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Over Deliver 
 
Editor's Comments: Investment Bankers who over deliver succeed in the long-run. In an article by James 
Detar of   Investor's Business Daily entitled “He Aims to Deliver Beyond All Expectations,” the secret of 
Jack Welch's success was to over deliver. Detar writes: "It's this determination to always delivery more 
than what's asked that led Welch from modest beginnings in a New England Irish family to head of GE.  
Many consider Welch to be one of the best CEOs of all time."     
 
The Deliverable 
Many years ago, I was in the process of being hired to value a consulting firm in which the owner/CEO 
was taking out over a million dollars a year in compensation.  The firm specialized in medical device 
compliance and regulatory issues mainly for the major companies in this field. Being a consultant, the 
owner kept asking me: "What's the deliverable?" What he really was asking me was to describe how the 
valuation mandate was going to be presented, e.g., the format, the processes undertaken, the 
methodologies, etc. Quite frankly, I had not been confronted or challenged in such a manner before. On 
the other hand, I felt the potential client had a perfect right to know exactly what to expect for the 
$15,000 our firm was going to charge for the valuation. 
 
On another occasion about 15 years ago, the manager of the Boston office of one of the top Executive 
Search firms took me to his office. One thing led to another and my friend told me about a potential 
client that walked into his office and insisted to be shown exactly how this firm conducted their search 
process.  My friend opened his three-ring binder (this was before computers dominated the work area) 
and physically showed the potential client how he personally recorded all the reference calls in an 
organized procedure. 
 
The point of the above two examples is that frequently neither the investment banker nor the potential 
client either explain or ask for examples of the deliverables throughout the process of the assignment on 
the buy-side or the sell-side. 
 
How to Deliver 
As an I-Banker with multiple transactions underway, it is imperative to stay focused at all times. There 
are six different phases to sell-side assignments. In order to over deliver for your client, herewith are 
some important considerations: 
 
Offering Memorandum: Most of the I-Bankers have mastered the basics in writing this document but 
the memorandum might present poorly, i.e., lack of open space, too wordy, too boring, too repetitive 
and not succinct. Frequently, the Executive Summary fails to have a snapshot of the financials, reason 
for the sale, briefly addressing both the problems and opportunities. To successfully present the 
Executive Summary, it should be completed in no more than three pages and well spaced. 
 



Furthermore, many I-Bankers in the Offering Memorandum do not fully justify the "add-backs" nor do 
they devote sufficient explanation on the following: 
 
1) The Company's Competitive Advantages 
2) Addressing the Company's Challenges 
3) The Company's Value Drivers 
4) How to Grow the Company. 
 
Identifying the Buyers: Some I-Bankers have valid reasons for only approaching a select few of carefully 
thought-out acquirers. Furthermore, in numerous occasions, sellers do not want their competitors 
contacted. For the most part, however, in order for the I-Banker to maximize their search for potential 
buyers it is necessary to contact strategic, financial and overseas companies. The universe of buyers, 
depending on the situation, could be in the thousands and contact should be accomplished by e-mail, 
letter and telephone and directed to the CEO, Director of Corporate Development, CFO, or one of the 
Directors. 
 
A major part of the success for an I-Banker's ability to sell the company to the "best" buyer is 
accomplished at this stage. Many clients hope that the I-Banker will over deliver... particularly at this 
stage. 
 
Qualifying and Selecting the Finalist: Many I-Bankers will select about five semi-finalists to be invited to 
the Management Meeting and then boil the finalist down to just two or thee buyers. The top price 
expressed in a letter of interest is just the opening consideration.  Other factors would include: 
 

 Certainty and speed to close 

 Onerous conditions, i.e., reps and warranties 

 Structure, i.e., cash vs. stock, asset deal 

 Other, i.e., management stay, culture, etc. 
 
Management Meetings: To the extent that the I-Bankers can professionally orchestrate these half-day 
meetings for each of the finalists, it is the best opportunity to raise the bidding for the buyers in their 
letter of intent. A skillful I-Banker will set the stage for the final negotiation by requesting the LOI from 
each of the finalist. Instead of just requesting one LOI, the I-Banker over delivers by presenting the seller 
with more than one LOI, but rather two LOIs from two different buyers. 
 
Negotiating: Many deals become derailed at this later stage, because the I-Bankers might allow the 
respective transaction attorneys to become carried away with their legalese differences. The skill of a 
superior I-Banker will keep the deal on track and the buyer and seller positive throughout. 
 
The Close: Just to ensure that the I-Banker over delivers, the firm should invite the key players of their 
client and its M&A team to a celebration party, after the I-Banker receives its commission check, of 
course. 
 
Conclusion 
The success of the transaction is a team effort. Much depends on the client's ability to work with the I-
Banker by cooperating to such an extent that the M&A expert over delivers. 
 


