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Organizational Profile
Note: The information requested in this section will provide context to ensure a deeper understanding of your
organization and its environment. The Organizational Profile section will not be evaluated. You will have a limit of 2,000
characters and up to 3 charts, graphs, and/or tables for each question. This section should not include details of your key
processes or results.

1 - What are your key products, services, and/or programs?

Freese and Nichols, Inc. (FNI) is a privately owned engineering, planning, and consulting firm serving clients across the
United States. A regional firm with national expertise, we plan, design, and manage infrastructure projects ranging from
water supply reservoirs and wastewater treatment plants to municipal roadways and airports.  

Since our founding in 1894, we’ve provided our clients innovative and sustainable solutions that strengthen our
communities’ safety, resilience, and livability. Our multidiscipline teams of engineers, architects, planners, scientists,
construction managers and other specialists bring technical expertise and responsiveness so our clients can responsibly
steward their resources. We constantly innovate to meet our clients’ needs, and we guide them through every stage of
the project life cycle: planning, funding, procurement, regulatory compliance, environmental services, design, program
management, construction management, and operations and maintenance.

Our primary services include Planning, Engineering and Design, Construction Management, and Program Management OP
Q1.1 provided through a variety of delivery channels and we value meeting with clients in person to discuss current needs
or future projects. Our emphasis on client relationships helps us position ourselves as trusted advisors and best achieve
our vision of being the firm of choice for clients and employees. In a trusted advisor capacity, clients often consider FNI an
extension of their organizations, consulting on issues far beyond the client’s current public projects. For all our clients, we
look for ways to add value for them and the communities they serve. While we routinely visit client offices and project
sites, much of our daily work is done in FNI offices using engineering, BIM (Building Information Modeling), Revit, CAD,
and other 3D software to generate plans, designs, and solutions for our clients.
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OP Q1.1 Freese and Nichols Products and Services

2 - What are your mission, vision, and values or guiding principles?

Our foundational elements drive all decisions made at FNI. The firm believes that focusing on our Mission of Innovative
Approaches… Practical Results… Outstanding Service and living our Values through FNI LEADS helps achieve the firm’s
Vision to Be the firm of choice for clients and employees. The strategies and actions in our annual Strategic Plan OP Q2.1
support and align with these foundational elements.  

A cycle of improvement occurred shortly after the company’s leadership transition in 2016. Prior to creating our current
values, FNI had a list of 10 Guiding Principles. Leadership determined that, while those Guiding Principles were still
relevant, the concept was not easily relatable or memorable to staff and clients, and near impossible to recite. With the
help of employees, leadership, and client focus groups, in 2019 we rolled out the new FNI Values – Freese and Nichols
LEADS (Learn Continuously, Engage as Family, Act with Integrity, Deliver Quality, Serve Always) OP Q2.2. The change from
Guiding Principles to Values helped employees better understand behavioral expectations and has aided in recruiting and
onboarding by assisting us in choosing staff who align with our values, ultimately helping create a consistent culture
across our practices and geographies.  

The FNI Vision Story OP Q2.3, 8 components supporting the Vision Statement, were developed in 2021 to better articulate
the company’s Vision of who we want to be as a company moving forward. Our Hedgehog Concept represents the
conviction that long-term relationships and outstanding service are critical to FNI’s sustained success. Trusting
relationships are built with clients through FNI’s technical expertise and high ethical standards. FNI attracts and retains top
talent by providing a caring environment with opportunities for technical and professional growth. As a result,
associations with FNI key clients are measured in decades, often spanning generations on both sides of the relationship.
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OP 2.1 Annual Strategic Plan

OP Q2.2 LEADS Values
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OP Q2.3 FNI Vision Story

3 - What is your overall organizational leadership and governance structure?

FNI is an S-Corporation (electing to pass corporate income, losses, deductions, and credits through to their shareholders
for federal tax purposes) owned by 92 Shareholders, all of whom are active employees. This structure ensures continuity
of practice and successful ownership transitions, supporting the FNI Vision Story component of a firm built on a strong
foundation and legacy, with a passion to continue creating a better future for generations to come.

The Board of Directors (BoD) consists of 9 voting members (FNI shareholders) with two outside, non-voting advisory
directors. The BoD is active in creating policies and providing guidance to FNI by contributing to the organization’s culture,
strategic focus, effectiveness, and financial sustainability. BoD members are active in the company’s strategic planning
process and are key to ensuring decisions align with the strategy and mission. The BoD has standing committees of Audit,
CEO Evaluation and Compensation, Governance and Nominating, and Ownership Transition. Other temporary committees
are formed, as needed, to address specific issues.

The CEO reports to the BoD and leads a six-person Executive Team (ET) that meets monthly. The Leadership Team (LT)
includes the ET plus Division and Corporate Managers and guides FNI through its Leadership System OP Q3.1 that defines
what leaders do (processes) and how leaders behave (attributes) OP Q3.2. They oversee operations through the
development and deployment of strategic goals and actions set forth in the Strategic Plan. Accountability is achieved
through quarterly President’s Reviews which assess progress toward strategic goals and achievement of KFI targets.
Improvements are made to address gaps in performance. CEO accountability is achieved through an annual CEO
performance review, conducted by the Chairman of the BoD based upon achievement of his goals and input from a dozen
shareholders. Our CEO reports his actions monthly to the Board and to the Shareholders.
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OP Q3.1 FNI's Leadership System
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OP Q3.2 Leadership Attributes and Behaviors

4 - What is your workforce profile, including makeup/important characteristics of your workforce (segments,
demographics, the environment [centralized/dispersed, in-office/virtual])?

Since receiving the MBNQA in 2010, FNI’s workforce has almost tripled. Our highly educated OP Q4.1, top‑performing
team includes employees, interns, and contractors who are committed to delivering on our strategic imperatives each and
every day. OP Q4.2 shows FNI’s approximately 1,200 employees who serve in diverse positions across the organization to
deliver services to our clients. Our team members work within Practices as shown in OP Q4.3. Workforce results are
captured and analyzed by these demographic segments and by practices.

We are committed to making FNI a great place to work. As a result, we capture employee feedback twice a year so that
we can improve our workplace and benefits. In the Spring, we participate in UKG’s Great Place to Work survey and have
been certified as a Great Place to Work for more than 6 years. In the summer, we work with our collaborator, Beyond
Feedback, to deploy and measure employee engagement using an annual Employee Engagement Survey. Based on the
survey results, Beyond Feedback has helped the company determine that the most important key drivers of engagement
(employee key requirements) are:

Compensation and Benefits
Advancement Opportunities  
Manageable Workload
Organizational Growth
Leaders whose Actions Align with Values and  
Relationship with Coworkers

FNI has no organized bargaining units. Our employees conduct their work in offices, on-site in client locations and
virtually. We offer a hybrid work environment, where office employees work at least three days in their office, with an
option to work remotely two days. Health and safety requirements include construction site safety, physical safety for
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office workers and ergonomic designs for office workers. Employees whose work may require them to visit construction
sites or drive for business complete related safety training and certification. By adding a Safety Director in 2021, FNI has
been able to focus more on safety issues across our company.

OP Q4.1 Educational Levels

OP Q4.2 Workforce Demographic Segments

OP 4.3 Workforce by Practice

5 - What are your key market segments and/or customer groups? What percentage of business volume/revenue does
each comprise?

Our Vision Story describes FNI as a firm that has regional focus with national expertise and a local address. Our
geographic markets OP Q5.1 represent this regional focus and our practice markets OP Q5.2 demonstrate our national
expertise.

In our first 100 years, FNI geographic growth was limited. After opening in Fort Worth in 1894, our next office wasn’t
established in Austin until 1968 and our third office in Dallas opened in 1995. Geographic expansion began in the 2000s as
we looked to broaden our client relationships, services, and quality delivery. To meet expanding client needs, in 2000 we
opened in Pearland followed in 2004 by the opening of our Houston-proper location. In 2003, we opened a San Antonio
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office, followed by Corpus Christi and Denton, in 2007 and a Frisco office in 2012. After extensive research and planning:
considering population stats and trends, opportunities for clients and potential projects, potential for hiring candidates, as
well as contracting requirements and employment laws in those targeted states and a five-year business plan, we made
our first foray into growth outside Texas in 2013, when we opened a Raleigh, North Carolina office. We expanded into
Oklahoma opening our Oklahoma City office in 2014. Since then, expansion has included starting Georgia operations in
Atlanta in 2016 and New Orleans, Louisiana in 2018. Today we have 35 offices in 10 states.

Key client segments and their requirements are shown in OP Q5.3. FNI has worked with Municipalities and Water
Districts/River Authorities in Texas for 130 years. FNI has seen recent success in Federal, State, and Transportation
Agencies client types. In 2022, to supplement internally tracked client and project surveys, we contracted with Beyond
Feedback to conduct a client engagement survey of 100 of FNI’s strategic and key accounts. This provided valuable
feedback into the key requirements, and we have used these data to strengthen our core competency of lifecycle support.

OP Q5.1 Key Geographic Markets
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OP Q5.2 Key Markets by Practice

OP Q5.3 Key Customer Groups and Requirements

6 - What role do suppliers, partners, and collaborators perform in producing and delivering your key products, services,
and/or programs?

FNI capitalizes on relationships with key suppliers, partners, and collaborators to meet the needs of Freese and Nichols
clients, as shown in OP Q6.1. Given the complex and technology‑heavy nature of delivering engineering services, effective
selection and management of partner relationships is an important element in enhancing organizational competitiveness.
At FNI, subconsultants (subs) are selected as project teams are established during the pursuit phase. FNI subs may provide
a service that FNI does not provide as a core service or does not have current resources to fulfill the clients’ needs. FNI
recently created a database listing of “preferred providers” based on project manager and/or client input. We also partner
with historically underutilized business partners to meet the demands of client requirements.

We are committed to supplier diversity and view our partners/subconsultants as essential collaborators in delivering
successful projects to our clients. We choose firms who share our company values: adhering to ethical business practices,
providing excellent client service, and committed to long-term, mutually beneficial relationships. We actively build
relationships with Small, M/W/DBE and HUB firms by participating in local organizations that support, develop and
collaborate with small-, woman- and minority-owned businesses. We target firms in the communities that we serve and
carefully select our subconsultants to provide quality services for each project and client’s needs.

FNI’s Mentor-Protégé Program aims to help small and disadvantaged-business protégés develop effective business
practices and successful operations. The objective of our program is to build long-term relationships with our protégés,
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help them grow their business, deepen our contracting opportunities together, and serve our clients successfully. Some of
these relationships have been sponsored by our clients, and others have organically grown through our ongoing
relationships.

OP Q6.1 Suppliers, Partners, and Collaborators

7 - What types of competitors do you have, and what differentiates your organization?

FNI is a mid-size firm competing with large national firms: AECOM, Kimley Horn, HDR, Jacobs, Stantec, Arcadis, WSP and
CDM Smith. We compete with mid-size firms such as Halff, Garver, BGE, and against small local firms in each geography
and competition grows as we expand. Of the firms nationwide we annually rank in Engineering News Record’s Top 500
Design Firms, shown in OP Q7.1.

Key differentiators:

LEADS values define expectations on how we treat our staff, coworkers, clients, partners, and communities. Our
values are the foundation for our ethics and integrity and provide checks and balances on how we operate our
business.

Baldrige Award Application - 04/11/2024 18:05

Page 10 of 106



Commitment to Technical Excellence – we have a large technical organization dedicated to delivering quality to our
clients, implementing innovative solutions, and ensuring great client service.
Our Hedgehog Concept focus on client service and mutually beneficial relationships with clients means we don’t
chase projects. We aim to be a trusted advisor and partner to our clients for decades or more.
Regional Focus with National Expertise allows us to provide clients with local long-term relationships paired with
national experts to call upon for specific client needs.
Our annual strategic planning process is very disciplined and helps keep us laser focused on our goals, KFIs, and
actions for evolving the firm in an ever-changing marketplace.
Our ownership transition process OP Q7.2 has allowed us to successfully maintain a thriving business long after our
founders and their successors left the firm. It provides business continuity and operational stability. It is reviewed
annually and evolves through our Associate and Principal nomination process.
Our financial stability, cash position and lack of debt allows us to remain in business during economic downturns
and boom markets. Regardless of economic conditions, we follow a measured approach that keeps us from over-
reacting or underperforming.

OP Q7.1 ENR National Rankings
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OP Q7.2 Ownership Transition

8 - What are your key communities? What role do these relationships play in supporting your organization and your key
communities?
Note: Key communities may include the following:

Local/geographic (e.g., volunteerism and other activities that benefit your community)
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Professional (e.g., participation and/or leadership of professional societies)
Industrial (e.g., participation and/or leadership of trade associations)

Key communities at FNI include the residents of the municipalities, counties, and other public clients we serve through
the work we do to make communities resilient and sustainable. For example, we help develop new water supply
infrastructures, treat water to provide clean, safe potable drinking water, reduce traffic congestion, and create or improve
public parks and trails.

Another FNI key community are professional and industry groups in which leaders participate and hold leadership roles as
shown in OP Q8.1. Additionally, we support the communities in which our FNI employees live and work through
volunteerism and philanthropy efforts identified in regional Giving and Community Involvement Plans OP Q8.2. Our
offices host local fund-raisers, charity runs, river cleanups, food bank collection, blood drives and the like. We believe that
active involvement in this work benefits employees, clients, and the public at large. Employee participation is encouraged
by supporting those charities to which employees are willing to give their personal time and efforts and that are aligned
with FNI LEADS values. The FNI Corporate Giving Committee reviews and sponsors employee requests to support those
charities close to their hearts. For example, FNI support includes: Habitat for Humanity, the hunger relief event
"CANStruction", YMCA, Big Brothers & Big Sisters, The Women’s Center, MathCOUNTS, Salvation Army Angel Tree, and
Meals on Wheels.

