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1 What is Business Development? 

The ability to generate revenue that sustains the business or organization. 

 

Fig 1.1 Increasing the Probability of Winning. By positioning products or services early and building 

strong customer relationships, organizations improve their probability of winning a contract 

2 Phases in the Business Development Lifecycle 

The business development lifecycle consists of eight basic phases. 

Figure 1.2 shows how the phases and activities of the business development lifecycle 

work together to win business. Each element is dependent on the others—all 

requiring input and ongoing updates. 

 

Figure 1.2. The Business Development Lifecycle. Discipline at each of these phases improves win rates 

and leads to sustainable processes that fuel ongoing success. 
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The eight phases of the business development lifecycle are: 

2.1 Market Identification 

● Organizations must make clear decisions about the markets they intend to pursue 

and penetrate. 

Tool: Market Risk Assessment 

2.2 Accounting Planning and Positioning 

● An account can be a prospective customer, an existing customer, an entire 

organization, or a single buying unit within a large company. 

● Account plan constituents: 

● historical account information 

● buying history 

● key customer personnel and decision-makers 

● strategies for penetrating or growing an account. 

Tool: Customer Relationship Management (CRM) system 

2.3 Opportunity Assessment (Identification and Qualification) 

● A key decision gate at the opportunity assessment phase of the business 

development lifecycle is a preliminary bid/no-bid decision on a specific 

opportunity. 

2.4 Opportunity Planning 

● Opportunity planning involves customer interaction and effective sales to 

understand customer needs and issues. 

● Critical aspects of opportunity planning include knowledge of portfolio 

management and the 4Cs: 

● Customer 

● Competition 

● Cost 

● Company and solution 
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Figure 1.3. Opportunity Planning. Opportunity planning activities are critical to repeat  

success in business development. 

2.5 Proposal Planning 

● Before a bid request arrives, organizations should assemble a core proposal team 

to prepare a proposal management plan focused on the five proposal planning 

keys 

● Focus on these five key proposal planning activities: 

● Migrating data from the opportunity plan to a proposal plan or to proposal 

planning tools 

● Extending the opportunity strategy into the proposal strategy. A proposal strategy 

consists of statements of an organization’s position and how it plans to make each 

point in its proposal. Organizations can capture this transfer by preparing a draft 

executive summary. 

● Refining the solution and price-to-win 

● Engaging the right staff for the proposal team and securing the right executive 

support 

● Holding a proposal kickoff meeting to share planning activities with the proposal 

team 

Tools: Mockups and Content plans 
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2.6 Proposal Development 

● At this stage, bid planning activities, including changes to the solution, strategy, 

teaming partners, proposal organization, proposal schedule, and workshare, 

should stop. 

● When Proposal Managers are satisfied with section drafts, they should submit 

them for final review. After completing changes and receiving final approval, the 

proposal is submitted to the customer. 

2.7 Negotiation and Post-Submittal Activity 

● Many customers request clarifications or have discussions with bidders before 

making a final decision. These may lead to proposal modifications. 

● Overall, an organization’s strategy should be fairly simple: 

● To respond fully to customer questions and concerns 

● To reinforce a customer’s trust in its solution and organization 

● To optimize the deal to the benefit of bidder and customer 

2.8 Delivery and Ongoing Customer Relationships 

● Effective business development activities continue throughout the solution 

delivery phase. This happens through ongoing interaction with the customer. 

● Winning the contract is an opportunity to prove value and position your 

organization for additional opportunities. 

3 Organizational success relies on strict adherence to the 

following key principles: 

1. Necessity of business development process 

2. Importance of bid decision gates and positioning 

3. Importance of early customer involvement 

 



CUSTOMER 
ANALYSIS

CHAPTER 2 : 



 

6 

 

1 Traits of a Winning Proposal 

A winning proposal is both compliant and responsive, both equally crucial qualities. 

1.1 Compliance 

● Compliance is the act of meeting stated customer requirements. 

● A compliant proposal meets the customer’s requirements and submittal 

instructions, answers the customer’s questions, and addresses specifications to the 

letter—nothing more, nothing less. 

1.2 Responsiveness 

● Responsive proposals address customer goals, underlying concerns, and key 

customer issues and values that might not be spelled out in the solicitation. 

● Responsive proposals help customers achieve their business goals, not just their 

projects or procurement goals. 

1.3 Best Practices 

● Begin to cultivate responsiveness long before RFP release. 

● Thoroughly review and clearly understand the customer’s bid request. 

● Prepare a comprehensive compliance matrix for every bid request. 

● Submit a response matrix with your proposal 

● Maintain a customer focus. 

Tools: Compliance Matrix, Executive summary 
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2 Customer Analysis and Competitive Intelligence 

● Applying customer analysis and competitive intelligence requires researching 

what your customers need and what your competitors can offer. 

● Customer and competitive intelligence is a key part of opportunity planning. 

2.1 Best Practices 

2.1.1 Understand the importance of customer and competitive intelligence. 

Competitive intelligence 

● Objectively understanding the strengths, weaknesses, and strategies of companies 

competing against your company for business. 

2.1.2 Foster information sharing among all members of your extended organization. 

2.1.3 Leverage public sources of customer analysis and competitive intelligence data. 

● Public sources of customer analysis and competitive intelligence data are 

numerous and include both primary and secondary research. 

● The following Table 2.1 lists common data sources that may complement other 

sources unique to your company and industry. 

DATA SOURCES 
CUSTOMER 

ANALYSIS 

DATA SOURCES 

COMPETITIVE 

INTELLIGENCE 

DATA SOURCES 

Employees: colleagues, sales/marketing teams, and 
any other employees, regardless of their role in your 
company 

  

SMEs engaged by your company   

Customers’ websites   

Competitors’ websites   

Trade/industry association websites   

Social media: Facebook, LinkedIn, Twitter, etc.   

Publicly available information: government agency 
reports, industry/trade publications, webinars 

  

Trade shows/conferences   

Annual reports, analysts’ reports, and other SEC 
reports 

  

Subscription services: OneSource, Hoovers, Dun & 
Bradstreet, GovWin, Gartner, PWC, etc. 

  

 

Table 2.1 
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2.1.4 Use a bidder comparison matrix to identify your key competitors’ strengths and 

weaknesses. 

● Competitive intelligence provides the data needed to drive objectivity in 

developing your company’s strategy and approach. 

Tool : Bidder Comparison Matrix 

3 Common Pitfalls and Misconceptions 

1. Belief that competitive intelligence data collection is a covert activity 

2. Difficulty obtaining competitive intelligence data 
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1 Executive Summaries 

The executive summary is a concise, informational, persuasive piece of writing. Its 

purpose is to convince the customer that your offer is superior to competitor offers. It 

is generally a standalone section at the front of a proposal. 

1.1 Best Practices 

● Keep executive summaries customer-focused. 

● Write and review early. 

● Use your executive summary to make an impression. 

● Clearly indicate your proposal’s responsiveness and compliance. 

● Assign writing and review responsibilities strategically. 

● Mirror your executive summary themes in the proposal cover, title, and cover 

letter. 

2 Strategy and Win Themes 

● Strategy and win themes play an evolutionary role in the development of an 

opportunity. 

● Proposal strategy statements are a tool to verbalize your win strategies in a way 

that helps everyone on your team understand how the bid will succeed. 

● SWOT analysis, whether formal or informal, provides the information you need to 

create both opportunity and proposal strategies. 

2.1 Best Practices 

2.1.1 Develop opportunity strategies and win themes early. 

● Assemble your team to brainstorm the best ways to position yourself to win. 

Tools: Bidder Comparison Matrix and SWOT analysis 
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2.1.2 Identify a “killer” opportunity strategy and refine it as intelligence improves. 

2.1.3 Use opportunity plan review and competitor review feedback to focus your 

strategies and win themes. 

2.1.4 Build proposal strategies for anticipated response requirements. 

2.1.5 Design a proposal cover and key graphic that reflect your overall offer and 

overarching theme. 

2.1.6 Monitor transition of strategy and win themes to proposal content, final 

proposal response, and contract negotiations. 

3 Value Propositions 

A good value proposition helps clients grasp the value of what you are selling 

compared to other options. 

● Value proposition specifically addresses how aspects of an offer positively affect a 

customer’s business, and offers clients something they want and gives them a 

good reason to choose you over your competitors. 

3.1 Best Practices 

3.1.1 Sell the value based on client benefits. 

3.1.2 Link benefits to your unique selling points. 

Figure 3.1 Building a Value Proposition 
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3.1.3 Use effective price-to-win methods. 

