternate solutions/concepts/
approaches, and weave them in during
ongoing customer communications, if
beneficial.

Excerpted and updated from MJI brochure
titled “International Proposals.”
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relationship that lanelli had formed with people at United
Technologies, Pratt & Whitney. In this case, lanelli was referred
to Pratt & Whitney’s ISS division, then pursuing a Saudi project
for an Aircraft Maintenance Facility Master Plan. [Proposal
Management columnist Roger Dean, then working for Pratt &
Whitney, made the actual call to lanelli and claims some credit
for launching lanelli’s solo career.] Later, MJl was referred to a
Canadian division going after the Canadian Patrol Frigate pro-
gram. With MJI’s help, Pratt & Whitney made the down-select in
both cases.

Next, MJI went to work with Short Brothers in Northern
Ireland, a manufacturer of small airplanes that used Pratt &
Whitney engines. Short was planning to pursue a US Aircraft
Program, and engaged MJI to lead them from the pre-proposal
activities through final proposal. Short won, and later referred M
to British Aerospace. Subsequent referrals—together with its per-
formance—have kept MJI busy ever since.

Today, MJI’s average scope of work is five to ten concurrent
assignments, sustaining a staff of approximately 30 professionals—
staff and consultants combined. About the consultants, lanelli
brags that “Most of my team doesn’t work for anyone but M.
And it’s not that they are committed to exclusivity through con-
tract. Many have been with me for over 15 years, providing a kind
of consistency, a synergy, which improves our ability to perform
effectively and efficiently.”

Some within MJl’s management team have been with the
company 20 years. “The people on my management team are,
first of all, my wife,” says lanelli with obvious gratitude and
appreciation. Klive is MJlI’s executive vice president in charge of
all office operations. Tony Pacilio, MJI Vice President of
Business Development, and Al Roth, Vice
President of Field Operations, have also
been with lanelli from the start.
Complementing this team is Bob Sanzo,
Vice President of Marketing .

lanelli points out that MJI works in
four ways. “We support US companies in
developing US business. We help these
same companies secure international
opportunities. We support foreign compa-
nies bidding into the US market. And, per-
haps most interestingly, we support foreign
companies bidding on foreign business,
often times within their own government.
For example, we've recently supported
British Aerospace in pursuing business
with the UK MoD.”

Ml teams have worked in the US,
Canada, England, Scotland, France, Italy,
Spain, Sweden, Northern Ireland, Russia,
Germany and Australia. They have helped
pursue business in these and additional
countries including Switzerland, Norway,
Finland, the Ukraine, Saudi Arabia, Egypt,
Israel, Korea, Singapore, Malaysia, China,
and Japan.

The large number of US-based compa-
nies MJI has served include Boeing, EDS,
General Dynamics, General Electric,
Hughes, ITT, Litton, Lockheed Martin,
Lucent, McDonnell Douglas, Northrop

Aerospace and GEC Marconi), Bombardier, CASA, Daimler-
Benz, EADS, Fincantieri, Finmeccanica, Matra, Sextant
Avionique, Thomson-CSF (now Thales), and many others. More
than 90 percent of proposals that MJI has been engaged in have
achieved the customer negotiation stage.
The company’s consulting services encompass:

« New business planning and strategizing

« Opportunity and competition assessments (15-20 per year)
Win strategy development, white paper preparation
Proposal development, preparation and management (25-50
proposals per year)
Oral presentations support
Red team reviews and leadership (20-30 per year)
Technical and management systems support
« Training programs and seminars.

English Prevails

In any discussion of international proposals, the question of multi-
lingual capability is often raised. lanelli maintains that English
remains the business language of choice over 70 percent of the
time—especially when submitting to or from NATO countries.
When translation is required, it is important to build in
extra time. In one MIJI proposal submitted in France, the pro-
posal was written in English, translated into French, then back
into English to verify the accuracy of the original translation. In
proposals with multinational partners, multiple concurrent
translations may be required. On an MJI assignment in Russia,
for example, it was necessary to translate the Spanish-language

Grumman, Orbital Sciences, Raytheon,  some within lanelli's management team have been with MJI 20 years. These include Tony
TASC, TRW, and United Technologies. Its  pacilio (far left), VP of Business Development, and Klive lanelli (far right), Executive VP of
international clients have included Operations. Also shown standing are (L to R) Steve Spurgeon, marketing specialist, and Jim
Aerospatiale, BAE Systems (British  Early, management consultant.
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meetl. .. .........ataglance

Title: President and CEO, MJI Associates, Inc.

Age: 64; shares birthday (January 25) with poet
Robert Burns, Philippine President Corazon Aquino,
and authors W. Somerset Maugham and Virginia
Woolf.

Education: Brooklyn College and NYU.

Family: wife, Klive (MJI Executive Vice
President); four children, and 12 grandchildren.

Hobbies: Golf, spectator sports, and reading.
Interests: Music, Broadway theater and politics.

Favorite Song/Quote: “...There never
seems to be enough time / To do the things you
want to do ...” from Time in a Bottle, Jim Croce

Last Book Read: Founding Brothers by
Joseph Ellis

APMP: One of the original 119 APMP charter
members. Member #38.

lanelli has been the propelling force behind MJI Associates since its
founding in 1981.

Methodology
Intertwined With
Strateqgy

RFP into Russian, English, and French several times.

lanelli is modest about his own command of languages
revealing he speaks some French and Italian. His native lan-
guage, he notes with a grin, is Brooklyn English punctuated
with “Italian hands.”