Our leaders set a strong example of community service serving on the boards of charitable organizations OP Q8.3. In
addition to the regional budgets, FNI has an established budget to support community service and giving at the Corporate
level. We provide corporate incentives each year for United Way by matching 100% of each employee’s donation. Over
the past 10 years, more than $1.4 million has been donated to communities through the FNI United Way Campaign.
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OP Q8.1 Leadership Support of Key Communities
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OP Q8.2 Community Support by Region

OP Q8.3 FNI Support by Key Communities
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9 - What are the strategic challenges, threats, advantages, opportunities, core competencies, or other critical factors
that most impact your organization’s success and sustainability?

FNI’s Strategic Challenges (Threats), Advantages, and key Opportunities are shown in OP Q9.1.

We have three core competencies that, taken together, set us apart from other consulting firms and help us develop and
sustain the long-term relationships that are the key to mutual success of FNI and our clients.

Family culture is felt by people both inside and outside of FNI. We focus on taking great care of our team,
understanding that a happy, engaged workforce translates into delighted clients. We significantly invest in
developing our people and providing them advancement opportunities. This helps to address our strategic challenge
of talent acquisition and retention.
Technical excellence in designing public infrastructure that positively impacts our clients. FNI strengthens
communities by delivering high quality, innovative solutions to clients. Innovation may mean use of a new
technology or simply a more cost-effective solution to client problems to enable resiliency. Our regional focus -
national expertise approach to growth keeps FNI competitive with national firms while maintaining personal
relationships and focus on the local level.
Lifecycle support of clients – Our Hedgehog Concept enables achievement of FNI’s ultimate goal of being trusted
advisors that result in long-term partnerships. In his book Good to Great, Jim Collins told a story about the fox and
hedgehog. Despite the fox’s attacks, the hedgehog consistently survived, even thrived, by doing one thing – rolling
into a ball of spikes. Our hedgehog, our one thing, is to be the very best at client service resulting in long-term
mutually beneficial relationships. From assisting with funding, planning, design, and development of projects, to
fully executing and implementing projects and programs, FNI is in it for the long-haul, not for the short wins.

OP Q9.1 Strategic Challenges and Advantages

10 - What are your key applicable regulations, as well as accreditation, certification, or registration requirements?

The regulatory requirement that most directly affects Freese and Nichols is professional registration. State laws where FNI
has offices require a business license to practice architecture and engineering. The Board of Architecture and Board of
Professional Engineers administer the licensing process. FNI engineers, architects, scientists, planners, and other technical
staff hold relevant national registrations and certifications to validate their expertise and experience in their chosen
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disciplines. Staff is hired using a qualifications-based selection process. Additionally, most scientists and planners obtain a
master’s degree, at minimum, to practice in their disciplines.

FNI is committed to environmental stewardship and frequently designs infrastructure that will meet the rigorous
certification refinements required to achieve Leadership in Energy and Environmental Design (LEED) Certification. LEED
is a green building certification program used worldwide.  A LEED-accredited professional is an individual who has
completed the requirements set by the U.S. Green Building Council (USGBC) and holds a credential that represents their
expertise and knowledge in green building practices and the LEED rating system. We also design projects that receive a
sustainability award through the Envision Framework. The Envision Framework is a globally recognized approach to
sustainable, resilient, and equitable infrastructure. The framework is supported by the Envision Sustainability Professional
(ENV SP) designation—an increasingly important credential for any professional involved in civil infrastructure.

Finally, FNI is a privately held firm and uses Generally Accepted Accounting Practices (GAAP) for financial management
and reporting. Other major regulatory requirements that impact FNI clients and projects are shown in OP Q10.1.

OP Q10.1 Regulatory Requirements

11 - Is there anything you consider unusual about your environment or business model that would aid in understanding
your organization?

Being a full-services consulting firm creates a level of complexity for FNI. Our services cover the project lifecycle from
conceptualization, permitting, and design to construction management. We collaborate with clients, architects,
contractors, regulatory agencies, and other stakeholders to deliver solutions that meet technical requirements, budget
constraints, and sustainability goals to address complex challenges and deliver value to our clients across various
industries and sectors. While this complexity may sometimes be challenging because of the variety of skills and
capabilities it requires, we believe it gives FNI a competitive advantage over firms who do not provide this one-stop
approach.

Because each project is a custom solution for our public sector customers, we measure quality of our services by whether
the client and their communities are able and satisfied in using the final product for its intended use. OP Q11.1 includes
the ways that we measure quality.

As described in Q3, FNI has a unique ownership structure. Current shareholders nominate candidates through a
templated form reporting how the nominee meets defined criteria OP Q11.2. A Shareholder Nomination Review
Committee of 7 shareholders reviews all the nominations in February each year, determines if the nominee meets the
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criteria and recommends a slate of candidates. At a formal shareholders’ meeting in March, the shareholder making the
nomination presents information on the candidate and the shareholders vote on each nominee. It requires a vote of 67%
of the outstanding shares to add a new shareholder. Through this process we have successfully transitioned ownership of
FNI through three generations, avoiding acquisition that is rampant in our industry. Finally, FNI operates in an industry
that is largely populated (97 to 98%) with firms that are privately held, so obtaining meaningful benchmarks and
comparisons remains a challenge.

OP Q11.1 Product Quality

OP Q11.2 Principal (Shareholder) Criteria
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Leadership and Governance

1 - Briefly describe and/or depict your leadership and governance processes and/or systems, including processes for
succession planning and for two-way communication.

FNI guides the organization through the leadership system (LS) (OP Q3.1) that defines processes and attributes of
leadership (OP Q3.2). Leadership expectations revolve around our LEADS values (OP Q2.2), client delivery goals and
accountability. In 2021, we updated the Vision, adding detail and dividing our Vision into 8 components – creating an
overall vision story (OP Q2.3).  Mission, Vision, and Values are systematically deployed to embed them in the organization,
with Senior Leaders exemplifying them daily, sponsoring LEADS-related efforts, and engaging stakeholders.

Senior leaders drive agility, resilience, and accountability through systematic processes that focus on long-term
relationships with clients and employees, successful ownership transition, and succession planning. They exemplify legal
and ethical behavior, modeling LEADS Values and teaching these to our workforce. Leaders coach employees whose
actions fail to model our LEADS Values.

FNI requires professional ethics courses for technical staff and conducts annual Code of Conduct classes, featuring case
studies, for all staff. Leaders stay informed on legal matters and address client claims honestly. Risk assessments are
routine, conflict of interest forms are standard, and FNI severs relationships if unethical situations arise. Topics such as
harassment and compliance are trained and integrated into leadership and staff discussions, fostering a culture of ethical
conduct.

FNI’s process to communicate includes: 1) determine objectives and audiences, 2) identify messages, channels, and POCs,
3) develop communication, 4) deploy information 5) evaluate message impacts and 6) refine, if needed. We ensure
frequent two-way communication with key stakeholders as shown in (L Q1.1). Key processes for organizational
governance are shown in (L Q1.2). Systematic Succession Planning (L Q1.3) allows for consistent organization transition
and long-term resilience.
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L Q1.1 Communication Approaches
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L Q1.2 Governance Processes
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L Q1.3 Succession Planning

2 - What are your results for the effectiveness of senior leaders’ engagement and communication by key workforce
segments (e.g., workforce ratings of leaders)?
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FNI's commitment to resilience and long-term success is evidenced in robust engagement and communication strategies
(L Q2.2) and excellent satisfaction results (L Q2.1). Alignment of leaders' actions with values, a key driver of engagement,
has resulted in employee satisfaction ranking in the top decile and quartile for the past five years (L Q2.1), highlighting
leader’s commitment to LEADS Values. This is also evidenced by employees’ scores on LEADS (L Q2.3). Leaders use the
annual survey of senior leader engagement and communication effectiveness to identify opportunity areas. Recognizing
the diverse needs of its workforce based on practice and location, FNI's leadership team systematically analyzes feedback
across segments. Segmentation by gender, generation, and ethnicity underscores FNI's dedication to inclusivity and
tailored engagement approaches. FNI's certification as a Great Place to Work for over six years reflects its unwavering
dedication to employee engagement.
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L Q2.1 Communication and Alignment
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L Q2.2 Video Views
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L Q2.3 LEADS Values

3 - What are your results for the effectiveness of senior leaders’ engagement and communication by key customer and
stakeholder segments?

Effective communication with customers is evaluated through the project survey process during and at the project's end
and is segmented by practice for a higher level of analysis. By leveraging our Hedgehog Concept, FNI consistently scores
between 4.7 and 5.0 on a 5.0-point scale, ensuring key customer requirements of responsiveness and quality service
delivery are being met (L Q3.1). Transparent updates with customers foster trust and collaboration, while proactive
engagement allows for adaptability. Addressing customer challenges promptly strengthens resilience, demonstrated over
our 130-years of success. Leadership Communication with Clients (L Q3.2) provide opportunity to strengthen relationships
and engagement. Finally, demonstrating our strong client engagement and relationships, we frequently apply for awards
in collaboration with clients and success of these efforts is shown in sample awards (L Q3.3) with full listing AOS.
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L Q3.1 Project Survey - Communication and Understanding Needs

L Q3.2 Leadership Communication with Clients
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L Q3.3 Awards and Recognition

4 - What are your results for leadership and governance accountability (e.g., internal and external audits and
assessments, certifications, and accreditations)?
Note: Comparisons are not expected for this question.
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The FNI Board of Directors is comprised of 9 voting members, all shareholders and 2 outside advisory directors committed
to the organization’s Mission and Vision. The Board’s involvement in executing systematic governance approaches has
resulted in excellent results. As a privately held firm, FNI is not required to have an external audit, however it has elected
to use this governance approach for almost 50 years. As shown in (L Q4.1), for the past 5 years, FNI has had 0 audit
adjustments and has never had a material finding in an external audit. As shown in (L Q4.2), systematic compliance
processes have resulted in exemplary performance in measures of Compliance, Regulation, and Ethics.

FNI utilizes Senior Advisors (SA) on projects to internally assess projects through a Quality Control review process. These
reviews and the time spent by SAs guarantee time allocation for quality, ensuring projects meet stringent standards,
reflecting FNI’s commitment to project integrity (L Q4.3).

L Q4.1 Audit Adjustments

L Q4.2 Leadership and Governance Accountatibility

L Q4.3 Quality and Senior Advisor Reviews

5 - What are your results for grievances and complaints, including those related to safety, the Equal Employment
Opportunity Commission (EEOC), and ethics?
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The Executive team at FNI has developed and deployed systematic processes to capture, resolve, and address systemic
causes of grievances and complaints. We promptly address all ethical concerns, grievances, complaints, compliance
issues, and risk management concerns. This approach has resulted in minimal findings as shown in (L Q5.1). To prevent
issues from ever arising, FNI senior leaders ensure annual training is completed on ethical behavior for Engineers and
Accountants (L Q4.2), underlying FNI’s dedication to fostering a culture of integrity and accountability. The LEADS Value of
Act with Integrity is evidenced by staff consistently rating leader's actions align with values at or near the top quartile,
supporting FNI's commitment (L Q2.1) to maintaining ethical business practices. FNI has recorded 0 whistleblower results
and minimal EEOC outcomes over the past 5 years, reflecting its robust ethical culture and proactive risk management
strategies (L Q5.2).

L Q5.1 EEOC and DOJ Filings

L Q5.2 Whistleblower Results
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FNI excels in delivering key requirements of quality outputs and demonstrating technical proficiency, aligning with its
mission of Innovative Approaches, Practical Results, and Outstanding Service (O Q3.2). To further enhance performance,
FNI established a stretch goal of  for projects exceeding budget as a percentage of net revenue, a milestone
achieved in 2022 and 2023 through enhanced workload coordination processes driven by practice-specific strategies (O
Q3.3).

O Q3.1 Project Survey - Cost and Schedule
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W Q5.1 Development
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W Q5.2 Intern Hires
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W Q6.1 Worker's Comp Modifier

W Q6.2 OSHA Recordable Incident Rate
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W Q7.2 Prevention and Wellness
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Customers and Markets

1 - Briefly describe your key processes used for the following:
1. customer listening,
2. customer engagement, and
3. customer support.

At FNI, customer focus revolves around unwavering dedication to Client Service, encapsulated in our Hedgehog Concept:
"Be the very best at Client Service, resulting in long-term, mutually beneficial relationships." Success of this
commitment is evidenced by our 85% repeat customer rate, driven by our collaborative client engagement and consistent
communication. Reliance on our Project Lifecycle Process (O Q1.1) underscores daily interactions with clients, offering
vital support and engagement. Other ways we listen, engage and support are shown in CM Q1.1.

Our extensive service range, spanning from planning to project commissioning, highlights emphasis on planning-related
services and is supported by one of the largest full-time dedicated multi-discipline planning teams (>150 staff) of any firm
our size. This focus helps our clients identify needs early, enhances overall project collaboration and accelerates the
process of project implementation.

We assess engagement through our Project Satisfaction Survey (PSS), soliciting direct feedback on various aspects of
service delivery to enhance performance and identify areas for improvement. Survey results help us assess our project
performance, quality of service, need for follow-up, and identify areas for improvement.

