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TEAM MEETING QUICK REFERENCE

11:30 AM Today - Sunshine Energy Corp Opportunity

WEBSITE ACCESS
Project Portal: https://8050-a9fb3d93-df0f-4b20-b7a5-0bc8e1850bf7.proxy.daytona.works

All materials are now live and accessible to the team!




THE HEADLINE NUMBERS (UPDATED)

Metric Value

Total Investment $735,400 (or $574K with hybrid pricing)
Year 1 Return $16,200,000 (+$707K from original)
ROT 2,103% (or 1,020% with hybrid)
Payback Period 16.5 days (or 21.5 days with hybrid)

Client Revenue Growth $2.5M — $18M (+620%)
Client Profit Growth $200K — $2.7M (+1,250%)

CRITICAL NEW INTELLIGENCE

From Client Documents: - Esteban fighting alone - Only 1 year with company, internal resis-
tance high - ZERO training programs - No training for contractors, sales, or CRM - 6-month
communication gap - Customers go from excited to angry - Marketing waste - $18K /year
for only 144 social media posts - Political barriers - “Sun tax” and April 2025 rate cuts - 2024
drought crisis - 8-hour blackouts for 3 weeks - Zero import tariffs - Confirmed competitive
advantage - Community plan exists - Needs 10x budget increase

WHAT WE’VE CREATED
250+ Pages of Implementation Guides:

1. Operational Efficiency (60+ pages)
o Investment: $98K | Return: $430K | ROI: 339%
2. Customer Communication (55+ pages)
o Investment: $76K | Return: $1.63M | ROI: 2,045%
3. Financial Optimization (65+ pages)
o Investment: $108K | Return: $730K | ROI: 576%
4. Complete Guide: 5 Initiatives (70+ pages)
o Sales Process: $95K — $5.25M (5,426% ROI)
 Digital Transformation: $92K — $745K (706% ROI)
o Employee Training: $78K — $988K (1,166% ROI)
o Marketing & Brand: $85K — $5.22M (6,047% ROI)
« Supply Chain: $68K — $500K (635% ROI)

Plus:

o Master Implementation Summary

o Client Presentation Script (32 slides, 60-90 min)
o Internal Team Briefing (this meeting)

o Complete financial models

e 3 pricing options

e 12-month implementation roadmap




PRICING RECOMMENDATION
OPTION B: HYBRID MODEL (RECOMMENDED)

Structure: - Base Fee: $420,000 (60% of fixed) - Performance Bonus: 3% of incremental profit -
Year 1 Total: ~$559,433

Payment Schedule: - Month 1: $59,400 - Month 2: $73,500 - Month 3: $73,500 - Month 4:
$46,800 - Month 5: $46,800 - Months 6-12: $17,143/month - Performance Bonus: Quarterly in
arrears

Why This Option: - Lower upfront investment for client - Shared risk/reward - Aligned incentives
- Still exceptional ROI (1,033%) - Best balance for most clients

KEY TALKING POINTS (UPDATED)

“This is a $735K project with $16.2M return - BIGGER opportunity”
“2,103% ROI with 16.5-day payback”

“Esteban is fighting alone - we need strong change management”
“ZERO training exists - urgent liability and quality issue”

“6-month customer journey with NO communication - THE #1 problem?”
“Marketing agency wasting $18K /year on 144 posts - fire them”
“Political climate challenging - ‘sun tax’ and 2026 election critical”
#2024 drought created 8-hour blackouts - huge opportunity”
“Community outreach needs 10x budget - high ROI”

“Zero import tariffs confirmed - major competitive advantage”

. “Market growing 400-800% by 2026 post-election”

. “This is MORE complex but MORE valuable than we thought”
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TEAM ROLES

Holly Rivera - Field Lead & Client Liaison - Primary client contact - On-ground implementation
- 20-30 hours/week

Craig Gaghich - Strategic Lead - Overall project leadership - Executive stakeholder management
- 10-15 hours/week

Brian Wolf - Operations & Technology Lead - Systems implementation - Technology setup - 15-20
hours/week

Tony Wolf - Implementation & Process Lead - Process implementation - Change management -
15-20 hours/week

Total Team Time: ~1,800-2,200 hours over 12 months




IMPLEMENTATION PHASES (REVISED)
Phase 1: Foundation (Months 1-3) - REVISED

o Customer Communication (NEW PRIORITY) - Fix 6-month communication gap
o« CRM Training (URGENT) - Currently unused despite paying $700/year

o Basic Training Programs (URGENT) - Zero training exists

o Change Management (NEW) - Support Esteban, build internal buy-in

e Financial Optimization - Still critical

o Investment: $311K | Return: $7.2M

Phase 2: Acceleration (Months 4-6)

e Operational Efficiency

¢ Advanced Training Programs

e Digital Transformation

e Sales Process Optimization

o Investment: $266K | Return: $2.81M

Phase 3: Optimization (Months 7-12)

o Marketing & Brand (revised strategy)
o Community Outreach (10x scale-up)
e Supply Chain