As with most successful companies in the proposal services busi-
ness, Ml puts a priority on serving the customer’s needs and inter-
ests. “My people are told, ‘the first thing you think about is what’s
the best thing for the customer,” said lanelli, “and ‘what’s the best
thing for the individual that you’re dealing with?” And that’s the
way that | want to operate.”

My God, Mike, you talk more than
anybody I ever met. But ... you also
listen. —vper friend, Rob Ransone

Conversation with lanelli is effortless, never seeming to falter
or wane. In this regard, he likes to relate the view of friend and

former colleague Rob Ransone, who said: “My God, Mike, you
talk more than anybody | ever met. But you know what, through
some magical way, you also listen because you come back with
the right answer.”

lanelli uses an engineering precept to explain what Rob
Ransone observed: “If you’re into radar at all,” he said, “you know
that in radar they have a T-R tube on the front end of the radar
which transmits-receives, transmits-receives. It’s not a constant
burst,” he explained. “It bursts, and then it shuts down.”
Obviously, lanelli shuts down long enough to discern the key
aspects of a “received transmission.”

Ironically, the leader behind MJI’s
automation initiatives is known to
avoid the first-hand use of computers
himself.

Ml associates follow a traditional and structured proposal
development methodology they call TheSys (pronounced like the
word “thesis”). It is arguably one of the first proposal processes

more...
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ever to be automated—after early adaptation to
a Compaq Il computer in 1984. Today’s version
includes an automated requirements matrix,
outline generator, and ‘other competitive issues
matrix’ or OCIM, an MJI innovation for tracking
and correlating competitive intelligence gath-
ered through any other means. Ironically, the
leader behind MII's automation initiatives is
known to avoid the first-hand use of computers
himself.

“The other service providers have similar
things,” lanelli notes, referring to the industry’s
automation tools, “and they all work.” But “it’s
not the process or automation that makes the
difference, it is the people.”

Following MJl’s methodology, a core team
pulls and assimilates the requirements into a
knowledge base, from which a baseline approach
is initially conceived. That baseline is scrutinized in
roundtable reviews with a focus on risk—not
unlike (using government parlance) a preliminary
design review. From this review evolves strategy
and messages. A management message example
might be to structure your organization to mirror

that of your customer. Each of your messages is lanelli and two associates perform a storyboard presentation review. Shown (L to R) are

like a theme.

“The focus is on strategy,” lanelli said.
“Where you are, early-on, is developing a com-
petitive assessment. And out of that competitive assessment,
developing a white paper which defines your direction, the com-
petitive situation and your strategy. So everybody brought on the
proposal with their discipline is given the white paper that says
here’s the top-level thinking, the strategy, and the competitive sit-
uation. Now go back and make your discipline function within
this criteria.”

Jim Early.

Optimism and Goals

Though lanelli makes passing reference to grooming a successor
for his position, his actions and vigor belie a strong work ethic and
resistance to the notion that he would ever retire.

When the US was struck with the recent terrorist tragedy,
lanelli was temporarily grounded in Italy where he had been trav-
eling. Asked if he thought the terrorist tragedy would hurt the
international proposal market, lanelli responded, “Not at all. |
think, in general, and in the short term, there may be some direct-
ed procurements which negate the need for proposal competi-
tion.” One contracting officer, for example, has talked about
extending a current contract for an additional year rather than
rebid—and risk a low-price replacement at this time.

It could be tougher for foreign
companies to win US contracts where
the need is perceived to protect certain
technology.

“There will probably be an acceleration of high tech procure-
ments related to national security,” he adds. “And what could come
out of this is greater international cooperation, not only in the
processes used, but in equipment, common requirements, and sys-
tematic aspects. Specifically by European nations and NATO allies; it

Mike lanelli, Tony Pacilio, his VP of Business Development, and management consultant

could go a long way toward more cooperative programming. At the
same time, it could be tougher for foreign companies to win US con-
tracts where the need is perceived to protect certain technology.”

Whatever the changes, MJI will be ready. Over time, little
by little, lanelli has been building up his overseas practice from
a base in England. By growing his resource of overseas profes-
sionals, he reduces the need to staff those jobs with Americans.
Why is this important? “I sense a little bit of Europe versus US
in their thinking,” he said. “It’s not ‘fortress Europe’ yet. Nor has
it ever been ‘fortress US.” But | sense the notion that European
countries would prefer to do work with their native people.” He
also notes “budgets are getting tighter” at a time when the cost
to fly a consultant from New York to London is equivalent to a
week’s billing. This positioning has helped MJI’s overseas busi-
ness to thrive, including involvement with the UK’s Smart
Procurement and new Private Finance Initiatives (PFI) programs
where previously purchased items—including defense hard-
ware—are not being purchased, but leased. “The government is
privatizing wherever it can.”

So where does MJI go from here? lanelli voices a lofty ambition.

“We want to be a benchmark company in our segment of the
consulting business,” he said. For him, being a benchmark compa-
ny has nothing to do with being big. Rather, it is about “imparting
the best in customer satisfaction, performance, process, value, flex-
ibility and residual benefit, even beyond the given assignment.” In
marking some steps already taken, he points to the absence of per-
sonnel problems, a remarkable record of repeat business and refer-
rals (even following unsuccessful efforts), and market share growth
in the absence of any formal advertising to date.

He loves business development, and it clearly shows.

R. Dennis Green is a management consultant, writer and proposal practitioner with 20
years experience. He is Managing Editor of Proposal Management and was founder and

first president of APMP’s National Capital Area chapter. Email: RDenGreen@aol.com
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