Our Client Rep and Executive Client Visit processes facilitate active listening, while the Zipper Approach CM Q1.2 ensures
enduring relationships by matching staff with client counterparts, promoting continuity even amidst organizational
changes. To cultivate client-centric behaviors among our staff, we documented the Client Relationship Roadmap in 2023,
outlining four pillars: Listen and Learn, Connect and Collaborate, Deliver and Delight, and Serve and Sustain CM Q1.3.
This roadmap sets clear expectations for staff engagement and support, integrated into our Business Development
training through sessions that share best practices, define roles and illustrate successful client interactions and pursuits.
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CM Q1.1 Approaches to Listen, Learn, Engage and Support Clients
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CM Q1.2 Zipper Approach
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superior quality of products or services provided. In essence, a significant repeat client base driving the bulk of revenue
serves as a testament to customer satisfaction, unwavering loyalty, and the company's enduring sustainability (CM Q3.3).

CM Q3.1 Company Reputation - Client Engagement Survey

CM Q3.2 Project Survey - Likelihood to Recommend
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CM Q5.2 Project Survey - Satisfaction
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Community Engagement

1 - Briefly describe your key processes for community engagement and societal contributions. Be sure to include your
processes for the following:

1. listening and engaging with your key communities, and
2. supporting your key communities.

FNI is deeply engaged in the key communities where we live and work. By the nature of our work, the delivery of our
services helps enhance quality of life for citizens. We help develop new water supply infrastructure, treat water to provide
clean, safe potable drinking water, and reduce traffic congestion. We listen, engage, and support our communities as
shown in C Q1.1.

We support key communities through multiple approaches C Q1.2 and process C Q1.3. We listen and engage in
professional communities through membership and leadership in professional organizations OP Q8.1. We encourage staff
to participate by funding member dues and paying for conference attendance. Staff serve on national, regional, and local
boards, serve on regional leadership committees, lead conferences, and chair fundraising events. For example, FNI has
had three National Society of Professional Engineers Presidents – more than any single firm. We also encourage staff to
give conference presentations and papers – sharing their knowledge with their peers. We support communities by
funding an R&D Program to develop technical ideas into new designs, tools, products, or processes that benefit
communities with the newest, effective solutions for improving public infrastructure. We also support key local businesses
through our FNI Mentor-Protégé Program, by mentoring underutilized businesses to help develop or enhance their
business operations. We engage and support local workforces via our University Internship Program for mentorship and
future employment. We fund philanthropic efforts such as our annual United Way campaign and encourage employee
volunteerism.

Through internal recognition programs, we encourage staff to give back to key communities: Robert L. Nichols
Professional Service Award recognizes outstanding service to an individual's chosen field. James R. Nichols Community
Service Award recognizes the employee who best exemplifies dedication and commitment to community service.
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C Q1.1 Key Community Listening and Engagement Activities
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C Q1.2 Approaches in Supporting Key Communities
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C Q2.1 Philanthropic Support of Key Communities

C Q2.2 Other Charitable Contributions (Not in C2.1)
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C Q3.1 Volunteer Hours

C Q3.2 Mentor Protege Program
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Finance

1 - Briefly describe your key processes used for managing your organization’s finances to ensure the following:
1. financial viability, and
2. access to capital during disruptions.

Ensuring financial viability is foundational to FNI's longevity, achieved through systematic project management, disciplined
budgeting F Q1.1, and robust financial controls refined over our 130-year history. We use our project and company
budgeting to accurately forecast expenses and revenue.  Efficient practices for accounts receivable and payable sustain a
healthy cash flow, underpinning financial stability.

Rigorous financial analysis of Key Focus Indicators (KFIs) F Q1.2 enables us to identify areas for improvement and cost
optimization. KFIs are measures most critical to success and senior leaders review performance monthly. Groups and
Divisions report KFIs quarterly during President’s Reviews F Q1.3 and present action plans to course correct
underperforming KFIs.

Additionally, as a privately held firm, while not legally obligated, FNI has conducted annual external audits and for more
than 40 years has never had a material finding showcasing transparency and bolstering trust in our financial management
practices.

FNI prioritizes maintaining access to capital through strategic approaches. Diversifying funding sources and nurturing
strong relationships with financial partners ensures resilience in turbulent times. In fact, FNI is the oldest customer of our
primary bank in Fort Worth. Since 2010, we have reserved 11.5% of annual profits to provide growth and shareholder
divestiture funding and all capital expenditures are funded from operating funds. We do maintain a line of credit to
provide flexibility and liquidity during disruptions; however, we have only borrowed against the line of credit once during
COVID as a precautionary measure. Proactive risk management strategies further safeguard access to capital, instilling
confidence in partners and ensuring uninterrupted support for FNI's operations. These concerted efforts reflect FNI's
commitment to sustaining financial viability and access to capital, anchoring our resilience amidst market uncertainties.
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F Q1.1 Budget Process
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F Q3.2 Earning Analysis Profit Margins
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F Q3.3 Revenue Growth
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Glossary of Terms and Acronyms

1 - Provide brief definitions of terms and acronyms used in your responses to the criteria questions. The glossary
should be pasted into the text box. Glossaries larger than 20000 characters will need to be uploaded as an image. A
maximum of three images is permitted. If uploading an image of your glossary, please enter “n/a” in the text box to
activate the image upload icon.
Note: Acceptable examples of a glossary entry are:
    PES: Performance Evaluation System
    SPP: strategic planning process

ACEC - American Council of Engineering Companies

ATD - Association of Talent Development

ADA - Americans with Disabilities Act

ADM - Assistant Division Manager

AEC - Architecture, Engineering and Construction Industry

AED - Automated External Defibrillator

AOP - Annual Operating Plan is a technical group operating plan.

AOS - Available on Site

APA - American Planning Association

ATD - Association for Talent Development

APM - Assistant Project Manager

APWA - American Public Works Association

ASCE - American Society of Civil Engineers

AWS - Alternative Work Schedule

AWWA - American Water Works Association

AR - Accounts Receivable

AP - Accounts Payable

BIM - Building Information Modeling

BS - Balanced Scorecard

BOD - Board of Directors

BT - Business Technology

CA - Contract Administrator

CAD - Computer-Aided Design
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CBDO - Chief Business Development Officers oversee our practices, define our strategic and key accounts, and assist
Divisions, Groups, and Practices with their sales strategy at the client and opportunity levels.

CEO - Chief Executive Officer provides strategic leadership for Freese and Nichols by working with the board of directors
and the executive management team to establish the strategic direction for the company, including Mission, Vision, and
Values.

CFO - Chief Financial Officer manages Freese and Nichols' finances, including financial planning, risk management,
financial reporting, and data analysis.

CSO - Chief Strategy Officer is responsible for leading strategic planning and our Continuous Improvement (Baldrige)
journey. 

COO - Chief Operating Officer oversees our various Divisions through EVPs and is responsible for the execution, quality,
efficiency and profitability of the projects we deliver to our clients.

COOP - Continuity of Operations Plan

CI - Continuous Improvement

CIdeas - Continuous Improvement Ideas is a program where employees are able to submit their ideas.

CIP - Capital Improvement Program

CMVs - Client Marketing Visits

CR - Client Representative

CRM - Client Relationship Management database tool (Cosential) that helps staff manage client information.

DEI - Diversity, Equity, Inclusion

Divisions - are a collection of operational Groups that execute and deliver our work. A mixture of geographies and practice
organizes our divisions.

DMs - Division Managers report to the Regional Executive Vice Presidents and oversee Group Managers. They are
responsible for a division's overall budget and KFIs, such as utilization, bookings, projects over budget, and employee
engagement.

DOJ - US Department of Justice

DOT - Department of Transportation - (Oklahoma Department of Transportation ODOT, Texas Department of
Transportation TxDOT)

EEOC - Equal Employment Opportunity Commission - Regulations to prohibit discrimination in the workplace.

EBIBT - Earnings before interest, bonuses, and taxes

EBIBTA - Earnings before interest, taxes, depreciation, and amortization

EES - Employee Engagement Survey

EFCG - Environmental Financial Consulting Group – a firm that consults in AEC industry and facilitates an industry survey.

Baldrige Award Application - 04/11/2024 18:05

Page 101 of 106



EKR - Employee Key Requirements - these are identified based on the results from Beyond Feedback survey, which
measures employees' key drivers of engagement.

EMR - Experience Modification Rating

ENR - Engineering News-Record is a industry publication that ranks firms in the Engineering Industry.

ENV SP - Envision Sustainability Professional is a designation that supports the Envision Framework —an increasingly
important credential for any professional involved in civil infrastructure.

EPA Environmental Protection Agency - Most EPA regulations are implemented through TCEQ.

ERGs - Employee Resource Groups are employee-led groups that meet in their workplace based on shared characteristics
or life experiences.

ESRI - Environmental Systems Research Institute, Inc. is a provider of GIS software.

ET - Executive Team consists of senior FNI leaders, including the CEO, COO, CFO, CBDO, Executive VPs of Operations, and
HR Director.

EVPs - Executive Vice Presidents of Operations oversees our Divisions to meet our goals. 

Executive CMVs - Executive Client Marketing Visits are face-to-face meetings between FNI’s executive staff and our clients’
executive leadership.

EEOC - US Equal Employment Opportunity Commission

FAR - Federal Acquisition Regulation. Regulations for working with Federal Government

FNI Shareholders/ Principals are Owners of FNI - must be actively employed with FNI.

FLOW - a term used to identify 'Follow On Work', examples would be designing projects after planning projects.

FNU - Freese and Nichols University

FWEA - Florida Water Environment Association

GAAP - Generally Accepted Accounting Practices

Gap Analysis- is an analysis that is completed related to measures which are not meeting target (gap between current
performance and target performance).

GIS - Geographic Information System is a software that captures, stores and analyzes data related to geographic location.

GM - Group Managers also set the Annual Operating Plan of their Group, in alignment with our Strategic Plan and are
responsible for executing AOP and meeting KFIs. 

Groups - smaller operational teams of technical or corporate staff who execute and deliver the work that we do.

Hedgehog Concept - The one thing that a company can do better than all others. From Good to Great, 2001, Jim Collins.

HR - Human Resources

HUB - Historically Underutilized Business

Baldrige Award Application - 04/11/2024 18:05

Page 102 of 106



IDP - Individual Development Plan – a career development plan that assists in reaching short- and long-term career
objectives.

IT - Information Technology

KFIs - Key Focus Indicators are measures most critical to success and senior leaders review performance monthly.

LEADS - Freese and Nichols Values which is an acronym for Learn Continuously, Engage as Family, Act with Integrity,
Deliver Quality, Serve Always

LEED - Leadership in Energy and Environmental Design. LEED is the world's most widely used green building rating system.

LT - Leadership Team is made up of FNI’s Executive Team plus Chief Strategy Officer, Division Managers, Assistant Division
Managers, and Corporate Group Managers.

LTP - Lead Technical Professionals that are senior technical staff members with expertise within their discipline, overseeing
QA/QC programs within the TEP.

LS - FNI’s Leadership Excellence System

M/W/DBE - Minority, Women and Disadvantaged Business Enterprise

MBNQA - Malcolm Baldrige National Quality Award

Mentor-Protégé Program - an internal program aimed to help small and disadvantaged-business protégés develop
effective business practices and successful operations.

Labor Multiplier - Revenue minus project expenses divided by project salary.

Net Revenue - Revenue earned from FNI labor.

NAFSMA - National Association of Flood & Stormwater Management Agencies

TAMIO - Texas Association of Municipal Information Officers

NEPA - National Environmental Policy Act. Protects the environment.

NSPE - National Society of Professional Engineers

OD - Organizational Development

OLCR - Online Contract Review is an online process that evaluates the scope, fee and terms to mitigate risk, employing
robust contract language for comprehensive risk management.

OSHA - Occupational Safety and Health Administration which monitors safety requirements for employees.

OT - Ownership Transition

PDCA - Plan-Do-Check-Act

PDH - Professional Development Hour

PE - Professional Engineer

PENC - Professional Engineers of North Carolina
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Practices - Sales focus areas, comprising a mixture of markets and services. Practices do not have staff and do not execute
work.

PL - Practice Leaders report to the Chief Business Development Officers. They oversee the direction of the practice from a
sales perspective and are responsible for booking goals.

PM - Project Manager

PMCM - Program Management and Constuction Management

PMSC - PM Steering Committee

POCs - Point of Contacts

PPE - Personal Protective Equipment

PR - Presidents Review process is when the CEO, COO, CFO, EVP leaders review KFIs monthly and meet with Group and
Division leaders quarterly to review and discuss plans to correct underperforming KFIs.

PSS - Project Satisfaction Surveys are conducted at the mid-point and at project completion to gain client feedback during
project delivery contributing to our ability to identify project issues and provide ongoing quality solutions to our clients.

PTO - Paid Time Off

QA/QC - Quality Assurance/ Quality Control

QM - Quality Management

R&D Program - Research & Development Program was developed to encourage all employees to think innovatively by
allocating funds to bring their ideas to life. Also known as R&D Funding.

Revenue - Gross revenue represents the effort earned from FNI labor and sub-consultants' work. Net revenue represents
the effort from FNI labor alone. With large contracts, revenue will occur over several years.

RFP - Request for Proposal is the most common venue for governmental entities to ask for competitive proposals and
usually contains detailed requirements for the project.

RRT - Rapid Response Team

SA - Senior Advisor is who provides technical expertise and oversee the Quality Assurance efforts on projects.

SAME - Society of American Military Engineers

SBA - Small Business Administration. Monitors FNI project’s usage of minority and women-owned businesses

SME(s) - Subject Matter Experts

STEM - Science, Technology, Engineering, and Mathematics

SP - Strategic Plan

SPEaKS - An internal online tracking system that tracks the execution of Strategic Plan actions.

SPP - Strategic Plan Process is used to align objectives and bolster decision-making through data-driven insights.

Baldrige Award Application - 04/11/2024 18:05

Page 104 of 106



Strategic and Key Accounts Program - This program defines and identifies our strategic and key accounts and prioritizes
staff time, resources and money in client relationship building and opportunity positioning focusing on our collective
business development strategy.