3.1.4 Quantify the payback. 

3.1.5 Make it visual 

3.1.6 Structure your value proposition in a logical, orderly way. 

3.1.7 Focus on the right kind of impact. 

 

 

Figure 3.2 Three Kinds of Impact 
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4 Proposal Theme Statements 

● Proposal theme statements are section-, topic-, or paragraph-level elements that 

appear in a consistent place and style throughout your bid. 

● The best theme statements tie benefits to features and address customer issues. 

4.1 Best Practices 

● Build a proposal theme outline against the structure of the response and flow 

themes into content plans. 

● Use theme statements consistently. 

● Maintain customer focus. 

● Read your theme statements out loud. 

● Test the impact of your theme statements and improve them accordingly. 

5 Proof Points 

● Proof points, drawn from past performance and experience, give tangible 

evidence that builds confidence in your solution’s features and benefits. 

● Proof points are facts that provide verifiable evidence for your solution’s features 

and benefits, and support your company’s win themes and discriminators. 

5.1 Best Practices 

● Understand your win strategy and corresponding win themes. 

● Get started before you have an RFP. 

● Conduct data calls before and after RFP drop, both internally and from teaming 

partners. 

● Maintain a repository of proof point data. 

● Ensure that proof points are persuasive, tangible, and credible. 

● Verify accuracy of proof points. 

● Aggregate and interpret data. 

● Use the standard proposal and business development roles to guide 

responsibilities for development of proof points. 
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The following Table 3.1 lists standard proposal and business development roles 

 

ROLE RESPONSIBILITIES 

Opportunity Manager 

The Opportunity Manager oversees bid strategies, pricing, 
teaming, and proposal strategies. He or she provides the win 
themes (features and benefits) that require verification by 
proof points. 

Knowledge Manager 
The Knowledge Manager is responsible for the creation and 
ongoing maintenance of reusable knowledge databases that 
contain proof point data. 

Proposal Coordinator, 

Facilitator, or Specialist 

The Proposal Coordinator is responsible for all administrative 
aspects of proposal development, including coordinating 
issuance of data calls and gathering proof point data from 
existing knowledge repositories. 

Proposal Desktop 

Publisher 

The Proposal Desktop Publisher is responsible for designing, 
formatting, and producing proposal templates, documents, 
and related materials, including a visually appealing way to 
display proof points. 

Proposal Manager 

The Proposal Manager is responsible for proposal 
development. In coordination with the Opportunity Manager, 
the Proposal Manager identifies proof points needed and 
crafts corresponding data calls. 

Proposal Writer 
The Proposal Writer is responsible for creating and 
maintaining content, including referencing and incorporating 
proof points. 

Project Manager 

For recompete proposals and for projects to be used as past 
performance references, the Project Manager is responsible 
for gathering customer quotes, lessons learned, references, 
and case studies for use as proof points. 

 
Table 3.1 Standard proposal and business development roles 
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1 Introduction 

● Price-to-win is a process for analyzing competitor and customer data to determine 

how other bidders are likely to position their solution and bid price with their 

understanding of the customer’s budget and their assessment of value. 

● Cost is the total range of expenses the offeror expects to spend to deliver the 

requirements. Price is the monetary payment for the offeror to deliver the 

requirements. 

● Generally, the following relationship must be true: 

Customer’s Perceived Value ≥ Customer’s Budget ≥ Your Price ≥ Your Cost 

1.1 Best Practices 

1.1.1 Understand the characteristics of a mature, successful price-to-win capability. 

Strong price-to-win activities depend on: 

● A strong, long-term commitment to price-to-win resources and strategy 

● Investment in price-to-win activities that are not subject to arbitrary cuts 

● Mechanisms that allow for the capture of intelligence at all levels and from many 

different sources 

● Encouragement of honest analysis that challenges internal assumptions 

Successful price-to-win activities share several additional key elements: 

● A knowledgeable senior management champion who understands price-to-win 

and is committed to using competitive information for decisionmaking 

● Getting an early start in the opportunity stage to allow for sufficient time for 

effective research and analysis 

● An independent price-to-win function from the opportunity team, whether in-

house or obtained outside, to ensure objective assessment 

● Consistent use of repeatable tools in a well-documented process 

● An attitude of continuous improvement 

● Involvement of all stakeholders, including the pricing team 

● A clear focus on providing actionable outcomes 
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1.1.2 Engage price-to-win as early as possible and update as new information comes to 

light. 

● Price-to-win is used to identify what kind of solution your team should offer and 

the price point at which you should offer it which is crucial in winning a bid. 

1.1.3 Employ information systems and analysis tools. 

● Important tools and techniques used to conduct price-to-win are Customer 

Relationship Management (CRM) system and an internal knowledge base. 

● The most useful analysis tools for price-to-win analysis are custom built using 

Spreadsheets. 

1.1.4 Gain as much customer intelligence as possible. 

● Obtaining customer intelligence is essential in the price-to-win process. This can 

be obtained from customer meetings or presentations, as well as industry days 

and opportunity teaming meetings. 

1.1.5 Gain as much competitor intelligence as possible. 

● Competitive analysis can help establish what your competitors’ bid and actual 

award prices would be based on prior similar contracts. 

● Price your competitors’ likely solutions using the work breakdown structure 

(WBS) developed for your own organization in a bottom-up fashion. Adjust prices 

to allow for changes in business climate, rates, technology, and other sources of 

information. 

1.1.6 Maintain strong opportunity activities parallel to price-to-win analysis. 

● To succeed at price-to-win, it is essential to know how you will stack up against 

your competitors. Take note of the following within your organization: 

● Your historical cost data. 

● Your competitive position. 

● Your pricing differentiators. 

● Your internal risk. 

1.1.7 Focus pricing on value to the customer. 

● When it comes to presenting price, look for the ways you offer value to customers. 

● Maximize the value you bring at minimum cost. 

● Make it a point to show, in graphic form, what that value means for them. 
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1.1.8 Align pricing strategy with your sales strategy. 

● It is crucial for the sales team to determine the type of solution the customer 

seeks. 

● Determine if the customer wants lowest price technically acceptable (LPTA), or 

wants more features and innovation? Align your pricing strategy accordingly. 

2  Common Pitfalls and Misconceptions 

● Belief that price-to-win is an externally set parameter 

● Failure to embrace price-to-win concepts 
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1 Introduction 

● The compliance matrix is a tool for managing response preparation and 

demonstrating compliance to the customer. 

● It maps the requirements of the RFP down to the location in the response where 

the requirement is answered. 

● A good compliance matrix also serves as a plan of action for writers. 

2 Best Practices 

2.1 Prepare a comprehensive compliance matrix for every bid request. 

● The compliance matrix is a must-have planning document which always as to be 

created, regardless of the bid size or timeline. 

● Create it early in the planning process, and continually update it throughout the 

proposal process. 

● A compliant proposal shows the customer that you are experienced, have a 

professional attitude, and are easy to do business with. 

● There are several components of compliance: 

1. Submittal instructions 

2. Requirements 

3. Internal compliance 

2.2 Build the compliance matrix early 

● Preparing a compliance matrix saves time by reducing mistakes and rework. 

● It helps teams break down, or shred, requirements and bunch them into bundles 

appropriate for different sets of stakeholders 

● The compliance matrix, like the proposal outline itself, should precisely parallel 

the structure of the RFP and developed in tandem with the proposal outline before 

content planning and writing begin. 

2.3 Shred the RFP line by line. 

● Separate every requirement while shredding the RFP into separate rows within 

your compliance matrix. This has the following benefits: 

1. Provides proposal writers with a tool to clearly address each requirement and 

enables reviewers to thoroughly assess the compliance of your proposal. 
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2. Allows room for simple updates following RFP amendments and easy sorting 

after proposal outline changes. 

3. Enables the Proposal Manager to effectively manage and follow up on 

requirement responses from different stakeholders by creating accountability 

for each requirement. 

2.4 Tailor the compliance matrix for your customer and setting. 

Customize the content of the compliance matrix to the situation and team needs. A 

basic compliance matrix starts out with the following: 

● Section (section number of each question) 

● Section/subsection title (identifies each question or requirement) 

● Page (where each question is found) 

● Requirement (stated with an active verb) 

● F (fully comply) 

● P (partially comply) 

● N (does not comply) 

● Comments (these reference name and page number documentation that you 

supply as part of the response) 

If you plan to extend your compliance matrix to provide guidance to writers , you can 

include information such as: 

● Writer assignments 

● Section themes and strategies 

● Discriminator(s) and proof point(s) 

● Key customer issues/hot buttons 

● Visual and page allocations 

● References to potential customizable, reusable content 

2.5 Create your compliance matrix using a spreadsheet application. 

● Building your matrix in a spreadsheet application is extremely useful following 

RFP amendments/modifications and internal outline changes. 

