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My Path

The Life of a Salesman

100 cold calls a day in a cutthroat market

Price obsessed; wrong lesson

Lasting clients were built on strong personal relationships

Trust and relationships outlast price. Every time.

DoD Cost Analysis

« A very different numbers game

* Insight carried over: build relationships and trust
* Every cost analyst is already in sales

% “Look around, look around, at how lucky we are to be alive right now." %
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Everyone 1s 1n Sales

The Stigma The Reality
 Telemarketers & cold calls * Problem solving through evidence
» Used car salesmen in loud suit * Help people see value for

themselves

 Pushy, greedy, relentless i .
ST e B e * Building trust and educating

The Analyst Role: Trusted Advisor
Closing decisions, not deals

Building trust through education

% “Dying is easy, young man. Living is harder.” %



Presented at the ICEAA 2026 Professional Development & Training Workshop - www.iceaaonline.com/nfk2026

Sales for Cost Analysts

We don't close deals. We close decisions.

Products - Profit
Credibility = Confidence

GAO Cost Estimating Guide — Step 11: Presenting the Estimate = Our Closing Moment

The mechanics of trust determine whether the data lands

% “If you stand for nothing, what’ll you fall for?” %
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'The Analyst’s Role

» Translate Complexity
* Turn dense assumptions, CERs, and risk models into something decision makers can use

» Frame tradeoffs and uncertainty
« Not just what it costs — but what we get, give up, and what risk we're accepting

« Enable confident decisions
 Shift the question from “Do we trust this?” to “Which option are we choosing?”

Go Beyond the Numbers
Be the Trusted Advisor in The Room Where It Happens

* “I need a right hand man.” %
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Where Estimates Win or Lose

The Framing Missed Trust Wasn't There Yet Late-Breaking Information
The message didn't connect to The relationship or track record Surprises in the final brief feel
what the audience cared about hadn't been established bigger which leads to erosion of
confidence

Alignment begins long before the brief

The meeting is not the starting line

* “I wrote my way out” %
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'The Room Where It Happens

Executive / DAE Mission impact - long-term risk - what does this enable or constrain?
Program Manager Schedule, readiness, and trades between cost and capability

Engineer / IPT Assumptions, methodology, data traceability — can | trust how you built this?
Financial Manager Budget defensibility, cost realism, audit trail — will this survive oversight?

Preparation beats performance

Winning starts before you enter the room

* “Why do you assume you’re the smartest in the room?” %
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What the Room Values

LEADERSHIP

- Lead with mission impact
- What does this cost enable?
- What risk are we accepting?

- One clear recommendation

IPT

- Show the assumptions
- Walk through methodology
- CERs, sensitivity, data sources

- Can you trust how | built this?

One solid estimate
Explained three different ways

% “Hamilton wrote the other fifty-one.” %

FINANCE

- Budget defensibility
- Cost realism vs. funded position
- Audit trail and documentation

- Will this survive oversight?
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T'he Human Element

» Transparency # understanding

« If we show our work and explain assumptions, we assume the audience interprets
the data the same way

 Trust is fragile under uncertainty
« Small gaps in understanding get filled with assumptions
 Silence gets mistaken for agreement

* The human side matters
« Late surprises (even reasonable ones) feel bigger; emotional impact s real

When Technical Accuracy Isn’'t Always Enough
Even the best estimates can still get rejected

% “There’s a million things I haven’t done.” *
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How Analysts LLose the Room

The Pitfalls What Breaks Down
- Over-explaining instead of clarifying - Surprise late in the process
Burying uncertainty - Misaligned expectations
- Assumed shared understanding - Loss of decision confidence

Loss of confidence...
Leads to erosion of trust and credibility

% “No one else was in the room where it happened.” %

The Cost

Re-work and re-briefs

- Second-guessing the analysis

Decisions delayed or reversed
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Principle 1: Build "T'rust

The Instinct The Reality
By the time you're briefing, trust is already formed
 Transparency after the fact feels like damage control

 The analyst who surfaces concerns early is trusted; the
analyst who buries them is not

 Build the best estimate possible
« Show your work thoroughly in the brief
» Answer questions honestly when they come up

Complexity doesn’t build trust
Clarity gets the job done

* “Talk less. Smile more. Don’t let them know what you’re against or what you're for.” *
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Principle 2: Know The Room

The Instinct The Reality
* Prepare the content thoroughly « Most analysts prepare the estimate; fewer prepare the
audience
: « The same data lands differently depending on who's in
« Answer questions as they come up A s

« Walking in without knowing their priorities is

 Trust that good analysis speaks for itself avoidable and costly

Prepare the content
Secure support beforehand

* “How do you write like you're running out of time?” %

2
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Principle 3: Framing Uncertainty

The Instinct The Reality

- Soften uncertainty to protect confidence ¢ Leaders don't fear risk, they fear surprises
« Save the hard numbers for backup slides  * Uncertainty framed early builds confidence

« We tell ourselves: They'll ask if they want  * Uncertainty discovered late destroys it
to know something

Showing the range isn’t weakness
It's the whole point

% “I am not throwing away my shot!” %
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Principle 4: Handling Pushback

The Instinct The Reality
 Defend the estimate when challenged * Pushback means people are engaging
« Add more detail to address skepticism « More detail under pressure increases doubt; it

! . 5 doesn't resolve it
 Take hard questions as a signal something is

wrong « Hard questions mean your analysis matters

enough to challenge

The goal isn't a meeting with no hard questions
It's being ready for them

% “I am not standing still, I am lying in wait.” %
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Risk Management

Where is the uncertainty? What
are we accepting? Cost
surfaces what confidence is
actually worth.

What Leaders Need

Mission Enablement

What does this cost actually
buy us? Every dollar estimated
represents capability delivered,

sustained, or traded away.

Which option best supports the mission?

Decision Insurance

Can leadership act with
confidence, even if the number
changes? A well-framed
estimate makes the answer yes.

The question every Cost Analyst should answer

* “Are these the men with which I am left to defend America?” %
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What Winning Looks Like

The Signal What It Means
Your estimate becomes the baseline It was trusted enough to inform budgets and fund
programs
Questions shift from “is this right?" to “which The analysis is shaping the decision, not defending
option?” itself
Decisions hold after the meeting The work is defendable and stands up to scrutiny

Winning will likely be quiet

No white flag to signal your victory

* “Immigrants. We get the job done.” *
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Takeaways

You are already in sales. Every interaction, assumption, estimate, and briefing is an act of influence

Trust is the product. Transparency, clarity, and relationship are what move the needle on decisions

Know the room before you walk in. Build relationships. Secure buy-in. Understand motives. Be the trusted advisor.
Preparation beats performance. Socialize early. Anticipate objections. Frame uncertainty up front. The brief is the final battle

Your estimates outlast the briefing. Decisions get made based on your work. Capabilities get funded or cut. Secure your legacy.

Cost Analysts don't just crunch numbers

Products shape gets built, what gets funded, and what
gets remembered

* “What is a legacy? It is planting seeds in a garden you never get to see.” %
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Always Be Closing

Influence, not just analysis
Trust that the model can't build

Every brief, every opportunity

Don’t throw away your shot!

* “History has its eyes on you.” X
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