Subs - Another engineering, architectural, environmental science or survey firm that FNI contracts with to provide
services.

Sustainable Design - Designs that provide for the needs of the present without detracting from the ability to fulfill future
needs.

SWE - Society of Women Engineers

SWOT - Strengths, Weaknesses (Challenges), Opportunities, Threats

TA - Talent Acquisition

TCEQ - Texas Commission on Environmental Quality monitor and regulates air and water quality and safe management of
waste.

TEP Technical Excellence Program – a internal program that works to continuously improve the level of technical quality in
each company project.

Top Box 5 (TB5) - A program that recognizes project satisfaction surveys receiving all 5s on the survey questions.

USGBC - U.S. Green Building Council

W/WW (WWW) - Water/Wastewater - Technical Group or Practice

WD/RA - Water District/River Authority client type

WEAT - Water Environment Association of Texas

WEF - Water Environment Federation

Won But Not Authorized - WBNA is a project awarded to FNI, but we do not yet have a signed contract.

WTS - International Women in Transportation International

YE/YTD - Year End/Year-to-Date

VOC - Voice of the Customer is a process used to listen to your customers.

Zipper Approach - FNI uses this approach to provide continuity of service throughout our clients' organizations. Our
approach aims to have FNI staff build relationships with staff at all levels of the clients organizations.
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Baldrige Award Applica�on - Site Visit Data

Applica�on Submission Date: 04/11/2024 18:03 ET
Applica�on Submi�ed By: Cindy Milrany

Leadership and Governance

How do the processes for leadership and governance described in your applica�on reflect and address the evalua�on
factors below.
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

At FNI, we set clear expecta�ons for leaders through our comprehensive Leadership System (LS), which is deeply rooted in
our LEADS values. These values are the core of our decision-making process and organiza�onal accountability. By
emphasizing people focus, we ensure that our leadership processes and the a�ributes align with our Mission to deliver
flawless execu�on, uphold high standards, and maintain a strong focus on our Vision and Values. This results in a
con�nuity of prac�ce that supports our goal to remain an employee-owned firm, building an enduring legacy for future
genera�ons.

Our LEADS Values are more than just words; they are principles that guide our daily ac�ons and long-term strategies.
These values drive our commitment to excellence and our dedica�on to both our employees and clients. By integra�ng
these values in every aspect of our opera�ons, we ensure that our company remains focused on our vision and con�nues
to build an enduring legacy.

Our governance processes are systema�c and well-established. We maintain a Board charter and charters for all Board
commi�ees that align with our Ar�cles of Incorpora�on and Bylaws, ensuring clarity and alignment of responsibili�es. A
calendar for Board and commi�ee mee�ngs outlines the topics to be covered, ensuring that all ac�vi�es are in line with
the charters and strategic objec�ves.

Deployment:

We deploy our Mission, Vision, and Values systema�cally to ensure they are embedded throughout the organiza�on.
Senior Leaders play a pivotal role in this deployment by exemplifying these founda�onal statements in their daily ac�ons.
They sponsor LEADS-related ini�a�ves, engage with stakeholders, and serve as role models for the rest of the
organiza�on. Their commitment to LEADS values is evident through their involvement in projects, sharing of tes�monials,
encouragement of employees to live by these values, and communica�on with clients and the community. LEADS values
are not only shared internally but also with key external stakeholders, including clients, suppliers, partners, and
collaborators. This broad sharing ensures that everyone associated with FNI understands and appreciates our
commitment to these values. 

Our comprehensive Employee Engagement Survey, which includes a sec�on dedicated to LEADS, consistently shows high
scores across all regions and offices, reflec�ng the successful deployment of these values. The survey results demonstrate
that employees at all levels understand and embrace the LEADS values, contribu�ng to a cohesive and mo�vated
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workforce. The Leadership System (LS) (OP Q3.1) was ini�ally introduced to the Lead Team, Shareholders, and Group
Managers (GMs) for feedback. Following their input, the Execu�ve Team refined the system and developed a graphic
representa�on, which was unveiled to all employees during a Con�nuous Improvement luncheon.

The LS was further disseminated through the 2024 Leadership Summit, a workshop for Shareholders built around some of
the key leadership processes. This will be repeated later this year to cover the remaining processes. Senior leader
communica�on is mul�faceted and deeply integrated across the organiza�on. From Shareholders to new employees,
communica�on channels ensure that everyone is informed and aligned with our mission and values. This communica�on
is vital for maintaining transparency and fostering a sense of unity and purpose. Ethical conduct is a cornerstone of our
organiza�on, reinforced through our LEADS values, par�cularly the "Act with Integrity" value. All employees undergo
mandatory annual Code of Conduct training, ensuring that ethical standards are upheld consistently across the
organiza�on.

Evalua�on and Improvement:

FNI is a learning organiza�on and con�nuously evaluates and improves key processes. Over the years, we have conducted
cycles of learning that have significantly enhanced our leadership and governance prac�ces.

In the late 1990s, evalua�on showed difficulty in mee�ng goals and holding GMs accountable. To address this, we
ins�tuted President’s Reviews, where GMs present their Key Focus Indicator (KFI) results compared to goals and detail
their plans to address all shor�alls. This prac�ce has undergone numerous improvements over the years.

In 2015, we standardized analysis tools to increase consistency. When Brian Coltharp became CEO in 2017, we made
these reviews even more systema�c by defining specific ques�ons for GMs to address and adding a debrief mee�ng to
enhance accountability.

Every 3-5 years, we conduct a comprehensive evalua�on and analysis of our strategic impera�ves to ensure their
con�nued relevance. This process engages the Strategic Planning Commi�ee, Leadership Team, Shareholders, and Board
of Directors. One of Brian’s primary goals as CEO was to evaluate and update our guiding principles.

In 2019, a�er extensive input from mul�ple stakeholder groups and final approval by the Board, we transformed our
guiding principles into the LEADS values. The North Star symbol was adopted to represent these values, providing a clear
and memorable analogy for our employees. Most recently in 2024, we incorporated the LEADS values into our annual
performance evalua�on system, ensuring that all employees are assessed and rewarded based on their adherence to
these values.

Senior leader communica�on has always been a priority, but feedback during the most recent CEO selec�on process
indicated a need for improvement. Our current CEO responded by appoin�ng a dedicated person in the Office of the
President to focus on senior leader communica�on, in partnership with our marke�ng group. This led to the introduc�on
of monthly CEO videos and the CEO Report to the Board, significantly enhancing transparency and engagement.

Historically, FNI has had strong leaders who ensured organiza�onal sustainability and resilience. Our growth and
geographic expansion prompted us to evaluate our ability to sustain our unique culture. Benchmarking with Baldrige
recipients like Ritz Carleton, we learned the importance of a LS with defined processes and a�ributes. In 2023, we
formalized expecta�ons of leadership processes and a�ributes by developing and fully implemen�ng our LS.

In 2022, based on a Board evalua�on, we engaged an outside consultant to conduct a governance study. This systema�c
evalua�on led to refined Board commi�ees, a more strategic approach to Board mee�ngs with an agenda template, and
execu�ve summaries for standing reports, allowing more �me for strategic discussions. A standard process for
shareholder self-nomina�on to the Board was also created, enhancing the Governance and Nomina�ng Commi�ee’s
selec�on process.

Innova�on:

Baldrige Award Applica�on - 07/10/2024 20:43

Page 2 of 26



In the early 1990s, we developed an innova�ve ownership transi�on model, originally created by Price Waterhouse. We
took this model in-house in the late 90s, refining it to be�er reflect our needs. About 10 years ago, we transformed this
model into a more visual and comprehensive presenta�on, making it easier for shareholders to understand. This model
remains innova�ve in our industry, where many firms face consolida�on due to inadequate planning for ownership
transi�on.

In 2010, we developed a proac�ve approach to fund future ownership transi�ons by se�ng aside  of profits. This
ini�a�ve allowed us to establish a long-term investment fund, ensuring that we have the necessary resources to support
ownership transi�on and maintain con�nuity of prac�ce.

Over the past 25 years, we have gone through two CEO selec�on processes. This process was developed by our Board,
implemented by a commi�ee of the Board and facilitated by an outside consultant. The results of this process were very
successful in both cases, and we have shared this bets prac�ce with a number of firms in our industry.

Integra�on:

Leadership and Governance at FNI are highly integrated across the eight excellence dimensions and our various
geographies and prac�ces. Our LS is embedded in all leadership training programs, introduced during new employee
orienta�on, and used to guide new hire onboarding. It is currently being integrated into the criteria for selec�ng Principals
and Associates, ensuring that our leadership development aligns with our strategic goals. The LS emphasizes People,
integra�ng closely with both Workforce and Customer dimensions. The founda�on of our LS is con�nuity of prac�ce, a key
component of our Vision Story.

The LEADS values have been integrated into all elements of the organiza�on, becoming the basis for primary decision-
making. Our values also guide our client rela�onships, ensuring that we build strong, las�ng partnerships based on mutual
respect and shared values. Innova�on, part of our mission, is recognized through the Simon W. Freese Innova�on Award,
celebra�ng employees who demonstrate innova�ve thinking and contribute to our success. LEADS values are embedded
in our performance evalua�on process and employee goals, fostering a culture of excellence and accountability.

The President’s Review process integrates performance reviews across all dimensions, ensuring that leadership
performance is evaluated comprehensively. Our approach to succession planning is closely linked with Workforce
development plans, ensuring that employees iden�fied through the process are prepared for future leadership roles. This
approach aligns with our LS, ensuring consistency and sustainability in our leadership development efforts.

By integra�ng leadership and governance across all dimensions, we ensure that FNI remains a cohesive, high-performing
organiza�on commi�ed to excellence. Our approach to leadership development, governance, and con�nuous
improvement enables us to navigate challenges and seize opportuni�es, building a resilient and enduring organiza�on for
future genera�ons.
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Strategy

Strategic Planning and Execu�on (including Workforce Planning)

How do the processes described in your applica�on for strategic planning and execu�on (including workforce planning)
reflect and address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

At Freese and Nichols, we have maintained a robust Strategic Planning Process (SPP) for decades, which has significantly
contributed to our long-term sustainability and resilience. This process involves developing and deploying our Strategic
Plan (SP) using a combina�on of top-down and bo�om-up approaches. Key par�cipants in our strategic planning process
include the Board of Directors, Execu�ve Team, Strategic Planning Commi�ee, Shareholders, Division and Group
Managers, and Prac�ce Leaders. Addi�onally, employees ac�vely par�cipate by contribu�ng to group annual opera�ng
plans, working towards achieving individual goals, and providing input through real-�me polling during strategic plan
rollouts and mid-year updates. Suppliers, partners, collaborators, and clients are also engaged as appropriate in the
development and implementa�on of our strategy.

In the SPP, all Prac�ce Leaders are engaged in developing Market Scans (MS) and Prac�ce Plans, which provide crucial
inputs into the organiza�onal SP. These leaders follow a standardized process and use the same templates, answer
consistent ques�ons, and gather feedback from func�onal areas across the company and regions to develop their MSs.
From these MSs, we derive company-level growth strategies that are then deployed to Prac�ce Leaders to ensure
alignment with their Prac�ce Plans. Addi�onally, Division and Group Managers capture input on regional issues and
growth opportuni�es, which are ul�mately reflected in their Annual Opera�ng Plans (AOPs). All Group Managers use a
consistent process and template to develop their AOPs, which are directly aligned with the Strategic Plan.

Our SPP captures a wide range of key inputs to develop a “data-informed” strategy. These inputs include the MSs, regional
issues and growth opportuni�es, technology reports, industry and financial benchmarking, results from employee and
client engagement surveys, performance on Key Focus Indicators (KFIs), shareholder feedback, and strategic planning
retreat input.

During the SPP, we iden�fy innova�ve strategic opportuni�es. Innova�on, being a core part of our LEADS values, is o�en
accomplished through our delivery of services to clients. To foster innova�ve thinking and ensure we take intelligent risks
that meet our clients' needs, we leverage industry experts, par�cipate in industry boards and professional organiza�ons,
network with innova�on experts outside our industry, and a�end off-site conferences focused on innova�on.

Prac�ce Leaders iden�fy strategic growth opportuni�es as they conduct MSs and develop prac�ce plans. When significant
opportuni�es are iden�fied during planning cycles, Prac�ce Leaders develop and present a business case for their
proposed opportuni�es, detailing poten�al return on investment, levels of risk, and strategic advantages. This enables the
Execu�ve Team and Strategic Planning Commi�ee to determine which intelligent risks to pursue.

We con�nually review and adjust ac�on plans to respond to changes in the environment or to capitalize on unexpected
opportuni�es. Quarterly at Execu�ve Team, leaders review Balanced Scorecard results, and if results are not mee�ng
targets, ac�on plans for ge�ng back on target are developed.
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Deployment:

Each September, a dra� Strategic Plan is presented to Shareholders, Group Managers, Prac�ce Leaders, and Account
Directors at an off-site Planning Retreat. This session aims to gather feedback on the proposed strategies, ac�ons, and
measures, promo�ng ownership of the plan by those responsible for its implementa�on.

KFIs are established at the company level as part of the Strategic Planning process and are deployed to divisions and
groups. A “catchball” process occurs as Group Managers develop their opera�ng budgets in support of the Strategic Plan,
Prac�ce Plans, and their group’s improvement needs. KFI targets and opera�ng budgets are finalized based on the results
of this process.