● If the compliance matrix is built line by line within a spreadsheet, making changes 

and sorting is very easy. 

● The sorting function also enables users to toggle between ordering the compliance 

matrix by proposal section or RFP section. 
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2.6 Follow the customer’s lead. 

● Follow the numbering system used in the RFP in your compliance matrix and in 

your proposal. This practice makes it easy for an evaluator to go through a 

checklist and score your proposal without having to go back and forth in it. 

● Base your content plan or section outline on the compliance matrix. Follow the 

order of topics exactly as it appears in the checklist. Recheck your work to see that 

every requirement has been listed. 

2.7 Keep the compliance matrix up to date throughout the proposal 

process. 

● The compliance matrix must be updated after all internal and external changes to 

the following: 

● Proposal outline (section name, number, order, space allocation) 

● Proposal team (section authors) 

● RFP (instructions, evaluation criteria, requirements, addendums) 

● Your internal proposal planning and evaluation are only valuable if your 

compliance matrix is complete and accurate. 

2.8 Submit a response matrix with your proposal. 

● A response matrix is a derivative of the compliance matrix that shows where a 

given requirement is answered. 

● Submitting a response matrix with your proposal serves as a roadmap for 

evaluators to easily connect each proposal section to its respective compliance 

items. 

2.9 Enhance compliance with responsiveness. 

● Compliance is strict adherence to the RFP, both in submittal instructions and 

requirements. Responsiveness goes further by addressing the customer’s both 

stated and underlying needs. 

● Proposals can be compliant without being responsive, and vice versa. The best 

proposals with the highest win probability, however, are both. 

● Requirements marked as disqualifiers mean that if the response is non-compliant, 

the proposal will not even be evaluated. 

● Treat the compliance matrix as an opportunity to sell to the customer and show 

them that you are thorough, thoughtful, and focused. A compliance matrix might 

not win you a bid, but it can lose you one. 
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1 Proposal Organization 

1.1 Benefits of a well-organized proposal: 

● Easy for readers to understand and evaluate. 

● Higher evaluation scores 

● Improved customer confidence in your ability to deliver 

● Proposals that are easier to write 

1.2 Attributes of a well-organized proposal: 

● They provide a roadmap to how the proposal is organized 

● They make key points easy for evaluators to identify and understand 

● They are written from the customer’s point of view, evidenced in the organization 

scheme 

● They tell customers what is important to them 

● They use multiple highlighting techniques (headings, roadmaps, graphics, etc.) to 

enable evaluators to scan the document and locate the information they need 

1.3 Best Practices 

● Plan content before you write. 

● Organize your bid or proposal according to the customer’s instructions. 

● Make information easy for evaluators to find. 

● Use a structure that layers information for the reader. 

● Group similar ideas and avoid redundancy. 

● Put the most important points first. 
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2 Persuasive Writing 

Persuasive writing is: 

● Personal: It is primarily focused on your reader’s needs and preferences 

● About probabilities: Someone else’s solution might be appealing, but your goal is 

to convince your reader that your solution is the more likely to succeed 

● Conclusive: It leaves no doubt as to the best course of action 

2.1 Best Practices 

2.1.1 Know your audience so you can use the right techniques to match their 

perspectives. 

2.1.2 Apply the traditional rhetorical principles of argument. 

● Rhetoric supplies basic techniques that proposal writers should consider. 

2.1.3 Structure your proposal like an argument 

● The table below shows that a simple, unsolicited proposal structure still carries 

echoes of the original rhetorical structure of argument. 

Argument Structure Proposal Structure 

Introduction 

Informs audience of purpose, creates 

interest, explains approach, establishes 

credibility 

Executive Summary 

Declares purpose, creates interest, forecasts 

approach, establishes credibility, summarizes 

offer 

Statement of Fact 

Sets background of the situation, describes 

context, explains current conditions 

Current Environment 

Identifies problem, demonstrates 

understanding of context, establishes 

needs/wants 

Confirmation 

States position, presents proofs, expresses 

value 

Recommendation 

States solution, validates solutions with proofs, 

describes benefits 

Refutation 

Addresses gaps, responds to contrary 

positions 

Cost Proposal 

Defines costs, expresses value 

Conclusion 

Reinforces opinions, amplifies points, 

rouses emotion and urgency, summarizes 

Implementation 

Reinforces solution and commitments, 

establishes timeline for delivery, allocates 

responsibilities, concludes 
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● Establish the validity of your proposal with logic 

● Appeal to the emotions of your audience 

● Express an ethical character 

2.1.4 Anticipate your readers’ questions so you can remove reasons for rejection. 

2.1.5 Apply Cialdini’s Weapons of Influence to hone your arguments with lessons from 

modern behavioral science. 

● Persuasion is presenting a case in such a way as to sway the opinion of others, 

make people believe certain information, or motivate a decision. 

● The table below lists and defines the techniques, known collectively as Weapons 

of Influence, and explains how you can use them in proposals. 

TECHNIQUE DEFINITION PROPOSAL EXAMPLE 

Reciprocity 

Give something to your audience 
first, knowing their tendency to 
act in kind. How you give is 
important: the more personalized 
and unexpected the gift, the more 
effective it will be.  

Refer to any free studies or 
analyses you have performed to 
get your customer to the point of 
purchase. Cite examples of free 
trials or beta versions given to 
your customer. 

Scarcity 

The scarcer something is, the 
greater its value. The value of its 
benefits and the uniqueness of 
those benefits are keys to success.
  

Emphasize the unique benefits of 
your products and services. Ghost 
your competition by pointing out 
clearly what you deliver that they 
don’t. 

Authority 

Get credible, knowledgeable 
experts to substantiate your 
claims. For best effect, be 
introduced by or cite someone 
with credentials before you make 
your argument.  

Gather or solicit positive reviews 
and testimonies for your projects 
and products. Cite awards 
prominently in your summaries. 

Consistency 

Ask for small, initial commitments 
before you ask readers to take 
another, bigger risk. This 
reinforces the strategy of gaining 
quick, small wins to set the stage 
for major initiatives.  

Propose a trial at an individual 
site before implementing across 
an enterprise. Create a staged 
implementation plan to reduce 
risk across the enterprise. 

Liking 

People say “yes” more often to 
people they like, to those who 
cooperate, and to those who are 
more like themselves. Find and 
state similarities you share before 
making your argument. 

Leverage your relationships with 
the customer and his/her 
influencers. Remain customer-
centric by assuming his/her voice 
and terminology. Drop names of 
people who have delivered good 
service to a customer. 
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Social Proof 

When others do something, it 
makes it easier for us to follow. 
Capitalize on the herd mentality.
  

Provide examples of how other 
companies in your customer’s 
industry have adopted your 
solution. 

 

2.1.6 Use graphics and multimedia to immerse your audience in the potential of your 

solution. 

3 Writing Clearly 

● Clear writing makes its points simply, demonstrating a bidder’s competence and 

quality. 

● Applying principles of clear writing will make the proposal easy to see, follow, and 

understand, making it easier for readers to say “yes.” 

● The goal is to make readers spend less time untangling the meaning and more 

time reviewing the solution. 

3.1 Best Practices 

3.1.1 Tell stories 

● Telling stories is apt for proposals because they are narratives about what one 

company plans to do for another and what it has done for other, similar 

companies. 

● Because proposals are action documents, use human subjects whenever possible. 

3.1.2 Write like you talk 

● Use the same style of English you use in conversation to make your proposals 

more open and accessible to a wide range of audiences. 

3.1.3 Write tight 

● Clear writing is content that respects your readers’ time by providing everything 

that is necessary in the briefest space possible. 

● Following are eight techniques for writing tight: three at the paragraph level and 

five at the sentence level. 

1. State your idea up front and make sure everything else relates. 

2. Keep paragraphs short. 

3. Tie your sentences together to make unified paragraphs. 

4. Use only the words your readers need. 



 
 

28 

 

5. Watch out for long strings of nouns in succession, or “noun stacks. 

6. Use concrete images and precise measures. 

7. Be consistent when using technical terms. 

8. Stay positive. 

3.1.4 Show your document’s structure 

● Make it easier for readers of your proposal to choose your solution, by considering 

these five techniques: 

1. Write informative headings. 

2. Apply numbered and bulleted lists appropriately. 

3. Transition between sections. 

4. Describe ideas graphically. 

5. Build a familiar schema. 

3.1.5 Plan to revise 

● One must always include ample revision time and cycles for proposals to reduce 

overall cost, to test the validity of ideas, and to ensure that the writing is ethical. 

