Proactively Addressing Risk
One of the benefits of using a project checklist is that it invites discussion of future meetings.  Unfortunately, you are not always invited to participate in those meetings.  Funding approval, IT resource estimates, security approval, and legal approval all take place in meetings you will not attend.  So how do you influence the outcome of these meetings? The best approach is to prepare your business sponsor for the potential pushback.  

Funding Approval Meeting
Getting approval on project funding is one of the most critical steps in any sales cycle. In fact, if a decision is made not to fund a project, it can be nearly impossible to reverse that decision.  
· It is critical to be proactive and encourage your business sponsor to meet with committee members in a one-on-one setting before any decision is made. 
· This one-on-one setting allows time to review the benefits, address questions, and ensure you have their support. 

Implementation Estimates
The key to success is proactively positioning the average IT resources required to implement your service before they develop an estimate. 
· It is critical to have an experienced implementation leader walk through the process, address questions, and establish credibility with your business sponsor and IT.
· Consider the alternative.  Imagine the problems you face if IT comes back with an estimate 10 times the average implementation hours before discussing it with the business sponsor.  Now you are going to look defensive.  What's worse, IT will dig in and defend its estimate.  



Security Certification
A security certification will rarely kill a deal, but it can significantly delay contract signature and cause major issues with negotiated incentives.
· In many cases, business sponsors don't engage the security team until late in the sales process, which can put significant pressure on the security team to expedite the review. 
· Unfortunately, business sponsors will rarely sign an agreement without having their security teams' approval.  
· I recommend a security overview session in which your security team walks through the security architecture and provides documentation for the industry-standard certification.  
· Like the implementation overview, this session should last only 30 minutes, allow time for questions, and be designed to establish credibility.
· Consider the alternative of not hosting a security session and sending documentation to your business sponsor.  In this case, you don't know whether it's under review, whether they are aware of a deadline, or have a direct path to the security person holding the approval.

Legal Review
How you lay the foundation for a legal negotiation will dictate the legal effort, timeline, and your ability to get signed agreements by the negotiated deadline.  
· As in many circumstances, I prefer to lay the foundation for our negotiation by encouraging a discussion of the legal overview.  
· This overview helps the prospect's attorney understand the agreement's structure, areas of flexibility, and sections that cannot be changed.  
· This discussion should take place shortly after the standard agreements are sent and before the attorney begins redlining them.  
· In summary, a legal negotiation can be straightforward or go off the rails.  A lot depends on the prospect's attorney. Still, if you educate your prospect before a legal negotiation and schedule time to lay the groundwork with their attorney, it will reduce the risk of delay and ensure your agreements are signed on time.