The Board of Directors approves the strategic plan, and our marke�ng department creates a two-sided graphic
represen�ng our strategic objec�ves and goals for the upcoming year. Star�ng in the early 2000s, our CEO began
presen�ng the Strategic Plan at each of our offices. The current CEO enhanced this connec�on by including the CSO and
HR Director in these presenta�ons and added Midyear Update presenta�ons. As the number of offices has grown, these
presenta�ons are now in-person at one or more offices within each region, with remaining offices joining virtually. The
loca�on for in-person presenta�ons rotates each year. In these sessions, senior leaders share the SP graphic with every
employee, discuss the plan and ac�vely gather ques�ons, thoughts, and input through the use of interac�ve technology.

Evalua�on and Improvement:

Strategic planning has been cri�cal to FNI’s long-term success for decades. Simon Freese men�oned se�ng aside a day to
plan for the next year in his 1930s diary. Over the years, the process has become much more structured and disciplined,
especially since we embarked on our Baldrige journey in 1996. As our Strategic Planning process became more disciplined
and our Baldrige journey matured, we recognized the need for employees to understand our Strategic Plan and see how
their work contributes to organiza�onal success. Our Strategic Plan document has evolved over the years based on
feedback from our employees and our managers on how they can best understand the plan and relate it to their goals.

Each year, the first step in our planning process is a mee�ng with the Strategic Planning Commi�ee, where we
systema�cally evaluate the previous year’s process to iden�fy “What Worked Well” and “Opportuni�es for Improvement.”
Based on these evalua�ons, we modify the process.

In the early 2000s, we added a Market Scan to our Strategic Planning process to gather informa�on about client needs,
market performance, and industry trends. This process has been refined numerous �mes over the years, allowing us to
iden�fy growth opportuni�es, barriers, threats, and technology trends, which serve as inputs to the SPP. The Execu�ve
Team and Strategic Planning Commi�ee review these growth opportuni�es to develop company-level growth strategies,
significantly reducing blind spots in our planning.

In 2020, we engaged a strategic planning consultant with engineering industry experience to bring best prac�ces to our
process. Based on his evalua�on and best prac�ces knowledge we have made numerous improvements. These include
revamping the Strategic Planning Commi�ee with less senior level involvement and adding younger leaders, conduc�ng
comprehensive data trend analysis, and implemen�ng a regional employee and focus group interview process to iden�fy
company-wide trends. We also introduced a Strategic Framework Workshop with our Execu�ve Team to review Mission,
Vision, and Values for relevance and establish consensus on growth goals and high-level strategies.

In 2021, as part of our SPP, we reviewed Strategic Impera�ves. While we decided not to change our Mission, Vision, or
LEADS Values, we recognized the need for our employees to be�er understand our Vision “To be the Firm of Choice for
our Clients and Employees.” This led to the crea�on of our Vision Story, which includes eight components explaining what
our Vision means.

In 2024, Prac�ce Leaders systema�cally evaluated the value they derived from MSs and worked with the Strategic
Planning Commi�ee to revise the MS template. The revision added a risk analysis and increased focus on more strategic
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inputs to planning.

Our annual Planning Retreat, which started in 1997, has evolved significantly and now includes over 125 par�cipants. In
this retreat we develop crucial concepts such as our Hedgehog Concept or roll out significant ini�a�ves like our Vision
Story. The retreat is evaluated and enhanced each year based on post-retreat survey results.

Innova�on:

In 2023, despite our Balanced Scorecard results being over 90% on track, we were concerned that we were not execu�ng
our Strategic Plan ac�ons as effec�vely as possible. To address this, we deployed the Strategic Performance Excellence
and Knowledge System (SPEaKS) to track execu�on of our Strategic Plan ac�on plans. This low code/no code system,
developed by a consultant who has coached twelve na�onal Baldrige recipients, incorporates best prac�ces from these
organiza�ons. SPEaKS sends quarterly emails to ac�on leads for status updates. The status reports are reviewed
biannually at Board mee�ngs and quarterly by the Execu�ve Team, along with the Balanced Scorecard results. Based on
posi�ve response to tracking Strategic Plan ac�ons in SPEaKS, we are pilo�ng its use in 2024 with three GMs from our
strategic planning commi�ee to track execu�on of their Annual Opera�ng Plans.

Integra�on:

Our strategic plan is highly aligned and integrated across divisions, prac�ces, and groups (Figure S-1). Employee goals are
linked to ac�ons in AOPs, which are aligned with the Strategic Plan. AOPs are developed using input from group retreats
and are integrated with annual opera�ng and capital budgets. KFIs are designed to measure the degree to which FNI is
successful in execu�ng our strategy. Each Key Focus Area has 2 to 3 KFIs, which integrate measurements across
Workforce, Customers and Markets, Opera�ons, and Finance. Growth strategies, developed during the SPP based on
customer and market intelligence, are deployed across prac�ces and opera�onal groups to achieve our KFIs. Our
approach ensures that strategic goals are well communicated and that every employee understands their role in achieving
these goals. This alignment fosters a cohesive and coordinated effort towards our strategic objec�ves, enhancing our
ability to adapt and respond to changes in our business environment.

Figure S -1 Supplemental Documenta�on – Goal Cascade
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Opera�ons

Opera�ons, Specifically Design and Delivery of Products/Services

How do the processes for the design and delivery of products and services described in your applica�on reflect and
address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

Each Technical Excellence Program (TEP) team is entrusted with the design and implementa�on of processes and
procedures per�nent to its technical discipline. These processes encompass the tasks executed by individual engineers,
planners, or scien�sts, which culminate in the crea�on of project deliverables, including studies, plans, and designs. Every
TEP team comprises representa�ves from each region and division within the company, ensuring a comprehensive
approach to technical excellence. The TEP teams develop tools, checklists, and references aimed at reducing project �me
and enhancing the quality of project work. Recognizing the uniqueness of each project, procedures are me�culously
designed and documented as discrete tasks, ready to be assembled as needed.

Each TEP team maintains a standard file loca�on, categorized into standard documenta�on areas to streamline access:

Methodologies: These encompass design standards (templates) u�lized for commonly required design tasks. Copies
of state and local design manuals are also included, outlining the governmental requirements for public structures
to be designed.
Tools: Instruc�ons for using various so�ware tools, such as Geographic Informa�on Systems (GIS) or spreadsheet
calcula�ons, to determine the specifica�ons of different design components.
References: Cita�ons of state and federal publica�ons containing regula�ons and legisla�on per�nent to each
discipline, along with lists of changes to these regula�ons and legisla�on.
Quality Control (QC) Checklists: Procedure checklists employed by technical staff in their design work and by senior
staff during QC reviews.
Senior Advisor List: A directory of senior staff who are experts in various aspects of each discipline, available to
provide guidance on project work. This list also serves to assign coaches to junior staff as part of their Individual
Development Plans (IDPs).
Suggested Training: Recommenda�ons for technical seminars and conferences tailored to the technical staff at each
grade level within each discipline. These lists aid in developing training plans for the technical staff’s IDPs.

Deployment:

The Project Lifecycle Process (O Q1.1), which includes Quality Assurance (QA) and Quality Control (QC), is fully deployed
to all employees involved in project delivery across all geographies. Deployment is facilitated through various training
programs, including New Employee Orienta�on, and Assistant Project Manager and Project Manager Cer�fica�on courses.
Addi�onally, our Project Management Steering Commi�ee (PMSC) hosts quarterly company-wide project management
lunches, o�en focusing on individual components of these processes. These sessions are recorded and stored on the
Project Intranet Page. The Project Lifecycle graphic, available on the intranet, contains hyperlinks to the relevant
processes and tools u�lized in project delivery.
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The Technical Excellence Program (TEP) is similarly deployed to employees responsible for the technical aspects of
projects across all Prac�ces and geographies. Each Prac�ce’s TEP maintains a standardized loca�on for their processes,
checklists, references, spreadsheets, and other resources, ensuring ease of access. The project lifecycle process and TEP
are reinforced through our QA process, wherein senior leaders conduct individual mee�ngs with Project Managers to
discuss project status and adherence to these processes and programs. 

Evalua�on and Improvement:

Formally documented in 2020, the Project Lifecycle Process was included on the intranet to centralize all essen�al
informa�on for project managers. Our PM Steering Commi�ee, responsible for developing the intranet graphic,
represents project managers across the company and works con�nuously to review and enhance our Project Lifecycle
Processes.

We systema�cally evaluate our Project Lifecycle Processes by analyzing data trends (e.g., percentage of projects over
budget, claims), CIdeas, and PM feedback. This systema�c assessment has led to numerous improvements. For instance,
we developed a standard fee spreadsheet incorpora�ng dozens of enhancements, including links to employee rates and
real-�me financial metrics, aiding in project fee assembly.

In 2023, the PMSC and Technical Leaders collabora�vely improved the Quality Management process. Following the
successful implementa�on of the visual project lifecycle process, the focus shi�ed to the general quality management
process. One significant enhancement was the crea�on of a “PM Tips and Tricks” sec�on, where �ps on commonly used
so�ware, processes, and project accoun�ng are shared during the quarterly PM lunches.

The TEP, ini�ated in the early 2000s, con�nually evolves to reduce project delivery �me and enhance quality. Every
employee involved in project delivery is assigned to a TEP fi�ng their technical exper�se. To refine TEP processes, a
sec�on was added to the Employee Engagement Survey for TEP par�cipants to provide input on necessary updates and
refinements. The TEP is crucial for sharing technical knowledge and ensuring consistency across geographically dispersed
opera�ons, driving the “Na�onal Exper�se” aspect of our Vision Story. Notable process improvements include:

2015: Establishing a lead technical professional posi�on for each Prac�ce to lead consistency efforts.
2017: Implemen�ng a technology liaison posi�on for each Prac�ce to address current and future technological
needs.
2023: Crea�ng a Technical Organiza�onal structure and appoin�ng a Technical Excellence Director to lead, bridging
all technical groups and focusing on na�onal technical excellence.
2024: Pilo�ng the new Technical Organiza�on structure for two Prac�ces—Stormwater and Transmission and
U�li�es—including the crea�on and hiring of a Na�onal Technical Prac�ce Leader for each.

Crea�ng the Technical Standards Manager role: This role focuses on managing industry-, prac�ce-, and company-specific
standards, and refining the ve�ng, crea�on, and upda�ng of processes with the NTLs/LTPs, TEP teams, and others.

Our QA/QC program has been integral to our long-term success, undergoing numerous evalua�ons and improvements.
Our current online program requires a Quality Plan at the beginning of each project, detailing each deliverable to be QC’d
(including subconsultant work) and the dates for all QA and QC mee�ngs. QC reviews are recorded in the online system
upon comple�on, and QA reviews cannot proceed un�l all scheduled QC reviews are complete. Metrics for overdue QA
reviews are tracked and followed up on monthly.

Following a Lean Six Sigma project in 2018, the Senior Advisor role was created for experienced employees, mandated on
all projects over $100K. A metric, SA/QA hours as a percentage of total project hours, monitors the u�liza�on of this role.
We also track the percent �me spent on QC. These metrics are used to communicate with the project Risk Commi�ee
about projects needing addi�onal monitoring.

Innova�on:
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Innova�on is vital for our long-term sustainability. The Horizon Award encourages innova�on within our company.
Applica�ons for the award are submi�ed using a standardized form available on the intranet, and innova�on highlights
are shared during TEP Team mee�ngs. An Innova�on Strike Team, comprising a cross-sec�on of the company, reviews
applica�ons for quarterly Horizon Awards as well as the recently renamed annual Simon Freese Innova�on Award.
Winning projects and teams are highlighted in intranet ar�cles, videos, and external communica�ons.

Innova�on is closely linked with our R&D program, which allocates funds to develop new designs, products, tools, or
processes that benefit communi�es, clients, and our company. Examples of innova�on include,

Analysis for Waterbirds and Climate Change Model for the Texas Audubon Society
Desalina�on Plant study to halve energy use for North Walter Alamo Water Supply Corpora�on
Implemen�ng R&D funding for Rainfall Wrangler
Establishing erosion rates using Dendrogeomorphology
Electric vehicle fleet charging think tank and mock design

Completed R&D projects are presented to the Technical Leaders Commi�ee, with results, improvements, and lessons
learned disseminated to prac�ces via TEP Teams. These projects are also presented to the Lead Team for awareness and
key takeaways. A year a�er comple�on, projects are evaluated for overall success and ROI, with results shared with the
Lead Team.

Integra�on:

The overarching Project Management program features a single intranet page (Dashboard) linking to all processes,
training, and resource materials. These processes are taught through on-the-job training, assistant PM training, and PM
Cer�fica�on. They are also regularly discussed at quarterly PM lunches.

Project Lifecycle integra�on includes hyperlinks to various tools, forms, and processes, linking to finance through month-
end project financial processes and monthly billing. There is also a customer link through project sa�sfac�on surveys,
conducted at project comple�on and at 50% comple�on for projects over $50,000. This project sa�sfac�on data informs
strategy development.

The Technical Excellence Program is integrated with Workforce, providing a technical career track for employees
preferring a technical focus over sales or management. The QA/QC program integrates with Opera�onal Con�nuity,
mi�ga�ng risks in project delivery. Process enhancements and technologies are integrated into project delivery via TEP
Team updates to tools and standards, as well as corporate processes outside TEP Teams.

Baldrige Award Applica�on - 07/10/2024 20:43

Page 9 of 26



Opera�onal Con�nuity

Opera�onal Con�nuity, Specifically Con�nuity of Opera�ons Planning

How do the processes for con�nuity of opera�ons described in your applica�on reflect and address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

At FNI, we use numerous systema�c approaches to ensure the con�nuity of opera�ons, including strong financial
management, comprehensive risk management (including project-specific risk management), and proac�ve emergency
preparedness. These measures ensure the con�nued performance of mission-essen�al services during periods of
disrup�on and emergencies, including major disasters and important minor events that can interrupt our opera�ons.