● Schedule downtime between writing and editing. 

● Use functional reviews to ensure accuracy, persuasiveness, and appropriateness. 

4 Headings 

● Effective headings give readers an overview of the story of your proposal and can 

help you earn higher evaluation scores. 

● Good headings should convey a clear message, capture the reader’s attention, and 

address evaluators’ hot buttons or specific requirements. Headings accomplish the 

following goals: 

● Break large amounts of text into smaller, more manageable sections 

● Make important information easy to locate 

● Simplify complicated information 

● Make your proposal easier to score 

● Guide readers through your “proposal story” 
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4.1 Best Practices 

● Follow exact bid request instructions for proposal headings, including heading 

content, numbering scheme, and heading levels. 

● Use an informal table of contents. 

● Use headings to convey key benefits and discriminators. 

● Use informative and telegraphic headings as appropriate. 

● Use verb headings to convey action and noun headings to demonstrate your 

purpose. 

● Create a clear hierarchy of information. 

● Maintain consistency throughout your document. 

5 Graphics and Action Captions 

● Clear, compelling, audience-focused graphics (including covers) and action 

captions improve win rates. 

● Presentations that use visual aids are 43 percent more persuasive and graphics 

also improve recollection up to 86 percent and communicate faster than text 

alone. 

● Understanding how to effectively use a combination of graphics and text can 

make the difference between winning and losing a contract. 

5.1 Best Practices 

5.1.1 Know when, where, and why to use graphics and action captions. 

5.1.2 Write action captions and conceptualize graphics before rendering. 

● Use your action caption to conceptualize your graphic. Avoid graphic reuse. Never 

render a graphic before the action caption is written. 

● Figure 6.1 illustrates the recommended steps to follow to develop a successful 

proposal graphic. 
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 Figure 6.1. The Four Steps for Developing Successful Proposal Graphics. To develop a 

successful proposal graphic, begin with an action caption, create a concept, render it,  

and finally, implement it. 

 

5.1.3 Understand and use basic design principles 

● Key design principles are: 

● Color 

● Style 

● Consistency 

● Grid 

● Balance 

● Shapes 

5.1.4 Use templates 

5.1.5 Objectively validate your graphics 

5.1.6 Understand copyright law 

There are two variables to consider when validating that your graphic is successful: 

● Content 

● Aesthetics 

5.1.7 Know the differences between graphic file formats 
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5.2 Common Pitfalls and Misconceptions 

● Using more detail than needed 

● Failing to explain yourself 

● Making design mistakes 

6 Page and Document Design 

● The overall design and layout of your proposal documents is critical not just for 

communicating your information, but also for making an impression on reviewers 

and evaluators. 

● There are many important considerations to keep in mind when it comes to 

document design. For starters, documents must: 

1. Follow instructions or guidelines from the customer, your company, and/or 

your writing outline 

2. Be aesthetically appealing in an appropriate and professional way 

3. Use design techniques to highlight specific text and information 

4. Be produced efficiently using the tools and resources available 

● Stylistic choices must be made in consideration of any constraints and using an 

established clear document template. 

● Your team must be empowered with the right tools and an understanding of 

appropriate metrics and milestones to effectively produce a professional 

document. 

  



 
 

32 

 

6.1 Best Practices 

● Understand the desktop publisher’s role. 

● Choose the right tools. 

● Create a document template to ensure compliance and consistency. 

● Schedule effectively using metrics. 

● Prepare for production. 

● Use graphic elements to create emphasis and guide readers. 

● Apply six design strategies to create effective layouts. 

1. Contrast 

2. Proximity 

3. White space 

4. Consistency 

5. Balance 

6. Alignment 

 

Figure 6.2. Six Design Strategies. All six design elements can be used together to create a  

cohesive and engaging document. 

 

6.2 Common Pitfalls and Misconceptions 

● Presumptions about staffing and resources 

● Inconsistency in document formatting 
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1 Introduction 

● Cost and pricing data are developed based on past performance and customers’ 

perceptions of value. 

● Cost and pricing are highly dependent on the setting. 

● Bid for government agencies and pseudo-government entities often have strict 

regulations regarding cost and pricing data. 

● When bidding for a government procurement, make sure to understand 

acquisition rules and regulations. 

● Showing what your price comprises demonstrates your logical approach and gives 

credibility to your proposal. 

● In a commercial setting, having a logical approach to your pricing is proved when 

you provide some details of what your price represents in both true numbers and 

graphic form. 

1.1 Best Practices 

1.1.1 Distinguish between price, value, and added value. 

● To arrive at a winning price, it is important to understand the distinction between 

price and value. 

● Price is what you charge a customer for a product or service. 

● Value is what your customer perceives your product or service is worth. 

● The following is usually true of winning prices: 

● Customer’s perceived value ≥ customer’s budget ≥ your price ≥ your cost 

● Added value is defined as the difference between the customer’s perceived value 

of a solution and the price they pay, plus any implementation costs. 

● Customers often choose solutions that offer the greatest added value. Hence 

wherever possible in a proposal, explain how your solution adds value. 

● Your goal: Convey to the customer that without you as their choice, they might 

waste time, money, or their own implementation efforts. 
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1.1.2 Present cost and pricing data in a summary form. 

● Presenting a cost section executive summary is essential to gaining credibility and 

making your value proposition a complete circle with the technical proposal. 

● A summary version of cost detail makes the evaluator’s job easier. It also gives the 

cost analyst and, ultimately, the evaluator a simple and quick view of the costs and 

price in a constructive manner. 

● In your summary, make sure you reach as many of these objectives as possible: 

● Total costs or prices in graphics and narrative (many customers want to see the 

bottom line up front) 

● Price of key assumptions (not every cost assumption, but the major, important 

ones) 

● Overall themes 

● Price discriminators 

● Cost or price implications of choosing your approach 

● Your positive approach to the logic and reasonableness of your costs and prices 

● Cost tracking and control systems 

● The story of your basis of your estimates 

1.1.3 Use graphics to clearly convey value. 

● Use graphics, tables, and charts to quickly give the reader a snapshot of the 

message you are delivering. 

● For both the customer and your own senior management, you can use graphics to 

gain swift understanding and faster acceptance of the cost and pricing data you 

present. 

● Some suggested methods to present cost and pricing data are shown below. 

Type of cost or pricing data Presentation methods  

Significant cost items or elements Pie or bar chart 

Profitability, return on investment, or 
project revenue (time phased) 

Line chart (time phased) 

Major suppliers or subcontractors Location (map) plus pie chart (participation percentage) 

Added value Bar chart 

High-risk costs 
Side-by-side charts comparing high-risk cost items and 
mitigation approach impact 

Corporate investments in the project Stacked pyramid graph 
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1.1.4 Quantify all claims with measurable data. 

● Cost relies upon facts rather than judgment. 

● Your facts not only validate what you are claiming and lend credibility to your 

organization, they provide you and the customer with the specifics necessary to 

make an informed decision about your price. 

● Justify and build your case for your costs with your past performance historical 

information. 

● Seek other organizations’ historical data where you are lacking information and 

use that data to generate your gaps. 

● Accurate and complete cost data are best estimated using a bottom-up basis of 

estimates. Bottom-up pricing is simply rolling up time and material costs, plus 

appropriate overhead. 

● In evaluating data presented, cost analysts rank estimated rationale in the 

following order, from most to least reliable: 

1. Firm, negotiated vendor prices 

2. Past-performance historical prices paid 

3. Quotes from vendors/suppliers 

4. Engineering judgment 
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1 Introduction 

● Gate decisions or Bid decisions are critical in making effective decisions on 

whether to compete for business and can help organizations increase their win 

probability. 

● Gate decisions help us to have a stronger focus on opportunities with a higher win 

probability. 

● These important concepts drive successful gate-decision processes: 

● Organizations view gate decisions as critical to successful business development 

(BD) and revenue generation. 

● Decisions to continue pursuits or to abandon opportunities are made at the gate-

decision reviews. 

● Opportunities are qualified by analyzing the customer’s needs, our capabilities for 

solving the customer’s problems, and how we match up against expected 

competition. 

● Gate decisions have a regular schedule on the organizational calendar that people 

understand and adhere to. 

● All gate decisions focus on answering three basic questions about a business 

opportunity: 

1. Is it real? 

2. Can we win? 

3. Do we want to? 

1.1 Best Practices 

1.1.1 Make a series of gate decisions. 

● Gate decisions must be organized to achieve organizational objectives related to 

winning business and managing the cost of winning business. 