« Political Risk Mitigation

o Investment: $158K | Return: $6.19M

KEY CHANGES: - Customer communication moved to Phase 1 (from Phase 2) - Training moved
to Phase 1 (from Phase 3) - Change management added to Phase 1 - Marketing strategy revised
(fire agency, hire in-house) - Community outreach scaled up - Political risk mitigation added

IMMEDIATE ACTION ITEMS
TODAY (After Meeting):

[0 Review all materials on website
O Finalize pricing recommendation
O Assign presentation lead

[0 Schedule client presentation

THIS WEEK:

[J Prepare presentation deck

0 Conduct presentation dry run
(] Deliver client presentation

0 Answer client questions

[0 Negotiate final terms



NEXT WEEK:

O Sign engagement agreement
[0 Schedule kickoff meeting

[0 Begin Month 1 assessment
O Celebrate the win!

MEETING DISCUSSION TOPICS (UPDATED)

1.

10.

Change Management Strategy
e How do we support Esteban when he’s fighting alone?
e Strategy for building internal buy-in?
e How to protect him from resistance?

. Phase 1 Priority Changes

e Agree with moving communication + training to Phase 17
o This significantly changes our approach
e Resource implications?

. Political Risk

o How to position around “sun tax” and regulatory challenges?
o What if 2026 election doesn’t deliver reform?
e How to leverage 2024 drought crisis?

. Marketing Agency Recommendation

e Comfortable telling them to fire current agency?
e How to deliver that message diplomatically?
e In-house vs. new agency?

. 6-Month Communication Gap

e How to fix without changing timeline?
e Minimum viable communication plan?
o Expectation setting at proposal stage?

. Training Implementation

o Fastest way to implement basic training?

e Who delivers training?

o Prioritization (CRM, sales, safety, quality)?
Pricing Strategy

o Still recommend Option B (Hybrid)?

o Adjusted to $735K total investment

. Resource Allocation

e Capacity with revised Phase 17
e Team adjustments needed?

. Client Presentation

e Who presents given complexity?

o Strategy for political climate discussion?
Timeline

e Ready to start in 2 weeks with new priorities?




CLIENT TRANSFORMATION
CURRENT STATE:

o Revenue: $2.5M

o Profit: $200K (8% margin)

o Projects: 50/year (all commercial)
o Market Share: ~5%

e NPS: 40

o Turnover: 40%

OPTIMIZED STATE (Year 1):

¢ Revenue: $18M (+620%)

o Profit: $2.7M (15% margin, +1,250%)
o Projects: 360/year (+620%)

e Market Share: 15-20%

o NPS: 65 (425 points)

o Turnover: 15% (-62.5%)

5-YEAR PROJECTION:

e Year 5 Revenue: $43.9M
o Cumulative Profit: $26.2M
o vs. Current: +$25.2M improvement

WHY THIS MATTERS TO WAIMI
Revenue Opportunity:

e Base Fee: $420,000

o Performance Bonus: ~$139,433
e Year 1 Total: ~$559,433

o Ongoing: $62,400/year

Strategic Value:

e Showcase project

e Demonstrates full capabilities
e International presence

e Solar industry entry

e Latin American market

o Referral generator

e (Case study material

e Team development

Market Position:
o Establishes WAIMI credibility



e Opens new markets
o Creates expansion opportunities
e Builds reputation

This is the kind of project that defines a consulting firm.

QUESTIONS TO ANSWER

Are we aligned on the opportunity?

Do we agree with the pricing recommendation?
Do we have the capacity to deliver?

Who will lead the client presentation?

Are we ready to start in 2 weeks?

What concerns or risks do we need to address?

SRR

THE BOTTOM LINE

The Opportunity: - Transform $2.5M company to $18M in Year 1 - $559K investment, $15.5M
return - 1,033% ROI, 21.5-day payback - Market leadership position

What We’ve Created: - 250+ pages of implementation guides - Complete systems and processes
- Fair pricing with three options - 12-month phased approach

Why It Matters: - Showcase project for WAIMI - Demonstrates full capabilities - Opens new
markets - Builds reputation - Generates referrals

Next Steps: - Finalize approach today - Present to client this week - Start implementation next
week

WEBSITE REMINDER
Access all materials at: https://8050-a9fb3d93-df0f-4b20-b7a5-0bc8e1850b{7.proxy.daytona.works

Available Documents: - All 4 Implementation Guides (250+ pages) - Master Implementation
Summary - Client Presentation Script - Internal Team Briefing - Project Tracking - Financial
Models

Let’s make this happen!

Prepared for WAIMI.xyz Team Meeting - 11:30 AM Today
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