We address a variety of risks including opera�onal risks (including safety), financial risks, legal and compliance risks, and
most importantly for FNI, project risks. We systema�cally evaluate risk considera�ons and address them in our project
management processes, as determined by the Risk Management Commi�ee. From proposal development to contrac�ng
to project delivery and closeout, our project teams focus on minimizing risk. Addi�onally, we consider risk at the Technical
Excellence Program (TEP) level.

We take a systema�c approach to ensuring financial viability to address risk and support business con�nuity through
systema�c processes and both long- and short-term investments. This is accomplished through systema�c processes that
include: 

Opera�onal Liquidity: Ensuring sufficient cash flow for day-to-day opera�ons. 
Working Capital Management: Op�mizing receivables and payables.
Long-Term Goals: Including 5-year plans for capital investments for growth and expansion.
Funding and Diversifica�on of Investments: Through our commitment of 11.5% of profit for funding as well as
appropriate asset alloca�on.

We also leverage workforce flexibility to ensure opera�onal con�nuity, delivering prac�cal results and outstanding
service. We focus on leadership development and succession planning to ensure organiza�onal knowledge is preserved
and ready-now candidates are available, ensuring quality and sustainability are never compromised.

We have systema�c approaches in place to address remote work policies and cross-train employees for mul�ple roles,
allowing for work sharing and managing daily opera�ons. Because of these approaches, we were uniquely posi�oned
when the world shut down in 2020 due to COVID-19.

Through systema�c planning and addressing technology needs, when COVID hit, we only had five employees who were
s�ll using desktop computers. We had been using remote mee�ng technology for years and were able to transi�on our
en�re team to a remote workforce within days, unlike the weeks it took many of our compe�tors. Because of these
systema�c processes, we had no gap in delivering project work for our clients.

In addi�on to business con�nuity approaches designed to func�on during an emergency, our disaster recovery plan
focuses on restoring opera�ons when a disaster occurs. This plan is a cri�cal step in safeguarding against possible
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con�ngencies.

To ensure the supply network does not nega�vely impact our opera�ons, we manage the network through the
Accoun�ng and Contracts group. We capitalize on rela�onships with key suppliers, partners, and collaborators to meet the
needs of our clients. Our Project Managers play a key role in communica�ng expecta�ons to suppliers and ensuring
subconsultants are familiar with the master client agreement before signing subconsultant agreements.

We have systems, processes, and people in place to ensure the security and cybersecurity of sensi�ve or privileged
informa�on and key assets. Our Network and Security Administrator ensures all systems are protected, with 24/7
monitoring to prevent data breaches. We document all systems and processes through the BT group, following the
Na�onal Ins�tute of Standards and Technology (NIST) Cybersecurity Framework. This has helped us prevent major data
breaches and maintain a strong cybersecurity posture. Key steps in our cybersecurity journey include restric�ng local
administra�ve rights, expanding mul�factor authen�ca�on, enforcing least privileged access, and managing removable
media.

We maintain awareness of emerging security and cybersecurity threats through frequent assessments, tes�ng controls,
receiving newsle�ers and alerts, and using external experts. Our workforce and contractors are regularly educated and
tested on security protocols, with mandatory training and monthly phishing tests. Employees who fail these tests must
take addi�onal training, and our phishing test failure rate has significantly dropped and is at best-in-class levels.
Customers, suppliers, and partners are contractually obligated to follow our security protocols, with Project Managers
carefully managing client data.

We adhere to a data governance policy that helps priori�ze which systems to secure based on classifica�ons such as
public, internal, internal confiden�al, client, and client confiden�al. Each classifica�on has specific rules for data use and
storage. Despite only minor cybersecurity occurrences, we have a full documented plan in place to respond and recover
from such events.  

Deployment:

Our approaches for opera�onal con�nuity are fully implemented across FNI and to our supply network as appropriate. 
We deploy our approaches for ensuring opera�onal con�nuity through various methods. These include:

Technical Excellence Program: U�lizing processes, QC checklists, and tools.
Risk Management System: Including contract templates, online contract review, and a risk commi�ee.
Safety Program: Proudly maintaining an EMR (Worker’s Comp Modifier) below 0.60. Office Evacua�on Plans:
Regular staff training.
Disaster Recovery Plans: Response teams with emergency-specific protocols and Teams channel.
Quality Management System: Including a QA/QC app for Quality Plan development and approval, QC and QA
signoff.  

Evalua�on and Improvement:

As a learning organiza�on, we proac�vely evaluate our systems, structures, and processes to iden�fy opportuni�es for
improvement. Examples include:

Technology Adop�on: Transi�oning from desktops to laptops, centralized cloud storage, and op�mized compu�ng
capacity.

Pre-2008: 100% desktop computers and desk phones.
2010: Began transi�oning to a mobile workforce with laptop computers.
2016: Centralized cloud storage.
2018: Op�mized modeling environment for compu�ng capacity with large data volumes.
2020: Full deployment of cloud technology, leading to our most profitable year without federal revenue
supplements.

Baldrige Award Applica�on - 07/10/2024 20:43

Page 11 of 26



Post-2020: Con�nuous adapta�on and integra�on of technologies for remote work and opera�onal efficiency.
Disaster Recovery Plan: Created post-COVID to provide organiza�on, collabora�on, and communica�on on how we
handle disasters.
Crisis Communica�on Plan: Standardized approach for external communica�on in a crisis.
Enhanced Cybersecurity: Implemen�ng robust measures, from ini�al gap analysis to ongoing remedia�on and
cer�fica�on efforts.

2017: NIST SP 800-53 gap analysis performed by CDW.
2018: Dra�ed first cybersecurity policies for the board.
2020: Cybersecurity Maturity Model Cer�fica�on (CMMC) 1.0.

CMMC 1.0 gap analysis with Flank.
Developed first System Security Plan (SSP).
Gap remedia�on ac�vi�es.
Developed new cybersecurity policies for the board. 

2021: CMMC 1.0 suspended.
NIST SP 800-171 gap analysis with Flank.
Developed a new SSP.
Gap remedia�on ac�vi�es.
Updated cybersecurity policies for the board. 

2022: Remedia�on ac�vi�es.
2023: CMMC 2.0 dra� released.

Coalfire Federal CMMC 2.0 boundary engagement.
Gap remedia�on ac�vi�es. 

2024: CMMC 2.0. Coalfire Federal CMMC 2.0 gap analysis.
SSP migrated to FutureFeed.
Gap remedia�on ac�vi�es. 

2025: Seek CMMC Department of Defense cer�fica�on.

Innova�on:

While most organiza�ons focus on cybersecurity, our approach is innova�ve compared to our industry. We base our work
on the NIST Framework, aiming for CMMC cer�fica�on with minimal nega�ve impact on our employees as they deliver
their work. Our systema�c communica�on plan for this program provides the ra�onale for change and what employees
can expect so that the actual change when implemented is not an issue.  The training is designed to benefit both the
organiza�on and employees personally.

Another innova�on is the risk profile that PMs complete when they enter a new project into the Online Contract Review. 
This risk profile generates a ra�ng.  Projects with a risk ra�ng above a certain threshold go to the risk commi�ee for
review.  Based on the type of risk, a specific risk mi�ga�on plan is developed, and the implementa�on of that plan is
tracked by the risk commi�ee.

Integra�on:

Our approaches to ensuring opera�onal con�nuity are fully integrated with our mission, vision, and LEAD values. These
processes are integrated across key processes and mul�ple excellence dimensions.

For example, our adop�on of laptops and centralized cloud storage ensures all team members interact fully with our
systems and have access to key organiza�onal knowledge, regardless of loca�on. This technology adop�on enhances
security processes, with all data stored in cloud-based storage. By aligning our technologies with our work types and
loca�ons, we create a posi�ve work environment and greater opera�onal produc�vity.

Our emergency preparedness processes protect our employees and are integrated with the workforce dimension. These
processes ensure the safety of our workforce, enable them to con�nue delivering on client projects, and provide an
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extraordinary experience for our clients.

Risk management processes are integrated with the leadership and governance dimension to ensure compliance and
strong fiscal management and controls. They are also integrated with the opera�ons dimension as we address project
risk. This holis�c approach to opera�onal con�nuity ensures we deliver projects efficiently and maintain a resilient, agile
organiza�on.
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Workforce

Workforce, Specifically Workforce Engagement

How do the processes for workforce engagement described in your applica�on reflect and address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

At FNI our senior leaders foster a culture of high performance and engagement by clearly communica�ng performance
expecta�ons, providing challenging work, and encouraging effec�ve communica�on. We communicate expecta�ons
through our FNI LEADS Values, strategic goals, and ac�on plans. Challenging projects arise from our long-term client
rela�onships, growth strategies, and the adop�on of new technologies and services. This growth offers us numerous
opportuni�es to expand our knowledge, take on new roles, and become mul�faceted leaders within the firm. Embracing
new technologies and services pushes us to con�nuously learn and apply new skills, keeping us at the forefront of our
industry.

We promote effec�ve communica�on through open-door policies and senior leaders’ interac�on with employees. We
support daily work communica�ons with a variety of technologies, enabling project members in different loca�ons to
collaborate effec�vely and seamlessly. Group and TEP mee�ngs provide forums to address problems and issues, ensuring
that everyone has a voice and contributes to solu�ons.

We encourage the sharing of skills, knowledge, and diverse ideas through our project management structure, employee
training programs, and standing teams. Our project management structure allows us to work in groups with people of
different technical exper�se and experience levels, fostering a collabora�ve and inclusive environment. Standing teams,
such as TEP teams, encourage us to share ideas and best prac�ces, ensuring con�nuous improvement and innova�on.
These teams also provide a pla�orm for cross-func�onal collabora�on, enabling us to leverage the diverse skills and
perspec�ves of our workforce to solve complex problems and drive the company forward.

We reinforce our culture through senior leadership communica�ons, company-wide con�nuous improvement lunches,
strategic planning mee�ngs, division and group mee�ngs, and via our intranet. We promote equity and inclusion through
our hiring process, internal training and ini�a�ves, and the DEI Commi�ee, which works closely with HR to create and
implement related ac�vi�es and ini�a�ves. We empower our workforce to take on new roles, share ideas for con�nuous
improvement, and shape career paths through the Individual Development Plan (IDP) process. This empowerment is
cri�cal in fostering a sense of ownership and accountability among employees, driving them to ac�vely contribute to our
company's success.

At FNI, we believe in providing a work environment where we balance work and our personal life. Hedgehog Client Service
is cri�cal, so some�mes one week is more work-focused to meet client deadlines, and the next is more personal. We offer
compe��ve PTO and holidays along with flexible work hours to support this balance. Our CIdea program provides a
pla�orm for sugges�ng enhancements to this flexibility, including ini�a�ves like paid parental leave, floa�ng holidays, and
alternate work schedules (AWS). This program encourages employees to voice their ideas and contribute to the
con�nuous improvement of our work-life balance policies, ensuring that we remain adaptable to changing needs and
circumstances.
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Historically, mentoring has been crucial to our long-term success. Built on a legacy established by our founders, mentors
guided employees through their careers, fostering a sense of community and professional growth. As we grew, we
recognized the need for a formal mentoring program. Every employee can now request a mentor via Workday. Through
our Intranet, we offer a comprehensive toolkit for mentors and mentees, resources for choosing a mentor, and �ps and
tricks for successful mentoring. We value this program so much that we created the Lee Freese Mentoring Award to honor
excep�onal mentors.

Deployment:

We fully deploy our employee engagement processes to all workforce members and across all geographies. Deployment is
facilitated through our robust intranet, our HRIS (Workday), and the My Perks app, ensuring that everyone has access to
the necessary resources and support. These pla�orms provide easy access to informa�on, streamline processes, and
enhance communica�on, enabling us to maintain high engagement and produc�vity regardless of geographic loca�on.

Evalua�on and Improvement:

At Freese and Nichols, we systema�cally evaluate and improve our processes using various inputs and assessment tools
such as employee engagement surveys, frequent interac�ons with leaders and team leaders, and the review and analysis
of KFIs. This approach has led to numerous improvements in our workforce processes, including:

In the late 1990s, we realized a need to be�er understand employees' needs and expecta�ons. We implemented an
internally generated Employee Sa�sfac�on Survey. As we grew, we felt that we needed a be�er survey with more
ac�onable feedback. In 2018, we evaluated this approach, conducted benchmarking and transi�oned to an
Engagement Survey (ES) administered by Beyond Feedback. The refined survey also provides valuable industry
benchmarks and insights from Baldrige recipients.
In 2022, we a�empted formal succession planning using a Nine Box methodology. This approach didn't achieve the
desired results. With career advancement being the top reason for employee departures, we hired a new
Organiza�onal Development leader in late 2023. Using a new HRIS, Workday, we iden�fied opportuni�es to improve
succession planning. Improvements included input from a broader audience and a calibra�on exercise at the
division level.
Analysis from our 2019 ES highlighted our benefits program as an area of opportunity. Concerns were raised about
our health insurance carrier and the need for innova�ve benefits. HR conducted benchmarking, leading to benefit
upgrades in 2020 and 2021, such as parental leave, Legal Shield and ID Shield services, pet insurance, and accident
insurance. We tailored benefits selec�ons to our diverse workforce's needs and kept benefits costs flat in 2022 and
2023 while improving plans along with workforce sa�sfac�on.
Based on evalua�ng 2021 compensa�on scores from the ES, we developed and shared a Pay Philosophy
communica�on with the workforce. We regularly conduct compensa�on studies and adjust salaries to remain
compe��ve. In 2023, based on ES feedback, turnover data, and compe�tor offerings, we increased pay by  for
shareholders and  for all other employees, in addi�on to annual merit increases.
A 2022 COL on innova�on recogni�on resulted in supplemen�ng the annual award with quarterly recogni�on. Our
innova�on award was renamed a�er Simon W. Freese, acknowledging his role as an innovator and inspiring us to
con�nue his legacy.
In 2023, we integrated LEADS values into performance evalua�ons and deployed the LEADS values calibra�on guide
and weigh�ng system. This integra�on ensures that our evalua�ons are aligned with our core values and
organiza�onal goals, providing a clear and consistent framework for assessing performance and development.
A�er deploying the Leadership System (LS) in 2023, we iden�fied numerous opportuni�es to integrate our
workforce process with the refined LS. For example, we integrated the LS into all leader development and the 2024
Leadership Summit focused on LS processes.  By aligning our workforce processes with the LS, we create a cohesive
and strategic approach to leadership development and talent management.
In 2023, we outsourced exit interviews to Beyond Feedback to obtain more ac�onable feedback from depar�ng
employees. We con�nued conduc�ng one-on-one exit interviews and, in 2024, revised the process to conduct the
survey first, followed by the live exit interview, resul�ng in higher par�cipa�on and more comprehensive insights.
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This revised process enables us to gather detailed and ac�onable feedback, allowing us to address underlying issues
and improve our employee reten�on strategies.
In 2023, our intern-to-full-�me conversion rate fell below the NACE na�onal average. We developed a process to
increase conversion rates, including a schedule for managers, more feedback from interns, and earlier hiring offers.
This improvement led to 2024 conversion rate above the na�onal average, reflec�ng our commitment to developing
and retaining top talent. By enhancing our internship program, we ensure a steady pipeline of qualified candidates
who are well-prepared to contribute to our organiza�on.
Based on growth and ES feedback, our TEP program has evolved over �me from a single TEP lead for each prac�ce
to crea�ng a na�onal technical organiza�on structure. This strengthens our firmwide focus on quality while
providing a new career path for employees.