● Gate decisions are normally organized around the following milestones related to 

business opportunities: 

1. Market entry decision 

2. Opportunity qualification decision 

3. Bid pursuit decision 

4. Bid/no-bid decision 

5. Bid validation decision 
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6. Final review 

● Use the opportunity qualification decision to confirm whether the opportunity 

merits expending resources for research and assessment. 

This table illustrates the questions that are appropriate as part of the opportunity 

qualification decision. 

DECISION 
ASPECT 

QUESTIONS 

Opportunity 
Overview 

Is the opportunity funded, or is there a funding source? Does the 
potential project have an owner within the customer organization? Do 
we know the owner? What is the customer’s perception of us? 

Business Case 

Is the opportunity in a high-probability quadrant (current 
service/current client)? Do we have adequate BD and technical 
resources to develop the opportunity? Do we want to win? Are there 
acceptable profit margins or other strategic reasons for wanting to win? 
Does the opportunity conflict with other work being performed or 
anticipated? 

Opportunity Fit 
with Your Plans 

Does this opportunity support our strategic plan? Business plan? 
Account plan? 

Positioning 
Overview 

Does the customer know us? Do they know that we are considering this 
opportunity? Are we the incumbent? If not, have we been actively 
calling on the customer? 

Background, 
Mission, and 
Roles 

Do we understand the customer’s mission? 

Competing 
Teams and 
Approaches 

Do we know who the potential competitors are likely to be? Can we 
team with a competitor if necessary? 

 

● Use the pursuit decision to determine whether to commit resources to developing 

opportunity plans and influencing the customer to prefer your solution. 
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This table illustrates the questions that are appropriate as part of the pursuit decision. 

DECISION 
ASPECT 

QUESTIONS 

Strategy and 
Solution 
Overview 

Have we developed a credible win strategy that can be clearly 
articulated? Do we have a conceptual solution with clear 
discriminators? 

Decision-makers, 
Issues/Hot 
Buttons 

Do we know the key decision-makers and their issues and hot buttons? 
Do the key decision-makers know us? 

Contractor Role 
and 
Responsibilities 

Do we have a clear understanding of our anticipated role? Are there any 
potential conflicts of interest? 

Opportunity Fit 
with Your Plans 

Is this opportunity still aligned with the strategic plan? Business plan? 
Account plan? 

Your Competitive 
Position 

How well do the opportunity requirements match our competencies? 

Your Solution 
Overview 

Has a solution been developed? Are there any significant gaps? 

Risk Assessment Are there significant bid risks? Is the performance risk level acceptable? 

Leveraging 
Strengths 

Have actions been identified to improve our probability of a win? Is 
progress being made in executing these actions? 

Mitigating 
Weaknesses 

Are there plans in place to mitigate weaknesses? 

Price-To-Win 
Analysis 

Do we have sufficient knowledge of the customer and the competition to 
develop a realistic price to win? 

 

● Use the bid/no-bid decision to determine if you have positioned yourself favorably 

enough to justify planning to develop a proposal. 
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This table illustrates the questions that are appropriate as part of the bid/no-bid 

decision. 

DECISION ASPECT QUESTIONS 

Deliverables and 
Schedule 

In the absence of a DRFP or SOW, do we have a clear understanding 
of the deliverables and schedule? If so, how? 

Evaluation Process 
Are we sure of the evaluation process to be used? If so, how do we 
know? 

Competitor 
Overviews 

Do we have an accurate picture of the prospect’s perception of 
competitors? 

Bidder Comparison Has an objective bidder comparison been completed? 

Teaming and 
Subcontracting 

Do we have firm commitments from needed teammates? 

Past Performance 
Baseline 

Do we have strong, relevant past performance? 

Management 
Solution 

How does our management approach provide added value? 

Technical Solution 
How does the technical solution provide added value and 
discriminators? 

Gap Analysis Can all remaining gaps be filled? How? 

Discriminators, 
Themes 

Are discriminators unique and interesting to the prospect? Can the 
prospect justify our selection based on our discriminators and cost? 

Price-To-Win 
Analysis 

Has the price to win been determined? Is it acceptable to senior 
management? 

Opportunity/Proposal 
Schedule and Status 

Is the customer adhering to the expected schedule? If not, why? 
Have we confirmed customer budget? 

 

● Use the bid validation decision to determine whether the opportunity is still worth 

pursuing and the proposal worth preparing, considering the final details in the 

RFP. 
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This table illustrates the questions that are appropriate as part of the bid-validation 

decision. 

DECISION ASPECT QUESTIONS 

Terms and Funding 
Commitments 

Are the published RFP terms as anticipated and are they still 
acceptable? Does the RFP show evidence of being influenced by 
competitors? Based on the published evaluation criteria, can 
the customer justify selecting your company? 

Technical 
Requirements/Verification 

Are the technical requirements in the RFP as anticipated? Has 
our technical approach been reviewed and verified as being 
acceptable to the prospect? Are team (teammate) roles clearly 
defined and formally agreed on? 

Business Solution 

Does our business solution provide significant value and return 
on investment to the customer? Has a draft executive summary 
been prepared? Is it persuasive? 

Cost Estimate 
Has a bottom-up cost estimate been completed? Can the 
solution be profitably delivered within the price-to-win? 

Issues and 
Recommendations 

Have all internal issues related to the opportunity been 
addressed and resolved? Is the resource estimate still valid 
with acceptable impact? 

 

● Use final review to determine whether to submit the proposal prepared, 

considering the anticipated financial reward and level of risk. 
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This table illustrates the questions that are appropriate as part of the final review 

decision. 

DECISION 
ASPECT 

QUESTIONS 

Proposal 
Is the proposal compliant, responsive, competitive, and priced to win? 
Does the proposal meet corporate quality standards? 

Risk Assessment 

Are there any unresolved elements of risk that should preclude 
submitting the proposal? Will the proposal be evaluated as being low 
risk to the customer? 

Negotiation Plan: 
The Customer 

Is the contract likely to be awarded without negotiation? If so, are we 
prepared to accept this? If negotiations occur, do we know who in the 
customer organization will be leading them? Is the customer under any 
constraints (e.g., time) that we can leverage? 

Negotiation Plan: 
Our Team 

Has our negotiating team been identified? Is our negotiating position 
clearly defined and agreed to by senior management? 

Closure Plan 
Is the Program Manager/Implementation Lead ready to begin delivery 
immediately upon award? 

 

1.1.2 Standardize company templates and schedules. 

● Standardized templates and schedules promote effective decisionmaking. 

● Meeting dates are known, expectations are set, and information to be presented 

for the decision is defined and understood. 

● Templates for these reviews are generally created in presentation or word 

processing software which works equally well in face-to-face or virtual settings. 

● Presentation-format reviews facilitate rapid and consensus-based decisionmaking. 

● In large organizations, gate decisions are generally scheduled for a consistent day, 

time, and location. A designated scheduler will often create the agenda of reviews 

for the day. In small organizations, gate decisions may be made individually based 

on an opportunity-driven schedule. 

● An opportunity plan template is used both for developing the opportunity plan 

and making gate decisions. 
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1.1.3 Set expectations for information maturation across the gate-decision cycle. 

● Effective gate-decision processes acknowledge that with the right actions taken by 

the opportunity team, information quality on an opportunity increases over time. 

● Organizations must set reasonable expectations for information quality and 

maturity at various gate decisions. These expectations must be understood by 

presenters and reviewers. 

● Information for gate decisions should be collected continuously throughout the 

bid process. 

● The table below reflects the nominal detail expected across the lifecycle. As you 

can see, at early stages, few pieces of content have been produced. As the process 

continues, content is added and evolves from concept to its final, detailed form. 

CONTENT 
Opportunity 
Qualification 

Bid Pursuit BID/NO_BID BID VALIDATION 

Timing 
Soon after 
opportunity is 
identified 

Initiation and 
funding of 
formal 
opportunity 
planning 

Opportunity plan is 
substantially 
completed 

Receipt of RFP or 
initiation of 
proposal 
preparation 

Executive 
Summary 

Concept Detail Additional Detail Additional Detail 

Opportunity 
Description 

Concept Detail Additional Detail Additional Detail 

Customer 
Profile 

Concept Detail Additional Detail Additional Detail 

Customer 
Issues/Hot 
Buttons 

– Concept Detail Additional Detail 

Customer 
Budget 

Concept Concept Detail Additional Detail 

Opportunity 
Details 

– Concept Detail Additional Detail 

Competitor 
Assessment 

– Concept Detail Additional Detail 

Competitive 
Position 
Assessment 

– Concept Detail Additional Detail 

Win Strategy – Concept Detail Additional Detail 
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Teaming/Subco
ntracting 

– Concept Detail Additional Detail 

Price to Win – Concept Detail Additional Detail 

Solution Sets 
(Technical, 
Management, 
Past 
Performance) 

– Concept Detail Additional Detail 

Opportunity 
Risks 

– Concept Detail Additional Detail 

Customer 
Contact Plan 

Ongoing Ongoing Ongoing Ongoing 

Action Plans Ongoing Ongoing Ongoing Ongoing 

1.1.4 Determine bid and proposal investment. 

● Pursuing and winning business is not cheap. 

● Gate decisions often focus on “is it worth it?”. 

● Cost should always be determined based on what it will cost to win, not what it 

will cost to bid. 

● Cost should include labour, other direct costs (consultants), travel, and incidentals 

required to develop and submit a winning bid. 

1.1.5 Establish company-appropriate decision criteria. 

● Most organizations develop first-order decision criteria to enable the rapid 

elimination of opportunities that do not contribute significantly to the 

organization’s annual and strategic business objectives. 

1.1.6 Determine probability of win and probability of go. 

● Probability of win and probability of go (The likelihood that a program will be 

funded and proceed) are broad-based calculations of an organization’s likelihood 

of winning an opportunity. They are generally expressed as a percentage, or in 

some cases, using adjectives such as high, medium, or low. 

● Probability of win has a broad set of parameters used to develop a calculation 

based on customer perception of the bidding organization. 

● Probability of go represents the likelihood the customer will actually proceed with 

a funded program upon making an award decision. 

● Industry-standard calculators can help with these analyses and are available from 

multiple sources. They may differ slightly in structure and parameters, but all 

have the same intent: Provide a first-order understanding of opportunity difficulty 

and value when it comes to winning. 
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1.1.7 Understand who is responsible for gate decisions. 

● The leadership and presentation role changes at gate decisions as the opportunity 

progresses. 

● The opportunity team ultimately maintains responsibility, but at opportunity 

qualification, that will only be the business developer, marketer, or sales person 

assigned to an account of a functional area. 

● For the pursuit, the assigned Opportunity Manager assumes the lead and 

generally maintains it through the final review. 

1.1.8 Follow up on action items related to gate decisions. 

● Successful gate decisions depend on recording and following up on action items 

that fall out of gate-decision reviews. This affects opportunities receiving a 

“proceed” decision at the gate. 

● Usually, “proceed” comes with a series of critical actions that the review team or 

board and principal decision-maker believe must be completed satisfactorily 

before the next review. These actions must be clearly defined, assigned, scheduled 

for completion, and resourced. 

● A simple action item tracking matrix can be used to track objectives. At the next 

review, reviews should begin by reviewing open action items. 

● Figure 8.1 provides an overview of gate decisions and the end-to-end BD process. 

 

Figure 8.1. Gate Decisions and the BD Lifecycle. Following a structured gate-decision process 

improves BD success. 
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1.2 Common Pitfalls and Misconceptions 

Avoid these common misconceptions to improve your overall gate-decision 

performance: 

● All opportunity information is known at the beginning of the cycle. 

● Strategy should remain static throughout decisions. 

● You can’t win a low probability of win deal if you start early. 

● You can’t lose a high probability of win deal if you start late. 

● Probability of go has no value in the decision to pursue or not. 

● Resourcing is unimportant in probability of win calculations. 

● Gates can be treated as reviews rather than decision points. 

● Gate-decision quality is not indicative of probability of win. 

● Price to win can come late in the gate process. 
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1 Kickoff Meeting Management 

● A kickoff meeting is an early, major milestone in a proposal response. Kickoff 

meetings are a team’s introduction to a proposal effort. 

● A successful kickoff sets the stage for a successful proposal response. It is included 

in the proposal management plan and should take place after RFP release. 

● Kickoff meetings set the tone for the rest of a proposal effort. Good kickoff 

meetings inspire teams; poor ones demoralize them. 

1.1 Best Practices 

1.1.1 Understand when and why to conduct kickoff meetings. 

● Figure 9.1 shows the main goals of a successful kickoff meeting. 

 

Figure 9.1. The Goals of a Successful Kickoff Meeting. A successful kickoff meeting will set the stage for 

a productive response, as it aligns all core people with critical activities. 

 

1.1.2 Develop necessary materials prior to a kickoff meeting. 

● There are three critical documents that must be in place in advance of a kickoff 

meeting: 

1. Overall response schedule 

2. Requirements checklist 

3. Proposal outline. 
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1.1.3 Include all team members. 

1.1.4 Stick to a schedule. 

1.1.5 Adjust operating procedures for virtual kickoff meetings. 

1.2 Common Pitfalls and Misconceptions 

● Confusing kickoff with initial planning meeting 

● Not allowing sufficient time to plan a kickoff 

 

2 Daily Team Management 

● Day-to-day management of the proposal team is the engine at the center of all 

successful proposals. 

● Daily check-ins are essential for identifying issues and risks, assigning and 

following up on actions, and updating the team on any changes to customer 

initiatives, bid budgets, and so on. 

● One reason daily management is critical is that proposal team members have 

limited budgets and time. 

● Day-to-day management helps everyone focus on what is important and it keeps 

the entire team moving towards the ultimate objective: delivering a winning 

proposal. 

2.1 Best Practices 

● Make sure that daily activities are consistent with a written proposal-management 

plan. 

● Conduct a short, daily stand-up review or call. 

● Identify roadblocks on the daily stand-up or call, but resolve them outside of the 

daily review in a smaller meeting. 

● Track actions with imminent deadlines or long lead times on the daily stand-up 

and track other actions outside of the stand-up. 

● Listen for potential problems that are not always articulated clearly. 

● Clarify roles and responsibilities to avoid duplication of effort and ensure 

complete coverage of all proposal functions. 

● Track activities enough to be able to show progress, but not in so much detail that 

the tracking interferes with the development of content. 

● Use appropriate techniques to keep the team motivated and productive. 
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2.2 Common Pitfalls and Misconceptions 

● Overreliance on virtual communication 

● Failure to ask questions of team members 

 

3 Review Management 

● To effectively manage organizational cycles of reviews, teams must understand, 

regularly practice, and work to improve execution of reviews. 

● Effective functional review management shows executive and organizational 

commitment to disciplined business acquisition. 

● Structured and timely reviews throughout the proposal process ensure 

compliance, completeness, and a higher probability of winning bids. 

3.1 Best Practices 

1. Use appropriate reviews to improve the quality of your bid. 

2. Set up each review to answer a series of key questions. 

● A key element of the BD process is a series of appropriately timed reviews. 

● The reviews that should be included in a mature BD process design are: 

1. Competitor Review 

2. Opportunity Plan Review 

3. Proposal Strategy Review 

4. Final Document Review 

3. Adhere to the following guidelines for more effective review management. 

● Standardize company review templates. 

● Establish review teams early 

● Select the right review team lead 

● Keep the same core team throughout the review cycle 

● Incorporate teammates into reviews 

● Use consultants in reviews as needed 

● Conduct effective review kickoffs and debriefings 

● Record comments and decide which to incorporate 
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● Use subreviews effectively 

● Debrief management on review results 

3.2 Common Pitfalls and Misconceptions 

● Reviews are just a “check-the-box” exercise 

● Little value comes from reviews 

● Reviewing late in the proposal cycle is all right 

● You can cut review time to gain time for authors 

● Reviews can be planned quickly and easily 

● Anybody can be a good reviewer 

● The Proposal or Opportunity Manager should lead the review 

 

4 Production Management 

● Production management is the process of getting a proposal formatted, published, 

and delivered to a customer. 

● Production activities require significant time, effort, and attention to detail, and 

their ultimate success depends on the planning activities initiated long before 

proposal writing and functional reviews begin. 

4.1 Best Practices 

● Begin planning for production during the pre-RFP stage. 

● Be sure to: 

1. Identify the people, tools, and facilities you plan to use for production 

2. Complete your draft proposal-production plan 

3. Get your draft production schedule on the team’s calendar 

4. Reserve the equipment and facilities needed to complete production 

● Assign responsibilities for key roles involved in proposal production early. 

1. Proposal production requires coordination, cooperation, input, and effort from 

the team members listed below in the table below. 
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TEAM 
MEMBER 

ALTERNATE 
POSITION TITLE 

ROLE & RESPONSIBILITIES 

Proposal 
Manager 

 A Proposal Manager is responsible for proposal 
development (e.g., written, oral, demonstrations), 
including maintaining schedules, organizing 
resources, coordinating inputs and reviews, ensuring 
bid strategy implementation, resolving internal team 
issues, and providing process leadership. 