Integra�on:

Our workforce processes are deeply integrated with other processes. Workforce Capability and Capacity planning aligns
with strategic and budge�ng processes. Hiring aligns with organiza�onal needs based on our needs assessment. Employee
Engagement Survey results integrate with strategy providing a key input to the strategic planning process.  These results
also provide a key input to Annual Opera�ng Plans (AOPs).

LEADS values are fully integrated into all key processes and provide guidance for decision making.  We encourage support
for key communi�es through our LEADS value of Serve Always. We recruit and hire based on our LEADS values. LEADS
values are a key considera�on in nomina�ng shareholders and associates.

This deep integra�on ensures that our workforce processes are not siloed but are part of a larger, cohesive system that
aligns with our overall business objec�ves. By integra�ng our workforce processes with other key business processes, we
create a more agile and responsive organiza�on that delivers consistent high-performance results.
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Customers and Markets

Customers and Markets, Specifically Customer Engagement

How do the processes for customer engagement described in your applica�on reflect and address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

We believe that key to our sustainability over the past 130 years has been our ability to build and sustain enduring
rela�onships with our clients. This begins with our Hedgehog Concept and our Client Rela�onship Roadmap. Our
commitment to delivering excellence is embodied in our Regional Approach paired with Na�onal Exper�se. This strategy
is bolstered by our regional Account Directors (AD) and Client Representa�ves (CR) who foster rela�onships at local and
regional levels, while our Na�onal Prac�ce Leaders (PL) extend business development and technical exper�se across all
regions. Our CRs and PMs emphasize ac�ve listening, supported by the Zipper Approach (CM Q1.2), ensuring enduring
rela�onships through consistent staff-client interac�ons, even amidst organiza�onal changes.

In 2023, we introduced the Client Rela�onship Roadmap to reinforce client-centric behaviors within our staff, detailing
four core behaviors: Listen and Learn, Connect and Collaborate, Deliver and Delight, and Serve and Sustain (CM Q1.3).
This roadmap sets clear expecta�ons for staff engagement and support, integra�ng these principles into Business
Development training sessions that highlight best prac�ces, role defini�ons, and successful client interac�ons. This
comprehensive approach ensures that every member of our team is equipped to build and sustain strong client
rela�onships.

Our Prac�ce Leaders engage with customers na�onally through various channels, including technical conferences, where
they present on relevant topics, client brown bag lunches on specific technical subjects, and service on na�onal
commi�ees. These interac�ons further solidify our trusted client rela�onships. We validate this approach through our
Execu�ve Client visit process and senior leaders' one-on-one discussions with clients during technical and business
interac�ons. These engagements provide valuable insights into our clients' needs and expecta�ons, allowing us to tailor
our services and approach accordingly.

Deployment:

Our Hedgehog Concept is deeply ingrained in FNI, embraced by both technical and corporate staff. This concept, which
emphasizes focusing on what we can be the best at, what drives our economic engine, and what we are deeply passionate
about, is integrated into all training programs, star�ng with New Employee Orienta�on. We train and assign ADs and CRs
in each region, ensuring that they understand and embody our core values and strategic approach. We deploy booking
goals by Prac�ce and Region, ensuring alignment with our strategic objec�ves. These regional booking goals are
established based on data from our CRM system (Cosen�al), which provides a comprehensive view of our client
interac�ons and opportuni�es.

Evalua�on and Improvement:

FNI systema�cally evaluates key processes to ensure their effec�veness and efficiency, ensuring con�nuous learning
through Key Focus Indicators (KFIs) and systemic data reviews. This consistent evalua�on has driven significant learning
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and improvement:

Early 90s: Transi�oned from a principal in charge model to a client representa�ve system in 1996 to sustain growth
and service quality. This change allowed us to distribute the responsibility of client rela�onships across a broader
team, ensuring that each client received the highest level of service.
Early 2000s: Formalized client representa�ve training to ensure role consistency as non-shareholder client reps were
added. This training program has been regularly updated to incorporate best prac�ces and new insights from our
ongoing evalua�ons.
2008: Implemented a CRM system to streamline the client proposal process by centralizing staff resumes and firm
project descrip�ons.
2012: Adopted Miller Heiman sales processes to introduce formal sales structure, tools, and terminology. This
structured approach helped us standardize our sales processes and improve our overall effec�veness in business
development.
2016: Evaluated design-build impact, leading to the FLOW (Follow-on Work) concept, contribu�ng significantly to
bookings. This ini�a�ve has been instrumental in iden�fying and capitalizing on follow-on work opportuni�es,
ensuring a steady stream of projects and revenue.
2017-18: Updated sales processes and terminology to align with FNI’s culture, crea�ng custom training programs.
These updates have made our sales processes more intui�ve and accessible to all staff, fostering a deeper
understanding and engagement across the organiza�on.
2018: Deployed addi�onal CRM modules to track project opportuni�es, customer visits, and client debriefs,
enhancing sales pipeline management. This comprehensive tracking system provides us with detailed insights into
our business development ac�vi�es and outcomes, enabling more informed decision-making.
2019: Established Strategic and Key Account program to focus on key client rela�onships, targe�ng 80% of bookings
from these clients. This program ensures that our most important clients receive the a�en�on and resources they
need to thrive, strengthening our long-term rela�onships.
2019: Documented and formalized the Zipper Approach to prepare for client turnover, ensuring con�nuity in client
rela�onships. This approach has proven effec�ve in maintaining strong connec�ons with our clients, even during
periods of transi�on within their organiza�ons.
2019: Introduced annual sales training for staff on key business development processes, ensuring that our team is
equipped with the latest skills and knowledge. This ongoing training program has been essen�al in maintaining our
compe��ve edge in the market.
2021: Created the Michael L. Nichols Client Service Award to recognize excep�onal client rela�onship development.
This award highlights the importance we place on client rela�onships and serves as a powerful mo�vator for our
staff.
2022: While we have surveyed clients at the project level for decades, we realized that we did not have a good
understanding of sa�sfac�on at the client level. In 2022, we conducted the first Client Engagement Survey with
Beyond Feedback, achieving a top decile score of 91/100. This survey has provided us with valuable insights into our
clients' percep�ons and expecta�ons, informing our ongoing efforts to enhance our service quality.
2023: Integrated sales funnel data with resource reports for be�er workload planning, ensuring that we have the
capacity to meet future demands. This integra�on has allowed us to more accurately forecast and manage our
workload, op�mizing our resources and improving our service delivery.
2023: Refined the Project Sa�sfac�on Survey to be�er align with the Client Engagement Survey, capture more
ac�onable feedback and add a Net Promoter Score calcula�on, providing a more comprehensive view of client
sa�sfac�on. This refined survey has given us deeper insights into our clients' experiences and areas for
improvement.
2023: Documented the Client Rela�onship Roadmap to establish long-term rela�onship-building processes. This
roadmap provides a clear framework for developing and sustaining client rela�onships, ensuring consistency and
excellence across the organiza�on.

Innova�on:
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Innova�on is a cornerstone of our approach to customers and markets. We con�nually seek new methods and
technologies to enhance our service delivery and client rela�onships. Examples of innova�on include the development of
our FLOW concept, which has significantly increased our bookings ($135 million of our bookings in 2023 came from
FLOW), and our Strategic and Key Account program, which focuses on nurturing our most important client rela�onships.
Addi�onally, our Client Rela�onship Roadmap and the integra�on of sales funnel data with resource reports are
innova�ve strategies that have improved our ability to manage and grow our business.

Integra�on:

Our client rela�onship processes are seamlessly integrated with the Leadership Dimension through our Mission
"Innova�ve Approaches, Prac�cal Results, Outstanding Service", Vision "To be the firm of choice for clients and
employees", and LEADS Values "Serve Always". These principles guide our interac�ons with clients and shape our
strategic objec�ves. Addi�onally, these approaches are aligned with the Strategy Dimension via the People KFA and
strategic ac�ons focused on client service. This alignment ensures that our client rela�onship strategies are fully
integrated into our overall business strategy.

Client rela�onship building is also integrated into our workforce processes through recruitment, educa�on, and reward
and recogni�on processes. Our recruitment efforts focus on a�rac�ng individuals who embody our values and are
commi�ed to building strong client rela�onships. Our educa�on programs, including New Employee Orienta�on, PM
Cer�fica�on, and ongoing sales training, ensure that our staff are well-equipped to meet client needs. Our reward and
recogni�on programs, such as the Michael L. Nichols Client Service Award, highlight the importance of client rela�onships
and mo�vate our staff to excel in this area.

Finally, our customer and market processes are interwoven with the Opera�ons Dimension across the project lifecycle (O
Q1.1), resul�ng in long-term rela�onships. By integra�ng client rela�onship strategies into every stage of the project
lifecycle, we ensure that our clients receive consistent, high-quality service from ini�al engagement through project
comple�on and beyond. This comprehensive approach has been instrumental in building and maintaining the enduring
rela�onships that are the founda�on of our long-term success.

Figure CM -1 Supplemental Documenta�on - Marke�ng and Business Development Cycle
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Community Engagement

How do the processes described in your applica�on for engaging with your key communi�es reflect and address the
following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Processes:

 FNI has been deeply engaged in key communi�es where we live and work, ensuring community support through
processes that are defined, deployed, measured, and integrated. From the earliest days of the firm, leaders have strongly
advocated that giving back to our communi�es is not only the right thing to do but our obliga�on. "Serve Always," a
LEADS value, emphasizes the importance of giving back to our profession by volunteering as leaders in our professional,
technical, and industry groups. It also encompasses dona�ng �me and money to charitable organiza�ons in the ci�es
where we live and work.

Examples of processes suppor�ng community engagement include:

Ac�ve par�cipa�on and leadership roles in professional organiza�ons
Providing thought leadership to enhance the engineering discipline and share best prac�ces
Conduc�ng robust R&D programs to foster innova�on
Implemen�ng a Mentor-Protégé program to support the growth of emerging professionals in minority, women-
owned businesses, small or disadvantaged businesses
Offering extensive internship opportuni�es to nurture future talent
Engaging in philanthropy and volunteerism to support local communi�es
Developing processes to promote sustainable prac�ces in the planning and design of public infrastructure projects

Deployment:

Our community engagement approaches are fully deployed, ensuring all employees are involved and, in many cases,
engaging our clients. Deployment to the workforce starts at New Employee Orienta�on (NEO), where we describe how
projects posi�vely impact the communi�es we serve. Employees are encouraged to be involved in professional
organiza�ons, with the company covering membership fees and o�en compensa�ng their �me. Processes are further
deployed through the alloca�on of budget funds specifically set aside to support community engagement. As we
expanded geographically, senior leaders ensured community engagement processes were effec�vely deployed in each
new loca�on. The “Serve Always” value focuses on our commitment to community engagement and the con�nuous
implementa�on of these efforts throughout an employee’s career at FNI.

Evalua�on and Improvement:

For more than 40 years, FNI has supported the United Way (UW) through an annual employee campaign and a corporate
match. As we expanded outside Texas in 2013, we evaluated corporate philanthropy and refined our UW efforts to ensure
that money raised was invested into local UW organiza�ons, along with our corporate match. This evalua�on also
highlighted a need to more systema�cally manage corporate giving. Based on this evalua�on, we established a Funding
Commi�ee to handle requests from employees for charitable giving and sponsorships of professional and technical
organiza�ons to support STEM-related and other worthy ac�vi�es.
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As we con�nued to expand our footprint and evaluate our approaches, in 2023, we developed regional community
engagement plans and budgets. These dollars were allocated to regional leaders, along with guidelines for developing
their plans. The guidelines iden�fied strategic focus areas aligned with our Corporate Social Responsibility Framework,
which was approved by the FNI Board of Directors in 2022. The regional plans were presented to the Execu�ve Team for
review and approval at the end of 2023. Today, the Corporate Giving Commi�ee (formerly Funding Commi�ee) oversees
regional budgets and addresses corporate giving requests at the company level.