Proposal 
Coordinator 

Facilitator, 
Specialist 

A Proposal Coordinator is responsible for all 
administrative aspects of proposal development, 
ensuring security and integrity of all proposal 
documentation, coordinating internal flow and 
review of all proposal inputs, coordinating schedules, 
and directing submission of the final master proposal 
to production. 

Production 
Manager 

 A proposal Production Manager is responsible for 
planning and directing the printing, assembly, and 
final check of proposal documents. This may include 
both traditional print and electronic versions. 

Proposal 
Graphic 
Designer 

 A Proposal Graphic Designer is responsible for 
developing customer-focused visual information that 
highlights an offer’s features, benefits, and 
discriminators. The Graphic Designer communicates 
with other members of the proposal/bid team to 
conceptualize and create visual elements to persuade 
the customer. Graphic designers may develop 
multiple deliverables, such as proposals, 
presentations, sales collateral, and brand identities. 

Proposal 
Editor 

 Proposal editors are responsible for ensuring the 
writing structure and words used in the proposal 
persuasively convey the offer to the customer. They 
edit for grammar, punctuation, capitalization, clarity, 
readability, consistency, and persuasiveness. 

Proposal 
Desktop 
Publisher 

 A Proposal Desktop Publisher is responsible for 
designing, formatting, and producing proposal 
templates, documents, and related materials. 

Final 
Production 
Quality 
Reviewer 

Book Assembler, 
Checker 

A Final Production Quality Reviewer is responsible 
for helping assemble hardcopy proposal volumes, 
checking for completeness of each volume/copy, and 
ensuring each page/tab/insert/cover/spine is printed 
and inserted correctly into the proposal binder (e.g., 
not smudged, skewed, ripped, or out of order) in 
accordance with the master copy of the proposal 
volume. Ideally, this individual should be a member 
of the proposal department staff for 
security/continuity. 
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● Scale your proposal production plan based on proposal size and complexity and 

on your organization’s size and capabilities. 

● Consider outsourcing proposal production. 

● Carefully plan contingencies to mitigate risks for final delivery. 

● Maintain senior management visibility to ensure support throughout the 

production process. 

● Ensure version control in all phases of the proposal development lifecycle. 

● Do not make last-minute changes to your proposal. 

4.2 Common Pitfalls and Misconceptions 

● Failure to plan adequately 

 

5 Virtual Team Management 

● A virtual team is a team in which proposal team members, including SMEs and 

teaming partners, are geographically distributed and interact primarily through 

electronic means. 

● Virtual teams can also include peripheral team members, such as SMEs, and team 

members from partner companies. 

● A virtual team relies primarily on electronic communication, such as emails, 

faxes, teleconferences, and virtual meetings. This requires more planning and 

requires a strong focus on communication and team building. 

5.1 Best Practices 

Create a virtual proposal center. 

● Because virtual teams rarely, if ever, interact face-to-face, they need a single, easy-

to-access place to share resources and information with team members. This 

platform is called a ‘virtual proposal center’. 

● Next, define what your virtual proposal center will look like and will provide, 

whether it is document sharing, scheduling, version control, or estimating and 

pricing. 

● A good virtual proposal center is easy to use, access, and administer. 

● Find tools that meet your budget and have good reviews from organizations like 

yours. Document what each tool does and how it will be used. Tools may include: 
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1. Conference Line 

2. Screen-Sharing Tool 

3. Cloud Computing/Centralized Document Sharing 

4. Shared Calendar 

5. Instant Messaging (IM) Tool 

6. Video Screen Capture 

7. Virtual Video Meeting 

Set a foundation for clear communication. 

Communicate clearly by email and phone. 

Conduct virtual reviews. 

Close out projects upon completion. 

5.2 Common Pitfalls and Misconceptions 

● Insufficient infrastructure and communication 

● Failing to build rapport among team members 
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1 Opportunity Plans 

● Opportunity plans document the actions and capabilities required to meet 

customer needs and win bids. 

● They are useful tools for sellers to improve customer positioning. 

● The goal of any business development or sales team is to advance 

each opportunity toward a favored (winning) position from the perspective of the 

customer, as shown in Figure 10.1. 

 

Figure 10.1. Opportunity Plan Progression. The purpose of opportunity planning is to advance the 

opportunity to consistently improve a seller’s position to ultimately win business. 

 

● Opportunity plans begin by identifying an opportunity, followed by a making 

a bid pursuit decision and assigning an Opportunity Manager. 

● The Opportunity Manager builds a team appropriate for the bid. 

● For major procurements, opportunity planning could begin 2 years in advance or 

more. In the case of recompetes of existing contracts, opportunity planning begins 

at award. A mid-term review is a perfect trigger for in-depth opportunity planning 

for the next award. 

● Before you start, get senior management approval to ensure support for the effort 

required to produce a strong plan. The opportunity plan will: 

1. Drive and track all opportunity/sales activities 

2. Provide information for gate decisions 

3. Brief review teams (competitor, opportunity, proposal strategy review teams) 

http://bok.apmp.org/glossary/opportunity/
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4. Provide handover to the core proposal team to develop the proposal plan 

5. Create content and lessons learned that can be used in subsequent pursuits 

● Opportunity plans evolve continuously as new content is added, but a standard 

structure is helpful in guiding the process. 

● Use all available tools, such as 

1. customer contact plans 

2. bidder comparison matrices 

3. action item trackers 

4. strategy statement templates 

1.1 Best Practices 

1.1.1 Gather and analyze intelligence about the customer and the competition. 

● Successful opportunity planning requires that you both gather and analyze data to 

turn it into intelligence. 

● Document the strengths and weaknesses of each potential bidder. The best-known 

way to do this is using a SWOT analysis. 

● Many strengths and weaknesses will surface during the bidder comparison 

exercise to justify the scores selected for each team. 

● Competitor weaknesses are viewed as opportunities. Strengths are considered 

threats. 

● When completed, this SWOT analysis will drive your win strategy. 

1.1.2 Work collaboratively with the customer to craft a solution addressing explicit 

requirements and hot buttons. 

● The opportunity planning process should be dynamic, flexible, current, and 

collaborative. 

● Create a clear customer contact plan and come to an agreement on the messaging 

you want to present to the customer. 

● Present your notional solution to the customer to obtain feedback on how to 

strengthen your solution and even to shape the requirements to favor your offer. 

1.1.3 Develop program, opportunity, and proposal budgets. 

● When you understand what it will take to move through an improved position to a 

favored one, establish the resources and budget required. 
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1.1.4 Initiate teaming and make/buy decisions. 

● Teaming partners are a key means of achieving capabilities not available within 

your own company. 

● Teaming can also facilitate make/buy decisions. These occur when an organization 

must choose between producing a product in-house or purchasing it from a 

vendor. 

1.1.5 Conduct opportunity plan and competitor simulation reviews. 

● Opportunity plan reviews and competitor reviews focus on quality improvement. 

1.1.6 Mock up an executive summary. 

● A mocked-up executive summary serves as a valuable aid to drive transition from 

opportunity planning to proposal planning. It can be used at bid kickoff to brief 

team members. 

1.1.7 Guide transition of opportunity plan elements to the proposal plan. 

● A current, up-to-date opportunity plan and mocked-up executive summary 

effectively front-load proposal planning, saving time and helping you establish a 

consistent message early. 

● Win strategies inform proposal strategies, which can serve as the anticipated 

structure of the solicitation. 

1.1.8 Develop and lead decision gate reviews. 

● Throughout the lifecycle, the opportunity plan provides the basis for executive 

management decisionmaking regarding the opportunity. 

● The number and focus of decision gates depend upon the complexity of the 

opportunities and company governance processes, but will always include at least 

a bid/no-bid decision. 

 

2 Content Plans 

● Content plans are used to create consistent, compliant, well-organized proposals. 

● Teams should not start writing a content plan until there is a clear and shared 

view of what the finished product will look like, as without a clear specification of 

what needs to be created, the finished products will be inconsistent, incoherent, 

and low quality. 

● Correcting poor quality late in the process requires rework, causing risk of a late 

or over-budget proposal. 

● Plan, define quality criteria, and then execute. 
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2.1 Best Practices 

2.1.1 Implement a systematic approach to designing content. 

● Follow a simple, clear, and requirements-driven process to design content as 

shown in Figure 10.1. 

 

Figure 10.1. Content Development Process. Content development should be driven by the 

requirements of the prospect’s evaluation process. 

 

● The process should be flexible enough to accommodate different types of proposal 

content and presentation as determined by the customer’s evaluation process. 

2.1.2 Adapt the approach to each proposal’s situation. 

● The time invested in content planning should match the likely ROI. There should 

be a surplus of benefits over costs. 

● The main costs of content planning are the time and effort of the Proposal 

Manager and core team in creating plans before the kickoff meeting. 

● Content plans communicate requirements. At a minimum, a plan should have 

enough detail to check that you have covered all the requirements and enable the 

team to understand who is writing what. 

● Tailor the detail and rigor of your content plans according to the importance of 

the opportunity, the size and experience of your writing team, and the time 

available, taking into account the influencing factors described previously. 

2.1.3 Build and manage a requirements baseline for each proposal. 

● For formal requests, the core team should thoroughly review the customer 

request, if not already completed as part of the proposal plan. 

● To build your requirements list: 

● List known requirements 

● Group requirements by category and priority 

● Consolidate requirements into a requirements checklist/requirements analysis 

matrix. 

● You can use compliance and response matrices to provide requirements 

traceability between the customer request and your written offer for both formal 

and informal responses. 

● Add the reference to where in your proposal the requirement is addressed to 

create a response matrix. 
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2.1.4 Create a robust topical outline. 

● Start the content planning process by building a robust topical outline for the 

proposal. 

● An outline is a list of topics or headings to be covered. “Robustness” means that 

the structure will support the many demands placed upon it and remain stable 

throughout development of the proposal. 

● An outline can take many forms as shown in Figure 10.2, from a simple indented 

list to a detailed computer-based model. Choose an approach that is best fits your 

way of working, the proposal and team environment, and the demands of the 

proposal. 

 

Figure 10.2. Types of Outlines. An indented list, hierarchy, or mind map are all valid ways to  

represent an outline. 

 

Make your outline consistent and compliant 

● To start your outline, follow the instructions contained in the proposal request. 

This includes: 

● Required sections and structure 

● Required numbering plan (if one is not given, follow the customer’s conventions 

over your in-house style) 
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● Required headings and terminology 

Make your outline robust 

● When a compliant outline has been developed, it should be further refined to 

satisfy the following conditions: items in the outline should be mutually exclusive, 

complete, and exhaustive (MECE) and uniquely assignable. 

 

 

 Figure 10.3. A Robust Outline. The proposal outline can only be robust if it is compliant, MECE, 

and uniquely assignable. 

 

2.1.5 Annotate the outline to provide guidance to authors. 

● Provide guidance to contributors by annotating the outline. Annotation can be 

added in-line to text or in a list. For tabular outlines, annotation can be added in 

new columns. 

● Annotation should include: 

● Graphics to be used 

● Boilerplate to be used 

● RFP requirements to be addressed 

● Page and word count limits 

● Themes and strategies for the section 

● Customer terminology/style and usage to be used 
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● “Answer to the question” for each section (for all their planning, many writers fail 

to answer the question the customer asks) 

● Proof points to support claims 

2.1.6 Develop detailed content plans for important sections. 

● Apply the “just enough planning” principle. Too much planning unduly constrains 

the SME. Too little planning opens the door to non-compliance and poor quality. 

● There are many ways to plan detailed content, including: 

● Section content plans. 

● Mock-ups. 

● Section content plans are suited to a sequential development approach. Each step 

builds on what went before, so requirements need to be known in detail early in 

the process. 

● Mock-ups take a top-down approach in which each version is a progressively 

evolving prototype of the finished product. Mock-ups require an interactive 

development approach, where the team and key users work together to refine the 

view of the specification. 

2.1.7 Involve your writing team in content plan creation. 

● If section content plans are to be used, the Proposal Manager, with the support of 

the proposal team, should develop initial section content plans before kickoff. 

● Distribute initial section content plans at the kickoff for further development by 

authors. 

2.1.8 Review content plans before starting to write. 

● Where time and budget allow, schedule a review of the completed section content 

plans before writing starts. 

● A combination of horizontal and vertical approaches, shown in Figure 10.4, 

enables the team to test the consistency of the proposal as a whole. 
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 Figure 10.4. Review Approaches. Horizontal reviews examine all content at the top level, while 

vertical reviews are a deep-dive into section content plans. 

  

2.1.9 Integrate content plans into the proposal development plan. 

● The outline is the basis for planning proposal development activities. Extend the 

outline to create a proposal responsibility matrix. 

● Identify how much of the content can be created by adapting re-usable content 

(boilerplate). 

● Use historic metrics collected from previous pursuits to estimate the time and 

effort required. 

● Add due dates for each outline item and schedule in any planned reviews. 

Incorporate the resulting proposal responsibility matrix and schedule into the 

proposal management plan. 

2.1.10 Use content plans to monitor quality and progress. 

● Extend the proposal responsibility matrix to show additional details such as 

planned finish, current status, and planned review dates. 

● Use the resulting product status register to monitor progress and status. 

2.2 Common Pitfalls and Misconceptions 

● Not enough planning 

● Introducing new techniques without training and support 



PROPOSAL DELIVERY

CHAPTER 11 : 
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1 Introduction 

● In any market, on-time proposal delivery is a key objective of the proposal 

management process. 

● Effectively allocating time and resources across multiple tasks—and 

communicating and enforcing milestones—are essential parts of proposal 

management. 

● Contingency planning, based on the specifics of the organization, the proposal, 

and the team, is an essential component of schedule management. 

1.1 Best Practices 

1.1.1 Schedule backward, starting with the proposal due date and time. 

● Start with the due date and time. Estimate the total proposal development effort, 

then schedule delivery and production before scheduling tasks that occur earlier. 

● When you have built in enough time for delivery and production, make a list of 

the other tasks and subtasks, using as many levels as necessary to describe the 

work in detail. 

● Be sure to identify the dependencies for each task, such as supplies, approvals, or 

completion of other tasks. 

● Develop realistic time estimates for specific tasks and record these in a proposal 

resource schedule. 

1.1.2 Allocate time for proposal planning and for establishing the proposal 

infrastructure. 

● Setting up a proposal infrastructure and creating realistic plans are critical to a 

smooth proposal process. 

● Keep 10 percent of the available time in reserve to manage unforeseen events, 

such as a proposal writer with writer’s block, a family emergency, or a client crisis 

that requires immediate attention. 

1.1.3 Minimize sequential tasks and maximize parallel tasks. 

● Think through all dependencies carefully when determining start and end dates 

for proposal tasks and subtasks. 

● To the extent possible, create a task list that includes activities that can be 

conducted simultaneously, such as writing proposal text and making plans for 

proposal reviews. 
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1.1.4 Clearly explain the start and end date for each task as well as the expectations 

associated with completion of the task. 

● The proposal schedule must be clear and visible to the entire team, preferably on 

a collaborative platform that enables easy access and updates when necessary. 

● Define a start and completion date for each individual team member. 

● Use the proposal schedule to make formal proposal assignments to each 

individual for the time required to complete proposal sections or perform 

proposal functions. 

1.1.5 Break large assignments into short, manageable pieces. 

● Proposal Managers can make authors and other contributors more effective by 

breaking large tasks up into smaller pieces, assigning interim deadlines, and 

providing immediate feedback. 

1.1.6 Make sure the schedule drives the priorities for daily activities. 

● A well-planned schedule is an excellent tool for ensuring that proposal activity 

constitutes the best use of time and resources. 

1.1.7 Avoid scheduling weekends and holidays. 

● More work is not always better work. Even when deadlines are tight, proposal 

team members need most evenings, weekends, and holidays “off the clock” to be 

productive. 

● For proposal writers in particular, having a break, a chance to exercise, and a 

good night’s sleep produces much better results than continuous work. 

1.1.8 Allow sufficient time for proposal reviews. 

● Proposal contributors are too close to their work to be able to review it for quality, 

compliance, consistency, and impact. 

● A fresh look at a proposal by experts who have not been involved in writing or 

solution development is essential. 

1.1.9 Plan for production time conservatively. 

● Proposal production includes final document formatting, printing, assembly of 

proposal volumes, and a final check to ensure that everything is in the package or 

on the disk and is compliant with any stated client requirements. 

● It is important to be prepared, to be conservative when scheduling, and to 

carefully protect the time allotted to this activity. 
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1.1.10 Change the schedule only if it absolutely has to be changed, and be sure to 

communicate changes clearly to all involved. 

● Changing the schedule to accommodate events other than an alteration of the RFP 

or an extension of the deadline carries risks. 

● It is advisable to change the schedule only when there are customer-driven events 

such as an extension of the due date or a significant change in the RFP. 

1.2 Common Pitfalls and Misconceptions 

● Rigid adherence to allotted timeframes 
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