Quarterly reports are made to our leadership team for awareness and coordina�on. In 2024, we formed a Corporate
Social Responsibility Steering Commi�ee, which oversees the Corporate Giving Commi�ee and the Community
Sustainability and Resiliency Commi�ee (CSRC).

As our growth con�nued, we honored the legacy of our founders who created the culture that drives community
engagement efforts today. In 2001, we created the ini�al internal awards program. Since then, we have recognized 25
employees with the James R. Nichols Community Service Award and 23 with the Robert Nichols Professional Service
Award. Since 2004, we have also recognized 27 employees with the Lee Freese Mentoring Award. To improve the process
in the mid-2000s, we formed commi�ees of former award winners to review nomina�ons and select each winner. Finally,
in 2021, we added the Michael Nichols Client Service Award to recognize those who demonstrate outstanding service in
internal or external client development.

Our support of small and minority businesses has evolved from informal rela�onships established over the past 40 years
to ac�ve par�cipa�on in several formal programs, including the City of Houston Diversity Program, the SBA, and the NTTA
Road Program. We are currently mentoring 10 different firms through our program.

Historically, our internship program has included a special orienta�on mee�ng, presenta�ons about our various prac�ces,
and visits to project sites. Through regular evalua�ons, we have made significant improvements in this program. With the
con�nuing shortage of engineers, in 2021, our talent acquisi�on team increased intern hires by 45%.

They introduced best prac�ces and benchmarking from the Na�onal Associa�on of Colleges and Employers (NACE),
including an annual compensa�on review. In 2022, we added a University Recrui�ng Coordinator, implemented a CRM
and interview scheduling support to increase efficiency. We were awarded the Technology Excellence Award - Employer
from NACE for this work. In 2022, we also simplified the interview process with virtual interviews, enhanced our pre-hire
communica�on for interns, and began celebra�ng Na�onal Intern Day during the summer with office ac�vi�es.

In 2023, we increased our hiring again by 32% and formalized and enhanced the internship program. We added
professional development workshops presented by subject-ma�er experts and hiring managers on skills such as using
LinkedIn and interviewing. We hosted a panel discussion with young professionals’ employee resource group (ERG) and
piloted a field day in one division. We had our inaugural College Shirt Day to celebrate Na�onal Intern Day and were
honored to be named a Top 100 Internship Program by Yello and WayUp. This year, we con�nue to enhance the program
by expanding field day to another division. We shi�ed our prac�ce presenta�ons from senior leaders to early career
professionals and added addi�onal workshops, providing recordings for reference. To help increase our conversion rate
from intern to full-�me hire, talent acquisi�on now conducts individual check-ins with interns, in addi�on to manager
check-ins. With inten�onal focus, we increased our conversion rate from 42.6% in 2023 to 59.2% in 2024, surpassing the
52.7% benchmark according to NACE.

University Liaison Program - With increasing compe��on for civil and environmental engineering majors, we are
implemen�ng a university liaison program to focus on university rela�ons, not just campus ac�vity. We selected 13
schools for par�cipa�on in the program based on relevance of the program, size and diversity of the talent pool, hiring
trends, current and projected hiring needs, and proximity to office loca�ons. Each school has an FNI employee liaison,
equipped with a budget and a charge to develop rela�onships with the relevant people at the school in the college or
department from which we hire. Their involvement may include si�ng on a board, volunteering �me, dona�ng money, or
sponsoring events or projects. Liaisons partner with our talent acquisi�on team to coordinate and track ac�vi�es.
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Innova�on:

As our mission states, bringing innova�on to our clients and projects is cri�cal to our success. Our R&D Program, formally
managed by our Technical Excellence Director, has grown significantly. We share the results of R&D projects internally
through group mee�ngs and TEP mee�ngs. Externally, we share our technical innova�ons with our professional
community through conference presenta�ons, many of which are co-presented with clients at industry conferences,
demonstra�ng leadership within their working groups.

Our sustainability efforts are largely related to our project work. We were early innovators in this area, pledging support
as a charter member to the newly formed Ins�tute for Sustainable Infrastructure (ISI) in 2010. ISI was developed by a
group of industry organiza�ons that recognized the need for collabora�on to drive a focus on sustainable prac�ces in the
planning and design of public infrastructure. Several FNI staff were involved in the founding organiza�ons and par�cipated
as thought leaders in ISI’s early development. Since 2010, we have created our own sustainable prac�ce educa�on
programs, which have grown from being a corporate ini�a�ve led by a small group to being ins�tu�onalized within our
Prac�ce and Technical Excellence organiza�onal structures. Currently, FNI has 27 Envision ISI creden�aled staff and 5
award-winning projects. More importantly, we are con�nually working to improve our planning and design processes to
address resiliency concerns for future genera�ons.

Integra�on:

Our approaches to community engagement are integrated with the Leadership dimension through our value of “Serve
Always.” These processes are also integrated with the Finance dimension, as our process allocates money in Group
Managers’ budgets for involvement in professional organiza�ons, service on commi�ees and in leadership roles,
a�endance and presenta�ons at industry conferences. Addi�onally, these processes are integrated with the Workforce
Dimension through employee development opportuni�es in professional and technical organiza�on volunteer leadership
roles and through presenta�ons at conferences. Finally, our approaches are integrated with the Workforce Dimension
through our internal recogni�on and award programs.
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Finance

Financial Viability and Access to Capital During Disrup�ons

How do the processes described in your applica�on for ensuring financial viability and access to capital during disrup�ons
reflect and address the following factors:
**Be sure to respond to each of the 6 evalua�on factors.

1. Systema�c (describe how processes are regular and repeated)
2. Deployed to key stakeholders
3. Evaluated
4. Improved based on evalua�on
5. Innova�on (examples, if any)
6. Aligned with organiza�onal needs, as described in the Organiza�onal Profile, and integrated with related processes?

Systema�c Approach:

FNI's robust billing and collec�on processes ensure sufficient cash flow for our opera�ons under normal condi�ons. For
more than 30 years, we have successfully funded capital spending en�rely from opera�ons without resor�ng to
borrowing. Projects are billed monthly in strict accordance with the client contract. An employee in our accoun�ng
department diligently follows up with clients on all delinquent accounts, ensuring our days outstanding have consistently
been below average for over a decade and in the top quar�le the past three years.

During unusual �mes, we have the capability to supplement opera�ng cash with a  line of credit. Our
longstanding rela�onship with this bank allows us the flexibility to increase this line of credit as needed, although we
prefer not to incur addi�onal fees unless absolutely necessary. Addi�onally, we maintain a long-term investment account,
funded annually since 2010, which currently holds  and serves as an emergency financial reserve.

Our client base consists primarily of state and local government agencies, which tend to be more stable compared to
private or developer clients. Through our strategic geographic expansion, we have effec�vely mi�gated the risk associated
with state economic downturns, enhancing our ability to proac�vely manage financial risk.

Our company’s budge�ng process is rigorous, and we apply a similar approach to fee development for projects. Our fee
spreadsheet allows project managers to develop fees that appropriately reflect the risk and technical complexity of each
project.

Our emphasis on organic growth has led to a slower yet steady and consistent expansion. This conserva�ve economic
approach has allowed us to onboard new employees effec�vely while preserving our company culture. Furthermore, we
have cra�ed a clear acquisi�on strategy that supports growth through acquisi�ons aligned with our strategic focus on
specific services or geographic areas.  

Deployment:

At FNI, we have fully implemented comprehensive financial processes across our organiza�on. We introduce these
processes to our leaders through detailed budget templates, which we communicate and share simultaneously with the
Annual Opera�ng Plan (AOP) template. Each year, we me�culously update the AOP and budget guideline document to
provide clear guidance to our group managers as they prepare their AOPs and opera�ng budgets. During the Strategic
Planning Process (SPP), we establish our organiza�onal-level financial targets. We then use these targets to set Key
Financial Indicator (KFI) goals for various groups, ensuring alignment with our overall organiza�onal objec�ves. Through a
collabora�ve catch ball process, we nego�ate targets with groups to secure adequate resources for their AOPs, ensuring
their success and mee�ng FNI’s financial targets.
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Our Group Managers (GMs) and Division Managers (DMs) have access to up-to-date financial data through various tools
designed to help them monitor performance effec�vely. These tools update nightly, allowing managers to review data
without wai�ng for monthly financial reports. For example, with our u�liza�on KFI, managers can view the results each
Tuesday a�er pos�ng online �mesheets on Monday. This real-�me access to data empowers them to make �mely
adjustments throughout the month, rather than wai�ng un�l a�er the month-end financial close.

Evalua�on and Improvement Learning:

As described in earlier sec�ons, FNI is a learning organiza�on. We regularly evaluate the effec�veness and efficiency of
our financial processes based on data analysis, industry benchmarking, and what is going on in the external environment.
Some examples of our improvements include:

Investment Strategy Enhancement: Prior to 2004, we placed excess cash into savings accounts with our bank. In
2004, we began to look for alterna�ves and established an investment account with an investment advisory firm to
capture greater earnings. In 2010, we made the strategic decision to start reserving  of annual profits in a
long-term investment account, primarily used for ownership transi�on and growth. These funds can also be
accessed to fund opera�ons in a crisis.
Baldrige Journey and KFI Development: 1995 was a significant year for FNI, as it was the first and only year in our
130-year history that FNI lost money. Employees received a blue umbrella instead of a financial bonus due to our
poor financial performance. This experience prompted us to begin our Baldrige Journey in 1996. As we embarked on
this journey, we recognized a significant opportunity to define, analyze, and use measures more effec�vely. This
evalua�on resulted in the development of Key Focus Indicators (KFIs), which are cri�cal to our business success or in
greatest need of improvement. We systema�cally evaluate our KFIs each year, capturing, analyzing, and using
measures such as bookings, u�liza�on, and projects over budget to guide our improvement efforts. We also add
other measures based on the need for improvement, such as voluntary turnover during talent shortages, crea�ng an
agile measurement system that can respond to environmental or business changes.
Balanced Scorecard Implementa�on: In 2015, to improve the execu�on of our Strategic Plan, we added a Balanced
Scorecard aligned with our Plan to measure the success of our SP ac�ons. The Balanced Scorecard is updated
quarterly, analyzed, and reviewed by senior leadership, who define ac�ons for any items that are not within 90% of
target.
Enhanced Accoun�ng Tools: Around 2016, based on the variability of analysis presented at President’s Reviews, we
looked to our long-term accoun�ng system vendor, BST, for help.  BST had developed an Excel-based tool linked to
our accoun�ng data that updated nightly. This tool allowed us to develop standard tools for our users. Now, the
PM/GM/DM toolkits all have the appropriate level data to be monitored during the month to track progress toward
financial goals. The accoun�ng team uses this same tool to produce the financial statements a�er we close the
month. The financial statements can be updated by refreshing a few tables instead of spending hours upda�ng the
data.
Formalized Con�ngency Plan: In 2021, due to our strong performance through COVID-19 and to ensure con�nued
resilience, we formalized our con�ngency plan. This plan is updated quarterly and presented to the Execu�ve Team.
It includes u�liza�on trends, future resource u�liza�on graphs, the sales funnel, proposal workload, and months of
backlog. Reviewing this informa�on and looking for trends that could signal a downturn or slowdown helps us to be
prepared for future disrup�ons. The plan also includes possible ac�ons to take in the case of nega�ve trends.
Quicker access to accurate informa�on allows us to respond swi�ly to performance changes.
Resource Scheduling and Analy�cs: With the constant discussion in the media about an impending recession, we
again looked to BST for a resource scheduling tool. It took several years for successful implementa�on of this tool,
but once it was fully deployed across the company, we used the analy�cs tools to develop workload graphs by
divisions, groups, and prac�ces. In a cycle of improvement in 2023, we combined the resource scheduling data with
sales opportuni�es stored in our CRM, Cosen�al to view both current and future workload against staff capacity.
Incorpora�on of EFCG Benchmarks: In a 2022 cycle of learning, we began incorpora�ng EFCG benchmarks into
target se�ng for the Balanced Scorecard. This provided a more robust process and valuable informa�on to enable
us to evaluate the rela�ve "goodness" of our performance.
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Innova�on:

Because of our 130 years of successful results, FNI has been targeted by larger firms for acquisi�on.  The primary reason
that smaller firms sell, is that they have not adequately planned for ownership transi�on.  Because we are commi�ed to
remaining independent our owners have put in place the systems, structures, and processes to accomplish this goal.

Our innova�ve ownership transi�on model ensures con�nuity for our organiza�on by crea�ng visibility into what it will
take to transi�on stock ownership over the next 15 years without nega�vely impac�ng the performance of the firm and
the rewards for our employees.  Our proac�ve approach to fund future ownership transi�ons by se�ng aside  of
profits has allowed us to establish a long-term investment fund, ensuring that we have the necessary resources to support
ownership transi�on and maintain con�nuity of prac�ce.

We designed our profit-sharing model to align employees' interests with our success. This approach not only mo�vates
our team but also drives growth and innova�on within the organiza�on.  By sharing profits, we collec�vely celebrate our
achievements, and employees feel directly rewarded for their contribu�ons.  This alignment between personal success
and company success fosters a collabora�ve and forward-thinking environment.  

Integra�on:

Our financial processes are fully integrated with key processes across the organiza�on with other Baldrige excellence
dimensions.  For example, financial informa�on provides a key input into development of our goals and objec�ves for the
future.  During strategic planning we establish goals and targets to ensure we are able to achieve our future financial
needs.  Financial processes are integrated with the opera�ons dimension through disciplined budge�ng.  We also
integrate these processes into emergency preparedness to ensure financial resources are available to respond to any
disrup�ons. The financial processes are also integrated with leadership and succession planning as the primary reason
firms do not remain independent is because of failure to adequately plan for ownership transi�on.
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